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Summary
One of the major challenges for all organisations is the need to reduce psychological
presenteeism. This costs organisations a lot of money – a conservative estimate is 1. 5 times the
combined cost of sickness absence and attrition. The effect of psychological presenteeism goes
wider – it impairs the capacity of organisations to be resilient against internal and external
pressures for change, making such organisations vulnerable to decline and extinction.
Psychological presenteeism results in under performance of the workforce and the organisation.
Psychological presenteeism occurs when people come to work but under perform as their
attention is diverted away from focusing on their work. It is concentration that is central to
performance and which requires nurturing. Nurturing requires a culture that provokes
psychological wellbeing, combined with manager behaviours that provoke commitment and
trust, alongside the elimination of impediments to performance, such as poor computing
systems, together with strengthening personal resilience. The combination of these inputs to
the workplace will result in improved performance through heightened psychological wellbeing
of all staff.

Background
We live in a time when there is more stress being recorded, and psychological presenteeism is on
the increase.
This damages the capacity for organisations to remain resilient against internal and external
pressures for change. It increases the costs of under performance, which are generally
estimated as 1. 5 times the combined costs of sickness absence and attrition. It makes economic
recovery more difficult to achieve as the workforce continues to under perform. And it makes
life a misery for the workforce.
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The workplace should provide everything that individuals need to feel success and happiness.
The workplace should be so supportive of the individual that each runs to work with an
enthusiasm for working that elevates performance beyond mediocrity, into the realms of
sustained peak performance.
This paper is aimed at leaders and managers who recognise the spiral of under performance and
wish to reverse their fortunes and head towards peak performance.
The focus is on psychological wellbeing leading to peak performance. The ingredients are
commitment and trust between leaders, managers and their staff. The outcome is lower
psychological presenteeism and high performance from the workforce as a whole.
The approach is systemic, involving changes to culture, behaviour, rules, processes and personal
capacity for resilience. All elements need addressing.
The outline for this paper is below.
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Problems
Problem No 1 – organisational groupthink
All formal organisations are established for a purpose. To set up a formal organisation requires a
good idea, a lot of energy and determination. There is little point in setting up an organisation to
under perform, yet this is what happens sometimes.
Under performance normally arises from technical failures such as poor market research, poor
marketing and poor products and services. There may be under investment, and a lack of
cashflow, combined with an over optimistic expectation that sufficient income will arrive in time
to fund the continuation of the organisation.
Under performance also occurs when the workforce is incapable of focusing on the tasks needed
to make the organisation successful.
People with degrees of stress will have their mind diverted and not be in control of their own
mind. When this happens there is often a knock on or ripple effect that means more people are
sucked into under performance because of the experiences of one or two of the workforce.
Psychological distress doesn’t simply happen. It occurs most frequently in response to oneself,
events and other people. In formal organisations, the workforce and the organisation is
controlled – organisations are controlled communities – and, therefore, the events and behaviour
of others, and oneself, are in the control of the controllers – the managers. Managers represent
the organisation. It is they, therefore, who have an obligation to ensure that the organisation
performs at its best.
Organisational groupthink occurs when a group of people, such as a group of managers,
continue to think their way is the best way despite evidence to the contrary. In relation to
achieving peak performance, traditional ways of managing people in a command and control
style does not bring the organisational flexibility nor workforce engagement that is needed for
peak performance. The evidence is clear. For people with cognitive jobs the processes that
produce strong engagement in their work enables organisations to be flexible and adaptable to
internal and external pressures for change, and this makes them more resilient against
challenges to survival.
To build corporate and personal resilience requires groupthink to be dismantled in favour of open
mindedness and a greater focus on the triggers that make people feel well about themselves and
their work.
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Problem No 2 – the workforce isn’t often at the centre of corporate strategy.
In a typical formal organisation the organisational amnesia extends to forgetting that the
workforce is central to everything that happens within the organisation. Experience shows that
Boards have a greater interest in activities that can be more obviously measured and
manipulated than the workforce. The workforce is, of course, people, and we seem to have an
adverse interest in a collection of people, such as a workforce, compared with our interest in
individuals. This is a major problem for organisations because a workforce that isn’t central to
everything is going to find itself performing at the mediocre level rather than at the top end of
possible performance.
The relationship between managers and the workforce is, often, dislocated, with any workforce
challenges being dealt with by workforce specialists – Human Resources, Occupational Health,
Employee Assistance Programmes, Absence Management Services.
What needs to happen is that workforce challenges should be dealt with by managers, and it is
they who should be the workforce specialists.
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Placing the workforce at the centre of corporate strategy will open up the opportunity to ensure
the workforce feels valued, involved, engaged – all ingredients that provoke people to feel
psychologically well.
A focus on provoking the workforce to feel psychologically well produces the results that can
elevate the organisation to the top end of performance. Mediocrity is no longer an option, as
mediocrity doesn’t arise. It is replaced by a workforce that is energised to succeed and perform
well; one that is strongly engaged with the organisation and their work; one that contributes to
corporate resilience – a corporate attitude that is sufficiently robust to tackle internal and
external challenges without a diminution in performance.

