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Our summer puzzle—
Paraphrases 
 
What phrases or sayings are      
represented by the sentences    
below?  To find the answers, and for 
some lateral thinking puzzles, visit 
our website—
www.nelsonconsulting.co.uk. 
 
1. Emerald from coveting... 
2. Final drinking tube... 
3. To heap abuse upon a wound... 

NELSON CONSULTING 
Jamaica Wharf 
2 Shad Thames 
London  
SE1 2YU 
Tel: 020 7403 1313 
Fax: 020 7407 3513  
Email: nc@nelsonconsulting.co.uk 
Website: www.nelsonconsulting.co.uk 

A very accessible book, well written 
and sometimes exciting!  It tells the 
story of HP from the creation of the 
company by Dave Packard and Bill 
Hewlett and its growth into ‘the best 
outfit on earth’. 
 
We are taken through many of the 
challenges and pressures faced by 
HP, causing them to address the 
fundamentals of the way they did 
business, and finally, the fight to 
merge with Compaq last year.  All 
the information has been gathered 
through personal interviews with all 
the principal characters in the book 
including Walter Hewlett and Carly 
Fiorina. 
 
George Anders gives a penetrating 
insight into the culture that the  
founders established, which, 
through their ‘people oriented’   
management style, created       
enormous loyalty from employees, 
shareholders and customers alike.  
This made Carly Fiorina’s appoint-
ment as CEO more difficult – she 

4. Peruse words below one line but 
above another ... 

5. Understand the cords... 
 
Our website also offers a guide to our 
services, clients and consultants, a 
look at the way we approach our 
work, and the full content of our    
previous newsletters.  We have tried 
to make it as accessible as possible 
and we will be adding even more   
content in the future, including an 
overview of what management     
consultancy really is.  

NEWS AND VIEWS 

 

“The problem is not that there are 
problems.  The problem is      
expecting otherwise and thinking 
that having problems is a       
problem. “ 

Dr Theodore Rubin 

 

“Everything that irritates us about 
others can lead us to an         
understanding of ourselves.” 

Carl Jung 

 

“Never tell people how to do 
things.  Tell them what to do and 
they will surprise you with their 
ingenuity.” 

George S. Patton, American   
military leader 

 

“Some regard private enterprise 
as if it were a predatory tiger to be 
shot.  Others look upon it as a 
cow that they can milk.  Only a 
handful see it for what it really is - 
the strong horse that pulls the 
whole cart. “ 

Winston Churchill 

QUOTES AND  
SOUNDBITES 

wanted to change the company to 
make it more profitable and          
competitive in a changing world.  The 
merger with Compaq, the challenge to 
the time honoured loyalties, the    
behaviour of Walter Hewlett and   
others all make a fascinating story. 
 
One can only admire Carly Fiorina for 
her determination, guts and vision.  
She has fought tough battles and won 
many of them; however, she is not 
superwoman and HP’s fight for     
position in the marketplace continues.  
 
By Sue Nelson 

BOOK RECOMMENDATION 
PERFECT ENOUGH (Carly Fiorina and the reinvention of Hewlett 

Packard), by George Anders 

Published by Portfolio 
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Our website is l ive!  Visit  
www.nelsonconsult ing. 
co.uk to f ind out much 

more about us.    
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EDITION THREE — AUGUST/SEPTEMBER 2003 

ORGANISATIONAL           
EFFECTIVENESS 
By Richard Nelson  
 
An organisation’s ability to serve its 
customers successfully and compete 
with its competitors is critical if it is to 
prosper over time. 
 
No matter how obvious this statement 
may seem, many organisations fall short 
in taking the necessary actions to build 
the probability of success in their favour.  
In the recent past we have witnessed the 
fantasy of the dot-com bubble and the 
foolish alchemy of amateur financial  
engineering at entities like Enron, both 
events driven possibly by greed and  
delusion, as well as the common rash of 
less than value-adding mergers and  
acquisitions. 
 
Following this, probably as a conse-
quence, we have had bear markets and 
pension crises.  The requirement of the 
times suggests the need for leaders who 
can inspire their people and shape the 
context in which their people work to 
facilitate achievement.  Such leaders will 
be people who have an interest in    
leadership itself, an interest in people 
and the human spirit’s desire for fulfil-
ment and an ability to use power for the 
benefit of the whole organisation and its 
stakeholders.  They are unlikely to be 
those who can only have a sparkle in 
their eye when in pursuit of the next deal. 
 
So what must be done?  Clearly, it is 
essential to establish a robust sense of 
purpose and direction and a business 
strategy that will enable the realisation of 
such purpose.  However, the formulation 

(Continued on page 3) 
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♦ Editorial: Focusing 
Achievement 

♦ Lead Article: Organ-
isational Effectiveness 

♦ Employee Morale: 
How to make it work for 
your business 

♦ News and Views: a bit 
about our website, plus 
quotes, riddles and this        
edition’s book          
recommendation.  

