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A Strong Start to 2019

W

elcome to the Spring IMS Journal, I am pleased to
report that your Institute has made a positive start
to 2019. First, a few comments about 2018, which
already seems a long time ago! It was a good year for the
Institute, with income and membership numbers increasing
on previous years. Look out for details of the 2018 report and
accounts which will be published in the Journal later in the
year. An increase in new members taking part in our education
programme was the primary reason for the increased income.
This has continued into 2019 with IMS courses booked up until
the end of July. We expect this trend to continue throughout
the year.
This year, elections will take place for the Institute’s Council of
Management (see page 46 for more details). Those of you who
recall this process will remember that half of the eight council
members are elected every two years and serve four years. An
email was sent out to members at the end of February detailing
the process, timescale and inviting nominations. If you did not
receive this communication please let the Admin Manager
know at head office – admin@ims-productivity.com. This is a
great opportunity to get more involved with your Institute,
representing fellow members to guide and develop the services
we offer. You will need to be a corporate member to be
nominated and besides having knowledge of the management
services profession, other skills such as marketing would be
particularly useful. If you think this opportunity is for you, we
look forward to receiving your nomination form.
The Institute’s education provider Scott-Grant, held their
annual Student of the Year award ceremony on 24 January
2019 in Manchester. This is an important event which

celebrates all of the year’s students and showcases the top
achievers. You can read more about the event on page 12 of
the Journal. I would like to add my congratulations to the
winners and wish them continued success in their careers.
Following the interest shown in the networking event and
national AGM last year, we are running an enhanced version in
2019. Please reserve the morning of Friday 4 October 2019 and
look out for details later in the year. If you would like to be
one of the event speakers please get in touch.
I would like to remind members who are considering applying
for a membership upgrade, wish to record achievements for
career or professional development to consider the Institute’s
CPD Scheme which was launched last year. Please see page 5 and
visit the Institute’s website, www.ims-productivity.com for more
details and information about how to get involved.
Finally, I would like to wish all the membership a happy
Easter, your support for the Institute and its activities is
greatly appreciated. As always do get in touch if you have any
comments, suggestions or questions.
Julian Cutler
Chairman

Congratulations to the winners
of Scott-Grant’s Student of the
year award – I wish them every
success in their careers.

OBITUARY

Ian Cooper

I

t is with sadness that we report the death of Ian Cooper after
a short illness. Ian will be sadly missed, as for many years he
played an active role within the Institute’s North West Region.
Ian joined the Institute on 18 June 1969 and soon became
involved in the Institute at branch level, later joining the NW
Region Board, where he held a number of positions including
Chairman. He played a key role in organising a number of very
successful region conferences that did much to enhance the
profile and standing of the Institute. He was also a regular
attender at the Institute’s AGM each year in Lichfield, where he
always made a meaningful contribution. He was also involved in
the Institute’s Managers Specialist Group.

In his working life, Ian held senior management services
positions in local government and also with Merseyside Police.
Ian was an Institute member for 50 years and during that time
made a significant contribution to the life of the Institute; his
wise council and active support will be sadly missed.
He will also be missed by his many friends and colleagues
within the Institute. It was my pleasure to have known and
worked with Ian on behalf of the Institute, and I am proud to
have had him as a friend and colleague for more than 40 years.
On behalf of all Ian’s friends in the Institute, I extend our
sincere condolences to his wife Megan and his children.
David Blanchflower
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We supply qualified Industrial engineers, productivity analysts,
MOST®

practitioners, Lean specialists.

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

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

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

The Institute’s
CPD programme

I

f Institute members are seeking to enhance their career
prospects, they should consider continuing professional
development (CPD) which is used by many professionals to
develop new skills and knowledge throughout their career.
CPD has become crucial in terms of career progression. CPD is
a proactive and conscious form of learning which uses various
methods to help individuals either learn new skills or develop
existing ones.
As the name suggests, it is an ongoing learning process. It is
also a self-driven form of learning, with the individual deciding
their own additional training needs. Participation in CPD offers
numerous benefits to both the individual and their employer.
For you as a professional, it helps to ensure your skills and
knowledge are up to date, and the professional standard of your
Institute registrations and qualifications are maintained.
For your employer, it ensures that the company standards are
both high and consistent. Your employer will see that you are
actively dedicated to the job role and value your commitment
to the role. Whether you’re looking for a promotion, or you’re
hoping to gain employment with a prestigious company, CPD
can really help. It enables you to stand out from the crowd, with
research showing that those who have undertaken CPD, have a
significantly higher chance of gaining a promotion or moving on
to a different area within their chosen field. Practically anything
which can further your knowledge and skills is classed as CPD.
This includes:
•
Events
•
Training courses
•
Workshops
•
Research
•
E-Learning
Each of the above has its own range of benefits and most
professionals choose to undergo several types of CPD for best
results. The Institute of Management Services CPD programme is
designed to be flexible, enabling participants to choose courses
and methods of knowledge acquisition that most benefit the
individual in advancing their professional development. Details
of the Institute’s continuing professional development (CPD)
programme can be found on the website www.ims-productivity.
com by clicking on the link at the bottom of the website home
page (https://www.ims-productivity.com/).

New role for IMS President
IMS President, Colin Coulson
Thomas, has been elected as
President of the Council of
International Advisors (CIA)
of the Sri Sharada Institute
of Indian ManagementResearch (SRISIIM) in New
Delhi. The roots of the Institute
and the wider organisation
that founded it in 1995 and
associated temples, monasteries
and schools, go back to a
centre of Vedic teaching at
Stringeri in the ninth century
and a collection of texts assembled earlier. Until India’s Land
Reform Act, the core temple and surrounding area was regarded
by local Kings, the Moghuls and the British administration in
India, as self governing and inviolate.

Institute of Management
Services education providers

S

cott-Grant Limited is the only UK authorised provider of
Institute approved courses. They offer through the year the
Institutes Certificate course consisting of four one week
modules, available as open or in-company training courses. You
can choose from Time Study, MOST or PADS for module 2. The
company also offers Institute approved Performance Rating
Clinics. Full details for all courses can be obtained by contacting:
Scott-Grant Limited.
Director of Training: Richard Taylor.
Training Administration: Adele McShane-Syddall.
Tel: +44 (0)161 234 2121 Fax: +44 (0)161 234 2125.
Email: training@scott-grant.co.uk • www.scott-grant.co.uk
The Institute’s Overseas Education Provider is the CCL Consulting
Group based in Zimbabwe, which offers the Institute of
Management Services Certificate Course. The company can be
contacted as follows:
CCL Consulting Group.
Contact: Jonathan T M Pfumojena.
Email: tkpfumojena@gmail.com
Tel: +2634-779740/1 / +263 77228767 • Website: www.cclint.net

6

Management Services
Spring 2019

WEST MIDLANDS REGION

Sir Frank Whittle – Britain’s Jet Engine Pioneer –
visit to Midlands Aircraft Museum

O

n 22 October, West Midland Region members visited
the Midlands Aircraft Museum at Baginton adjacent
to Coventry Airport. The Museum consists of a covered
exhibition area as well as aircraft displayed outdoors.
A feature of the Museum is the Sir Frank Whittle Centre which
records Sir Frank’s pioneering work on the British development
of the jet engine.
Frank Whittle was born in 1907 in a modest terraced house
at Earlsdon in Coventry and joined the Royal Air Force in the
late 1920s. While he was a cadet studying at the RAF College
Cranwell, Whittle developed his concept for a jet engine for
aircraft propulsion and took out his first patent in 1930.
At about the time of his graduation, Whittle with relatively
modest funds from his financial backers, formed Power Jets to
develop his concepts and a prototype demonstration jet engine
was built by BTH Engineering at Rugby to Whittle’s design.
As the war clouds gathered in Europe in the late 1930s, the
British Air Ministry became more interested in the possibilities
of jet propulsion. Power Jets moved to old foundry premises in
Lutterworth, Leicestershire, to allow further development work
to produce a practical jet engine capable of powering an aircraft.
The first British jet powered flight was achieved on 15 May 1941
by the Gloster E28/39 powered by a Whittle W1 jet engine.
Britain’s first operational jet fighter, the twin engine Gloster
Meteor, came into service in 1944 just in time to help with
intercepting the new German V1 ‘Doodlebug’ pulse jet powered
flying bombs (crude cruise missiles) being launched daily from
Northern France towards London.

The Midland Aircraft
Museum’s outdoor plane
exhibits are mainly aircraft
from the ‘Cold War’ years
1950s to 1980s, when Britain
and her NATO allies were
threatened by the Soviet
Union and the Warsaw Pact
nations. The jet aircraft
displayed include examples
from Britain, the United States
of America, France, Poland
and Russia, including a Soviet
MIG 21 supersonic fighter and
MIL helicopter gun ship.
An interesting regional air
museum, which includes an
important memorial to Sir
Frank Whittle Britain’s jet
age pioneer, who helped to
develop the revolutionary
technology which allowed
supersonic flight and jet
powered air travel for the
masses.
John Hopkinson
Chairman

SCOTTISH REGION

Unusual venues at the Edinburgh Festival

T

hose of you who are regular attendees at the Edinburgh
Festival will be aware of the unusual venues for holding
events. Anything from the back of a taxi to inside a red
telephone box. I attended one such event at this year’s festival, a
vintage mobile cinema.
The mobile cinema, affectionately known as Audrey, was
a converted 1960’s Bedford truck which has been lovingly
restored. It showed old films which were both entertaining and
of historical interest for those of us at a certain age. However,
what was most interesting to me, and I’m sure to many of the
members of the Institute, was the history and original use of the
cinema.
Life for Audrey and her six sisters started in 1967, when the
then Ministry of Technology commissioned seven of these
custom mobile cinema units to tour the country, promoting
modern production techniques to British industry.
The seven Bedfords were operated by PERA (Production

Engineering Research Association). Films would be played
within the cinema, with supporting displays shown in the trailer
that accompanied the towing unit as they toured the nation’s
factories.
The unit would visit any engineering firm (free of charge)
wanting to know how new and improved production techniques
could cut their manufacturing costs and raise output. Each unit
was manned by senior production engineers who would advise
the firms on the introduction of new techniques. Techniques
such as value engineering work study and value analysis were
explained as a means of improving productivity. The service,
which cost £1m, operated for five years and visited about 1000
firms each year.
For further information and to view some vintage film visit:
www.vintagemobilecinema.co.uk/history
Dr Andrew Muir
Scottish Region Secretary
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BOOK REVIEW

Title: Scale or Fail: How to build your dream team, explode your
growth, and let your business soar.
Author: Allison Maslan
Publisher: John Wiley & Sons (2018)
ISBN: 10: 1119461014
Pages: 237
‘Scale’ is increasingly being used as shorthand for ‘scale up’, that is
to grow or expand a business by increasing the business size whilst
improving its productivity and profitability.
Scaling a business is not for the faint of heart. It’s a mind-bending
journey that causes millions of business owners around the globe
to either throw in the towel – or avoid risk entirely and suffer from
smallness and mediocrity. Most of these businesses fail because they
are ill prepared to face the real challenges involved in scaling.
In Scale or Fail, author Allison Maslan – who has successfully
scaled ten companies from scratch and has guided thousands
of small businesses to do the same – shares her revolutionary
SCALEit Method (R) for successfully growing, replicating, and
expanding your business. She also shares pivotal mindset
strategies she’s used to break the fear barrier so that you may
move past any obstacles by seeing the big picture and fulfil your
dream of business expansion and increased profitability.
The author has produced a readable book that not only guides
you step-by-step on how to grow and scale your company, it
also takes you on an inspirational journey that enables you to
become a better leader.
Whilst the book is primarily aimed at business owners, it will
also serve as a useful guide for industrial engineers in their quest
to ensure the business is more productive. The book contains a
wealth of guidance on how to build the business. It is an easy
read, with practical input on things you can directly implement
and start seeing the business grow.
If you need to grow your business this book will provide a good
blue print to overcome the challenges you will meet as it provides
a useful road map of the process to grow your business. It will
help you set goals and check the tasks need to scale your business.

Title: The Little Book of Results: A Quick Guide to
Achieving Big Goals
Author: Jamie Smart
Publisher: Capstone (2018)
ISBN: 10: 0857087800
Pages: 289
Jamie Smart is a Sunday Times bestselling author, speaker
and executive coach. His book starts from the premise that
it is easier to complicate than to simplify. It takes up the
challenge to provide the reader with a succinct guide that
will clarify the three key changes they need to make to
achieve the results they are desire.
The reader will be guided through the principles of ‘The
Clarity Coaching Model’ which will enable the reader to
de-congest their mind and so think more clearly, make
better decisions and improve their performance.
Clearer thinking removes the stress and anxiety
from decision-making, and allows you to focus on your
goals. Rather than a step-by-step process, the reader is
encouraged to form a deep understanding of themselves
to awaken their inner potential and improve their innate
abilities, including better listening, deeper connections,
more motivation and greater innovation and creativity.
The book is written in bite sized chunks and each
chapter focuses on issues and aspirations we all experience
in our lives such as purpose, motivation and results. It will
help you unlock your potential by removing stumbling
blocks to success and open the door to opportunities.
The author states that the purpose of the book is to
help the reader fully realise your birth right so that you
can live the life you desire.
This book is small enough to fit into your jacket
pocket but carries a powerful message. The book offers
little that is not already stated in other self-help books
but it is set out in a very readable format that results in
an enjoyable and constructive read.
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Healthy workers
are more
productive

R

esearch indicates that encouraging better health is not just
good for individual employees, it also makes them – and
their organisations – more productive.
While economists continue to ponder the impact of skills
shortages, poor infrastructure and weak business investment
in technology, research carried out by the Britain’s Healthiest
Workplace index indicates that employers could be reducing
the average number of unproductive days by a third – simply by
boosting the health of their workforce.
Clearly, there are huge productivity gains to be made by helping
people to make healthy changes to their lifestyle, before they even
become diagnosed with any chronic diseases. Unfortunately, the
willingness of people to change is variable.
According to last year’s Britain’s Healthiest Workplace Survey,
22% of people at risk of having an unhealthy BMI had no desire to
change and 31% of those at risk of not exercising enough didn’t
want to change.
A shocking 94% of the third of people found to be exceeding
government guidelines on alcohol had no motivation to change.

