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Editorial

OE Cam   De l iver ing Organisat ion Ef fect iveness

Being ambi-dextrous - order and chaos

The value of ‘order’ is product con�dence, consistency, quality, regulation conformance and controlled change.  The world 
of management is awash with ideas about increasing order and control.  Our challenge is that disruption tends not to be 
well ordered or controlled.  In fact, it seems like the opposite.  Nokia seemed to have had the global handset market 
wrapped up until the smart phone.  Nokia were great innovators, but not great enough.

Business disruption looks more like chaos.  Thousands of new products and services fail - so how can we pick the winners?  
Creativity is not well ordered and it challenges the status quo.  Disruptors may not be the easiest colleagues to work with - 
they challenge our beliefs and question our 'common-sense'.  Innovation rates in large businesses seem to be declining, the 
vibrant business start up sector seems so much better at embracing the disruptives and creating the new.

This edition of  The OE is all about how we can manage to do both.  It’s not an option. All that we know about how 
businesses are changing requires us to be able to manage both, the order and the chaos to become the ‘Ambi-Dextrous 
Organisation’.  

• In the “Journey to Ambi-Dexterity”, Mark Goodridge addresses how we can increase our probabilities of being 
successfully disruptive.  Leadership becomes plural leadership, the capability to manage di�erent teams in di�erent 
ways – uncomfortable where the disciplines of conformance and consistency have been long established.

• Ann Gammie draws on her experience of working in the pharma industry.  The move away from hierarchy is enabling 
greater collaboration and a focus on the new.

• Gary Ashton picks up the organisation theme beyond the familiar structure and looks at networks, power, autonomy 
and control.  The ambi-dextrous organisation needs to work with di�erent powers and di�erent controls in di�erent 
parts of its business.

• Mark Brown introduces us to his eight shades of failure.  The certainty of order and consistency makes it all the harder 
for us to accept and manage failure. Failure is inevitable, innovation is inherently risky (where a risk is a low probability 
of a great success).

• Our case study picks up a live example of a business developing towards ambi-dexterity in City and Guilds, the global 
leader in skills development.

Together we have developed a set of tools and techniques to help our clients navigate the path towards being 
ambi-dextrous.  It is not a comfortable ride.  It creates tension, contested spaces and above all, challenges how many folk 
feel they should manage and be managed.  It creates a cycle of business renewal that has been so well demonstrated by 
Apple and Google with the perils of not doing so seen in Nokia and Dell.

We hope you �nd this edition interesting, challenging and useful. As always, we welcome your feedback.

Have a great summer!



The Journey to Ambi-Dexterity

by  MARK GOODRIDGE

What is the Ambi-Dextrous Organisation?

Innovation, renewal, regeneration, disruptive 
technologies and the high rate of business start-ups 
leave some established businesses �oundering.  
Saddled with high levels of assets, cumbersome 
supply chains and the need for rising quarterly 
earnings can make innovation di�cult.

In my experience, few large businesses are good at both 
‘driving business as usual’ alongside the ‘creation of a new 
order’ of things. Big Research and Development centres 
separated out from the day-to-day business have served some 
industries well, but in recent years even they are struggling to 
complete with the more nimble start-ups.

The nimble start-up and the established corporation have two 
quite di�erent cultures and mind-sets that drive the existing 
and the new. The challenge for the big corporate is that you 
have both a past and a current to maintain; the start-up has 
neither, just a future.

We can characterise these two di�erent cultures as:

Quality
Innovation

Creativity
Deviance

Agility
Ambiguity

Order
Control
Conformance
Systems
Processes
Costs
Delivery

vs

Over the past 50 years, there have been lots of ways in which 
these di�erent cultures have been described.  In the 1960s 
Douglas McGregor (1) came up with two theories of motivation, 
Theory X and Theory Y, Henry Mintzberg (2) talked about the 
Bureaucratic and Non-Bureaucratic, other management 
thinkers talked about the Organic and the Mechanistic 
organisational structures (3). But the implication was that you 
were either one or the other - otherwise you become ‘stuck in 
the middle’.  

Our challenge now is that we need both, the ambi-dextrous 
organisation that can work with right and left, creative and mass 
productive. The eastern idea of Yin and Yang gets closer to the 
idea. Two sets of ideas that interact and bounce o� one another.  
In the tension between the two a balance is found; so too with 
organisations.  There is a growing need for businesses to 
manage both – this is what we call at OE Cam the ‘ambi-dextrous 
organisation’.

The Tension Between Innovation and Productivity

Let’s take two strong examples:  Apple and Google.  Apple is 
running a huge supply chain that delivered 75.5m iPhone’s in 
the �rst quarter of 2015.  Google is running the world’s leading 
search engine with an average of 5.7 billion searches per day 
in 2014. Alongside this massively productive supply chain 
both are innovating and have created organisations where 
radical new products and services are created; some succeed, 
many fail.
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CUSTOMER

Price importance

Time importance

Cost importance

In awe

Low

High

Low

Respectful

Medium

High

Medium

Take for granted

High

Medium

High

Dismissive

High

Low

High

phase

dominant function

systems implications

power base

cultural tendency

organisation

Product Innovation

R&D / Technology

Ad Hoc

Technology push

Creative excitement

Agile, �uid, �exible

Market Development

Marketing & Distribution

Formalising

Market pull

Contentment

Market focused

Productivity

Operations and Finance

Standardised Systems

Cost Reduction

Complacency

Operations led

Despair

Finance led

BUSINESS DYNAMIC

ORGANISATION 
DYNAMIC

Some have spun out their innovation into entirely separate 
companies, others have created innovation ‘incubators’ that 
protect �edgling innovations from the deadening embrace of 
policy, process and procedure. Some separation is inevitable, 
but the total separation option doesn’t work so well for many -  
innovation and change have to work alongside the need to 
deliver a consistent product and service.

The tension between innovation and productivity plays out 
over time. Table 1.0 shows how the organisation dynamic 
changes with the business dynamic. Today’s innovation where 
the customer is still ‘in awe’ is a quite di�erent dynamic than the 
one where the product or service has become mature.

Continued overleaf...

Table 1: The Organisation Dynamic Changes with the Business Dynamic

Many businesses recognise this tension and so have physically 
and organisationally separated research and development 
away from supply chain and sales.  In this way, to some extent, 
the two can develop di�erent mind-sets and cultures.  Too often 
though, the two have been governed by a similar regime of 
controls, measures and regulations that has created a monolith.  
The tension of living with di�erent ways of working alongside 
one another is often too great and the overwhelming in�uence 
of order and governance squeezes out some of the creative 
juices.

the ambi-dextrous organisation that can work with right and left, 
creative and mass productive.  The eastern idea of Yin and Yang gets 
closer to the idea.  Two sets of ideas that interact and bounce off one 
another.  In the tension between the two a balance is found.
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THE JOURNEY TO AMBI-DEXTERITY

Creating Greater Ambi-Dexterity

Creating a more ambi-dextrous organisation is multi-dimensional.  
It starts with the people but it requires the organisation values and 
mind-set to change.

