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Teamwork is key to the 
ongoing success of IMS
This is my first Chairman’s Column after election to the 

position on 2 October 2015, following the National AGM. 
I consider it a privilege and honour to represent you 

as Chairman and I shall endeavour to promote the Institute 
and its values at every opportunity. I would like at this point 
thank my predecessor Dr Andrew Muir who has, over the last 
four years, developed and strengthened the Institute. I would 
summarise Andrew’s Chairmanship as professional, challenging 
and inclusive. So if I may, on your behalf, thank Andrew for all 
his excellent work as Chairman. Andrew has not gone away; he 
will remain a member of Council as Deputy Chairman and, along 
with the other seven members of Council, will form a strong 
team for the challenges and successes ahead. Indeed, I believe 
that in order to achieve maximum success, teamwork and 
everyone pulling in one direction, will be essential for taking the 
Institute forward.

The priorities remain, as in recent years, education and 
membership. These are developed, taking account of available 
resources and our abilities, by normal day-to-day Institute 
activities and project portfolios as appropriate. Next year is 
a special year as we will be celebrating the 75th anniversary 
of the Institute’s formation in 1941. So with this in mind, it is 
important to remember that it is your Institute. Comments, 
ideas and suggestions on how we can improve the service 
would be most welcome; if you would like to get in touch 
please do so via the Institute Administration Manager.

Thinking about the wider community that the Institute 
is part of, I take a strong interest in the UK’s productivity 
and the many reports that are regularly published, as I am 
sure many of you also do. One such report that caught my 
eye was issued in April by the Office for National Statistics 
on the unprecedented seven year stagnation in UK national 
productivity. The report comments that the UK has enjoyed 
good Gross Domestic Product (GDP) growth and falling 
unemployment but this data conceals the underlying picture 
of a low wage, labour intensive economy. 

It goes on to raise concerns at the UK’s lagging productivity 
compared to our major developed economy competitors 
such as the United States and Germany. Some sections of 
the economy such as manufacturing, are showing progress. 
However, other areas such as the North Sea have seen 
productivity halved since 2007, government tax breaks for 
North Sea investment are now helping stimulate the North Sea 
oil and gas industry. In the public sector, education and health 
staff numbers have increased 12% and 9% respectively, which 
has not been reflected in increased productivity to keep pace 
with the greater head count.

The report summarises by saying, we are producing more 
output but with far more workers. If productivity fails to keep up 
with the expanding population, then living standards will fall. 

Finally, best wishes to you and your family for a very happy 
Christmas, a productive and prosperous year in 2016.

Julian Cutler
Chairman

Next year is a special year as 
we will be celebrating the 75th 
anniversary of the Institute’s 
formation in 1941.
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WEST MIDLANDS REGION

Visit to JCB global HQ and 
factory – an example of British 
initiative and enterprise 

On Friday 16 October, a party from the West Midlands 
Region visited the JCB global headquarters and 
factory in the Staffordshire countryside at Rocester, 

near Uttoxeter. JCB is one of the world’s leading construction 
equipment companies – producing nearly two out of every four 
excavators in the world.

The company had humble origins and was founded by Joseph 
(Joe) Cyril Bamford (JCB) following his split with the family 
firm of Bamford agricultural engineers. After World War II, Joe 
Bamford set up an independent business (JCB) in a local garage 
and using war surplus equipment, he and handful of helpers 
built a tipping trailer and converted wartime army Jeeps into 
estate cars. 

Today, JCB manufactures a wide range of excavators and 
loaders at a number of sites in the UK and overseas, including 
India and the United States. The JCB factory at Savannah, 
Georgia, produces armoured construction equipment for the US 
Army. The JCB firm is still controlled by Joe Bamford’s family, and 
in 2014 was valued in The Sunday Times Super Rich List at  
£3 billion.

Included in the museum area is Joe Bamford’s office and a 
replica of the original garage, where the first tipping trailer was 
built. There are also examples exhibited of the various machines 
produced by JCB over the last 70 years.

As a world leader in its field with a high level of exports, JCB 
is subject to international trade conditions and fluctuations, 
and after enjoying a buoyant market particularly in Russia and 
China for the back hoe excavator, the recent economic problems 
in China, Brazil and Russia have caused a reduced demand for 
this product from these countries, and JCB have announced 400 
job losses for the company as whole to adjust to the changing 
economic conditions.

John Hopkinson – Chairman, West Midlands region

ERRATUM
The Institute is pleased to announce that a new 
cohort of students have achieved the IMS Certificate 
Award 2015
In the Summer issue of the Journal we listed the students who 
had gained the IMS certificate. Mr Matthew Cook’s name was 
misspelled. Belated congratulations Matthew.

An illuminated skeleton model of JCB’s 
largest excavator

Visit to Tyesley  
Locomotive Works

On Saturday 26 October, a party from the West 
Midlands Region attended the Tyesley Locomotive 
Works open day in Birmingham. Tyesley is a former 

Great Western Railway (GWR) engineering works which now 
repairs and restores heritage railway locomotives and rolling 
stock. It prides itself that it is one of the few places able to 
do engineering work on steam, diesel and electric heritage 
locomotives, to allow their use on the main line railway 
network. Tyesley is a working facility and is normally not 
open to the public. The Works, in addition to owning various 
locomotives also undertakes contract work for other heritage 
railways and locomotive owners, including providing ‘parking’ 
facilities for their locomotives.

A number of locomotives were grouped around the large 
railway turntable, and many of the steam trains were ‘fired 
up and in steam’. A very impressive sight.

In the large engineering workshops were a number of 
heritage locomotives currently being worked on in various 
stages of assembly and disassembly. Tucked away in a corner 
was a half built replica of 1870s steam locomotive which 
was looking rather forlorn and abandoned, a shame since 
the Victorian era of steam locomotives is a very important 
element of our railway history. The comment was made that 
the project had been ‘mothballed’ because the locomotive 
would not be able to run on the main line railway, as its 
brakes and other features would not meet present day 
standards.

John Hopkinson – Chairman, West Midlands Region

A few of the JCB excavators being 
prepared to be sent to customers

Early JCB excavators displayed in the 
company’s museum

Record breaking JCB diesel engine car

Some of the locomotives grouped 
around the turntable

King George V locomotive on display 
which to mark its visit to the United 
States is fitted with American locomotive 
bell mounted at the front of the boiler
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EAST MIDLANDS REGION

Plans for the future

On 29 November, the regional board met to plan our 
activities for 2016 and also review the progress/
feedback of our 2015 events. More news of this in the 

Spring issue.
Our next meeting will be to visit Thorntons, the chocolate 

company at Somercotes, Alfreton, in derbyshire DE55 4XJ. This 
tour, on Wednesday 23 March will commence at 10.30am, and 
cover the manufacturing premises and the factory shop. The visit 
will last approximately two and a half hours, and IMS members 
and their guests must be fit, since 500 steps over four flights will 
have to be negotiated. 

Thorntons was established in 1911 by Joseph William 
Thornton. The annual report of 2013, showed the company had 
a turnover of £221 million and had 249 shops and 186 franchises 
with internet, mail order and commercial services. In June 2015, 
the Italian chocolate maker, Ferrero, purchased Thorntons for 
£112 million.

Further details of this visit can be obtained from the regional 
secretary, at 0115 928 4953 or email daviesj@bramcote.
fsbusiness.co.uk.

John Davies
Chairman, East Midlands Region

Why Don’t YOU  
Join the IMS
With the advent of life membership we are attracting 
new members. There are still people who are engaged 
in management services who are not members and we 
would like them to join the Institute.

We can use our ‘direct entry’ route to fast track this and 
information is available from Brooke House.

We very much hope that our existing members will make 
potential members aware of this option.

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

5 Gears: How to be Present and 
Productive When There is Never 
Enough Time

Author:  Jeremie Kubicek, Steve Cockram
Publisher: Wiley (2015)
ISBN: 10:  1119111153
Pages:  240
Many people go through life without truly connecting and can, 
as a result, miss out on experiences and relationships that have 
the power to bring them great joy. This is an interesting read, 
which will assist the reader to connect more effectively and also 
be more productive. By understanding the concept of the five 
gears in this book, you will improve your ability to connect with 
the world around you.

You will learn how to shift into the right gear at the right 
time so that you can grow in your relationships both at work 
and in your social life, and by so doing increase your influence. 
This revolutionary text introduces you to the five different 
gears, or mind-sets, that carry you through various facets of 
your day. These include the first gear when you are fully at 
rest and recharged, through to the fifth gear when you are 
fully focused and working without interruption. Using these 
gears consistently allows you to bring a new level of relational 
intelligence to your life that offers a competitive advantage in 
our task–driven world.

I can recommend this book as being a very effective means of 
getting your work-life balance right. 5 Gears provides an easily 
understood framework to understand the advantages of being 
in the right gear at the right time. It will greatly assist you in 
working effectively with others. 

BOOK REVIEW

The Politics of Promotion: How High-
Achieving Women Get Ahead and Stay 
Ahead Hardcover

Author: Bonnie Marcus 
Publisher:  Wiley (2015)
ISBN: 10:  1118997425
Pages:  256
The Politics of Promotion focuses on the single most important 
and most frequently neglected ingredient of advancement in 
the professional world. Many ambitious women were taught 
that they could succeed on the basis of their qualifications 
alone. Sadly, as the book highlights, skills alone are not enough, 
promotion is more often than not dependent on who you know 
rather than what you know. In The Politics of Promotion, the 
rules of this complex game are revealed so that readers can 
begin to build the connections they need to get ahead.

This book is an excellent primer for both women and men 
about how to navigate workplace politics, as no amount of 
formal education or training can prepare one for the intricacies 
of the politics of the workplace. 

The author has filled her book with case studies and examples 
that fully illustrate the key points. The book also makes a valid 
point in encouraging community volunteering, as becoming 
involved in this area can assist in meeting influential people, as 
well as demonstrating ones leadership skills. 

The book has eight chapters and each chapter takes the 
reader on a journey, with the author using interconnected real-
life stories to guide the reader on the journey. The stories in 
each chapter teach the reader how to continually move ahead in 
the business world. 

A review can only paint a brief overview of the book, you will 
only benefit from the excellent content of this book by reading 
it yourself. 
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Love Your Job: The New Rules for 
Career Happiness

Author:  Kerry Hannon
Publisher:  Wiley (2015)
ISBN: 10:  1118898060
Pages:  208
Kerry Hannon in this book, takes you on a step–by–step trip 
with the objective of revitalising your career. Love Your Job is 
a guide to making work fulfilling and fun again, or even for 
the first time. Why count down the hours of the day or the 
days to retirement, when you could reinvigorate your workday, 
transforming the daily doldrums of work into a daily dose of 
enjoyable activity.

Yes, it is possible to have a job you love, and it doesn’t 
require starting from scratch. Kerry focuses on the little things 
that can make a big difference in how we feel about work.

Love Your Job is all about the routines, habits, and thought 
patterns that, over the years, may have turned a dream job into 
a drudge or, worse, a nightmare. Changing these habits and 
attitudes is simple, and this book shows you how to identify 
the little things that make work enjoyable and engaging. 

Using these simple techniques, you can adopt the attitude 
that will keep you happy and that might just lead to bigger 
and better things, no matter what stage of your career you 
are in. 

The book is full of ideas, guidance and exercises that will 
help you achieve enjoyment and satisfaction in your job. You 
may not be in a position to change your current job, but you 
can change your outlook towards the job. Using her acronym 
‘HOVER’ – hope, optimism, value, enthusiasm, and resilience – 
Kerry provides a practical and easy-to-read blueprint for doing 
just that.

We all deserve to experience happiness and satisfaction every 
day and at every stage of our careers. Kerry Hannon explains 
that you don’t have to make a huge career transition to love 
work again. As she effectively explains in Love Your Job if you 
reinvent the way you see work you can enjoy your work.

The Intelligent Organisation

Author:  John Beckford
Publisher:  Routeledge (2015)
ISBN: 10:  1138847070
Pages:  217
John Beckford is an independent consultant and Visiting 
Professor in the Department of Science, Technology, 
Engineering and Public Policy at University College 
London and in the Centre for Information Management at 
Loughborough University.

The Intelligent Organisation offers a radical model 
of organisations based on the integration of structure, 
individuals and information. In this game-changing book, 
leading consultant John Beckford proposes a different way 
of designing organisations, in order to transform their 
performance and capitalise on the potential offered by 
contemporary information capability. This book demonstrates 
how an organisation designed backwards from its customers, 
provides optimised autonomy for individuals and integrated, 
coherent information.

In the book, the author effectively illustrates how 
organisations have not evolved to assimilate and use the 
exponentially availability of data. He also indicates that 
fundamental organisation change will be required, if 
organisations are to effectively achieve optimum performance 
from the use of the available data. The book is written on the 
premise that most organisations are still organised and run on 
machine age concepts and explains that these organisations 
are doomed if they fail to become intelligent organisations 
that fully exploit the value of information and release the 
capability of their people. 

The book goes beyond traditional thinking as often found 
in operational excellence and provides the reader with 
insights to make organisations more viable, productive and 
efficient. 

The book’s text is supported by case studies throughout and 
a dedicated website, www.intelligentorganisation.com.

BOOK REVIEW
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A RECENT survey of 10,000 full-time managers by Ernst & 
Young has found that in the eight countries studied, working 
hours had increased sharply over the past seven years.

Karyn Twaronite, global diversity and inclusiveness officer at 
Ernst & Young stated: “The 40-hour week is long gone, it’s not 
just a US phenomenon, many other countries are tipping the 
scales. Since the financial crisis, working more than 40 hours has 
become the new norm.” 

The study found that about half of managers worked more 
than 40 hours and a third indicated they worked an additional 
five or more hours a week.

Other research indicates that the extra hours worked 
do not necessarily translate into higher productivity. A 

study by Stanford University found that productivity 
declines sharply after 50 hours, and plummets to 

almost nothing after 55 hours, so much so that 
the extra 15 hours is of little value.

The Stanford study author John Pencavel, 
in relation to the decline in productivity, 
stated that “employees at work for a long 
time may experience fatigue or stress 
that not only reduces productivity, but 
also increases the probability of errors, 
accidents and sickness that impose costs 
on the employer.”

It would appear that since the 2008 
economic downturn, many workers are 
grateful to have a job and are willing to 
work longer hours rather than jeopardise 

their employment.

MANUFACTURING production edged downwards during the 
three months to October 2015, marking the first decline in the 
last two years, according to the Confederation of British Industry 
(CBI) Quarterly Industrial Trends Survey. Despite this, firms have 
signalled that they expect overall conditions to stabilise over the 
next quarter. 

