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INTRODUCTION

This is a sister guide to the ‘Worst Practice Guide on Energy & Environmental Management’ (also located on www.oursouthwest.com and launched in early 2003 following the ENVEC 2002 conference). 

Quite simply the best way to worst practice in influencing senior management is to do NOTHING! That said there are mistakes that can be made when you try to do something. For those that want to try and get it wrong ten tips are included in this guide – these serve as a warning for those trying to do things right.

The starting point for this guide is that YOU are convinced that energy & environmental management not only makes good sense, it makes ‘business’ sense for your organisation. It is essential for you to have this belief if you are going to successfully influence others.

	GETTING IT WRONG – TIP 1

When talking to senior management say that you are not totally convinced that addressing environmental issues will help the organisation, but the Government says we should look at it.




This guidance is written to help ‘middle managers’ in all types of organisation – public, commercial, industrial, small and large.

Experience has shown that senior management become engaged in energy management and environmental issues for a variety of reasons. Sometimes an external influence, such as a government programme or pressure from customers/clients, may be the key.

However, in many circumstances the first people to become fully ‘engaged’ with environmental issues are often not the senior management. In many instances, senior managers feel that they have too many conflicting priorities to give environmental issues the ongoing attention they need. There is a history of middle managers (energy managers, engineers, etc.) becoming engaged and then having to drive the message upwards, downwards and sideways!

Arguably, senior managers should have the most open minds in the organisation. Their role should be one of vision and delivery. They are the ones that should thrive on change and challenge. It is also the senior managers that should provide the leadership for the organisation. But leaders need to be informed, they need to be motivated – and sometimes it is ‘lesser people’ who lead to the leaders becoming leaders.

I have a dream! Hearing this phrase you will inevitably think of Dr. Martin Luther King, Jnr., leader of America’s greatest non-violent movement for justice, equality and peace. You are probably aware of his impact on the United States of America and the rest of the world. But have you heard of Mrs. Rosa Parks? On 1 December 1955, Rosa Parks, a forty-two year old Montgomery seamstress was travelling on a bus and refused to relinquish her seat to a white man. She was arrested. On 5 December, the first day of the Montgomery bus boycott and the trial date of Mrs. Parks, a meeting of movement leaders was held and Dr. King was unanimously elected president of the Montgomery Improvement Association. 

Delivered on the steps at the Lincoln Memorial in Washington D.C. on August 28, 1963, the 1,550 word speech (or 1,611 words depending on the source!) now known as ‘I have a dream’ was delivered. The rest, as they say, is history.

What can we learn from this example? Well, if you want to change the world it takes time. It also needs people to be inspired. It also needs a catalyst.

Imagine if there had not been a Rosa Parks? What if King had said “I have a strategy!”?

On a different scale can you be the catalyst for change in your organisation? Or you could become a ‘change activist’ - same job, different title!

To quote a recent book Change Activist: “Change activism is about taking control at a personal level; Change activism turns up the volume on things you care about; Change activism also has business benefits; Our species and our planet need change activism.”

Change Activist, Carmel McConnel, Momentum, 2001, ISBN 1-843–04003-4 www.yourmomentum.com You might find some of the approach/style a little ‘extreme’ but there is some very solid guidance in this book. 

	GETTING IT WRONG – TIP 2

Don’t bother with senior management; if you are not getting any senior management support, give up and do something else.




FRAMEWORK

Influencing senior management needs to be tackled as a project in its own right. This being the case you need a structured approach tackling the issues.

The classic management cycle of PDCA (Plan-Do-Check-Act) can easily be used:

· Plan

Work out what needs to be done and how it should be done

· Do

Implement the plan

· Check

See if the implementation of the plan is giving the results that it should

· Act

Take any corrective action required and ensure good practice is locked in place, then return to the planning stage and repeat as necessary.

The ‘getting it wrong approach’ is also based on PDCA, but this time PDCA stands for:

Procrastination – Defeatism – Complication - Apathy

Let’s get back on track and look at each element of the PDCA cycle in turn.