There are four dimensions to the creation of the ambi-dextrous 
organisation:

1. Leading
2. Changing mind-sets
3. Organising
4. Performing.

Leading

The challenge of leading the ambi-dextrous organisation is that 
the strong theme of ‘sameness’, that underpins so much 
leadership, needs to be questioned. Corporate centres exist to 
give direction and governance. But such governance can too 
easily become overwhelming. It is deeply ingrained in our 
psyches that order and e�ciency are two implicit goals.  Why do 
things twice when we can do it once?  What is good for division 
A must be good for division B!  Governance becomes detailed 
regulation and control.

We all have a tendency to want to order and control on the basis 
that this will give us predictable results. But ambi-dextrous 
leadership is more Darwinian than this.  It is creating the most 
positive ecology from which good ideas will grow and develop.  
It’s living with a basket of probabilities rather than a series of 
certainties. This leadership needs to be embraced together with 
the rigours of the current revenue generator of the business.  
For the leaders it is a shift away from what is being done, the 
tasks, the activities to a greater focus on future outcomes and 
the capabilities to create them. Leadership becomes more 
distributed within a framework of goals, values and capabilities. 

Leaders need to work with multiple ways of working.  These will 
contradict and challenge one another and the pressures for 
order and regulation will arise as a result. This is not easy. We like 
our businesses to be ordered, it helps us understand them, but 
the leader of the ambi-dextrous business is managing a 
portfolio of assets, people and projects that combine �exibly to 
meet the work demands.

Changing Mind-sets

Ambi-dextrous organisations require leaders to think di�erently.  
Let’s look at jobs, network thinking, centres and ambiguity.

Jobs

People in established organisations tend to see that they have 
a ‘job’.  A ‘job’ is something that is more or less de�ned and is 
con�gured as a bundle of tasks. We reinforce this idea through 
job descriptions, grading plans and a physical workspace. We 
talk about what is my job and what isn’t.  In contrast, Google 
work is seen more as an individual’s ability to contribute to the 
business. My ‘job’ becomes a bundle of capabilities and 
experiences that I apply over time in lots of di�erent ways.  My 
day-to-day work is the application of my capabilities and 
experience. 

Network thinking

A second example is what some call the shift from institutional 
thinking to ‘network thinking’. Institutional thinking is 
necessarily closed, selective and controlling. Network thinking 
is open, random and supportive. Google’s hiring practice 
starts with peer interviews and it is only once a candidate’s 
potential peers are convinced that this person can add 
capability and performance to the team, does the hierarchy 
get involved. The professional network has to see the 
candidates capabilities to add real value before the hierarchy is 
employed to make the hire.

Centres

A third example of the mind-set change is the role of corporate 
‘centres’.  We have been through a strong period where many 
have promoted gigantism, why do anything twice when you 
can do it just once (in the same way, on the same system with 
the same rigidities and in�exibilities). The mind-set was 
synergy, e�ciency and control. But in this new world the 
business centres will need to get better at working with 
portfolios of units with di�erent demands and requirements.  
Some will bene�t from synergy, but others will need to be left 
to get on with a risky venture with a di�erent form of support.  
Celebration of di�erence and diversity comes from the 
openness and randomness of network thinking.

Ambiguity

For the individual leader there is more ambiguity and more 
stress in the ambi-dextrous world.  We need to be better able 
to hold di�erent, often opposing business models with 
di�erent mind-sets and di�erent ways of working in our minds 
at any one time. The ability to manage this ambiguity with its 
resulting anxiety is precious.
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Organising

The ambi-dextrous business is organised in a di�erent way.  We 
need to work more consciously with both the hierarchical and 
the lateral or networked.  

The force of the hierarchical is lessening as communications 
become more networked to the lateral. Shifting from de�ned 
boundaries to peer-group networks that use social 
communication to keep in touch and work on projects from 
wherever they are based in the world.

John Kotter in his new book “XLR8” (or Accelerate) points to 
networks and peer groups becoming ever more in�uential as 
Generation Z see hierarchical power and structure less of a force 
to take notice of (4). Gerald Fairtlough (5) talks about the 
‘heterarchy’ - where hierarchy and the lateral coexist.  
Increasingly, horizontal power is the better way to get work 
done.  My colleague Gary Ashton picks up on this theme in his 
article which talks about the impact and e�ectiveness of the 
hierarchy lessening and the power of peer groups, networks and 
communities of interests increasing.

OE Cam’s recent research (6) with our European partners 
demonstrates the growing importance of autonomous teams.  
Leadership is distributed and capabilities are sought from 
wherever in the business to deliver the required result.

In the meantime conventional organisations are becoming 
challenged. Hierarchies are becoming increasingly less e�ective 
- even in running ‘business as usual’.

Performing

Dan Pink’s video on rewards and incentives demonstrates an 
uncomfortable truth: most conventional incentives don’t work ! 
(7). Worse still, they may even achieve lower levels of 
performance.

Where ‘smart creatives’ are involved, the conventional approach 
to measuring and managing performance breaks down.  In 
Apple, Google and Net�ix (8) the performance focus is on 
building the very best capability.  They focus on the outcome 

and delivery rather than on the how or tasks -  those old 
measures of e�ort that many performance management 
systems are based on are actually counter-productive.  
Conventional job and pay mechanisms keep conformity and 
rigidity and reinforce institutional thinking.  Notions of fairness 
have driven out di�erence.  Performance management moves 
to focus on capability and its application and away from task 
delivery and individual measures.

Conclusion

The business and its context will determine the extent to which 
the ambi-dextrous organisation is for you. For many, the 
changes I describe are already impacting the way you lead your 
businesses. The ambi-dextrous organisation will enable your 
business to be more creative and innovative whist delivering 
today's sales and services.

Finally, there are some good new books around.  All well worth 
a read to explore further the world of ambidexterity.

• ‘Accelerate’ (XLR8) by John P Kotter (2014) Harvard Business 
Review Press

• ‘How Google Works’ by Eric Schmidt (2015) John Murray 
Publishing

• ‘Flex: The New Playbook for Managing Across Di�erences’ by 
Jane Hyun and Audrey S Lee (2014) HarperBusiness

• ‘The Three Ways of Getting Things Done’ by Gerald Fairtlough 
(2005) Triarchy Press

• ‘The Design of Business: Why Design Thinking is the Next 
Competitive Advantage’ by Roger Martin (2009) Harvard 
Business Review Press

• ‘Drive: The Surprising Truth About What Motivates Us’ by 
Daniel H Pink (2011) Canongate Books Ltd.