Problem No 3 – psychological presenteeism
Psychological presenteeism is the term used to describe people who attend work (present) but
whose concentration on work is diverted. This can be due to any number of reasons, from wilful
determination not to work (laziness), being bored, having too much to do, suffering from some
physical illness that interferes with concentration, to being bullied.
The costs of psychological presenteeism are enormous. A conservative estimate places the costs
as being twice that of sickness absence and staff turnover (attrition).
Psychological presenteeism may, also, be due to psychological distress. Stress is a term often
used to describe anyone feeling uncomfortable, on edge, nervous, or mildly depressed.
A definition of stress is provided below. It is an extreme psychological response to events and
people, and if not brought under personal control, can lead to some very nasty physical
conditions.
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Stress is idiosyncratic; one person’s stress may be another person’s stimulus. Because of this
variation in what stress means to individuals it may be useful to describe stress as being at the
wrong end of a continuum of sensations.
In this continuum is pressure – a stimulant in so far as pressure remains within personal control; if
not we may deteriorate to tension – which is also a stimulant because we want to get rid of the
sensation which makes us feel uncomfortable. Tension sometimes results in headaches, for
example. If we cannot get rid of tension we may deteriorate into strain. Strain occurs when we
think of the cause of the strain and this causes a conflict between knowing we have to complete
a task but cannot because our concentration is diverted by something else. If this goes on for
some time or has the characteristics of a drip, drip effect or is an intensive one off experience
that cannot be brought under personal control quickly we may deteriorate into stress. The
sensations of stress are bad. Memory loss, muscle spasms, feeling sick, dizziness and other
features tend to make us want to lie down and do nothing. People with stress often go home
sick, as dealing with anything becomes a nightmare.
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People who come to work but experience tension and strain are most likely to be under
performing as their concentration is impaired by the need to think about what causes the tension
and strain. For those with stress the same experiences occur but with greater intensity, often
resulting in people wanting to escape the situation that causes stress.
Those remaining in work, being present, but not concentrating, are under performing, and are in
that group of workers described as experiencing psychological presenteeism.
In a hypothetical journey through stages of working experiences we are aiming to achieve a
workforce that is strongly socially engaged with their work and their organisation. Social
engagement is characterised by vigour, absorption and dedication to work and the organisation,
and produces an energy that provokes a high sense of personal achievement and success.
Other forms of engagement can have short lived feelings of a similar kind, such as economic and
loyalty engagement, but social engagement manages to maintain a constant high level of
performance because the engagement feeds the self interest of individuals in many different
ways. It is, however, more complicated to achieve than say, economic engagement, which is
based on pay, conditions, bonuses, club memberships and other perks as well as wider economic
considerations such as schooling, housing and commuting to work. Social engagement is based
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on commitment and trust, both of which require managers, in particular, to behave in ways that
produce such feelings in others, and within a culture that provokes commitment and trust
between everyone in the organisation. The ingredients that produce commitment, trust and
engagement appear as green in the diagram below.
What often happens at work is that the culture and manager behaviours produce a different
experience for the workforce than commitment, trust and engagement.
They produce an environment where the workforce is easily diverted away from focusing on their
jobs and tasks, and produce psychological presenteeism.
Those workers who experience psychological presenteeism and who cannot restore control over
their minds may deteriorate further and want to escape from that particular workplace. This
desire to escape is influenced by the opportunities that escape provides. In a society where
alternative jobs are scarce the desire to escape from one job may be tempered by the knowledge
that other jobs don’t exist. This has the impact of increasing the number of people not moving
from jobs and the consequential amount of psychological presenteeism, and raises the levels of
under performance. In a recession this makes economic recovery more challenging, further
limiting job opportunities where individuals might thrive, and perform at their best; instead it
creates a cycle of decline.
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Problem No 4 – adopting the least effective strategy of change and improvement
Imposing change is not perceived as a problem by many, but the strategy of imposition involves
several features that go in the opposite direction to those needed to improve psychological
wellbeing and performance.
The strategy involves someone or a group who exercises ‘power’ over others, and imposes
change on them. This is a typical feature of an oligarchy that invests ‘power’ in individuals or
groups. This would seem to be a root cause of disengagement as very few people like being
imposed upon or told what to do that has an impact on their working lives. For the strategy of
imposition to work there is either a strong coercive element or a strong sense of commitment
and trust between the followers and leaders.
Where there is a coercive element the threats that are implied are threats to personal success
and happiness, the proxy for survival. This often involves threats to security such as maintaining
a job which maintains an income which maintains survival. Why this works is because it enables
the individual to accept a form of ‘learned helplessness’ or victim state where personal decisions
cannot effectively be taken without compromising the opportunity for survival. For a lot of
people this is ‘good enough’ and they comply with the requirements of those in ‘power’. The
deficits lie in the level of performance, which is generally mediocre and can pose risks in those
workplaces where concern for other people is at the centre of their job – Care Homes, for
example. There is, also, the risk that people who are not engaged become bored and can be
disruptive to others.
In the absence of trust and commitment, this strategy generally requires a number of different
checks and balances to ensure that individuals operating under this regime comply with what is
required. An industry of regulation and inspection grows prosperous under such a regime.
Their impact is limited in producing high performance, as the approach does not address some
fundamental aspects of how to engage people to perform at their peak.
The strategy of imposition may, also, work where there is strong commitment and trust between
the workforce and their leaders and managers. It is rare to find imposition being adopted in a
workforce with strong commitment and trust between managers and staff. Where it does arise
is in workplaces that invest heavily in developing close professional relationships, and where the
jobs have a cognitive element to them, so that individuals understand the need for imposition
under certain circumstances. An Army patrol may be told what to do, but a large part of training
emphasises the inter-relationships between soldiers as being essential for survival, thereby
building trust and commitment. Imposition is, therefore, seen as a positive contribution to
survival, but only under specific conditions.
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In general terms, where the workforce has cognitive jobs, the strategy of imposition doesn’t
speak to the triggers that produce high performance.
Those with cognitive jobs produce high performance when they feel responsible for their own
work, and where the organisation provokes the workforce to be stimulated into feeling
psychologically well. This, generally, requires the strategy of conviction which stimulates the
workforce to rise to challenges by feeling they own the problems for which change is a solution.
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Solutions
The solutions to the problems are grounded in the link between psychological wellbeing and
performance and the existence of commitment and trust between people at work.
Psychological wellbeing
Put simply, if you feel psychologically well you will perform better than if you feel psychologically
unwell. Feeling well is idiosyncratic and may have little to do with your health. It will have
everything to do with how you think you feel in relation to the features of your life that make you
feel successful and happy – all highly subjective terms, but, nevertheless, hugely influential on
how we perform. Feeling well is, also, about the absence of anxiety, the feeling that you have
control of your mind, and the ability to achieve things – self efficacy.

Ingredients of psychological wellbeing will be different for everyone, but, in general terms the
two main contributions are:



Having a purpose in life, and
Feeling well.

The general ingredients that influence how we feel are in the diagram below.
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Not everyone will have the same ingredients. Finding out individual significant ingredients
requires an intense self discovery process that involves listing everything that is important to the
person, such as money, security, safety, family, partner, friends, community, animals, health,
challenge, knowledge and so on, and then challenging oneself as to the extent to which the
specific feature fulfils their success and happiness.
Personal standards have a particular significance as they are based on personal values which, if
correctly discovered, are our drivers. They represent our self interest, as they are closest to our
understanding of what makes us feel success and happiness. The things we do that are closest
to our drivers provide us with a sense of comfort, energy, excitement, enthusiasm and
motivation.
In seeking solutions to the problems we need to provide triggers for individuals to feel well
psychologically. Because of the idiosyncratic aspect of psychological weelbeing, we have to find
some common threads that apply to the majority of people, and then provide triggers that
provoke the majority to feel well.

Performance
Performance, in this context, is the ability to concentrate – to complete a task without deviation,
repetition or hesitation. Performance is about focus, and in the workplace, the focus is on the
work, the tasks and the job.
Other inputs to performance are well established – skills, knowledge and experience. Without
the capacity to concentrate, however, the application of skills, knowledge and experience,
becomes diluted, and, therefore, leads to under performance when set against the bar of high
performance resulting from focused concentration.
There is no commonly accepted duration for concentration, this being another idiosyncratic
feature, but a ‘rule of thumb’ might be that creating the capacity to concentrate for 50 minutes in
every hour will elevate performance significantly. However, there has to be a break after 50
minutes to enable the mind to rest by doing other things before embarking on another 50
minutes of concentrated effort.
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For us to concentrate we have to feel well, and ensure that any interferences to concentration
are eliminated. Our performance is enhanced by our capacity for focused concentration, which,
in turn, is heavy influenced by how we feel.
Eradicating psychological presenteeism results in high performance
The systemic processes involved in the eradication of psychological presenteeism are the same
that produces commitment, trust and engagement between people at work. Commitment and
trust can only exist where people feel psychologically well in the company of others at work.
So the processes of eradicating psychological presenteeism do not simply restore the workforce
and organisation back to a previous level of performance, they provide the means for achieving
peak performance.
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The steps to be taken to eradicate psychological presenteeism and provoke high performance
are found in The Wellbeing and Performance Agenda.

The Wellbeing and Performance Agenda
The Wellbeing and Performance Agenda is designed to help implement a change in the
performance of the workforce by using the strategy of conviction.
The bar is high. I am looking to help people achieve and sustain their peak performance.
This requires a combination of creating the environment that provokes peak performance with
the resilience of the workforce to achieve peak performance. The symbiotic link between the
organisation and the individual is essential for peak performance to be realised and sustained.
The overall approach to achieving peak performance is systemic. No single element in the
agenda will compensate for another, so each has to be implemented.
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Agenda Item 1 – where does wellbeing and performance fit into the
scheme of things relating to the management of stress at work?
Most organisations will have responded to the HSE Management Standards and now the PAS
1010 on Psychosocial risks. This may have influenced to formation of a strategy for stress
management.
Often, such a strategy is developed outside mainstream general management by HR specialists,
Health and Safety practitioners, and Occupational Health specialists.
It is necessary to embed the wellbeing and performance of the workforce at the centre of
corporate strategy, so that everything that is decided in relation to the survival and development
of the organisation is reflected in enhanced psychological wellbeing of the workforce.
A focus on the wellbeing and performance of the workforce is a focus on the primary prevention
of psychological distress at work.
This may represent a large shift in thinking for many organisations that have developed their
strategy on managing stress. To me, this is too late. There is everything to be gained by
preventing the events and behaviours that cause stress from occurring in the first place.
Essentially, the prevention of stress is a matter of good management and leadership, as they are
the controllers of the workplace, and have both the authority and responsibility to fulfil the
obligation that all organisations should perform at their best.
A strategic framework for the prevention and management of psychological distress may help
guide the leaders and managers towards a primary prevention strategy. A strategic framework
is presented below:
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There are five strategic purposes:
1. To prevent events and behaviours that cause distress from occurring in the first place
2. Once someone is identified as being at risk or experiencing distress, to prevent their
deterioration
3. To restore, those with distress, back to their normal level of independent life and beyond
4. To restore people with chronic distress by maintaining the highest level of quality of life
for as long as possible
5. To sustain a culture that prevents events and behaviours causing distress.
The Wellbeing and Performance Agenda is the implementation steps of the Prevention, and the
‘Next Generation’ strategies.
It could be said that the data measuring the Prevent Deterioration, Restoration and Palliation
strategies reflect how well or poorly the Prevention strategy is being implemented.