PLAN

The military have an expression – Prior Planning Prevents Poor Performance. They also say that time spent on reconnaissance is never wasted. In the workplace military expressions are used all the time, but our risks are normally only money and reputation. Taking guidance from people who risk their life, is not a bad idea.

For a military campaign there will be strategy, tactics, objectives and logistics – but all of these are dependent on ‘intelligence’. So the key part of the planning process has to be intelligence and reconnaissance.

	GETTING IT WRONG – TIP 3

Any attempt to influence senior management will be destined for failure if the approach adopted fails to align with the prime strategic purpose, or mission, of the organisation.




Does your organisation have a mission statement? Not sure? Have you looked at your own organisation’s web site? It is surprising how many employees don’t know what is on their own organisation’s web site. In terms of intelligence gathering the web site is an easy hit.

You may be working for an organisation that has a published Mission Statement and possibly a Statement of Values. If so, this is what your organisation is asking to be judged by. It makes a great starting point for us trying to understand what drives the organisation.

Do you feel that the organisation means what it says with the statement or is it simply ‘corporate wallpaper’? In the catalogue of worst practice probably one of the biggest mistakes that can be made is an organisation publishing a mission statement that it doesn’t believe in. The bad news is that if this is your case then your organisation has bigger problems than the environment and energy!

Let’s look at some real mission statements. All of these have been taken from the web sites of the organisations, as suggested earlier.

	No
	Organisation
	

	1
	Interface Flooring
	To be the first company that, by its deeds, shows the entire industrial world what sustainability is in all its dimensions: people, process, product, place and profits - by 2020 - and in doing so we will become restorative through the power of influence.

	2
	SUN Systems
	VISION: Everyone and everything connected to the network.

Eventually every man, woman, and child on the planet will be connected to the network. So will virtually everything with a digital or electrical heartbeat - from mobile phones to automobiles, thermostats to razor blades with RFID tags on them. The resulting network traffic will require highly scalable, reliable systems, from Sun. MISSION: Solve complex network computing problems for governments, enterprises, and service providers.

	3
	BPB

BPB continued
	BPB is a world leader in the supply of plasterboard and gypsum plasters and a major supplier of insulation, ceiling tiles and related products for internal linings, serving growing markets for building systems in over 50 countries. We aim to be the world's preferred choice for fast-track lightweight building systems, meeting the value expectations of our shareholders, customers and employees through:

· growth of our leading European building materials business;

· investment in established and emerging plasterboard markets worldwide;

· enlarging our business base with complementary products which share similar routes to market

	4
	Somerset County Council
	Somerset County Council will provide good quality services that are accessible, responsive and sustainable. Our aims are economic vitality, a healthy environment, and thriving communities leading to an improved quality of life for all in Somerset.

	5
	Ben & Jerry's
	Ben & Jerry's is founded on and dedicated to a sustainable corporate concept of linked prosperity. Our mission consists of 3 interrelated parts:

Product Mission: To make, distribute & sell the finest quality all natural ice cream & euphoric concoctions with a continued commitment to incorporating wholesome, natural ingredients and promoting business practices that respect the Earth and the Environment.

Economic mission: To operate the Company on a sustainable financial basis of profitable growth, increasing value for our stakeholders & expanding opportunities for development and career growth for our employees.

Social Mission: To operate the company in a way that actively recognizes the central role that business plays in society by initiating innovative ways to improve the quality of life locally, nationally & internationally.

Central to the mission of Ben & Jerry's is the belief that all three parts must thrive equally in a manner that commands deep respect for individuals in and outside the company and supports the communities of which they are a part.


Looking at these five statements it is clear that there are three organisations where environmental issues are very clearly stated. Where the statement does not provide an obvious environmental link it will be clear that more research is required. For the ‘non-environmental’ mission statement organisations it is likely that framing environmental issues in terms of cost reduction and risk management may be a possible approach.