Leading the Ambi-Dextrous Organisation: 
Lessons From Pharma

by  ANN GAMMIE

Leading in an ambi-dextrous way requires leaders to 
ride the wave of uncertainty with just enough pinned 
down and regulated while they keep one eye on the 
future and its evolving possibilities and the other eye 
�rmly on today / next week’s performance. This is a 
big ask – not only because of the personal capability 
it suggests, but also because of the major challenge 
it presents to ingrained, relatively high degrees of 
rigidity and conformance.  

Leading in Complexity

Many new organisations / start-ups are being set up by people 
who have not been ‘schooled’ in these well worn and conformist 
mindsets and habits, have not seen ‘good leadership’ as the 
mastery of order, control and minimising exceptions. Their more 
‘go with the �ow’ attitudes and con�dence illustrate a looser 
leadership approach. Of course, we have yet to see how their 
organisation’s fare and how they deal with growth, but we can 
use them as one benchmark for a di�erent leadership 
perspective and approach.

It is harder for older, more established organisations and the 
leaders within to adapt, to shift towards ambi-dextrous 
leadership - especially in a highly regulated and controlled 
environment.

Consider the complexity of industries like pharmaceuticals:

• Pressure on drug-pricing - how to optimise cost of 
development and production

•  Global / international – how to satisfy a range of demands, 
standards, regulations, QA, priorities and still make money

• Depth required in functional expertise – no such concept as 
General Manager - and deep sensitivities about sacrosanct 
methods and procedures.  Can these be challenged?

• Health economics – real-time comparisons on health 
options so no certainty of market or price, and both may 
change

• Pressure on the ‘next great �nd’ – how to source ideas, 
speed up cycle time for development phases

• Massive levels of �nancial and time investment before you 
know you have a commercial product – so, balancing 
commercial realities with the need to fund research

• Pressure and opportunity to collaborate – with universities, 
start-ups, competitors, health sector bodies.  How are these 
coordinated and made sense of for critical decision 
making?

• Regularly de�ning the organisational ‘greater good’, given 
the variables at work that can a�ect organisational bene�t 
and strength.

Leading in an ambi-dextrous way requires leaders to 
ride the wave of uncertainty with just enough pinned 
down and regulated while they keep one eye on the 
future and its evolving possibilities and the other eye 
firmly on today / next week’s performance.
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While these sorts of challenges have parallels in other 
industries, the scrutiny and regulations that underpin pharma 
are among the most stringent and demanding of all sectors.  As 
experts in a complex area, it is not hard to see why pharma 
organisations have been used to calling the shots – but that is 
no longer the case. Faced with this new reality, how do leaders 
in pharma organisations now direct and drive towards success?

Lessons from Pharma

In broad and general terms, pharma organisations seem to 
have been characterised by two main leadership models:

• Highly structured, clear boundaries and roles, hierarchical, 
functional and resource holder power;

• Fluid, multi-matrix leading to multiple and impermanent 
team memberships, specialities more than functions, goal 
and outcome focused, though with a ‘crown’ of executive 
leadership.  Nevertheless, more incidences of network and 
interpersonal power.

These are not mutually exclusive and elements of both will be 
evident in the same organisation. From a leadership 
perspective, each model brings signi�cant challenges.  While 
the latter seems better placed for an ambi-dextrous approach, 
it has its di�culties too – how to create and maintain su�cient 
focus, how to know what is going on / who is contributing to 
what, how to assure adherence to standards and regulations 
where needed.

There is not a single leadership model in the pharma industry 
and the emergence of something more ambi-dextrous, I 
suggest, is still in a �edgling state, as a common modus 
operandi.  As some organisations seek to move towards more 
ambidexterity in their leadership there is an interesting 
transition afoot.

So how are Pharma leaders building 
ambi-dexterity from a more hierarchical base?

The challenges start at the Executive team level in terms of 
establishing appropriate governance and accountability to 
allow a combination of both �uidity and tight adherence to a 
mixed bag of regulations and standards to secure performance.  
What we have seen in some organisations is the dominance of 
functional expertise having precedence over the corporate role 
(not exclusive to pharma, I hasten to add), and with some 
legitimacy given the depth of regulation and expertise that 
applies.  The risk lies in the extent to which the leadership share 
a consistent and clear understanding of what has primacy, 
without which any well-intended e�ort may result in poor 
levels of performance and success.  

In any organisation one ‘function’ will be more critical to success 
than others, at given points in time – in pharma it depends on 
whether the speci�c organisation covers everything from drug 
discovery to development through to commercialisation.  And 
it depends on their current market position, their partner 
relations, performance and so on.  While all functions are 
important, there needs to be a common sense of who is serving 
whom – at least for the foreseeable future.

Ambi-dextrous leadership includes the facility to question 
primacy periodically and to set up governance structures to 
suit, and to be prepared to change them as primacy shifts.

In some cases we are seeing hierarchical organisation 
structures being replaced, or at least tempered, by looser 
vertical and horizontal boundaries; relying more on shared 
understanding of the greater good and fundamental values to 
guide behaviour, decisions and actions.  It could be argued that 
hierarchical structure is becoming less important than other 
features of how the organisation works.  (see Gary Ashton’s 
article on page 10).  This is especially the case where a global or 
international matrix exists, comprised of partners as well as 
core operating units.  The vertical lies in being very focused on 
where decision-making rests on speci�c agenda items; and the 
horizontal in terms of changing combinations of who needs to 
be involved, in whatever capacity, from available areas of 
expertise.

But who owns accountability for what?  Is accountability so 
�uid that in e�ect it becomes redundant and success becomes 
increasingly fragile based on hope and tightly closed eyes?  
Well, no.  The notion of accountability is vested temporarily 
until a task has delivered and the job is done, combining a 
project management approach with speci�c expert 
contribution.  There is often additional accountability in the 
form of delivering to vested interests of diverse stakeholders 
and making judgements on which are to be more or less 
satis�ed.  So, making trade-o�s in the spirit of delivering to an 
overarching greater good / desired outcome.  This welds 
accountability to understanding the broader purpose and 
values of the organisation.

Getting to that point is a challenge too.  If people are used to a 
more hierarchical structure and possibly a function or unit 
speci�c allegiance, it is a signi�cant shift to ask the same people 
to operate using their own judgement within given parameters 
and to consider the good of multiple functions or units as well 
as hitting the overall goal.  And how do you assure or measure 
performance, its delivery and best use of resources?

What we are seeing in some cases is use of a matrix governance 
structure that extends down the organisation to include at least 
senior and middle managers – people who get things done, the 
operational side of business.  

Continued overleaf...
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LEADING THE AMBI-DEXTROUS ORGANISATION

If we link this with the earlier point about primacy you start to 
see ways of leading the business that might look a bit like the 
diagram below (albeit a simplistic version).