Agenda Item 2 – what is the cultural framework for implementing
wellbeing and performance at work?
Having located wellbeing and performance firmly in the primary prevention strategy I now turn
to the framework for implementing wellbeing and performance at work.
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There are four elements to this framework:
1. The creation and maintenance of a culture that provokes wellbeing and performance
2. The behaviours that leaders and managers should adopt to provoke wellbeing and
performance
3. The impediments to wellbeing and performance that should be eliminated
(Lifestyle@Work)
4. The strengthening of personal resilience so that individuals can optimise their
opportunities to achieve peak performance through feeling psychologically well.
The framework is presented below:

Each strategy in the framework inter-connects with each other so that the whole is greater than
the sum of the parts.
It is unrealistic and silly to expect that a very resilient individual can sustain peak performance in a
toxic culture, yet many organisations prefer to strengthen resilience than change the culture,
thereby limiting the impact of resilience training on improving performance.
Leadership and management style are closely linked to culture, as culture is heavily influenced by
the behaviour of leaders, particularly the most senior leaders.
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Leadership and management style are linked to Lifestyle@Work issues as they have the authority
and responsibility, together with the obligation, to ensure all organisations perform at their best.
So, poor support systems, poor office design, poor nutrition and the inability to take exercise, are
among those elements within the control of leaders and managers and can be arranged in ways
that provoke wellbeing and performance rather than inhibit it.

Agenda Item 3 – how do we get started after this?
A action to get started is to form a small team of staff (managers and others) to act as a steering
group for the Implementation of The Wellbeing and Performance Agenda.
This group will need facilitation.
The group can decide the overall strategic frameworks – starting with the strategy for managing
stress (Item 1) and moving forwards to the strategic framework for Wellbeing and Performance
(Item 2).
At this point it may prove useful to consider a Charter for the organisation as a whole.
Successful Charters are those that contain the realistic idea of how the organisation should
function, and are used by leaders and managers as the template for most of their leader and
manager meetings, adding other agenda items as required.
The following is a Charter devised by me from studies into the most successful organisations
around the Globe.
Such a Charter may be used to train everyone in the behaviours and cultural expectations of the
organisation, as well as providing a corporate expression of how the organisation should present
itself. It provides the ‘hymn sheet’ that everyone follows.
The performance of leaders and managers may be assessed against the Charter.

Derek Mowbray’s Charter for
Wellbeing and Performance at Work
All leaders, managers and employees have a right to expect from their organisation:


A clear, unambiguous purpose, expressed as a simple ‘big idea’; an idea which the workforce can
relate to closely, and which they feel justly proud to talk about with friends, relatives, clients and
customers.



A working atmosphere of resilience and confidence; one where all leaders, managers and
employees demonstrate openness about the organisation, its current and future state, openness
about themselves, about their expectations of each other, about their support and
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encouragement for each other, and demonstrate this resilience and confidence to clients and
customers.


A culture that provokes:
 shared responsibility for the organisation and its success;
 high level performance by facilitating focus and concentration on work;
 structures that are flat and simple to understand;
 exposure of ‘Elephants in the Room’ and their resolution;
 unsolicited and independent thoughts and contributions;
 institutionalised learning;
 fairness between leaders, managers, the workforce, clients and customers;
 everyone to behave respectfully towards each other;
 everyone to acknowledge and value each other’s views and opinions;
 team working that encourages mutual support,
 where anything is debated without a hint of humiliation being felt by anyone,
 where the critique of the individual and team is welcomed, discussed, and
 where lessons are learnt and implemented.



Leaders and managers who are:
 attentive to themselves, to other managers, the workforce, clients and customers;
 able to share and encourage responsibility for the organisation and its success;
 trustworthy, reliable, open, and consistent in their behaviour towards others;
 able to provoke commitment, trust and social engagement in others;
 able to facilitate concentration, challenge, critical appraisal, encouragement and enthusiasm
in others.



A workforce that:
 ‘goes the extra mile’, by offering unsolicited ideas, thoughts, and stimulus to managers,
colleagues, clients and customers;
 offers a service that is more than expected, demonstrating attentiveness and personal
commitment in the interests of managers, other staff, clients and customers;
 grasps opportunities for personal development through new challenges, acquisition of skills,
knowledge and experiences;
 Is driven by the desire for personal success and happiness – intellectually, financially, socially
and emotionally.

Agenda Item 4 – what’s involved in implementing the Charter?
The framework to implement the Charter includes items in the Charter itself and other items that
relate directly to the outcomes the charter is intended to achieve.
Below is the framework for implementing the Charter, and for implementing wellbeing and
performance at work.
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The framework is the Mowbray Corporate Resilience Development Framework and contains all
the ingredients and headline actions required to create and sustain a psychologically healthy
organisation, and a workforce that achieves peak performance by enhanced psychological
wellbeing.
The descriptions that follow include management standards for a healthy organisation. These
provide the purpose for each standard, and their contribution to creating and sustaining
commitment and trust, the cornerstone of wellbeing and performance.
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A clear unambiguous purpose – ‘big idea’
The standard:
To express the purpose of the
organisation in a way that powerfully
influences the workforce to feel proud to
be associated with it.

A purpose for this standard is to improve
commitment, trust and engagement by identifying
the true purpose of the organisation and to
providing the foundation for a healthy organisation.

 The description of the true purpose should
instantly convey to all employees, clients and
customers what the organisation is all about and
To express the purpose in a way that
why it exists.
stimulates managers and employees to
 The purpose needs to be succinctly
talk glowingly about the organisation
expressed as a ‘big idea’ – a concise statement that
amongst their friends.
should embrace the uniqueness of purpose,
To express the purpose in a way that
drawing a distinction between it and its
customers and clients can instantly relate
competitors.
to its purpose.
 The unique expression of purpose as a ‘big
idea’ is closely aligned to the thinking behind
producing a brand, a logo, or succinct marketing statement.
 The expression of the true purpose as the ‘big idea’ has a powerful effect on the
commitment of staff to the organisation.

A clear and unambiguous purpose provokes commitment and trust in the workforce, provides
them with a personal purpose, and is the reason for the existence of the organisation.
Tying in the purpose of sub organisations such as units, departments and teams is an exercise
that aims to ensure the whole is greater than the sum of the parts.
Purpose should be expressed in outcome terms – what do we expect as the outcome from
providing the organisation?

Architecture
The standard:
To ensure that the organisation architecture is
as flat as possible.



A purpose for this standard is to improve
commitment by promoting structures that
facilitate engagement by managers and
employees in the decision making processes
that affect them directly.