New export orders fell at the fastest pace in three years, 
possibly down to the continued strength of Sterling. Total new 
domestic orders reduced over the quarter for the first time 
since April 2013 and manufacturers’ optimism about both their 
business situation and export prospects for the year ahead fell 
to the greatest extent since October 2012.

The 463 manufacturers surveyed predict that overall 
manufacturing conditions will stabilise in the next three months, 
with a small rise in output, although new export orders are 
expected to edge down slightly further.  

Firms highlighted concerns about political and economic 

The 40 hour 
week is long 
gone

Manufacturing growth 
falls as demand at home 
and abroad weakens

conditions abroad and their impact on export orders. Worries 
about price competition rose and the number of manufacturers 
citing uncertainty about demand as a constraint on investment 
was the highest in two years. 

Rain Newton-Smith, CBI Director of Economics, said: 
“Manufacturers have been struggling with weak export demand 
for several months, because of the strength of the pound and 
subdued global growth. But now they’re also facing pressure 
back home as domestic demand is easing. 
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UK productivity undermined by 
workplaces which stifle employees’ 
initiative and ideas
EMPLOYERS can unleash the productivity of their workers by 
allowing them more scope to use their initiative, create more 
stimulating work and reduce the burden of unnecessary 
rules and procedures, according to a new report which 
considers productivity from the employees’ perspective.

The latest Employee Outlook Survey from the CIPD, the 
professional body for HR and people development, in 
partnership with Halogen Software, surveyed over 2000 UK 
employees, asking what enabled them to be most productive 
in their jobs. The most common responses were interesting 
work (40%), being able to use their own initiative (39%) 
and being given tasks which complement their skills (25%). 
On the other hand, the most common hurdles to employee 
productivity were unnecessary rules and procedures (28%), 
not having the resources available to do their jobs (28%) 
and office politics (24%). The report highlights a need for 
organisations to consider how they can increase the amount 
of autonomy employees have at work to use their skills 
and ideas through more empowering leadership and line 
management, as well as improved job design.

Claire McCartney, research adviser at the CIPD, 
commented: “Productivity at work has been a real focus this 
year for employers and policy-makers, but it’s easy to forget 
that the most important perspective on the productivity 

debate is that of employees themselves. This survey gives 
us unique insight into what workers feel affects how well 
they work, and the answer is much simpler than many would 
probably assume.

“Improving productivity is an ongoing, long-term 
project for the UK, but in the shorter term, employers can 
help employees use their skills and ideas by focusing on 
developing leaders and line managers who empower rather 
than control staff, and by designing jobs which provide 
sufficient autonomy. Setting employees free to innovate 
and play to their strengths also involves an employment 
relationship based on trust, and removing unnecessary 
and restrictive rules and procedures that get in the way of 
common sense and agility.”

Dominique Jones, vice president of human resources at 
Halogen Software, said: “These results show a strong need 
for organisations to focus on career development, growth 
and stimulation, as a way to support job satisfaction and 
retention. Investing in employee development not only 
expands the employee’s capacity and ability to contribute, it 
can also translate into a range of business results.” 

The full Employee Outlook Survey report can be seen at: 
http://www.cipd.co.uk/research/employee-outlook.aspx.
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Would workers be 
more productive if 
shifts were limited  
to seven hours?
ACCORDING to a survey by the Organisation for Economic 
Co-operation and Development (OECD), full-time employees in 
the UK clock up on average 42.9 hours per week. These findings 
indicate that workers in the United Kingdom actually work 
some of the longest weekly working hours in Europe.

The UK is four places away from the top spot, which was 
claimed by Iceland with 44.8 hours, followed up by Greece with 
44.2, and Switzerland and Austria both with 43.

France, widely known for its ability to maintain a healthier 
work/life balance than most, came in 25th with 40.5, some 20 
places below the UK.

The survey’s findings could be the key to helping us be 
more productive as the figures have revealed people in the UK 
regard seven hours a day as the optimum time period for office 
productivity. Working any more – or less – than this could be a 
recipe for below average productivity.

Some 44% of those surveyed said the ideal length of a work 
week is four days, 34% cited three days and 10% were in 
favour of even less.

In a YouGov survey which asked the same question of UK 
citizens in 2014, 57% said a four-day week would make them 
more productive.

As an example to the rest of Europe, Sweden has already 
announced plans to make a six-hour day the norm. Toyota 
centres in Gothenburg put six-hour days in place some 13 
years ago, and last year app developer Filimundus, based in 
Stockholm, followed suit.

7
Cornwall Chamber 
of Commerce 
conference 
addressed 
productivity issues
THE CORNWALL Chamber of Commerce addressed the 
Government’s aspirations for increased productivity in Britain 
by holding a half day conference on 19 November 2015, 
supported by Cornwall College Business.

In July 2015, the Government launched a plan to fix the 
foundations of the British economy. In a speech launching the 
campaign, Secretary of State for Business, Sajid Javid, said that 
Britain’s productivity – the rate of output per hour worked, 
is well below its potential. He further indicated: “If we could 
match the USA for productivity, it would boost our GDP by 
31% – that’s equivalent to £21,000 a year for every household 
in the UK.”

Kim Conchie, chief executive of the Cornwall Chamber 
of Commerce indicated that increasing productivity was a 
complex issue, compounded by the fact that the average SME 
owner in the service sector had no idea of how to increase the 
productivity and efficiency of their business. 

He also commented: “A rise in productivity means better 
standards of living, so it’s really important that our businesses 
take responsibility and look at what they can do to improve 
their output and help Cornwall’s economy.”



12 Management Services 
Winter 2015

The 17th World  
Productivity Congress
The 17th World Productivity Congress was held in Halifax, Nova Scotia, 
Canada from 19-21 October, entitled ‘Big Data for Productivity Congress 
2015 Everything Changes’. Report by Dr Andrew Muir. 

I had the good fortune to attend the World Productivity 
Congress in Halifax, Nova Scotia, Canada at the end of 
October 2015 on behalf of the Institute of Management 

Services.
Entitled ‘Big Data for Productivity’ the congress brought 

together two prestigious organisations the University of 
Dalhousie and the World Academy for Productivity Science. The 
event was well attended with representatives from all corners of 
the globe.

In this journal I report in detail on each day of the congress, 
but would like to share some initial impressions here first.

Having attended many of these congresses over the years 
(my first in Montreal, in 1988, Santiago in 1997, Edinburgh in 
1999, to the last congress in Belek, Turkey), I was invited to join 
a review meeting at the conclusion of the event to comment on 
the content.

My overall impression, on what was an exceedingly interesting 
and invigorating three days, was the need for those involved 
in the areas of big data and productivity to work together in 
order to maximise the benefits for all. Indeed, if there was 
one common thread running through all the presentations, it 

Big data is data characterised 
by the three Vs – volume, variety 
and velocity which is so great, 
that the data can’t be handled 
and processed using traditional 
relational database management 
systems.

was the need to work in partnership with others. The fact that 
the congress was jointly organised, helped to reinforce the 
partnership concept.

Another common feature throughout the event was the use 
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of the word ‘SMART’. Whether referring to smart cities, smart 
machines, smart systems or smart people the word was used 
constantly. Which brings me to the following article which I 
compiled on my flight back from Nova Scotia.

A tale of two SMART cities
My article starts with the premise that a smart city is one 
in which the city fathers endeavour to use all available 
advancements in technology and information systems to 
develop the city for the benefit of its citizens. The two cities in 
question are Halifax, Nova Scotia and the ancient city of Ephesus 
in Turkey.

Halifax’s seat of learning, Dalhousie University, has its Institute 
for Big Data Analytics. This is not dissimilar to the ancient city of 
Ephesus and its seat of learning, the Celsus Library (built 174AD), 
which was its analytics centre.

Analytics are concerned with analysis of the information from 
the World Wide Web and other data systems which provide 
information to inform decisions and monitor their effects. The 
Celsus Library was also concerned with gathering information to 
inform its decisions and, although the method of collection was 
quite different, it was no less ingenious.

The Celsus Library was the place where the literati of the City 
were located and it was their job to collate and make sense of 
information that came from a number of sources. One of those 
sources, was rather unconventional.

In ancient times Ephesus was a city with a large sea port 
which contributed to its prosperity, not dissimilar to Halifax. The 
sailors from the ships that visited the port were a rich source 
of information and, after a long time at sea, invariably sought 
some R&R.

Directly opposite the Celsus Library is a building containing 
a bath house with an elliptical pool, showing a mosaic of three 
women eating, drinking and being waited upon. On the second 
floor of the building are a series of small rooms. When the 
building was excavated a statue of Priapus with an oversized 
phallus was found. Yes, the building was a brothel! Not your 
seedy establishment, but a gentlemen’s club, where women 
from the middle class were employed to entertain the officers 

and sailors visiting the city in order to solicit information from 
them, eg who was trading with whom, who was assembling an 
army, who was forming new alliances and so on. The information 
was conveyed by the women to the analysts in the library which 
was linked to the brothel via an underground tunnel. The 
analysts were then able to collate and correlate the information 
received from this and other sources, to help inform decisions. A 
smart city indeed!

The parallels between the smart city of Ephesus, with its Celsus 
Library and the smart city of Halifax with its Institute for Big Data 
Analytics at Dalhousie University are obvious. The city fathers in 
both are exploiting the best sources of information available to 
inform decisions that help shape the future in order to attain the 
greatest benefits possible for their citizens.

Day one of the congress
Initial introductions were made by the co-chairs for the event, 
Dr Michael Shepherd, Professor, Dalhousie Faculty of Computer 
Science, and Mr Peter Watkins, President, World Network of 
Productivity Organisations. This was followed by an outline of 
the programme for the congress by the President of Dalhousie 
University, Dr Richard Florizone. 

The Mayor of Halifax, Mike Savage, addressed the congress 
and welcomed everyone to the city, particular those who had 

Dalhousie University, Halifax Celsus Library, Ephesus
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travelled from various parts of the world. He hoped that 
everyone would enjoy their stay in Halifax and was sure that the 
congress would be a resounding success.

Following this, a presentation was made to the congress of an 
embroidered tapestry from a large delegation from China. 

The first keynote speaker of the day was David Kasik, Senior 
Technical Fellow in visualisation and interactive techniques 
at Boeing. He opened his presentation with the question: 
“What is big data?” In its simplest definition, big data is data 
characterised by the three Vs – volume, variety and velocity 
which is so great, that the data can’t be handled and processed 
using traditional relational database management systems.

Dave is currently pursuing new ways of visualisation for huge 
amounts of both geometric and non-geometric data. He is a 
pioneer in interactive 3D computer graphics. He devoted his 
first 11 years at Boeing researching and developing computer-
aided design software. These projects led to pioneering work 
in interactive 3D graphics, user interface management systems 
and industrial use of non-uniform rational solids and surfaces. 
The outcomes of Dave’s work has helped increase efficiency 
and productivity at Boeing. As he pointed out, his work is being 
used in tracking and advisability causal chain analysis, hypothesis 
testing and to detect anomalies. He added, that with his systems 
you will detect the expected and discover the unexpected.

Two examples he cited were 1) what he called “low-end 
visualisation”, which gives users access to 3D engineering 
drawings, parts lists, training manuals, etc. and, 2) bird strikes, 
which cost Boeing $123m per year, although as he pointed out, 
most bird strikes go unreported and the true cost has been 
estimated at $615m per year. In both cases, he employed what he 
referred to as “pair analysis”. Where the analytics expert works 
along-side the technical expert to achieve optimum results. 

In terms of the unexpected, he said that when working on the 
bird strike project the last thing you would expect to discover 
in an aero engine is a salmon. Or, even deer and other animals 
causing havoc on a runway, but these are the types of examples 
of “discovering the unexpected”. (They reckon the salmon 
had been dropped from the talons of an eagle) As a result of 
their work, they have significantly reduced the incidents of 
bird strikes and other incidents throughout the world and their 
efforts are continuing with the use of analytics.

Congress splits into two sessions – Digital Marketing 
Panel and Smart Cities Panel
I chose to attend the Smart Cities Panel – See article (page 13) ‘A 
Tale of Two SMART Cities’.

Bill Hutchison is a renowned business and social entrepreneur. 
He is Chair of I-Canada Alliance and has been directly involved 
in both the creation and assessment of local and national 
intelligent communities, innovation and economic cluster 
initiatives in many countries. He is the co-founder and Chair of 
the World Future Cities Summit.

Bill gave several examples of his work in countries throughout 
the world, and outlined some of his most recent projects in 
Kazakhstan. The principal aim in all of his work is to utilise 
the advancements in technology and information systems to 
improve the economic, social (including social inclusion) and 
environmental aspects of the city for the benefit of its citizens.

Brian Purcell is IBM Canada’s Smarter Cities Executive with 

Social productivity has been the 
most neglected and suggests that 
we need to redress the balance, 
by focusing on ways in which the 
benefits of productivity growth can 
be realised and shared.

Presentation of silk embroidered tapestry by the Chinese Delegation
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national responsibility for strategy and execution of IBM’s 
Smarter City Initiative. He opened his presentation by saying: 
“The future has arrived quicker than we thought!” Reference to 
the rate of change and technological advancements.

Brian said that cities need smart solutions and has developed 
apps for many every-day situations such as, what you can and 
can’t do in building a garden shed. A very simple application but 
one that has speeded up the process considerably and reduced 
disputes. He then highlighted a range of similar apps he has 
developed.

One question the panel addressed was, ‘How do you get 
started?’ in terms of commencing a smarter city initiative. 
Invariably they said that it is normally one issue that a city has 
had to address that has led to other issues being explored, eg 
Chattanooga was the most polluted city in the US and as a 
consequence of addressing this, it triggered a whole range of 
initiatives to improve the city’s eco system.

Afternoon Session – There were two keynote speakers in the 
afternoon session. Bill Hutchison Chair of I-Canada, and Zheng 
Changhong CEO, South China Rail.

Bill Hutchison covered some of the early history of cities and 
the importance of keeping the infrastructure up-to-date. If your 
city is by-passed by the highway system, it will fade and die. The 
same is true with systems. Smart cities need a smart systems’ 
infrastructure and this can only be achieved if everyone works 
together. 

He described the work he had been involved with in 
Kazakhstan and how the city of Astana was now one of the top 
cities in the world. He mentioned others cities such as Edmonton 
re. crime prevention, Kitchener re. CAD and GPS, Waterloo 
re. citizens information, all centres that are excellent in those 
particular fields. Again, he emphasised the point that these cities 
have achieved their success by those involved working together 
towards a common goal. Synergy is key!

