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On the up?
The current economic recovery may well be fragile...

In the last issue of the 
journal I made reference 
to an improving economy 

and the International 
Monetary Fund’s (IMF’s) 
forecast that the UK would 
be 2.4% better off in 2014. 
The IMF has since revised 
that forecast and is now 
predicting that the UK 
economy will grow by 2.9% – 
the fastest growing economy 
in the G7 – which is even 
better news for Chancellor 
George Osborne and his 
economic policies.

The strength of the 
recovery is supported by 
other key economic indicators 
in that unemployment 
has fallen to 6.9% and, 
according to the Office of 

National Statistics (ONS) 
wages have caught up with 
inflation (1.7% and 1.6% 
respectively). However, the 
ONS also reports that since 
July 2008, wages have risen 
by a mere 8.6% but prices by 
16.9%, confirming that pay 
has dropped in real terms 
by almost 10% during that 
period.

Another indicator that 
the economy is on the up, 
is improving house prices.  
These would appear to 
be booming, particularly 
in the south. London has 
experienced the greatest 
increase which has been 
fuelled, not only by home 
demand, but also by foreign 
investors who see it a safe 

in Property Today dated June 
2007 about Fred Harrison, 
respected economist and 
author, who predicted 
the last property crash. 
According to Harrison, an 18 
year sequence of property 
crashes runs faithfully 
through 1902, 1920, 1938, 
1956, 1974, 1992 – hence his 
then prediction for 2010. 
There is also what he terms 
a ‘mid-cycle recession’ that 
occurs nine years after each 
crash, which is not quite 
so painful. So the current 
economic recovery may well 
be fragile.

Of course many things 
have changed in the 
economy over the years, 
not least a shift from 
manufacturing to services. In 
1948, for example – around 
the time the forerunner 
organisation to the IMS was 
established – British industry 
(industrial manufacturing, 
oil and gas extraction and 
utilities) accounted for 
41% of the UK economy. By 
2013 it had shrunk to just 
14%. This transition from 
manufacturing to services 
has been recognised by the 
Institute and is reflected in 
our current strategy. 

Identifying new links
In terms of our strategy, 
you will recall that in the 
last issue I referred to our 
aim on education, which 
is to: ‘strengthen the links 
between the Institute and its 
existing approved education 
providers and to identify 
and develop new links and 
providers, particularly those 
overseas’. Details of the 
outcome of the work done 
with our existing approved 

education providers will 
be published in the next 
issue of the journal but I 
would like to advise you 
of developments on the 
second part of the strategy: 
‘to identify new links and 
providers, particularly those 
overseas’. 

I am pleased to report 
that JAFCON, a management 
consultancy in Bahrain, 
has had its three part 
productivity improvement 
programme approved by 
the Institute. JAFCON offers 
industrial and business 
consultancy services to 
clients, principally in Bahrain, 
the Middle East and North 
Africa. Established in 1990, 
its chief executive Dr Akbar 
Jaffari, was the first Arab 
national to become a Fellow 
of the Institute and has been 
a member since 1979. 

I first met Dr Jaffari 
in 2012 following his 
presentation of a paper at 
Cambridge University (the 
paper was subsequently 
published in the journal). He, 
along with one of his senior 
consultants, Ebrahim Rahdi, 
dropped into Brooke house 
for a meeting with myself 
and the Institute’s Treasurer, 
David Blanchflower. The 
meeting was very productive 
and it was from that meeting 
that the possibility of them 
becoming an education 
provider for the IMS was 
developed. 

It therefore gives me great 
pleasure to welcome JAFCON 
as an approved education 
provider and to say that we 
at the Institute look forward 
to working with them in the 
years to come.   

Dr Andrew Muir

haven for their money.  
However, there are several 
leading economists who 
express concern that the UK 
may be heading for another 
‘housing bubble’.

Professor James Mitchell 
of Warwick University is 
predicting a sharp drop in 
house prices. According to 
his research 10 out of 13 
UK regions are currently 
overvalued and warns that 
those pinning their hopes on 
mortgage rates staying low 
could be in for a shock. He 
suggests that as we return 
to normal levels we will see 
households and banks being 
stretched to breaking point.

Interestingly enough, I 
remember reading an article 

The Institute is pleased to announce that a new cohort of 
students have achieved the IMS Diploma Certificate Award 
and the IMS Certificate Award 2013.

IMS Diploma Certificate Award 2013
Dean Betteridge, Steve Tribe MMS(Dip), Leanna Lake and 
Simon Musakasa.

IMS Certificate Award 2013
Peter George, Chraven Mabikire, Dawson Riddiford 
AMS, Waldemar Wilkosz, Ian Chilton-Merryweather, 
Andrew Hurdley, Marc Dibley, Benji Mallett-Williams, 
Adam Fikier AMS, Nicholas Carr, Lynda Howarth, Nicholas 
Newton-Howes, Amanda Jane Cadwallader AMS, Anna 
Wagstaff, Suzanne Douglas, Lee Kelly, Alison Houghton, 
Aaron Gadibolae, Eric Sekgoma, Richard Berry, Laia Gomez, 
Mirzet Muminovic, Seamus Todd, Richard Barlow, Gary 
Jamieson, David Cole, Adrian Lydall, Andrew Higson, Todd 
Adryanski AMS, Janet Ndlovu, Susan Mugassa AMS, Neil 
Christie, Jeff Callaghan AMS.

“Mine’s a pint!”
West Midlands members enjoy the 
local brewery’s finest

In April a party from the West Midlands Region visited the 
National Brewery Centre Museum in Burton on Trent.

The visit started with a tour of the adjacent Molson Coors 
Brewery which on the site of the old Bass brewery. Molson is a 
Canadian and American owned company and one of the world’s 
largest brewers, and the production and distribution carried out 
at the site is on a very large industrial scale.

The company uses aluminium kegs (each worth £200 scrap 
value) which are taken through the automated production line, 
steam cleaned and sterilised, then filled with beer and grouped 
in six kegs as a batch for transportation. When we viewed 
the process line at midday, over 7500 kegs had already been 
processed.

Throughout the tour there were very few visible employees. 
Although the plant works 24/7, the total payroll is only about 
400, this compares to over 1500 employees at the old Bass 
brewery.

The museum tour was a step back into the past – an 
Edwardian pub, dray horses and old vehicles, as well as a 
detailed model of Burton on Trent in 1921, showing all the old 
breweries with 
their large stack 
chimneys. And, of 
course, a chance 
to sample some of 
the local beers and 
ales.

John Hopkinson, 
Chair, WM Region
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IMS members witness 
perfection at the Jaguar plant

Trelleborg Offshore UK Limited
IMS North West visit 
17 July, 12.40pm for 1pm start 

Stanley Way, Stanley, Skelmersdale, Lancashire WN8 8EA.
Trelleborg Offshore has a global presence with manufacturing facilities around the world,  

providing solutions for offshore oil and gas, including our North Sea facilities.

The company supplies marine and offshore equipment where seabed pressures  
need exact and high performance technologies and materials.

Numbers are limited, therefore to express your interest in joining our visiting group to this impressive company

email harry.hogg@blueyonder.co.uk or contact Ian Cooper 01257 421 383

IMS members and friends 
enjoyed an interesting and 
informative visit to the 

Jaguar Plant in Birmingham  
in May. 

All sections are highly 
organised and many are 
equipped with robots which 
reduce the need for human 
intervention: it was noted 
that six robots in one section 
cost £1 million. 

Jaguar cars are made to 
order, so every car on the 
production line already has an 
owner waiting for it.

The works at Castle 
Bromwich produces 76 
vehicles per day which has 
up to 952 parts specifically 

assigned to each car 
according to customer 
requirements.

On the rare occasion that a 
car is not perfect at the end of 
a process, it does not continue 
until the problem is remedied, 
checked, double checked and 
deemed perfect. In practical 
terms, each car will undergo 
thousands of precision process 
and quality checks.

The company employs 
4000 shopfloor employees 
(male and female) who 
are trained to carry out at 
least four tasks. On this site, 
there are a further 500 DHL 
contractors employed per 
day and they are responsible 

for moving by fork-lift truck/
pallets/all components/parts 
assembled throughout the 
plant. The IMS members were 
impressed by the visit and 
the experience gained will be 
highly valued.

Earlier in the year, a 
group visited the material 
recovery facility site of Veolia 
Environmental Services in 
Mansfield, Nottinghamshire.

The company is the UK’s 
leading recycling and waste 
management company and 
currently employs 12,000 
people and had revenue of 
£1-9 billion in 2012.

John Davies, secretary,  
East Midlands Region

Scottish Region news: SRUC golf challenge

Pictured, from 
left: HND golf 
management 
students, Sean 
Moore and Ruari 
Sutherland with 
Steven Coutts, brother 
of Christopher, 
along with Institute 
Chairman, Dr Andrew 
Muir.

everything from tee times to 
prize-giving which forms part 
of the assessment for their 
Higher National Diploma 
course.

The event was well attended 
with more than 30 senior 
managers and professionals 
participating, all of whom 
agreed that the day had 
been a resounding success  – 
congratulations and well done 
to the students!  

Each year the proceeds 
raised go to charity and this 

The SRUC Golf Challenge was 
held at Elmwood Golf Course, 
Stratheden, on 23 May.

The Chairman represented 
the Institute at this unique 
event which was organised 

by Elmwood College’s 
golf management 
students. The 
students handle 

year’s recipient was ‘The 
Cookie Jar Foundation’. The 
charity was set up by the 
Coutts family in memory of 
their son Christopher ‘Cookie’ 
who died of Hodgkin’s 

Lymphoma cancer at the  
age of 19. 

Further details are 
available at steven@
thecookiejarfoundation.co.uk 

Scottish Region Secretary

rEGIONAl NEWS

Institute of Management Services 
CHARTER ROOM, THE GEORGE HOTEL, BIRD STREET, LICHFIELD, STAFFORDSHIRE WS13 6PR !

Notice of Annual General Meeting !
NOTICE IS HEREBY GIVEN of the forty ninth Annual General Meeting of the Institute to be held at 

Charter Room, The George Hotel, Bird Street, Lichfield, Staffordshire WS13 6PR 
on Friday 17 October 2014 at 10.30 am to conduct the following business. !

1) To receive the Annual Report and Accounts. !
2) To confirm the following Bye-Law No 1/2014. !

Membership subscription for 2015 shall be for Life Membership at a rate of £290.00 for all members. 
An annual membership fee of £160.00 will be available on request. !

3) To appoint Auditors for the ensuing year and to authorise Council to fix their remuneration. !
4) To Note elections to Council. 

. !! !!
By Order of Council of Management !

6 June 2014                  Richard Bridges 
    Secretary 

 

Institute of Management Services 
FORM OF PROXY – FOR CORPORATE MEMBERS ONLY !

I (full name) …………………………………..…….of (full address)……………..………………………………….. !
…………………………………………………………………………….…………………………………………… !
Membership Grade……………………………………..… Membership No ………….……………………………... 
Hereby appoint A Muir 1 Berryhill Finglassie Glenrothes Fife KY7 4TQ or failing him the Chairman of the meeting to 
vote for me and on my behalf in accordance with the directions, if any, given hereunder at the forty ninth Annual 
General Meeting of the Institute to be held at Charter Room The George Hotel, Bird Street, Lichfield, Staffordshire 
WS13 6PR on Friday 17 October 2014 at 10.30 am and at every adjournment thereof. !

RESOLUTION NO 2   FOR / AGAINST * 
(Bye-Law No: 1/2014) !

RESOLUTION NO 3   FOR / AGAINST * 
(Appointment of Auditor) !
          *delete as applicable !

as witness my hand the …………..…………………  day of ……………………………………………… 2014 !
       Signed ……………….………………………………….. !

This proxy form must be deposited at the head office of the Institute by no later than 10 am on Friday 19th September 2014. 
The name of A Muir has been inserted (or chairman of the meeting) to ensure that your vote is cast in the way you have indicated.  You may however, insert another 

proxy holder if you wish who must be a corporate member of the Institute, but your vote will not be recorded if he or she is not present at the meeting.
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Unlocking value and productivity 
through social technologies

PrOduCTIvITy NEWSPrOduCTIvITy NEWS

Liverpool has been hailed 
for a remarkable rise in its 
productivity.

A report by independent 
macroeconomic research 
company Capital Economics 
shows the region is the best in 
the UK for the improvement 
in its productivity per head 
of population, measured by 
output per hour worked.

Growth in productivity 
figures from 2004 to 2012 

shows Liverpool top of the 
league, with a 34% increase, 
beating second-placed East 
London’s 30% achievement.

Richard Holt, of Capital 
Economics, says Liverpool’s 
34% rise, nearly half as much 
again as the increases achieved 
by the weakest performing 
areas such as Leeds and North 
Manchester, is partly due to 
the disappearance of “under-
performing” sectors and 

Waterfront development has 
boosted the city’s fortunes.

Surge in Liverpool 
productivity levels

Innovation is critical to 
a modern economy, 
hence Britain’s future 

lies in harnessing new ideas; 
competing on price alone has 
no future. 

So how is Britain doing in 
the cut-throat struggle to be 
a hi-tech, high-productivity, 
high-wage economy? Not 
very well, if the government’s 
latest figures for spending on 
research and development 
(R&D) are to be believed. 

The latest data shows R&D 
spending is down by 2% in 
real terms in 2012, and falling 
as a percentage of GDP.

Five years ago the last 
Labour government set a 
target of R&D spending, 
reaching 2.5% of national 
output by 2014. The fall, 
from 1.77% to 1.72% of GDP 
in 2012, means there is not 
the remotest prospect of this 
target being met. Britain is 
in the bottom half of the EU 
league table for R&D spending 
and miles behind states such 
as Germany and Finland.

R&D in the UK is heavily 
concentrated among a 

The World Green Building Council 
has launched a major global project, 
working with experts around the 

world to define the health and productivity 
benefits of investing in green office 
buildings. 

The project will seek to highlight the two 
key benefits to investing in greener offices:
•  Business benefits, including staff 

productivity and recruitment and retention 
of the best people;

•  Acknowledgement of the need to improve 
the way we operate our work spaces, to 
decrease the impact that we are having on 
the natural environment.

The aim of the report is to define ways 
in which these benefits can be robustly 

measured, and financially valued. Common 
metrics of assessment will be developed, and 
allow for best practice guidance to provide 
advice on the investment decisions.

Recent evidence shows that the corporate 
environment is becoming less focused on 
space efficiencies, and more focused on 
environmental credentials of space. Similarly, 
corporate health and wellbeing strategies 
are being used as a competitive edge for 
staff recruitment and retention.

The space companies occupy is integral to 
the ability to provide an environment that 
is not only the best and most productive 
for the people within it, but for the planet 
as a whole. The report is expected to be 
published in autumn 2014.UK has poor R&D record

companies, which has tended to 
boost the average.

But it also shows an increase 
in new, more successful, sectors. 
He said: “Liverpool, somewhat 
in defiance of its historical 
reputation as Manchester’s 
ever-troubled neighbour, looks 
to have done very well in 
achieving growth in financial 
and business services.

“The construction sector has 
also been strong, reflecting 
waterfront redevelopment and 
the new Liverpool One retail 
centre.”

Liverpool City Region Local 
Enterprise Partnership (LEP) 
is emphasising the region’s 
renaissance at the highest level.

handful of sectors, led by 
pharmascicals (25% of the 
total), and big companies. 
Innovation is pitifully low 
among independent small 
companies employing fewer 
than 250 people. Little wonder 
that the productivity figures 

are so grim.
The recession and its 

protracted low-growth 
aftermath clearly dampened 
the animal spirits of business. 
There are reasons to believe 
investment in pharmascicals 
will boost the figures in future 

years. It will take time for 
some of the government help 
for innovation, such as the 
Technology Strategy Board 
(TSB) and the catapult centres 
to bring together business 
and academia, to make a 
difference.

30% of 
employed 
Bulgarians 
live below 
the poverty 
line

Bulgaria is at the bottom 
of the EU chart in 
terms of incomes and 

labour productivity, according 
to a report of EU Agency 
Eurofound for 2012. 