This model challenges notions of power, its sources and 
application as it is �uid within a small suite of absolutes – who 
decides per event, who has primacy, the enablers, the 
regulations, the need for strategic and operational measures.  
The membership in each pot might well change, but the 
governance model still holds.  Indeed, individuals may be 
members of several teams and hence have multiple masters.

This takes some getting used to.  It makes unusual demands of 
senior leaders to allocate how they use their time doing what, 
and how they, at the same time, maintain a future focus to 
identify and articulate the next set of requirements, deliverable 
to whom, with whom and by when.

Diagram 1: An Example Matrix Governance Structure

What the diagram doesn’t show is the range of relationships 
between a pharma unit / organisation and its partners, payers 
and other key stakeholders.  The need to build strong 
relationships across an ever-wider spectrum of players is 
stretching leadership roles to the maximum.  

It has raised a considerable debate about how that breadth of 
relationship management challenges how leaders currently see 
the primary purpose of their roles and added value, of how they 
spend their time, doing what. It leads to questions of the 
consequent impact on empowering a wider cadre of leaders in 
their business.  For many, especially those leading specialist 
functions from their own areas of in-depth expertise, shifting a 
signi�cant portion of their interest and contribution to external 
relationships is not always easy.  

Regulation, 
standards, quality 

assurance

Corporate 
function with 

primacy

Other 
corporate 
functions

1

2

3

Delivery

Global / 
International 

decision making
Operational
measures

Strategic
measures

Operational delivery team

Operational delivery team

Operational delivery team
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It carries in its wake too the need to build leadership capability 
more broadly in the organisation to assure the tactical and 
operational business activity continues e�ectively.  Of course, 
some of the relationships – with partners, start-ups, academia, 
competitors, health sector, funders and so forth – do not need to 
be managed by senior leadership.  However, the composite 
picture of the stakeholder arena and the relative importance to 
the business of each player must be shared and consistently 
applied – until of course the pecking order changes for some 
good reason.

So, leaders in pharma faced with the necessity to become 
ambi-dextrous are squaring up to a number of challenges in 
making that move:

•  Enabling reporting lines to be shaped by speci�c deliverables 
and being ‘servant’ to multiple ‘masters’ – and therefore �uid

• Core leadership teams balancing an ‘enabling’ role with a 
strong ‘delivery’ role, while maintaining a strong future focus

•  Greater dispersal of power held together by focusing on an 
overarching ‘greater good’

• Exploring and re-examining how leaders use their time / 
what they regard as their main contribution, often 
prompted by the demands of building and sustaining a 
diverse arena of stakeholders.

Ambi-Dextrous Leadership - Implications for 
Recruitment and Learning

These changes make demands on what kind of people to recruit 
and  what learning and development will help leaders most.  We 
believe that ambi-dexterity is both a mindset and an ability, 
borne of experience and personal preference / personality.

The ideal ambi-dextrous leader is one who is:

•  Comfortable with delivering within temporary arrangements, 
happy to move from one to another

• Able to serve di�erent masters, making judgements and 
trade-o�s to optimise their own outputs for a greater good

• Agile and responsive in spotting relevant stakeholders and 
building the relationships

•  Concurrently managing immediate needs with medium and 
long-term risks and opportunities, while keeping an eye on 
possible futures

• Able to �nd their own personal anchors and aware of their 
own sources of power.

The sum does not provide a simple pro�le against which to 
assess, as such leaders will have had speci�c experiences and 
backgrounds that prepare and enable them to comfortably deal 
with moving tectonic plates as they deliver the goods. So 
suitable players will come from a number of combinations of 
capability and backgrounds.

I am reminded of the Hanseatic League (1) which has been 
described as ‘a commercial and defensive confederation - to 
protect economic interests and diplomatic privileges’.  While the 
defensive element is less to do with warring practices these 
days and the diplomatic privileges may be better described as 
mutual protection and reinforcement, the concept of collective 
e�ort, unshackled by formal organisation, with nevertheless 
immensely strong shared purpose and codes of conduct, paints 
for me a strong picture of the ambi-dextrous environment.

Leaders within it need the fortitude and con�dence to throw in 
their lot with a volatile crowd who share a desire to deliver 
e�ective drugs, ethically and cheaply. Any assessment of 
candidates needs to test for this ‘spirit’ as well as the range of 
competences, personality and skills.

the concept of collective 
effort, unshackled by formal 
organisation, with 
nevertheless immensely 
strong shared purpose and 
codes of conduct, paints for 
me a strong picture of the 
ambi-dextrous environment.
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by  GARY ASHTON

Diagram 2: Evolution of the Organisation

Organising for Ambi-Dexterity:
Emergence of the Heterarchy

1.  The Failing Strength of the Structural Organisation

 “Today we are living with the legacy of a couple of hundred or so years of o�ce 
work. We have found ourselves at the mercy of command and control hierarchies 
which have become more or less irrelevant in today’s digitally connected 
world” (1).  This is the view of Dave Coplin – Chief Envisioning O�cer at 
Microsoft.

Hierarchies were created when manufacturing was the order of the 
day, where work was predictable and ordered.  Back then, 
decision authorities and resource management could be 
organised hierarchically; they established the order and 
ensured that pre-designed ways of working were maintained 
and delivered e�ciently.

However, things have changed.  Businesses now need to 
reimagine how they organise themselves, as they adapt to 
today’s conditions:

• With the shift in the type of employment towards 
more knowledge working, Daniel Pink (2) suggests 
that to engage knowledge workers requires 
providing them with a sense of purpose, giving them 
more opportunities to develop and provide them 
with greater autonomy to operate.  This demands a 
di�erent form of leadership, and starts to weaken the 
historical power of hierarchy.

• Secondly, with the economy being more disruptive 
and less predictable, businesses are having to manage 
multiple sets of products and services that could be at 
di�erent lifecycle stages, so requiring di�erent types of 
focus, capability and leadership (see diagram 1).  City & 
Guilds is one such example of this, with its portfolio of 
businesses (see article on page 17).

2.  Evolution of the Organisation

All of this means that the way in which businesses have organised 
themselves has been evolving, as they respond to the changing world – 
building additional infrastructures over time:

10 I ssue 10 2015   The Ambi-Dextrous Organisation
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Evolving from Hierarchy to Heterarchy

These stages can be additive, building on the infrastructure that already exists.  This however means that the 
organisation has become far more complicated to manage.  And it has meant the emergence of 

individuals, teams or functions that are connected laterally to other individuals, teams or functions.  
They share the same ‘horizontal’ position of power and authority, spreading ideas between 

themselves and making decisions with less need for permission from their hierarchial parent.

This is the emergence of the ‘heterarchy’, which can exist within the overall 
hierarchical business framework.  A heterarchy can make organisational life far 

more ambiguous, and may cause confusion to those with a more traditional 
mindset.