A business that makes nothing but money is a poor kind of business 

- Henry Ford

Not wanting to encourage legal action we have not included a factual example of a mission statement and classed it as bad practice, but in the spirit of ‘bad practice’ the following example could be considered as such.

	Bad Practice UK
	Our mission is to maximise short term shareholder earnings without any regard for the long term sustainability of the company. We will achieve this by minimising our capital investments, maintaining our workforce at the lowest possible level and avoiding all activity that does not contribute to the bottom line. We will positively avoid exceeding legislative and regulatory requirements. Where opportunities exist to exploit our workforce or customers these will be taken.


Do you know this organisation?!

So is the presence or absence of a mission statement indicative of good or bad practice? Quite simply, no. There are good organisations that have not published mission statements and there are bad organisations that have.

	GETTING IT WRONG – TIP 4

Tell senior managers that they simply have a moral duty and should do what you want because of that.




Arguably environmental issues are so important that all organisations should be aligning their strategy, mission and values towards the environment. However, for many organisations the approach that will need to be taken is showing how good energy and environmental management can add to the organisation’s existing mission.

What do you do if your organisation does not have a published mission statement or set of values? In reality all organisations have a mission and a set of values, it’s just that not all realise it and not all publish it! To find an organisation’s ‘hidden’ mission, look at policy statements, annual reports and other corporate literature.

What if your company publishes an environmental or Corporate Social Responsibility Report? Arguably if they do senior management is convinced. However, there are large organisations where such reports are prepared and published by corporate headquarters but the senior management in the operating units are not ‘engaged’. Where this is the case you may need to seek support from ‘head office’ as well as working to convince local managers it is in their interest to be engaged.

If you look around and listen you should be able to pick up messages about the organisation. Where this is always interesting is when the ‘bush telegraph’ is in conflict with published statements!

‘Organisational archaeology’ is also a useful activity. If you are new to the role or organisation, dig around and find out what has happened in the past. Valuable lessons can be learnt from past failures. However, remember just because something failed in the past does not mean it will fail again today – circumstances and people change. This is an important issue because you need to be prepared to respond to the line – ‘we tried that before and it didn’t work’.

At this stage you should be able to see how you can align your environment message with the organisation’s purpose. But what is an organisation? An organisation is a collection of people, so the next step is to consider the people you need to influence.

· Which senior manager(s) do you want and need ‘on board’?

What are you trying to do? Do you have one obstructive manager? Is there a general lack of involvement? Ideally we want all managers singing from the green song sheet, but do you have the resources?

· Which managers do you stand the best chance of influencing?

There may be certain managers that you have a better chance of influencing than others. What do you know about their backgrounds? What qualifications do they have, what outside interests?

· Do you need to look at ‘indirect’ targets?

There may be occasions when the influence route needs to be indirect. Is there someone you can influence that can then influence the target manager(s)?

· What really drives your target manager(s)

You know all about what drives the organisation – that’s why you have been looking at mission statements etc. But what drives the managers you want to influence? You could try this: write a personal mission statement for your target manager (but do keep it confidential!).

	GETTING IT WRONG – TIP 5

Tell a senior manager that adopting an environmental approach will considerably increase his/her personal workload.




Having completed your intelligence gathering you are now in a position to start formulating a plan. In practice it will help to read the rest of this guide to get ideas about what you should (and should not) do.

A closing thought in this section from a famous military leader:

“A good plan executed today is better than a perfect plan executed next week”

- General George Patton, 1944

DO

It is amazing what you can accomplish if you do not care who gets the credit - Harry Truman

It is worth recalling what we are trying to achieve. We want senior managers engaged with environmental issues so that they will enable sound environmental practices to be adopted by the organisation. Putting it another way what you are trying to do is to ‘sell’ good environmental management to the senior management. So having used military thinking for Planning we will become salespeople for Doing.

Language and jargon: Salespeople refer to products (even when they are services) so we will use that term. A potential customer is called a ‘prospect’ so we will use the term ‘prospect’ to refer to the manager we want to influence.

