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Institute of Cemetery and Crematorium Management (ICCM) 
Conference Paper (28 September 2015) 

Caring with Confidence and Capability 
Your role in balancing service and business through the Triple Bottom Line 

Paper delivered by Tina Cook of ethical management consulting (emc) and Robert Barr of 
Manchester Crematorium 

 

Overview  
How can local authorities and private companies ensure value for money, best use of resources and 
quality of care for the bereaved? All this in times of rising cremation costs and reducing budgets. 

 
Purpose  
This paper highlights the importance of attention to the Triple Bottom Line (TBL) in developing 
successful bereavement services, be they run in the public or private sector. 

Sharing and exploring ideas, and ways to develop improved quality for customers from an actual 
case study with Manchester Crematorium.  

Helping you to identify options and opportunities open to you for improvement in current tricky times. 
 
 
What is the Triple Bottom line?  
In short its business success that is more than the bottom line. 

The TBL is about the concept of measuring value in business according to the three pillars or three 
overlapping circles of attention to planet, people and profit. This term was coined by John Elkington 
in 1997, where environmental and social factors are embraced together with the bottom line of 
profit. Andrew Savitz (2005) developed this further and identified the notion of sustainability being 
the sweet spot or core of the three TBL factors. The World Council for Economic Development 
defines sustainability as “meeting the needs of the present without compromising the ability of 
future generations to meet their own needs.”  So if we are to act sustainably there needs to be some 
moral principles or ethics to ensure that short-termism and selfishness for maximum profit does not 
prevail. 

The good news 
Institute of Business Ethics research (2003) claims that those businesses with ethics policies are 
more profitable. A current view maybe that policies in themselves are not the only criteria, the world 
is moving on from the simplistics of the corporate social responsibility agenda to one of sustainability 
in the round. Use of the TBL, developed by John Elkington in 1997, can be one method to address 
this issue. 
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The bad news 
What does this mean in practice; well, that money is not a dirty word. It is a means to an end, but, 
without reference to the balance of nature and human systems, we may be doomed. Philanthropy 
provided the solution to corporate social responsibility in the past decades. However, we are in 
changing times where more rigour and ethical practice inside business, as well as contributing to 
community, is required.  

All business, be they not-for-profit or for-profit enterprises, need to step up to the TBL plate. 
 
 
Setting the scene  
Manchester Crematorium and emc working together  
ethical management (emc) is a consultancy focusing on improving businesses through people 
development. The ethical approach means we pay attention to sustainability, fairness and value for 
money, but also combine this with results that increase the bottom line. It’s not an ‘either/or’ 
strategy, but to quote Bob Garrett (1995), it is a ‘both/and’ strategy. 

emc started working with Manchester Crematorium in  2013 on a Change Management Programme 
“to bring the crematorium into the 21st century“, to quote the Board and Registrar. This work used 
the TBL principles of care for planet, people and profit (sometimes referred to as environment, social 
and economy). In addition it used organic change principles and innovation (which will be described 
in further detail later in this paper). The changing world of more for less, reduction in public services 
and distrust in financial institutions is the backdrop to this project, so Manchester Crematorium has 
done extremely well to transform and thrive in this climate. 

About Manchester Crematorium (www.manchestercrematorium.co.uk) 
Manchester Crematorium is one of the oldest crematoria in the country and was first opened in 
1892. It has a long tradition of serving the Manchester area. It has two impressive chapels and 
extensive, beautiful rose gardens. It has now updated and transformed with technology, systems and 
improved customer service, without losing its heritage and all that was good about what if offered. 

Manchester Crematorium was the first Crematorium in the country to be fitted with a mercury 
abatement system and it was fitted with the view that we would attempt to reach as close as we 
could, 100% abatement. Over the last 3 years significant change has been made with both the 
operation management and the development of the site. New cremators are currently being installed 
and plans are in place for a new office build. 
 
