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Our understanding of who you are and =" Py

what you want, based on your input e

* Most of you have roles in education & training
« Some of you are consultants

 Others have various managerial & leadership roles in a range of
enterprises

 The levels of experience in transformation, and systems thinking,
vary enormously across this group

* Collectively, your main hopes are to learn about:
"Systems thinking”

"How to do change”

Understand some “practical examples”

Finding helpful ideas for dealing with specific problems
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What we will deliver in this webinar Systems

 Lessons from our experience of conducting a range of transformative projects in public
and private sectors

« Some ways that “systems thinking” can help practitioners design, deliver and learn from
transformation projects

« Some possibilities for your future study and action
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What Kind Of Thing Do We Mean g
When We Talk About A “System”?

Solutions

PA
- - Etem
Nervous = N4  Educational
system s A i system

ECOSYSTEM

Ecosystem
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"System” Defined In Relation To Spuns
Transformation

* A model of a whole entity, characterised by its emergent properties

* Models of human activities include descriptions of relationships,
hierarchies, emergent properties, communication and control

« We can use systems ideas to help us frame, design and manage the
process of transformation

Initial ;
state Transformation Transformed
state

©Guided Systems Solutions LTD and LSC LLP
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A Desire For "Transtormation” Implies Exigting
Dissatisfaction And Wanting Something Better:

Initial Transformation Transformed

Transform Your
Home Office

Transform
Your Hair




, , . 7~ Lancaster E=
We're Sharing Lessons Based On Experience of A 3% University * *

Wide Range Of Transformation Projects Guided

Systems

Overall process design and

responsibilities

» Workshops, events, tasks, projects etc.

« Mechanisms for monitoring progress,
capturing lessons etc.

+ Assumptions about what we

don't do

Intellectual Framework

« The principles by which we
operate

» The Core ideas we apply

— content

— process

The criteria by which we design,

operate and measure what we do

The nature of the journey/shift we

expect the client to make

The Client
. wHirterventien, cco)

and what is their context?
« Purpose of the task?
e Market or industry context
 Business definition.

° o0 2. Service Delivery: . Values & behaviours.
?%s:rgrces Outcomes . Specif!c expectations.
« Clients * Priorities and plans
+ Numbers Outputs . IF\’/Ieasures
» Roles e Purpose...
 Experience

) \

1. Preparation:
Diagnostic
e Tools
=SUgH » Questions

» Presentations
« Work assignments

Learning -
What is new? 3. Distilling Lessons:

+ Contributors etc. + Which boundaries are Client
we pushing? (€h
* How does this inform our Consultant

future thinking?

11
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Transformation Needed Varies Across St
Stages Of The “Lifecycle”

-+

Organizational performance <

e -—

Renew 7

Need to find

L next growth
Re-tnvigorate e

Need to sustain performance

Revive Time
Need Need growth to
= Vel turnaround complete

turnaround

lllustrative stages in the lifecycle of an organization

©Guided Systems Solutions LTD and LSC LLP
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Let's Start With A Simple lllustration 3 lancasterg@
Of Business Transformation - What's Gd,,,d
The Model Here?

A UK petrol station in the 1950s
What was good about this business model then?
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What Happened To This Business _% University
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Model? Systems
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Whi this happen?



http://www.edinphoto.org.uk/0_my_p_0/0_my_photographs_0_scotland_petrol_pumps.htm

, ( ) I[jancastter-
What Do You Do When Your Business niversity

Gwded

Systems

Model Becomes Someone Else’s Loss &
Leader?

B the end of 2005 supermarkets controlled 10% of
petrol stations were selling 30% of fuel in the UK
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When The World Changes Around You 8% University &5
Maybe Your Business Model Needs S
Some Transformation

 Convenience store?
* Newsagent?

 Cafe? Wil
. L o Byl Sl regular
e Florist? i SR » e unleaded 88-9
e Bank? = reqular _ .~ \
diesel *9Y89

 Last minute greetings?
* Or filling station?
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The ExamEJe Of Nokia lllustrates The 3% University ©
Different Kinds Of Transformational Guided
Cha”enges Faced Solutions

H g -

Renew 7

Need to find

L next growth
Re-tnvigorate e

Need to sustain performance

Organizational performance <

Revive Nokia Time
1995
Need Need growth to
- Vel turnaround complete
Nokia turnaround

1992

17
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Nokia's Story
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/Nokia in 1991-92 — A Recession

Nokia faces challenge of turnaround and decides to focus
on mobile communications — divesting other businesses.
Though Nokia has some technical competencies it is

relatively unknown around the world.

