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Health Warnings!!!

1. 6Systems thinkingd suggests sometdivemilgmakesr y d

us think of improving our processes fiot nake
about learning from our customers i put ti ng ourselves in client
our service feels and whether it delivers what they really need and want, the things that

would really make a difference. Systems thin

makes us ask fundamental questions that help us do better things, designing our services
to deliver what matters to the people who use them.

2. Systems thinking candét be explained in a pre
learn and you really need a systems thinker to guide you and challenge how you think.
This presentation is only a taster to give you some pointers and maybe prompt some
guestions.
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“What gets us into trouble is not
what we don't know...

It's what we know for sure ...
that just ain't so.”

Mark Twain

1835-1910
There are some big issues that get in the way of d
1. As managers, wedre i mbued with all sorts of assul
work should be organised. We grow up being taught
have functional specialists; that separating out front and back office roles is cheaper because we protect
expensive expertise; that O0economies of scaled6 hel

These assumptions grew out of nineteenth and early twentieth century western manufacturing. You
have to ask how relevant they areto21stcent ury services but i fiaszwe donot
systems thinking does i they carry on having unintended consequences.

2. Services in the voluntary sector are becoming increasingly constrained by public service

commissioning and the imposition of tightly -defined service specifications and targets, that

commissioners believe will create value. The reality is that the reverse is true. The media regularly carry
examples that show how targets distract services from doing what matters to their customers, often

|l eading to cheating to édmake the numbersé: target
services worse for the people who use them and the consequences can be catastrophic.

3. When wedére planning something new or wedre trying
and questionnaires to consult with customer s, but
want to know, and that often gets in the way of service users telling us what we ought to hear. As well,

people usually fill them in after the event so at best their answers can be hypothetical: at worst, people

tell us what they think we want to hear.

Systems thinking aims to address this issue by getting managers out into the work to listen to (and
hear!) whatodés really going on; whatoés getting in t
work and what matters to clients i in their own terms.



UK Thinking governs performance

Funding Management Standards and
specifications thinking targets
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How we organise work

How people experience
our service

What this means is that we traditionally design services based on what we think works.

For example, one of the assumptions that c
more efficient to separate the front office i where people access our service i and the

back office T where we protect our expensive experts and avoid them being

interrupted. A lot of advice services have introduced triage which is based on this logic.

Less experienced employees or volunteers staff the access point and decide the best

course of action, which may be to signpost people elsewhere, or to arrange an

appointment with a specialist at a later date.

By studying the service from a customer pe
what matters to people so creates further demand i people keep coming back until

they get the help they need. It also creates an artificially high picture of demand

because it takes people more than one visit to see the person who can help them. This

design creates duplication, error and waste as people are passed between different

parts of the service and is always less efficient than having the right expertise on the

front-line to give people the service they need.

Service design is also driven by funderso
usually drawn up without understanding what people need from the service and what
matters to them, and with targets for the number of people to be seen or the amount of
benefits gained or debt managed. This creates a de facto purpose for the service,

which is fAimake the numbers, 0 fimeet the fun
their fundersd requirements not out to und
the service. Not only does this | ead to se

need, it stops managers learning about how to improve because their attention is
always on hitting the target, and that is a false measure of value, and invariably is
completely arbitrary.
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Systems Thinking
¢ Where and how do people e What are our underlying
come to our service? assumptions?

» Why do people come tousand ¢ \What unintended

what would really make things consequences do they
better?

D do what matters to th create?

* Do we do what matters to the .

people who use the service? * What do'we think our
purpose is?

e How do we know?

 How does work flow through * Who decides and how?
the organisation? « What do managers pay

e Why is it how it is? attention to?

Systems thinking is in essence very simplei doing it is usually very challenging because it
involves unlearning a lot of the things we take for granted about how we organise things and
why.
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Traditional Thinking

We have a contractual relationship with
people. We provide a service and they choose
to use it

We treat all demand as though it is useful
work and manage it through rationing

Standardisation improves performance
Use scripts, procedures etc.

Control work and performance using
targets and activity measures

We have a contractual relationship with
commissioners. They procure and monitor:
we deliver and report

Unlearning how we think

Systems Thinking

We work alongside people to
understand their problem and what
matters to them, and design to deliver
against that

Understand what demand is
preventable (failure) and design it out

Design against demand
Design the system to absorb variety

Understand and improve based on
measures derived from purpose and
what matters

We have a partnership that uses
measures data to continuously improve
the service and outcomes

Systems thinking asks fundamental questions about how things should be organised

and
day

wor k should be

] ob:

everyone, starting at the top.

managed. |t
i -thibgsso the néwhappnolich megds to become the day job for

canot

be

This approach also challenges assumptions about commissioning and procurement.