Dr Zheng Changhong is the CEO of South China Rail, the 
biggest rail network in the world. The network carries over four 
million passengers per day to and from the 10 largest cities it 
serves. The trains travel at speeds of 380 kilometres per hour. They 
are “smart trains” he said, which require a smart infrastructure 
and smart solutions to operate efficiently and effectively.

Zheng described how he is developing South China Rail and 
some of the management models his senior management team 
use to develop company strategy. He also spoke about working 
in partnership with several US organisations to develop the 
“smart trains” of tomorrow. Again he emphasised the need 
to work in partnership to achieve the best possible results and 
improve productivity.

Congress splits into four tracks – The Internet of 
Things, Smart Cities, Healthcare Analytics and Business 
Productivity.
I chose Business Productivity – Steven Maynard, Chief Analytics 
Officer, EY Canada. Steven has led major transformation 
programmes around the world to drive value using analytics on 
workforce productivity, customer insights, revenue growth and 
operations efficiency. He also works with major corporations 
and governments to implement advanced analytic capabilities 
including big data and technology enablement.

Steven said that Dalhousie University’s Institute for Big Data 

When dealing with the 
complexities of big data, it is 
important to keep the objective of 
the project in mind at all times.
Analytics are the big movers in big data and reckons that 
Canadian Companies are ahead of all others. He spoke on a 
range of issues including security of data, brand protection and 
how Google is cutting out the middleman. He also mentioned 
specific applications, such as the inclusion of computer 
technology in John Deere tractors (iPads) which enable farmers 
to determine the optimum mix for the best yield; bike sharing 
schemes in Paris and London, where analytics have been a major 
determinant in their success. 

On the use of analytics he added a cautionary note and 
said: “Data are like people, if you interrogate long and hard 
enough you can get any answer you want”! He also erred 
caution in terms of transformation saying that, “culture eats 
strategy for breakfast” inferring that strategic plans and 
change programmes must take account of the culture of the 
organisation if they are to succeed.

Congress continues with the four tracks 
Again I chose Business Productivity – Louise Clements, President, 
MRM/McCann East, is a bilingual executive overseeing digital 
marketing, sales and operational organisation for some of the 
most influential organisations in North America.

Louise commenced her presentation by saying that 50% of all 
marketing spend is going on the wrong things, I just don’t know 
which 50%! We are in the age of information and the customer 
is in control. We therefore have to create moments that matter 
to the customer. Customer/business trust is critical.

She went on to cite specific examples where productivity and 
efficiency had been improved through the use of analytics. Delta 
Airlines had a problem with delays on flights due to baggage 
handling problems. The improvements they could achieve in 
addressing those problems were limited, but as a result of the 
use of analytics they identified that by parking the planes at a 
45 degree angle they were able to reduce the turn-around time 
and get their flights back on schedule.

The age of information does have its drawbacks, she said. 
Doctors are not too happy about web diagnosis for example. 
When people go for their appointment they have already 
identified what the problem is – or so they think! Security of 
information and how their information is used is also a concern. 
You only have to input personal information once on the internet 
and you are inundated with both related and unrelated offers.

She concluded her presentation by saying that the information 
available to us was increasing exponentially and trust between 
the customer and the business is paramount (she cited VW and 
the emissions scandal). Without that trust we will not improve 
productivity and therefore not improve quality of life.

The penultimate session on day one - The Fellowship Induction 
Ceremony by the World Academy of Productivity Science (see 
page 18).
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The final event of the day – a network and cultural reception 
hosted by Nova Scotia Business Inc, entitled ‘Big Trade for BIG 
Data’.

Day two of the congress
Day 2 commenced with an introduction by the Premier of Nova 
Scotia, Mr Steven McNeil. Steven welcomed everyone to the 
second day of the congress and hoped that day one had been 
both stimulating and thought provoking. He extended a warm 
welcome to those that had travelled quite a distance and hoped 
they would be able to stay after the congress to sample the 
hospitality of Nova Scotia and in particular, the beautiful city of 
Halifax.

He said that the World Wide Web and the information 
it provides touches our everyday lives and that Dalhousie 
University and its Institute of Big Data Analytics was at the 
forefront of that. He thanked the organisers for bringing the 
congress to Halifax and wished them a successful few days. He 
concluded by saying he hoped there would be an opportunity, 
sometime in the future, to hold the event again in Halifax which 
he said was one of the top 20 cities in which to party, so enjoy!

The first keynote speaker for the day two morning session 
was Mr John Heap, President of the World Confederation of 
Productivity Science. John is also the President of the Association 
of the European Association of National Productivity Centres 
and a Council Member of the Institute of Management Services. 
He is currently involved in projects in India, Pakistan, Indonesia, 
Saudi Arabia and Mauritius.

John’s presentation focussed on social, environmental and 
economic productivities (SEE). Of the three SEE productivities 
he feels that social productivity has been the most neglected 
and suggests that we need to redress the balance by focusing 
on ways in which the benefits of productivity growth can 

Mr John Heap, President of  WCPS,  Dr Akbar Jaffari, CEO of Jafcon and 
Dr Thomas Tuttle, President of WAPS

New Fellows of the World Academy of Productivity Science
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be realised and shared in ways which meet the needs and 
aspirations of a wide range of stakeholders. To create higher 
performance and productivity there is a need for measurement, 
analysis, diagnosis, development, implementation and review – 
sounds familiar?

John touched on a point made earlier in the congress 
by Steven Maynard, who said: “Culture eats strategy for 
breakfast”. What Steven meant, is you can have the best 
strategy in the world but if it is not conducive to the culture of 
the organisation, then it will fail! The example John gave was 
a factory that manufactured ceiling fans in Pakistan, in which 
he did some work. John was able to advise the owner that he 
could quadruple his production by implementing a productivity 
improvement strategy. Although impressed, the owner 
neither had the market to absorb the additional production or 
wished to lay off any workers, ie the culture/aspirations of the 
organisation/owner hindered the strategic aims. However, John 
was able to engage the ‘S’ in his SEE productivity concept, (social 
productivity) and through discussions with both the factory 
owner and the authorities, convinced the Owner to open the 
factory as a school for the four days in which the factory would 
otherwise be closed. The factory produced the same number of 
ceiling fans in three days that it previously produced in seven. 

The second keynote speaker on the morning of day two 
was, Dr Zhou Youcia, Founder and Chief Pharmacist, Aolida 
Pharmaceutical Group, China. 

Zhou has made use of his productivity science knowledge, 
successfully creating extraordinary business performance and, 
as a result, has won several prestigious national awards. He said 
that innovation is essential for organisations such as his and 
governments need to support companies that have a good track 
record for innovation and have a strong R&D. In China we have 
1.3 billion people, therefore, innovation is key, it is like “putting 
wings on a tiger,” he said.

He spoke on the subject of traditional Chinese medicines and 
about Tu Youyou winning the 2015 Nobel Prize. Tu is currently 
based at the Chinese Academy of Traditional Chinese Medicine 
and her discovery is concerned with Artemisinin, a drug 
therapy for malaria. Tu has spent her entire career researching 
traditional Chinese medicines and the results she has achieved 
have been outstanding. Such innovative research must be 
encouraged, so the benefits from these discoveries can be 
enjoyed by all, he said. 

Congress splits into two sessions
 World Oceans Panel and Health Panel. I chose to attend the 
World Oceans Panel. The panel consisted of Professor Mike 
Dillon, Dr Said Tabet, Mr Simon Dwyer and Dr Kes Morton, 
UNIDO, Humber, Ocean Tracking Network.

The panel members spoke on the range of work carried out by 
the Ocean Tracking Network. The vision of the OTN, is to enable 
international sustainable management of valued aquatic species 
by providing knowledge of animal movements, survival and 
habitats and how all are linked to environmental conditions. 
This is achieved by fostering technological and operational 
innovation that will revolutionise our management of the 
oceans.

The Ocean Tracking Network is a $160 million research and 
technology development platform headquartered at Dalhousie 
University. There are over 200 projects being managed by the 

Clients have to solve problems 
like insider threats and data 
leakage and are getting creative, 
combining various data sets to 
look for patterns.

OTN globally and the fish tagging project has generated over 
120 million records - big data indeed! In order to analyse and 
manage that data a marriage between technical expertise and 
data analytics is essential. (This requirement for working in 
partnership was a common theme throughout the congress.) 
International cooperation is also critical.

Kes Morton described a new study of American eel 
migration to spawning grounds in the Sargasso Sea which 
has revolutionised our understanding. After over a century 
of research has failed to catch a single adult in the open 
ocean, most information concerning their spawning migration 
remained a mystery. But now pop-up satellite tags have 
provided the first data on migratory paths in two distinct 
phases, recording the movements of tagged eels in the ocean 
over distances up to 2400 kilometres. The eel’s journey is fraught 
with danger: predatory sharks and commercial harvests that can 
fetch up to $2000 per pound are just some of the hazards they 
face before reaching the ocean, but we are now much better 
informed as to what is happening. 

 The keynote speaker for the afternoon session of day two 
was Mr Ray Kurzweil, Inventor, Futurist and the author of How 
to Create a Mind – The Secret of Human Thought Revealed.

Ray is one of the world’s leading inventors, thinkers and 
futurists, with a 30 year track record of accurate predictions. 
Called ‘the relentless genius’ by the Wall Street Journal and 
‘the ultimate thinking machine’ by Forbes magazine, he was 
selected as one of the top entrepreneurs by Inc. magazine, 

John Heap addressing the congress
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which described him as ‘the rightful heir to Thomas Edison’. PBS 
selected him as one of the sixteen revolutionaries who made 
America.

He has received many honours including the 2015 Technical 
Grammy Award for outstanding achievements in the field of 
music technology; he is the recipient of the National Medal of 
Technology; was inducted into the National Inventors Hall of 
Fame, holds 20 honorary Doctorates; and received honours from 
three US presidents. He is a Director of Engineering at Google, 
heading up a team developing machine intelligence and natural 
language understanding.

Ray commenced his presentation by outlining his life when 
growing up and how he was different from the other kids on 
the block in that he was fascinated with inventions and the 
future. Making predictions is a pre-occupation of his. In 1999 
he predicted the following: by 2009 most books will be read on 
screens rather than paper; by 2019 humans will begin to have 
relationships with automated personalities, which hold some 
advantages over human partners; by 2029 the vast majority of 
computation will be done by computers rather than the human 
brain; by 2049 food will be commonly ‘assembled’ by nano 
machines; by 2072 pico engineering (technology on a scale of 
trillionths of a meter or picoscale) becomes practical; by 2099 the 
human brain has been completely reverse engineered and all 
aspects are understood. These are just a few of his predictions.

In terms of inventions Ray said that timing is critical. 
Linear predictions were alright yesterday and Moore’s Law (a 
computing term which originated around the 1970, which states 
that processor speeds, or overall processing power for computers 
will double every two years) is only one dimension. He illustrated 
graphically how computing power would develop in the future. 
He then followed this by describing how 3D printing is being 
used to produce human organs which have been successfully 
transplanted in to primates. 

Ray is obviously an exceptional individual and, as one of the 
speakers at the congress commented: “He was my ultimate hero 
all through high school”. 

Congress splits into four tracks
Internet of Things, Smart Cities, Health Care Analytics and 
Business Productivity. I chose Business Productivity.

Don Hathaway is the Chair of Compute Canada, Calcul Canada 
Inc, an advanced computing facility supporting research at 
universities across Canada.

Don commenced his presentation by suggesting that in many 
instances we tend to make things more complicated than they 
need be. Try to keep things simple, particularly in the early 
stages. There is a real danger when it comes to big data that 
we get caught up in the process and forget about the problem 
we’re trying to solve. There is the potential for systemic risk and 
therefore corporate governess is critical. Openness means risk 
and there are considerable inter-dependencies between risks. So 
bear this in mind. 

In terms of keeping it simple, Don described the statistics used 
by Billy Beane, baseball’s most famous general manager, because 
of the book and movie Moneyball. The concept of moneyball 
is fairly simple, find inefficiencies in the system then exploit 
them to your advantage. There is always a plan and there is 
always time to adjust and update that plan. Beane did not have 

Dr Akbar Jaffari inducted as a  
Fellow of the World Academy of 
Productivity Science
Dr Akbar Jaffari, CEO of Jafcon, the Institute’s newest 
approved education provider, was inducted as a Fellow of 
the World Academy of Productivity Science at this year’s 
World Productivity Congress. 

Dr Jaffari was one of 17 inductees to receive Fellowships, 
which are awarded to those who have made a significant 
and sustained contribution to the productivity profession. 
The number of Fellowships are restricted to 500 worldwide 
and Dr Jaffari is the first Arab to receive such an honour. 
He was also the first Arab to become a member of the IMS, 
having joined the Institute in 1976.

There were two special presentations made at the awards 
ceremony, the first to Jean Claude Lauzon, former President 
and Chairman of the World Confederation of Productivity 
Science and Wang Maolin, Chairman of the Chinese 
Association of Productivity Science. Both were recognised for 
their past contribution to, and support for, WCPS activities 
and were made Counsellors to the Board of WCPS.

After the formal ceremony Dr Jaffari was congratulated 
by the Immediate Past Chairman of the Institute and WAPS 
Fellow, Dr Andrew Muir.
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money to buy expensive players and therefore his plan was to 
use statistics known as ‘Sabermetrics’ (the empirical analysis 
of baseball statistics) that would enable him to identify young 
players who had the potential to develop into great ones. By 
doing so he was able to build a team that could successfully 
compete with the big boys.

Don explained that this simple example illustrated how 
statistics (data) can be used to inform decisions that will lead to 
a successful outcome. When dealing with the complexities of 
big data therefore, it is important to keep the objective of the 
project in mind at all times. 

Tim McGuire is a senior partner in the Toronto office of 
McKinsey & Company, the world’s largest strategic management 
consultancy firm. Tim leads the Firm’s global Consumer 
Marketing Analytics’s Centre, a group of over 300 consultants 
bringing advanced analytics capabilities to help clients in the 
retail, package goods, banking telecom, insurance and consumer 
health care sectors, leveraging big data to make better business 
decisions.

Tim said that the Internet of Things (sensors, actuators 
connected to computing systems) have received enormous 
attention over the past five years. A new report from the 
McKinsey Global Institute, entitled The Internet of Things: 
Mapping the value beyond the hype, attempts to determine 
exactly how IoT technology can create real economic value.

The central finding of the report is that the hype may actually 
understate the full potential of IoT, but that capturing that full 
potential will require an understanding of where the real value 
can be created. 