The average annual income 
in the country is EUR 6200 
and 30% of the employed live 
below the poverty line. 

The gap between Bulgaria 
and the leaders in the chart 
is staggering. Average 
annual income in Norway, 
Luxembourg, Belgium and 
Denmark is EUR 60,000.

The average annual income in the 
country is EUR 6200.

A recent report by the 
McKinsey Global 
Institute highlights 

that in a few short years, 
social technologies have given 
social interactions the speed 
and scale of the internet. 
Whether discussing consumer 
products or organising 
political movements, people 
around the world constantly 
use social-media platforms to 
seek and share information. 
Companies use them to 
reach consumers in new ways 
too; by tapping into these 
conversations, organisations 
can generate richer insights 
and create precisely targeted 
messages and offers.

While 72% of companies use 
social technologies in some 
way, very few are anywhere 
near to achieving the full 
potential benefit. In fact, the 

most powerful applications 
of social technologies in the 
global economy are largely 
untapped. Companies will 
go on developing ways to 
reach consumers through 
social technologies and 
gathering insights for product 
development, marketing, and 
customer service. 

The McKinsey Global 
Institute (MGI) finds that twice 
as much potential value lies in 

using social tools to enhance 
communications, knowledge 
sharing, and collaboration 
within and across enterprises. 
MGI’s estimates suggest that 
by fully implementing social 
technologies, companies 
have an opportunity to 
raise the productivity of 
interaction workers – high-skill 
knowledge workers, including 
managers and professionals – 
by 20 to 25 per cent.

Can green buildings 
boost productivity?
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The new Parental 
Leave rules: 

What they 
mean for the 

workplace

“Working mothers will be allowed 
to share their statutory maternity 
leave and pay entitlement with 
their partners.”

“Essentially, for the first six weeks 
the parent is on leave they will 
be entitled to receive 90% of his 
or her average weekly earnings 
before tax.”

New statutory rules 
coming into force 
in April 2015 will 

allow working mothers 
to effectively share their 
statutory maternity leave and 
pay entitlement with their 
partners.

Months of internal 
wrangling within the 
Coalition threatened to derail 
the plans after Conservative 
ministers urged the Liberal 
Democrats to make them 
more business-friendly. 
The new system of shared 
parental leave and pay, 
together with the planned 
introduction date, was finally 
announced in November last 
year.

Heralding the new rules, 
Nick Clegg, the Deputy 
Prime Minister said: “Women 
deserve the right to pursue 

their goals and not feel they 
have to choose between 
having a successful career or 
having a baby” 

At the same time the rules 
are intended to breakdown 
‘Edwardian’ gender 
stereotypes, allowing men 
to become more hands-on 
fathers. 

Reaction to the new rules 
has been mixed. Campaign 
group Maternity Action 
has described the reforms 
as being “a useful but very 
modest step in the right 
direction.”

However, the Institute 
of Directors has described 
the new rights as a 
“nightmare” that would 
“heap yet more burdens 
on struggling employers.” 
Small business organisations 
have also warned about the 

government published its 
response to the consultation. 
The key decisions and changes 
announced in the response 
are summarised in the Q & A 
below:

What can working parents 
and their employers expect 
under the new rules?
From April 2015, under the 
new system of shared parental 
leave and pay, eligible 
employees will be entitled to 
a maximum of 52 weeks’ leave 
and 39 weeks’ statutory pay 
upon the birth or adoption of 
a child, which can be shared 
between the parents.

At present, under the 
existing law which has been 
in place since April 2011, 
working mothers and father 
have been able to share some 
of the 52 weeks’ existing leave 
entitlement. Working mothers 
have been able to transfer 
some of their maternity leave 
over to their partners, with 
the father able to take up to 
26 weeks leave entitlement, 
beginning after the baby is 20 
weeks old.

Under the new rules, with 
the exception of the first two 
weeks, the traditional 52 
weeks of maternity leave, will 
be able to be shared between 
working parents. The cut off 
point for taking leave will be 
52 weeks from the birth of the 
child.

Mothers will still be required 
to take the first two weeks of 
maternity leave for recovery, 
after which they can split 
the remaining 50 weeks of 
maternity leave with their 
partner provided they give 
their respective employers 
requisite notice. 

This means a working 
mother will be able to choose 
to return to work and resume 
her career more swiftly whilst 
at the same time transferring 
her unused maternity leave 
entitlement to the father 
to take care of the child. 
Subsequent to this, both could 

even decide to switch back 
again if they so choose, with 
the working mother resuming 
maternity leave.

What if the mother changes 
her mind about sharing?
The new rules build in a six 
week window, occurring 
after the child’s birth, which 
affords flexibility. During this 
window, a working mother 
who has already notified her 
employer that she plans to 
share her maternity leave with 
the father may change her 
mind and decide to remain on 
maternity leave using up her 
entitlement to leave and pay 
herself.

How much shared parental 
pay will employees taking 
shared leave entitlement 
under the new rules be able 
to claim?
Shared parental pay under the 
new rules will be offered to 
working parents on the same 
basis as statutory maternity 
pay, unless their employer 
is more generous and offers 
enhanced maternity pay. 

This means the parent who 
is on leave will be entitled to 
be paid for 39 of the 52 week 
leave period. Pay is based 
on salary and the prescribed 
statutory rates in force at the 
time.

Essentially, for the first six 
weeks the parent is on leave 
they will be entitled to receive 
90% of his or her average 
weekly earnings before tax. 
For the remaining 33 weeks 
their pay entitlement will be 
90% of his or her average 
weekly earnings or the rate 
of statutory maternity pay 
(currently £136.78 per week) – 
whichever is lower. 

The level of statutory 
maternity pay remains an 
issue and potential obstacle to 
uptake under the new rules. 
Reacting to the announcement 
of the introduction of the 
new rules, TUC general 
secretary Frances O’Grady said: 

administrative burden and 
cost involved.

Background
The government originally 
announced in its November 
2012 response to the paper 
Consultation on Modern 
Workplaces, that it intended 
to introduce a new system 
of statutory parental rights 
applicable to employees and 
agency workers. 

The Children and Families 
Bill 2012-13 (‘the Bill’) sets 
out the bare bones of the 

proposed new system of 
shared parental leave and pay. 
The intention is that the detail 
of the scheme will be set out 
in regulations.

In February 2013 the 
Department of Business 
Innovation and Skills (BIS) 
published a consultation 
document entitled Modern 
workplaces: shared parental 
leave and pay - administrative 
consultation, which sought 
views on what that detail 
should be.

On 29 November 2013, the 

“Shared parental leave is a 
welcome new step that should 
encourage more fathers to get 
involved in childcare from the 
very beginning.

“But unless it is backed up 
with better pay, many couples 
simply won’t be able to afford 
to take it.”

What will be the impact on 
existing paternity leave and 
pay entitlements under the 
new rules?
Working fathers will still 
be entitled to take two 
weeks’ paid paternity leave 
entitlement immediately after 
the child’s birth under the 
new rules The current rate of 
Paternity Pay is £136.78, or 
90% of the working father’s 
average weekly earnings 
(whichever is lower).

The government’s original 
proposal suggested in 2011 to 
extend paid paternity leave by 
introducing  a ‘daddy month’ 
comprising of an extra four 
weeks’ paid paternity leave 
entitlement making six weeks 
in total has been shelved as 
“unaffordable” according to 

the Deputy Prime Minister. 
Notice of paternity leave 

and play has been aligned so 
that notice for both must be 
given by the fifteenth week 
before the Expected Week of 
Confinement.

Fathers will still get the 
additional right though to two 
days off, unpaid, to attend 
antenatal appointments (up to 
a maximum of six and a half 
hours for each appointment).

The plan is to review 
paternity leave entitlement in 
2018.

Will keeping in touch (‘KIT’) 
days still exist under the new 
rules?
The new rules preserve 
the concept of KIT days. In 
addition to the mother’s 
existing entitlement of 10 KIT 
days during her maternity 
leave, there will also be 20 
additional KIT style days for 
each parent taking shared 
parental leave which will be 
given them a new name to 
distinguish them from KIT 
days. This name is still being 
decided by the government.



13Management Services 
Summer 201412 Management Services 

Summer 2014

What do the new rules mean 
for employers?
There is no doubt that the 
new rules will present a 
potential headache for 
employers. In an effort to 
allay fears of the impact on 
businesses, appropriate notice 
requirements are built in to 
enable employers to plan for 
shared parental leave. 

As a starting point, a 
working mother will have to 
give her employer at least 
eight weeks’ notice of her 
intention to end her maternity 
leave and pay and start shared 
parental leave and pay.

The required notice can be 
given before the child’s birth 
enabling her and her partner 
to begin shared parental leave 

“The plan is to review paternity 
leave entitlement in 2018.”

and claim shared parental 
pay immediately after the 
compulsory two week period 
of maternity leave and pay.

Both parents are required to 
give their respective employers 
eight weeks’ notice before 
beginning shared parental 
leave.

If they wish to take several 
blocks of leave then they 
must give their employers 
eight weeks’ notice in respect 
of each period of leave. 
The eight weeks builds in a 
two week discussion period 
between employer and 
employee.

Working parents will be 
required to give an indication 
of their expected leave 
pattern when they notify 
their respective employers of 
their intention to take shared 
parental leave, although this is 
non-binding.

Working parents can 
request to take parental leave 
in a discontinuous pattern (eg, 
every other month) for their 
employer to agree. Employers 
can reject the request, suggest 
changes to the request or 
insist the employee take the 
leave in a single continuous 
block. Employers cannot 
refuse leave outright though.

Under the new rules, 
working parents may make 
only up to three notifications 
for leave or changes to periods 
of leave (the government’s 
proposal was for an unlimited 
number of requests and 

changes). It will still be open 
to working parents and their 
employers to agree further 
periods of leave and changes 
provided this can be agreed.

Are the jobs of parents 
protected on returning to 
work after taking leave?
Under the current maternity 
rules, a woman returning to 
work after taking ordinary 
maternity leave (of up to 26 
weeks) is entitled to return to 
the same job in which she was 
employed before her absence.

For a woman returning 
from maternity leave having 
taken over 26 weeks, the 
position is slightly different. 
She is entitled to return to 
the same job, or, where this 
is not ‘reasonably practical’ 
for the employer, a ‘suitable 
alternative job’ on ‘no less 
favourable terms’.

Similarly, under the new 
rules, working mothers and 
fathers taking total leave of 
26 weeks or less will be legally 
entitled to return to the same 
job. This will be the case even 
if the leave is not taken in 
one block but spread out in 
a discontinuous pattern over, 
say, a year. Anyone taking 
leave of over 26 weeks will 
have the right to return to the 
same or a similar job.

What happens next?
The Bill under which shared 
parental leave and pay is to 
be introduced has already 
completed its passage though 
the committee stage in the 
House of Commons. It moved 
to the report stage on  
9 December.

The government states in its 
response to the consultation, 
that it is currently preparing 
secondary legislation setting 
out the detail of how the 
new rules will work which it 
intends to publish in draft 
before the Bill is made into 
statute.

About the author
Julian Cox, Partner at Fletcher Day, heads the employment law team. He is a 
specialist employment law solicitor with over 15 years’ experience and covers all 
aspects of employment law.

Fletcher Day is a full-service commercial law firm located in Central London, 
who advises UK and international client base on a broad range of legal matters. 
www.fletcherday.co.uk

Innovation and 
collaboration in the 
workplace
Our interviews have shown that 
managers can take a number of 
steps to enable innovation and 
collaboration in the workplace. 
We have summarised these 
activities into a number of 
actions that managers can take 
to unlock the latent potential 
in their organisation.

However, a word of warning; 
innovation and collaboration 
are social activities, which 
means that the conditions in an 
enterprise may render some of 
the initiatives we suggest less 
useful. Sadly it is not as simple 
as making people communicate 
and hoping that innovation 
ensues.

But in embracing some of 
the ideas that we have gleaned 
from our interview programme 
and from our experience, 
and listening to the mood of 
colleagues, we believe that 
all managers can create the 
conditions for innovation 
within their organisation 
without necessarily making 
formal changes to the way it 
operates.

The importance of 
cohesion
The creation of social cohesion 
is at the core of success for 
managers in this environment. 
Employees that collaborate 
the most are happier and 
are more cohesive in teams 

Digital collaboration: 
Delivering innovation, 
productivity and happiness
Extracts from Deloitte’s recent report.

In the last issue, we identified that digital collaboration tools are an 
important aspect in promoting the happiness and productivity of 
European workers. The next extract of the report shows how they are 
also a key part in creating a culture of innovation.

than other workers. Highly 
collaborative employees are 17 
per cent more likely than low 
collaboration workers to feel 
that their new ideas are valued.

Cohesive teams are more 
productive, particularly where 
skills are complementary; they 
also make better decisions as 
they have a stronger basis on 
which to solve tricky problems. 

Cohesive teams start with 
social connections that 
create trust. Unfortunately 

the distributed nature of 
workplaces means that the 
connections workers make are 
more difficult to sustain and 
develop in a way that leads to 
new ideas being transferred 
across the organisation. This 
is also a problem where 
assembling project teams, as 

many key skills may be hidden 
from view of the manager 
commissioning the work.

Worse still, blocking of 
social networking websites, 
restrictions on the installation 
of new software to 
corporate-issue devices, and 
poor access to Wi-Fi in the 
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office environment actively 
discourages the use of cloud-
based services in the workplace. 
This is the digital equivalent of 
having to work in total silence.

Using collaboration 
tools for openness and 
collaboration
“It’s really hard to sell 
innovation to Boards and 
executives, because innovation 
involves breaking the rules 
and taking risks” one of 
our executive interviewees 
told us. This attitude is not 
a surprise as more than half 
of respondents to our survey 
said that their organisation 
does not value new ideas; a 

quarter of respondents told 
us that innovation is actively 
discouraged.

Attitude to risk is often 
the barrier to innovation, 
particularly in organisations 
where employees are typically 
required to produce a well-
defined output using well-
defined inputs. This can be 
as prosaic as producing an 
invoice or as complex and 
skilled as fixing a faulty piece 
of equipment. Teams operating 
in this way are often held 
accountable for performance 
over short timescales.

Output-based thinking is the 
antithesis of innovation in that 
it disincentivises trial and error 

diverse. There is an unwritten 
rule that the more diverse we 
are, the more chances we have 
to innovate.”

Optimising the selection 
of tools that are offered or 
enabled in the workplace 
begins with taking simple 
steps to enable access to freely 
available web-based tools 
by supplying the Wi-Fi access 
and unblocking social sites 
on the corporate network. 
Although there are some risks 
involved in this, it’s best to first 
assume that your employees 
are trustworthy and provide 
guidelines on the types of 
information to share on social 
networks before putting more 
stringent controls in place.

Once the use and role 
of company-supplied and 
employee selected tool has 
equilibrated, we suggest that 
managers undertake an audit 
of their use. This is almost 
certainly best done by either an 
independent third party or by 
an anonymous survey in order 
to enable employees to answer 
honestly.

Traditional ways of deploying 
digital collaboration tools are 
less effective in the digital era 
because of service innovation 
in communications technology 
and increasing specialisation 
of role within the workplace. 
An interviewee described this 
problem as: “they (employees) 
are used to using their own 
choice of hardware and 
software in their personal 
lives, and for many, there is 
frustration that the tools they 
have to use in the workplace 
feel like 10 steps backwards.”

The consensus view from 
executives is that managers 
should seek to control some 
parts of the productivity tools 
estate – principally those that 
deal with sensitive information 
– and deliberately enable 
openness in others.

Executives as role models
In this context, the power 
of executives as role models 

It is much better to visibly over-celebrate 
engagement with collaboration and innovation than 
create the suggestion that only successes should be 
recognised. Silver bullet innovations are fleetingly 
rare so it is better to have lots of ideas in order to 
increase the chances of a big hit.

can lead employees to believe 
that they too should be careful 
and guarded in their opinions.