INSIDE THIS EDITION 

FOCUSING ACHIEVEMENT 
 
Establishing business purpose and   
direction are essential pre-requisites for 
leading an organisation.  Purpose gives 
meaning to the business’s existence.  
This enables the leader to foster a sense 
of purpose among the organisation’s 
people.  Direction sets out the overall 
means by which the business plans to 
gain success and relate with its stake-
holders. 

Once business purpose and direction 
has been defined, possibly as a Vision, 
the leader needs to provide greater   
clarity with respect to what needs to be 
achieved.  Such clarity can be delivered 
by formulating Strategic Goals or      
Missions.  These are action-orientated 
statements of intent.  Each Strategic 
Goal should specify the action required 
together with their corresponding   
measurable outputs and timeframes for 
completion.  Among other things,     
Strategic Goals can be set for customer 
acquisition and retention, people       
performance, shareholder value and 
profitability. 
 
The Strategic Goals will focus the whole 
business on what needs to be achieved.  
They provide straightforward mental 
clarity that, with the right leadership 
style, can galvanise the motivation of an 
organisation’s people.   

  

EDITORIAL 

“Strategic Goals will focus the whole 
business on what needs to be achieved.”  

LEAD ARTICLE 

If you’d like further copies of this 
newsletter, please ring or email 
us! 

Welcome to the 
third issue of  our 

quarterly 
newsletter! The 

next edit ion of  The 
Column will  appear 

in November/
December 2003.  
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companies using the full range of HR practices, including 
team-working, staff development and employee        
consultation, benefited in two ways: they produced    
significantly more satisfied and productive staff, and they 
were 25% more profitable4.  Yet the creation of a healthy 
psychological contract is a core objective of only half of 
UK organisations5. 
 
Our contention is that, in a highly competitive climate, no 
organisation can afford to ignore the creation of a     
positive psychological contract with its staff as an      
essential foundation for increased profitability. 
 
How we improve employee attitudes 
Firstly, we need a framework within which to do it.  We 
need to ignore quick-fix gimmicks and develop the basis 
for a positive psychological contract. 
 
The psychological contract is the unwritten          
employment contract that exists between employer 
and employee, based on a set of mutual                
expectations of behaviour from both parties.  Trust, 
fairness and delivery are key ingredients in the    
relationship, which is dependent on the behaviour of 
individual managers towards their people. 
 
At Nelson Consulting, we can review your current     
organisational situation, and specifically help you to: 
• Analyse the exact state of the psychological contract 

within the organisation, 
• Identify exactly what employees’ views are on a 
whole range of factors, 
• Develop good management processes and HR 
policies that will address the needs both of           
employees and of the business, 
• Create a management strategy underpinned by      
effective processes which will deliver the attitudinal 

changes needed for performance 
improvement. 
 
Companies who take action will put 
their employees centre-stage in the 
business, and create the conditions 

for real improvements in employee morale.  The HR  
function may then become a true enabler of competitive         
differentiation. 
 
1 Pressure at Work and the Psychological Contract.      
 CIPD 2002. 
2 ICM Observer poll 2003 
3 Hutton 2003. 
4 The Impact of People Management Practices on Business       
 Performance, CIPD 1997  
5 The Work Foundation 2003.   

“...Quote...”   
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By Rod Eames  
The motivation of employees in an organisation is predicated on 
the psychological contract between the two.  In other words,  
employees need to feel they can trust their employer to look after 
their best interests and provide job satisfaction, and also that 
their employer trusts them in return. 
 
What employees are concerned about right now 
In most companies, the state of the psychological contract is 
positive, but there are forces which threaten this.  Firstly, there 
has been a dramatic fall in levels of employee trust, largely due 
to the negative effects of Enron and the ‘fat cat’ earnings gap.  
The BA ground-crew strikes demonstrated the problems inherent 
in using increased management control rather than creating a 
climate of trust, which cost BA about £30 million.  A recent sur-
vey1 by the Chartered Institute of Personnel and Development 
(CIPD) found that 38% of all employees “trust senior manage-
ment only a little or not at all to look after their best interests”. 
 
Secondly, the Work Foundation, a leading analyst of the modern 
workplace, has charted a long-term decline in levels of employee 
morale, and the CIPD has found “a long-term trend of declining 
employee satisfaction at work”. 
 
Thirdly, we are putting in longer office hours than anyone else in 
Europe2, a trend which almost half the workforce sees as     
damaging to health and well-being. 
 
Why these trends are happening 
Commentators have noted a return to a “New Taylor-
ism”3, after Frederick Taylor’s early 20th century    
theory of work organisation that breaks jobs into    
narrow and repetitive tasks.  Because managers are 
under pressure from shareholders to hit performance 
targets, they are increasingly investing in ways to 
check up on their staff and ensure that they are putting 
in the hours.  This is particularly true where the organi-
sation is losing business.  Though 
understandable from a business 
point of view, the effect on       
employees is to raise their levels 
of dissatisfaction and stress. 
 