If you have even been on a sales training course you probably learnt about AIDA – this is not Giuseppe Verdi’s opera Aida, but an acronym for a model of the sales process.

· Attention – first get the prospect’s attention

· Interest – next stimulate the prospect’s interest

· Desire – create the desire to buy

· Action – confirm the action to be taken

The two middle words, Interest and Desire, are very important as they are both great motivators. Think about the effect of interest and desire on your own actions. Most successful people are passionate – with passion being “an intense enthusiasm for a subject; a keen interest in a particular subject or activity” (Encarta). Think about the successful people or organisations that you know – can you identify the passion?

Think about yourself and your organisation. Where is the passion? Identify the passion and you have a major insight. You have a positive pathway that can be used.

A similar, but alternative approach is ‘needs marketing’. This may be more useful to us as we all know that our ‘prospects’ need environmental ‘products’, it’s just that they might not know it yet! Another acronym here, this time it is SPIN®, though not the same spin as politicians are sometimes accused of!

(SPIN® Selling is a sales technique developed and marketed by HuthwaiteTM)

	Situation


	Understanding the prospect’s business situation.

	Problem


	Finding out about the prospect's difficulties, dissatisfactions or problems with the current situation.

	Implication


	Asking about the effects or implications of the prospect’s situation or problems.

	Need-Payoff


	Probing ‘exposed’ needs, such that the prospect comes to realise the importance and value of solving the problem(s).


To illustrate this in general selling terms consider this example of a salesperson using SPIN to sell a laser alignment system for drives.

	Situation


	So you have a lot of large pumps on site and it is quite common to change the motors driving them?

	Problem


	Your maintenance staff must have to spend a lot time aligning the pumps and motors?

	Implication


	This must be costing you a lot in labour and lost production resulting from increased downtime.

	Need-Payoff


	The prospect then says, “what we need is a simple and quick method of aligning the drive train.” The salesperson suggests the solution with the response:  “Our laser alignment system will give you that and also make energy savings as misaligned drives can add as much as 8% to running costs.”


But how could this be used in ‘selling’ environmental issues to a senior manager?

	Situation


	The organisation uses a range of hazardous materials, but has never been prosecuted for a breach of environmental regulations.

	Problem


	We do not have a formal system for managing these risks, so how can we be sure we will not have a problem in the future?

	Implication


	A prosecution by the Environment Agency could cost up to £20,000 or even more. Also what would be the impact on our reputation?

	Need-Payoff


	The salesperson might suggest that a proven way of minimising environmental risks is required: “I know some organisations have found ISO14001 or BS8555 useful, perhaps we should see if a system like that could help us?”


When you reach the Need-Payoff stage you need to be fully aware of what your ‘product’ can do. The next acronym in the salesperson’s dictionary is FAB.

· Features

· Advantages

· Benefits

You will need to concentrate on Benefits and should probably lead with them. Most senior managers are not very interested in Features, they expect you to be on top of those and rarely want details. While they might like to know advantages, they will only want the one or two key ones.

Example: The main benefits of using ISO14001 would be that we could dramatically reduce the risk of prosecution. It features a register of legislation that gives the advantage of having all the information in one place.

Looking at this it is important to note that whilst the Features and Benefits help to differentiate the product from others it is really the Benefits that make the sale. And here is a critical issue; the benefits are what will be experienced by the prospect, not by the seller.

You now know who your target manager(s) are. You know the ‘sales’ technique to use. What you haven’t resolved yet is how you are going to get their attention. How do you get your foot in the door? The answer to this will vary from organisation to organisation.

There are a number of ways of getting yourself ‘in front’ of the prospect. The advantage that you have over the external salesperson is that you are already inside the organisation!

You may be able to use an existing opportunity, for example raising the issue in a regular management meeting, or you may have to create a ‘special occasion’. The ideal situation is to raise background awareness such that the target manager invites you to talk about it.