One of the great advantages 
of the second generation of 
digital collaboration tools is 
that they are built to enable 
a higher frequency of shorter, 
but perversely, more engaging 
contact between people. 
Emails are too similar to a press 
release to be seen as anything 
other than a broadcast 
propaganda communication. 
Online meetings and enterprise 
social networks and other tools 
are more natural as they are 
multi-directional – everyone 
is expected to have their say, 
but are somewhat protected 
from the social awkwardness 
of standing up in a rare ‘town 
hall’ meeting.

However engaged senior 
leadership is, employee 
attitudes on the extent to 
which their organisation 
encourage idea sharing, 
transparency and collaboration 
are heavily conditioned by their 
actual experience. It is much 
better to visibly over-celebrate 
engagement with collaboration 
and innovation than create 
the suggestion that only 
success should be recognised. 
Silver bullet innovations are 
fleetingly rare so it is better to 
have lots of ideas in order to 
increase the chances of a big 
hit.

The role of digital 
collaboration tools
Making good tool-related 
decisions is crucial to creating a 
broader culture of openness. 46 
per cent of those with effective 
tools for collaborating saw 
their orgaisation as transparent 
as compared to 22 per cent 
who do not.

The right tools to provide 
a foundation for innovation. 
Leaders need to build the 
right culture on top of it. 
As as Fortune 500 Head of 
Innovation told us: “We need 
to connect everyone in order to 
innovate. We want to be very 

in favour of consistent process 
execution. In this environment 
it can inadvisable for an 
employee to socialise the fact 
that he or she has spent time 
pursuing new ideas. The local 
and digital collaboration tools 
that help foster collaboration 
suddenly become seen as a way 
for management to keep tabs 
on employees; social pressure 
acts to force people to execute 
their part of the process 
efficiently in case they let the 
team down.

There is also a need for 
managers to trust that 
good ideas can be found 
throughout their team. This is 
the ‘suggestion box’ idea that 
has been part of customer-
facing businesses for many 
years. Anonymity is the core 
advantage of the suggestion 
box. If you suggest a ‘bad’ idea 
then no one will ever know 
that it was you. There is no 
lasting damage.

Suggestion boxes are easy 
to implement at all levels. As 
one interviewee in a major 
multinational put it: “people 
are sceptical about innovation 
right now but we are building 
a trust culture: letting people 
know that we are here to 
listen and here to action their 
suggestions.”

For employees, trust 
comes from the top. In many 
organisations the messages 
from top executives are 
filtered through layers of 
corporate communications. 
Over-sanitising what is said 
and reducing the frequency 
at which leaders demonstrate 
their own freedom of speech 

should not be underestimated. 
Executives using desktop 
videoconferencing, 
presentation and document 
sharing technologies as part 
of their daily routine are likely 
to encourage and stimulate 
their direct reports and teams 
to try the same tools. In the 
case of one organisation we 
interviewed, executives using 
video-conferencing in lieu of 
email or phone calls created 
a pattern of behaviour that 
quickly had development teams 
in several countries using the 
same tools to collaborate on 
complex tasks, measurably 
improving productivity and 
innovation across the business.

The right tools provide a 
foundation for innovation. 
Leaders need to build the right 
culture on top of it and be 
role models who embrace new 
tools and practices and express 
their own ideas more freely. 
It is unreasonable to expect 
employees to be willing to raise 
their heads above the parapet 
to voice their ideas if executives 
are not willing to do the same. 
Employees will seek guidance 
and comfort from their leaders 
and from each other, as 

they do when making major 
decisions in their private lives. 
In the workplace, this is the 
difference between coming to 
believe that a change is good 
via discussions with people 
you trust, and being told that 
it is good for you in a generic 
broadcast.

Conclusions
Exposure to a decade of rich, 
engaging collaboration tools in 
their personal lives has opened 
the eyes of the European 
workforce to their potential in 
the workplace. Our research 
has found that employees were 
17 percentage points more 
satisfied with their workplace 
culture when they had access to 
effective digital collaboration 
tools and 22 percentage points 
more likely to believe that 
their employer cared about 
their morale. In some countries 
three-quarters of people we 
surveyed believe that access 
to collaboration tools would 
improve productivity, a view 
supported by executives and 
major employers.

And yet just 9 per cent 
of respondents believe that 
their organisation has a very 

effective infrastructure for 
sharing and collaboration. 
Perhaps worse still, more than 
half of European employees 
tell us that they work in 
an environment where 
collaboration is not the norm 
and their ability to innovate is 
suppressed.

It is our belief that this 
is in part a result of digital 
collaboration tools being 
regarded as an add-on to the 
systems of an organisation. 
The vast majority of tools 
in a modern organisation 
are intended to support a 
given workflow, often one 
that entails people talking 
to, and working with, other 
people. The challenge is that 
organisations operate in 
environments that are dynamic. 
Workflows that are suitable 
for the core function of a team 
may lack the flexibility they 
need to respond to the types of 
transient situations that are all 
too commonplace today.

In workplaces that are 
more dispersed than ever and 
markets that are more dynamic 
than ever, digital collaboration 
tools like social networks, video 
conferencing and document 



17Management Services 
Summer 201416 Management Services 

Summer 2014

co-creation play an important 
role. We are not suggesting 
that organisations embark 
on wholesale, top to bottom 
programmes to redesign 
around them, merely that 
collaboration tools are moved 
from the box marked ‘nice to 
have’, to the one marked ‘core 
applications’. Their value as an 
add-on is limited as their users 
must actively think about using 
them, rather than using them 
instinctively to speed up their 
work.

In our view, all large 
organisations should at least 
understand the options and 
have them available to use so 
that whenever business change 
programmes are underway, 
workflows and processes 
should be redesigned to 
incorporate them. As many of a 
third of workers are using them 
anyway so it may be prudent 
to support them in that usage, 
by enabling them to share their 
experiences as a a legitimate 
and valuable evolution of 
working practice and culture.

Furthermore, the power of 
the pull should be recognised 
by managers. Now that IT is 
ubiquitous at home and in 
the workplace, employees 
have their own views about 
what the best tool is for a 
given task. Open-mindedness 
by managers is all that is 
needed in order to enable 
employees to experiment 
with new collaboration and 
productivity tools years before 
they reach the attention of 
the IT department. A free-for-
all is unwise, but recognition 
that different people work in 
different ways is a pragmatic 
stance to take in the digital 
economy. 

Finally, managers must be 
role models that help their 
employees adapt to the new 
working environment. Again, 
that means openness to change 
in their own practices, as much 
as those of the people they 
lead. It is fortunate then, that 
management teams are smaller 

groups within businesses and 
they tend to be better equipped 
to use new hardware and 
software. They are an excellent 
group with which to begin the 
digital collaboration journey. 

In these ways, by investing 
now in changes to the culture 
of businesses and the tools 
they use, leaders in Europe 
can create some practical 
foundations for future success 

in the global economy. With 
sustainable growth seemingly 
returning to many European 
and international markets 
there is no time like the 
present. 

We all know that 
sitting at your desk 
for hours on end is 

detrimental to your health but 
unfortunately, we all have bills 
to pay and food to put on the 
table. A desk job doesn’t have 
to be a death sentence or a 
ticket to poor health; you can 
make small changes that will 
greatly improve your work life 
and wellbeing.

Studies have found that 
after exercising, employees 
were more tolerant of their 
colleagues and demonstrated 
a noticeable improvement 
in their work performance. 
Midday exercise improves 
your mood and companies 
that encouraged workers 
to be healthy and fit had 
happier and more productive 
employees. 

According to researchers 
at Stockholm University and 
the Karolina Institute, people 
who find ways to fit exercise 

in during their work day 
have fewer absences than 
their sedentary counterparts. 
Employees who participated 
in exercise on the job or in a 
company wellness programme 
also showed a decrease in 
stress levels and an increase in 
confidence.

The University of Bristol 
reported that people who 
worked out before heading 
into the office or exercised 
over their lunch hour were 
better able to handle 
difficult situations during 
the course of the day and 
markedly improved their time 
management. On days where 
the employees didn’t exercise, 
there was a noticeable 
decrease in their calmness.

Fortunately, you can avoid 
some of the negative effects 
of sitting at your desk by 
squeezing in some fitness 
throughout the day and 
following these tips.

“People who find ways to fit 
exercise in during their work day 
have fewer absences than their 
sedentary counterparts.”

This article appears on the Jemm Group’s website bit.
ly/1jQHm8E

• Work in an office a few 
floors up? Forget the elevator 
and take the stairs. This is a 
great aerobic activity; going 
up and down the stairs for 
even a few minutes per day 
can improve your heart health.
• Drink plenty of water. 
The majority of fatigue 
and hunger is actually 
dehydration.
• Pack you own lunches. When 
you make lunch at home, you 
control the ingredients and 

the portions. Take out portions 
tend to be much larger than 
you need and are usually high 
in calories.
• Take time out of your day 
to get up and walk outside to 
recharge. Fresh air and a brisk 
walk will help renew you.
• If you can’t go outside due 
to inclement weather, go 
for a walk around the office 
to stretch your legs. Any 
movement is better than none 
at all!

How fitness 
improves 
your work 
productivity
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Professor Sandel asked: “What 
should be the role of money and 
markets in our society?”

“We have become a marketing 
society where everything is for 
sale...”

Dr Andrew Muir reports on the 2014 Adam Smith Lecture.

The Adam Smith Lecture 
celebrates the life and 
work of Adam Smith. 

Born in Kirkcaldy in 1723, he 
attended the town’s Burgh 
School (relocated to where 
Fife College’s St Brycedale 
Campus stands today).

A philosopher and 
educationalist, Adam Smith is 
recognised world-wide as one 
of the foremost thinkers of 
the Scottish Enlightenment. 
He lectured in ethics, rhetoric, 
jurisprudence and political 
economy – always emphasising 
the unified ethical conduct 
that holds society together.

This contrast is also 
apparent in the fact that in 

addition to working as a tutor 
of the well-to-do, he used his 
salary to support the local 
school. Smith’s best known 
work, The Wealth of Nations, 
established him firmly as ‘the 
father of modern economics’.

The Adam Smith Lecture 
series, which was originally 
launched by Fife College 40 
years ago, has brought many 
leading international figures 
to Fife, including Kofi Annan, 
Alan Greenspan and Mervyn 
King. 

What money can’t buy
The 2014 lecture, which was 
held at the Adam Smith 
Theatre in Kirkcaldy, on 

Money Can’t Buy: The Moral 
Limits of Markets – takes on 
one of the biggest ethical 
questions of our time: What 
should be the role of money 
and markets in our society?  
Reviewers have called it 
‘one of the most important 
exercises in public philosophy 
in many years’.

Professor Sandel was 
introduced by the Right Hon. 
Gordon Brown MP, who has 
known him for many years. 
Gordon Brown said: “I am 
certain Adam Smith would 
have felt very proud, just as 
we are, to have someone 
of Professor Sandel’s global 
appeal and notoriety to visit 
our home town to speak at a 
lecture in his name.”

In response, Professor 
Sandel said: “Having the 
opportunity to visit Adam 
Smith’s birthplace and be 
a guest speaker at this 
prestigious event in his home 
town is a great opportunity 
and I am delighted to share 
my views and philosophies 
with such a warm and 
welcoming audience.

“It is time to reconnect with 
a classical vision of economics 
which pays heed to society’s 
moral and spiritual needs.” 
That was the crux of Professor 
Sandel’s message as he 
addressed a full house at the 
Adam Smith Theatre.  

He impressed upon 
his listeners that it was a 
fundamental mistake to think 
of markets as being inert and 
benign. Rather, “value-free” 
market solutions had the 
ability to corrode and corrupt 
the moral fabric of society.

“We won’t be able to 
invigorate our democracies 
unless and only when we 
find new ways of thinking 
about economics,” he said. 
“Adam Smith understood 
that economics was a 
subfield of moral and 
political philosophy. Modern 
economists don’t bother with 
these questions.”

A society of inequality
Market-based practices had 
created a society of inequality 
where affluence could not 
only afforded fancy goods, 
but vital access to health, 
education and political 
influence.

“What’s at stake? It matters 
for politics; for the way we 
live our lives because in the 
last four decades this way of 
thinking has increasingly come 
to dominate political life,” he 
commented.  

“Today, there are few things 
that money can’t buy.”

In the USA, for example, 
prisoners in Santa Barbara 
can pay for a prison cell 
upgrade; schools struggling 
academically are paying 
students to achieve better 
grades and, in Dallas, students 
get rewarded $2 for every 
book they read (the kids 
certainly read more books and 
also shorter books!)

However, using cash 
incentives often backfired. For 
example, despite paying $50 
for a pint of donated blood, 
the USA’s supply is actually less 
regular than that of the UK’s 
which is voluntary.

Sandel claimed that people 
were fed-up with the moral 
and spiritual emptiness of 
political discourse today and 
called for politicians to debate 
the bigger questions.

 “While Adam Smith worried 
about sympathy, benevolence 
and altruism – some modern 
economists claim the virtue 
of markets is they spare us 
for using up scarce supply of 
civic virtues,” he said, “but 
altruism and generosity are 
not commodities, they are 
more like muscles which grow 
stronger with exercise.

“To renew our public life 
we should practice them more 
regularly – just as Adam Smith 
knew we must.”

Audience participation
During his presentation, 
Professor Sandel cited several 

What money can’t buy
29 April, was delivered by 
Professor Michael Sandel. His 
lecture was entitled: ‘What 
money can’t buy: The moral 
limits of markets’.

Professor Sandel teaches 
political philosophy at Harvard 
and has been described 
in the media as ‘The most 
relevant living philosopher’. 
His writings have been 
translated into 24 languages.  

He delivered the BBC Reith 
Lectures in 2009, and now 
presents an ongoing series for 
BBC Radio 4 called ‘The Public 
Philosopher’. His legendary 
course ‘Justice’ is the first 
Harvard course to be made 
freely available online and 
on television and has been 
viewed by millions of people 
around the world.

His latest book – What 

examples of how we had 
become a “marketing society” 
where everything is for sale, 
in contrast to a “marketing 
economy” which is a tool. 
He invited the audience to 
participate and comment on 
these and it was interesting to 
hear the contrasting views and 
perceptions.  

Like all good 
communicators, he enthralled 
and stimulated his audience 
and at the end of his 
presentation, which inevitably 
ran overtime, he received a 
standing ovation.

I have attended many 
of these lectures over the 
years and Professor Sandel is 
certainly up there with the 
very best. He provided much 
food for thought and if there 
was one quote that I took 
away from his presentation it 
is, “morality is the centre of 
all life.” 

Adam Smith would have 
been proud!    

The event was organised 
by Kirkcaldy’s Ambitions, 
a partnership consisting of 
Fife Council, the Adam Smith 
Global Foundation, Kirkcaldy 
4All, Fife Cultural Trust, Fife 
College and the Fife Free Press.   

© Walter Neilson www.fifephotoagency.co.uk

Dr Andrew Muir (left) with Professor Michael Sandel.
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Risks and quality: 
An Australian case

By Matthew Mackenzie and David Parker

Introduction
For the purpose of this 
paper, small-medium size 
enterprises (SMEs) operating 
in construction or technical 
industries can be defined in 
a number of ways, including: 
size; revenue; customer 
requirements; technical 
complexity; and general risk 
levels. 

Typically SMEs are businesses 
that employee between 
20-50 staff and generate 
revenues between 10 and 

one hundred million dollars. 
Whilst these businesses can 
be quite sophisticated, they 
are often limited by resources 
such as time, people and 
money. These businesses are 
often subcontractors to larger 
contractors or principals that 
stipulate strict risk and safety 
operating requirements. 
Therefore any risk 
management system must be 
sufficiently flexible to operate 
subordinately to a third party’s 
systems. 

risk (AS/NZS, 2009). The general 
process for risk management 
can be depicted by Figure 
1. This paper focuses on the 
elements of risk identification 
and risk analysis; that is, 
describing and comparing task 
and scenario-based approaches 
to the processes of identifying 
and analysing risk. Before 
discussing these approaches 
further, a basic review of the 
overarching risk management 
process is required.