Stage 1 - Functional Order  

Where e�ciency and order prevail.  When a business is stable, it can 
optimise functional excellence and e�ciency.

Stage 2 - Business Unit Primacy 

Where multiple businesses, at di�erent life-stages and sizes, facing 
di�erent markets /customers / channels, dictate the pace and 
direction of the organisation, and are supported by centralised 
corporate functions and / or services.

Stage 3 - Cross-Business Proposition & Platform 
Development 

Where group-wide initiatives in value proposition and platform 
development cut across Business Units and Functions for the bene�t 

of the group.

Stage 4 - Capability Networks

Where professional groupings of capability from across the business, 
develop methodologies and new thinking, and share their resource and 

expertise across the whole business.

Stage 5 - Building Disruptive Innovation

Acquiring or partnering innovations from elsewhere that might challenge the 
Business Unit status quo, on the basis that it is better to disrupt oneself than to be 

disrupted by others.

Continued overleaf...

FUNCTION BUSINESS UNIT CAPABILITY
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1. “Business Reimagined” by Dave Coplin (2013) Harriman House Publishing
2. “Drive: The Surprising Truth About What Motivates Us” by Daniel Pink (2011) Canongate Books
3. “Autonomous Teams Research” (February 2015) by OE Cam 

3. Reimagining Teams in the Ambi-Dextrous 
Organisation

One consequence of all of this is the re-emergence of 
‘autonomous teams’, where the leader provides a framework 
within which a team can operate and make decisions, 
interacting horizontally as well as vertically within the 
organisation.

In our recent pan-European research on autonomous teams (3), 
we found that although there is a desire to o�er greater 
autonomy to teams, businesses are struggling to make it a real 
success.  The di�culties lie in creating the right environment for 
the teams to operate, establishing a healthy relationship with 
the hierarchy, and having managers who are able to achieve a 
healthy balance between control and freedom.  The research 
found that the biggest complaint was ‘too much interference’ 
from managers.

4. Reimagining Jobs in the Ambi-dextrous 
Organisation

With the evolution of organisations, and the emergence of 
autonomous teams comes an equally radical shift in how we 
work - from designing ‘roles and positions’ to designing 
‘capabilities and projects’.  Businesses have moved away from job 
titles with tightly de�ned responsibilities and tasks, towards 
designing roles focused on outputs, utilising pools of expertise 
across the business.  

In this way, the individual identi�es with a speci�c community of 
professionals to develop their competence, whilst work 
becomes more multiple-project-based.  Individuals need to 
manage their workload, multiple bosses and exert in�uence 
laterally, far more than ever before.

Conclusion

Many �rms are moving along in this direction, and adapting as 
they evolve.   The growing pains can be di�cult, but as they 
mature into a more ambi-dextrous organisation, they will be 
better-suited to the world around us.
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8 Shades of the ‘F’ Word

by  MARK BROWN

Lovely Odour

‘Odour’ is not thought of as a positive word.  Even if we put 
‘lovely’ in front of the word ‘odour’ we can’t really save it from 
negative connotations.

Take the word ‘failure’.  This is not necessarily seen as a positive 
word either. It suggests things haven’t gone as we might have 
planned.  However when it comes to experimentation, 
creativity and innovation we are sometimes bound to have 
results along the innovation journey that don’t go how we 
might have wished or expected.  Some organisations label 
these kind of useful results ‘glorious’ failures.

If ‘lovely’ can’t redeem the word ‘odour’, I wonder if the word 
‘glorious’ is enough to redeem the word ‘failure’?  Perhaps we 
need a new word for necessary, smart, glorious failure.

Let’s explore the word ‘failure’ a little.  There are many shades 
of meaning and emotional association for the word failure.  
Here I focus on eight.

Maybe Failure / Mishap

There is a Taoist story of an old farmer who had worked his 
crops for many years.  One day his horse ran away.  Upon 
hearing the news, his neighbours came to visit.  ‘Such bad luck,’ 
they said sympathetically.  ‘Maybe,’ the farmer replied.

The next morning the horse returned, bringing with it three 
other wild horses.  ‘How wonderful,’ the neighbours exclaimed.  
‘Maybe,’ replied the old man.

The following day, his son tried to ride one of the untamed 
horses, was thrown, and broke his leg.  The neighbours again 
came to o�er their sympathy on his misfortune.  ‘Maybe,’ 
answered the farmer.

The day after, military o�cials came to the village to draft young 
men into the army. Seeing that the son's leg was broken, they 
passed him by.  The neighbours congratulated the farmer on 
how well things had turned out.  ‘Maybe,’ said the farmer (1).

Funny Failure

When some things don’t turn out as expected, we may be 
intrigued as in the case of a good magic trick.  Jokes and 
humour also involve an unexpected shift, twist or reframe.  For 
example we may laugh at the man who slips on the banana 
skin.

Here is a story where a parrot �nds things don’t quite turn out as 
he, the parrot, expects. 

There is this conjurer who works as an entertainer on a cruise 
ship.  As part of his act he has a parrot, who (of course) speaks.  
Now, the magician and the parrot don’t get on well.  Whenever 
the conjurer tries to perform a trick, for instance making a 
passenger's pocket watch ‘disappear’, the parrot feels duty 
bound to explain how it works, squawking ‘It's in his pocket! It's 
in his pocket!' or whatever.  But the parrot is a popular part of 
the act, so the magician can't simply wring his neck.

Now, one dark night, the ship sinks.  The conjurer survives by 
managing to cling to a piece of �oating debris, a plank.  ‘Well,’ he 
thinks, ‘this has been a pretty terrible night but at least I'm rid of 
that wretched parrot.’  At which point, he hears a familiar 
squawk from the other end of the plank - ‘OK, I give up’, squawks 
the parrot. ‘What did you do with the ship?’ (2)

As well as ‘Maybe’ failure and ‘Funny’ failure, there is a 
continuum along which the words failure, mistake and error 
take on quite di�erent connotations – many negative, a few 
positive.  And these di�erent shades of the ‘F’ word have quite 
di�erent implications for us and our organisation.  Many are 
disastrous, a few ‘glorious’.

Continued overleaf...
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The Right Hand Machine and the Left Hand 
Play-pit 4D - OD
When organisations, especially those with a past, a history, 
grapple with the innovation question, people give numerous 
reasons as to why the journey is challenging.  ‘Lack of time or 
money’ some say.  ‘We mustn’t be seen to fail’ say others.

And obviously some failures are best avoided.  When it comes to 
things we must get ‘right’, mistakes and failures are bad news.

OD - Natural and Usually Unforseeable 
Disasters/’Failures’ that No One Could Have Stopped - 
‘Planet Busters’

These are disasters, sometimes on a planetary scale, that no man, 
woman or beast could possibly have averted – for example the 
six mile long asteroid that hit the earth wiping out the dinosaurs.  
Dinosaurs were hardly to blame.