To get a broader view of the potential benefits and challenges 
across the global economy of IoT, McKinsey analysed more 
than 150 cases, ranging from people whose devices monitor 
health and wellness, to manufacturers that utilise sensors to 
optimise the maintenance of equipment and protect the safety 

of workers. From this bottom-up analysis they estimate that the 
IoT has a total potential economic impact of $3.9 trillion to $11.1 
trillion per year by 2025. Equivalent to about 11% of the world 
economy. Six of the most promising markets they have identified 
include the following:

•  Devices such as fitness accessories
 •  Smart home applications such as automated lighting and 

heating
•  Medical electronics
•  Industrial automation, including tasks like remote servicing 

and predictive maintenance
•  Connected cars
•  Smart cities, with applications to assist with traffic control and 

other tasks within the public sector 

The final session on day two was an industry and academic 
connector/networking event hosted by Springboard Atlantic  
and NSERC.

Day three of the congress
Day three commenced with the keynote speaker for the day 
Dr Dan Russell. Uber Tech Lead for Search Quality and User 
Happiness in Mountain View. 

Dan originally specialised in artificial intelligence until 
he realised that amplifying human intelligence was his real 
passion. He has worked at PARC, Apple, IBM and is now with 
Google. His job is researching how people search and the 
ways they come to learn about the world through Google. 
To do this, Dan studies human behaviour at the microscopic 
level (millisecond-by-millisecond, small N studies) and at the 
macroscopic level (millions of log events, very large N studies).

In 1995 there were 80 million mobile phones in the world, 
in 2014 there were 52 billion. In 1995 they were fairly basic 
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devices, today they are powerful and sophisticated. To 
illustrate this sophistication Dan demonstrated Google Maps 
and how the app instantaneously processes big data. It not 
only shows land mass but also under the water with all its 
contours. It knows the GPS coordinates.

Dan gave a number of examples of how you can build up 
visual imagery as to what is happening across the globe; land 
use of the world, what crops are being grown and where. This 
can be done on a year-on-year basis to show crop rotation. 
Resting cattle and deer invariably point North to South, but 
no one knows why – at least not yet! Time lapse films can be 
created on a subject with no one being there to film it.

He did say that it is essential to know the domain in which 
you are working and there is always the danger that the 
data your using may not be sound. So take a sample first and 
keep it simple. He also stressed that there is a need to clean 
data before you use it and re-emphasised this several times. 
Where we used to talk about GIGO (garbage in, garbage out) 
we now talk about GGIGGO (gigabyte garbage in, gigabyte 
garbage out). He also stressed the need to be aware of 
being misled by imagery, what is known as ‘pareidolia’ (the 
perception of patterns within random data, and showed a 
picture of NASA’s ‘Face on Mars’ to illustrate this).

Finally, although highlighting some of the dangers of using 
big data, Dan said he is very optimistic about the future 
and went on to describe a number of exciting projects he is 
involved with. The future is bright, he said. 

I would suggest if you don’t believe him, then Google it! 

Congress splits into two sessions
Aerospace Panel, and Security and Privacy Panel. I chose to 
attend the Security and Privacy Panel with Ms Catherine 
Tully, Information and Privacy Commissioner of Nova Scotia, 
Mr David Fraser, Partner McInnes Cooper and Mr Ben Wuest, 
Chief Architect, IBM Security and Intelligence Business Unit. 

Commissioner Tully said that the security and privacy of 
data was a major concern for all that access and use data. 
The main reason is the loss of control. She urged those who 
drafted terms and conditions to simplify them. Invariably, 
people tick the box agreeing to these without reading them. 
Little wonder when you’re faced with 30 pages of small print. 
I’m a lawyer and I can’t understand them!

Consent is a key issue as most people don’t know how 
their personal information is being used. In the wireless age 
there are all sorts of concerns as to who can hack into what. 
Catherine mentioned Dick Cheney, Former Vice President 
who in an interview for the programme 60 Minutes, revealed 
that his doctor ordered the wireless functionality of his heart 
implant be disabled due to fears it might be hacked into in an 
assassination attempt. 

Dick Cheney was so concerned about things being accessed 
remotely he used to switch off his pacemaker. Dr Jonathan 
Reiner said: “It seemed to me to be a bad idea for a vice 
president to have a device that maybe somebody on a rope 
line or in the next hotel room might be able to hack into.” 
Apparently, Cheney agreed that the threat was credible! 

David Fraser is well-known as one of Canada’s leading 

internet, technology and privacy lawyers. He advises 
private and public sector clients to implement compliance 
programmes for Canadian privacy legislation. He is widely 
recognised as one of Canada’s foremost authorities on privacy 
law and other legal issues associated with cloud computing.

David said that big data will collide with privacy. European 
legislation is currently being rewritten as we speak and there 
is a need for all legislation to be updated to address the issue. 
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challenge. (Ethics is part of the course at Dalhousie University.)
Ben Wuest is responsible for the technical direction and 

strategy across the security intelligence product portfolio 
for IBM. As Ben says, his job is to continue to evolve the 
platform with analytics to “help our clients stay ahead of the 
bad guys”. We first built Q Radar (communicates with big 
data systems) because of all the disparate information on the 
network. We introduced analytics to help make sense of it all. 
Today, with the expansion of big data, things are starting to 
branch out again.

Dan said that it’s really about increasing visibility and 
protection through advanced analytics. Clients have to 
solve problems like insider threats and data leakage, and 
are getting creative combining various data sets to look for 
patterns. Understanding the problem is the key. Before you 
start funnelling and duplicating data all over the place, take 
time to understand exactly what your trying to get out of 
the experiment and tread lightly. Organising your staff and 
resources is another key factor. You really need to connect 
your big data scientists and your security analysts.

This need for partnership working was a common theme 
throughout the Congress as was the use of the word ‘Smart’.

Congress splits into two sessions
WCPS Declaration, and Big Data Congress 3.0 High School 
Education Day (almost 600 pupils attended this session). I, of 
course, attended the WCPS Declaration.

WCPS Declaration – Mr John Heap, President of the World 
Confederation of Productivity Science, made a declaration 
on behalf of the WCPS and officially closed the 17th World 
Productivity Congress. He then invited Dr Akbar Jaffari, CEO 
of Jafcon, Management Consultants, Bahrain, to accept the 
18th World Productivity Congress, on behalf of the Kingdom of 
Bahrain, which will take place from 28-30 November, 2016.

Final comment
One final comment if I may. When I initially attended the 
congress I did not quite know what to expect and big data was 
a bit of a mystery to me. However, I certainly came away from 
the congress much more knowledgeable and with a better 
understanding of the role of big data in informing decisions 
that will ultimately lead to improvements in productivity. I 
trust that my report has helped your understanding and I 
shall endeavour to secure copies of the speaker’s papers for 
publication in future editions of the journal. 

It is important to specify how information will be used, gain 
consent, provide opt in/opt out facilities – when people don’t 
know what’s going on they find it ‘creepy’. He highlighted 
the acceptance of ‘cookies’. Most people click on these not 
knowing how the information they are inputting will be used 
(no one reads the terms and conditions). Businesses need to 
have an ethical framework and be seen to operating ethically, 
which stands them in a good light when it comes to a legal 
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By Professor Colin Coulson-Thomas.

According to Pope Francis (2015) our planet is “beginning 
to look more and more like an immense pile of filth.” 
His critique of rubbish and our throwaway culture in a 

encyclical on climate change, the environment and inequality, 
is a challenge to political and business decision makers. His 
references to the impacts of pollutants such as industrial and 
chemical waste and greenhouse gas emissions, suggest that 
more than a five pence charge on plastic bags may be required. 
So what questions should those who manage people and 
resources be asking and addressing? 

Contemporary organisations and their stakeholders face 
multiple environment challenges and opportunities. Climate 
change will eventually impact upon most people, although 
some may face issues such as food and water security, flooding 
and coastal erosion or bio-diversity before others. Business 
opportunities will be created in areas ranging from clean and 
low-carbon technologies and sustainable and renewable energy 
to geo-engineering and new investment vehicles. There will be 
growing demands for related management, professional and 
technical services. 

Directors and those who advise and support them have a key 
role to play in understanding the likely impacts of changes, 
assessing both challenges and opportunities, discussing issues 
and determining responses, and ensuring that future growth 
is beneficial, inclusive and sustainable. Decisions taken at 
other levels can have positive and/or negative impacts upon 
both the implementation of policies and local physical, social 
and work environments. They can directly influence creativity, 
performance, satisfaction and trust.

A lack of awareness, inadequate understanding and 
inappropriate and short-term responses, could lead to a loss of 
faith in markets. Tighter and more restrictive regulation might 
inhibit beneficial innovation. In order to see the bigger picture 
and grasp strategic opportunities, we may need to challenge 
existing arrangements and practices.

Environment management 
policies and practices 
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Directors and those who advise and 
support them have a key role to play in 
understanding the likely impacts of changes, 
assessing both challenges and opportunities.

Environment governance 
Will our existing mechanisms be able to cope with the speed 
and scale of adjustment required, or will radical change, 
transformational leadership and new forms of environment 
governance be required? What should be on board and 
management agendas and who should be consulted and 
involved? How do we ensure informed debates, relevant 
advice, appropriate support and integrated responses? Are all 
those who need to be approached, consulted and engaged 
aware of, or ignorant of, environmental impacts, challenges 
and opportunities in their areas? 

Do we initiate and act alone or further reflect and seek 
allies? Should we engage directly with environment-related 
initiatives where our capabilities are relevant and collaborate 
with other organisations in the search for solutions? Are 
our environment policies and actions consistent across the 
organisation and with activities in other areas, such as 
business development? Are they fully integrated into our 
business and operating model?

What are the views, aspirations and preferences of 
customers, employees, investors and other stakeholders 
in relation to environmental issues, challenges and 
opportunities? Are we communicating and engaging with 
them? Is there mutual understanding and respect? How are 
we accounting for performance in this arena and reporting 
our concerns, activities and achievements? Should we adopt 
or improve integrated accounting?

Do our governance arrangements and management 
practices ensure we achieve the right balance between 
areas requiring attention and between immediate pressures 
and longer-term concerns? For example, are we focused 
upon more fashionable issues, such as climate change and 
overlooking less topical areas, such as the loss of biodiversity 
and species where individual, collective and public policy 
action is required (Hilton, 2015).

Collective and market responses
Who should we be working with? Have we identified the various 
parties involved in delivering what we are seeking? For example, 
the wider adoption of vehicles powered by electricity, hydrogen 
or bio-fuels depends upon the extent to which different 
activities are consistent and synchronised. New vehicles need to 
be licensed and tested and enough refuelling points provided to 
make their ownership viable for early adopters.

How might we best use existing market mechanisms to 
address environment issues, challenges and opportunities? 
Are there new mechanisms that would strengthen them and 
improve responses? Carbon trading has been championed, but 
are there other areas in which a price could be charged for 
pollution and organisations allowed to buy and sell the right to 
pollute (Hahn, 1984; Tybout, 1972)? Are there barriers to entry 
and other obstacles in the path of market-based responses that 
require attention?

Encouraging desired behaviour without distorting market and 
individual responses is a challenge, as is the question of what 
represents ‘desired behaviour’. If intervention is required, what 
form should this take? Are we tracking regulatory developments 
and compliant with them? How can we best endeavour to 
ensure that any future regulations are effective, easy to 
implement and proportionate, and that they address priority 
issues rather than pander to vested interests? What are market 
trends and developments and the tone and topics of public 
debates telling us about the concerns of others?

Monitoring relevant developments
Are people in your organisation monitoring trends and 
developments in the business and market environment relating 
to environment management issues, policies and plans? 

Have they prioritised issues according to impacts and 
identified potential crisis areas? When assessing impacts do 
they take objective and independent advice? How do we gain 



24 Management Services 
Winter 2015

access to the specialist and 
technical expertise to help us 
to understand enough of the 
science involved to assess the 
significance of developments and 
their consequences? Are we aware of 
our environmental footprint and the full 
implications of our own activities? 

Is the board of your organisation 
fully aware of its impacts upon the 
environment and the externalities 
and social costs of corporate activities 
(Coase, 1960)? Are we avoiding the private 
affluence and public squalor that John 
Kenneth Galbraith warned against (1958)? 
Government and regulatory authorities may 
intervene if we do not internalise significant external 
and social costs and take effective steps to reduce them. 

Organisations should identify and track significant 
developments, assess their implications and impacts, and 
determine what needs to be done in response at local, business 
unit and group level. Responses could be reactive or proactive. 
In some cases they could involve various departments and 
collaboration with other and complementary companies, and 
other bodies that have shared interests and concerns. One needs 
to read the road ahead and think about the consequences 
of actions and activities. Should a proactive response include 
lobbying to influence public decision making?

Obtaining an integrated response 
In addition to global developments such as climate change, 
there may be immediate issues such as emissions, hazards 
and threats of resource shortages to identify and assess. Are 
mitigating actions and assurance mechanisms in place? Do we 
have robust and integrated policies, processes and systems 
for ensuring effective environmental and risk management? 
In relation to our business model, will we be able to access 
affordable energy and other required resources?

Are stakeholders whose activities are impacted by 
environmental issues participating in decisions relating to 
environmental policy? The interests of some groups and 
functions are more obvious than others. Thus emissions from a 
manufacturing unit can have a tangible and measurable impact 
upon the environment, while the consequences for an HR team 
concerned with health and safety of environmental pollution 
might be more difficult to assess. Do you and your colleagues 
have an impact and a voice?

Some people are more vociferous than others. Rural areas and 
minorities can sometimes be overlooked. Are you sure that all 
those who need to be involved in environment-related decision 
making are engaged, participating and listened to? Are their 
views overlooked or ignored, or are they being taken account of 
in integrated responses? Is there enough challenge and debate 
and a sufficiently inclusive process to avoid ‘groupthink’ (Janis, 
1972)? Are people encouraged to raise concerns and protected if 
they do so?

Cooperation and collaboration
Because environment changes and developments can impact 

Should we pay more attention to softer 
issues such as environmental impacts 
upon behaviour? Our disposition and 
behaviour can be heavily influenced by 
our work, social and built environment.
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upon a variety of organisations in a particular locality, they 
can create fertile ground for collaboration. Some people are 
primarily reactive and defensive and only cooperate when 
they feel they are being adversely affected or have interests 
to defend. Is your organisation missing opportunities to 
collaborate for positive reasons? Should you and colleagues 
be more proactive in pursuing opportunities that require the 
complementary qualities that working with others can assemble, 
or the critical mass that it can create (Coulson-Thomas, 2014)?