The standard recommends 
performing risk management 
by following the steps detailed 
here (AS/NZS, 2009):

“SMEs operating in construction or 
technical industries must operate 
safely within an environment of 
numerous safety hazards”

This paper provides a comparison of risk assessment 
techniques and associated quality implications for use by 
small-to-medium sized enterprises operating in construction 
and technical industries. We describe, analyse and compare 
the differences between task and scenario risk assessment 
techniques. Whilst this paper does not make specific 
recommendations for SMEs, by comparing methods we are 
able to provide conclusions indicating the strengths and 
weaknesses associated with techniques.

The nature of work dictates 
that it is often highly technical 
in nature and operates within 
complex environments or as a 
system within a larger system. 
Moreover, SMEs operating 
in construction or technical 
industries must operate safely 
within an environment of 
numerous safety hazards and 
provide quality critical products 
and services. 

Consequently, it is reasonable 

to expect that SMEs operating 
within construction and 
technical environments must 
have agile, robust and effective 
risk management systems in 
order to be successful and 
sustainable businesses.

Risk management
Risk management is defined as 
the coordination of activities 
to direct and control an 
organisation with regard to 

Figure 1: Risk management process (AS/NZS, 2009.

• Establishing the context: 
considering and agreeing 
both the external and 
internal environment from 
which risks are assessed. 
The internal environment 
includes understanding the 
objectives, culture, processes, 
structure and strategy of the 
organisation. The external 
environment includes 
understanding factors such as 
the social, cultural, political, 
legal, financial, technological, 
economic and environmental 
context. The realisation of a 
given risk for one organisation 
might be assessed very 
differently for another 
organisation operating under 
different internal and external 
environments.

• Risk identification: 
identification of ‘sources of 
risk, areas of impacts, events 
… and their causes and their 
potential consequences’ 
(AS/NZS, 2009). Whilst 
organisations should use 
identification tools and 
techniques matched to their 
requirements and capabilities 
(AS/NZS, 2009), this paper will 
discuss and compare task and 
scenario based risk assessment 
techniques.

• Risk analysis: analysis 
of the risk to ultimately 
determine the likelihood and 
consequence of risk if realised. 
Analysis can be performed 
quantitatively through use of 
statistical models or simulation, 

or it can be performed 
qualitatively by the practitioner 
on the basis of expert 
knowledge and experience.

• Risk evaluation: evaluation of 
the level of risk posed to assist 
in making more effective risk 
treatment decisions. High level 
risks often require more time 
and resources to treat than low 
level risks.

• Risk treatment: treatment 
options typically include: 
avoidance by removing a 
pre-condition for the risk to 
be realised; mitigation by 
reducing the likelihood or 
consequence; transferring the 
risk to another party that has 
more effective means to treat 
the risk; or accepting the risk 
and proceeding in an informed 
manner.

• Communication and 
consultation: ‘communication 
and consultation with external 
and internal stakeholders 
should take place at all stages 
of the risk management 
process’ (AS/NZS, 2009).

• Monitoring and review: once 
risks have been identified and 
assessed and treatment options 
put in place, risks should then 
be regularly monitored and 
reviewed to ensure that the 
environment has not changed 
the nature or impact of the 
risk.

This paper compares two 
common methods for risk 
identification and assessment: 
task-based; and scenario-based.

Task based risk 
assessment
Task based risk assessment is 
a common approach to risk 
management. Essentially the 
task based approach manages 
risk by breaking down the 
activity or problem space into 
sub-components. Thereafter 
each sub-component of the 
activity can then be analysed 
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individually in terms of 
likelihood and consequence; 
and next, an individual 
treatment plan developed. The 
assumption is that by breaking 
down the activity into more 
manageable components, 
the practitioner will be able 
to effectively manage each 
aspect of risk associated with 
the overarching activity. It is 
also assumed that components 
can be effectively considered 
as independent events for the 
purpose of analysing risk.

There are multiple ways to 
deconstruct any activity into 
tasks for risk assessment, but 
the most common methods 
include:

• Chronological: activities are 
broken down by listing the 
major steps performed by the 
worker in completing the job. 
For example, site preparation, 
material delivery, fabrication, 
fit out, completion, and hand 
over.

• Functional: activities are 
broken down by listing the 
functional components of 
the activity. For example, 
engineering tasks, testing 
tasks, software tasks etc.

• Energy: risks are identified 
by considering the hazards 
associated with the various 
energy sources that will be 
present when the activity 
is performed. For example, 
kinetic energy from moving 
objects, electrical energy for 
powered tools, pneumatic 
energy from air powered 
equipment, etc.

• Plant or equipment: risks are 
identified by considering the 
various plant or equipment 
being used to perform 
the activity. For example, 
hand tools, vehicles, jigs, 
manufacturing machines, or 
large plant, etc.

• High risk activities: risks 
are identified by reviewing 

a list of common high risk 
activities typically including: 
working from heights; 
hazardous energy; ordnance; 
confined spaces; crane and lift 
operations; hazardous machine 
operations; and chemical 
process management.

Once sub-tasks or hazards 
are identified and analysed 
then the broader process of 
risk assessment can proceed as 
per the standard. That is, risk 
can then be evaluated in terms 
of consequence and likelihood, 
treatment options developed 
and put in place, and controls 
monitored and reviewed for 
effectiveness.

Scenario based risk 
assessment
Before scenario based risk 
assessment can be analysed, 
the concept of a scenario in the 
context of risk management 
must first be understood. For 
the purposes of this paper 
a ‘scenario is an internally 
consistent plausible future that 
might evolve from present 
conditions given various 
driving forces’ (Kirshen et al., 
2012). Or put in another way, 
scenarios are a hypothetical 
realisation of a specific risk 
under specific circumstances 
(Ergashev, 2011). 

When applied to risk 
assessment, scenario analysis 
can be used to help to 
accurately measure rare 
and catastrophic risks – as 
research suggests that humans 
are poor at estimating the 
likelihood of low probability 
events (Anonymous, 2005). 
This is because scenario 
analysis provides important 
information about severe but 
plausible events that have 
not historically occurred, 
and provide the potential 
to compare and rank order 
scenarios (Ergashev, 2011). 
Hence scenario analysis can 
be used when there is not 
necessarily accurate statistical 
or other quantitative data from 
which to assess the likelihood 

and consequence of the risk.
Scenario analysis is often 

performed in conjunction with 
decision analysis techniques 
which provide a collection of 
formal, logical, axiom-based 
procedures for appraising 
options (Wright & Goodwin, 
1999). Decision Analysis is 
normally options-based to help 
determine potential outcomes. 

Another key aspect of 
scenario analysis is that it can 
be used to overcome cognitive 
inertia when analysing 
problems (Wright & Goodwin, 
1999). Cognitive inertia is the 
unwillingness (or inability) to 
consider alternatives to the 
problem. This is applicable 
to risk assessment because 
potential sources of risk and 
likely consequences will vary 
depending upon how the 

scenarios are defined and 
constructed.

There are many techniques 
available to the practitioner 
to define scenarios and 
perform scenario analysis. 
Some of the more common 
methods include: simulation; 
subject matter experts; system 
mapping; risk sequence 
diagrams; and modelling using 
the Swiss cheese approach.

Simulation allows for 
multiple outcomes as a 
consequence of multiple 
likelihoods and consequences 
to be explored. One of the 
more common simulation 
methods for risk assessment 
is Monte Carlo analysis. The 
major benefit of Monte Carlo 
analysis is that a best case, 
most probable case, and worst 
case is all that is required to 

“The task based approach 
manages risk by breaking down 
the activity or problem space into 
sub-components”

“When applied to risk assessment, 
scenario analysis can be used to 
help to accurately measure rare 
and catastrophic risks”

model the potential scenarios 
for a given (or assumed) 
distribution type. This method 
can be extremely powerful as 
it uses probability to identify 
the spread of likely outcomes. 
The practitioner can then use 
various statistical parameters 
such as identifying the 95% 
confidence interval to make 
decisions about treatment 
options dependent upon the 
context and the practitioner’s 
preferences.

A group of subject matter 
experts can also be used to 
perform scenario analysis. 
The group of experts 
generate a limited number of 
scenarios taking into account 
environmental uncertainties 
and typical management 
responses (Doff, 2008). 
Then the experts rank the 
environmental uncertainties 
and two or three critical 
environmental uncertainties 
are selected and combined to 
form a number of scenarios 
(Clemons, 1995). Then a 
plausible internal logic or 
storyboard is developed to 
define the scenario. Finally the 
likelihood and consequence 
of each scenario is then 
determined and evaluated 
accordingly.

System mapping can also 
be used. Scenario analysis is 
performed by first mapping 
the work environment as a 
complete system. The system 
made up of inputs, processes 
and outputs is analysed to 
identify plausible scenarios that 
represent the realisation of risk 
events. Effectively this allows 
the modelling of a multiple-
input, multiple-output system 
as compared to single-input, 
single-output systems typical 

for task based risk assessment. 
Finally, the likelihood and 
consequence of each scenario 
is then determined and 
evaluated accordingly.

Another approach to 
scenario based risk assessment 
is through the development 
of risk sequence diagrams, 
that are systematic inductive 
reasoning tool[s] describing 
potential cause and effect 
relationships between risk 
items and subsequent events 
and decisions (Smith, 2011). 
Risk sequence diagrams 
attempt to model a scenario 
by mapping risk items, events, 
decision points and end states. 
The advantage to risk sequence 
diagrams is that complex 
engineering or technical 
problems can be logically 
deconstructed to identify 
plausible end states given the 
realization of risk events. An 
example risk sequence diagram 
is shown in Figure 2 (over 
page). 

There are a number of 
advantages to using risk 
sequence diagrams to analyse 
risks. Firstly, the use of the 
model allows for potential 
end states to be determined 
that each have a specific 
set of cost, schedule and 
technical consequences. Typical 
task based risk assessment 
normally only identifies a 
single parameter, such as a 
cost or schedule or technical 
consequence. Secondly, the 
model allows for the logical 
development of mitigation 
strategies dependent upon 
how the system actually reacts 
once the treatment plan is 
executed. Typical task based 
risk assessment normally 
only develop sets of linear 
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treatment steps to be followed 
(that is, Plan A, Plan B, Plan C); 
but feedback once treatment 
commences is limited to the 
overall risk monitoring and 
review process.

Modelling (the Swiss cheese 
approach) is a further scenario-
based risk assessment for 
modelling errors using a model 
of system accidents. Specifically 
the model suggests that 
controls are defensive layers 
and analogous to slices of 
‘Swiss cheese’ (Reason, 2000). 
However, in reality each layer 
or set of defensive controls 
have holes in it (weaknesses) 
and it is when these holes 
align (the real system is always 
in flux) that momentarily 
there exists the situation for 
a risk event to occur (Reason, 
2000). The concept of multiple 
layered systems with potential 
deficiencies can be used to 
develop risk scenarios. Again, 
this is especially helpful in 
developing plausible models 
for rare and catastrophic 
events. The practitioner can 
then consider if it possible 
for such a set of controls to 
fail simultaneously, and what 
environmental conditions 
would need to be active to 
enable the failure. Once a 
valid model is developed, 
then the risk can be assessed 

as normal by considering the 
likelihood and consequence 
of the risk. This approach can 
be very helpful in identifying 
the dependencies between 
the control layers within the 
system. This in turn can help 
identify more effective controls 
based on how the layers 
interact within the system.

Discussion
Task based risk 
assessment affectivity
As can be seen from the 
previous analysis, task based 
risk assessment is procedural 
in nature and therefore it 
is easy to develop standard 
templates or tools to guide 
the practitioner in assessing 
the risk. Hence, task-based 
risk assessments are relatively 
simple to perform and thus 
relatively simple to train 
staff at all levels within the 
organisation. Further, because 
this method is the predominate 
approach to risk assessment 
at present, its use would 
align easily within the SME’s 
customer and client safety and 
risk systems. 

The major disadvantage to 
task-based risk assessment is 
that it has been demonstrated 
to be limited in its effectiveness 
in accurately assessing rare and 
catastrophic risks. Also, task 

based risk assessments assume 
that sub-tasks are independent 
of other sub-tasks. The 
problem with this assumption 
is that it may not be true and 
relies on the practitioner to 
review risk treatment plans 
for dependencies once the 
assessment is completed. As an 
example, risk mitigation adopts 
a hierarchically approach to 
reduce the level of risk to 
the lowest practical level. In 
doing so, one of the preferred 
methods is substitution. An 
example of substitution would 
be the use of alternative 
chemicals or materials used in 
performing the task. However, 
the use of an alternative 
chemical or material might 
result in a completely different 
outcome for another part of 
the system when considered 
as a whole. For example, 
an alternative chemical 
might react and change the 
properties of another material 
in the system, or use of an 
alternative material to provide 
lower mass to reduce potential 
gravitational energy if dropped 
might weaken the system’s 
overall construction.

Scenario based risk 
assessment affectivity
The discussion here suggests 
that scenario based risk 

Figure 2: Example risk sequence diagram 
(Smith, 2011).
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assessments provide a far more 
effective method for modelling 
rare and catastrophic risk 
events than task based 
methods, especially if they 
have not historically occurred. 
When unguided, humans tend 
to either underestimate the 
likelihood of such an event to 
occur, or assume an incorrect 
consequence. Scenario based 
risk assessments also allow 
practitioners to broaden 
their thinking and consider a 
wider range of situations than 
perhaps they would otherwise 
cogitate. By virtue of such a 
process it also then allows the 
practitioner to explore more 
mitigation options. Also, use 
of scenario based techniques 
such as risk sequence diagrams 
provide far more effective 
approaches to risk assessing 
complex technical systems. 
This is because it allows 
the practitioner to develop 
non-linear sets of mitigation 
options that are matched to 
how the system as a whole 
will likely interact. Finally, 
the other clear advantage 
of scenario based methods 
is that it assumes there are 

interdependencies within 
the system which must be 
considered. This is especially 
effective in analysing the 
interdependencies between 
system layers to develop more 
effective controls.

The major disadvantage 
of using scenario based risk 
assessment techniques is 
that they are generally more 
complicated to perform, and 
thus require more resources. 
Further, because of the more 
complicated approaches, 
scenario based techniques 
typically require groups of 
specialist or experienced 
practitioners to construct the 
most accurate models and 
achieve the best results.

A summary of the 
comparison of task-based and 
scenario based risk assessment 
is captured in Table 1 below.

Conclusion
It is reasonable to conclude 
a number of important 
observations for SMEs 
operating in construction 
or technical industries. First, 
it is has been argued that 
task-based risk assessments 

would be ideally suited 
to technical workers as its 
simplicity would likely align 
with the SME’s client and 
customer safety systems 
and risk management 
requirements. In comparison, 
it is reasonable to suggest that 
scenario based risk assessment 
would be ideally suited for 
assessing the SME’s broader 
business risks. Further, some 
scenario based techniques such 
as use of groups of subject 
matter experts would also 
align quite well with general 
strategy techniques. Also, it 
seems reasonable to suggest 
that scenario based techniques 
such as risk sequence diagrams 
could be employed effectively 
to manage complex technical 
risks. 

Thus it has been argued that 
both task and scenario based 
risk assessment techniques 
are valid methods for SMEs 
operating in construction or 
technical industries. However, 
their applications should be 
carefully considered against 
factors such as available 
resources, system complexity 
and customer requirements. 

ADVANTAgE DISADVANTAgE

Task-Based •  Simple to perform in practice 
•  Aligns with customer safety systems and requirements 
• Easy to train staff

•  Not good at risk assessing the worst case
•  Assessment contingent upon context for determining 

the severity or level of the risk
•  Assumes sub-elements of the task are independent 

and can be treated separately whereby treating one 
sub-task will not significantly affect the consequence 
or likelihood of risk associated with another sub-task

Scenario-
Based

•  Provides a reasonable model for risk assessing works case 
scenarios 

•  Good at exploring plausible complex real life risks 
•  Allows practitioners to broaden thinking and consider a 

range of situations and hence a range of mitigation options 
•  Ability to assess complex technical risks through tools such 

as risk sequence diagrams 
•  Ability to better analyse the interdependencies between 

system layers to develop more effective controls

•  Complicated to undertake requiring resources and 
time

•  Groups of specialist and experienced practitioners 
required for best results

Table 1: Comparison of task and scenario based risk assessment techniques
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Dr Gary Sheard, Leeds-based 
author, has written a new 
business management book 
entitled Awful Management – 
Turn Left or Right. 