OD - ‘Don’t - Disastrous Failures / Mistakes That Could 
Have Been Avoided - ‘Never-Make’

OD – as in ‘overdose’.  These are disastrous failures.  Don’t do these 
things.  They kill.  Avoid these types of mistakes and failure at, 
almost, all costs.  Some aspects of societal and organisational life 
need to be tightly controlled – health, safety, along with 
reputation, integrity and money matters.  If we don’t look after 
these ‘right hand’ requirements we may well die today.  We don’t 
want oil disasters in the Bay of Mexico, another Challenger 
disaster, another Fukushima.  These are ‘never-makes’.

1D - ‘Do Things Right’ - Performance Failures - Ideally 
‘Never-Make’

1D – as in a straight line, the shortest distance for travelling 
between two points.  The most e�cient and e�ective method of 
getting the job done.  The metaphor is the ‘machine’ that runs 
with huge precision and success.  Our day-to-day business ideally 
runs like a well-honed machine.  Ideally it ‘performs’ perfectly.

Diagram 1: The ‘Left’ and ‘Right’ Hand of the Organisation

MORE LEFT-HAND MORE RIGHT-HAND

4D     3D           2D   1D         OD
New 

Paradigm
Di�erent Better Routine Don’t

The cast of a play may rehearse endlessly before they can put on 
the perfect show or performance.  They can make mistakes, 
forget their lines but in rehearsal only.  This is the time to learn 
and eliminate those mistakes.  This is the learning phase, not the 
performance phase.  Then they perform, ideally perfectly.

Like the perfect play or orchestral performance we want our 
organisational machine to perform with ideally zero mistakes or 
errors.  Many organisations espouse the value of ‘Get it Right 
First Time’ for these kind of machine perfect ‘performances’.

2D - ‘Bettering’ or Kaizen Failures - ‘Rarely-Make’

2D is one step up from routine performance.  We don’t just want 
to run things as normal we now want to improve what we do 
too.  We want to do things ‘better’.  The Japanese call this kind of 
improvement ‘kaizen’.  For example our company may add 
incremental features to a camera or phone we manufacture.  
And simultaneously we may �nd ways to reduce costs in the 
manufacturing process itself.

In a competitive and changing world we very often have to �nd 
these ways to do things better, to get the machine to run in a 
more e�ective, less expensive, more customer enchanting way.  
We therefore look to how we can do everything better to 
delight our customers and all other stakeholders.  Many 
organisations have clear methods to do this – continuous 
improvement, kaizen and lean thinking initiatives.  Here we 
tweak the machine and as there is no signi�cant deviation from 
the patterns of the past, no signi�cant degree of 
unpredictability, these changes are ideally introduced without 
unwanted or unexpected outcomes.  Mistakes should happen 
rarely, if it at all.  This is incremental, evolutionary right hand 
creativity, sometimes called exploitative creativity, maximizing 
what we have.

And yet just as we tweak our products and services we may well 
�nd our competitors do the same thing.  Therefore we need to 
move beyond 2D right hand creativity onto 3D left hand 
creativity.

8 SHADES OF THE ‘F’ WORD
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3D and 4D - ‘Di�erenting’ or Kaikaku - Glorious Failures 
- ‘Must-Make’

3D – revolutionary creativity.  If the word ‘better’ captures the 
essence of evolutionary creativity, the words ‘di�erent’ and 
‘new’ describe the heart of revolutionary creativity. The 
Japanese call this kind of major change ‘kaikaku’.  This is also 
called exploratory creativity, bringing the new into existence.

Examples include the shift from emulsion �lm to digital 
photography, vinyl to CD to computer downloads, the impact 
of optical �bre transmission for established copper wire phone 
companies.

4D – takes us beyond the world we know.  The old order is 
completely overthrown.  It’s game over.  A new ‘paradigm’ 
emerges.  However the word ‘paradigm’ has been so overused 
in the business world that some think it best avoided.  Whereas 
‘paradigm’ in business jargon may now be used to refer to any 
big change, the term was originally used to describe profound 
changes in scienti�c understanding and worldview (3), 
referring to the emergence of a new world that was quite 
invisible to the earlier order.  See for example the transition 
between the worldview of Newtonian physics and the 
Einsteinian relativistic worldview.

A couple of examples - a shift from a controlled communist 
economy to a free-market capitalist one; a shift from an 
ecologically damaging industrial base to one that respects and 
nurtures mother earth.

Such left hand creativity, whether 3D or the much rarer 4D, 
drives a step change, is discontinuous and revolutionary.  
Whereas with 2D right hand creativity we focus on doing 
everything ‘better’, with 3D left hand creativity we are now 
looking at how to do things ‘di�erently’ and ‘doing new things’.  
In 4D we create a completely new world. 

And for 3D thinking the metaphor is the ‘play-pit’.  The thinking 
needs to be more relaxed. We play.  We hunt the muse.  We stalk 
serendipity.  We connect with fresh experiences and knowledge.  
We forge surprising connections between neurons, thoughts 
and people. ‘Eurekas’ abound.  (In 4D, to continue the metaphor, 
we probably discard the play-pit altogether.  What then follows?  
God knows, perhaps.)

And so unlike evolutionary creativity, revolutionary creativity is 
without precedent, there are few or no useful patterns of the 
past.  We are in complete darkness.  Gone is the crisp light of 
certainty as we venture cautiously into these darkest unknowns 
of unpredictability. 

To Ensure Any Chance of Predictability for the 
Future of Our Organisation We Must Embrace 
Unpredictability
And here is a paradox, heads of teams, functions and 
organisations are expected to predict their performance for, say, 
the next quarter.  ‘We must make the numbers’. Predictability 
and certainty are the name of the game.

And here is the rub – the only way to ensure there is a 
longer-term future and thereby predictability for any continuing 
existence of our organisation is to positively embrace 
unpredictability. 

And our primary tool for discovery, to bring light to the 
darkness, is through experimentation.  We must enter the dark 
to have any hope of illumination as to ways forward. And it may 
be there are none.  Yet there may be many.  The only way to �nd 
out is through experimentation.  This is where mistakes and 
failures CAN become ‘glorious’ and are to be recognised, 
rewarded and applauded.  But only if…

‘If We Learn From Our Mistakes, Shouldn’t We Try 
to Make as Many as Possible?’
When I talk about the left hand of experimentation, creativity 
and innovation people correctly assume this universe of 
thought is far less predictable than we �nd in the 1D world of 
e�cient machine performance and the 2D world of kaizen.  To 
use the management jargon this 3D world is ‘looser’, the 1D and 
2D worlds are far ‘tighter’.  Yes, the 3D world is necessarily more 
relaxed so that new thoughts and ideas can occur at the 
shimmering and glimmering edges of consciousness.  However 
this is no excuse for SLOPPINESS when it comes to trying out 
new ideas and running experiments.  Within this left hand 
universe we must bring right hand rigour to these experiments. 