Structures delineate functions and relationships, and provide a map for decision making.
Normally, organisations will have three distinct types of decision making:
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 Policy decisions, including strategies.
 Administrative decisions that translate policies and strategies into actionable
activities.
 Executive decisions that take action and deliver the products and services to
customers and clients.
For each type of decision making there may be a broad range of inputs to arrive at
decisions. There will, also, be mechanisms for taking action arising from decisions.
The flatter the structure the more involved will be the people who provide inputs and
take action arising from decisions. This increases the range and, possibly, quality of
information in the decision making process, as well as a greater understanding of the
implications, reasons and challenges to implementation.
The opportunity of involvement of as many people as possible in decision making
increases commitment, trust and engagement, which leads to stronger wellbeing and
higher performance.

The organisational structure is a map of relationships between people with different functions.
It is not unusual in smaller organisations for a single person to undertake all three functions. In
larger organisations, individuals with specific skills will occupy the three functions.

Rules
The rules are the means by which the culture is cascaded throughout the organisation, and the
means by which the organisation is supposed to be managed.
The following rules have a direct impact on commitment and trust and, if implemented
appropriately, lead to strong engagement, resulting in a healthy and resilient organisation.
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Vision
A purpose for this standard is Organisations

The standard:

that have a vision for the future are more
resilient than those which don’t, as the
To develop a long term idea of where the
expression of a longer term vision helps to guide
organisation should be heading.
shorter term plans to something aspirational in
the future. A longer term vision, also, helps to
reduce the impact of short term diverting events, because the focus is on the achievement of a
longer term aspiration, placing shorter term diversions into a different context.
Identifying a vision will, also, assist with understanding the need for changes along the way.
Change is an essential aspect of survival, but needs to be managed in a manner that doesn’t
provoke distress. Identifying the needs for changes to achieve the vision helps to place short
term changes into a long term context.

Values
A purpose for this standard is to improve
The standard:
To adopt core organisational values which
align with the values of the workforce.
To use these values as standing items on the
agenda of Board and Manager meetings
throughout the organisation for aiding
ethically challenging decision making and for
monitoring wellbeing and performance of the
organisation and its workforce.
To regularly review the core values to test their
relevance and continued alignment with the
values of the workforce.







wellbeing and performance by identifying
and using core values to drive the
organisation forward to success.
 Values are the core drivers for
organisations and individuals.
 Taking decisions in certain ways may
be
attributable
to
core
values.
Organisations that keep to their core values
in difficult times show features of strong
resilience.
 Identifying corporate core values
takes time and requires constructive
challenge to establish their reliability and
validity. The number of corporate values

will be low – about 4 or 5.
Corporate values need to be closely aligned to the values of the individuals in the
workforce. This fosters commitment and trust with the organisation, and strengthens
engagement between the workforce and their workplace.
Corporate values should be working values. They should inform decision making at all
levels, and guide the developments in products and services. They should help with
ethical decisions that may be required, and should be regular items of Board and
Manager agenda throughout the organisation.
Core values should be re-assessed and reviewed regularly to ensure their relevance and
effectiveness in producing high performance.
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Corporate values need to be those values that drive the workforce towards achieving the
purpose of the organisation as a whole.
Corporate values represent the corporate culture that should influence the ways in which
everyone behaves towards each other.
Corporate values should become the agenda items for every manager meeting in the
organisation.

Culture
A purpose for this standard is to improve
The standard:
To establish a positive working culture
based on commitment and trust between
managers and staff.








wellbeing and performance by setting the tone
for the organisation, and its corporate attitude
towards staff and customers.

 A culture that promotes wellbeing and
performance amongst its staff, based on
commitment and trust, will produce a healthy organisation, strengthen corporate
resilience and avoid costs associated with stress.
A positive work culture will nudge managers and staff to exhibit behaviours that
encourage, motivate, stimulate, innovate, adapt and support the growth and
development of the organisation and its people.
A positive work culture is driven from the top – the Board of Directors. Top managers
are role models, and their behaviour is copied by other managers at each level, infiltrating
every aspect of the organisation.
A positive work culture is almost instantly recognisable to the outsider by the attentive
and interested behaviour of all staff towards each other and their customers or clients.
The elements that form a positive work culture are described throughout these
Management Standards.

Culture is the symbols, behaviours, and rules that influence the actions of everyone in the
organisation.
Establishing a culture that promotes corporate and personal resilience requires consideration of
the items in the table below.
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Strategy
A purpose of this standard is to improve
The standard:
To place the psychological wellbeing of
the workforce at the centre of
corporate strategy.


















wellbeing and performance by placing the
psychological wellbeing of the workforce at the
centre of corporate strategy.


Corporate strategy often involves
strategic thinking and planning of the topics in the
outer ring of circles in the diagram below.
At its core, however, should be the wellbeing and performance of the workforce, as
the workforce is critical to the success and prosperity of organisations
Pursuing actions for a healthy organisation and workforce is a positive process of
thriving.

The focus for a workforce corporate strategy is the link between psychological wellbeing
and performance. People who feel psychologically well have the mental energy to
perform at high levels, as they have the opportunity to concentrate intensively on their
work. Concentration is key to performance. Individuals with all the appropriate skills,
knowledge, experience and talent required to complete a job will fail to perform unless
they can concentrate intensively, and without mental distraction, on their work.
Concentration, however, comes in relatively short bursts. There isn’t a common period
that people can maintain their concentration, but managers need to understand that
short and frequent breaks help with concentration.
A framework for a workforce corporate strategy, that includes helping people with
stress, is below:
Prevention – the primary prevention of psychological distress achieved by promoting the
culture, rules and behaviours that produce commitment, trust and engagement of staff
with their organisation.
Prevent deterioration – the immediate intervention of services to prevent the
deterioration of anyone suspected to be under performing due to pressure, tension,
strain or stress.
Restoration – the restoration of people suffering stress back to their normal level of
independent lives and beyond.
Palliation – the maintenance of the highest standards and quality of life in those with
chronic stress, knowing they will not be restored and knowing they shall continue to
deteriorate.
Next generation – the continuous application of measures to achieve the primary
prevention of psychological distress.

A corporate strategy that places the workforce at its core is one that focuses on the promotion
of wellbeing and performance.
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Recruitment
A purpose of this standard is to improve
The standard:
To ensure that all appropriate candidates feel
they are personally treasured by the
organisation.
To ensure that the recruitment process
stimulates commitment, trust and
engagement between the candidates and the
organisation.








commitment, trust and engagement.
Recruitment is the start of the process of
building commitment, trust and engagement
between new employees, managers and the
organisation by ensuring the expectations of
the employer and all the candidates are
closely aligned.

 Recruitment is the process that seeks
to effectively marry contrasting expectations
– the expectation of the organisation in relation to the job, and the expectation of the
candidates in fulfilling their role in the job.
Candidate expectations often include thoughts beyond the job itself - about the future,
about their security, about a fresh start, about building on the past, moving house and
many other considerations.
Recruitment is expensive. Inappropriate recruitment is more expensive in wellbeing and
financial terms, as an inappropriate or unsuitable appointment will under-perform over a
long period of time.
Recruitment is a commitment by both parties to a future.
The recruitment process provides the launch pad for continuous psychological wellbeing
and performance. The process itself should be a demonstration of how the organisation
promotes wellbeing. It is the start of the commitment process that should never end.

Clarity of job purpose
A purpose of this standard is to improve
The standard:
To ensure that all employees clearly
understand their own job, how it fits with
other people’s jobs and how it contributes
to the organisation.
To induct the employee into the tasks that,
when combined together, achieve the
overall expectation for the job.



wellbeing and performance.
Clarity of job
purpose continues the process of encouraging
commitment, trust and engagement, by
explaining the unique contribution, and value,
the job holder is going to make to the
organisation as a whole.