World’s largest robot

M

ining Corporation Rio Tinto has announced that its
autonomous rail system called AutoHaul that it’s been
developing in the remote Pilbara region of Australia
is now entirely operational. The company also says the Autohaul
system is the ‘world’s largest robot’.
Rio Tinto’s Managing Director Ivan Vella said: “It’s been a
challenging journey to automate a rail network of this size
and scale in a remote location like the Pilbara, but early results
indicate significant potential to improve productivity, providing
increased system flexibility and reducing bottlenecks.”
The ore-hauling train is just one part of an ambitious
automation project involving robotics and driverless vehicles
that Rio Tinto wants to use to automate its mining operations.

More than half (56%) were happy with the amount they drank,
while a further 38% recognised they should drink less, but had no
intention of doing so.
The reason is that until they are diagnosed with a chronic
disease, most people will consider themselves to be ‘healthy’ and
are unaware of the cumulative nature of ill health, let alone its
impact on their productivity.
This reluctance to make health changes until confronted with
an actual disease means that 850,000 people in the UK have
undiagnosed type 2 diabetes in part because of poor nutrition and
inactivity. Properly treated, there is no reason why someone with
diabetes cannot perform as well as anybody else. But undiagnosed
type 2 diabetes sufferers can experience fatigue and headaches,
which will impact negatively on their ability to be productive.
Employers seeking to boost health, both for the benefit of
the individual but also as a means of boosting productivity and
competitiveness, must take on the challenge of educating people
about the cumulative nature of unhealthy lifestyle choices and
impact of hidden health risks.
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UK-wide growth

A
Robots to fix
underground pipes and
help cut roadworks

T

he UK Government has announced a £26 million
investment to build micro robots that can help repair
the UK’s vast underground pipe network, preventing
disruptive roadworks.
Using the robots will significantly reduce the disruption
caused by the 1.5 million road excavations each year.
Scientists from four British universities will use £7 million of
government investment to develop 1cm long robotic devises
that use sensors and navigation systems to find and mend cracks
in pipes. The traffic closures and disruption to business of these
roadworks is estimated to be more than £5 billion.
Researchers will also test new technologies, such as the use
of artificial intelligence (AI) software on satellites in orbit to
detect when repairs are needed, and drones for oil pipeline
monitoring.
The investment by the UK government illustrates the
leading role that the UK’s innovators are playing in developing
these new technologies which will improve safety and boost
productivity and efficiency.

recent research report by Deloitte titled Power
Up – UK Wide Growth examines the opportunities
and actions needed to unlock the economic and
human potential of the UK’s 11 regions and nations outside
London. These focus on the crucial areas of employment
and productivity, where local conditions have a huge
influence. The report sets out recommendations that
business leaders, educators, local politicians and national
government should adopt to unlock Britain’s productivity
performance.
The research found that access to, and availability of,
talent remains a recurring challenge for many organisations.
Nations and regions need to work as one in providing
compelling alternatives to overseas locations. It found
that the businesses that will be most successful in driving
productivity will be those that optimise the benefits of new
technology and artificial intelligence (AI), whilst enabling
the progressive up-skilling and deployment of their
talent in higher value activities. Talent will be attracted
to (and retained by) those businesses and organisations
that provide a structured curriculum of personal and skills
development.
It stresses the importance of investment in leadership
teams and the capabilities of those teams to think and
act strategically. Successful leadership will be pivotal in
unlocking the potential of businesses in the UK’s nations
and regions and improving productivity. Core leadership
attributes, ie those associated with building international
businesses of scale and optimising their operating models,
are in scarce supply and need to be built up.
The report highlights that national government needs
to refresh the UK’s industrial strategy and draw upon the
government’s national productivity plan to set out a clear
case for productivity gains.
The full report can be seen at: www2.deloitte.com/uk/
en/../power-up-uk-wide-growth.html

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

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

10

Management Services
Spring 2019

Next generation of
AI talent to be trained
at UK universities

T

housands of graduates will become qualified experts
in artificial intelligence (AI) as part of a new joint
government-industry package to drive up skills in the AI
sector, Business Secretary Greg Clark and Digital Secretary Jeremy
Wright announced in February 2019.
The new post-graduate artificial intelligence (AI) drive will
boost productivity and create high skilled jobs, as part of the
modern Industrial Strategy.
For the first time, the UK will have a nationwide programme
of industry-funded AI Masters courses, coupled with work-based
placements.
This new skills and talent package is a major milestone of the
modern Industrial Strategy’s AI Sector Deal which was launched
in April 2018. It is supported by industry funding and up to £110
million government investment.
Business Secretary Greg Clark said: “The UK has long been a
nation of innovators. This AI skills and talent investment will help
nurture leading UK and international talent, to ensure we retain
our world-beating reputation in research and development.
“Artificial intelligence has great potential to drive up
productivity and enhance every industry throughout our
economy, from more effective disease diagnosis to building smart
homes. Today’s announcement is our modern Industrial Strategy
in action, investing in skills and talent to drive high skilled jobs,
growth and productivity across the UK.”
Jeremy Wright added: “The UK is not only the birthplace to the
father of artificial intelligence, Alan Turing, but we are leading

the way on work to ensure AI innovation has ethics at its core.
We want to keep up this momentum and cement our reputation
as pioneers in AI. Working with world class academic institutions
and industry we will be able to train the next generation of toptier AI talent and maintain the UK’s reputation as a trailblazer in
emerging technologies.”
As companies throughout the UK increasingly use AI in
processes from manufacturing to fashion and construction to
medical imaging, upskilling people to develop and maintain the
new technology is crucial to its success in boosting productivity.
This is part of the government’s continued drive to be a worldleader in harnessing the economic benefits of AI and the datadriven revolution, as part of the modern Industrial Strategy.
https://www.gov.uk

UK ranks 9th place in global talent
competitiveness ranking

T

he UK has been ranked ninth in the world
for talent competitiveness, according to the
new Global Talent Competitiveness Index
(GTCI) – a global report measuring countries’ ability
to attract, retain and grow talent.
The UK’s position in the top ten most talent
competitive countries is bolstered by its leading
pool of global knowledge skills, as indicated by its
culture of innovation, entrepreneurship and the
development of high-value industries. The UK also
performs consistently well in the Enable, Attract
and Grow-talent pillars, ranking ninth in each of
these categories. This performance can largely
be accredited to its strong business environment,
world-class educational institutions and ability to
appeal to foreign talent and investment. But the
UK’s position is undermined by its Vocational and
Technical Skills; which deals with mid-level skills
and employability, for which it’s ranked 27th.

Produced by one of the world’s prominent HR
solutions partners, the Adecco Group, together
with international business school INSEAD and
Tata Communications, the GTCI looks at 68
discrete variables. Ranging from organisational
collaboration and foreign direct investment
to innovation output and labour productivity,
these variables help determine a country’s ‘talent
competitiveness’ – the ability to attract, develop
and retain skilled workers, thereby supporting
productivity and prosperity.
The sixth annual GTCI evaluated 125 countries
to provide decision-makers across business
and government with the tools to drive talent
competitiveness. It suggests that in today’s
knowledge economy, nurturing entrepreneurship
is not only key to economic growth but also
attracting and retaining talent.
https://adeccogroup.co.uk/

MANAGEMENT
SERVICES JOURNAL
SoR

YOUR

NEEDS

EXPERTISE!

Have you ever thought about writing an article for your journal?
Whatever your area of expertise, particular field of interest or profession,
IMS members would benefit from your knowledge and experience.
If you would like to contribute to your journal and need more information, advice
or support, please contact Mel, the editor, at editorial@msjournal.org.uk
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Student of the
Year Success
2018 will be a very memorable year for some newer
members of the Institute, especially when they consider their
successful start to their career as an industrial engineer.

Celebrating success are (left to right): in the foreground Steve Heathcote, Leigh
McCormick, Richard Clamp, Peter Jackson, Richard Easton and Lynette Gill, Richard
French, David Blanchflower, Richard Taylor.

T

he IMS is delighted to announce their Student of the
Year for 2018 is Richard Clamp of Asda Stores plc. And
close behind as joint runners-up are Peter Jackson
of Nissan Motor Manufacturing UK, Rivaldo Pratama of
shoe manufacturer ECCO Sko A/S, and Leigh McCormick of
Scott-Grant Limited.
At a celebratory event at the end of January in Manchester,
IMS Treasurer David Blanchflower and Administrator Lynette
Gill presented a specially engraved trophy and a certificate to
Richard Clamp at the Scott-Grant Training centre in Manchester.
Richard Taylor, Managing Director of training provider ScottGrant also presented him with a certificate and gift.
David Blanchflower expressed his delight at the increase
in membership the Institute has been experiencing in recent
years, currently around 2300 strong. Only a few years ago
it was about 1600. He assured the new members that their
qualification would stand them in good stead throughout
their working life.

A good career move
Winner Richard Clamp described the Certificate course

content as ‘great’ – exactly the same word used by all the
students, incidentally. His work as Wage Planning Manager
for fresh foods at Asda now has a whole new dimension, as
he explained: “It was felt that in our department we should
broaden our understanding of the end to end process by
a large number of us attending the IMS Certificate course,
so now we have joined up all the dots, so to speak. This
qualification now makes us so much more efficient; the detail
behind the information we generate enables us to get savings
through the processes and operating procedures.” Richard
first worked for Asda as a part-time ‘trolley pusher’ when he
was an undergraduate well over 20 years ago, then joined
them in 1990 and worked for 20 years in the retail side of the
business before coming into the office. “And look at me now
– Student of the Year!” he added, gleefully.
“Asda is the only business to have won this award twice
in the last 10 years, with Steven Moody in 2010”, observed
Richard Taylor. “We look at those last 10 years and the range
of companies whose people we have trained and we see
how, despite the varied profiles of those businesses, they are
all using the productivity tools and techniques that we train
them in. It is evidence that every operation needs to be on
top of productivity if they want a competitive advantage.
The uncertainty of Brexit, the fluctuating exchange rate
affecting import and export, the impact of a changing
population and the high levels of employment in this country
are all additional external factors that affect businesses. So
it’s no wonder that so many diverse businesses are asking
us to help their people attain this professional productivity
qualification.”
Nissan is no stranger to the Student of the Year awards,
with a winner, Rachel Pallan last year and two runners up
before that in the last 10 years. And in contrast, Danishowned ECCO have in that time bolstered their shoe
production in Indonesia and now employ around 8000 people
in one of their six state-of-the-art manufacturing facilities
near Surabaya on the eastern side of Java island. Rivaldo
Pratama joined ECCO in 2016 after graduating and was
delighted to have been selected to attend the in-company
Certificate course last summer run by Scott-Grant in Indonesia
(see MSJ Autumn 2018). Now, with this level of performance
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“Every operation
needs to be on top of
productivity if they
want a competitive
advantage.”
in the course, he has surprised and delighted his managers
and colleagues. “They (and I) hope this is the start of a very
good career for me at ECCO,” Rivaldo said. “In turn, I now
hope I can make them even more proud by my performance
in my IE role as I apply the knowledge and skills I learnt
on the course. I have always been a ‘numbers’ man, so the
content suited me well. I’m using time study and performance
rating all the time in the various elements of shoe production.
I also feel I can look to inspire others in their work.”
Peter Jackson started with Nissan in August 2018 after 20
years in engineering and manufacturing roles with Proctor
and Gamble in Newcastle. “I’d been very aware of Lean in
my previous work, so it was a good transition to join the
IE department. For me, attending a training course was
a novelty to start with, after so many years away from a
classroom environment but I soon seemed to settle in and
really enjoyed the work and the content. On the open
course there was a good mix of other industry sectors there:
distribution, retail and automotive suppliers, so I appreciated
the discussions we had. Now I’m really enjoying applying the
course content every day – I concentrate currently on casting,
machining and assembly of engines, as well as estimating
work for new products. I love that, as a result of our work,
improvements are constantly identified.”
Leigh McCormick’s work since leaving education had been
very numbers oriented in finance and data analysis. He had
begun to find the environment boring, so was looking for a
change. “My brother is involved in labour planning in a large
retail organisation and he came up with the suggestion that I
should consider industrial engineering as a possible option. I’d
heard of Kanban, but not much else so I took a leap of faith,
came to talk with Scott-Grant who agreed I could sign up for
the Certificate course and, to be honest, I’ve never looked
back. I’d like to think I’ve found my professional home; I
certainly feel I’m now living a second life! I seemed to adapt
quickly to studying, albeit it was over ten years since I’d been
in a classroom environment. Now I’m working as a contractor
for Scott-Grant, using and applying all that I’ve learnt on the
course.” Since qualifying, Leigh has been assigned by
Scott-Grant to Tesco Distribution as part of a team of IEs and
has impressed them greatly – so much so that the Work Study

Manager to whom the team reports, wanted to come and
support Leigh. Richard French travelled from Nottingham to
see him receive his certificate and gifts. “Leigh’s attitude to
work is fantastic, his work rate is very good and he has bags
of capability. Although he’s only been with us on contract a
comparatively short time, I’m delighted to come and celebrate
his achievement with him,” he said.
Senior Instructors Steve Heathcote and Richard Easton were
congratulated on their contribution to the success of so many
students who attend the IMS Certificate course throughout
the year, and of these students in particular. Ian Winstanley
was delivering an in-company Module 1 course on the day
of the event and so could not be there to celebrate. He and
Richard Easton will be returning to ECCO in Indonesia for a
further Certificate course this coming summer and so Richard
Easton accepted the certificate on Rivaldo’s behalf and will
personally present it to him then. After all the presentations,
the group enjoyed a special celebratory lunch at a Manchester
restaurant.
“It’s great to acknowledge and celebrate the success of
talented newcomers to the IE profession”, said Richard Taylor.
“And it’s a qualification that is a basis for many people at
different levels in a business, in different departments and
across different sectors and indeed different countries.”
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Hold the Gold Watch For Now:

Delayed Retirements
David Parker, George Downie and Daniel Lewis.