 
In the Manager’s Chair  
Robert Barr started his career in 1991 as a trainee Funeral Director at The Co-op Funeral Service in 
Chorlton, Manchester and progressed through the ranks to become a Funeral Home Manager of 6 
offices. In 2008 he moved to Manchester Crematorium as the Deputy Superintendent and was 
promoted to Superintendent Registrar in 2011. 

Picture the scene: all the staff have been working on their quality improvement project for the last 
three months. They come together to feedback their results to the General Manager. The pre-
meeting, where they prepare how to present their information, is lively and overruns. What is going 
through the mind of the General Manager at this point, who is patiently waiting in the reception of 
the hotel? “What will they suggest? Have they all agreed? What will I think of their proposals?” 

In the end all is well, the staff have made some great suggestions and the General Manager concurs 
with them. There is relief all round, because if you give responsibility to staff to come up with ideas 
then you have to address the comments. 
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The office build raises some comments that prompts new thinking for the Board, so although a 
heated debate ensues, the result is productive and a new plan developed. 

The new model is for engaging staff and enabling them to bring their brains to work no matter what 
their role.  

The Q&A from the Manager’s Chair asked the following questions, with responses from the General 
Manager of Manchester Creamtorium, Robert Barr:  

1. What are  the most important improvements that you have achieved? 
 (i)  enabling the staff to feel valued and able to put forward suggestions relating to improving 

the business.  
(ii)  involving staff in installation of new creamtors via a project manangement  approach for 

minimal disruption  
(iii)  year on year profit:       2013 25% increase on net profit     2014 30% increase on net profit  

 
2. What kind of success stories have you had? 

(i)  building for the future and developing the right team  
 both promoting from within and recruiting externally for a capable and diverse team  
(ii) increasing the reputation with the funeral directors so Manchester Crematorium is seen as 

a quality choice  
(iii)  improving consistency of service  
(iv)  responding to customers needs and providing a wider range of memorials  

 
3. What golden nugget can you share with others today? 

Golden nugget – trust in your people!!  
They are the biggest asset you have. Treated correctly they will shine. 

 

What will be useful for you to apply from what you have heard? 
Time is your most precious commodity as leaders of your services.  

Clever businesses know how to be smart and innovate. They avoid reinventing the wheel and copy 
good practice by tweaking others’ work to fit with their service, so that they have sufficient time to 
spend in creating customised solutions for their own trickiest challenges.  

A problem solving approach to maximise your time:  

   

COPY BEND CREATE 
 

COPY: if you have  a simple problem don’t reinvent the wheel ,just copy others good practice  

BEND:  if you have a simple problem that isn’t exactly the same as others then adapt what others 
do to suit your business  

CREATE:   time here to find a new solution specific to your business  
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New ideas   

1. Business Model Generation 
Inventing new business models for the 21st century 

Are you constantly thinking about how to create value and build new business or how to improve 
or transform your organisation? The business model canvas can be a useful planning tool for 
innovation and change.   

This is a new business model and planning method which has been authored by Osterwalder 
and Pigneur (2010), but developed using a bottom-up approach of contributions from 470 
practitioners in 45 countries. 

This method can fit whatever size or complexity of business. The key is its simplicity of design to 
enable anyone to strategise and business plan effectively and quickly.  

Attention is given to the areas of pattern, design, strategy and process. A one page visual 
business plan is then created using the nine building blocks of planning. 

Lancaster University has been using this, specifically with SME programmes, and emc has had 
this on trial in its own business this year. 

2. The Blue Economy 
Beyond green and why blue? 

The earth seen from space is blue. The blue economy uses the way nature works to change the 
rules of the game and come up with innovative ideas for man. The green economy can be 
expensive and for the chosen few, whereas the blue economy pays attention to good ideas that 
can realistically happen, which are be self-financing and productive across the TBL. 

Attention to the carbon footprint is an important ingredient and part of the TBL agenda. CAMEO 
is making continuing headway on this.  

There are many examples that could be replicated. Gunter Pauli, the creator of the Blue 
Economy, has a target of 100 innovations to change the world.  