Are we taking a sufficiently long-term and strategic view 
of environment issues, challenges and opportunities? Do we 
believe that we have obligations to future generations of 
stakeholders (Bowen, 1953)? If so, how do we weigh them? 
Can we cope with the challenges and address the opportunities 
with our current capabilities, collaborative partners and existing 
legal and regulatory requirements? What changes are required? 
Where, when and to whom should we communicate our 
suggestions for reform?

Should we lobby or otherwise put our case at local, regional, 
national and/or international level? Who are the key decision 
makers and what are the most important forums for discussing 
the matters that most concern us? How can we best reach and 
influence them? Where and when will the most important 
meetings be held? Are agendas and proceedings public? Who 
could help us to assess their implications for our strategy and 
operations? 

Government action can be a blunt instrument that imposes 
costs upon all players. Should we be vigilant and draw attention 
to competitors that do not meet our own environmental 
standards in order to reduce the negative impacts of our sector? 
Are there alternatives to regulation such as incentives that 
Governments could use – either themselves or in collaboration 
with others – to ‘nudge’ and change behaviours (Thaler and 
Sunstein, 2008)?

Environment cities and communities 
Cities can have a significant environmental impacts (Newman, 
2006). How will greater automation and connectivity, digital 
applications, new patterns of working and learning, the 
changing nature of organisations and developments such 
as ‘smart cities’ influence them? Will increased networking 
and improved infrastructure provide new opportunities for 
quicker responses to environment issues and collective action 
to address them? A systems and joined up approach could 
allow community wide responses to issues. For example, a real 
time system could provide public information, re-route public 
transport and delay mass departures and journeys to reduce the 
traffic jams created by an accident.

The internet and social media allow small businesses and 
individuals to participate in and influence wider debates. Those 
who doubt their ability to sway national and international 
decisions may find their voices carrying greater weight at local 
and municipal level. Access to politicians and officials may be 
easier and attendance at relevant meetings more affordable. Is 
there a local cluster of like-minded people with shared interests? 
Do local environmental policies match corporate strategies and 
enable sustainable development?

Are current water, power, transportation and other 
services to local manufacturing, warehousing, office and/

Organisations should identify and 
track significant developments, 
assess their implications and 
impacts and determine what 
needs to be done in response at 
local, business unit and group 
level. 

or retail locations sustainable? Does your city have an 
integrated and sustainable development plan covering areas 
such as education, housing, energy, transportation and the 
environment? What are the implications of this for current and 
future operations, customers and employees? What can you do 
to address any gaps?

Environment management and behaviour
Working and living environments can have direct impacts upon 
people. They can stifle or liberate. Some remind us of our place 
within a hierarchy, while others are less constricting. In many 
office blocks people are piled on top of each other in rooms 
with windows looking out and away from each other. A central 
core of lifts, stairs and other support services further inhibits 
interaction. How are corporate spaces, facilities and furnishings 
in your organisation influencing behaviour? Are they energy 
efficient? What needs to change?

Many UK post-war housing developments replaced Victorian 
housing with glass and concrete tower blocks. They destroyed 
the intimacy and interaction that occurred when neighbours 
used to meet each other, and talk and play outside their front 
doors. In comparison, the limited social spaces in graffiti laden 
entrances to lifts and stairwells seem forbidding and unsafe. 
British Airways recognised the value of interaction, networking 
and chance meetings when designing its corporate headquarters 
with its meandering atrium streets, social spaces and coffee bars. 

Have environmental debates become too technical and 
overly hard and scientific? Should we pay more attention to 
softer issues such as environmental impacts upon behaviour? 
Our disposition and behaviour can be heavily influenced by 
our work, social and built environment. How can we introduce 
greater freedom into how, when, where and with whom we 
work, so that working environments can better reflect the 
nature of the work being undertaken and the preferences of the 
people involved (Coulson-Thomas, 1997)?

Creative environments and Innovation 
A key consideration is the extent to which work, corporate and 
local environments are conducive of innovation and creativity. 
Some environments are oppressive and depressing, while others 
are more uplifting and inspiring. One can specifically create an 
environment that encourages flexibility, dynamism and change, 
for example working and learning spaces, and supporting 
technology that can be reconfigured for different purposes. 
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Do your working and learning environments and related 
arrangements inspire and enable the innovative thinking 
required to address environmental issues, challenges and 
opportunities? Are support arrangements, processes and tools 
conducive of responsible innovation, while at the same time 
ensuring compliance (Coulson-Thomas, 2012a & b, 2013)? Do 
they and your business and funding models allow alternatives 
to be explored? What incentives would encourage the 
development and trial of more sustainable options?

There may be barriers to innovation to address. Entry costs 
to some renewable energy technologies can be high. It may 
take time to move far enough along a learning curve to be 
competitive with conventional alternatives. In a field such as 
coastal erosion, getting access to trial opportunities can be 
complex and may involve a number of parties. How does one 
fund developments and prepare for the future, while remaining 
competitive?

When creativity, uncertainty and other issues are brought into 
the environment management domain, discussions on what 
to do can sometimes be protracted. ‘New leadership’ aims to 
correct the imbalance between the formulation of environment 
related and other strategies and their implementation by 
putting more emphasis upon providing accessible 24/7 support 
and adopting quicker, more affordable, flexible and less 
disruptive approaches (Coulson-Thomas, 2012a & b, 2013). 

Aesthetic and supportive environments 
Environment management discussions and planning often focus 
upon the avoidance of negatives such as pollution. Are we 
devoting sufficient attention to areas that could make a more 
positive contribution to the quality of life? How could we use 
budgets for buildings, facilities, fixtures and fittings to create 
safer and more flexible and enjoyable working environments 
that can accommodate a wider range of changing needs? Do we 
understand the advantages of ‘new leadership’ which shifts the 
emphasis from top-down motivation and command and control, 
to the provision of the help and support that enables people 
to excel at difficult tasks and innovate (Coulson-Thomas, 2007, 
2012 a & b, 2013)?

Aesthetic considerations range from briefs given to designers 
and architects, to creating opportunities for people to 
participate. Most urban and many industrial environments could 
be greatly improved by individual and collective initiatives, 
whether modest such as the sponsored planting of a roundabout 
or more strategic such as an integrated redevelopment plan. 
There are options to suit a range of budgets, but dealing 
with hazardous waste and contaminated land can require 
determination and significant effort.

UK examples range from the aesthetic improvement of largely 
derelict and abandoned streets to encourage people to take 
pride in their immediate environment, to volunteer groups 
meeting to clear up rubbish and cut and replant verges. One 
street to which residents are returning has been enhanced to 
the extent of being recognised as art and being nominated for 
the annual Turner Prize.

Some economies and social cohesion appear overly dependent 
upon continuing growth and development? Yet our finite planet 
may only be able to support so much of certain forms of growth 
(Higgs, 2014). How can and should directors and those who 

How accessible and safe 
are our corporate, urban 
and other environments to 
the partially sighted, or those 
who cannot hear a machine 
or approaching car?
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advise and support them challenge entrenched assumptions? 
Are there different and more sustainable models of growth and 
corporate policies and practices that would simplify and enhance 
our lives, while protecting and improving physical and aesthetic 
environments?

Inclusive environments 
Another issue is the extent to which environments are inclusive 
or whether certain groups are excluded. For example, how 
accessible and safe are our corporate, urban and other 
environments to the partially sighted, or those who cannot 
hear a machine or approaching car? At one extreme, lepers are 
physically ejected and driven away from some communities, but 
there are also many other groups who can find involvement 
and participation to be a challenge. Are we prepared to work 
with others to assemble the critical mass to address such issues 
(Coulson-Thomas, 2015)?

Are disability and related participation issues properly 
addressed in our environment management and planning 
discussions? At minimum an organisation should meet its 
obligations under the law, for example in relation to disabled 
access. A more ambitious and proactive approach is required to 
ensure the full participation of certain groups. 

Acceptable futures 
In his classic article on marketing myopia Theodore Levitt (1960) 
asked the question: “What business are you really in?” In the 
light of the Pope’s comments, are some companies actually in 
the business of producing rubbish? In certain sectors such as fast 
food one can sometimes locate premises by following a trail of 
discarded cans and cartons. Who should be held responsible, 
consumers, the companies that produce the food and drink or 
the outlets that serve them?

If activities and practices are not perceived as sustainable, 
mutually beneficial to stakeholders, fair and inclusive, businesses 
and markets may face greater questioning and challenge. 
Given the skill, experience and other barriers to the effective 
implementation of public policy (Cabinet Office, 2015), do we 
want more Government intervention? In contrast, innovative, 
responsible and sustainable individual and corporate responses 
could lead to less intervention, greater reliance upon market 
mechanisms and closer and more productive public-private 
collaboration as each better understands and appreciates the 
contribution of the other. The environment management ball is 
in all our courts.

Note
This article is based upon a paper and speech prepared by 
Prof. Colin Coulson-Thomas for the 17th World Congress on 
Environment Management. It was organised by the Institute of 
Directors (India) and held in New Delhi at the Hotel Le Meridien, 
on 10-11 July 2015.

References available – please email editorial@msjournal.org.uk

Should directors and 
those who advise and 
support them challenge 
entrenched assumptions?
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Never the twain?
Project-based change management body of knowledge: 
Integrated learning. By Phillip Vaughan and David Parker.

In this article we discuss a new framework for change 
management incorporating project-based management 
techniques to address the disproportionate number of 

change processes that fail to deliver on their stated objectives. 
Consideration is made of which project management processes 
and techniques are ideally suited to planned, continuous, 
incremental change as well as emergent, discontinuous, 
transformational change. The importance of any new framework 
for change management, incorporating project management 
techniques is a prime focus. 

This research has provided a valuable perspective on the virtues 
of incorporating project-based management techniques with 
change management theory; as there is limited research which 
specifically focuses on approaches for planned, continuous, 
incremental change as well as emergent, discontinuous, 
transformational change. 

We propose that additional research in this area could be used 
in the development of a national or global Integrated project-
based change management body of knowledge.

To   date there is a lack of research which specifically examines 
where project-based management techniques could best support 
and enhance change management; moreover, noting the 
differences between planned, continuous, incremental change as 
well as emergent, discontinuous, transformational change. 

Introduction
Change management (CM) and project management (PM) 
theory and practice has evolved separately and in the form of 
two distinct, stand-alone disciplines with CM broadly focusing 
on the people and outcomes of an improvement initiative, and 
PM on the tasks and outputs of change (Parker et al, 2013). 
Considerable academic analysis and associated literature exists 
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for both disciplines, however, limited research exists with respect 
to the merits or otherwise of combining elements of the two 
disciplines, and the impact this could have with respect to 
planned, continuous, incremental change as well as emergent, 
discontinuous, transformational change.

It is important to note the commonly cited estimation that 
approximately 70% of all major transformation efforts fail 
(Kotter, 1996; Balogun and Hope Haiyley, 2004). While the 
accuracy of this statistic is disputable (Hughes, 2011), the majority 
academic and practitioner view is that change processes more 
often than not fail to deliver on their stated aims and objectives. 
Parker et al (2013), and Todnem (2005) hypothesise that the 
shortfall in appropriate tools and techniques available within 
CM theory could be related to the significant failure rate of 
interventions to bring about change (Parker et al, 2013; Todnem, 
2005). Parker et al, (2013) and Todnem (2005) both recommend 
additional research and suggest the development of a new and 
pragmatic framework for CM. Parker et al, (2013) make the case 
that PM processes and techniques are well suited to CM and 
recommend the development of a change management body of 
knowledge. 

This article considers further the positive impact PM processes 
and techniques could have in relation to CM, and identifies some 
of the considerations necessary if a new change management 
body of knowledge was to be established. It notes in particular 
the differences between planned, continuous, incremental 
change as well as emergent, discontinuous, transformational 
change. In noting these different approaches to change, the 
importance of such a framework sufficiently identifying when 
change management and change leadership is required, is of 
particular focus.

Characteristics of change
The emergent properties showing differentiation between CM 
and PM techniques is understandable, given that some projects 
either do not require people to change or adapt to new ways 
of working, or the change has a limited impact on people. For 
example, a construction project requires the engagement of 
a skilled workforce to complete the project’s deliverables to a 
particular specification within a stipulated timeframe and cost. 
This is business as usual for the workforce, with the expected 
deliverables typically being constant and sufficiently defined. 

Such projects require a greater emphasis on the monitoring and 
controlling elements of people and project management, rather 
than leadership. Organisational, cultural or structural change 
on the other hand, always requires people to adapt to the new 
organisational environment and respond to the change in a way 

Change management often 
necessitates a much larger 
emphasis on influencing the 
workforce and key stakeholders to 
embrace new ways of working.
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that takes the organisation forward. 
CM therefore, often necessitates a much larger emphasis on 

influencing the workforce and key stakeholders to embrace 
new ways of working and/or culture, requiring a more people-
centred, leadership-focused implementation framework. These 
include Kotter’s eight-stage process for successful organisational 
transformation, Kanter’s ten commandments for executing 
change and Luecke’s seven steps (Kotter, 1996; Kanter et al, 1992; 
Luecke, 2003). 

Since PM and CM can both broadly be described as activities 
which change or transform an organisation from one state to 
another, it would appear on the face of it that both disciplines 
share a common goal (Parker et al, 2012). 

According to Todnem (2005), the need for change is often 
unpredictable, meaning organisational, cultural or structural 
change is often a reactive, discontinuous and ad hoc function 
triggered by a situation of organisational crisis. However, in 
the context of considering whether project-based processes 
and techniques are ideally suited to CM and operational 
improvement, it is important to note Todnem’s summary 
characteristics of change (building on the work of Senior, 2002), 
acknowledging that change can be characterised by:

• The rate of occurrence;
• How the change comes about; and
• The scale of the change.

Rate of occurrence
The rate of occurrence of change can be characterised by either 
continuous change or discontinuous change. Continuous change 
requires an organisation to continuously review the commercial 
and operating environment, and effect change and strategies 
to adapt in order to remain operationally and commercially 
competitive.
 
How the change comes about
Change can be either planned or emergent. Planned change 
is reported to be more common in smaller-scale change 
and therefore is less applicable to situations that require 
transformational change (Todnem, 2005; Senior 2002). Emergent 

The rate of occurrence of 
change can be characterised 
by either continuous change or 
discontinuous change.

change on the other hand emphasises that change should not 
be perceived as a series of linear events within a given period of 
time, but as a continuous, open-ended process of adaptation to 
changing circumstances and conditions (Todnem, 2005).