T

he services industries are always challenging. Any
situation where point of delivery is coincidental
with point of consumption, requires not only a first
class product but also delivery mechanisms which allow for
adaptability and improvisation in the face of the unexpected.
An integral part of that mechanism is the workforce, and from
this perspective the UK, Australia, and many other countries
face some likely turbulent periods over the next five years.
For example, data from the UK’s Office of National Statistics
(ONS) show for the first time there are more than 10 million
people aged over 50 in employment1. This means that over
50s now make up nearly one third of the entire UK workforce,
up from around one in five (21%) in the early 1990s. Looking
ahead, by 2034, the estimate is that more than 25% of the
population will be over 65 years old.
Notwithstanding the advances in artificial intelligence (AI)
and predictions from some quarters that ‘we’ll all be replaced
by robots’, these statistics, coupled with the World Bank’s 2017
estimate of a likely annual population growth rate in the UK
of 0.6% clearly suggest that the makeup of the workforce will
have to change2.
The likely impact of a reducing resource pool of new workers

due to Brexit, especially those in the younger demographic,
is well documented. Add to this an increasing number of
incumbent staff unable or unwilling to retire, and it appears
that there is pressure on all sectors of the economy, especially
service businesses, to encourage and manage a more senior
workforce.
While undertaking our current research on older employees,
ergonomics and productivity, the work of Ellen Langer,
Professor of Psychology at Harvard Business School caught our
attention, and in particular her pioneering research on the
potential of older people in the workforce3.
Despite a rising number of over-65’s choosing to stay in
work, only a small number of businesses are taking the issue
of an ageing workforce seriously. Moreover, few organisations
are recognising the potential that such older employees offer.
While several DIY-type retailers recognise the benefit of hiring
‘retired’ tradespeople in frontline sales positions, businesses
in general have been slow, even reluctant, to realise such
experiential capability.
Following the scrapping of compulsory retirement at 65 in
20114 and the raising of the state pension age; the number of
over 65s5 choosing to stay in work is now running into millions.

Management Services
Spring 2019

So what are important considerations for both employer and
the older employee? Are older employees a liability or, with
appropriate organisational alignment, in fact a significant
asset? Moreover, what do the younger staff and customers
think about interacting with much older staff – is there
conflict; do they treat them differently?

Benefits of a mixed-age workforce
We could imagine Frederick Taylor or Frank and Lillian Gilbreth
embracing with gusto the opportunity of researching ‘older
employees, ergonomics and productivity’. Their contribution
to management science lives on; and their fundamental
philosophy to productivity improvement still resonates with
much relevance. What our current research offers, however, is
a phenomena not hitherto prominent within organisational
dynamics; namely, the impact of a much older staff cohort.
It was Professor Langer’s experiments3 with elderly patients
in nursing homes that drew our attention to the importance
of what we term in our research: ‘purposefulness’. While
some patients were given responsibility for the care of pot
plants, others were told staff would tend the plants. As
Professor Langer envisaged, those given responsibilities for
welfare of the plants showed noticeable health improvements.
Subsequently, the 2010 BBC television programme was
broadcast: The Young Ones: Can reliving your youth make you
young again6?. It was observed that older people add a new
perspective on problem solving, creativity, and simplifying
processes. Of singular importance, they have affinity with
a growing aged customer segment. With the majority of
employment requiring cerebral over physical skills, and with
most work devoted to the delivery of services (accounting for
over 70% of GDP), such as finance, health, tourism, hospitality,
IT, transport, etc, why should there be an age limit to working?
So, what are the pros and cons?

Age-diversified workforce issues
Extensive research backs up the benefits of a more age-diverse
workforce. It can be argued that for most non-manual work,
older workers up to the age of 70, are just as productive as
their younger counterparts7. Mixed-aged teams, meanwhile,
are shown to increase the relative productivity of older and
younger workers alike. A labour market study by the private
sector membership group Business in the Community (BITC)8
suggests companies are missing out on such benefits by failing
to attract and retain older staff. Some key issues identified
include:
•

•

•

•

Enable the business to retain key knowledge, skills and
capability and provide time to implement effective
succession planning.
Potentially reduce the costs of recruitment and training
(although the latter is important however long someone is
in a role).
Provide the benefits of a diverse age group; different
approaches, attitudes and respect can all add value to a
sustainable business.
Help in plugging the skills gap.

Failure to implement age-sensitive policies, such as flexible
working and part-time contracts, often forces older people

15

Are older employees a
liability or, with appropriate
organisational alignment,
in fact a significant asset,
and what do the younger
staff and customers think
about interacting with
much older staff?
out of the workforce, especially those trying to juggle caring
responsibilities. The ‘gig economy’ is not necessarily an answer
to this: although the availability of zero hours contracts can
work for some. Moreover, once out, the stigma and barriers
to get back into work can be huge. Age discrimination comes
in many guises. More often than not, it is the result of lazy
stereotyping. So, the middle manager who feels threatened by
a candidate with more experience than them or the recruiter
who shows an unconscious bias towards candidates his or her
own age9.
Isolating and verifying that there has been age discrimination
is not easy, particularly at the recruitment stage. A handful
of cases of overt ageism, such as compulsory retirement or
age caps, find their way to court every year. But where fixed
contracts are used, or even more subtle pressures are present,
normally cultural discrimination is evident as the cause.
Particular professions still continue to expect retirement at
60 or 65 years of age. For example, police in the UK normally
retire at 60 years of age; that begs the question: are there no
support roles for such experienced people that would like to
continue working and earning a salary?
An obvious and well-rehearsed point of contention, centres
on youth unemployment while seniors are still working. Recent
government statistics put 464,000 young people aged 16-24
as unemployed in June-August 2018, down 60,000 from the
previous quarter and down 150,000 from the year before.
This is the lowest number of young people unemployed since
comparable records began in 1992. The fall in unemployment
occurred alongside a decrease in the total population aged
16-24, which was 23,000 lower than the previous quarter and
92,000 lower than a year ago. The number of young people
in employment also fell over the past year, but the number of
young people who are economically inactive (not in work and
not looking for work) stayed about the same10.
The UK economy is the closest it has been to full employment
since the early 1970s, with the jobless rate at 4%, and
companies are finding it harder to recruit the right staff. Some
companies are expecting it will become even more difficult,
post Brexit, because the UK government is proposing a new
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Hard-to-fill vacancies as a % of employment
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Figure 1: Five UK sectors facing the biggest labour shortages11.

immigration regime that will limit untrained labour. Five
sectors of the UK economy has the worst labour shortages; see
Figure 1.
Should those at the outset of their working lives get priority
over those edging towards its end? No, say advocates for older
workers’ rights. The idea derives from the false notion that
the total number of jobs is fixed, what academics refer to as
the ‘lump of labour fallacy’. Moreover, based on the statistical
evidence, there does not appear to be a strong argument that
those not retiring are taking the jobs of the youth.

Balance of arguments
By current projections, UK employers will need to fill 13.8
million job vacancies over the next decade, according to the

publication Lifelong Learning in Europe: National Patterns
and Challenges12. During this period only seven million young
people will leave school and college. In short, there is room for
both young workers and old.
A more compelling argument revolves around the idea of
older employees as net creators of employment. If just half of
the 1.2 million older workers who are unemployed or inactive
re-entered the labour market full time, an estimated £25
billion could be added to the UK’s annual GDP, government
calculations suggest. With more buying power in older people’s
hands, demand would increase and with it jobs.
The inherent truth of the argument is supported by an article
in the Financial Times, noting that, many mature candidates
who have found it difficult to find work have led to the rise
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The likely impact of a reducing
resource pool of new workers
due to Brexit, especially those
in the younger demographic, is
well documented.
of the ‘olderpreneur’13. The irony here is that many, especially
from a services background, have set up as consultants and are,
in some cases being hired by the industries and even companies
who let them go. It is an interesting statistic that 43% of
business start-ups in the UK are by the over 50s.
Both young and older workers should be given just as
much attention in terms of work allocation, responsibility,
and training. Organisations should work towards a balance
where people from different generations work together as a
coherent team; and selection should be merit-based and nondiscriminatory. An example is Barclays, where the bank has
opened up its youth apprenticeship to candidates of all ages.
There are now 60-year-old work experience students: there’s a
culture-disrupter right there!
As improved medical services see people living longer, and
birth rates fall, the result is an increasing number of older
adults. Prolonged longevity, however, does not preclude
people from normative ageing declines, which place increasing
burdens on financial as well as health care systems. Of
particular relevance is the baby boom generation, who are
those born between the mid-1940s and early 1960s. Being the
largest in recorded history, this cohort has a significant effect
on dependency ratios ie, the number of people in gained
employment versus those who are not gainfully employed.
Australia, for example, is forecast to have more than 25%
of its population (about 22 million) over 65 years of age by
2050; and similar figures are quoted for the USA as well as
Canada; countries, such as Switzerland, have already reached
such age proportions. It has been clearly identified by various
economists as well as the World Bank that supporting the
growing proportions of older adults through normal pension
funds is not sustainable14.
One proposed strategy with which to address the
potential fiscal deficit related to population ageing is for
older adults to remain in paid employment longer. This
has been suggested to increase the tax base and facilitate
a relatively balanced dependency ratio. Various steps have
been taken by governments and policy makers to this end,
for example, delaying the age of eligibility for pension and/
or superannuation funds, which is aimed at motivating older
adults to prolong their employment participation.
Another initiative seeking to increase the attractiveness
of older workers has been providing monetary incentives
to encourage employers to hire older workers. This has
been actively embraced in Singapore through their Special
Employment Credit Scheme. This was introduced in 2011 and
enhanced in 2012, and provides a wage-offset to employers
hiring Singaporean workers aged 55 and above, and earning
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up to $4000. The scheme has been hailed a great success,
both economically in addressing skills and basic staffing gaps,
increasing the tax take and reducing pension payments, and
in the effects that is has on seniors’ health, both physical and
mental15.
Economic rationalism may, at the end of the day, be the
driving force for making mixed-age work forces the norm, in
spite of the numerous other benefits.
Whilst recommending that older adults work longer
on economic grounds, it stands to reason that there are a
number of significant challenges to its normalisation and
general acceptance in society. Such challenges include the
general reluctance of organisations to recruit older workers,
intergenerational tensions in the workplace, older adults’
motivation and willingness to work, as well as the fit between
workplace culture and senior adulthood.

Challenges, responsibilities and interventions
Challenges such as the inherent reluctance of organisations
to recruit older workers, intergenerational tensions in the
workplace, older adults’ motivation and willingness to work, as
well as the fit between workplace culture and senior adulthood
all present themselves.
Age discrimination against senior workers in recruiting has
been well documented over the past 40 years. Various reasons
have been suggested to account for why this is so, with strong
empirical evidence of negative stereotypes being at the heart
of this form of discrimination.
Organisations have been consistently found to hold
negative stereotypes toward senior workers based on personal
characteristics that they consider highly significant in making
employment decisions. This has been the case in Australia, the
USA, Canada, UK and many European countries. This is despite
various campaigns that have been lodged to promote positive
attitudes toward senior adults.
The stereotypical perceptions on older compared to younger
workers in general are that, while they are superior on some
aspects, they are inferior on others. Characteristics on which
older employees are perceived superior to younger ones
include reliability, loyalty, dependability, and competence.
Characteristics on which they are considered inferior include
adaptability, trainability, drive and ambition, and interest in
new technologies.
Increasingly, these negative aspects are being disproved and
many companies suffer, or at least miss an opportunity from
letting senior staff walk away with a wealth of knowledge and
experience. Just as we saw with the rampant application of
business process re-engineering, downsizing and ‘delayering’
in the 1990s, the incidence of having to bring back former
employees as consultants and mentors, often at greater
expense, is again happening [16].
It is interesting to note that even employers who stated
that they were more than satisfied with the performance of
their current older workers, have stated that they would not
be likely to recruit older workers with experience of their
sector. They would, however, not limit the working age of their
current staff17.
Attitudes and related stereotypes of seniors are a general
socio-cultural phenomenon and are not confined to the
workplace. Hence, employers’ attitudes toward older workers
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are simply a reflection of maintained congruency of their
worldview. However, in executing their role where their
decisions have direct impact on the life of older workers,
means that their actions attract greater attention than those of
others in the organisation.
Stereotypes are triggered as a result of appropriate cues. A
person’s age, appearance, or even speech and accent are all
relevant cues for the activation of stereotypes. Once a negative
stereotype has been activated it affects cognitive processing,
perception, and judgement. Thus, despite best intention,
recruitment is automatically biased. More to the point, such
stereotypes mean that they may miss the best person for the
job in cases where it happens to be an older worker.
For managers who continually work under conditions such
as time constraints, large workloads, and needing to sieve
through a large number of job applications, increase the
vulnerability of hiring decision-makers that utilise stereotypes.
Thus, older workers suffer ageism discrimination. So, what can
be done to minimise such shortfalls and stereotyping?
One answer is to assist organisations and their recruitment
staff in controlling their behaviours – especially directly
following the blatant activation of stereotyping. Our research
(while working closely with organisations) has identified
that the most common interventions attempting to address
negative attitudes toward older workers have been in the
form of top-down policies and fact sheets, with the former
aimed at enforcing fair practice and the latter at providing
relevant knowledge. However, while these are well intended,
they typically fall short as such policies meet with psychological
reactance and fact sheets are incongruent with employers’
worldviews and are seen as incorrect.
One of the hazards that we have identified in this approach
is that managers feel that they are being controlled and
dictated to think and/or behave in particular ways to the
extent that their freedom and agency are threatened. As a
consequence, they strengthen their hold of their original views
and resist changing their behaviour. Thus, in order to promote
positive attitudes toward older workers (and increase the
likelihood of their hiring), the internal motivation of employers
should be drawn on.
An example of a cutting-edge method of removing human
bias from hiring decisions was recently trialled by one of the
world’s largest retailers18. In an attempt to remove prejudice
from hiring decisions, Amazon created artificially-intelligent
software, which would automate the ‘reading’ of applications
and short-listed candidates by employing machine learning.
However, their AI system resulted in a bias towards male
candidates, which led to the software’s trial being terminated.
It has been argued that the machine learning algorithms,
which allow the software to teach itself how to make decisions,
were affected by sampling problems given that a large number
of the applications used to teach the software was developed
by men. Although machine learning cannot stereotype
like humans, it is susceptible to bias if appropriate design
methodology is not applied.