 Clarifying the purpose of a job also has
the purpose of eliminating ambiguity – a known
stressor – and to provide the baseline
expectations against which performance may be judged.
Managers need to engage with employees to explain clearly what a job is all about.
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Staff should be encouraged to think for themselves what a job is meant to achieve and to
obtain agreement with their manager. Newly appointed employees should not be left to
rely on finding out what the job is about from predecessors or colleagues, as those
arriving into a new environment should be thinking of the future and how he/she can help
to shape that future through the way in which the job is undertaken.
Managers need to encourage employees to use their personal discretion in developing
their job. This assists with developing commitment and trust, as it implies that the
employee is valued sufficiently to work on their own initiative.

Job challenges
A purpose of this standard is to improve
The standard:
To stretch managers and staff by offering
them periodic challenges within their
assessed capabilities.

commitment and engagement. Job challenges
stimulate the acquisition of new skills,
knowledge and experience, which, in turn,
consolidates commitment by staff to the
organisation.

To offer support to help managers and
staff rise to the challenges and complete
them successfully.



 Individuals feel valued when such
challenges are unique to themselves.
 Most people respond positively to
challenges that stretch them.
Challenges
stimulate individuals as they cause the sensation of pressure and tension, both of which
can have the effect of increasing mental energy.
However, this works if the individual maintains personal control over the experience, and
care needs to be taken by the manager and employee to ensure that the individual does
not deteriorate into burnout, strain or stress. Routine monitoring of the individual is
essential, as the individual may not be aware of their deterioration into burnout.

Pay
The standard:
To agree remuneration with an employee
on an individual basis.





A purpose of this standard is to improve
commitment.
People respond with stronger
commitment if they believe their pay is fair.
 Most people have an inherent
understanding of what is fair, but find it hard to

describe.
Therefore, arriving at a fair level of pay requires a discussion between the manager and
the member of staff. In most situations the employee should be asked his or her opinion
as to an acceptable level of pay.
Pay is one component of staff engagement.
Fair pay strengthens engagement,
particularly when staff compare their pay from one employer to that of a similar role
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offered by another, and concludes that the current employer is providing pay that’s
sufficiently fair that moving elsewhere is ruled out. This doesn’t necessarily mean the
pay is higher, but that it is fair.

Team working
A purpose of this standard is to improve
The standard
To facilitate the formation and maintenance
of effective team working by adopting
Adaptive Leadership principles, where each
team member supports each other in an
atmosphere of ‘critical friend’.

wellbeing and performance. Effective team
working is the essential working process that
contributes to corporate and personal
resilience.

 Effective team working provides a
vignette of how a wider organisation might
To focus on wellbeing and performance, and
effectively work. The accumulation of teams
achieving the idea of ‘the whole team being interacting effectively with each other will
greater than the sum of its parts’.
result in increased psychological wellbeing and
performance for the organisation as a whole.
 There are multiple constructions for teams, but it is the interaction of members that’s
important. Successful teams are groups of people who, when combined together
effectively achieve the maxim ‘the whole is greater than the sum of the parts’.
 Effective teams are, also, safe havens, where members should be encouraged to share all
their observations, feelings and thoughts without any sense of humiliation; they should
be received with critical assessment and encouragement, support, and friendship. This
arrangement can dramatically defuse the sensations of stress. It fosters commitment
and trust within the team, and can unleash energy and motivation that draws team
members more closely towards feeling engaged and a sense of psychological flow with
their work and workplace1
 Teams that adopt the Adaptive Leadership principles of openness, joint responsibility,
robustly resolving ‘Elephants in the Room’, will quickly turn into highly effective groups.

1

Psychological flow is the sensation of feeling a strong sense of happiness, wellbeing and ‘at one’ with the
world, work, friends. Flow stimulates energy.
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Involvement
A purpose of this standard is to improve
The standard:
To encourage the involvement of
employees in the policy formulation,
strategic development, and their
application, and the processes involved in
the delivery of products and services.





engagement. Effective involvement is a process
that strongly influences organisation health,
flexibility, adaptability, psychological wellbeing
and higher level performance.

 This means that employees should focus
their attention on the interests of the
organisation as a whole and not solely on the
interests of managers. This provides a sense of ‘ownership’ that leads to strong
commitment and engagement between the individuals and the organisation.
Involvement means being engaged with the overall development of the organisation by
being encouraged to articulate independent contributions to organisation activities. This
adopts the principles of Adaptive Leadership that expects independent thinking to be
encouraged, and thoughts to be expressed openly.
An effect of being involved is greater commitment producing higher levels of
psychological wellbeing and improved performance.

Openness
A purpose of this standard is to improve
The standard:
To be consistently open in revealing the
steps and influences on managers, their
judgements and decision making.

trust, commitment and engagement though
promoting openness in the operation of the
organisation.

 Transparency is about revealing the
processes involved in arriving at decisions, and
To provide the results of judgments and
openness provides the opportunity to
decisions in a timely manner, explaining the
comment of those processes.
reasons why they are made.
 Openness mitigates against the
To be open in manager interaction and
opportunity of rumour becoming instilled into
action even when the consequences may be
the thinking of the workforce, influencing
expected to cause distress.
attitudes and causing an unnecessary diversion
from work.
To periodically consult amongst managers
 staff
Encouraging
openness
in people
is an important step towards strengthening trust.
and
the degree
of satisfaction
about
 levels
Openness
in times
of challenge strengthens corporate and individual resilience by
the
of openness
and transparency
uncertainty and enabling focus on resolving challenges,
beingreducing
adopted unnecessary
by the organisation.
 Respect and attentiveness to other people’s thinking, ideas and opinions, even if they do
not accord with ones’ own, is an important contribution towards openness, and towards
commitment, trust and engagement.
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Communication
A purpose of this standard is to improve
The standard:
To communicate with managers and staff
in a personal way.

engagement.
Effective communication
provokes strong commitment, trust and
engagement between the organisation and the
workforce.

To present communication in a way that
encourages a response.

 Communication is a process of
transmitting messages that encourages a
To reply to responses and continue this
response, and for the response to trigger a reply.
form of interaction until all parties are
 Communication is about transmitting
satisfied or a conclusion is reached.
messages in the simplest language to avoid
ambiguity and misunderstanding.
 Communication is best achieved in person. Indirect communication, using media, tends
to result in a broadcast for which no response is expected and is, therefore not
interactive and engaging.
 Personal communication helps to build commitment, trust and engagement between
people if the communication is open, and responses are expected. Manager meetings
based on these principles will strengthen commitment, trust and engagement

Career opportunity
A purpose of this standard is to improve
The standard:
To encourage managers and staff to
acquire new skills, knowledge and
experience that can be applied to career
and personal aspirations.

commitment. Providing career opportunities is
to strengthen commitment and trust between
the workforce and their employing organisation.

 Staff, generally, respond well to the
acquisition of fresh skills, knowledge and
experience.
To construct career opportunities for
 Organisations that provide these
managers and staff.
opportunities increase the strength of
commitment from staff to the organisation.
 Managers should encourage the acquisition of new skills, knowledge and experience in
themselves and their staff. If this cannot be achieved within the organisation, managers
should consider secondments to other organisations, as this conveys a message to staff
of their value to their employing organisation, a process that strengthens commitment.
 Managers should map out, with their staff, the career opportunities that are available
that use newly acquired skills, knowledge and experience.
 Managers should help to engineer the progress of staff.
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Manager encouragement
A purpose of this standard is to improve
The standard:

wellbeing and performance.

To provide encouragement on a regular
basis to managers and staff.





 Manager encouragement stimulates
motivation in staff to perform well.
 Encouragement, incorporating valid
critique of work, helps to strengthen the relationship between managers and staff. This
is a critical feature of a healthy and high performing organisation, one that responds
quickly to internal and external pressures for change.
Motivation is derived from personal attitude. An attitude is formed from individual
thoughts and feelings. If these are influenced by manager encouragement, this has
positive impact on employee self worth, from which self esteem is partly derived. This
elevates individual engagement with their manager and the organisation. It also leads to
high performance.
Encouragement, however, needs to be genuine. Routine encouragement without a
reason will soon diminish the impact.