The book focuses on some 
of the best examples of ‘worst 
practice’ management, backed 
up by humorous real-life 
stories taken from Dr Sheard’s 
successful 50-year journey 
from farm labourer to PLC 
Chairman.

Whilst Manchester United 
await a new leader, there are 
definitely relevant lessons that 
other ‘would be managers 
and directors’ could learn by 
reading Awful Management, 
as Dr Sheard explains: 
‘Whether in the world of 
business, or in sport, it’s the 
culture of an organisation that 
turns a group of individuals 
into a high performing team, 
and there was clearly a real 

cultural mis-match whilst 
Moyes was at the helm.

‘Moyes wanted to put his 
own mark on the team, but 
he’s just too different to Sir 
Alex in terms of his values, 
practices and behaviours. The 
players simply didn’t buy into 
the new culture he was trying 
to impose.

‘It’s similar to what 
happened at Leeds United 
when Brian Clough took over – 
both Moyes and Clough joined 
very successful organisations, 
with deeply embedded 
cultures, and they both tried 
to change them, with the same 
results!

‘However, just like ‘Cloughy’, 
I’m sure Moyes will go on to 
find a team with the right 
cultural fit, and as soon as he 
does, he’ll be a real success’.

Unlike most business 
self-help books, Awful 

Management focuses on the 
negative side of management, 
in an effort to prevent readers 
from making the same 
mistakes.

In addition to addressing 
the importance of culture, 
and how to create winning 
teams, Awful Management 
covers a full range of business 
topics, along with practical 
advice about how to stop 
‘awful management’ in any 
organisation.

With valuable, real world 
lessons applicable to people at 
every stage of their business 
careers, it aims to improve 
business literacy amongst 
entrepreneurs, managers and 
students alike.

Awful Management: Turn 
Left or Right is available 
now from Amazon in both 
paperback and e-book 
format.

Do you ever complain you 
have too much to do in too 
little time? 

Do you sometimes lie awake 
at night thinking about all the 
things you have to do? 

The super-successful have no 
more time available to them 
than anyone else, yet they 
appear to get more done in 
less time. 

That’s because they’ve 
mastered the habits and 
tools of successful time 
management. 

Author Nina Sunday is a 
corporate trainer who works 
with a variety of companies, 
teaching their staff to enhance 
their productivity and time 
management skills. Her 
ebook – Time Management 

– Increasing Workplace 
Productivity – incorporates 
ideas, tactics and exercises 
from those training sessions, 
and focuses on coaching 
individuals in the skills of 
the high performing and 
highly-successful. You’ll learn 
practical strategies you can use 
immediately to increase your 
productivity and reduce stress. 

Book reviews

Publisher:  CreateSpace 
Independent 
Publishing Platform; 1 
edition (3 Mar 2014)

ISBN:  1496137817
Pages:  210

Awful Management – 
Turn Left or Right

Time Management – Increasing 
Workplace Productivity

Publisher:  Brainpower Training 
Pty Ltd (17 Nov 
2013)

ASlN: B00DE2X34Q
Pages: 31
Format: Kindle Edition
Sold by: Amazon Media
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For those using Performance Rating, 
the consequences of not operating 
at accurate and certified levels could 
have a significant and negative impact 
on both individuals and organisations. 

The real skill of a 
work measurement 
practitioner using 

Performance Rating is their 
judgement. The trained eye 
observing a task being carried 
out leads to an informed 
decision on how to assess 
the job against standard 
performance. 

To the untrained observer 
it could seem that this work 
measurement technique has 
somewhat shaky foundations 
– someone’s judgement, based 
on what they see. Should it 
really be the basis for making 
serious business decisions?

Such was the thinking of 
Tom, a union shop steward in 
a manufacturing company. He 
was understandably concerned 
that an individual’s judgement 
could stand up to detailed 
scrutiny. After all, many of his 
members’ lives and livelihoods 
were being affected by the 
results of Performance Rating. 
Tom wanted to see for himself, 
to check out those foundations 

– and all credit to him for that.
So he came along to 

Scott-Grant’s training suite 
in Manchester for a brief 
introduction to Performance 
Rating. He watched the 
film HOW DO YOU RATE? 
which illustrates and explains 
the technique. At the end 
of the 35 minute film he 
was able to start to assess 
performance in carrying out 
various tasks, using the criteria 
explained. Now he had been 
introduced to the concept of 
work content, to standard 
performance and the BS 
definition: ‘The rate of output 
that a qualified and motivated 
worker, conversant with the 
task, will be able to maintain 
under proper conditions 
across the normal working 
day without undue fatigue, 
providing they take the 
appropriate amount of rest.’ 

Tom found that his own 
opinion was endorsed, that 
Performance Rating is indeed a 
subjective judgement and can 

therefore never be claimed to 
be exact or infallible. But the 
turning point was that, when 
it is used properly by trained 
and calibrated practitioners, 
consistent results with the 
limits of accuracy within +/- 
5% will be achieved. The key 
elements of the whole process 
are ‘trained’, ‘calibrated’ and 
‘consistent’.

 He then sat in on one of the 
regular Performance Rating 
Clinics run by Scott-Grant to 
see for himself how those key 
elements are achieved. 

Rating Clinics are essential 
for professional Rating 
practitioners because they 
establish their current accuracy 
and consistency. They correct 
any unacceptable trends. 
They develop their ability to 
make assessments that are 
acceptable in terms of accuracy 
and that are consistent. And 
at the end of the Clinic, if their 
results are right, they have 
their professional competence 
certified with the award 

of the industry standard 
‘Performance Rating card’, 
which is valid for one year. 

Rating accuracy can drift 
towards a level prevalent in 
a workplace. So to maintain 
their accurate concept of 
standard - BS 100 - and their 
ability to apply it consistently, 
Rating practitioners need 
an annual calibration. There 
needs to be consistency in 
understanding the concept of 
standard by all Rating analysts 
in the same organisation – and 
consistency in time standards 
within the same organisation.

Mark Cooper, one of Scott-
Grant’s operations managers, 
who often runs Rating Clinics, 
explained: “Nearly everyone 
benefits from some form 
of adjustment or corrective 
action, especially if they’ve 
been in the same environment 
for many years. It’s so easy to 
make the wrong assumption 
or judgement then use it as 
the benchmark in the future. 
Before you know it, you’ve 

adjusted your thinking about 
what is standard performance 
and the whole company can 
be affected. Annual calibration 
is vital”.

Practitioners on Rating 
Clinics are reminded that 
speed is only one assessment 
of the operator’s skill they are 
assessing; effective effort and 
dexterity are equally important. 

“Analysts need to ensure 
that they observe and 
consider the dexterity of the 
operator and their effective 
effort alongside the pace of 
their activity. Rhythm and 
consistency are key indicators 
of a decent performance. You 
must always take account of 
fiddly, precise tasks where 
dexterity is more prevalent 
than speed,” Cooper added.

Performance Rating has 
been used for a long time in 
industry, but it’s important 
to remember that it is a 
judgement, it’s not absolute 
fact and that is exactly the 
reason why Rating analysts 
have to keep on top of their 
ability to rate with annual 
checks and re-certification. 

Many people associate 
Performance Rating with 
incentive schemes. However, 
by far the biggest application 
of Performance Rating data 
nowadays is for setting 
capacities and targets. As Tom 
had quite rightly observed, 
Performance Rating is critical 
for business generally, 
so analysts’ professional 
judgements need to be 
refined on a continuing basis 
to reflect and respect the 
integrity of the technique. 
Even when applying synthetic 
data systems there has to be 
some form of validation of 
the standards that are being 
calculated, so Performance 
Rating is still a very valid part 
of any work measurement 
application. In almost every 
type of business there is a 
whole range of equipment 
and processes that have to be 

regularly calibrated to ensure 
accuracy. It’s the same principle 
as driving a car and checking 
the tyre pressures every now 
and again.

Managing Director Richard 
Taylor said: “Performance 
Rating Clinics are a thorough 
process at Scott-Grant – for 
us and the delegate. The 
objective of any Clinic is to 
establish the accuracy and 
trend of the practitioner’s 
rating assessment and to adjust 
and correct any unacceptable 
results. We select a number 
of our specially produced 
Rating films (currently 15 in 
our library) which show people 
undertaking real jobs in their 
workplace. They include 
activities from many industries 
including distribution 
centres, retail, local council, 
warehousing, timber, 
electronics, mail distribution 
and manufacturing. Each 
rating assessment is followed 
by formal statistical analysis 
and feedback.

“We look at trends in an 
analyst’s rating and share 
the results with them early 
on so that we can work with 
them to correct and adjust as 
necessary. Trends are analysed 
by calculating relevant 
statistical data in order to 
make objective judgements 
regarding accuracy and, 
where necessary, to advise on 
corrective action. We get some 
excellent feedback from our 
clinics – and not just for the 
lunch they enjoy!”

At the end of the day, Tom 
really appreciated the validity 
and integrity of Performance 
Rating as a work measurement 
technique, even though he 
had only been an observer. 
“It gave me a good insight 
into the way the technique is 
carried out,” he said. 

His own assessment and 
feedback sheet recorded 100% 
satisfaction with Scott-Grant’s 
Rating Clinic. Who are we to 
question his judgement?!

In almost every type of business 
there is a whole range of 
equipment and processes that 
have to be regularly calibrated to 
ensure accuracy.

How refined is 
your judgement?
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Total Occasions 0 0 0 0 3 6 17 8 2 0 0 0 0 36

Results Pass Criteria Occasions correct 17 47% of 36
Systematic Error 0.0 Between +/- 3 Occasions within 5% 31 86% of 36
Mean Deviation 3.3 Less than 6 Occasions within 10% 36 100% of 36

Correlation 0.9 0.9 or above Deviation Range +10 TO
Factor Mark 83 50 or above

Today’s Date => 08/10/2013 COMMENTS
Excellent - all measures within limits.
Occasions correct within +/-5 and +/-10 outstanding
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Enter First name=>

Enter Film Ref => RESULT: PASS – a ‘Model’ Result
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A project management 
perspective of information 
system development

Manage the project
At a minimum project 
managers should be trained 
to follow the four step 
process (see previous article) 
and record all relevant 
experiences, and project 
knowledge which may 
be shared with customers 
and other stakeholders. As 
previously stated gaining 
customer or stakeholder 
commitment is essential to all 
projects. Project management 
tools will not tell you how 

to manage projects – this is 
something all good project 
managers learn the hard way. 
In my experience projects that 
fail see managers devoting 
very limited time to the 
‘up front’ planning process 
described previously. As a 
result avoiding fire fighting 
becomes the issue of the day. 
There is an assumption that 
the purchase of a project 
management tool will make 
the person into an effective 
project manager, in practice 

this is not so.
The most important part 

of any project is to know 
precisely what you are 
committed to at any one 
time. Project managers need 
a feedback mechanism, which 
can accurately tell them what 
the situation is at frequent 
intervals. The key to this 
feedback is iterative use 
and deployment of project 
management knowledge. 
This is not revolutionary; 
iterative use of knowledge 

In the second part of his article, Dr John McManus explores 
different life-cycle development methodologies, with 
particular focus on how software engineers and technical 
architects approach problems and find solutions to complex 
project and development issues.

“Project management tools will not tell you how to 
manage projects – this is something all good project 
managers learn the hard way.”

has been around for a while 
under many labels; such as 
incremental and evolutionary. 

The key to using iterative 
knowledge is to frequently 
produce working versions 
that have a subset of the 
required features within 
the process and make 
them responsive. Several 
commercial methodologies 
such as PRINCE2 and CMMI 
fit this responsive model. 
While many of them share 
similar characteristics, there 
are also some significant 
differences. I can’t highlight 
all the differences here, but 
I will point out the generic 
activities. 

The first three are done at 
the beginning of the project. 
The last one is done within 

each cycle or iteration. Each 
stage is broken down into 
tasks (Table 3, above) and 
is given measurable criteria 
within the feedback process. 

Life cycle development 
and technical paradigms
The most widely used 
approach in software 
development and software 
engineering is the Waterfall 
method and involves six 
stages (1) requirements, (2) 
analysis, (3) design, (4) code, 
(5) test, and (6) maintenance. 
This six stage process leads to 
systematic, rational software 
development, but like any 
generic model, the life cycle 
paradigm can be problematic 
for the following reasons: 
• The rigid sequential 
flow of the model is rarely 
encountered in real life. 
Iteration can occur causing the 
sequence of steps to become 
muddled. 
• It is often difficult for the 
customer to provide a detailed 
specification of what is 
required early in the process. 
Yet this model requires a 
definite specification as a 

necessary building block for 
subsequent steps. 
• Much time can pass before 
any operational elements 
of the system are available 
for customer evaluation. If a 
major error in implementation 
is made, it may not be 
uncovered until much later.

Do these potential problems 
mean that the life cycle 
paradigm should be avoided? 
Absolutely not! They do mean, 
however, that the application 
of this software engineering 
paradigm must be carefully 
managed to ensure successful 
results.

Increasingly the Waterfall 
method has become a 
questionable methodology 
for business projects requiring 
short implementation cycles. 
Alternative methodologies 
such as Rapid Applications 
Development (RAD) and 
Agile methods are sometimes 
preferred. The ideology and 
objective underpinning these 
methods is to first produce a 
visualisation, then a prototype 
of the system so that users can 
quickly give feedback, after 
which the core functionality 

can be delivered quickly for 
maximum business benefit 
(Girling and McManus, 1998). 

One fundamental aspect of 
these methods is the splitting 
of the development work into 
smaller pieces, (or iterative 
development cycles) each of 
which is the responsibility 
of a small group of users, 
analysts and developers. User 
involvement is essential to 
the process, as well as the use 
of modelling and the use of 
tools that generate usable 
code (or solutions). Both RAD 
and Agile have a number 
of distinct advantages over 
the traditional sequential 
Waterfall development 
methods. Iteration allows 
for effectiveness and self-
correction. Cognitive studies 
have shown that human 
beings almost never perform 
a complex task correctly 
the first time. However, 
people are extremely good 
at making an adequate 
beginning and then making 
many small refinements and 
improvements.

Cognitive psychologists 
argue that our deductive 

mechanisms are built 
around constructing specific 
examples of problems. Users 
often prefer simple high-
level diagrams to complex 
data models. In systems 
development newcomers 
to RAD and Agile system 
design often prefer ‘instance 
diagrams’ which are used by 
many experienced designers. 
These types of diagram 
are sometimes termed 
low precision or vision 
architecture. The benefit 
of having low-precision 
diagrams is that they are 
easier to communicate, low 
precision requirements such as 
MoSCoW tables are easier to 
prioritise and evaluate early 
in a project. Low-precision 
design documentation is 
better at giving the reader 
‘the idea’ of the design and 
then letting them comment 
constructively. Evidence would 
suggest that low-precision 
design use the strengths 
of project stakeholders to 
lower development costs and 
communication overheads 
(McManus, 2003).

Unlike projects that adopt 
the Waterfall method where 
size of the team tends to 
be large. RAD and Agile 
projects are typically staffed 
with small-integrated teams 
comprised of end users, and 
technical resources. Small 
teams, working within short 
iterative development cycles 
can optimise speed, unity of 
vision and purpose, effective 
informal communication and 
simple project management. 
An important principle of 
iterative development is 
that very iteration delivers 
a prototype and then a 
functional version of the 
final system. It is a properly 
developed, fully working 
portion of the final system 
and is not the same as a 
prototype. 