Should we be worried about them?  
These four elements of reduced trust, morale, satisfaction and 
increased levels of pressure are damaging UK business perform-
ance.  This may seem an unduly pessimistic statement to make, 
but we all know about the impact that de-motivated employees 
have on customer service, and of the challenge of retaining 
highly talented workers in a negative work environment. 
 
In addition, the research clearly demonstrates a powerful link 
between employee attitudes and business performance.  A study 
by the Centre for Economic Performance showed that           

EMPLOYEE MORALE: How to make it work for your business. 

“We need to ignore quick-fix gimmicks 
and develop the basis for a positive                

psychological contract.”  
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of strategy is less likely to be the cause of failure than its 
inadequate implementation.  The focus now needs to be 
on the generation of profitability through people’s innova-
tion and development of new ideas.  In many sectors, the 
scope for further performance improvements from cost 
reduction now risks cutting beyond the fat 
into the muscle of businesses’ capability to 
deliver customer satisfaction. 
 
If people are to be the source of new ideas, 
it will be vital for them to be aligned to the 
purpose and direction of the business.  But 
this requires more than a strategy and a 
willing workforce.  It also requires the     
organisation structure, the operating     
processes and systems and the 
culture to be aligned with the 
people to realise purpose and 
direction.  Effectiveness, the  
ability to maximise results in the 
competitive external environment, 
arises when all these             
organisational domains are in alignment. 
 
In leading an organisation to realise its aspirations, it is 
critical for the leadership to relate current reality to the 
vision of the future.  This is both an inspirational activity 
and a task of reason.  People need to believe that the 
ambitions for the future are possible if not probable.  For 
managers to be effective as leaders they must engage 
their people in both the shaping of the vision of the future 
and an analysis of the organisation’s current reality. 
 
Of course, some of the analysis is classic stuff.  Many 
organisations have invested in studying the external envi-
ronment.  Environmental scanning, market research and 
the analysis of the forces and pressures that mould the 
external context in which the organisation has to operate 
are among a number of techniques. 
 
In order to foster the development of people’s commit-
ment to the vision, the analysis of current reality needs to 
examine the organisation itself as well as the external 
environment.  It is important that the organisation’s      
capability to deliver satisfaction to its customers and build 
competitive advantage is comprehensively examined. 
 
Nelson Consulting recommends the use of its Model for 
Organisational Integration as a framework for analysis.  
This Model treats the organisation as an open system, 
which interacts with external forces and pressures:     
competitors, legal requirements and social trends among 
others.  Inside the organisation, the major domains of 
organisation structure, processes and systems, culture 
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and people need to be assessed in terms of their alignment 
to business purpose and direction. 
 
Executives, managers and at least a sample of employees 
can be involved in the analysis of current reality in relation to 

the business’s desired competitive position.  This 
position will be articulated by any stated vision of 
the future, strategic goals and business strategy.  
Using Nelson Consulting’s Organisational        
Effectiveness Questionnaire*, a gap analysis 
between current reality and the desired competitive 
position is delivered for each domain. 
 
This gap analysis is the basis of an action plan for 
change.  However, the action plan cannot be     
implemented at once.  Obviously, management 

must ensure ongoing operations continue 
to generate profitable revenues.  Equally 
important is the need that the develop-
ment activities identified in the action plan 
are implemented in a phased and logical 
sequence, possibly over a significant  

period of time, months to years depending on the workload.  
This timing issue is critical.  To enable organisational      
effectiveness, managers and employees have to understand 
and respect the process and timetable for implementation.  
In any event huge, so-called change programmes are often 
indigestible and get abandoned. 
 
Typical actions may involve developing a Strategic and   
Cultural Framework to integrate vision, strategic goals,  
performance measures, guiding principles and competen-
cies.  The organisational structure may also need some  
refinement, simplifying reporting lines and clarifying         
accountabilities with respect to the new business             
imperatives. How to deliver information to enable speedy 
and quality decisions at the sharp-end for the customer will 
be an important focus of process/system improvement. 
 
This work will need to be augmented by ensuring that    
managers have an updated performance management     
process as a vehicle to implement the new business strategy 
in a consistent way and within agreed budgeted resources 
throughout the whole organisation.  Communication, both 
briefing and seeking feedback about understanding is also 
crucial to building commitment.  Education and training are 
likely to be high priorities in embedding an understanding of 
the current reality and how capability will be developed to 
realise the vision of the future.  New knowledge, skills,    
behaviours and attitudes can be acquired to ensure that the 
direction to meet the strategic aspirations of the business is 
followed and success is achieved. 
 
*The Organisational Effectiveness Questionnaire is founded on the 
Model for Organisational Integration. 

“...it is critical for the leader-
ship to relate current reality 
to the vision of the future.”  