The advantages of mixed-age teams
The benefits of hiring older staff have already been
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It can be argued that for most
non-manual work, up to the
age of 70, older workers are just
as productive as their younger
counterparts.
highlighted and much research exists to support the policy.
In the USA, Columbia University’s Mailman School of Public
Health has published its findings on the benefits of hiring and
retaining older staff, including a range of case studies on small
businesses based in New York City19. They also have extensive
details on businesses and the strategies they use to meet their
staffing challenges on a separate associated website20.
In the UK, the Chartered Institute of Personnel and
Development (CIPD) in a 2015 research paper Managing an agediverse workforce: What employers need to know, posed three
key questions with regard to mixed age employee teams21:
•
•
•

How do age diverse employees see their organisation?
What are the key benefits and challenges of an age-diverse
workplace?
What can organisations do to support age diversity from
an employee perspective?

Some of the findings of that research are fascinating and
perhaps a little surprising in some respects. The Institute found
a strong link between life stage and working experience on
work priorities: with younger age groups focused on values
such as trust, recognition and freedom and older age groups
focused on achieving work-life balance and flexibility.
In general, employees believed there to be a good degree of
age diversity in their organisations, although some perceived
a bias towards certain age groups. As we found in our
research mentioned above; this is often in line with historical
impressions of certain industries.
Age diversity was viewed in a mostly positive light and felt
that knowledge-sharing, different perspectives and enhanced
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customer experience were key benefits of age diversity:
there being a widespread belief that both younger and older
colleagues are able to add value in these areas.
This follows on from their 2014 survey report Managing
an Age diverse Workforce: Employer and employee views,
which provides a useful dual perspective (from employees and
employers) on age diversity at work22.
It would be wrong to suggest that all of the data is positive
in relation to older and mixed age employee profiles. There
are undoubtedly challenges, both those we have already
identified above and other such as health and welfare issues
and acceptability to the client market. Where shoppers in a
DIY store or clients in a bank may be happy to be served by
a septuagenarian, there is a counter argument. A further,
lengthier, discussion of the pros and cons is offered by Burk et
al23.
The research of Professor Ellen Langer, referred to earlier,
proffers that the way we age is not inevitable. These authors’
own work with organisations has identified that we all need
‘purposefulness’ – a reason to get up in the morning and achieve
a useful and personal satisfying contribution. Clearly, many older
people achieve this outside of a conventional occupation; often
without the constraints of a regular job, such as that offered
when retired from paid employment. However, there is clear
empirical evidence to suggest that many people would prefer to
continue working – and receive a rewarding salary.
There are now more people in Britain over 80 than there are
under 16 years of age. Surely, not all want to be retired? What
the experiment broadcast on TV, and based on Langer’s research
showed, is that we all have the potential to think differently
about who we are and the way we live, regardless of our age.
The contribution that seniors make in a mixed-age team are
considerable. A recent survey conducted of more than 32,000
McDonald’s UK employees’ identified interesting results24:
•

•
•

Employees who work with a range of age groups are
generally happier, registering a 10% increase in happiness
levels compared with those who only work with their
peers.
The opportunity to work with people of various ages was
the top priority for more than half (58%) of employees.
Out of a sample of 1000 customers, the majority (84%) said
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Failure to implement age-sensitive
policies, such as flexible working
and part-time contracts, often
forces older people out of the
workforce, especially those trying
to juggle caring responsibilities.
they like to see a mix of ages in the restaurant team, and
most expected better service as a result.
Meanwhile25, aged workers continue to attract media attention,
with an 88-year-old NHS secretary becoming the oldest person
to sue an employer for age discrimination after she was sacked
over claims that she did not use a hospital computer system
correctly. The complainant was particularly upset that one
colleague had said: “It was always a concern that you could walk
in and find [her] dead on the floor.” The surgeon she worked for
said she was a reliable and meticulous employee who was being
made a scapegoat for management failings.

Conclusions
There are now millions of people working who are over the
age of 65 and they play an increasingly vital role in today’s
workforce, especially in light of the skills and productivity
challenges employers are facing in most developed economies.
The European Commission has calculated that the pool of
young people available to work is shrinking and that we must
do more to encourage organisations to support older people
staying in their jobs.
The younger people benefit from the experience of their
older colleagues, while the older employees like to pass their
knowledge on. Older workers have a lifetime of training and
on-the-job experience under their belts, which can help to
deliver a great experience for all.
Of course having multi-generations working together
brings its challenges too. How can we motivate and support
senior workers, while also providing the right opportunities
for younger employees? It comes down to three things. (1)
Flexibility – providing roles that fit with peoples’ lifestyles
and life choices. (2) Future – providing great opportunities
for progression and development at every age. And (3)
Family – creating a caring environment so staff of all ages and
backgrounds feel valued and supported.
For all organisations there is need to foster a culture of
camaraderie where all team members feel they have a future no
matter what their age. It is also important to listen to staff and
understand what is most important to them at different stages
of their lives and careers. Young people need to build workplace
confidence and gain experience and new qualifications through
training. At the other end of the spectrum, senior workers
who are not yet ready to retire, want flexible work that can fit
around their personal needs and lifestyle.

Management Services
Spring 2019

21

References
1.

Office for National Statistics. https://www.ons.gov.uk/
peoplepopulationandcommunity/populationandmigration/
populationestimates/articles/overviewoftheukpopulation/
february2016. Accessed 07/11/2018

21. Managing an age-diverse workforce: What employers
need to know. 2015. CIPD. https://www.cipd.co.uk/Images/
managing-an-age-diverse-workforce_2015-what-employersneed-to-know_tcm18-10832.pdf. Accessed 04/11/2018.

2.

The World Bank. Annual Population Growth Statistics.
https://data.worldbank.org/indicator/SP.POP.GROW. Accessed
06/11/2018

3.

Langer, Ellen (1989). Mindfulness. Boston, MA: Da Capo
Press. ISBN 978-0-7382-1800-7.

22. Managing an Age diverse Workforce: Employer and
employee views 2014. CIPD https://www.cipd.co.uk/Images/
managing-an-age-diverse-workforce_2014_tcm18-10838.
PDF. Accessed 07/11/2018.

4.

Employment Equality (Repeal of Retirement Age Provisions
Regulations (2011) Library of the House of Commons,
Standard Note: SN/BT/961.

5.

The Pensions Act 2011: Explanatory notes. http://www.
legislation.gov.uk/ukpga/2011/19/notes/division/3. Accessed
07/11/2018

6.

The Young Ones: Can re-living your youth make you young
again? 2010 BBC. https://www.bbc.co.uk/programmes.
Accessed 05/11/2018

7.

Posthuma, R. A.; Campion, M. A. (2009). Age stereotyping
in the workplace: Common stereotypes, moderators, and
future research directions. Journal of Management. 35:
158–188.

8.

Age in the Workplace: Retain, Retrain, Recruit. 2016 BITC.
https://age.bitc.org.uk/system/files/research/bitc-age_inthe_
workplace_report.pdf. Accessed 07/10/2018

9.

Nelson, T.D., ed. (2002). Ageism: Stereotyping and Prejudice
against Older Persons. MIT Press. ISBN 978-0-262-64057-2.

23. Burk et al (eds) (2015). The Multi-generational and Aging
Workforce: Challenges and Opportunities. Edward Elgar
Publishing. ISBN 978 1 78347 6589.
24. Mixed-age teams. HR Magazine. http://www.hrmagazine.
co.uk/article-details/mixed-age-groups-make-for-happieremployees. Accessed 11/09/2018.
25. Sacked NHS secretary, 88, claims age discrimination. The
Times. November 26, 2018. P.9.

10. Youth Unemployment Statistics: Research Briefing/Summary/
SN05871. https://researchbriefings.parliament.uk/. Accessed
1/11/2018.
11. Jackson, G. (2018). Shortage of workers hits five sectors as
economy nears full employment: Companies struggle to find
right staff and warn of blow to profits caused by higher pay.
Financial Times. 9. Nov. p.3.
12. Jones, W. (2014). Lifelong Learning in Europe: National
Patterns and Challenges. International Journal of Lifelong
Education, 33(3), 1-3.
13. Cook, L. (2017) Over 50s are the new start up generation.
Financial Times. https://www.ft.com/content/183a52a6-d9b611e6-944b-e7eb37a6aa8e. Accessed 06/11/2018
14. Pensions. http://www.worldbank.org/en/topic/pensions.
Accessed 01/08/2018.
15. Special Employment Credit. Singapore Government. https://
www.sec.gov.sg/Pages/Home.aspx Accessed 06/11/2018.
Accessed 01/11/2018
16. The 90s Downsizing. https://www.economist.com/
news/2008/07/28/downsizing. Accessed 05/03/2018.
17. Nelson, T.D., ed. (2002). Ageism: Stereotyping and Prejudice
against Older Persons. MIT Press. ISBN 978-0-262-64057-2.
18. 10 Advantages of Retaining and Hiring Older Workers:
Lessons from NYC small businesses. https://www.mailman.
columbia.edu/sites/default/files/pdf/10benefitsdigital2.pdf.
Accessed 07/10/2018.
19. Age in the Workplace: Retain, Retrain, Recruit. 2016 BITC.
https://age.bitc.org.uk/system/files/research/bitc-age_inthe_
workplace_report.pdf. Accessed 07/11/2018.
20. Businesses and the strategies they use to meet their
staffing challenges. www.agesmartemployer.org. Accessed
07/11/2018.

About the Authors
Dr David Parker is a senior lecturer in service
operations management at The University of
Queensland Business School.
Dr George Downie is a director of Williams
Grant Chartered Accountants and Management
Consultants and a visiting researcher at The
University of Queensland Business School.
Daniel Lewis is a sessional lecturer in
information systems and analytics for The
University of Queensland Business School.

22

Management Services
Spring 2019

LET’S GET PRACTICAL

Some Things People Ask About
Applying a Relaxation Factor
The traditional term Rest Allowance (RA) was effectively renamed as Relaxation
Factor (RF) in British Standards 3138:1992, although RA is still a widely used term.

I

n the context of ‘measured work’ a Relaxation Factor (RF) is
an allowance, usually expressed as a percentage or possibly as
time, for a worker’s personal needs and their recovery from the
fatigue carrying out their work. This enables them to maintain
an appropriate level of performance across a day or shift. RFs can
and will vary between different jobs eg heavy outdoor manual
work will attract a higher allowance than physically lighter work
perhaps at a desk or workstation, although high concentration
levels may be as relevant as physical effort.

To clarify
Relaxation may be taken in part in the form of a break (formal
or informal), or allowing for gradual slowing due to tiring
from the work. It is important to note that recovering from
fatigue does not necessarily mean that the operator always has
to literally stop working. It may include being assigned from a
high intensity to a lighter task or to a different type of work.
This in part may compensate for particularly arduous tasks
and allow for some recovery or relaxation. And it may happen
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Learn how to improve productivity
We offer a range of courses to study productivity improvement and work measurement
•
•
•
•

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

Check out the details in www.scott-grant.co.uk/study-productivity

naturally, for example completing paperwork or waiting for
the end of a machine or process cycle.
RFs should technically be applied by evaluating each
‘element’, or as a blanket percentage if no particularly high RF
assessments were identified for any elements. The level of an
RF included in standard times can depend on whether formal
breaks are taken out of a performance calculation. In other
words, some of the time for an RF is earned from the standard
time and other RFs are allocated as formal breaks.

Work content
Work content can be expressed as:
•
•
•

SMVs (standard minute values) across a full eight hours
480÷480 = BS100 Performance, or
SMVs across say 7.5 hours (excluding 30 minutes’ unpaid
break) 450÷450 = BS100 performance, or
BMVs (basic minute values) – including contingency
allowance + basic personal needs – across the actual
working period, having excluded all breaks, paid or unpaid
say 420÷420 = BS100 performance.