One benefit of RAD and 
Agile approaches is that 
development teams do not 

Define/Develop Create Agree Manage

Define customer
requirements
Developing
customer solution
Develop cost of
solution

Create work
breakdown
structures (WBS)
Create project plans
Create resource
schedule

Agree solution
Agree project budgets
Agree resources
Agree project plan
Agree risk plan
Agree change control
procedure
Agree quality
standards and
reporting methods

Manage solution
Manage
requirements
Manage budget
Manage project
and risk plans
Manage quality
control process
Manage project
teams
Manage vendors
and suppliers

Knowledge; metrics and criteria for success

Feedback on what
is achieved and
what is not
achieved.
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necessarily have to be from 
the same organisation. Each 
team member could be from 
any area where expertise is 
needed. This cross section 
of users and development 
personnel capitalises on 
diverse system knowledge. 
Before however, considering 
initialising a team it is prudent 
to examine the nature of 
the project to determine if 
these development methods 
are appropriate. Both RAD 
and Agile are approaches 
that are inherently designed 
to provide fast information 
systems development with 
better quality results than the 
traditional waterfall approach 
to development. 

It is perhaps worth pointing 
out that the choice of 
method, and the approach 
used, is an important and 
critical business decision; 
the process of systems 
development can be time 
consuming and costly to 
any organisation. The 
predominant objective of any 
business systems development 
project should be to build 
information systems that 
meet the requirements of a 
particular strategic business 
unit, and its end users, in 
order to deliver the optimal 
business benefits. One 
practical method is to survey 
the organisations short-
term and long-term business 

requirements. Waterfall, 
RAD and Agile development 
methods could be looked at as 
an option to deliver any such 
requirements.

Edsger Dijkstra comment 
regarding how software 
engineers and technical 
architects approach problems 
and find solutions is pertinent 
here. Dijkstra’s points out 
that it pays to be concerned 
with how software solutions 
are constructed, as opposed 
to simply following standards 
to produce a solution that 
barley works (Dijkstra, 1983). 
Functional performance 
and quality requirements 
will undoubtedly influence 
the outcome of the design 
its self. Methodologies and 
technologies used to support 
the creation or selection 
of software engineering 
solutions lie along a scale 
ranging from ad-hoc to 
complex. Experienced 
designers working at the 
lower end of the spectrum 
will normally conjure up 
software solutions in a largely 
unrepeatable fashion, which 
is unlikely to be either flexible 
or scalable. 

For software engineering 
that is not ad-hoc to be 
successful, experience 
must be gained in building 
evolving software architecture 
in a particular software 
engineering domain, which 

are both flexible and scalable. 
Clearly trade-offs are 
important, a good software 
engineer would do what 
we might term ‘trading one 
advantage for another’ as the 
requirements and software 
solution evolve. For example, 
the software solution might 
start out with one database, 
but as performance issues 
come to light, the technical 
software engineer may 
trade in the simplicity of the 
single database for increased 
performance.

As previously discussed, 
systems development 
serves many stakeholders 
and any solution must be 
communicated to each 
of them. The key here is 
in deciding what is to be 
communicated and how. 
Here, linguistics needs to 
be taken into consideration 
when communicating 
details. Technical staffs are 
notorious for their lack of 
communication and often 
only communicate when 
forced to do so, often lacking 
empathy with the users they 
serve. When presenting 
solutions technical staffs 
often rely on diagrams 
to convey their message. 
Diagrams are obviously used 
for conveying the ‘what’ of 
the solution, but do little 
to explain the ‘why’. It is 
important to communicate 
(and document) any trade-offs 
that may have to be made 
including their rationale, so 
that if requirements change, 
the impact on the solution 
and decisions made can be 
readily communicated to the 
stakeholders. The point is 
communicating the solution 

to a stakeholder becomes a 
matter of presenting it in an 
unambiguous, readable form 
that contains all the detail and 
information appropriate to 
that stakeholder. It also helps 
if the senior designer writes 
plain English – too many don’t 
and a lot of meaning is lost in 
the translation.

Project management 
and software engineering 
practice dictates that the 
objective should be to 
develop a comprehensive 
technical architecture early 
in the project. Architecture 
is primarily chosen because 
it achieves a given set of 
functional properties (or 
criteria). How to analyse 
architecture to predict 
qualities about the systems 
that manifests it is a 
problem when a project can 
perhaps take years to design 
and implement. Reliance 
on technical and other 
documentation including the 
review process become key 
factors in the success or failure 
of the project.

What technical designers 
document about architecture 
should depend on how the 
information is to be used. 
Different stakeholders require 
different information. For 
example, documentation that 
was designed to introduce 
a system should differ from 
documentation that was 
designed for an architectural 
review. Documenting a 
technical architecture is 
primarily a matter of detailing 
the relevant structures or 
views, and then detailing the 
appropriate transcribed view. 

One of the issues with long 
projects is that technology 

“The objective should be to 
develop a comprehensive 
technical architecture early  
in the project.”

“Cognitive studies have shown 
that human beings almost never 
perform a complex task correctly 
the first time. However, people 
are extremely good at making 
an adequate beginning and then 
making many small refinements 
and improvements.”

becomes obsolete and 
requirements frequently 
change and designers move 
on before the project is 
concluded. Given this situation 
technical methodologies, 
ideas and models must be 
constantly reviewed from 
the outset. The reason is 
twofold: (1) it is important 
to get input and feedback 
and it is important to 
communicate from the 
outset the implications of 
the emerging architecture 
and (2) experienced technical 
staff such as designers need 
to be aware of the context 
that the solution brings and 
be design accordingly – both 
avoiding problems and taking 
advantage of new solution.

Software engineers are to 
some degree products of their 
education and the culture 
they reside in and the work 
habits they develop in the 
organisations they work for. 
Observation and research 
would suggest that technical 
methodologies are largely 
group coordinated rules, and 
so a practice appropriate for 
one person or group may end 
up being rejected by another. 
What applies to a consensus 
minded stakeholder group 
might not apply to a culture 
in which people wait for the 
technical staff to make up 
their mind. The paradigm 
outlined is largely predicated 
on dictation and as such is 
becoming a questionable 
methodology (which some 
may consider outdated); 
stakeholders can, and often 
do simply reject the model 
(McManus, 2005a).

For project managers 
getting software engineers to 
change their habits is perhaps 
the hardest thing to achieve. 
Practising good project-ship 
requires a leap of faith and a 
willingness to admit that you 
don’t have all the answers or 
a monopoly on knowledge. 
All project teams rely on tacit 
knowledge and usually to a 
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far greater extent than they 
suspect. Tacit knowledge 
when harnessed properly 
allows stakeholders to use 
peer to peer communication 
more effectively and allows 
for greater manoeuvrability. 
The ideas outlined in Table 
4, require technical staff to 
share this tacit knowledge and 
to take a broader ownership 
for what they do, and to act 
as mentors and coaches to 
the stakeholder community 
at large. A technical designer 
may be king in the technical 
community, but he should 
not be above it. Setting up 
new and tearing down old 
practices is not free (and can 
be costly) the key is to evolve 
new practice incrementally 
and iteratively allowing 
them to merge over time. 
To this end the designer 
must find a balance between 
the potentially conflicting 
requirements and evolving 
solution. Equally, the designer 
must be willing to give up the 
old ways of doing things and 
take on new ways of doing 
things and be open to change. 
Technical staff must also 
be willing to admit it when 
things are wrong – especially 

with new technology it is 
common for an initial design 
to be theoretically promising 
but not practically achievable. 
The designer must be willing 
to accept this possibility and 
allow the solution to evolve 
organically.

Software development 
teams
All too often we seem to 
redevelop our development 
approaches because our 
current project is not the 
same as others. This is usually 
unnecessary and leads to 
low productivity amongst 
development staff. I have 
already alluded to the fact 
that optimum performance 
comes from when 
requirements, technology and 
processes are stable. If the 
basic processes are well known 
then the team does not have 
to concern themselves with 
routine things they become 
second nature. This liberates 
staff to be creative in solving 
the genuine problems of the 
project. If new circumstances 
pertain development staff 
can use the opportunity to 
build on existing processes to 
develop appropriate solutions 

developed exclusively for 
the mainframe environment 
in a very limited technology 
tool-set, designers kept a 
very close rein on the stability 
factors and had a large pool 
of competent staff for any 
project. Today’s challenge 
is how to create the same 
pools given the vast range of 
technical tools and options 
available. 

According to Boehm 
(1981), a project staffed with 
uniformly very low-rated 
personnel on capability and 
experience would require 
11 times as much effort 
to complete a software 
development project as would 
a team with the highest 
capability factors. People 
who acquire high levels 
of capability in software 
engineering do so over time 
and generally by working 
in similar environments and 
projects. 

Whilst this strategy works 
for many organisations the 
major setback in this approach 
is that by constantly re-using 
people in familiar roles, the 
business is not addressing 
their needs for personal 
growth and fulfilment. This 

may be off set to a degree by 
planned rotation of staff and 
setting of other challenging 
goals within the framework of 
the project.

Managing software 
development projects are 
more often than not managed 
on the basis of conscious 
competence but are usually 
put together on the premise 
of conscious incompetence 
that is those managers 
responsible for resource 
allocation tend to fit square 
pegs into round holes and 
leave the project manager 
to manage the situation. The 
key to formulating winning 
teams is that of knowing 
what skills you want and 
perhaps more importantly 
knowing where to acquire 
them. Experience suggests 
that developing a resource 
strategy and skills profile is 
an important starting point 
in putting together teams 
that will excel. In the context 
of project management it 
allows project managers to 
formulate requirements and 
objectives in a structured and 
objective way. It also allows 
project managers to consider 
some of the longer-term 

•  Designers have modesty to admit that they don’t have all 
the answers.

•  Designers are active members of the development teams 
developing software where appropriate and acting as 
consultants to the team.

•  Designers have the modesty to admit that they can’t 
predict the future and instead have the courage to trust 
they can solve tomorrow’s problem tomorrow.

•  Designers evolve architecture incrementally and iteratively 
allowing it to emerge over time.

•  Designers should focus on navigation diagrams that 
overview the architecture, documenting enough to 
communicate to the respective stakeholder audience.

•  Design solutions are displayed publicly, even when they are 
a work in progress to promote feedback from others.

• Designers are proven through concrete experiments.

and additional capability.
In this context software 

development capabilities 
comprise the capacity 
consistently required to 
deploy an integrated set 
of resources (including 
competencies such as 
leadership) to attain user 
requirements and business 
objectives. Software 
engineering capabilities are 
socially complex phenomena 
that accumulate over time 
through work activities 
and are embedded in the 
technical and methodological 
principles, routines and 

resources of the organisation. 
Such competencies tend to 
be idiosyncratic and firm-
specific, and as a consequence 
cannot be easily replicated by 
competing organizations or 
by the same firm in different 
contexts. Organisations that 
have strong capability are to 
some degree protected from 
poor delivery performance 
and recurring or expectation 
failure. A highly capable 
organisation is one that 
consistently delivers superior 
development performance 
and productivity growth. 
In previous years when we 

Table 4: Software design charter.

practical aspects of managing 
a project. In formulating the 
project resource strategy it is 
important to answer some key 
questions. These include:
•  Do I know the technical skills 

required?
•  Do I know the soft skills 

required?
•  Do I need a training 

programme?
•  Do I need a motivation 

programme?
•  Will the staff see the project 

through and support the 
project?
For many project managers 

the most motivating aspect 
of this list is the last point, in 
that it leads us neatly into an 
area of possible difference 
that is individual goals versus 
project goals. This more than 
any other point raised so 
far determines the basis of 
success and productiveness 
of the project team. Edgar 
Schein (1988), coined the term 
career anchor to describe a 
constellation of self-perceived 
attitudes, values, needs 
and talents that develops 
over time, and which when 
developed, shapes and guides 
career choices and directions. 
Schein pointed out that all 
people develop some kind of 
picture of their work life and 
their own role in it. Schein 
identifies five career anchors. 
These are:
• Competence represents 
the need to be competent in 
the activities associated with 
work such as problem analysis 
skills, emotional stability, and 
interpersonal competence; 
• Technical competence is 
associated with motivation for 
the challenge of a technical 
field, functional area, or 
content of the work (not the 
managerial process); 
• Security/stability anchor 
symbolises the desire for an 
organisation that provides 
long-run stability, good 
benefits, and basic job 
security; 
• Entrepreneurial creativity 

embodies the need to create 
something, that is, to try new 
projects; and 
• Autonomy encompasses 
people’s need to be free 
of constraint to pursue 
professional or technical 
competence. 

Research by Schein (1988) 
and McManus (2005b) 
suggests that experience 
gained in early years is 
particularly influential in 
forming individual career 
anchors; these dispositions 
also are applicable in later 
career stages. Satisfying 
individual team member 
needs must be a prerequisite 
to building a stable and 
productive team. However, 
fulfilling individual needs 
must be done within 
the broader project and 
organisational framework. 
Satisfying personal needs 
alone can result in social 
ambiguity and can reduce 
accountability and lead to 
tension within the team 
especially if one person is seen 
to be favoured over others.

A key lesson project 
managers seem to have learnt 
over the years is that their 
sense of security is so fragile 
that if the individual’s basic 
needs are threatened in any 
way they will forget about 
loyalty to their team until they 
get their stability back.

In any software 
development project members 
of the team will display 
creative characteristics 
and this is certainly true 
of software professionals. 
Creativity (not to be confused 
with intelligence, although 
they tend to be related) is 
often associated with those 
people classified as Outward 
Looking and is associated with 
the methodology proposed 
by Belbin (1981). Belbin 
roles identified include: (1) 
co-ordinator, (2) Plant, (3) 
Resource Investigator, (4) 
Shaper and (5) Specialist. 

For example, the role 
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of Plant in the team is the 
source (but not exclusively) of 
original ideas, suggestions and 
proposals: he/she is the ideas 
person. Of course others have 
ideas to, but what distinguish 
the Plant’s ideas are their 
originality and the radical-
minded approach they bring 
to problems and obstacles. 
Every team needs its Plant. 

Another key role is that of 
Shaper. The Shaper is likely 
to be the actual leader of the 
team and is quick to respond 
to intellectual challenges. In 
debate they have a tendency 
to unite ideas, objectives 
and practical considerations 
into a single feasible project. 
In essence he/she will be a 
key team member - if only 
to counteract some of the 
dysfunctional thinking that 
goes on within teams from 
time to time. The most 
rewarding and successful 
projects tend to be those 
that require a high degree 
of intervention and problem 
solving where the team can 
use its creative capacity and 
energy to the full (Table 
5). Projects are so often 
disadvantaged by the lack of 
creative personnel that they 
fail to take-off before they 
really get started. 

It could be argued that self-
respect for yourself and others 
is a vital and primary building 
block in teams that supports 
the formation of relationships. 
By being aware of your own 
needs and styles you create 
a healthy foundation and 
the ensuing relationships are 

“The most rewarding and successful 
projects tend to be those that 
require a high degree of intervention 
and problem solving where the 
team can use its creative capacity 
and energy to the full.”

• Establish urgency and direction.

• Select members based on skills and skill potential.

• Clearly define roles and responsibilities.

•  Establish ground rules and win-win, high performance 
agreements.

•  First impressions count, get started right Set & seize upon a 
few immediate performance-oriented tasks and goals.

• Challenge assumptions, rules and processes.

• Pay lots of attention to clear and frequent communication.

• Establish a well defined decision-making process.

•  Use disciplined approaches and processes to performing 
work.

• Recognise and reward.

• Don’t delay in dealing with problems or problem members.

Table 5: Key attributes to creating high performance work teams.

About the author
Dr John McManus lectures and researches in strategic 
management, business ethics and CSR. 

The impact 

of stress 
in the 
workplace

“While stress is not a recognised 
illness, it can lead both to physical 
and mental ill health.”

Stress is a state of 
mental or emotional 
strain or tension 

resulting from adverse or 
demanding circumstances. 
It is an unhealthy state of 
mind or body that can affect 
an individual’s ability to 
concentrate and perform 
everyday tasks in an efficient 
manner. 

Work-related stress is one 
of the most challenging issues 
in occupational health and 
safety, not least because there 
is often confusion about the 
difference between pressure 
and stress.

Some pressure at work can 
be motivating and act as a 
spur to achieve better results 
than would otherwise be 

attained, but when pressure 
becomes excessive it can 
eventually lead to stress, and 
physical and mental ill health. 
The following two definitions 
serve to define stress: 
• ‘That which arises when 
the pressure placed upon 
an individual exceeds the 
capacity of that individual to 
cope’ Confederation of British 
Industry (CBI).
• ‘The adverse reaction 
people have to excessive 
pressures or other types of 
demand placed on them 
at work’ Health & Safety 
Executive (HSE).