Scale
The scale of change can be summarised as fine tuning and/or 
incremental adjustment; or modular or corporate transformation 
(Todnem, 2005). Fine tuning/incremental change is typically 
continuous, smaller-scale change, which is often less disruptive 
than transformational change. Transformational change is 
typically discontinuous, larger-scale change, which is likely to be 
triggered by major internal problems or considerable external 
shock (Senior, 2002). Transformational change therefore, is more 
likely to result in a significant shift from the status quo, requiring 
a greater emphasis on change leadership. 

Incremental change is also typically a form of continuous 
change. Transformational change on the other hand, is more 
likely to be discontinuous and is typically characterised by rapid 
shifts in either strategy, structure or culture or all three (Grundy, 
1993). Figure one above summarises two, broad change areas 
– planned, continuous, incremental change and emergent, 
discontinuous, transformational change.

Change management and change leadership
In the development of any new CM framework which incorporates 
PM processes and techniques, it will be essential to acknowledge 
and respond to circumstances that require the need for change 
management techniques, as well as change leadership techniques. 

• Continuous
• Planned
• Often smaller-scale   

Incremental 
Change 

• Discontinuous
• Emergent
• Often larger-scale   

Transformational 
Change 

Figure 1: Summary characteristics of incremental change and transformational change
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Change management
Change management is a term which best describes the act or 
process of controlling complexity, bringing order and consistency 
to a change project. Effective management of change requires 
a strong focus on systems and structures, and planning and 
budgeting. Dunphy et al (2001), identify four characteristics of 
management:

•  Planning and budgeting – establishing detailed steps and 
timetables for achieving needed results and then allocating the 
resources necessary to make them happen.

•  Organising and staffing – establishing some structure for 
accomplishing the plan requirements, staffing the structure 
with individuals, delegating responsibility and authority for 
carrying out the plan, providing policies and procedures to 
help guide people, and creating methods or systems to monitor 
implementation.

•  Controlling and problem-solving – monitoring results versus 
planning in some detail, identifying deviations, and then 
planning and organising to solve these problems.

•  Produce a degree of predictability and order – the potential 
to produce consistently the key results expected by various 
stakeholders (for example, always being on time for customers; 
always being within budget for stakeholders).

Change leadership
Change leadership is a term which best describes the act of 
producing the change, setting the direction and influencing 
people to make the change happen. An organisation’s capability 
to continuously improve is impacted both by its strategy and 
its culture. Consequently, strategy and change are inseparable 
capabilities (Todnem, 2005). The level of preparedness for 
change is a collective workforce capability and is ingrained in the 
organisation’s people and culture. 

At the heart of this capability and culture is effective and 
respected leadership at all levels of the organisation. Effective 
implementation of change requires a preliminary understanding 
and assessment of the aspects of the change project that will 
require change leadership and change management. Before a 
change leader considers creating a sense of urgency around a 
necessary change, he or she will need to undertake a preliminary 
assessment of the organisations, collective level of resilience, 
adaptability and confidence in leadership. Dunphy et al (2001), 
identify four characteristics of leadership:

•  Establishing direction – developing a vision of the future, often 
the distant future, and strategies for producing the changes 
needed.

•  Aligning people – communicating the direction by words and 
deeds to all those whose cooperation may be needed, so as to 

Figure 2: Summary of change leadership and change management requirements 
with respect to incremental change and transformational change
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influence the creation of teams and coalitions that understand 
the vision and strategies, and accept their validity.

•  Motivating and inspiring – energising people to overcome 
major political, bureaucratic and resource barriers to change by 
satisfying very basic, but often unfulfilled, human needs.

•  Produces change – often to a dramatic degree, and has the 
potential to produce extremely useful change (for example, 
new products that customers want; new approaches to labour 
relations that help make a firm more competitive).

Anantatmula (2010) suggests that PM refers to the planning 
and organising of project activities, through decision-making 
processes that improve the efficiency and effectiveness of a 
project. Leadership on the other hand, is said to be about guiding 
others towards the attainment of project objectives. In both PM 
and CM, effective leadership is essential. Furthermore, Parker 
et al, (2012) conclude that a lack of leadership performance 
monitoring can be directly associated with project failure.

While the literature makes a compelling case, in a broad sense, 
that PM techniques are likely to add value to CM implementation, 
any new CM framework incorporating such PM techniques must 
consider whether there can be a single, codified approach to 
both planned, continuous, incremental change and emergent, 
discontinuous, transformational change. 

Existing CM theory such as Kotter’s (1996) eight stage process 
focuses on transformational change intended for larger-scale, 
high-impact change often requiring monumental shifts in an 
organisation’s culture and structure. It can be argued that the 
drivers for continuous, incremental change are more likely to be 
planned, whereas the drivers for discontinuous, transformational 
change are more likely to be emergent. Figure 2 (opposite page)
illustrates this hypothesis and the associated emphasis of change 
management versus change leadership.

PM processes and techniques which complement CM
The impact on people of transformational change is often 
considerably more significant, requiring a much greater emphasis 
on the need to ‘on-board’ stakeholders and employees, and 
inoculate resistance in order to ensure the change is effective and 
meets the organisation’s objectives going forward.

Parker et al, (2013) identify five aspects of PM that could 
compliment CM techniques:

•  Meeting objectives – the use of PRINCE2 and PMBoK techniques 
to capture the results of the project, confirm the desired 
outcome and measure the success of the change.

•  Capture lessons learned – the use of PRINCE2 and PMBoK 
techniques to capture and document lessons learned over the 
duration of the project.

•  Delegate responsibility – using the PRINCE2 process of 
delegation and subsequent acceptance of work packages to 
delegate tasks and responsibilities to individuals or business 
units.

•  Staged approach – using the PRINCE2 process of ‘managing 
a stage boundary’ to establish decision points where 
determinations are made, as to whether the project will 
continue as planned, be adjusted or ceased.

•  Risk management – using PMBoK and PRINCE2 techniques to 
consider and manage risk as an integral part of the project  
life-cycle.

An organisation’s capability and preparedness to embark on an 
improvement project will be influenced in the main by its people, 
culture and holistic approach to change. Some PM techniques are 
best placed to complement existing CM activities which require 
a greater focus on management such as planned, continuous, 
incremental change; and other PM techniques are more suitable 
to compliment CM activities that require a greater focus on 
leadership such as emergent, discontinuous, transformational, 
and change. 

PM processes and techniques which could compliment 
change management
The people-management and controlling elements of PM 
techniques are best placed to support CM implementation and 
in particular, planned, incremental continuous change. PM 
techniques such as meeting objectives, capturing lessons learned 
and risk management identified by Parker et al (2013), have a 
strong management focus. 

An organisation’s capability 
to continuously improve is 
impacted both by its strategy 
and its culture.
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Incorporating the use of PRINCE2 and PMBoK techniques to 
capture the results of the project, confirm the desired outcome 
and measuring the success of the change are retrospective 
measures and learnings. Such techniques will be of value to the 
change management elements of change processes. Similarly, 
blending PRINCE2 and PMBoK techniques to capture and 
document lessons learned over the duration of the project, will 
retrospectively assist to improve CM projects going forward and 
increase the organisations knowledge and capability for future 
change. Furthermore, using PMBoK and PRINCE2 techniques 
to consider and manage risk as an integral part of the project 
life-cycle could provide a valuable addition to the controlling 
elements of change management.

PM processes and techniques which could complement 
change leadership
Parker et al (2013) identify the virtues of using the PRINCE2 
process of ‘managing a stage boundary’ to establish decision 
points where determinations are made, as to whether the project 
will continue as planned, be adjusted or ceased. While this PM 
technique still has a focus on controlling and managing by 
stages, Parker et al (2013), note this technique could facilitate 
better outcomes in response to resistance to change through the 
monitoring and adjustment of the strategy and implementation 
plan. Furthermore, they argue that using the PRINCE2 process 
of delegation and subsequent acceptance of work packages 
to delegate tasks and responsibilities to individuals or business 
units, can assist with leadership through uncertainty caused by 
the change. Verwey and Comminos’ (2002) recommend business 
focused project management techniques, to deal with uncertainty 
through progressive elaboration of a project-based agenda.

Conclusion
There is lack of a suitable guiding framework for CM suggesting 
the need for the creation of a new CM framework incorporating 
PM techniques (specifically, an Integrated project-based change 
management body of knowledge) which could enhance the field 
of change intervention management. 

While more research is considered necessary, the analysis to 
date supports the case for greater integration of PM techniques 
into a generic approach to CM. While the case in support of 
using PM techniques when developing any new CM framework 
is already well made, any such development of a change 
management body of knowledge should consider whether there 
can be a single, codified approach to continuous, incremental 
change and discontinuous, transformational change. 

It is hypothesised that the management and controlling PM 
techniques such as measuring the success of the change, capturing 
lessons learned and risk management, are naturally well suited 
to assist with the implementation of planned, continuous, 
incremental change, which requires a greater emphasis on 
change management. Whereas PM techniques such as managing 
stage boundaries and delegation are likely to best complement 
emergent, discontinuous, transformational change, which 
requires a much greater emphasis on change leadership.

Additional research is clearly needed to examine whether a 
blended PM and CM approach to change requires different PM 
strategies and techniques for planned, continuous, incremental 
change and emergent, discontinuous, transformational change. 
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Building a culture of trust
Shaping a resilient customer focus, by Philip Atkinson and Gary Devlin.

“Shaping a positive organisational culture based 
on trust is critical if you ever want to build your 
organisation through customer and consumer 

loyalty, yet we find that most senior management teams in 
organisations are unaware of how important trust is in the 
mixture of organisational culture. In this article, the authors 
outline how building a culture of trust is central in building 
a robust and resilient culture which is central in adapting to 
change. They stress that their approach is applicable for the 
majority of organisations whether they reside in the commercial, 
the public or the third sector.”

The culture of trust
Why is trust is so important? Trust is something we expect – yet 
now it seems to be something for which we have to search. 
Trust is hard to establish and replicate. Trust is essential in an 
ordered civilised society and yet, although we have developed 
an advanced economy based on firm societal values and positive 

beliefs, we find that trust is something we can no longer take 
for granted. Trust is a huge driver in terms of taking personal 
and commercial relationships to positive conclusions. Trust tells 
us that we can be safe in knowing we can be certain, that if we 
take this action with this partner or individual, then positive 
results will flow from that relationship.

Trust tells us what we can be safe in believing about others, 
and how we can transact personal relationships. Trust enables us 
make assumptions so that we can move relationships forward. 
If we had to test for trust every time we entered into a personal 
or commercial relationship we would waste an awful lot of time 
and energy. Yet, can or should we take trust for granted? And 
if we cannot do that, what do we have to do to ensure that we 
are diligent in our decision making, not making foolish mistakes 
and putting ourselves at risk? 

Trust does not relate only to the synergy generated in ‘one on 
one’, win-win business relationships that benefit all parties. Trust 
also promotes the smoothness and fluidity of how individuals 
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in groups can become super effective in bringing together their 
diverse talents to deliver outstanding results. Trust is essential 
between organisations that have to rely on each other to deliver 
services and products to the public. Trust is equally important 
for suppliers as it is for consumers. It is critical in commercial 
organisations where ‘lack of trust’ can result in buyer’s remorse 
and transference of loyalty to other providers resulting in a 
severe decline of that business’s profitability and continuance. 
Trust is essential in the provision of public services in the Police, 
the Armed Forces, and the NHS, the provision of all national and 
local services to the public. Trust is essential in the Third Sector, 
which provides essential services to the vulnerable and the 
disadvantaged. 

Trust is central in all consumer choice. The degree of trust 
which a consumer has in the choice of provider for the services 
and goods that they consume, will be central in shaping 
the fortunes of those who provide those services – yet few 
organisations develop strategies to build trust with those upon 
whom they are most dependent – their customers. 

What if we had a barometer of trust?
It seems that if there were such a thing as a quotient or 
barometer of trust was established, then it might be sinking fast. 
People take trust for granted in a commercial or contractual 
relationship – but that trust is now largely gone, due to the 
following.

Critical events in recent years and months tell us that trust is a 
really important component of everyday life. The level of trust 
in many institutions has radically declined in recent years. Many 
organisations’ reputations, and their fortunes, have been put 
at severe risk simply because the level of trust with the public 
has been broken. Once that trust has been broken it is difficult, 
if not impossible, to repair. Broken or betrayed trust associated 
with large organisations featured in the worldwide financial 
crisis in 2008 has impacted the fortunes of those companies. 
Many do not expect that they will ever recover. Until public and 
private confidence is won, the share prices of the majority of 
these companies will suffer. 

Auto manufacturers are under investigation after disclosure 
that data on emission levels have been falsified in certain 
geographies for commercial gain. FIFA is under investigation for 
corrupt practices around vote rigging associated with the hosting 
of the World Cup. Many international and national sports 
organisations are under investigation, because of the failure to 

 “Trust is like the air we breathe; 
nobody really notices, but when 
it’s absent, everybody notices”. 
Warren Buffet
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disclose data from drug testing and unusual biometric readings 
of leading world class athletes, in a wide range of sports. 

Trust in politicians is at an all-time low. We still await the 
Chilcott Inquiry into the Iraq War. At the same time, investigative 
journalists have exposed the expenses scandal of politicians 
and MPs. There is some disquiet about the exposure of ‘whistle 
blowers’ in the NHS, The Catholic Church, the Armed Forces, the 
Police and many of our formerly trusted institutions no longer 
enjoy that trust.

As consumers and customers we need to have a degree 
of trust before we form a personal or business relationship. 
Organisations are starting to wake up to this reality. For some, 
it has been a long slumber – others have heard the wake up call 
and are taking action. Much of the energy for building trust into 
the organisational or corporate culture comes from the move to 
build lean and continuous improvement into businesses. With 
this trend, we find there is a strong focus on the voice of the 
customer (VOC).

For a long time, organisations have centred on shaping a 
customer focus by relying solely on staff who are generally 
outward externally focused on the end-user, the consumer, 
the customer or recipient of the service provided. Companies 
can spend millions on ‘customer service’ drives, identifying and 
reversing negative ‘moments of truth’ when customers can 
change allegiance, and developing strategies to encourage 
customers of competitors to switch from their current provider.

This is money well spent, but is not really an investment in the 
business – rather, it is a cost for the business. Devoting resource 
to improving customer service at the point of contact is a very 
positive move, but it is not preventing customers leaving, or 
consumers changing their perceptions on loyalty and retention. 