Each of these approaches can be valid and, if done properly,
amount to the same allowance. The expression of output or
performance has to properly relate to the relevant working time
and the inclusion or not of the length and format of breaks. By
definition, an SMV would normally include a suitable Relaxation
Time to cover the appropriate paid breaks and gradual tiring.

Is an RF% obligatory?
There is no statutory obligation to add an RF% to any
times used for measuring work content or performance.
By definition an SMV should include the RF, normally as a
percentage. In any case employers must provide suitable
arrangements for appropriate breaks/rest/tiring/recovery etc
according to the type of work demands and conditions. And
there must be a transparent way of calculating performances,
allowing for breaks, recovery and personal needs.
Working with basic minutes, with all breaks excluded,
can be a legitimate way of measuring work content and
calculating achieved performance – provided that suitable
and sufficient arrangements are in place for rest/recovery/

personal needs etc. This is why at least a basic Personal Needs
allowance should be added to a BMV if breaks are treated
separately with no additional RF% in the job time.
But the more breaks there are, probably the less the need for
personal needs as working periods could be not much above
two hours maximum if three evenly spaced breaks across eight
hours are taken (though there aren’t always three breaks).
The actual working performance during work is important!
The RF% is calculated to apply at BS100 performance.
However, if people do operate in excess of BS100, they earn
more RF ‘credits’ but may well tire more and need more rest,
or they achieve a higher performance through extra effort.
But, if people operate below BS100, then they generate less
RF ‘credits’ from their SMV and they should not be as tired,
because of that lower effort. If they only work at say, BS90
but take the ‘full’ BS100 allowance, this will probably result in
a performance below BS90, because they’re taking more than
the ‘earned’ RF time.
In the case of part-time shifts, some employment contracts
exclude a break if only working 4.5 hours. You may still need
to consider personal needs but not a full RF%. For extended
shifts, say 10 or 12 hours, much more care should be taken:
the frequency and length of breaks, the nature of the work,
any particularly tiring tasks, the impact of concentration and
mental fatigue could all be significant.

In summary
Relaxation Factor is a calculated or assessed approach
when using formally measured times. It is not that
straightforward to apply as there are several factors to
take into consideration, such as what breaks are in place,
how performance is calculated, the type of work and the
conditions, the length of the working day and the number of
consecutive days working.
It is important to be in full possession of all relevant facts
and to have a thorough understanding of each individual
situation before full guidance can be given on the most
appropriate way to deal with RFs. Then it can be done
accurately, so you can feel more confident – and relaxed!
If there’s anything in this article you’d like to discuss, simply
email your query to productivity@scott-grant.co.uk and a
qualified and experienced analyst will respond.
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or many organisations, creating new and innovative
products and services is a competitive challenge. The focus
of innovation within business is to create additional or
new revenue streams. In this context, innovation is never an
easy undertaking. A prerequisite to the process of innovation is
to take into consideration business risk, value propositions and
changes to market structure. Innovation within service industries
is desired by customers and is an important and contributory
factor to gaining and sustaining competitive advantage (Botten
& McManus). Increasingly, firms who provide services are placing
new and acquired knowledge at the core of their business and
marketing strategies, especially knowledge about co-creation,
innovation and service design. Within this context, the rationale
for this article is to explore the linkages between service
development and co-creation processes to better understand the
complexity of service innovation.

Services and service innovation
The challenges faced by service organisations, in particular those
market and economic segments which rely on innovation as
a source of new knowledge and or technological advantage,
is reasonably documented in the works of Salter & Tether and
Gallouj & Windrum. The globalisation of technology transfer
and innovation are recent and emerging topics of interest in
service innovation. Research into different aspects of service
innovation and co-creation processes should provide new ideas
for those interested in learning about new market opportunities,
strategies, and entrepreneurial initiatives. Firms who incorporate
newfound knowledge and learning into their business activities
to facilitate innovation often experience an upsurge in revenue
and profits (Furrer & Sollberg, and McManus).
The late Professor Peter Drucker suggested there is only
one valid definition of business purpose which is to create a
customer. This statement is true today as it was 60 years ago
and applies to both product and service industries. Service
industries earn revenue by providing value-added intangibles.
The notion of what constitutes intangibility is well documented
in management literature (Botten & McManus). Service is a
construct of processes and dynamic interactions comprising
of moments of truth which are deeply ingrained in the
customer’s psyche, where implicit promise awakens an explicit
expectation. The point to emphasise here is intangibility which
implies that a service is experienced or rendered and physical
ownership cannot occur. Therefore, the conceptual boundaries
or linkages of innovation and marketing must be expanded to
accommodate the inherent properties which compose those
elements of service.
Our knowledge of the association between anticipated and
experienced service encounters is to some degree limited by
the way the service is created and offered to the consumer. This
is emphasised by explicit and implicit elements of relationship
within the service offering. In this situation, the service provider
must always satisfy implicit expectations and understand the
indistinct expectations so that they can emerge as explicit
expectations that empower service users. Again, services are
often the product of diversification and complex value chains
where aspects of diversity and different market sectors can make
it difficult to make useful generalisations concerning the means
by which value is added within service organisations. Research
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The globalisation of technology
transfer and innovation are
recent and emerging topics of
interest in service innovation.

SERVICE
PROVIDERS

ENABLING
TECHNOLOGIES

Business communities
that share similar values
and beliefs which
lead to profitable and
enhanced customer
value

Pivotal and
creative solutions
which lead to
entrepreneurial
initiatives and
investment

OPEN
INNOVATION
Sustainable
ideas based on
shared risk, value
and rewardable
business benefits

Figure 1: Service, technology and innovation.

related to managerial practices identifies useful findings into
valued added services and innovation practices, and generally
argue for the adoption of best practice which has a direct link
to the attainment of high levels of performance which, in turn,
leads to superior business performance and competitiveness
(Botten & McManus).
Innovation has become synonymous with risk and rewardable
business benefits. A distinctive aspect of innovation when
applied to services is the way the service is designed and
promoted to business communities and their customers (Figure
1). Service design is highly dependent on innovation which is
highly dependent on the way creativity is nurtured within the
firm. Innovation is not like most other business functions and
activities. There are no reliable process inputs, templates, rules,
or even measures of success; in a sense, each act of innovation
is a unique achievement underpinned by due diligence and
process. Innovation is driven by a firm’s or organisation’s
investment in tangible capital (such as infrastructure) or
intangible capital (such as culture, structure, and human capital).
These investments encourage employee engagement in current
and future innovative activities (McManus).
Service organisations are challenged in many dimensions
(Table 1). Service providers must think of themselves not so
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Service providers must think
of themselves not so much
as service entities, but as
innovative, creative and learning
organisations which exist to serve
their customers.
much as service entities, but as innovative, creative and learning
organisations which exist to serve their customers. If the focus
is directed towards creative and innovative behaviour, then
positive responses or actions tend to follow. The literature
on competitive advantage is often linked to the process of
innovation and the opportunity to exploit a given market
segment (Boten & McManus). The achievement of competitive
advantage is derived from the firm’s ability to create internal
alignment among critical organisational elements in order to
fit market needs. The market indicates the type of customer for
whom the value proposition is designed. In recent years, some
of the biggest opportunities for the cultivation of innovation
and service design, have been derived from the growth in
digital technology and digital markets which incorporate social
media, online content and applications, multimedia, and mobile
technology services.

Management and innovation
We can highlight some of the issues within innovation by
examining the interrelationship between ‘management
and innovation’. Successful innovation practice is based on
organised and efficient management processes. In many
service organisations, the great majority of managers work
with others who have different skills, tasks and responsibilities;
management is about taking active responsibility for these
elements. Those firms which form part of the knowledge
economy are no longer built on management command and
control structures but on mutual respect, trust and benefit,
which is a fundamental feature of human capital growth and
the firm’s future competitive position in the market place
(McManus). In this context, the challenges within management
may seem self-evident. However, management requires new
and unprecedented things from individual knowledge workers
and their managers, for instance, the creation, distribution
and application of knowledge to complex business situations
(Hammer).
Within business functions there is scope to innovate across a
variety of service interactions, ranging from those that involve
the exchange of intangibles like information as in education
services, to tangible elements as in transportation services.
Sampson and Froehle have argued that customer inputs into
the creation of services, makes service innovation complex and
multidimensional in nature. The extent of customer interface
in the service innovation process results in a high degree of
customisation in services that in turn, increase their appeal.
Again, innovation draws upon a variety of inputs. Inputs
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can be both tangible and intangible. Tangible inputs have a
physical embodiment and direct cost. Intangible inputs do
not have a physical embodiment and are commonly referred
to as knowledge assets. Approaches for evaluating and
measuring business related activities in services, incorporate
both financial and non-finance measures of assessment. A key
measure to success is ‘time to market’, which is driven by the
firms strategy and market conditions whether local, regional or
global. There is however, a substantial difference in scale and
investment needed to launch a new service in each of these
markets. The area of reference for many services is the local or
regional market, despite tendencies of internationalisation that
become increasingly relevant for others. The crucial factor for
management is still the intensity of competition in the market
for a new service.

Co-creation processes
In our connected world, innovation within services has become
highly interactive and systematic in nature, since many service
organisations are reliant on value chains that include suppliers,
intermediaries, customers and financial partners, which combine
their capabilities to build and create value added processes.
The notion of consumer participation has a rich history in
the literature on innovation, where customers are involved
in the value creation process. Vargo and Lusch indicate that
considerable business activity has shifted much of its dominant
logic away from the exchange of product-centred tangible
goods toward the exchange of intangibles, such as skills and
knowledge.
Co-operation in co-creation can often offer advantages to
firms, compared to conventional systems of meeting market
demands. In business, the value creation process has been
traditionally hierarchical, including those mechanisms and
systems associated with Lean processes. Customers with a
co-creation role can potentially create systems which enable
co-production to occur without the burden of sanctions or
threatening behaviour. As a consequence, the focus of the firm
generally moves to one where it helps create motivations and
mechanisms for self-organised activities, incorporating rich and
varied interactions, where high quality, co-created innovative
output is produced.
In terms of empirical evidence, the big issues associated with
co-creation is an under researched topic. The main facet of
co-creation that is currently supported by a substantive body
of research is the involvement of customers in the innovation
process. The co-creation viewpoint highlights the importance
of interactions between a firm and its customers. It is suggested
that firms can create new and important capabilities by
combining tools, process, information flows and knowhow in
different ways. Service firms can usefully adopt tools, process
and information flows in their own strategic explorations of
co-creation activity. Another way to approach co-creation
is through the use of social media and communication
tools. For example, the internet initially fostered a one-way
communication stream from business to consumer. Like all
communication tools, the internet is about establishing and
reinforcing connections between people, which in turn leads
to new knowledge within the co-creation activity. For example,
Berthon makes the point that new technologies have caused a
shift in focus of activity from the desktop to the web, and a shift
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Ambiguous business environments

Lack of new knowledge

Ageing product portfolios

Maturing technologies

Business culture (rigour and discipline)

Motivation of senior management

Creating new businesses

Obsolescence of skills

Creating new revenue and growth

Pursuing new customers

Creating customer value

Pursuing fresh ideas and thinking

Investment opportunities

Poor strategy formulation

Lack of entrepreneurship

Sustaining new business growth

in focus of value content from the firm to the consumer.
In this digital world, multi-way communication processes
have enabled the internet to emerge as a global means of
connecting whole industries, organisations and consumers for
the purpose of co-creating new products, services and markets,
as evidenced by the rise of social media, in which content and
service development is strongly influenced by interactions with
online communities, ones that are focused on the same service
type. Unlike digital communities, a physical community may
have a moderate population within a particular geographical
boundary, with a few people interested in the same firm. Online
communities allow people who share an interest in a particular
product, service or brand to interact and produce value without
the constraint of traditional and limiting boundaries (Ardley).
The collective input and outputs put the consumer, rather than
the firm, centre stage in terms of collaboration, co-creation and
social or community activity.

Conclusions
The logic inherent in co-creation is a compelling one for the
service provider, as it is centred on the importance of creating
customer experiences in delivering value. In this sense,
co-creation can be seen as being very much an entrepreneurial,
forward thinking initiative, worthy of take up by the service
organisation. It could be argued, that the drivers of innovation
(creativity, tools and methods) are relevant to the initial success
of new services. To date, most firms have focused independently
on innovation, service orientation or service design, few firms
have investigated the benefits and linkages between innovation,
service orientation, and co-creation processes. In order to have
a competitive offering, the firm must think in terms of whole
value and in terms of integration of creativity within the process.
As Neu and Brown suggest, the need for increased integration
between service functions is supported by the need to engineer
co-creation value chains, rather than autonomous structural
forms which do not support the intent to satisfy highly complex
customer needs. Specifically in the area of service innovation and
the wider field of co-creation processes which impact customer
value and firm performance.

Table 1: Challenges
within service
industries.
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Leadership for Innovation
and Business Excellence
By Professor Colin Coulson-Thomas.

A

sking different audiences to identify the characteristics
of an excellent company triggers a range of responses,
not all of which are from traditionalists who stress
profitability. Certain sub-groups take a longer-term view
than others. Some feel strongly about the external impacts
of companies and suggest a shift of emphasis from business
excellence to social performance. Efficiency can appeal to
both traditionalists and those who are more concerned with
sustainability and/or the environment. The variety of responses
one can get suggests that boards should not assume a common
view of what represents excellence across different stakeholder
groups.
For many companies, there is a case for a fundamental
review of what is meant by excellence and what the focus
should be in relation to both innovation and excellence.
People are now more aware of limits of natural capital and
of challenges such as climate change. In changing times
some directors are already considering whether they should

assume additional responsibilities towards a wider range of
stakeholders. Should more boards re-engage with stakeholders
and rethink their approaches and priorities in the face of
environmental, resource, sustainability and other concerns?