AdviceUK worked with service providers and commissioners in Portsmouth to help
them understand the service from a customer perspective, so the authority could

cC o mmi s e r v dbaurd byt speaificatienasto véhat it $houtt! do

ssion a

nor by targets.

You can read more about this experience on our website at
http://www.adviceuk.org.uk/wp-content/uploads/2013/06/Breaking-the-Mould-Portsmouth.pdf

a
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“Simple, clear purpose and
principles give rise to complex
and intelligent behaviour.

Complex rules and regulations
give rise to simple and stupid
behaviour.”

ngzgcick Birth of The Chaordic Age (1999)

Dee Hock created the Visa network.

By focusing on delivering its purpose i doing what matters to its customers i a Systems
Thinking organisation strips away large amounts of waste that has accumulated over the years
to regulate and constrain how people do things. Frontline staff feel liberated and managers
talk about how people take responsibility for their work and for making things better in the
interests of the people using the service.
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Demand

+ Purpose
What are we here for?— ! - ! ! ; * What matters?
—e

Moy -

How well do we do it? =
=S, * Measures
~ 4. Capability
How do we know?
Why is it like this? B TR 4 O
\ =R © © °* What gets in the way?

« What's our underlying thinking?

The starting point for understanding your service is for managers to go and get knowledge.
No matter how well you think you know your seil

people on the frontline as they do their job, asking why things happen like they do, getting to

know what goes on in reality, not what the procedures say should happen! Sit in on interviews

and listen carefully. Talk informally to clients.

Thereds no substitute for getting into th
what youbdbve | earned. It also gives people
how things could be better.

The AChecko process is designed to get vyo

can only find the answers by studying what actually goes on and by talking with clients about

what matters to them.

One thing that always leaps out when you listen to demand in an advice centre is the level of

preventable or AFailure Demando. Failure

service fails to do something or to do something right for people. A huge amount of the

demand presented to advice services only exists because organisationshave failed their

customers. Common examples include: i
nothing.o A | 6ve had this | etter about

Some failure
come back to me. 0

As you define your purpose, try to categorise your demand as value i the work that is in line

ap
my

e Wwor
per
u to

de mar

pl i e
ben

demand is generated by yoomnedsn

with your purpose i and failure demand i the work that only presents because someone has
|l et down your client. A key challenge then bec¢

demand or help others to stop iit?0
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What are we here for?

We need to understand demand in clients’ own terms
e Sitin on interviews and record verbatim what clients say

e Sitin reception and talk to clients and note down verbatim why they say
they’ve come

e Ask clients what matters to them — what do they want to get from using
the service? What would a good solution look like for them?

e Talk to frontline colleagues as they do their jobs to find out what really
happens

e Share your learning with team members and talk about your Purpose —
what are you here for in your clients’ own terms? What really matters to
your clients about what you do and how you do it?

Verbatim records of what clients want and what matters to them are really important. When
people approach us for advice, we automatically categorise their problemi f or exampl e,
a benefits issuedo AThi s perismhn ccnlme amee dwse gleome

what they say and can miss important | earning.
and their own view of whatodés i mportant and to
Listen to a lot of interviews over a concentrated period T dondét dip in and out
to clients, ask open questions about what 1t hei

you are providing or what you want to know as that stops them telling you what you might
need to hear.

I'tds not ani theiraportant ghingiisamlisten, record and talk to colleagues 1
especially people on the frontline T to get a real sense of why people are using the service,
what matters to them and how it could look different.

Based on what people have told you, think about your Purpose . What have clients told you is
important to them? Why do they come to you? What are the underlying causes of their

problem? What would a good result look like to them? Try to capture your Purpose ina

clear, succinct, meaningful phrase that refl e
|l i ke to create for your <clients. Ask yourself:
would help our customers more?0



LI UK How well do we do it?

e How far does the service do things
that would really make a difference?

e What sorts of things do you measure
now?

e Do they help you understand how far
you deliver your purpose in your
clients’ terms?

e If not, what measures would help you
understand how well you're doing in
meeting client demand and what
matters to them?
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Il tds i mportant to think about how far your
your clients. Typically performance measures and targets are set by people removed

from the day-to-day reality (often funders) and are used as a benchmark 1 to control

how well people perform i rather than useful data that should be talked about and

learned from to help us improve.

That is the test of a good measure: how f a
terms today and how far does it help us learn whether things improve as we change
them?



When weor e c |IPepose isyWweanéed o think about how well we deliver it. What
do we do with work when people access our service and how much of this really adds value?
Managing queues, separating out work between frontline client-facing roles and experts we
protect in the back office and handing work between them leads to errors, delays and waste.
If this happens in our service, how could we design things differently to meet client demand?
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