Here is an example from the animal word: 
  
Ventilation the natural way – zebras 
 

Learning from nature – the rationale of black and white stripes (black absorbs the sun and the 
white reflects it) to create micro-sized air currents that cool the surface without mechanical 
ventilation.  

EcoCycle architects in Sweden built a housing estate in an undesirable location, used the black 
and white principle, resulting in a reduction of energy usage by 20%. House prices subsequently 
rose, which led to schools and infrastructure being built nearby. 

This is the answer to the thorny issue of subsidies for innovation as seen for example with solar 
power. If the intelligence of nature is used wisely for best effect, the economics can work. 
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Traditional ideas  
Lots of current good ideas are well rooted in the past. 

Engage your people, treat them well and fairly – it is just putting it into practice that is the challenge. 

Below are two examples that Manchester Crematorium worked on  

1. People are your greatest asset! 
I’m sure you’ve heard that statement before, but what does it really mean? 

What do you believe? 

What percentage of your budget is spent on staffing costs? 

Probably quite a considerable proportion – how much in relation to asset management? 

What does the term people management conjure up for you?  

People management isn’t all soft and fluffy like a teddy bear or just about employment law. In 
fact it’s more like tough love and about getting the right people on your bus in the right seat. It 
takes a lot of skill, courage and commitment. See how Manchester Crematorium addressed this. 

2. Developing organically  
The advice is to engage your people, treat them well and fairly. 

Here are some hints:  
• Moving organically means respecting your culture, taking a long-term view, incremental rather 

than radical unless you have some contagious disease. Use natural remedies and respect for 
man and nature. 

• The end of quick fixes, which are a blight of our society. Working through rather than round 
problems. The organic metaphors are endless; in short move with courage, determination and 
hope to make things better inside out equally for staff and customers. 

 

The way forward  
What is really important to distill from this case study and apply for yourself? 

1) The benefits of team work  
Castells  an example – just consider the teamwork evident in these human towers. Who is 
strongest, youngest, most skilful, etc? What values do they all subscribe to? 

 
2) Balancing the triple bottom line  

So to summarise, Alex Magnin (author of the TBL video) suggests that in practice the three 
circles are actually embedded or nested circles where profit, to quote him, “is a wholly owned 
subsidiary of the environment.” No more no less. From our experience with this case study not 
only did improved profits happen as a by-product of the change process, but attention to the 
people circle was critical in effecting positive change. 
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Presentation Deliverer 
 
Tina Cook, emc (ethical management consulting) – www.ethical-management-consulting.co.uk 
Tina’s work in bereavement services began 3 years ago in response to a call for support to 
Manchester Crematorium. Since then she has assisted the development of this organisation to 
enable the staff to improve the quality of service whilst simultaneously increasing profits. 

Caring with confidence and capability  

Tina will explain how she helps people: 

• know what to do when they don’t know what to do  

• juggle profit and people care in bereavement services   

She will be using the Manchester Crematorium project as a case study. 

Tina’s consulting experience spans a wide range of organizations, plus a previous track record in 
management as a Chief Executive of a social enterprise, management development advisor with Age 
UK, local authority manager in community development with Milton Keynes and Northampton 
councils. 

In addition to her work with Manchester Crematorium, emc is working with councils on project 
management training and supporting other companies, such as law firms, logistics companies, 
national care home providers, housing associations and creative industries. 

(See the emc web page from the horse’s mouth for examples of results and client feedback)     

Tina is an associate of: 

• Lancaster University Institute of Entrepreneurship 

• Teeside University – working with SME’s in her specialism, Action Learning.  

Tina has recently been accepted as an associate with Airbus Toulouse, France, within their 
International Leadership Business Academy. 

Her pro bono work is with a West African charity, the Institute of Cultural Affairs, Togo.  

Tina holds a MA in Management Learning from Lancaster University, is a qualified coach from the 
Chartered Management Institute and a member of the Institute of Directors.  
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