Reviewing approaches and board practices
Corporate responses to contemporary issues and new
possibilities can be limited or encouraged by the direction
provided by boards. In a changing context and when the
future cannot be easily foreseen the continuing relevance
of many existing organisations, and board and corporate
practices is problematic. Many boards no longer have time to
go through a traditional cycle of strategy analysis, formulation
and implementation (Zeng, 2018). However, they seem
reluctant to question their modus operandi and to adopt
innovative practices. In uncertain situations is redesign and
renewal possible? What scoping guidelines or criteria to assess
alternatives should one use? What are the priorities and levers
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The methods some boards
use to ensure the top down
implementation of their
strategies, priorities and decisions
stifle questioning, discourage
debate and prevent the
emergence of alternative ideas.
for creating more relevant and higher performance boards?
Are directors ready for when more than incremental change
is needed, and innovation and/or transformation is required?
Do they grasp nettles, address wider responsibilities and seek
more sustainable and inclusive business models? Do they
display humility as well as courage? Do they recognise that
diversity is conducive of creativity? Do some directors need to
rediscover their curiosity and recognise the value of human
judgement, especially beyond the limits of big data and current
technologies, and where moral choices, trade-offs and intuition
are required (Tenner, 2018)? Do more boards need to step up
to challenges which have been avoided and tackle deferred
issues?
Certain challenges facing boards are inter-related and it may
not be clear to whom they should be delegated? If innovation
and transformation are required for confronting them and
pursuing related opportunities, are boards able to inspire,
enable and support them? A board can create a climate,
culture and framework of incentives and policies that may
either help or hinder, or liberate or frustrate. A board might
be cautious and favour the status-quo, or it could be confident
and open to new possibilities. It could be rigid or flexible in
setting goals and supporting their implementation. Directors
should make people feel safe and be willing to express
concerns, explore fresh ideas and suggest new approaches.
They should question and challenge, but respect the views of
others.

inflexibilities of monthly board meetings? Should more boards
confront reality and the prospect that existing preoccupations,
priorities, strategies, development paths and business models
may no longer be sustainable and that current operations
might be harmful? In some cases, is the agility required in the
boardroom not so much the ability to quickly change direction,
but rather the courage to jump to a different business model
and/or corporate purpose?
Do board and corporate aspirations, priorities and strategies
need to evolve or radically change as developments unfold
in the external environment and the unexpected occurs?
Acute antennae and open and insightful minds are needed
to monitor multiple issues and assess their implications.
Directors should ensure they and the people for whom they are
responsible are adaptable, resilient and capable of imagining
and creating new options and alternative enterprises (CoulsonThomas, 2001). What example and tone should they set?
What should they do differently to become more inspirational
leaders? How should they communicate, engage and work with
others?

Agile, innovative and supportive leadership

Transformation and innovation

The methods some boards use to ensure the top down
implementation of their strategies, priorities and decisions
stifle questioning, discourage debate and prevent the
emergence of alternative ideas. Are boards and corporate
HR teams doing enough to define the competencies required
by contemporary business leaders? The best directors are
often those who are prepared to pose questions that others
are reluctant to ask. In terms of their composition and how
they operate, are boards providing appropriate leadership?
Are they able to ensure the flexibility and the strategic and
management agility that companies require?
Might a combination of big data and AI with appropriate
algorithms and the ability to quickly learn from experience
be better able to adapt to changing market realities and
customer and other requirements, than current approaches
involving key decisions and constrained by the agendas and

On its own, transformation from one situation, state or
business model to another may not be enough. Requirements
can change and new possibilities may emerge during a
process of transformation. Do some companies need to be in
a continual state of adaptation and intelligently steered in
order to remain current and relevant? Competitive advantage
can be fleeting. It may be eroded while it is being sought.
The replication of past corporate success cannot be assumed
unless there is renewal and reinvention. When some are more
concerned than others about an issue such as sustainability, the
criteria for excellence and success may not be the same for all
stakeholders.
Corporate transformation and/or restructuring used to be
associated with problems, and companies that faced severe
challenges, while innovation was often linked to certain sectors
involving ‘high tech companies’. Today the imperative for both
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of them can be found more widely. Many businesses, people
and teams need to transform and innovate in response to both
opportunities and challenges. Many directors and boards need
to provide new forms of leadership for creativity, innovation
and entrepreneurship (Coulson-Thomas, 2017). When required
to do so, will they be able to collectively tolerate, initiate and
accomplish what is needed to succeed?
Innovation and its commercialisation can require tough
decisions. Where new product development is a critical success
factor, is limitation, concentration and focus the answer
according to what can be afforded and sustained, or should
one search more widely for new ideas? Should one explore
opportunities for joint or other collaborative projects, or
for contracting out R&D? Should solutions and offerings be
crafted in such a way that the processes involved are able to
continually evolve and adapt? Do boards need to ensure that
they and companies for which they are responsible remain
open to ideas from both ‘insiders’ and ‘outsiders’ (Stevenson,
2017)? Is there still a role for creative individuals and pioneers
like those who have sparked past paradigm shifts and scientific
revolutions?

Continual and intelligent adaptation
Continual improvement of current operations and offerings
sometimes seems less exciting than the big steps of radical
change and transformation. While much effort is devoted to
it, are we improving areas that may no longer be required?
Will improvement alone enable us to tackle global issues
and seize related opportunities? Do we need to speed up
the pace of adaptation and increase its scope and scale?
Using a combination of AI, big data and machine learning,
could algorithms allow automatic, continual and intelligent
adaptation to changing requirements (Araya, 2019)? Should
boards devote more attention to establishing and reviewing
such models and rules?
Can information and data governance arrangements keep
pace with technological developments? Some technologies
evolve faster than legislation relating to them can be drafted
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Corporate responses to
contemporary issues and new
possibilities can be limited or
encouraged by the direction
provided by boards.
and implemented. Do we need to transform and speed up
corporate and regulatory decision making and responses to
mutating cyber-security challenges? Rather than being a fixed
set of rigid rules that may be periodically reviewed, should
corporate measures and Government regulations be algorithms
with requirements that can evolve based upon learning from
experience?
Boards need objective advice to distinguish hype from
realistic possibilities. They need to consider alternative futures
and the practicalities of adoption, think through implications
and avoid dead ends and excessive crawl out costs. Care must
be taken to avoid being so focused upon new technologies
that one overlooks opportunities to re-introduce modified
forms of older approaches that are affordable, suited to certain
contexts and economical in their use of energy and scarce
resources.

Disruptive and enabling technologies
Technological developments are revolutionising
communications, participation, markets, operations, work,
learning, buying and selling. Are boards being sufficiently
ambitious in terms of possibilities explored and the ambitions
they set for reinvention and redesign (Preston, 2018)? Would a
roadmap for the future adoption of emerging technologies be
possible and/or desirable? The approach to new and emerging
technologies which a board adopts should reflect the context,
possibilities, timescales, costs and a company’s available
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capabilities. Corporate capabilities can be supplemented
with complementary collaborations, involving parties with
compatible approaches and aspirations.
Applications of technology have led and are leading to
potentially profound cultural, economic, political and social
changes. Will automation and developments in artificial
intelligence outperform humans to such an extent that a
significant proportion of the work they currently undertake
may be replaced? Alternatively, will increased demand for
programmers and new activities made possible by AI and other
applications result in an increase in employment for those
willing to retrain and remain current? For how much longer
will leadership be mainly related to relationships with people?
Those who do not embrace certain technologies may find
themselves disrupted or replaced by them. They may also miss
out on new possibilities. Could applications of technology
disrupt, slow or reverse climate change or the depletion of
natural resources, perhaps by providing alternatives? Should
more boards give a lead in applying new technologies
to certain existential challenges facing businesses and/or
humanity? Do they need to better understand factors that
drive resistance to new technologies and be more persistent in
seeking to overcome them?

Corporate purpose and sustainability

Will stakeholders and especially
younger generations whose
futures are at stake trust
directors and boards to take big
steps towards more sustainable
and less environmentally
damaging models of operation?

The Future of the Corporation (2018) programme suggests that
the emphasis of corporate governance should be switched from
alignment with shareholders’ interests to the implementation
of corporate purpose. Should boards redefine corporate
purpose, excellence, quality, performance, productivity and
corporate success in terms of reducing environmental and
resource footprints? Might de-scoping and different business
and distribution models allow more people to participate?
Greater connectivity and additional options strengthen the
position of consumers. Do we require a more receptive,
reflective and listening form of leadership? Could AI and big
data enable boards and companies to be more attuned to
customers and other stakeholders, and better able to build
more intimate relationships with a wider range of them?
Should more boards look beyond corporate activities,
products and services to ensure that whole supply chains from
raw materials to end users act responsibly and in accordance
with a redefined ethos and corporate purpose? Do some
corporate cultures need to change to reflect different priorities
in terms of new considerations and what is now acceptable
in relation to excellence, growth and quality? How does one
ensure that revised criteria reflect multiple, inter-related and
global concerns and are embedded and observed? Could they
be a source of differentiation?
In recent years, trust in CEOs and other leaders has declined.
People see a gulf between the rhetoric of concern for the
environment and widespread practices such as built-in
obsolescence, shortening the life of products and withdrawing
servicing and support to force disposal and replacement
purchasing, rather than repair and reuse. Will stakeholders and
especially younger generations whose futures are at stake trust
directors and boards to take big steps towards more sustainable
and less environmentally damaging models of operation? Will
directors continue to seek resource demanding improvements at
the expense of the interests of their children and grandchildren?
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Fostering creativity and innovation
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Becoming a Highly Effective
Consultant, Business
Advisor and Change Maker
By Philip Atkinson
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“M

any people are facing the challenge of driving
change within their business or organisation.
They may be a technical manager or specialist
in any chosen field – and they will have a responsibility for
driving change. In this article, Philip Atkinson outlines how
managers and leaders can prepare themselves and make the
personal transition to change maker, consultant, advisor,
facilitator, executive coach or trainer. Most organisations need
their people to develop and practise the ability to lead, manage
and coordinate change implementation. Instead of relying on
external consultants, it makes sense to develop internal change
agents. This is about developing a culture of change leadership
within the company or organisation. This article covers the main
ways to develop these consulting skills to become of high value
to the organisation”.

The challenge of change
Organisations are under so much pressure to implement change
that many can not keep up the momentum or the enthusiasm
for continually renewing themselves. There are huge benefits
for those which have painstakingly crafted and designed the
business culture to welcome change. At the same time, they
have equipped their leaders and managers with core change
agent skills. What follows describes the journey that can be
taken to become a highly valued ‘change maker’

Taking managers and leaders up the learning curve
The skills to become effective in your change role can be
learned. Many organisations develop their own ‘intrapreneurial
culture’ to bring out the best in their senior and middle
management staff. It’s not just about equipping people with
knowledge and skills, it is also about developing the right ‘can
do’ attitude.

Being, doing and having
To be a change maker, you have to want to do it. As a leader
or manager firstly, you have to decide what is to be your core
competence. You may be a specialist in change management or
management services, a superb IT or digital specialist, a fantastic
lean guru, a marketing genius, a risk manager or professional
services advisor, an empowering life coach, an enthusiastic
trainer, a personal coach who generates high ROI for their
clients, or a consultant and trainer implementing best practise
in customer and quality improvement. You have to set out your
stall and commit to a plan of action.

Success is how you communicate and behave
The skills needed to become a highly effective consultant are
not just analytic, technical problem-solving skills. You must
strongly develop your interpersonal competence. Of course, you
need the analytic skills and core tools and methodologies to
make a success of your projects, but fundamentally the real key
to success is to do with how you communicate, behave and act
with others.

Social confidence
This is not always natural for everybody. If you are not naturally
socially confident you can become so. Confidence in any advisor,
consultant, coach or trainer is essential to win the trust of your
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Organisations are under so much
pressure to implement change
that many can not keep up the
momentum or the enthusiasm
for continually renewing
themselves.
clients or sponsors. Naturally, they will want to invest in the best
advisors who demonstrate high self-esteem and self-worth.
Key strategies for improving your self-confidence can be
developed to ensure that you are on an equal par with your
sponsor or clients so you will become a client’s natural choice as
their trusted advisor. It takes preparation, rehearsal and practise,
and in this short article we will guide you through how to do that.

Empathy and authenticity
Successful consultancy interventions are based on the close fit
between (internal or external) consultant and sponsor or client.
This is based on developing a high degree of empathy with
sponsors or clients. The tighter the empathy, the more trust and
the deeper the consultant client partnership. Here I am talking
about the consultant, coach or trainer who has a balance in how
they communicate.
It’s clear that if you want to position yourself as a highly
respected change expert or adviser you must:
•
•
•
•

Have the self-confidence to want it and believe you can do it
Prepare yourself mentally and rehearse to develop deep
client relationships
Demonstrate empathy through active listening
Create superior rapport building and interpersonal skills

Making Change Happen
Your role whether as a consultant, advisor, coach or trainer,
must be able to manage change and that means managing
ambiguity. No project is ever easy. There are always unexpected
consequences, because you will be managing through
sometimes difficult people who have overt and covert
motivations, desires, ambitions, fear and anxieties – so no
solution will ever be perfectly implemented. One thing you will
have to do is master change, and that change starts with you.