One in six UK employees 
experience anxiety, depression 
and stress in the workplace, 
and when the problem is not 

By David Blanchflower

addressed, both individual 
and organisation can suffer. 

Poor productivity
Stress is a major contributor 
to poor productivity because 
the majority of the sick time 
that occurs in any company 
is directly, or indirectly, 
related to stress. The major 
consequences of stress in the 
workplace are:
• Absenteeism;
• Labour turnover;

• Diminished performance 
and productivity;
• Increased health 
compensation claims.

An HSE report indicates 
that in 2011, around 131 
million days were lost 
through absences due to 
sickness or injury. These 
figures were backed up by the 
Office of National Statistics 
(2012) and current research 
indicates that 75% of this lost 
time is due to stress. 

The Chartered Institute of 
Personnel & Development 
(CIPD) in its Simply Health 
2011 – Absence Management 
Report highlighted that 
stress had become the most 
common cause of long-term 
sickness absence for both 
manual and non-manual 
employees.

It estimated that the cost of 
absence in the public sector 
was £800 per employee per 
year with an average number 
of absence days equating 
to 9.1. In the private sector 
the figure was £476 per 
employee per year and the 
average number of absence 
days equated to 6.4. The CIPD 
estimated that the overall 
annual cost to UK business 
was £13 billion.

Workplace relationships
The 2009 Psychosocial 
Working Conditions (PWC) 
survey indicated that 
around 16.7% of all working 
individuals thought their 
job was very, or extremely 
stressful. 

While stress is not a 
recognised illness, it can 
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more solid. For this reason 
teams characteristically tend 
to have less internal conflict/
issues and team members 
tend to adopt open and 
dependent relationships 
with other team members. 
When conflict does become 
an issue the first step is to 
identify the specific areas of 
difference. People sometimes 
see things in terms of black 
and white (not shades of 
grey). For example, ‘my way 
is right’ and therefore ‘their 
ways’ are wrong. When a 
situation is viewed through 
this lens, a power struggle 
ensues. When, however, a 
situation can be seen through 
the lens of difference, and 
a position is simply a matter 
of opinion not fact, then co-
operation and compromise 
is possible. Identifying and 
understanding differences 
allows people to shift 
their position to one of 
compromise and negotiation. 

Prior research undertaken 
by McManus (1995, and 
2005b) suggests that teams 
excel when there is need, 
urgency, and direction and 
also a willingness to win. 
We are great believers in 
success breading success. 
For example, the more staff 
you have that have applied 
tools and processes with 
success the more confident 
they will be to apply them in 
similar circumstances. If the 
basic software development 
processes are known then 
the team does not have to 
concern themselves with the 
basic material it is second 
nature; this liberates their 
time and mind to be creative 
in solving problems that 
really matter and adding 
value both to the project and 
knowledge base of the team.
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lead both to physical and 
mental ill health. A number 
of studies, notably the 
Whitehall study, have linked 
stress with conditions such as 
heart disease, hypertension, 
diabetes, depression and 
anxiety. 

Negative stress can have 
an extremely damaging 
effect on an individual, 
and this can filter through 
to teams and even whole 
companies. Stress impairs an 
individual’s concentration 
levels and tiredness and 
low motivation can have 
a draining effect. Because 
those who suffer from stress 
often feel overwhelmed, their 
views can become skewed 
– resulting in feelings of 
paranoia. Those experiencing 
occupational stress may feel 
promotions have not been 
earned because of implied 
favouritism, resulting in them 
feeling undervalued and 
singled out.

Workplace relationships 
become strained because 
those suffering can be 
irritable or defensive when 
they are given constructive 
feedback or instruction. 
Poor time management 
skills, procrastination, 
absentmindedness, increased 
errors and overall reduced 
productivity are all possible 
consequences of work related 
stress. 

Technology can cause 
stress...
With more people than 
ever before experiencing 
workplace stress, it is 
important that employers 
develop strategies for 
reducing anxiety levels and 
improving the work-life 
balance of their staff. 

This is particularly 
important as the line 
between work and personal 
life continues to become 
increasingly blurred. In 2008, 
Credent Technologies carried 
out a survey of 300 employees 
in the City of London, almost 
80% of whom admitted to 
checking their emails while 
on holiday. 

Technological developments 
have resulted in UK 
employees being contactable 
24 hours a day, and this 
invasion of work matters 
into the private domain is 
increasing their levels of 
stress. 

Whilst keeping abreast of 
events and easily accessing 
information can often be 
helpful, it can also become 
overwhelming. Information 
overload is now a part of 
everyday life, and it takes a 
conscious – and determined 
– effort to deal with it 
effectively. Surplus facts and 
figures can interfere with 
many aspects of people’s 
lives, including their social 
interactions and family 
responsibilities. 

Information overload can 
also affect productivity, for 
example, a preoccupation 
with social media can distract 
employees from core work 
tasks. Checking Twitter feeds 
and responding to personal 
email is not only distracting, 
but eats into crucial work 
time. The overwhelming 
desire to respond to flashing 
email indicators and take 
part in online conversations 
is an unwelcome interruption 
to the working day and may 
affect productivity. This, in 
turn, can result in employees 
struggling to meet deadlines 
which, eventually, may result 

in stress. Being constantly 
connected and reliant on 
social-media can become a 
burden that affects wellbeing 
and adversely impacts on 
levels of productivity.

... And combat stress
Having indicated that modern 
technology can result in 
stress, the same technology 
can also help users recognise 
the signs and learn how to 
effectively manage stress. 

An example is the Android 
Remote Sensing App (ARSA), 
developed by Cambridge 
University to measure 
stressful situations and help 
users lead stress-free lives.

The ARSA app determines 
physical changes in the 
environment, including noise, 
light level and weather. There 
are more than 60 values the 
app can track, including social 
activity, which includes the 
monitoring of texts and calls. 
The phone’s accelerometer 
has the potential to measure 
posture, mood, pulse and 
heart rate. Language and 
punctuation in text messages 
and emails are decoded to 
diagnose the user’s emotional 
state. 

Users are warned to ignore 
calls and other messages at 
periods of stress to lessen the 
pressure. Such developments 
are welcome and these 
apps may encourage people 
to become more aware of 
occupational stress.

Management practices
Stress at work is a major 
concern and in the UK over 
5000 new cases of mental 
health issues arise every year 
within the workplace. Under 
the Health and Safety at 
Work Act 1974, employers 
have a duty to ensure the 
health, safety and welfare of 
their employees. 

Good management 
practices can help reduce 
work-related stress and by 
promoting a ‘stress free’ 

“If employees feel free to 
communicate their difficulties, 
relevant temporary adjustments 
can be made and workload 
management strategies put in 
place to reduce stress.”

“The invasion of work matters into 
the private domain is increasing 
employees’ levels of stress.”

Technological developments have resulted in UK employees being contactable 24 
hours a day.

healthy working environment, 
an organisation can play a 
major role in reducing the 
number of working days lost 
from individual illness.

Good communication 
and support can help 
mitigate potentially stressful 
situations. An open-door 
policy in the workplace is 
one way of helping those 
affected. If employees 
feel free to communicate 
their difficulties, relevant 
temporary adjustments 
can be made and workload 
management strategies put in 
place to reduce stress. 

A company staff stress 
management policy can 
also help by helping guide 
managers on good practice 
processes for managing and 
preventing work-related 
stress. It can also help 
inform employees about 
what sources of assistance is 
available to them should they 
require it.

Communicating identified 
work stress problems at 
team meetings may help 
resolve issues and share 
the load. Such a move can 
enhance group values and 
create motivation and 
improved teamwork and 
ensure productivity levels are 
maintained.

Establishing flexible work 
hours helps, but so too does 
establishing company wellness 
programs that encourage 
and support healthy lifestyle 
choices among employees. 
They can help to empower 

employees by offering 
simple tools that focus on 
preventative health.

As solicitor Kate 
Boguslawska identified 
in the previous issue of 
Management Services: 
‘Prevention is always better 
than cure and ensuring 
that employers provide 
an environment free from 
bullying, in which work-
related stress is effectively 
managed and controlled is 
of paramount importance. 
Not only does it increase 
productivity and improve 
relationships within the 
workforce, it helps avoid 
high pay-outs and years spent 
litigating’. 

National campaigns such 
as Think Well encourage 
staff to view their place of 
work as an environment 
that promotes a stress free 
and caring platform, and 
to develop their maximum 
potential. Employees will see 
and feel that their employer 
values their health and 
wellbeing and is prepared to 
invest in them. The benefit 
to the employer is a happy 
and productive workforce.

Work related stress is 
widespread and is not 
confined to particular 
sectors, jobs or industries. 
Unwell employees can be 
crippling to businesses, 
both large and small, and if 
adequate steps aren’t taken 
to manage and prevent 
negative stress, everybody 
suffers. 
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Clarity of need, clarity of problem and clarity of outcome are common issues, 
says Cliff Moyce. 

“There is often a lot of negative 
emotion around a failing 
project, with disappointed 
customers and sponsors 
throwing blame at exhausted 
and disheartened teams.”

“Projects rarely fail because 
somebody did bad work halfway 
through.”

Working in business 
transformation 
means that I have 

had the privilege to work 
on and lead many successful 
projects and programmes. I 
confess that I find delivering 
a successful project and 
realising the hoped-for 
benefits to be very 
satisfying, both personally 
and professionally.  

However, I would never 

claim that all of my projects 
went smoothly from start to 
finish. Far from it. Resolving 
issues is all part of the 
cut and thrust of discrete 
change, and sometimes it 
can feel like there is more 
going wrong than there is 
going right. Despite this, 
the teams I have worked 
with have always managed 
to get there in the end. But 
as well as delivering new 

the sunk cost (which can be 
tens of millions of pounds), 
and sometimes even losing 
members of staff. 

Even when projects are 
saved, they can be extremely 
hard work and stressful. 
There is often a lot of 
negative emotion around 
a failing project, with 
disappointed customers and 
sponsors throwing blame at 
exhausted and disheartened 
teams. I once spent three 
years turning around and 
finally delivering a major 
project that had gone badly 
awry, and often questioned 
my own sanity in doing so. 
With over 20 years of doing 
this sort of work, I thought I 
would share with you some 
of the common themes that I 
see in failing projects. If all I 
do by writing this piece is to 
stop one project going awry, 
then I will be happy.

Observations
My major observation is that 
projects rarely fail because 
someone did bad work 
halfway through the project. 
Almost every failing project 
that I have ever come across 
was hobbled early on at the 
definition stage. A lack of 
clarity and objectivity about 
the true need for the project 
is a common theme. 

For example, individuals 
or teams deciding for 
themselves what customers 
want and then going 
ahead and building it 
without really listening to 
the customers in the first 
place. When I am called 
in to QA a project, I work 
hard to identify who the 
the customer is, and then I 
go to see them (all of them 
if needs be – or certainly a 
representative sample). 

I have long since stopped 
being surprised by the 
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projects from start to finish, 
I have been called in by 
clients on many occasions to 
quality assure and/or rescue 
failing projects. Saving a 

failing project can be doubly 
satisfying of course, but not 
all projects are worth saving 
and then you have the pain 
of switching them off, losing 

response from customers 
“All I really wanted was 
for them to fix the current 
system / process / service / 
product; but instead they 
have gone off and started a 
one / three / five year project 
to build a new one. In the 
meantime I am supposed to 
keep using the broken one.”

Common themes
Another variation on this 
theme is a lack of clarity 
about the problem that is 
supposed to be solved by 
the project. Despite working 
on projects for much of my 
career, I know that projects 
are a difficult and risky way 
to deliver change, compared 
to continuous improvement, 
so should not be entered 
into lightly. Continuous 
improvement should always 
be the default approach to 
change. If you do not have a 
clear handle on the problem 
to be solved, then how can 
you decide what is the best 
way to solve it (or even if 
the problem really exists, is 
important, and needs to be 
fixed at)?

A further variation on this 
theme is a lack of clarity 
on the desired outcome. 
Some project management 
methodologies are so 
process heavy that it is easy 
to forget how conceptually 
simple the desired outcome 
actually is, and what you are 
trying to achieve. We should 
focus on the baton not the 
runner, as Craig Larman says. 

You will notice that I did 
not mention a lack of clarity 
about the desired solution. 
That is because humans are 

very good at generating 
ideas for solutions – and that 
in itself can be a problem as 
many projects start with a 
solution and then go looking 
for a problem to solve.

The three P’s
Many of the problems 
listed here around clarity 
of need, clarity of problem, 
and clarity of outcome arise 
not from incompetence 
(though lack of experience 
can sometimes be an issue), 
but rather from the dreaded 
‘Three P’s’ – people, power 
and politics. 

For example, I often find 
that sponsors and other 
members of the governance 
board had doubts about the 
need / direction / leadership 
of the project from day 
one but either said nothing 
or more commonly said 
something once and were 
made to feel that they 
had said the wrong thing 
so kept quiet thereafter. 
Unfortunately, projects are 
sometimes created to further 
someone’s personal agenda 

and these are often the most 
ill conceived of initiatives. 

In theory, formal 
governance and project 
initiation procedures should 
stop these sorts of issues 
arising, but unfortunately 
these processes can often 
be exercises in box ticking 
where no real critical 
examination of the need, etc, 
takes place. Where project 
definition processes fail to 
stop bad projects, the next 
step is to be the person who 
stands up and points out that 
the emperor has no clothes. 
Of course, this risks you 
becoming a shot messenger, 
but the consequence for 
your organisation of not 
challenging the need or goal 
for projects can be serious.

I hope my experiences give 
you food for thought. Of 
course, there are many other 
reasons why projects fail – 
and even the definition of 
‘fail’ needs to be unpicked – 
but these themes have been 
fairly common in my work 
across various sectors and 
project types.

Why do projects fail?
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Culture change through 
facilitative leadership

Leadership does not just happen, it has to be designed into the 
culture which means that it must be tailored specifically for the 
organisation. And every organisation has its own unique history, 
structure and culture, says Philip E Atkinson.

Leadership is not an 
accident 
The corporate culture is 
shaped by the dominant 
values of the key leadership 
decisions made over time. 
When an organisation is first 
formed, the leadership or 
executive team will shape 
events through their strategic 
and tactical decisions. 

Did you know that the two 
most powerful aspects of 
changing an organisation or 
business culture are down to 

leadership behaviour:
•  To what do leaders pay most 

attention? 
•  How do they respond to 

critical incidents that impact 
the business?
If leaders devote all their 

time to winning new business 
and generally ensuring the 
organisation is on the road 
to continuous improvement, 
this sends clear messages 
to employees that this is 
important to them and 
undoubtedly gives people 

confidence that their leaders 
are doing a good job. 

If, however, members of 
the leadership team are 
perceived as being timid, 
weak or indecisive, this will 
not have the most desirable 
effect on middle managers 
and ‘rank and file’ staff across 
the organisation, consequently 
impacting performance and 
the grapevine for the worse.

Response to critical incidents 
is also important because it 
sends a message out as to 

what is important and what 
is not. So, if the executive 
team pursue a rapid cost 
reduction program and treat 
people more like liabilities 
than assets, you can imagine 
the negative impact on team 
dynamics and the culture. The 
best people move on and you 
are left with the deadwood. 

Did you know that recent 
research reported in The 
London Times tells us that 
receiving a positive ‘thank 
you’ from the boss feels as 

rewarding as a £1600-a-year 
pay rise? 

Leadership and cultural 
evolution
Leaders impact the culture 
radically, but many executive 
teams remain unaware of the 
importance and impact of 
their actions and behaviour on 
morale and behaviour of those 
reporting to them. 

If you have ever worked 
for an outstanding leader 
who was challenging and 
inspirational, and also fair and 
equitable, you will recall the 
positive impact that had on 
your feelings, your thoughts 
and your behaviour. It may 
have been aspirational or 
highly motivating for you. This 
is all good.