We don’t try any old experiment.  Experiments take time and 
money.  And we can’t keep experimenting for too long.  The 
money that comes from the ‘machine’ to support the ‘play-pit’ is 
finite and is to be used wisely.  Experiments must be FIT – FAST 
INTELLIGENT TESTS. This experiment must be ‘the’ or one of the 
best ways forward.  The outcome must provide insight and 
outsight.  The outcome is, as scientists say, a ‘result’.  It provides 
intelligence. And such intelligence is driven by fast intelligent 
‘must-make’ tests – be the outcome as we expected or 
otherwise.  Our thinking is con�rmed or discon�rmed.  Then we 
can move on.

Continued overleaf...
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Furthermore it seems risky and a little odd to have just the one 
word ‘failure’ to warn people of, on the right hand, what they 
must never do, and on the left hand to use the same word to 
encourage them what to do. 

Logically we don’t use the word ‘danger’ in one precarious 
setting, like at a cli� edge, only to use the same word plus an 
adjective, as in, for example, ‘safe danger’, in a less risky setting. 

So what are possible contenders? 

First of all I may need to prove myself wrong – an ability that we 
will see in the next article lies at the heart of how to do fast 
intelligent tests.  Perhaps ‘glorious failure’ will win the day. 

Or, perhaps, like scientists, we ignore the word ‘failure’ and talk 
instead about ‘results’ and if they are not what we expected, we 
call them ‘unpredicted results or outcomes’. 

I quite like ‘must-makes’ too. Although it’s perhaps a bit clunky.  
And providing these are never ‘masquerading must-makes’ the 
word ‘must-make’ does get to the heart of the way forward in 
the dark and uncertain, 3D and 4D, left hand world.

When it comes to a ‘must-make’ we know that we have devised 
an essential fast intelligent test and that only by carrying out 
this test can we begin to bring some light to the otherwise 
unfathomable dark.  Our ‘must-makes’ are the only way to turn 
the unpredictable into the predictable.  And yes we may still fail 
even if we do conduct these fast intelligent tests - these 
must-makes.  But we certainly will fail if we don’t have a go. 
When dealing with the left hand the left hand FIT ‘must-makes’ 
are our best way forward in life, science, art and the world of 
work and organisations.

8 SHADES OF THE ‘F’ WORD

1.  www.katinkahesselink.net/tibet/zen.html
2.  www.ex-parrot.com/~chris/silly/parrot.html
3.  T.S. Kuhn “The Structure of Scienti�c Revolutions” (1970) University of Chicago Press
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Over the last eight years, City & Guilds has been transforming 
itself from being a one-dimensional business focused on 
quali�cations, to a multi-business unit vocational education 
organisation and a global leader in skills development.  Along 
the way it has been learning how to deal with being a more 
ambi-dextrous organisation.

In this article, Chris Jones, CEO of City & Guilds describes the 
journey so far.

Back in 2003, City & Guilds was highly dependent on UK-funded 
quali�cations revenues, and was organised functionally as a 
single UK business with some exports.  However, its world was 
changing.  As government policy reduced the barriers to entry, 
competition increased, with corporate-backed new-entrants 
aggressively selling themselves into the UK market.  So the 
challenge was how to successfully compete to protect and 
secure City & Guilds’ UK market leadership, whilst at the same 
time develop future revenue streams.

Continued overleaf...

Gary Ashton interviews Chris Jones, Chief Executive, City & Guilds

Ambi-Dexterity at City & Guilds: 
A Case Study
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This aspect of ambi-dexterity emphasises the messy nature of 
business, and the need for leaders to accept and live with what looks 
like an imperfect solution for any single business unit…

AMBI-DEXTERITY AT CITY & GUILDS: A CASE STUDY

Building Di�erent Levels of Innovation – from 1D to 3D

“Our �rst step was to introduce stronger �nancial planning 
disciplines, increase our focus on customer needs, and 
future-proof the technology infrastructure – all basic but 
necessary 1D level of innovation” (see Diagram 1 below).

Diagram 1: Levels of Innovation

Meanwhile, the UK quali�cations business reframed itself into 
being a vocational education business, serving its customers 
along more of the learner value chain, by extending its product 
o�ering into learning and teaching resources, and building the 
technology for online assessment.

But to look for new growth we also had to do things better, and 
so we carved out the International business from the UK 
Commercial Division, in order to release it from the dominant 
UK core business, and provide International with a separate, 
focused leadership with its own distinct strategy.  This took our 
International business into acquisitions in South Africa, and a 
joint venture in India – all contributing to a tripling of its 
revenue growth.

This alone though was not enough.  We also needed to put 
more focus on the di�erent needs of our key UK customer 
segments, by separating out the corporate employer market 
from the further education market.  This greater focus on 
employers was reinforced by our acquisition of Kineo, the 
accreditation and e-learning business.  To complete the 
picture, we also address the leadership and management 
market – served by ILM, and now also by the Oxford Group, 
recently acquired in February of 2015.

Level of Innovation 4D 3D 2D 1D OD

Description Di�erent Better RoutineNew Paradigm Don’t

C&G examples

C&G Kineo

New Technologies

Cross-business solutions 
(e.g. UK Apprenticeships; 

Saudi Arabia contract)

Becoming a 
Vocational Education 

business

Future-proof
technology 

infrastructure

Creation of 
customer-focused 

business units

Stronger Financial 
Planning
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when making capital allocation decisions, we have to establish the 
right balance between protecting the core whilst also investing in the 
future revenue streams, and strive for efficiency-driven self-funded 
organic growth, as well as the inorganic growth through acquisitions.  
Part of this challenge is to identify those common areas that can be 
developed across the business for the benefit of all.

gary.ashton@oecam.com

2.  Pro�t versus Growth – how we balance the greater pro�t 
contributions but slower growth of the UK business, with the 
higher growth but lower pro�tability of our employer and 
international businesses.  So when making capital allocation 
decisions, we have to establish the right balance between 
protecting the core whilst also investing in the future revenue 
streams, and strive for e�ciency-driven self-funded organic 
growth, as well as the inorganic growth through acquisitions.
Part of this challenge is to identify those common areas that 
can be developed across the business for the bene�t of all.  
Developing a learning technology platform for the Group is 
one such example.

3.  Incremental versus transformational growth – with the 
rate of change taking place in technology, another challenge is 
ensuring the business units continually innovate within their 
respective markets whilst also ensuring the Group takes as 
wide a perspective as possible on seeking out new 
technological innovations.  Having this ‘peripheral vision’, not 
only will help us �nd speci�c solutions for our business units, 
but could also potentially disrupt our business units.  This then 
needs to be viewed from a Group perspective, to avoid being 
constrained in spotting new opportunities.