Performance appraisal
A purpose of this standard is to improve
The standard:
To regularly appraise the performance of
managers and their staff.







wellbeing and performance by promoting regular
and consistent performance appraisal of
managers of their staff, and staff appraisal of their
manager.

Managers and staff respond positively to regular and constructive appraisal of their work
and general performance. There must be a consistent approach that is a positive
interaction for the effect of appraisal to be positive.
Managers, in particular, must be conscious of ‘fair comment’. Any critique that is
perceived as being unfair, without redress by the staff, will prompt dis-engagement, and
can become an issue that polarises the relationship between manager and staff.
Appraisal needs to be specific, relating to a specific piece of work. General appraisal is
not sufficiently unique to register any power or significance.
Annual appraisals need to reflect closely, and be aligned to, the content of regular
appraisals.
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Worklife balance
A purpose of this standard is to improve
The standard:
To respond positively and with support for
employees when employees are faced with
a domestic crisis.







commitment by staff to the organisation
through managers responding positively to
domestic crisis2.
 People who are strongly committed to
their work and workplace have to balance their
Where commitment to work is high it can often

commitment with domestic life.
encroach on domestic life.
There are times when it becomes impossible for domestic arrangements to fit
comfortably with working commitments.
Domestic crises can arise at any time, and can become disruptive to the routine of daily
living, including daily working. This can become detrimental to general health.
Where organisations respond positively and with support for the manager and staff
facing a domestic crisis, commitment by staff to the organisation is strengthened. This
commitment often results in extra effort by staff to catch up for lost working time, and
extra effort to ensure that the working day is not unnecessarily disrupted in the future.
Sometimes, the positive response to a domestic crisis is seen as a ‘quid pro quo’3 for the
commitment to work; if this isn’t recognised, the commitment may weaken.

Training and development
A purpose of this standard is to improve
The Standard:
To establish training and development for
each manager and employee that enables
each to thrive and prosper personally and
professionally.

wellbeing and performance by offering training
and development opportunities to managers
and employees.

 Managers and staff respond well to
opportunities to acquire new skills, knowledge
and experience, and this increases their
To ensure that facilities and services for
commitment to the organisation.
individual continuing professional
 Offering opportunities for acquiring
development requirements are provided.
new skills strengthens the commitment that
employees have with their employing organisation.
 Training and development activities that have a direct alignment with the work of
managers and employees are particularly valued.
 Training and development opportunities that are responsive to individual development
needs are, also, valued by managers and employees. This reinforces both the value of
the manager or employee to the organisation, and the concern of the organisation to
nurture the individual.
2
3

Domestic crisis here means any crisis outside the workplace
A, more or less, equal exchange
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Training and development activities that offer the opportunity of acquiring fresh skills,
knowledge and experience to equip managers and employees with career progression
are, also, valued by the employee, as this demonstrates an interest by the organisation in
the future of the manager and employee which plays directly to a sense of survival.
The offering of training and development opportunities demonstrates to managers and
employees the value they have within the organisation, and demonstrates the
commitment that the organisation has in the interests of the managers and employees.

Corporate citizenship
A purpose of this standard is to improve
The standard:

commitment between staff and the workplace.

To expect all managers and staff to share
responsibility for the success of the
organisation and to behave as Corporate
Citizens, stimulating wellbeing and
performance at work.




 Individuals respond well to a sense of
‘belonging’ to someone, a team, a group, or a
larger organisation.
 The sense of ‘belonging’ carries personal
responsibilities that need to remain in place for the
individual to continue to ‘belong’.
The idea of corporate citizenship strengthens a sense of ‘belonging’. It suggests certain
behaviours that promote a working environment based on shared concerns and
responsibilities.
Sharing responsibility for the organisation is a feature of adaptive leadership.
It
manifests itself in the encouragement of discussing and resolving the unmentionable
problem, it encourages independent thinking and judgment, and it encourages
leadership.

Leader and Manager behaviour
A Purpose of this standard is to
The standard:
To support all managers in acquiring suitable
attributes and exhibit behaviour that provokes
commitment, trust and engagement between staff,
their work, their organisation and their manager.

improve wellbeing and performance by
embedding into manager behaviours
those that stimulate commitment, trust
and engagement in others.

 Behaviour is the outward
manifestation of individual thought and
To develop, adopt and embed a Manager’s Code of
Conduct, based on attributes and behaviours that feeling. Behaviour is one of only four
clues that we can use to interpret what
provoke commitment, trust and engagement.
other people may or may not think and
feel. The others are what people say,
write and wear. All these clues are unreliable, and give rise to False Attribution Error –
attributing to people an understanding of what they think and who they are simply by
interpreting their behaviour, writing, what they say and what they wear.
Our
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interpretation is often incorrect, unless and until there is consistency over time in the
behaviour being observed. Consistency contributes to trustworthiness, and over time
we tend to rely on our interpretation of a consistent behaviour.
If someone’s behaviour is consistently positive, supportive and encouraging, we will
interpret this over time as having a genuinely positive attitude towards us, and we will
reciprocate with similar behaviours.
A key element in this process is attitude.
Attitude is, effectively, the basis for a decision about how a person thinks and feels about
an event or another person. Events occur all the time, the majority of which pass us by
sub-consciously as we have experienced them before and they hold no threat to our
survival, therefore, do not place us on alert.
In this context the attitude of managers towards their staff and the attitude of managers
and staff towards each other is the focus for what follows.
For anyone to change their behaviour they must, first, think differently.
Managers are the controllers of organisations and in the position to reduce the risk of
incubating psychological distress amongst their staff, by being attentive to their needs
and providing positive reinforcement for their work, without causing distress in the
process.
Managers reflect the cultural influences the organisation promotes. Sometimes these
cultural influences are difficult to ascertain, and no obvious culture is perceived by
outsiders. It’s only with regular contact with an organisation that cultural influences may
be identified, and even then, may remain covert until specific events occur to reveal the
underlying influences. 4
Many managers have not received training in managing people.
There is, commonly, an assumption that managing people is straightforward and easy.
This isn’t always the case. If the workforce is not motivated and suffers from corporate
depression it can be difficult to gain the attention and interest of staff. This has the
knock on effect of reducing the organisation’s capacity to be healthy, and respond
effectively to internal and external pressures for change.
Managing people successfully relies on effective interaction between the manager and
employee.
A strong influence on successful interactions is reciprocity. If someone does something
for someone else there is a high probability that the other person will reciprocate and do
something for the first person. This happens in about 80% of situations. However, there
is, nearly always, a core of people for whom reciprocity principles do not work, in which
case alternative interactive strategies may be required.
Managers need to establish the self interest of those with whom they interact. This may
not be straightforward and does require the manager to ask some unique questions of
their staff to establish what their self interest might be. Once established, managers are

4

A serious conflict that the author resolved involved an organisation that proclaimed positive attitudes to its
staff whilst masking and condoning bullying and intimidating behaviour. The organisation had known of the
conflict for 9 years before it was made more widely known by chance.
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in a position to address the self interest of staff by ‘feeding’ the self interest in the
expectation that staff will reciprocate by ‘feeding’ the self interest of the manager.
Adaptive Leadership principles suggest that promoting shared responsibility for the
organisation as a whole should be one element of individual self interest.

Desirable attributes
1.

The first and most important attribute is being attentive.
Conveying genuine
attentiveness requires behaviours from each party that makes them feel that the other is
attentive. This means no distractions, diversions or superficial responses. It means
asking unique questions, and concentrating on what is being spoken, ensuring that each
understands the other. If someone feels that someone else is attentive to them, they
will automatically be attentive in return.