There is a great deal of activity when organisations commit 
to a customer service drive – the trouble is, they invest their 
commitment into the more cosmetic side of customer service, 
rather than putting in place strategies to prevent poor customer 
service in the first place. It is all about investing in prevention. If 
you build a culture of trust from the inside of the organisation 
out – then that can impact service delivery for the better.

Investing in trust
Investing in prevention is a strategy adopted by leading 
organisations in the commercial and the public sector. There are 
some strong beliefs that guide our thoughts on this approach. 
We have the firm views that the relationships that exist with 
external customers, consumers and stakeholders is a ‘mirror 
reflection’ of the relationships that exist within the firm or 

Trust: People used to expect it – 
now they have to search for it.
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supplier of that service or product. Our belief and viewpoint is 
that the more attention, analysis and intervention is devoted 
to developing relationships within the organisation, the better 
the service to those external to it. Our experience and research 
suggests that tight, seamless and synergistic relationships within 
the internal supply chain are central to retaining and winning 
new business. In the not for profit sector, this translates to much 
higher CSI ratings, positive user group and consumer support, 
and an increase in reputational image. The key issue here is 
devoting time to improving the internal supply chain before 
building on improving external relations with consumers and 
customers. 

If you work in the public or service sector your customer is the 
citizen, the patient, the taxpayer, the recipient of the service 
you provide. Everything we do should be focused upon building 
loyalty and respect in our customers, and should give us pride 
in the work that we do to supply them with our services. Trust is 
the strategy to do this.

So many customer management strategies fail because people 
in the organisation cannot relate to end-users as ‘customers’. 
Most people in the average organisation never actually meet 
the customer, or end-user, of their products or services. Many 
have difficulty relating to the end-user as ‘customers’ because, in 
many cases, organisational staff do not interact daily or face-to-
face with them. This may be even more extreme in the public 
sector, where large scale bureaucracies service literally millions 
of citizens and end-users.

A customer focused vision requires a creative team of staff 

There is a great deal of activity 
when organisations commit 
to a customer service drive – 
the trouble is, they invest their 
commitment into the more 
cosmetic side of customer 
service, rather than putting in 
place strategies to prevent poor 
customer service in the first place.

at all levels, willing to anticipate all variety of futures for the 
business, willing to take some risks, engage in crystal ball gazing 
and start mapping possible strategic futures. This requires 
significant investment in ‘scenario planning’ in discussing and 
debating the key assumptions of the current and evolving 
business environments. This is an area where many businesses 
need to invest their energies.
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For a long time, organisations 
have focused on shaping a 
customer focus by relying solely 
on staff that are generally 
outward externally focused on 
the end-user.

Principles and tactics for increasing trust

1. Focus and strategy
Have a strong focus and strategy that projects you personally 
and organisationally as being authentic and living core values. 
Many organisations have mission and value statements, but few 
actually live by them. Being authentic is a mirror of attitude and 
intent being reflected in behaviours

2. Authenticity and integrity
Saying what you will do and doing what you say is the essence 
of integrity. Integrity is not something that can be taught or 
crafted onto the organisational culture. It has to be worked 
upon and is central to developing a strong and positive 
reputational image.

3. Empathise
Ideas for improvement can come along very quietly, and for 
this reason, individuals, teams and larger organisations need to 
listen intently to what the recipients of the service or behaviour 
are saying about the impact it has on them. If you want to act in 
the best interests of people you have to start listening to their 
interests and then prioritise these.

4. Deliver on commitments
Develop a reputation for delivering to requirements and focus 
on implementing ideas. It is important to examine the impact of 
your current behaviour on your future and also how others will 
respond to your current behaviour. Under-promising customers 
and colleagues is far less traumatic than over-promising false 
realities.

5. Critical evaluation
Trust is based on developing new ways to seek agreement about 
how people, teams and organisations will behave towards 
each other. Growth in these areas only comes about through 
critical examination of one’s strengths and limitations, sharing 
perceptions and agreeing how best to work together. If this was 
so easy, trust would be not so high up on people’s agenda. You 
have to work for it.

6. Behaviour change
Until behaviour changes, nothing changes. All thoughts, intent 
and purpose is wrapped up in people to committing to behave 
differently, and means that someone must make the first ‘leap 
of faith’. When you commit to this, people start trusting simply 
because someone committed to go first and this bestows a 
degree of trustworthiness on that relationship.

7. Real rather than cosmetic change
It is easy to focus on developing the right image but the 
recipients of service or behaviour can soon judge how genuine 
we are in our intent. Reject image building, and go for actions 
that reflect substance in the trust agenda.

8. Deal with difficult issues
It is easy to avoid difficult situations and even easier to avoid 
giving bad news. The real test of whether you operate in a 
culture of ‘trust’ is when key trust issues that need resolved are 
confronted and dealt with face-to-face.

9. Be an achiever
What gets the personal, team and organisational culture to the 
next level requires more energy and effort, compared to what 
has got you where you are today. This means setting challenging 
goals and ensuring you have the infrastructure and resources to 
enable people to act.

10. Show and tell
To build trust in the longer term, you have to demonstrate the 
behaviours you want others to emulate, adopt and apply. This 
means you have to model the way and demonstrate the core 
competencies that will build a real high degree and climate of 
Trust. You have to be willing to make the first step.

11. Respect confidences
Trust is built on people displaying degrees of honesty which 
are not always easy to express. Being sensitive and respecting 
openness is critical. People need to express themselves in a ‘safe 
environment’ so build the personal, team and organisation 
relationship to respect those confidences. 

12. Document progress
Vague exhortations are insufficient to ramp up the progress you 
are about to make. It is not a PR exercise you are embarking 
upon, but a genuine authentic approach to build a strong 
foundation in which customers and team members can have 
confidence, believing it to be solid, reliable and tangible. You 
can only demonstrate this by taking baseline measures on trust 
and build action plans to commit to improvement.
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Building a culture on trust
A key issue in trust is building from the inside out. We also 
need to be aware of demographics shifts in both our consumer 
base and our staff. We are now peopled mostly by generation 
X, Y and Millennials. Those who manage business are of the 
Baby Boomer generation, and hold many different values to 
Generation X and Ys. They demand less control, and more trust 
in developing their potential. The contribution at work is just as 
important to them as what they do outside work. Organisational 
cultures have to change to accommodate the customers and the 
staff of the future, rather than the past.

Typically, most organisations do not devote a lot of time to 
designing and delivering the culture by which they wish to 
operate their business. Organisational culture is more a product 
of history, the impact of critical incidents, accidents and by 
default. The focused management team takes responsibility for 
this process and designs and delivers their own culture.

The culture is founded upon a simple model of the ‘Cultural 
Iceberg’, which evolved from ‘The Iceberg Agenda’, which 
details and documents the core components of developing 
a high performance business culture (See figure 1.) Most 
organisations focus on changing those elements of the iceberg 
that are easily visible (above water, using the Iceberg analogy), 
but have little impact on performance. Tinkering with a logo or 
branding and changing the physical environment leads to less 
dissatisfaction in the culture, but does not lead to performance 
improvement. However, working on the deeper element of the 
culture requires working in ambiguous areas and instigating 
serious research into how corporate beliefs and values surface 
and manifest themselves in working practices, group dynamics, 
and leadership into expected and actual behaviour. What is 
required is a thorough diagnosis of the cultural components and 
assessing cause-and-effect relationships so that one can create 
leverage to impact the culture and the behaviour of the majority 
towards significant performance improvement.

 
Why ‘trust’ leads to staff engagement
Trust does not exist without a great deal of leadership effort. 
Trust is a core value by which most organisations should do 
business. We find the higher the quotient of trust ‘within’ 
the organisation the higher the customer retention, which, 

in turn, leads to more certainty and stability in the business 
environment.

Research into the relationships between staff and engagement 
and trust suggests there is a strong causal relationship – but 
engagement does not lead to trust – it is the other way around.

A high level of trust within the culture is the driver behind 
enhanced staff engagement. Research further suggests that 
an increase in organisational trust can have the same positive 
impact on organisational effectiveness as a 36% increase in pay. 
Studying 12 engagement models reveals that the number one 
driver in the corporate culture is trust.

Trust, customer service and less stress
When customers feel that they are important and their needs 
are being met, they assume that is the norm. There is a good 
chance that they will not need to seek better service from 
others. Satisfied customers stay longer with their service 
providers, and will only migrate to another supplier should a 
problem arise which causes them to look elsewhere. Even if this 
happens, we know that if the original provider goes the extra 
mile, then a significant number of customers will forgive them 
and trust them.

How to develop a strategic thrust in trust 
This has to be top team driven. It rests on three key stages that 
are integrated into the business planning process.

Stage 1: Soft due diligence – undertake current assessment
You have to know exactly where you are before you can take 
a step towards improvement. Management teams need to get 
a handle on the relative health of their organisational culture 
and it is critical that they develop the right strategy based on 
where they are currently, rather than where they think they 
are. This means the management team has to focus on the 
scope of the project, paying attention to our ‘Iceberg Model 
of Organizational Culture’ (see diagram). Building inside out, 
it is a good idea to see how trust operates between functions 
and within departments. It is wise to assess the strengths and 
limitations of culture, focusing entirely on a cultural analysis 
based on trust climate and behaviours. This investigation is 
developed by tailoring existing research materials precisely to 
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A customer focused vision requires a creative team 
of staff at all levels, willing to anticipate all variety of 
futures for the business, willing to take some risks. 
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the needs and wants of the organisation. 
The usual methods of data collection include 1:1 interviews, 

questionnaire analysis and the use of focus groups, using the 
most relevant research in trust and organisational change. It may 
be necessary to work with diagonal slices of the organisation 
and focus on the end-users, user groups, consumers, customers 
etc. The focus, nature and context of the organisation enables 
the research team to decide on how best to collect the most 
reliable data. 

Stage 2: Design implementation strategy
Here, data has been analysed, presented and shared with the 
top team and a strategy is orchestrated to build, invest and 
create trust first within teams, then between organisational 
teams and units, then focus cross-functionally on key processes 
using other trust models and, finally, let this filter out to the 
customer or consumer. This is a staged implementation plan 
where key roles and responsibilities are outlined and tangible, 
measurable action plans are set for approval and review. 

Time is invested in looking at the ‘soul of the organisation’ – 
that is the performance management process. We are interested 
in the process rather than the system, because the allocation, 
distribution of rewards and advancement and development is 
usually pivotal in the buildup of trust within the culture. Further, 
a major element of trust is the use and applications of L&D in 
developing potential and talent management.

Stage 3: Strategy implementation and customer focus
Although the end result may be the consumer or the customer, 
the first steps are taken inside the organisation, focusing on 
managing the performance management process – rather more 
than the mechanics of the performance management system. 
Invariably this is central to the commitment to leadership, 
change and personal and staff development. Typically the 
following 12 principles are incorporated into a plan for roll out.

Summary
Trust is a central guiding value in all our personal and business 
relationships. A relationship without trust generates very little 
in terms of value, and trust is central to how we manage our 
lives and our businesses. We suspect that many people have 

worked in businesses with low levels of trust and have witnessed 
what little life, positivity and satisfaction we have gained from 
that experience. Replace that experience with a culture where 
trust is a vibrant beacon that promotes enthusiasm, risk taking, 
creativity, innovation and satisfaction. Which one would you 
prefer to work within? Which organisation would you have 
more trust in as a consumer or customer? That culture of trust 
can be shaped through the three stage process above and can 
lead to significant improvement for all staff, stakeholders and 
customers.

Reference
1. The Iceberg Agenda, Philip Atkinson, BT Batsford, 1998 – new 
edition to be released in February 2016.
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Threat or opportunity?
Richard Taylor, managing director of Scott-Grant Limited, considers the pressure on 
businesses from the latest legislation on wages and what impact it could have.

The National Minimum Wage increase that came into effect 
on 1 October 2015 presents a real challenge for employers 
in the UK. And the pending National Living Wage rate, due 

to be introduced in April 2016, will add further challenges as it 
applies to all working people aged 25 or over. There may well be 
more of a compounding impact if part-time employees then earn 
more than the weekly NI threshold.

We are seeing how businesses are reacting to this legislation 
– with a mixture of bewilderment and real concern about an 
increase in costs. When it comes in the form of government 
legislation it’s not going to go away.

As an external factor it is a threat to the business, but how 
many will consider it an opportunity as well? This situation could 
create a useful platform to encourage managers to take a more 
in-depth look at all elements of their business and find ways to 
improve performance and productivity. Of course a company must 
have financial balance and sensible productivity improvement 
really can help moderate cost increases.

Productivity is about the effective and efficient use of all 
resources. People are one of the resources of a business, often 
with significant cost. Their talent and knowledge, together with 
time, information, systems, finance, energy, land, buildings, 
equipment, space and materials comprise all the resources. Lean 
thinking is about minimising the waste of any of these resources 
in any form, always adding value. With a commitment to Lean 
the return is ongoing because Lean is a process of continuous 
improvement.

What’s at the heart of a productivity issue?
We advocate that costs, capacity and response are at the heart 
of any productivity issue. Every business can seek to moderate 
unit cost, particularly in conjunction with increasing capacity and 
improving response. But it has to be an ongoing quest; it really 
is about continuous improvement. Perhaps the new ruling on 
the minimum wage has created the need and/or opportunity for 
businesses to examine anew their organisational effectiveness.

Let me offer a recent example. We were approached by a 
smaller, privately owned supermarket chain with their own 
distribution centre, the majority of whose workforce is impacted 
by the NMW increase. The company was facing a £multi million 
uplift in their staff costs so they wanted “to look for ways to save 
money and make the operation more cost-effective”. We soon 
established that although they were using time standards, the 
origin and therefore the accuracy of their data was questionable. 

We have encountered this issue time and time again, so I ask – 
when were your time standards validated and checked? Is there 
a solid and accurate basis for them? So many calculations and 
serious business finance matters derive from this fundamental 
data. The basis of formal time measures is the real foundation 

for a productivity KPI. The process of formally measuring work 
content identifies opportunities for productivity improvement, 
good targets, better flow, method improvement, less handling, 
appropriate staffing levels.

Some DC workers were on 12 hour shifts but often they had 
finished most of their work in 10 or 11 hours. After they had met 
their (notional) targets, they slackened off – they had little else 
to do. But this means that the targets weren’t realistic and the 
workers were only doing what their employer had organised 
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the same volume, but in smaller batches of more products? What 
capacity have you got to handle new customers, to introduce 
new products and people? These are typical capacity issues facing 
companies in many business sectors.