Leading our Ambi-Dextrous Organisation

All of the above challenges, and more, are being faced across 
the Group by our leaders on a day-to-day basis. Along the 
journey of the last eight years, we have been maturing in how 
we lead our ambi-dextrous organisation.

We are probably now at the stage of ‘conscious competence’ of 
leading a collection of di�erent business models, collaborating 
where necessary, and being open-minded and able to test and 
challenge ourselves, with a planning process that makes sure 
we face up to these tensions.  And in bringing together our 
senior managers together two to three times a year, to think 
laterally and make collective sense of our markets, our 
businesses and our opportunities, we are becoming more 
adept at adopting the Net�ix mantra of being ‘tightly aligned, 
loosely coupled’, to ensure we continue to be a global leader in 
skills development.

So within our chosen markets, the MDs and their management 
teams are continually innovating in response to their external 
demands. The solutions to these demands sometimes require 
greater cross-business collaboration.  One example of this is the 
reform taking place in Apprenticeships.  These are being 
managed as a Group programme, sponsored by the UK MD, 
working across the businesses to �nd the right solution that 
includes support from our joint venture in India, Manipal.

Another example is the delivery of turnkey solutions for national 
government-backed programmes such as in Saudi Arabia – 
requiring the UK to support the delivery of a solution for 
International, but being delivered in a way that doesn’t degrade 
the UK capacity.  So as new customer opportunities emerge, we 
will continually �ex how we work between our business units, 
Group functions and support services.

Managing the Tensions Arising from Ambi-Dexterity

In developing into a portfolio of business units, supported by a 
corporate centre and shared services, City & Guilds has been 
wrestling with three signi�cant tensions that inevitable emerge 
in ambi-dextrous organisations:

1.  Whole versus Parts – how we ensure that the business units, 
organised around di�erent customers, keep enough of their 
own assets, whilst also ensuring that synergies are secured 
through providing Group functional support.  When a business 
unit within a Group does not have all its functions to operate 
independently, it needs to collaborate and share, which 
inevitably generates tensions.  This aspect of ambi-dexterity 
emphasises the messy nature of business, and the need for 
leaders to accept and live with what looks like an imperfect 
solution for any single business unit.  It is not straight forward, 
and we are still evolving our shared service model.

In making the most of our talent and know-how, the challenge 
is, whilst being focused on delivering business unit pro�t 
targets, to have a collective view on talent and succession 
planning that addresses our speci�c business unit as well as our 
Group-wide needs.  This encourages the movement of talent 
around the business as well as sharing of knowledge around the 
Group.
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Organisation E�ectiveness Cambridge (OE Cam LLP) is a boutique �rm of consultants who help maximise the 
e�ectiveness of individuals, teams and organisations. We help our clients navigate the path to ambi-dexterity.

We believe that organisational e�ectiveness can only be improved through tackling the ‘hard’ with the ‘soft’.  We 
view your organisation from multiple perspectives – the behavioural, the structural, the cultural and the economic 
so that we get to the essence of your challenge and deliver bespoke, feasible and sustainable solutions.

Our clients span industry sectors and international boundaries and include: AB Foods; AB Agri; BBC; Carbon Trust; 
City & Guilds; The Coal Authority; Coller Capital; Connect Group; Daiichi Sankyo; E.ON, GE; Internet Watch 
Foundation; Mundipharma; Odeon & UCI Cinemas; Primark; PRS for Music; Ryder; Simmons & Simmons; 
SuperGroup; Thorntons; Travis Perkins and Yorkshire Water.

We see organisation e�ectiveness as a combination of organisation development and talent management:

Talent Management
• Executive Assessment - we identify “disruptive talent” and deliver individual and team assessments to give you 

con�dence to make strategic people investments, including succession planning, recruitment and pre/post 
M&A due diligence

• Leadership Development – we de�ne and build leadership capability to deliver your strategy.  We create 
learning experiences that impact the bottom line and facilitate executive teams for performance improvement 
and business growth

• Executive Coaching – we have considerable experience of coaching senior managers, often in quite sensitive 
situations. Through our work we know and understand the business environment, the cultures and the business 
pressures. This enables us to relate to demands and uncertainties often felt in post, across di�erent sectors, 
disciplines and organisations

• Performance Management and Reward – we create the processes and skills for managers to set objectives and 
measures and ensure that feedback is constructive and that achievements are properly recognised and 
rewarded.

Organisation Development
• Board Development - we review and develop board e�ectiveness and work with executive teams on governance 

and organisational impact

• Organisation Design – we create aligned, accountable and agile organisations by assessing how coherent your 
organisation is now and developing options for where and how it can be improved

• Organisation Improvement - we analyse before delivering interventions that will make the business work as 
intended, build collaboration and communities whilst retaining accountability and performance.  We work with 
teams to grow businesses, build your strategy, increase capability and implement change

• Culture Audit and Development - we change cultures to become more innovative, customer centric and 
performance orientated. Using both quantitative and qualitative tools we can assess organisational and 
leadership culture; compare and contrast cultural synergies, variances and determine the extent of cultural 
‘entropy’.  We develop systems, processes and capability to deliver cultural change. 

We are a boutique consultancy, which means that your experience with us will be a personal one.  We will invest the 
e�ort to get to know you and your organisation to jointly deliver the outcome you are seeking. We are proud to be 
an employee-owned company.

For more information please visit www.oecam.com or call us on +44 (0)1223 269009.
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Mark Goodridge - Chairman
Mark leads major transformation projects in both the private and public sectors 
leading to business realignment, organisation and culture change.  He advises 
organisations at board level in the food, retail, media, telecommunications, and 
government sectors in the UK, Continental Europe and USA.  
mark.goodridge@oecam.com

Ann Gammie 
Ann has over 30 years experience in organisation development working in both 
public and private sectors.  Ann designs and delivers change programmes, but her 
particularly speciality is working with leadership groups, helping them to manage 
the personal and business implications of strategic change.  Ann has an MA (Hons) 
in Psychology. 
ann.gammie@oecam.com

Mark Brown
Mark Brown is a pracademic leading and applying research into how you create 
tomorrow’s culture today. He is also founder of the Dolphin Index.
mark@dolphinindex.org

Gary Ashton - Partner
Gary leads the Organisation Development practice.  He consults in the re-design 
and implementation of organisation structures and management processes, 
post-merger integration, improvement of joint venture capability, inter-team 
e�ectiveness, and board and senior management team assessment and 
development.  He has presented at seminars on organisation change, business 
partnerships, has led a Retail HR Forum, and is a visiting lecturer at the University 
of Cambridge Institute of Manufacturing.
gary.ashton@oecam.com