Don’t try to be perfect
You are not going to be successful all the time. In many ways,
the more failure you experience the better, because with
experience comes learning and wisdom. After all, knowledge
and wisdom is gained from experience and that is often based
on things that did not work as well as those that did. In many
ways, the more setbacks and hurdles you experience, the more
you learn and the more you will become skilled at handling your
ideas being rejected or criticised.
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Personal brand and business strategies
You have to start at step 1 – and that is to decide what you want
to BE, DO and HAVE as a change maker or adviser. You have to
decide precisely what it is that you are an ‘expert’ in and how
you will manage your profile and relationships. A traditional
way is for managers to start attending project management
events and facilitating small problem-solving groups. Speaking
up and volunteering to run training workshops and putting
yourself out there is critical to deliver the confidence to fully
execute your role.
You want to be in control, and not allow circumstances dictate
or distract you. It is important to carefully orchestrate what you
do and how you invest your time. Face-to-face interaction has to
be a priority because the solutions evolve from that chemistry.
Personally, I like working on several projects at the same time.
This develops flexibility and provides enormous personal
learning.

Personal brand and adding value
Nothing succeeds like success. If you provide real value to your
clients, you find that the value you create and the success you
achieve spreads by word of mouth to areas and other businesses
that you would not have considered possible.
Vital areas include:
•
Rapport skills with clients or project sponsors
•
Methodologies to bring about change
•
Action planning

Rapport skills with your clients or project sponsors
You need to be comfortable with developing your project
sponsors and this means improving and honing skills by
practising and rehearsing the influencing and communication
strategies that are going to leverage you to become an
acknowledged and trusted high performer. This also means
developing a personal presence and resilience, so that people
can trust you and know they are employing someone who will
take their business performance to the next level.

Methodologies to bring about change
You will also utilise a methodology that outlines how best to
sell your ideas to your client. This means understanding the
consulting cycle based on action research, which is a valued
and well-known approach to business improvement and can be
applied to any specialism or business discipline.

Action planning
Think about your future role and the results you will achieve.
You need to document an existing portfolio of clients and
projects that you have overseen, and write case studies to
illustrate the specific results you develop, and the benefits
that accrue to the business. Design an action plan for moving
forward to achieve your dreams as a trusted, highly valued
‘change maker’ in your field.

Brand you: Preparing yourself for the role
You will be pursuing the role of a ’change maker’. Before you
go ahead with your research you need to take a good look in
the mirror to ensure that you are portraying the right profile
or image for you. Think of yourself as a brand. You may want
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SWOT Analysis graphic
Strengths

Weaknesses

to think through these four simple issues before undertaking a
personal SWOT analysis.
•
•
•
•

Opportunities

Threats
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What is your level of expertise and what can you provide in
terms of guidance, expertise and skills?
What do you stand for?
What are your values in how you transact business?
What are your boundaries, and how will you defend them?

These are just some of the issues to be addressed. Before you go
any further you need to assess your own SWOT analysis. Seeing
yourself as a brand that you can develop, improve and build is
critical. You must shape your brand. You must believe in it and
you have to decide who you will become and what you will do,
and practise those behaviours which support that. No one else
can do this for you and although we know your professional
and technical expertise is important, no amount of ‘up-skilling’
in technical expertise will deliver the results you want, without
working equally on you as the brand.
To really understand yourself as a brand, first triangulate and
assess how you are currently perceived by others. This starts by
being honest with yourself, taking a good look in the mirror
and assessing the likely impact that you have on others. Before
you start asking others for their perceptions, you need to think
about how you are perceived by them. The responses are all
thought provoking.

SWOT analysis
As a business adviser and expert, you leave behind your own
distinct signature. Others will form judgments, consciously
and unconsciously, around how you have presented yourself.
It is vital you create the right impression with existing and
new sponsors or clients, and you do very much have control
of shaping how others see your strengths and your forgivable
limitations. You know, it is fine to have some limitations – no
one is perfect, but you can choose which limitations to display.
Commit to an honest SWOT analysis now for truthfully
assessing your own personal strengths, weaknesses,
opportunities and threats.
As a brand representing your professional specialism, how do
you stack up?
Strengths
•
What strengths do you have?
•
What are you good at doing?
•
Make a list now
Weaknesses
•
What weaknesses do you believe may hold you back?
•
What prevents you taking action?
•
Write them down now

The skills needed to become
a highly effective consultant
are not just analytic, technical
problem-solving skills.
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Opportunities
•
Now consider the opportunities you have to improve
yourself as a business expert? That is quite a revealing
question and if you are curious you will ask others for their
input. There is always room to become a better you.
•
What opportunities do you have currently? And, more
importantly, what opportunities can you create for yourself?
Threats
•
What threatens your personal effectiveness and efficiency?
•
What personal issues may restrict your effectiveness?
•
What external threats could impact your behaviour and
role?
•
What personal threats or challenges do you have to
overcome or circumnavigate now and in the future?
Only you can assess whether you fit the ideal model as the business
expert or advisor that you want to portray. I cannot answer for
you, but I can ask you to be curious and consider how you can best
portray yourself to your public and your clients. At some later time,
you may want to test your perceptions with friends and colleagues,
and ask for their perceptions of how you project yourself.

Consulting services – supply and demand
If you want to attract the right project sponsors and clients,
you have to have something of value. If the services, you offer
currently are perceived as low value, you have to devote energy
to change that perception, so your clients see you as a natural
solution to their problems.
Whether you are an IT, a management services expert, or a
coach or change consultant, you have to be able to offer your
project sponsors something of real value.
Focus on your services using our service portfolio matrix. This
is a four-pane matrix and is central in you refining your service
provision and will ultimately provide a stream of sponsors and
clients.
Working through this matrix is tough and will require you
to revisit it many times, and working through it is central to
becoming a highly valued ‘change maker’.
The model or matrix has a vertical and a horizontal scale.
The vertical scale refers to the current demand for the services
you offer your project sponsors and clients. Here, you could
measure traditional tangible benefits such as user or customer
satisfaction, turnover, profitability, market segment and so on.
The horizontal scale looks at the services you offer in the future
and their potential for growth in terms of your own defined
success criteria. Some of your services ‘Question Marks’ or ‘Dogs’
will attract little interest from sponsors and clients and occupy the
lower end of the scale, whereas others will be in high demand.

Your role whether as a
consultant, advisor, coach
or trainer, must be able to
manage change and that
means managing ambiguity.
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Service Portfolio Matrix
High Potential Growth
Low Current Value

High Potential Growth
High Current Value

‘Problem Children’

‘Stars’

Q2

Q3

Q1

Q4

‘Question Marks or Dogs’

‘Cash Cows’

Low Potential Growth
Low Current Value

Low Potential Growth
High Current Value

Look at this in more depth. Remember, this is a general
analysis – you will have to relate this specifically to your
specialisation, business sector and your clients.
Now, focus on each of the four quadrants.
Quadrant 1 – Q1 is the area where you have little current
demand and very little potential for growth as a change maker.
We refer to these services as ‘Question Marks’ or ‘Dogs’. The
only way you can make these services work is by completely
revamping and repackaging them. If you are delivering these
services as your core offering, you need to think again.
If your core services fit in this quadrant, commit to the two
‘Ds’ either dump or ditch them in favour of providing new
services or commit to ‘invest’, and design and develop new
services and radically repackage and market them internally.
Quadrant 2 – Q2 is the quadrant which we refer to as ‘Problem
Children’. These are all the great ideas and innovations you have
for providing a service, but you have not bottomed them out yet.
This is the most vital quadrant in the matrix. Future demand
and your expert business advisor status is based on turning
these creative ideas into tangible business services and products.
If you fail to do it, they will fall into the dog quadrant. You
have to invest your time and energy to making these products
work. Unless they are 100% deliverable, your clients and project
sponsors will never commit to them.

who is acting in a business expert or advisory role and is referred
to as the consulting cycle and which works for all professionals.

The five stage consulting cycle
This is a methodology that is easy to follow and which is
accepted by leading companies all over the world. This is the
methodology enshrined in business transformation which has
been a strong element in driving continuous improvement.
It is my methodology of choice because it is simple to
understand and convey to others, especially when working with
business advisers and experts who want to use a proven method
to demonstrate to their sponsors and clients how they go about
implementing their ideas and solutions.

Rational sequential process
This works from the client perspective because it demonstrates
how to define problems logically and sequentially, measuring
the negative impact that they are having on the organisation,
exploring how you can go about analysing the root causes
behind the problem. Innovative ideas for improving the process
or situation are developed and then implemented. The process
is then controlled by setting up measures to illustrate how the
change is being implemented and the tangible results that flow
from your consulting, coaching or advisory and change work.

Credibility
Outlining this will support you in building credibility with your
sponsors and clients, reassure them that you are using a proven
methodology to guide your intervention, and that you have
given this much thought.
The clients will also be confident that when they explain
the process or methodology to others, they will win their
approval. This includes fellow Board Members, Fellow Directors,
Key Account Customers, Senior Management Team Members,
Regulators, Investors and core Stakeholders. By sharing the
approach, you can be sure the client and others will have much
more confidence in your work.
The five key stages are outlined below and here are the main
issues you will want to explore.

Quadrant 3 – Q3 is what we all want our services to become
in the future. This is where we have high potential and high
performance currently. How many of your services currently fit in
this ‘Star’ quadrant? Here you have a unique service or product.
Ideally, you should personally commit to work on getting each
of your services into this quadrant.
Quadrant 4 – Q4 is referred to as ‘Cash Cows’. Here you are
adding real value but this will only be for the short term until
someone provides a similar service, digitises or automates them.
Now we come to the key-stone of your ‘change maker’
strategy and that is about applying a rigorous and robust
methodology.

Five stages
Entry

Feedback

Data
Collection

Methodologies
It is vital to create a high degree of confidence in your abilities
with your project sponsor. This methodology covers five key
stages in implementing any change. It is applicable to anyone

Action

Analysis
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These five stages actually support you in the advisory,
consulting or coaching work you are undertaking. This gives you
additional credibility because this process follows the established
scientific method of enquiry. This approach is a widely accepted
methodology in most industries, and certainly in leading global
organisations.

Entry
The first step is the entry phase. It is about entering into the
project or organisation and is simply focused on two key things.
The first is to do with leadership of the project. This is about
agreeing who is going to lead the project, the principal project
sponsors, and ensuring that the scope of project has been
precisely defined.
This is the opportunity to work with the project sponsor and
the client to scope out the breadth and depth of the project,
testing understanding with key stakeholders, internal change
agents, and those who will have to live with seeing the project
implemented in their area of work.
Too many consulting, coaching and training initiatives do not
devote enough time and resource to working through these
issues about scoping the project and defining key parameters of
what the project is set out to achieve.
Ensuring the completion of this activity can only support you
in implementing lasting change and building your reputation as
a change expert.

Data collection
The data collection phase is when we are gaining insight into
the nature and severity of the problem. Much time will be
devoted to setting up data collection points and measuring
current performance. This is about establishing baseline
measures against which you can assess and measure progress in
the project.
Many projects that start in marketing, sales, HR and IT fail to
collect data and develop initial baseline measures and metrics
by which progress can be assessed. It does not matter in which
specialism you excel or the professional service you provide. It is
essential to assess the progress made right from the start of your
work with the client. The ability to measure and track progress
is certainly fundamental in supporting you in establishing your
credibility.

Analysis
The first two stages of entry and data collection are vital to
managing and implementing change of any variety. In Analysis
we use our own specialist tools to assess the severity of the
problem and how we intend to resolve it.
As a business expert or advisor, the tools you use will depend
on the special skill and experience you bring to your client.
Don’t take the use of your specialist tools for granted. You may
need to explain their use to the people you are working with
and although you will have experience of using the tools in
novel situations, you need to take people with you during this
stage. You need to test for understanding with key stakeholders
and the implementers to ensure that your analytical tools are
explained, understood, accepted as valid and valued.

If you provide real value to your
clients, you find that the value
you create and the success
you achieve spreads by word
of mouth to areas and other
businesses that you would not
have considered possible.
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Action
In the action stage we focus on ‘doing’ things and implementing
any changes. Here you will be expert in utilising your specialist
strategies and tactics that will lead to resolving any problems
and, in turn, lead to significant improvement. You know best
what you can rely on. Here you set up the whole process of
actioning and implementing your strategies and your ideas to
bring about the needed change, and you will have your own
well tested methodology to bring this about.

Feedback
This is the final stage where we discover how things have
improved. This leads us to the feedback loop to tell us what is
working well and what needs modification. Feedback is basically
the process by which we set measures and put in place KPIs that
reflect how progress is being assessed. Feedback tells us whether
we are moving towards resolving the problems, or that we need
to take other actions to ensure that improvements are accepted,
recorded and made to work.
You will gather that the consulting cycle is well tested and
accepted by large and small companies globally. The consulting
cycle works because it breaks down problem solving into five
distinct stages and highlights to the change maker what has to
happen to proceed to the next level.
Overall, this cyclical process is valuable in giving your
consulting, business advisory, coaching and training work a high
degree of rigour and predictability. By adhering to this scientific
approach, you will win the support of the majority of business
people, your sponsors, clients, users and customers.