There is a story told about one company where the CEO was summoned to Wall Street to talk about his organisation’s environmental position. They didn’t have one! He asked someone for some background reading material, they provided him with a book on ecology and business. He looked at it and cast it aside. As time grew closer to the Wall Street meeting he picked the book up again. He noted on the back cover that the author was a millionaire – suddenly he was interested and read the book from cover to cover. Overnight his company went from no environmental policy to a full throttle engagement with sustainability!

To influence a senior manager you are going to have to communicate – there is really no other option. So what means should you use?

Good communication is as stimulating as black coffee, and just as hard to sleep after - Anne Morrow Lindbergh

	Conversation
	Given the opportunity an informal conversation can help in setting the scene, or be useful for checking on progress, or getting initial attention. It is very important not to talk ‘at’ your prospect – you will not gain their engagement. Instead try asking them questions.  It is unlikely that conversation alone will meet your needs.

	Meetings
	What can be done in meetings will depend on the management style of your organisation. If you have very formal meetings you may need to get the item included near the top of the agenda rather than take a chance with Any Other Business.

Are you in the position to call a meeting and invite the target managers? If not you, is there someone else who can initiate a meeting? Remember; don’t work for a meeting until you know what you want to achieve out of it!

	Memos & e-mails
	Again the power of these will vary from organisation to organisation. Memos are often used to avoid conversation or to make a formal record of a communication. Not all e-mails are read! But then neither are all memos!

	Reports
	Reports are useful vehicles for facts, but do they stimulate desire? If the target is not interested in the report subject why should they read it? Having said this at some point you may need to use a report to convey ‘evidence’. Good report writing skills can pay off.

	Presentations
	Done well, presentations are very powerful. Done badly they are also very powerful – only in the wrong direction! If you do not have the basic presentation skills think about getting some. If you really don’t like the idea of doing presentations, then get someone who is good at them and use them.

"A little inaccuracy sometimes saves a ton of explanation" 

- H. H. Munro (Saki) (1870-1916)




	GETTING IT WRONG – TIP 6

Arrange to have all the senior managers present for a briefing and then don’t plan what you are going to say, turn up late, ensure that AV equipment is not tested before hand, and to really set it off, wear the wrong sort of clothes!




Another selling acronym, ABC: Always Be Closing. In the selling situation you need the ‘close’, the point when the prospect writes an order and becomes a customer. Closure is the prime focus of selling, so be sure that you know what it is that you want or you will never close! The next selling tip is once you have made the sale, stop selling and make sure the order is delivered!

	GETTING IT WRONG – TIP 7

You meet with the Chief Executive – you start your presentation. After the first three of sixty slides he/she says, “I am convinced, what should we do?” You then carry on working your way to slide sixty. He/she gives you a minute or two then starts seeing counter arguments and finally as time runs out (but you are only at slide 40) he/she says “Sorry we will have to stop there.”




A key part of the selling process is the handling of objections and responding appropriately to situations. Whilst not wanting to encourage negativity the best way to prepare yourself for objections is to try to identify them before you have to answer them. Do you have a colleague or friend who can act as ‘devil’s advocate’? Also, once you’ve convinced them, stop.

	GETTING IT WRONG – TIP 8

You are in a meeting with the Chief Executive and your introductory sentence is ‘We should retro-fit the new DERCO Vortex microprocessor based shedding detoxifier because it is intended for critical applications and has fully-welded, seal-less sensor construction’.




What language are you speaking?  Is it the same as your prospect?  To communicate you need to use words and concepts that are interesting and relevant to your prospect.  These may be concepts that you are not entirely comfortable with.  You may prefer your ‘comfort zone’ of technical expertise.  Unfortunately, it can be a real challenge to talk in someone else’s jargon but you need to be able to do it.

Some alternative ideas!

You might want to consider other ways of bringing pressure to bear on senior management. All these techniques need to be given careful consideration and handled with care. You use these techniques entirely at your own risk!