Response isn’t just about time. It’s also about how well you 
react to order quantities, changes, commercial terms, supply 
issues. Response involves improving the whole cycle of quote, 
design, process, delivery, quality and completeness. Are you 
confident in giving firm delivery dates? Have you got the right 
information to meet project or delivery deadlines in full and at 
acceptable cost? Response issues like these can be addressed 
when you have accurate data. 

If you see idle equipment, double handling, people waiting for 
work, falling customer service, missed deadlines in your business, 
what you’re seeing are symptoms of low productivity. I’d like to 
bet that if you examine their root cause, the chances are you’ll 
find cost, capacity response issues. Resolving them gives you real 
opportunities to improve productivity. 

 Rarely is a single issue the cause of a productivity problem. 
Often more than one resource issue lies at the root. And in 
our experience over more than 35 years, the trap is that some 
productivity solutions just ‘work round’ the effect of the problem, 
without addressing the actual cause.

A process had been in place for four years, comprising a 
sequential group of equipment that produced a finished and 
packaged product. A change in product specification was planned. 
This involved the current spec output almost needing to double 
for several months to satisfy demand from stock until the new 
product phase-in was complete. Working with management and 
operators, a team of our productivity specialists and industrial 
engineers identified many ‘quick wins’ which would reduce both 
downtime and lost capacity. Effectively, they recommended an 
array of detailed and immediate organisational opportunities, 
both with and external to the product line. Over a four week 
period improvements achieved grew by around 85% with no extra 
working hours. One of the most significant and telling reactions 
came from an operator who declared: “We’re producing nearly 
twice as much but working no harder and with far less frustration.” 

Conclusion
So employers need to be aware that productivity improvement 
is a consequence of good organisation and management – more 
so than just an individual trying to work harder. Many businesses 
can’t soften the total cost of this wage increase, but if employers 
could perhaps be more circumspect about its impact, they might 
uncover more opportunities in their operations. Help your 
employees to help you improve productivity and increase the 
ability to be more competitive.

For more ideas on productivity, contact Scott-Grant; see their 
advertisement on the centre page of the Journal.

It’s rarely a single issue that is the 
cause of a productivity problem. 
Often more than one resource 
issue lies at the root.

them to do. The 
last hour or two 

probably dragged and 
after ten plus hours, no 

wonder. What does that do a) 
for motivation and b) for costs? 

Twelve hours seems a long time for 
repetitive, physically demanding and 

mentally tiring tasks – every day. So the 
question is raised: would eight, nine or ten 
hour shifts be more productive and more 
motivating? Do you really get 50% more out 
of a 12 hour shift than an eight hour? 

Readers of this Journal will know that 
having accurate time standards, at BS100, 
would establish the best answer to this 
question. Time standards are central to 
costing, capacities, planning, manning, 
estimating, justifying investment, creating 
flow, so this data must accurately reflect 
relevant work content.

When reviewing the staffing costs, why not 
compare the costs of a change to equipment 
or a process, or investigate the consequences of 
a batch-size reduction. It’s time to think outside 
the box. Softening the burden of excessive hours 
could deliver more social and domestic benefits 
to workers. You might be surprised when you get 
more than the benefits you were originally after, as 

happened in this next example.
With many new housing developments and changes to 

their own vehicles, the refuse collection service of a large local 
authority needed to revise manning levels and develop new 
vehicle routings. A team of our productivity specialists was able 
to develop the necessary detailed information, to allow the local 
authority to restructure its operations within its existing capacity. 
This yielded considerable benefits: no additional costs for staffing, 
nor any for fleet.

Cost, capacity, response
We would however, urge businesses not to view and review 
employment cost issues in isolation as they are often a 
consequence of many factors. When it comes to productivity, 
remember also to consider capacity and response issues.

How do you identify capacities – accurately? How easily can 
you establish whether you can produce more for your customer, 
or what the effect would be on your business if you produced 
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“Gissa Job!”

It is now almost 35 years since Alan Bleasdale’s (1982) fictional character Jimmy 
‘Yosser’ Hughes was looking for a job; most notably following a man using a 
white-lining machine while saying, “Gissa job. I can do that. I can walk straight. 
Gissa job!” By Dr John Chamberlin.

Redolent of a hopefully now defunct ‘VBI’ selection 
process (Vertical? Breathing? – In!), Yosser admirably 
displayed those two essential characteristics, but would 

you have wanted him in your company? Was he the right sort 
of person for your organisation? No, not really.

So, how do you get these? Well, by interviewing, I suppose, 

or some other form of recruitment and selection process; 
the former referring to attracting a sufficient number of 
potentially suitable applicants, and the latter to weeding out 
from those the one, or ones, that you actually want. The ones 
with ‘the right stuff’ (Wolfe, 1979). Easy, isn’t it?
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Well, it should be, but apparently it isn’t
Granted, my experience isn’t exactly nationwide, but from 
years of random observations and stories from people I’ve 
known and met, my unfortunate conclusion is that the bulk 
of job interviewing and selection is very poor. It is no surprise 
therefore that, as a consequence, most of us experience pretty 
dire service in many organisations, large and small.

And this is an important issue, because you’ll get what you 
pay for. So if, as an SME or larger business, you do not pay for 
the recruitment and selection training that you need, you will 
certainly suffer the consequences later, whether you realise it 
or not. You will end up either selecting people who are wrong 
for your business, or – and perhaps more damaging in the 
long-run – fail to select those who might be good for it.

And it shouldn’t be that hard. What is absolutely 
paramount, these days, is not getting the right ‘skill-set’, 
but getting people with the right attitudes: you can train 
skills, but it’s far harder to change attitudes! Anita Roddick 
(2000: 53) had it right when she said: “We were searching for 
employees, but people turned up instead.”

Paraphrasing a little, she thought they (ie the newly-
founded Body Shop) were looking for ‘retail shop assistants’, 
but applications – and therefore, ultimately, interviewees – 
came from a whole variety of (mostly decent) people who just 
fancied working there, whether or not they’d got previous 
retail experience. In other words, get people with the right 
attitudes – ie ‘I want to work hard as part of a team, serving 
people’ – and you can then train them in the specifics of your 
particular business.

Get people with the wrong attitudes, and no amount 
of training will change anything, and in the long-run this 
will cost you more than some basic but essential training in 
recruitment and selection techniques. As one old adage goes, 
‘If you think training is expensive, try the lack of it!’

In a small organisation, ie SME or even smaller (eg sole 
trader, small family business, etc), you are likely to have to do 
this yourself. In a larger organisation, the responsibility is to 
ensure those who end up doing it for you, eg a local branch 
manager, are adequately trained themselves. It is not good 
enough to say, well, we don’t do it that often so it doesn’t 
matter. What doesn’t matter is how infrequently you might 
do it, but what does matter is that the result of the process is 
likely to be with you for a very long while, or if not, expensive 
and troublesome to get rid of.

One recent example from a local acquaintance who recently 
went for an interview highlights the problem. The job 
advertised was in a large, national, motor accessories, cycles 
and camping retailer; specifically, was ‘part-time’, and in the 
cycling department of the Midlands branch concerned.

The applicant, a mature female (as in, responsible, hard-
working and trustworthy, not ‘old’) was interested because of 
the hours, her own interest in cycling, and the fact that this 
potential job was based just two miles from her home, rather 
than the 12 miles she had to travel for her then current retail 
job. So, it seemed to fit her bill, at least.

On making her initial enquiry, the ‘process’ began with 
a pre-booked telephone interview with a ‘man from head 
office’ (well, regional, at least). This duly took place and the 
applicant – we’ll call her Jane – asked at the end when she 

Get people with the wrong 
attitudes, and no amount of 
training will change anything, 
and in the long-run this will cost 
you more than some basic but 
essential training in recruitment 
and selection techniques.

would be told the outcome. She was told, by the apparently 
‘very nice man’ that she had already ‘passed that stage’, as he 
told her she clearly had the potential to be the sort of person 
they were looking for. (As part of this interview he’d hinted 
that they were keen to maintain some gender balance, plus 
introduce some ‘maturity’ into what could otherwise become 
an ‘over-youthful’ team.)

Having thanked him, and asked what would happen next, 
she was told that she’d get a call to arrange a mutually 
convenient time to go into the relevant branch for the formal 
interview, and that this would consist of three stages:

1. The interview itself;
2. some ‘role-play’ out on the shop floor;
3.  and finally approximately half-an-hour of observed basic 

interaction with real customers, to see how she handled 
them.

Clearly this latter part was to be with close supervision and 
support, but because of it Jane was asked to dress in a colour 
that fairly closely matched the company’s image clothing. 
None of this presented any real concerns for Jane, as she was 
quite pleased to get the opportunity and felt confident in a 
face-to-face customer service environment. She was told this 
whole process would take ‘approximately two hours’. So far, 
so good.

On the day of the interview Jane arrived at the branch, 
appropriately dressed (matching black), and, as you would, 
approximately five minutes early. She was out again in less 
than an hour.

I found out about this in a subsequent conversation and 
probed to find out what had actually happened. A number of 
things, it seemed:

•  The ‘branch manager’, who was to conduct the process 
was, quite obviously, totally unprepared. As the ‘interview’ 
itself commenced, he had given no prior thought to what 
questions he might need to ask, and was flicking through 
his pages of (apparently) corporate ‘standard interview 
questions’ while Jane sat there waiting; obviously being 
polite and patient.
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•  The ‘room’ itself was untidy, still having the remnants (eg 
crumbs on the table) of another staff member’s ‘birthday 
cake’ – from two days previously! This clearly showed a 
total lack of respect for the interviewee, who had quite 
understandably presented herself very smartly, as requested.

• There was no ‘role-play’ section.

• There was no observed ‘customer interaction’ section.

Jane was very disappointed by all this, as the whole process 
had fallen very short of what she had been led to expect by 
the ‘very nice man from head office’, and  for what she had 
therefore prepared herself. For example, the actual vacancy 
was in one of Jane’s areas of personal interest (cycling) and 
she was looking forward to being able to show some of her 
empathetic interest and possible product-related knowledge 
(however minimal) with any customers who might have 
‘interacted’ with her, as well as hopefully demonstrating some 
of her generic customer-facing retail skills and experience. 
All good stuff, potentially, but the opportunity to do so was 
denied her by the total incompetence of the so-called branch 
manager.

Apart from Jane not getting the job, what was really sad was 
a number of things:

•  This utter incompetence and total disrespect would have 
been the same for the other interviewees also, not just Jane, 
who all deserved better.

•  Whether or not Jane should have got the job, whoever did 
get it was selected by a ‘process’ that bore no resemblance 
to that which should have taken place (and ‘head office’ 
clearly thought was doing).

•  Had the process been conducted by someone with the 
correct training and experience (which you’d certainly 
expect in a national chain), then Jane would have stood a 
very good chance of getting the job, as she certainly ticked 
all the boxes from the job advertisement, and possibly a few 
more.

Plan your process to ensure 
you call the best people 
to your interviews, and 
then, with a little help from 
Kipling, encourage them to 
do most of the talking.
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•  As it was, they missed out on, potentially, a very good 
employee (I can obviously acknowledge some positive bias 
here, as it’s an inherent risk when one knows thoroughly 
decent and hard-working people).

•  With appropriate training, followed up by some subsequent 
post-training mentoring*, the branch manager himself 
might have made a better fist of the whole process, and in 
doing so both the company and the applicant(s) could have 
benefited greatly. 

*NB For further guidance around this, see, But I don’t know 
how to wander... (Chamberlin, 2013a) and, Situationally 
speaking (Chamberlin, 2013b).

And this happens all over the place. I was told by someone 
who’d applied for a part-time job as a dental receptionist 
that, halfway through the interview, the female interviewer 
suddenly said: “I’m not very good at this, I think I’ll end up 
tossing a coin.” The applicant was appalled by this, and at 
the time said to me: “I don’t want to get a job because I came 
down heads, I want to get it because I was the best applicant 
on the day. Even if I get offered it I don’t want it now.” 
Understandable, no?

The message in all this? Training! Get some, and/or ensure 
your delegated interviewers get some! And then mentor 
them while they get used to doing it for real. For example, 
in the dire case above, if the candidates were supposed to 
have a ‘role-play experience’, why not give your potential 
interviewers some, too? Or, if it’s your small business, do your 
own. Use friends, it’s what they’re for. However embarrassing 
it might seem at the time, it’s nothing like as embarrassing 
as cocking up a real interview, and you and your business’s 
reputations into the bargain.

Plus, preparation! As the interviewer, do yours. Write the 
job spec. Then, from that, the people spec, focusing not on 
skills (treat any relevant ones they already have as a bonus) 
but on character, attitudes and attributes.

Think about the sort of questions you might need to ask 
to bring out those things you’ll be looking for. Then ensure 
these are asked as ‘open questions’: ones you can’t answer 
‘yes’ or ‘no’ to – ones that require the candidate to explain 
something, ones that get them talking. Remember Kipling’s 
‘six honest serving men’:

‘I Keep six honest serving-men
 (They taught me all I knew);
Their names are what and why and when 
and how and where and who.’

These ‘six’ words help to fashion the right form of questions. 
As examples:

• What other options did you consider... ?
• Tell me why you did that...?
• When was that, and where were you... ?
• Etc.

Think about the sort of questions 
you might need to ask to bring out 
those things you’ll be looking for.

Remember another adage, ‘Less is more’. The less you say, 
the more they will, and that’s what you want. Learn to listen, 
and to ‘use silence’. By that, I mean when the applicant 
stops speaking, don’t feel the need to fill the gap, or say 
something. Remain silent, no matter how long it might seem – 
painfully long, sometimes. But, they might be thinking about 
how to say something, or searching their memory, and if you 
interrupt you might miss something really good and useful 
that they were about to tell you.

Remember also the ‘7Ps of services marketing’, a further 
development of McCarthy’s (1960) ‘4Ps of marketing’: the first 
four are to do with ‘products’, but the next three are those 
you need here: people, process, and physical evidence.

It is ‘people’ whom, as Roddick said, you want to ‘turn up’. 
Recognise that and plan your selection process to get those 
made of the ‘right stuff’ – for you, that is.

In terms of ‘process’, 20 years ago ‘competence-based 
interviewing’ and ‘assessment centres’ were all the rage, 
and they had their place, but they were still, largely, skills-
based. Plan your process to ensure you call the best people 
to your interviews, and then, with a little help from Kipling, 
encourage them to do most of the talking.

Your ‘physical evidence’ is important, because that’s what 
they’ll see of you and your organisation, so ensure that’s what 
you want them to see. Interviewing, remember, is a two-way 
process.

You, your business, and your candidates, all deserve better.
So, to further paraphrase Yosser, ‘Gissan interview; a good 

‘un’, please?
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