2. The second is being trustworthy.
behaviourally consistent.

Trustworthiness is established through being

3. The third is being wise. Wisdom requires the person to think, and to appear to think,
before speaking. Anything that is spoken needs to be in the simplest possible language
to avoid misunderstanding. Responses that are closely aligned to common sense will be
perceived as being wise.
4. The fourth is being assertive. Assertive thinking starts with considering the other
person first, creating a positive context for the subsequent discussion. An assertive
discussion never includes an accusation or blame for any event. An assertive discussion
is about how one person feels and why, and concludes with the same person outlining
what he or she would wish to happen next. The behaviours that assertive thinking
should produce are those that encourage engagement, understanding and openness.
5. The fifth is to be intelligently witty. Humour is an effective way of strengthening
interaction, and reduces the risk of stress during the interaction. A successful form of
intelligent wit is self deprecation.
6. The sixth is being passionate about the topic in the interaction, and expressing this
passion with encouraging words and gestures. Being passionate about something is a
strong attractor and helps strengthen commitment and engagement.
7. The seventh is having a committed ambition to seeing a project, or event, or
anything, through to a conclusion. This attribute may be demonstrated by encouraging
and enthusiastic words in an interaction, full of persuasive words to engage the
imagination to ‘see’ the completed project.
8. The eighth is to address staff needs. This thinking is aligned to thinking of ‘feeding’
the self interest of others. The behaviours are those that encourage openness and a
frank, but non-stressful, exchange of the perceived needs of staff. The behaviours
should, also, include a critical appraisal of needs, as this demonstrates a genuine interest,
attentiveness, and conveys a sense of personal value to staff.
9. The ninth is to nurture staff. The thinking behind nurturing is aligned to a desire to
encourage and help others. People respond well to others nurturing them, so long as
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the intensity of the nurturing accords with the perceived needs of the individual
concerned.
Each of these attributes helps to produce behaviours, words and writing that draw others
to the person with the attributes. They are attractors. They, therefore, help with the
processes of interaction, generating and strengthening commitment, trust and
engagement.

One method of ensuring that all leaders and managers adopt similar thoughts and behaviours is
the use of a Code.
This is similar to the idea behind a Charter, but focusing on behaviour. The Manager’s Code
provides the same ‘hymn sheet’ for all managers to use, and to be judged against.
Below is an illustration of a Manager’s Code
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The Manager’s Code
Connecting Wellbeing with Performance

Purpose of this Code
The aim of the Manager’s Code is to build and sustain workplaces with a Positive Corporate
Culture that mirror the description below. Such cultures link wellbeing with performance and
achieve great success in producing high performance combined with high quality services.

Building Resilience – An Organisational Cultural Approach to Mental Health and Well-being at Work: A Primary Prevention
Programme. Derek Mowbray in Employee Well-being Support: A Workplace Resource (eds) Kinder, Hughes and Cooper. John Wiley
and Sons (2008)

Outline
The Manager’s Code focuses on four areas:





Managing the organisation – to build and sustain a Positive Corporate Culture
Managing the enterprise – to build and sustain a viable and effective business or service
Managing people – to build and sustain commitment, trust and engagement
Managing Myself – to cope with excessive stresses and demands without developing
stress related problems
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Code 1 - Managing the organisation
To build and sustain a Positive Corporate Culture as the context in which staff
thrive, perform at their optimum, are engaged with their organisation, are
energised to contribute, and derive personal and professional fulfilment.
Managers are expected to demonstrate:

Purpose
Clarity of purpose
 clarity of purpose in ways that are simply expressed, that staff and the public can
understand and relate to.

Architecture
The structures
 structures that enable staff to be engaged in decisions about themselves and their work.

The ‘rules’
Recruitment
 recruitment of managers based on the convergence of clear and unambiguous
expectations of the skills, knowledge and experience needed for the job and those of the
applicant.
Training and development
 training and development (the acquisition of skills, knowledge and experience) of all staff
based on meeting the needs of the organisation and those of the trainee; that training is
based on sound learning principles, and that the training is applied in practice.
Challenge
 staff are stimulated with personal challenges in their work.
Teams
 building and sustaining teams with people who are sufficiently trusting of each other that
they can critique each other’s work without fear of humiliation or retribution, and in the
knowledge that lessons can be learnt and applied.
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Communication
 excellent communication – the process of interpreting messages, conveying them
intelligibly, seeking responses, and reacting to them positively.
Involvement
 engagement of all staff, other organisations and the relevant sections of the public in the
processes and critical decisions that affect them.
Performance appraisal
 regular and routine performance appraisal of staff as part of the bloodstream of
management, together with providing appropriate supporting resources to raise
performance where needed.
Career development
 nurturing and development of staff by providing opportunities to gain wider skills,
knowledge and experience, and to use these in practice in career development.
Security
 continuation of already started activities to enable staff to complete tasks, projects and
assignments.
Encouragement
 encouragement of staff in their work, and encouragement of calculated risks in their
contribution to the work of the organisation.
Work life balance
 responsiveness to employee domestic crisis.
Openness
 building and sustaining openness (transparency) in the management of the organisation.
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Code 2 - Managing the enterprise
To build, sustain and deliver a high quality business or service
Managers are expected to demonstrate:
Decision making
 justification for decisions based on appropriateness, evidence, experience, timeliness and
feasibility related to the purpose, workforce, market, economic and commercial
influences.
Direction
 providing direction based on analysis and with committed ambition
Co-ordination
 efficient integration of the mosaic of available resources to achieve a declared aim.
Control
 reaching an agreed goal within agreed boundaries of time and resources.
keeping resources at his/her disposal within agreed boundaries.
ensuring that proper governance of resources is applied always

Managers are expected to demonstrate ethical behaviour:

Service or business
Appropriate interventions

 appropriateness of interventions in meeting individual, community, market and corporate
need.
Intervention effectiveness

 effectiveness of interventions in producing positive outcomes.

Value and efficiency

 guaranteed efficient delivery of business or service within the prescribed resources that
also represent genuine ‘value’.
Customer, client and patient satisfaction

 satisfaction of customers, clients and patients (and their relatives and friends) receiving
services they need or have been prescribed.

Society
Impact on society
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 being aware of, and, where necessary, moderating the impact on society of the
organisation and the services it delivers
Promotion of health and wellbeing

 participating with others in promoting health and wellbeing activities
Preventing harm

 taking appropriate actions to prevent or limit the risks of harm in society arising from any
business or service activity
 making judgements about the use of sensitive and confidential information in the public
and society interest

Code 3 - Managing people
To build and sustain trust, commitment and engagement between managers
and who they manage.
Managers are expected to show:

Status
Competence as a person, as a manager and as a leader
 emotional intelligence
 intellectual flexibility
Attentiveness in every interaction
 non-prejudicial, and non- discriminatory attentiveness
 attentiveness to diverse interests and people
Honesty and trustworthiness
 transparency in all actions
 application of soundness, integrity and reliability in judgments

Selflessness


humility

Staff and the public
Attentiveness


genuine attentiveness to the contents of an interaction by demonstrating listening,
responsiveness and reaction.
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Politeness


politeness in any interaction

Courtesy


placing the other person (people) at the forefront of an interaction

Personal communication



personal communication wherever possible; understanding the limitations of electronic
communication.

Use of Body language


use of body movements and expressions to show attentiveness.

Address needs


positive responsiveness to individual needs, even in circumstances when the needs
cannot be met, given all the circumstances.

Empathy


understanding of the other person’s issues, ideas, thoughts and experiences

Intellectual flexibility


able to think on ones feet and respond with credible choices, alternatives and
ideas

Emotional intelligence


self aware, self regulating, motivated, showing empathy and being socially adept

Negotiation


able to negotiate a successful outcome in an interaction.