· Union power. Many trade unions are taking an increasingly proactive role in environmental and sustainable development issues. They argue that they want environmentally sound employers as this will help maintain their members’ employment. There are case studies of positive union involvement in energy and environmental issues. (For example Perkins Engines – GIL054 from Action Energy. This document provides a very clear example of what can be done from a non-senior management level in a company.) You may be in a position to ‘prime’ or ‘encourage’ union representation to ‘assist’ you in making a case.

· Whistle-blowing. If you think that your organisation is performing badly and is not taking notice of you, informing the appropriate regulator may be an option. This should be regarded as an option of last choice, but if appropriate, after all other options have been exhausted, it should be considered.

· Pressure Groups. A little like whistle-blowing, this involves getting/giving support from pressure groups (both environmental and shareholder). Again extreme care is needed to make sure that you are not breaking your contract of employment! In practice, better organisations welcome the involvement of organisations like Friends of the Earth as this can provide a stakeholder input as well as an ‘auditing’ action.

“You have the finest product in the world, at the right price, that exactly meets the customers’ needs. But the sale won’t happen if you cannot show what the product will do for them. Sell the benefits - always!”

“The most successful sales people focus all their efforts on the prospects that are likely to buy and place big orders.”

CHECK

You have researched and developed a plan, identified the target manager(s). You have made the sales pitch, you have had closure. So what now?

One option may be to sit back, do nothing and wait. How likely is this? Not very! 

Executive ability is deciding quickly and getting someone else to do the work - John G. Pollard

What is more likely is that the senior manager will have allocated tasks to you to undertake. If the situation is simply you and the senior manager doing things, do you think that things have gone well? No. What you want is for as many people as possible to be involved in as a constructive way as possible.

	GETTING IT WRONG – TIP 9

Talk to the senior management. Tell them how important energy and environmental management are. Then let them tell you to go away and make it happen. All that has happened here is that you are working on your own but with management approval – an improvement, but not really the goal you should be seeking.




What you need to have done, before you reached this point (!), was to have decided on what you wanted to happen and what ‘metrics’ or ‘performance indicators’ you were going to use to judge performance. Why not establish Key Performance Indicators (KPIs) that you can use to judge senior management by? Why not tell them what these KPIs are?!

Examples might include:

· Publication of board endorsed energy/environmental policy

· Official sanction, with target date, for ISO14001 certification

· Commitment to Corporate Social Responsibility (CSR) Reporting

· Allocation of cost centre for environmental activity

REVIEWING PROGRESS

Having established your KPIs, or expectations of process, you should be able to determine if what you have done is working. If it is not working then you need to assess why and get back into the PDCA process.

"I have not failed. I've just found 10,000 ways that won't work"

- Thomas Alva Edison (1847-1931)

ACT

If your plan to influence senior management is working how can you ensure that it continues?

LOCKING IT IN PLACE

Senior managers can move on – what happens when they do? What happens if you move on? What happens if there is a change of ownership of the organisation? How can you lock energy and environmental improvement into the organisation?

If we look at behaviour, we have to put in effort to change it. Once it becomes habit, it no longer requires the same type of effort. To illustrate this to yourself, try brushing your teeth with the opposite hand to that which you normally use. You now have to think about how you clean your teeth. (As a side issue, doing this is a good mental exercise.)

What do we do to make things ‘habit’ in the workplace? It is usually a combination of rules, procedures, training, communication and ‘reward or punishment’.

If you have ISO14001, this can help look in a whole range of procedures. At a higher level, getting the organisation committed to public reporting can be very effective. Options here include EMAS, CSR Reporting, and Annual Environmental Reporting.

	GETTING IT WRONG – TIP 10

Deciding that as your ISO 14001 system is already in place, and certified, it is not worth changing the system to ensure senior management are better locked into energy and environmental management.




CONCLUSION

Think carefully before you do anything. You may only have one opportunity to make a good impression. However, don’t let constructive thinking become procrastination.

If you can ‘set the ball rolling’ and the conditions are right you might have ‘self-sustaining’ results. Remember success breeds success.

