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IntroductionIntroduction

The focus of this presentation is on the 
application of SSM for service innovation
This presentation will:

Outline the approach I take to SSM
Discuss project formats
Present the workshop stages used
Identify the learning from the Action 
Research Programme
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Logic of the Approach
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Learning 1 – project format; size of service

Typical Format for a project

W k h 1Workshop 1
Express situation 
using mapping tool

[list of issues]

Reflection
&

DocumentationDocumentation
ongoing thinking,
learning & writing

Workshop 2
Use models to think

and collect ideas
on the future

Workshop 3
Agree ideas for

action to improve
the situation
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2 approaches to innovation2 approaches to innovation

h ( d l)1. Expert Approach (traditional)
experts provide solutions to the 
problem using their expertise
e.g. OR analyst, ICT consultant

2 P A h ( SSM)2. Process Approach (e.g. SSM)
Group of decision makers are facilitated through a process
participants solve their own problems
participants benefit from using a methodology; in-depth 
knowledge, better buy-in
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Workshop 1 Context MappingWorkshop 1 - Context Mapping

Objective is to let people expressObjective is to let people express
their views and identify key issues
Key is to step back from the situation
Format + tool should depend upon 
the size of the group and the culture 
of the organisationof the organisation
Value of this phase often 
underestimated by managers

Learning 2 – can be replaced by causal mapping
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Rich picturing – participants leadingRich picturing participants leading
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Photo Evidence of Rich PicturePhoto Evidence of Rich Picture
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Decision Time?

Mapping Workshop Principle 1

Decision Time?

Project team
are often faced
with a rangewith a range

of options

Th bThere may be
confusion and a

desire to take
immediate

decisions – resist!
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Mapping Workshop Principle 2

Holistic thinking can 
help see patterns in 
the big picture
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Our Frames

Mapping Workshop Principle 3

Our Frames…

hDetermine what we see, 
our approach to problems, 
our ideas for solutions
We need a way of both 
examining the situation 

d th i f fand the various frames of 
the participants
It’s difficult examine your y
own frame – people need 
tools!

14Warwick Business School Giles.Hindle@wbs.ac.uk



Learning 3 – HAS Concept needs facilitator support

Workshop 2: Human Activity System Concept

Descriptive [now] – Creative [innovation]Descriptive [now]           Creative [innovation]

spectrum of use

Referent:

Organisation

HAS

Organisation
Business Unit

Service
Process
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Articulating the HAS ConceptArticulating the HAS Concept

Definition Our definition details the identity of the system:
1. What the system does (operational purpose)
2. How the system does ity
3. Why the system does it (strategic purpose)

Activity
Model

Our model details the activities the system
needs to doModel needs to do
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Alternative Philosophies?Alternative Philosophies?

A GP Practice?A GP Practice?
a system to process
individuals through

the healthcare system
ffi i l

a system to deliver
primary healthcare

in order to
as efficiently as

possible
maximize profits

A B

Cost minimisation Worldview ? Business Worldview ?
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Identify relevant stakeholders and
create multidisciplinary group of 

actors for system delivery;

Appreciate Best Practice and 
design the process for 

developing Medical Standards
actors for system delivery;

appreciate roles, responsibilities & 
practices of HCPs

Appreciate 
evidence on Fitness 

t  D i  d 
Activity Model

Develop Medical 
Standards (MSs)

Establish MSs and 

to Drive and 
medical conditions

y

E
their application in (a) 
educational systems 

and (b) on-going 
training programmes of 

HCPs

Make MSs available to 
HCPs and the public:

Design various forms of 
presentation;

use media + IT systems

Give advice on FtD 
through HCPs in 

lt tiP t  MS  t  HCP  d th  

use media + IT systems

Design flexible 
license system

consultationsPromote MSs to HCPs and the 
public:

Use marketing tools
Raise public awareness

Target problematic HCPs, 
patients and medical conditions

Operate flexible 
administrative 
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Developing a Systems Model participants leadingDeveloping a Systems Model – participants leading
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Presenting System Design to Whole GroupPresenting System Design to Whole Group
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Alternative tools for System Design

Learning 5 – alternative tools for system design

Alternative tools for System Design
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Rich picturing used for system design
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Using software to collect data for system designUsing software to collect data for system design
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Learning 6 – detailed modelling in expert mode

Further Modelling

Can be:Can be:
Detailed systems models developed by facilitator 
between workshops in reports
“Tuning” the existing system – i.e. developing 
models of activities within the baseline model
Alternative Worldviews i e developing models ofAlternative Worldviews – i.e. developing models of 
alternative views of the service as a whole.
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“Tuning” activities are sub systemsTuning  - activities are sub-systems…

A1

A2

A3

A1

A2

Activity 3 

A4

A5

A3

A4

A5

A2

becomes
a systemA6

A5

A6A7
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Learning 7 – developing archetypes and scripts

Supporting the modelling process?

SSM can be difficult to apply due to its generic 
nature.
IdIdeas are:

Archetypes of common service systems; similar to 
Senge (System Dynamics)Senge (System Dynamics).
Scripts to help less experienced facilitators to design 
projects formats, workshop designs, modelling 
activities.
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Any questions?Any questions?
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