But if you had a leader 
who was lacklustre in their 
temperament, inconsistent, 
fault finding and negative, 
I bet that also impacted 
your thoughts, feelings and 
behaviour – and not in a good 
way.

Leadership style will impact 
you and your organisation 
whether you are in a multi 
national blue chip, financial 
institution, an NHS Trust or an 
SME producing printed circuit 
boards. 

Leadership by design not 
by default
What is apparent is that 
leadership does not just 
happen by accident, it has 
to be shaped, honed and 
coached into the business. 

No organisation exists in 
a vacuum. As some leaders 
move on and others replace 
them, so leadership style will 
change. As the leadership style 
changes, you will also note 
changes in the organisational 
culture, its plans, processes 
and people management.

If leadership development is 
not formally driven this can be 
hazardous for the growth of 
the business.

Just imagine a very 

successful management team 
leaving a business or retiring. 
The business was accustomed 
to and respected the retiring 
leaders – but, have they 
considered succession planning 
and have they coached and 
mentored others to take over 
their role, and execute it with 
the same gusto, verve and 
enthusiasm?

Most organisations have 
leadership crises at some stage 
because they have taken it for 
granted that leadership style 
will naturally pass on from 
one person to another as if ‘by 
magic’.

Danger in the comfort 
zone 
If the organisation’s 
management group 
understand the importance of 
the role they play in shaping 
its future, its performance 
and culture, they will more 
skilfully be able to craft and 
shape leadership to overcome 
challenges and improve 
performance.

If, however, the leadership 
or executive team does 
not share this collective 
knowledge, the organisation 
can drift and the proliferation 
of inconsistent styles will 
create problems. If they 
have not prepared middle 
management, or developed 
succession plans, there may 
well occur a significant 
crisis, resulting in a loss in 
organisational performance.

Leadership style for 
different challenges
In the early years of any 
organisation, its leadership 
style needs to be more 
flexible, adoptable and 
entrepreneurial. Once it grows 
to a reasonable size, then a 
more controlled and organised 
style is more appropriative. 
However, when challenges 
come along, such as in recent 
recessionary times, leadership 
can become confused and 
when uncertainly arises, 

we find that, behaviourally, 
‘decision-making’ slows down 
to a snail’s pace and in many 
circumstances, grinds to a halt.
Failure to make decisions does 
not help the organisation 
but due to uncertainty, the 
executive team may become 
more risk averse and just at 
a time when people in the 
organisation need to see in 
their leaders’ boldness, clarity 
of direction, courage and 
forthright direction, they 
experience the exact opposite.

The leadership challenge
Many organisations coming 
out of this recession realise 
that their market has changed, 
and that what worked for 
them in the past is no longer 
applicable.

So, what challenge does 
your organisation face?
•  What is the impact of not 

addressing challenges to 
the culture and overall 
performance?

•  How can you kick start 
the leadership process to 
ensure that it addresses any 
challenges and required 
anticipated changes, 
and, more importantly, 
implement them in the 
future? 

Facilitative leadership is 
designed for the client
Facilitative leadership does 
not reject the concept of the 
‘big person’ – highly resilient 
independent individual who 
can face any challenge – but 
it does incorporate the value 
of developing the team as 
equally important.

It is best to reject ‘off the 
shelf’ packages, restrictive 
programmes and training 
workshops that require 
lengthy attendance. 
Experience tells us to opt 
instead for ‘action learning’, 
utilising a variety of blended 
learning approaches which 
better suit the demands on 
the participants and their 
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organisation, rather than 
them attending a lengthy 
programme of events and 
workshops. It is best to work 
with existing and ‘budding’ 
leaders by coaching and 
engaging them in the 
facilitative leadership process.

Research: Facilitative 
leadership is a process, 
not a programme
Research by Development 
Dimensions International 
reports that in a study in 
2011 of 14,000 leaders and 
HR professionals attending 
a leadership programme, 
only 30% of respondents 
rated it as highly effective. 
Further, Deloitte’s LEAD survey 
suggested that only 7.9% of 
the leaders surveyed agreed 
that their leadership program 
was ‘very effective’, with 17% 
saying their organisations 
failed to have a succession 
plan, and only 4.3% listed the 
development of leaders as 
‘very effective’. 

It is clear that there is 
some degree of disquiet 
over traditional leadership 
programmes, maybe because 
they focus too much on the 
programme itself, and not 

enough on facilitating the 
leadership process.

Leadership teams – the 
facilitative leadership 
process tailored with 
precision
When engaging with leaders 
of an organisation, it is vital 
to recognise that much energy 
has to be invested in working 
with the leader’s team and 
their direct reports. One has 
to take account of the special 
dynamics between the leader 
and their team, whether they 
occupy an executive leader 
role, a middle manager role or 
that of first line manager or 
team leader.

The demands on the sales 
and marketing director and 
the dynamics within their 
teams are going to be very 
different from those of the 
operations director and theirs. 
The leadership process has to 
be designed around, and is 
contingent on, the demands 
and constraints – not just 
of the leader – but also the 
diversity and complexity of 
the work in which their teams 
engage.

The leadership design 
process starts with the 

individual leader and their 
needs and motivations. 
Personal motivation is a 
huge issue in determining 
the learning support needed. 
Some leaders will demonstrate 
self direction whilst others 
may require more support 
and structure, and be guided 
through the process as a 
sequence of events.

One size does not fit all 
– individual motivations 
differ
The approach that should be 
taken engages with and takes 
into account the individual 
needs of those in leadership or 
middle management positions. 
That is why it is important to 
develop the right coaching 
relationship with those 
going through the process. 
Individual learning styles and 
personal motivations need to 
be accommodated.

Long gone are the days 
when participants in a 
leadership programme attend 
a series of staged events, 
each going through the same 
exercises and working on role 
plays and case studies. Time is 
in short supply, the patience of 
leaders attending such events 

of their views and behaviours 
may be challenged, and most 
recognise and welcome this as 
a valuable method of learning 
new skills and moving beyond 
their comfort zones. In order 
to do this, they will have to 
work on practical problems 
confronted by the participants 
in their organisational role.

People learn most from 
dealing with real, rather than 
theoretical, issues and a focus 
on ‘action learning.’ If the 
groups of participants can 
accommodate this, we set up 
action learning sets with their 
direct reports, or work cross 
functionally with others on 
special projects that deliver 
straight to the bottom line, 
sometimes relating these 
to re-engineering customer 
management across the 
organisation or implementing 
extensive IT solutions and 
networks.

Maximum learning takes 
place when people deal with 
issues they need to confront, 
and see different perspectives 
positively, rather than having 
their own views reinforced 
and left unchallenged.

Until behaviour changes, 
nothing changes
Pursuing the leadership 
process enables leaders to 
become more effective when 
they: 
•  Better understand their 

own personal motivations 
and their strengths and 
limitations;

•  Recognise that each of their 
direct reports has their 
own gifts or strengths that 
support those of the leader;

•  Understand that each team 
member has something 
important to contribute;

•  Initiate dialogue with team 
members and direct reports 
and invite their contribution 
to key decisions;

•  Achieve results through the 
efforts of others;

•  Coach direct reports on 
the values, vision, and 

One has to take account of the special dynamics 
between the leader and their team, whether they 
occupy an executive leader role, a middle manager 
role or that of first line manager or team leader.

If leadership is to become a dominant 
element of the culture, then the 
choice of those participating in the 
programme is critical.

should not be tested and 
individual tailoring, taking 
account of opportunities and 
succession plans, is critical.

Unique design and 
delivery
The leadership process has 
to fit with the strategic and 
tactical demands on those 
going through it. This means 
one has to ask, ‘in how many 
ways we can ensure that 
the leadership process will 
facilitate the achievements 
of strategic imperatives, 
budgetary and other 
performance goals relating to 
growth, customer retention 
and acquisition, profitability 
and team development?’

Benefits that accrue due to 
the leadership process
There have to be clear benefits 
to the organisation and to the 
individuals as they progress 
through the process. This means 
working with individuals on 
assessing their strengths and 
limitations through the use 
of assessments and profiling. 
A good place to start in 
leadership development is to 
assess and benchmark one’s 
own strengths against others, 
relating to organisational, 
professional norms or industry 
demographics.

Challenge and the 
comfort zone
Of course, those undertaking 
the facilitative leadership 
process recognise that some 

Process: facilitative leaders
•  Ensure the concept of facilitative leadership is aligned with 

top team 
•  Identify the top 10% of performers and potential attendees 

for the process
•  Commit to develop these staff to transfer their leadership 

best practice to others. Because those selected are quick 
learners, learning and development (L&D) activities should be 
short, sharp and focused. 

•  Release leaders for a half-day a week (approximately 10% 
of their time), allocated to formal coaching to ensure that 
facilitative leadership becomes the culture

•  Focus on the role of leaders in encouraging integration of 
organisational performance through the development of 
staff and core cross functional projects

•  Develop a rigorous evaluation process, record progress, and 
encourage sharing of success through learning logs 

•  Formalise progress only when all are comfortable with this 
•  Share best practice and link to knowledge management 
•  Focus on implementation of changes
•  Quantify time usage; rework costs, return on investment 

(ROI) of leadership projects, best- practice transfer and 
innovations implemented. 

•  Coach recipients to become coaches of leaders

signals to the rest of the 
organisation. One would 
expect that top performers 
have been fast tracked (as a 
result of their achievements 
so far), and this communicates 
the message that specific 
focused behaviours are 
encouraged and rewarded. It 
is also important to focus on 
those who have promise as 
‘new shoots’ – who may not 

have much experience, but 
do have the willingness and 
confidence to be included in 
this team. This approach is 
about defining, retaining and 
refusing to dilute standards 
of high performance. We 
believe it will facilitate the 
achievement of goals and 
provides some clear messages 
about how the culture will 
evolve.

Living corporate values in leadership behaviours

Corporate values Behaviours

Being the best •  Seek and challenge to visibly sustain best practice
•  Set stretch goals for self and team
•  Personally commitment to drive improvement

Customer focus •  Quality mindset and following the customer pathway
•  Support those who are customer facing
•  Retain existing customers, reduce migration and win new business

Teamwork •  Demonstrable and high degree of personal motivation 
•  Inspire the team and promote followership
•  Focus on working across silos to speed up value for the customer

Innovation •  Model a bias for action and implement improvements
•  Encourage ‘out of the box’ for creative solutions with others 
•  Take the lead and implement ideas

behaviours which need to be 
installed in the culture of the 
business;

•  Promote ownership in 
problem solving and decision 
making;

•  Seek support at all levels to 
promote ownership and a 
commitment to continuous 
improvement;

•  Use core facilitation skills to 
develop the task and process 
capabilities of people;

•  Commit to regular action 
planning and review of 
progress for those who 
have taken ownership to 
implement recommendations 
and actions.

Organisations have the choice 
to use facilitative leadership as 
a change-management tool, 
and have a number of L&D 
strategies to pursue. They can 
aim to create an elite group 
of leaders based upon using 
the top performers from 
their staff (10–15%). Or they 
could gradually introduce the 
model of manager as leader. 
By focusing on top performers 
(and those who want to 
improve their leadership 
expertise), the enterprise can 
be aware that the quality of 
leadership staff is consistently 
relatively high. 

Choice of leadership
If leadership is to become 
a dominant element of the 
culture, then the choice of 
those participating in the 
programme is critical. Focusing 
on ‘high flyers’ sends clear 
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Assumptions about the 
capability of each applicant 
for leadership should be 
questioned. We use the 
four-quadrant model shown 
in Figure 1, focusing on 
competence and confidence. 
We assess where people 
are currently, in terms of 
the development of their 
role. If leaders are on the 
high confidence and low 
competence quadrant (new 
shoots), we might work on 
supporting them in seeking 
more directive interventions. 
If some leaders fit on the 
low competence and low 
confidence quadrant (question 
marks), then they will be 
required to demonstrate 
substantial progress before 
they enter the process. 
Here they need much more 
structure and to employ 
their motivational skills. The 
‘backbone’ are committed and 
highly competent who need to 
focus on demonstrating their 
social and influencing skills.

Clearly the organisation 
would have to decide on 
criteria to evaluate where 
people would fit in the grid, 
but this approach does help 
clarify the commitment of 
staff to change, and the role 
they can play in this process.

L&D content and process
Using the performance grid, it 
is fairly easy to design modules 
of input of other L&D tactics 
to help take each participant 
towards the top quadrant 
of high confidence and 
high competence. The most 

important skill, we believe, is 
that of making choices and 
being flexible in adapting 
one’s style to different 
situations and circumstances. 

Contingency models help 
in promoting a consultative 
style of leadership. Central to 
this is focusing on learning as 
the first stage in leadership. 
How can one act as leader, if 
one does not understand the 
learning process of oneself 
and others? Focusing upon 
learning and implementing 
that learning through 
behavioural change is a major 
element of any leadership 
development activity.

Measuring progress
Any process for managing 
performance must have a 
method of assessment and 
measurement. Reviews and 
feedback from initial stages 
help in the selection of leaders 
for further work. It is critical 
to develop measures for each 
activity and each stage of the 
process. Systemic learning 
occurs when those who 
initially design the process for 
the whole organisation take 
a step back and incorporate 
the learning of self and others 
into the next iteration of the 
process. It is also important to 
help each leader adopt their 
own means of assessment, 
by which they can appraise 
themselves. 

Imposing a specific set of 
criteria goes against the whole 
philosophy of people taking 
charge and driving their own 
learning. For this reason, it’s a 

good idea to provide typical 
criteria, but let each leader 
tailor their own and document 
these into a learning log. Over 
time, this log will manifest 
itself as their own personal 
development plan, which 
should be a direct input into 
HR development strategy.

Facilitative leadership: 
Aligning with other 
change activities
Leadership is focused on 
improving performance. 
The process will draw some 
very clear associations and 
identify specific cause-effect 
relationships in terms of 
bringing about change. 
Because leadership is measured 
and managed, there are 
some very clear links between 
investment in leadership and 
improved performance. A 
focus on aligning leadership 
with other change initiatives 
is central in gaining credibility, 
and in the leadership culture 
becoming business as usual.

Summary
Leadership can be a very 

powerful process of changing 
an organisation’s culture 
from the inside out, if it 
satisfies certain criteria. 

It has to be a structured 
intervention with a firm 
focus in mind. Leadership 
and development should 
demonstrate some very 
tangible results for the 
business. These results come 
about by using your most 
able people to support 
others in their journey to 
improved performance 
through their own personal 
development. 

If structured well, 
dacilitative leadership is 
a very strong process to 
change behaviours and 
focus on performance issues. 
Developing the leadership 
culture as the norm can very 
quickly create a significant 
shift in the management and 
leadership of the business.

Clearly, the development 
of people is critical to 
performing more effectively, 
and that is the result 
to which this process is 
fundamentally geared.

Figure 1: Leadership performance grid.
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Evaluation of facilitative leadership

Level of evaluation Evaluation

Pre leadership programme planning & 1: 1 
interviews + profiling

• Identify specific individual training needs 
• Profiling feedback

Learning resources available to learners • On-line assessment of materials 
• Monthly assessment of L&D Log

Specific workshops • Immediate impact of learning review 
• Group assessment

Coaching • Individual coaching feedback

Dialogue with peers and boss • Peer assessment process

360 degree questionnaire aligned to company values • Individual feedback on 360

Performance management system • Implement quarterly reviews 
• 12 month appraisal
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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.

Why Don’t YOU  
Join the IMS

what Next?
Contact the IMS for an application form
w:   www.ims-productivity.com
E:   admin@ims-stowe.fsnet.co.uk
t:   01543 266909
*   Brooke House, 24 Dam Street,  

Lichfield, Staffs WS13 6AA

 
• Actively promoting the IMS in your place of work 

•  Encourage colleagues at work as well as  
professional and social contacts to join  
the Institute

•  Refer potential new members to the Journal  
as an example of what the IMS is about

•  Remind potential members of the benefits of IMS 
membership, eg, education system, regional structure, 
recognised professional qualification

•  Up to the minute information via the IMSJournal and 
website professional support

• Undertaking contract/consultancy work