If you have not got immediate success, don’t give up – keep trying. However, don’t keep trying the same thing over and over again. If you can’t get in the front door, try the side or back.

Look for support from others both inside and outside the organisation.

If you believe, you can make a difference.

Some closing quotations to think about 

The greatest mistake you can make in life is to be continually fearing that you will make one - Ellen Hubbard

Nobody made a greater mistake than he who did nothing because he could only do a little – Edmund Burke

You may never know what results come from your action, but if you do nothing, there will be no result - Gandhi

If you think you're too small to make a difference, you've obviously never been in bed with a mosquito - Michelle Walker

SUMMARY GUIDE

PLAN
· Do background research, look everywhere!

· Understand your organisation’s culture, what makes it tick?

· Look at the Mission Statement and/or Statement of Values – if they don’t exist, look at public domain documents produced by the organisation

· Identify the senior managers that you need to have on board and also those who can be influential

· Find out what “drives” managers, what targets or objectives are they working to

· Research sources of help and support

DO 

· Know what you want from senior management!

· Find the passion! (yours, the organisation’s and the senior managers’)

· Identify the environmental ‘needs’ of the organisation and the ‘needs’ of the managers

· Work on being a confident, sincere, needs identifying ‘salesperson’ for environmental issues

· Be an effective communicator – if you can’t be, get someone else on board to help

· Remember AIDA, SPIN, FAB and ABC - and link your message to the values of the company and the prospect

CHECK
· Establish how you are going to measure success before you get to this point!

· Be prepared to accept that you have not got it right first time and try again – but don’t allow that to let you do a ‘bad’ job in the first place

· Feedback – positive and negative – can all be used constructively

ACT

· Close the loop!

· Where possible utilise existing management systems, don’t be afraid to seek to change them, but work ‘with’ them

· Work to make ‘environmental citizenship’ a good habit for the organisation

· Blow other people’s trumpets
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10 TIPS FOR GETTING IT WRONG!

	GETTING IT WRONG TIP 1

When talking to senior management say that you are not totally convinced that addressing environmental issues will help the organisation, but the Government says we should look at it.

	GETTING IT WRONG TIP 2

Don’t bother with senior management, if you are not getting any senior management support, give up and do something else.

	GETTING IT WRONG TIP 3

Any attempt to influence senior management will be destined for failure if the approach adopted fails to align with the prime strategic purpose, or mission, of the organisation.

	GETTING IT WRONG TIP 4

Tell senior managers that they simply have a moral duty and should do what you want because of that.

	GETTING IT WRONG TIP 5

Tell a senior manager that adopting an environmental approach will considerably increase his/her personal workload.

	GETTING IT WRONG TIP 6

Arrange to have all the senior managers present for a briefing and then don’t plan what you are going to say, turn up late, ensure that AV equipment is not tested before hand, and to really set it off, wear the wrong sort of clothes!

	GETTING IT WRONG TIP 7

You meet with the Chief Executive – you start your presentation. After the first three of sixty slides he/she says, “I am convinced, what should we do?” You then carry on working your way to slide sixty. He/she gives you a minute or two then starts seeing counter arguments and finally as time runs out (but you are only at slide 40) he/she says “Sorry we will have to stop there.”

	GETTING IT WRONG TIP 8

You are in a meeting with the Chief Executive and your introductory sentence is ‘We should retro-fit the new DERCO Vortex microprocessor based shedding detoxifier because it is intended for critical applications and has fully-welded, seal-less sensor construction’.

	GETTING IT WRONG TIP 9

Talk to the senior management. Tell them how important energy and environmental management are. Then let them tell you to go away and make it happen. All that has happened here is that you are working on your own but with management approval – an improvement, but not really the goal you should be seeking.

	GETTING IT WRONG TIP 10

Deciding that as your ISO14001 system is already in place, and certified, it is not worth changing the system to ensure senior management are better locked into energy and environmental management.
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