Sharing


sharing with others one’s own thoughts and ideas

Reliability


doing what one says

Honesty


open and consistent in an interaction

Clarity


clearly understood in an interaction
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Fairness


fair to anyone in an interaction, taking account of all the circumstances, and to explain
clearly the position that is taken and the reasons

Humility


acknowledge mistakes, misunderstandings, errors and faults, and to apologise where
necessary.

Resolve conflicts


able to confront a conflict at the time of conflict and to try and resolve any dispute at the
time of the dispute.

Encourage contribution


able to motivate and encourage others in interactions.

Code 4 - Managing Myself
To cope with excessive stresses and demands without developing stress related problems
Managers are expected to have:
Self awareness
 an understanding of oneself, emotional intelligence, mindfulness, capacity for resilience
Vision
 a clear vision of their future, written down and reviewed regularly
Determination
 strength of will to see something through to the end despite diversions along the way
Interaction
 The ability to interact with assertiveness and without causing distress to others
Relationships
 Build and sustain relationships that assist in achieving high performance and success
Problem solving
 An open mind that is able to think differently about solving problems
Organisation
 A process of being organised in a chaotic environment
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Self confidence
 Self confidence in the face of, as yet, unknown events and experiences
©Derek Mowbray 2010.

Adaptive Leadership
Adaptive leadership is a process that emphasises shared responsibility for the success and
achievement, as well as failures, of the organisation. Whilst most leadership styles are based on an
oligarchy, where power is invested in a few people, adaptive leadership is based on a polyarchy,
where responsibility is shared, whilst authority remains with selected leaders.
Adaptive leadership speaks to the need to create and sustain commitment, trust and engagement,
and is a process that provokes people to feel ownership of their work and organisation, which is a
vital aspect of engagement.

Lifestyle@Work
This element of the framework for implementing wellbeing and performance focuses on the
impediments to performance, with a view to their eradication.
The categories are:






Nutrition
Exercise
Ergonomics
Information Technology
Management practices

The implementation of this agenda item requires leaders and managers to ask the question:
 ‘to what extent does the provision of nutrition at work improve the wellbeing and
performance of the workforce?’
 ‘to what extent does the provision of opportunities to exercise improve the wellbeing
and performance of the workforce?’
 ‘to what extent does the application of appropriate ergonomics to the working
environment improve the wellbeing and performance of the workforce?’
 ‘to what extent does the provision of information technology improve the wellbeing and
performance of the workforce?’
 ‘to what extent do management practices, for example the organisation and
management of meetings, improve the wellbeing and performance of the workforce?’
Where the answers suggest there are impediments to wellbeing and performance there is an
obligation on leaders and managers to eradicate those impediments to improve wellbeing and
performance of the workforce.
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Personal resilience
Personal resilience is about strengthening personal control over the mind so that appropriate
and robust attitudes can be established in the face of challenges.
The focus for strengthening personal resilience is on personal control, control over oneself,
control over responses to events and control over responses to other people.
The framework for strengthening resilience is below:

The Mowbray Personal Resilience Development Framework provides a combination of inputs to
boosting resilience based on the three aspects of control outlined earlier – control over oneself,
control over others and control over events. The model is based on the influences that prevent
individual psychological distress, and the approach is based on helping participants to strengthen
attitudes towards preventing distress in themselves.

Self awareness – people who know themselves well, are mindful of their surroundings and
emotionally intelligent towards others, with a warm, kindly curiosity, develop stronger and more
robust attitudes towards others who might pose a threat to them, as they perceive such threats
(in language, behaviour and actions) in the wider context of themselves and their context, and
appreciate that the wider world provides the inputs and stimulae to enable the individual achieve
personal success and happiness, thereby limiting the power of the threat from others.
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Determination – individuals who think and behave according to their personal values and
drivers possess robust attitudes when faced with personal threats. Their self belief and self
efficacy overrides whatever threats to their survival might occur, seeing them as ‘rites of
passage’ to be gone through, rather than finite threats that might stall them in their quest for
success and happiness.

Vision – people who know what they want from life have goals and aims that help the mind look
forward in the face of threats that may halt their progress.
element of psychological wellbeing.

Having a purpose in life is a key

Self confidence – is about controlling personal anxiety or the expectation of anxiety. Once
under personal control the anxiety poses no threat to survival and this enable the person to be
more confident.

Organisation – people with skills to bring order from chaos know they can deal with multiple
demands effectively, and will not be anxious or concerned about the mountain of expectations
placed on them by others.

Problem solving – people who are not afraid of problems and can concentrate long enough to
solve them are more resilient than those who cannot.

Interaction – those people with the skills to persuade others to do things they might otherwise
not do, and without causing any distress to others, have greater confidence and ability to engage
with their surroundings more effectively that those without such skills

Relationships – people who know they have strong relationships with those who can help
them towards achieving success and happiness (their vision) have greater confidence and
stronger self efficacy than those with relationships that are not tested for their strength and
importance.

Implementation
Implementing the Wellbeing and Performance Agenda relies on two factors:
 The commitment of top leaders and managers to be engaged with the agenda and its
implementation. This includes being actively involved in implementation, being trained and
being open to changing their way of leading and managing the organisation.
 A facilitator to facilitate the Steering Group, proposed earlier, and those involved in
implementing the agenda
Implementation is a relatively low cost initiative as the training requirements can substitute other
programmes in an annual training and development programme.
The additional costs arise from facilitation, which requires an expert in this field to work alongside
leaders, managers and staff over the period of implementation.
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Conclusion
One of the greatest impediments to high performance at work is psychological presenteeism,
where people attend work but under perform as their concentration is diverted from their work
for any number of possible reasons.
The costs of psychological presenteeism are enormous; leaders and managers pay little attention
to these, as their performance is often judged by the percentage increase in financial turnover
and profit, or the balancing of the budget, rather than the costs involved in delivering the goods
and services, including the excess costs of psychological presenteeism, and the costs of waiting
for people to go off sick.
Eliminating psychological presenteeism improves performance and enables the workforce to
achieve peak performance within a cultural context that provokes psychological wellbeing.
This paper has set out the problems to be addressed, and the solutions for resolving the
problems by creating a culture that provokes responses that enhance wellbeing and
performance, by ensuring leaders and managers adopt behaviours that provoke commitment,
trust and engagement, by ensuring the organisation is run by rules that facilitate commitment,
trust and engagement, by taking managerial decisions that enhance wellbeing and performance,
and by strengthening personal resilience against adverse events and the adverse behaviour of
people.
The costs of cultural and managerial change are minimal. It is about the processes of changing
thinking that is the major cost. By following a strategy of conviction the changes to the
organisation will endure, particularly when the improved performance comes through to be
registered and measured.

December 2012.

The Wellbeing and Performance Group comprises OrganisationHealth, The Management
Advisory Service, The Adaptive Leadership Centre, Executive Retreat, Lifestyle@Work and
The Resilience Training Company.
The services provided by the Group are:
Discovery – undertaking assessments, surveys, research, interviews to discover how
leaders, managers and staff are thinking about issues of health, wellbeing and
performance.
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Training and Development – the delivery of bespoke and general programmes related to
the Wellbeing and Performance Agenda, including two day Masterclasses, seminars,
awareness raising sessions, bite size sessions, webinars.
Consultancy – the provision of expert advice and facilitation that is aimed at implementing
The Wellbeing and Performance Agenda.
Coaching – the provision of psychological coaching to individuals and teams to assist with
the implementation of The Wellbeing and Performance Agenda.
Guides – the publication of Guides to Corporate Resilience, Personal Resilience, Wellbeing
and Performance, Staff Engagement, Managing Stress.
Contact:
www orghealth.co.uk
www.mas.org.uk
www.derekmowbray.co.uk
barbara.leigh@mas.org.uk
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