Going forward
Let me just summarise briefly. This article has been focused on
examining the key issues that internal change agents need to
confront if they are seriously going to commit to driving change
from within rather than from outside the business. We have
focused on the following key areas:
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•
•
•
•
•
•
•
•

The role of the internal change maker
Social confidence
Personal branding and business strategy
Rapport skills with project sponsors or clients
Use SWOT for self-assessment of skills and role
Apply the service portfolio matrix
Understand and adhere to the five stage consulting cycle
Action planning

The purpose behind the article was to equip the would be
‘change maker’ with the attitude, the wherewithal and the key
issues they need to develop to become credible change makers.
The opportunity to grow in many organisations can be quite
limited – but an area open for expansion is driving the process of
change. Not all solutions are structural, strategic or digital. Most
solutions to organisational ills remain in changing behaviours
and getting people to develop ‘win-win’ relationships focused
on a central goal. I know a large number of senior, middle and
first line managers who have been challenged with having to
fulfil the change maker role, and this approach has been central
in designing training and development sessions for them. I trust
this will be of value to you.
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GOYA; No, Not the
Artist... (You Need to
Get Out More.)
I

’m having a nostalgic moment. I was reading about Steve
Morgan, the guy who started Redrow builders in 1974.
Oliver Shah was writing about how Morgan ‘is one of the
last entrepreneurial housebuilders’ (The Sunday Times, Business,
10 Feb, p6) and cited Clyde Lewis, an analyst at Peel Hunt, who
said, ‘There’s a pantheon of housebuilders who know how to
run businesses but also like to go out on site and kick arse when
something’s not being run properly.’
It was certainly a prevalent technique when I left school at 16,
in 1962, and joined what was then the GPO (the General Post
Office; or, to us, ‘God’s Poor Orphans’) as an apprentice telephone

engineer. On my second day at work I was sent to join an external
‘overhead gang’ at Long Eaton, Notts, run by its foreman,
Bernard Pottinger – aged 40, in 1962 – far left in this old B&W
photo’ (NB the gentleman on the far right, George Moody, is now
deceased).
I mention this because Bernard was the sort of first class,
hard-working role model that a young school-leaver like me
needed, and on that first day with him, on 29 August, 1962,
he gave me a leather safety-belt and taught me how to climb
telegraph poles, and I climbed three on that day. That was the
main part of our job, putting up telegraph poles by hand, plus
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Despite how good your reporting
systems are, you will never
properly know how well the
‘work’ might be ‘working’ unless
you spend a significant amount
of your time on the frontline
the ‘open’ (ie bare) copper wires that went on them. Amongst
another ‘pantheon’, that of famous and respected management
gurus, was Frederick Herzberg, Professor of Psychology at Western
Reserve University, who referred to this management technique as
‘KITA’: eg: ‘KITA – the externally imposed attempt by management
to ‘install a generator’ in the employee...,’ – ‘The surest and least
circumlocuted way of getting someone to do something is to
administer a kick in the pants – to give what might be called the
KITA’ (Herzberg, 1968a: 53/54, & 1968b).
As Morgan told Shah, he was ‘sent to work on a building
site by his father [and] realised he was “happy as a pig in shit
down a trench”,’ (TST, ibid). And I never got out of the habit of
climbing poles, either: as my career path progressed through
lineman, PABX engineer, first line manager to senior manager, I
kept on doing it; and, while you’ve only got my word for this, I
think it made me a more effective manager. As I said in the last
issue (Chamberlin, MSJ, December 2018): ‘... in my years in senior
management I was regularly out on (and driving) the big vans,
pole-erection units and elevating platforms, climbing up poles and
going down holes, etc. As a consequence I was seeing stuff that
many of my senior manager peers and colleagues – who almost
invariably got their ‘information’ from their own spreadsheets
and the somewhat sanitised ‘upward feedback’ – never saw, and
it was far more informative. Also, it was actually more fun. When
you ‘be there’, with, and talk to the people who actually do the
work, while they’re doing it (or in many cases, trying to), you’ll
see the systemic things that put obstacles in their way as they
genuinely try to satisfy your customers’/clients’ needs. These are
the systems within your purview – even if you haven’t actually
designed them – and therefore contain these obstacles to success
that you have created, so by definition they are the problems it’s
your responsibility to solve. Just as, at the time, it was mine.’

Getting down to grass roots
Going out there – on the vans, up the poles, down the holes
(‘trenches’?), staffing the reception desks – lets you see first-hand
how the work works; or, quite often, doesn’t. As Seddon (2003:
104/105) says: ‘This cannot be learned from management reports;
it needs to be learned by being in the places of transaction. When
you spend your time in those places you find out how well the
service works for customers. You will also start to appreciate the
waste: re-work, doing too much work, duplicating work and so on.’
And I think a lot of managers today seem somewhat reluctant to
venture out of their offices and go down ‘in the trenches’. So if the
‘KITA’ needs to be applied anywhere, it’s not to the employees, it’s
to the managers, who I would encourage to practise a little ‘GOYA’
– Get Off Your Backside! – and go and have a ‘wander’ amongst
the troops. The rewards would be eye-opening, both in terms of

43

what you find out, and the respect you’d garner. During my time as
a lecturer I saw masses of academic evidence and practical examples
to support this principle of (for example) ‘going to Gemba’ (Imai,
1997). Alternatively, I never found a single text book that advocated
staying in your office.
Remember, whatever might be going wrong, please don’t
blame the workers. All problems are management’s problems, and
it is management’s responsibility to sort them, or help the frontline troops to sort them. As Deming (1986: 5) emphasised: ‘Quality
begins with the intent, which is fixed by management.’ In other
words, you have to intend that it goes right for your customers.
But despite how good you might think your reporting systems
are, you will never properly know how well the ‘work’ might be
‘working’ unless you spend a significant amount of your time on
what constitutes your own ‘front line’; seeing things for yourself.
It’s what Bill Hewlett and Dave Packard (1996) called, ‘managing
by wandering around’ (MBWA), and Tom Peters’ comment on this
issue supports that (initially) seemingly disproportionate amount
of time you’ll need to spend in those places of transaction. When
emphasising that need to manage by wandering around, he
stridently states:
‘If you are truly interested in a distinctively increased level of
quality of whatever, and if you are not by gross calendar content
analysis, spending fully 50% of your time on that single priority,
then you do not care about it. Pure and simple’ (Peters, 1985).
In other words, as Richard Davis (2016: 59) put it: ‘Now all that
matters is to ask yourself how you should spend your time as a
leader.’
Whether (in Morgan’s case) it’s your ground-workers, builders,
plumbers, electricians or decorators, and so on, who are not doing
their jobs properly – and having recently moved house I’ve had
my share of that – or in my case BT engineers who may not have
been jointing their wires correctly (underground or overhead), you
won’t properly understand why that might be happening – what
genuine (systemic?) obstacles might be in people’s way – unless
you spend a significant amount of time with the people actually
doing it.
And, to keep this in perspective, when things are going right
– which, let’s face it, mostly they are – then it’s still, and equally,
management’s responsibility to understand why that’s the case
too; plus, to take as many opportunities as possible to praise the
people doing it.

Don’t shy away from the frontline
If you think you’ve heard (or read) some of this before, you are
correct. It’s a passion of mine. I despair at the number of times I
hear of cases where managers shy away from the front line – those
places of transaction with customers, clients, patients, service users,
etc. In one recent example, I was talking to a senior staff member
from the front desk of a customer-facing organisation somewhere
in the west midlands. He had taken a particularly difficult telephone
call from a client who was giving him a hard time, testing his
diplomatic and customer-care skills to the full.
As a result, and knowing that this service-user was now
intending to visit the company office, he asked his manager to
listen to the (now ubiquitous, ‘for training purposes’) recording
of the conversation. The manager refused. He said he was ‘too
busy’. He was actually dealing with an administrative task of his
own, possibly something like a GDPR return. The reason for the
senior staff member’s request was twofold: he wanted to give
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‘If you are truly interested in a
distinctively increased level of
quality of whatever, and if you
are not by gross calendar content
analysis, spending fully 50% of
your time on that single priority,
then you do not care about it.
Pure and simple’ (Peters, 1985).
his manager, a) advance notice of the client’s intended visit, and
thereby fully equip him with all the relevant background, and b)
an opportunity to listen to and review both sides of the recorded
telephone exchanges, so that the manager could also see whether
or not the call had been handled properly from the company’s
perspective, by the staff member himself – he was genuinely
concerned on both counts.
However, the manager chose not to take those opportunities,
so when the client came into the company office, the manager
then had to deal with a situation that became far more difficult
than it would have, had he taken the time earlier to listen to

what his senior team leader was trying to tell him, and he ended
up rather back-footed and chastened by the experience.
As was understandable, this left the member of staff feeling far
less valued than if he had been treated differently, when he was
simply trying to prepare his manager for something that he was
going to have to deal with anyway. He would also be less likely to
share such useful information with his manager in the future.
I’d put money on the fact that the manager was working to
meet some form of arbitrary ‘target’, and as we’ve said before,
targets bring about the wrong behaviours. This sort of thing
tends to happen in companies and organisations that are
operated on a command and (cost-)control basis, quite often run
by accountants. To paraphrase a well-known saying, some of my
best friends are accountants, but to quote Steve Morgan again,
‘God bless accountants [but] to my mind they don’t make good
runners of businesses.’
Sid Joynson called it ‘GeYoHaDi!’, or, Get your hands dirty’
(Joynson & Forrester, 1995: 30), drawing his inspiration from a Zen
Buddhism approach, ‘the only way we can know is to get out and
do it.’
It’s the same way that John Seddon’s Vanguard consultancy
requires the senior manager(s) of any organisation they might be
asked to work for to fully engage with the initial ‘Check’ stage
of the intervention process – or, as he says in his seminal 2003
best-seller, Freedom from Command & Control: ‘How much better
would our organisations be if top management were focused on
increasing knowledge – their own and others – of the way the
work worked?’ (Seddon, 2003: 65/66).
For many years I have been involved in the Patients’
Participation Group (PPG) at my local GP practice, and at the
outset I’ll state categorically I have the highest respect for the
skill and dedication of all those who work there. However, I also
occasionally volunteer (among many others) at a major hospital as
what’s called a ‘simulated patient’ for the various stages of exams
for prospective future GPs. These are very complex and incredibly
well-organised events where, supervised by a highly qualified
examiner, we each have to simulate a patient presenting to a GP
with a specific set of symptoms; and it’s quite normal to have to
do this some 16-18 times per half-day session. What has always
impacted on me from these is the tightness of the 10-minute
‘target’ for the (simulated) GP appointment – the same time-slot
that operates in real life at your local GP surgery.
Davis (ibid: 30 – his book is worth reading!) cites ‘compelling
evidence’ from Atul Gawande’s 2014 Reith Lectures, based on his
book, Being Mortal: ‘Gawande is an American physician who has
made careful studies of the impact of medicine, as it is currently
practised, on people’s lives, not just on their health. He describes
how physicians are keen to do what they believe matters from a
medical perspective but in ignorance of what matters to people as
people rather than as patients.’

Targets, targets, targets
Later in his book Davis (ibid: 87) refers to the last Labour
government’s (ie Tony Blair’s) ‘eighteen-week treatment target’
– still operating – where the targets: ‘...are achieved more easily
by seeing patients with simple problems. People are treated
according to the likelihood of them breaching the target rather
than because of their need. The system also encourages cheating
the numbers. If you are offered an appointment and can’t make
it, the clock is reset and the eighteen weeks start all over again.
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There is a parallel target for ‘long waits’ and NHS trusts have a
constant problem of juggling the two. One trust I know of would
drip feed the long waits into the schedule to try and balance both
targets. Once again, patients are not being seen according to
clinical need but according to target manipulation.’
In the last issue I mentioned that Vanguard’s model for ‘Check’
garners ‘what matters’ to your customers/clients/patients/etc. In
the medical contexts mentioned above, this is what a patient
would define as the ‘value’ from the appointment. Or, as Davis
(ibid: 72) says: ‘Value can be defined as what matters to the
citizen.’
Yet a standard, 10-minute GP’s appointment – often running
behind – will in many cases not allow them to actually get down
to what really ‘matters’ to the patient presenting before them.
My own view on this may seem rather radical for some: I would
love to see a GP medical practice experiment with longer (say,
at least 15-minute) appointments; plus, I’d like to see the GPs
themselves rotating through a duty schedule of staffing the front
desk, alongside the normal receptionists. (NB I’m not even sure
how many practice managers actually do this last one?)
However, if I was to suggest this at my local PPG I’m sure I’d be
unfrocked and promptly defenestrated; largely, I suspect, on the
grounds that they couldn’t find the time and would need more
GPs. I think, though, that there’s a serious possibility that, a) the
GP on the front desk would be able to deal with many issues
there and then, either face-to-face of over the phone – thereby
saving time in the long run to enable more or more meaningful
appointments – and b) the GPs would learn more about the front
ends of their own (which often they are) organisations. I suspect,
though, that I’ll never find out.

Final thoughts
To conclude, being ‘in the work’ is a key part of management’s
responsibility, and GOYA is the ‘KITA’ to start that process of
change. So, I highly recommend you get off your chair, go out of
your office and experience life in some of your own ‘trenches’. It
can also be tremendously rewarding, satisfying and enjoyable. Or,
as some are wont to say, ‘You need to get out more...’
For my own part, to return briefly to the ‘nostalgia’; I left BT
after 34 years in 1996, but on my second-to-last day I replicated
that second day from way back in August 1962. Using garb and
safety gear appropriate to the era – a brown ‘dust coat’, a red
‘GPO’ helmet, and a crown-stamped ‘1962’ leather safety belt – I
went out with one of my overhead gangs and climbed three
telegraph poles:
As for Bernard; he’s now 96 and not unexpectedly getting a bit
frail these days. The middle two guys on that original B&W photo’
– Harry Stanley and Kelvin Bye – are still around also, but we still go
over to see Bernard, as all three are similarly lined up in the picture
above, taken last year, with me in George’s place, on the right:
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