&




Nokia's Revival Used A “Strategic O fesiee®@

Architecture” As Its Framework For Innovatlog)tggg
And GrOWth Sglutlons

& 7 s Humanize Technology

'VM ,' (“The machine adjusts to the human - not
the other way around”)

3

Lve your ows e, Live yoar omn style
Weast your own Nokss 8210 phone.

Seamless Solutions

(“Nokia as an integrator of technologies -

i J 4} not a primary researcher”)
-
2 »- o I .

&
f;ii';;

) Professional:Services: .
Virtual Presence

("A being there experience”)
Published in Nokia’s 2000 Annual Report.
©Guided Systems Solutions LTD and LSC LLP
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By 2000 Nokia Was Global Leader In °0. %Jag,%ﬁlg}g}‘
obile And One Of The Most Valuable Guided

Systems

B ra n d S Solutions

" 1996 1ses  @oon . Fooz
0wl 150 .IIIIII|:|1I"'|'|EI I I I I I I I I I I I I
5 100 |
= 5 ' -
Copyright 2003 Yahoo! Inc. http://Finance .yahoo.coms
FT, July 23 1999 U 20
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But By 2004/5 Nokia Was Wondering
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What Would Happen In The Next Cycle g
Of Mobile Comms
Creating Developing Optimizing
M ) Strategy Migration Organizational
, : Business users *6sigma quality Capability
ife Cycle 1:
bﬁt;‘ila 1 oProprietary oEngineering 'Defen.d the base
1985-1995 technology strength *Sustain excellence
NOKIA Strategy Migration
SN Handsets for all ‘Lead in design
Life Cycle 2: . s
Nokia *“Fashion” *Mass mazl¢
1995-2005 «More than a phone

Life Cycle 3: 2005
- 27?

I Google I Migration Organizational

volone” oy o al eRoct handco#?? =t oY | It
P Entrepreneurs? =

interface” Subscriber base?? ’ 3

NOKIA

CoNNECTING PEOPLE

Earnings models

21
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"Renewal” For Any Well-Established &+ University

ujded

Organization Is Always The Most Difficutz:
Transformation

High Low

Renewal: )

A “wicked” problem situation
Little shared context

NN Sshared

Re-invigorate: ™
A “routine” problem situation
Several problems to address
NMhich nhroblem 7
Revive: I

A “tame” problem situation

Complexity of the challenge>

Shared context — a burning platform

< asodind pareys Jo JuaIX3

Low High

©Guided Systems Solutions LTD and LSC LLP
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The Issue: UK Reserve Force — Trained o=

Systems

Strength

Tri Service FR20 Volunteer Reserve Strength as at 1 April 2017

34
Trained Strength
target 35,060

E How do we get to
=
4 the target?
ﬁ 26
— —
22
va.i'lar‘u Apr|‘13 Aprl‘14 Aprr*15 Aprl‘m Aprl‘1}' Aprr*m Aprl‘m Apr20

= R 20 Total Strength = FR 20 Trained Strength

23
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The Operations System

&~ Advertise and
@E.g—\m receive applications

& S
. L7
= -/ 5 1“ -@: \
= N e
~:. VI N Tra|n Recrwts
Eligibility ~;'_’;‘5;_ e Y
N & 7 {‘%ﬂ = \
i ' "@u"
Selection
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Buten (B, banthy pploaa) ahculd Sow
B renares force The Somed i ines S50w T

T Smgare © nScate whare

Maintain
Trained
Strength

=
N —
| .
S Sarura Bt
v’ #roe Farce
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Solutions

STRATEGY

Decision
Making

Management Direction for
Information the system

25

©Guided Systems Solutions LTD and LSC LLP




7 \ Lancaster EZ3
&_% University # *

The Environment Guided

Solutions




7N Lancaster-
&_% University

Gdd

Solut iiii

Reserve Recruiting

System Performance in
2014
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Marketing Pyramid
Base: All those aged 18-35 Estimated number of people .
inthe UK (n =1478 millicmn) Group A: & 33 973 >
Source:2012 /UK Census : S

o n
Group D:
32% '

28
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Total Loss Rates

. completed /
applications
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Strengths for Tri Service Future Reserves 2020 as at 1 April 2019

40,000

36,000 o =
FY 2018-19 trained Strength target: 35,060

32,000
28,000

;' Break in series due to change in

e *  definition of Army Trained Strength
c in October 2016
9 24,000
g
- 20,000
@
o 16,000
E
S5
Z 12,000
8,000
4,000
0
1 Apr 1 Apr 1 Apr 1 Apr 1 Apr 1 Apr 1 Apr 1 Apr
2013 2014 2015 2016 2017 2018 2019 2020

= Trained Strength —— Total Strength = Target (FY 2018-19 trained Strength target: 35,060)
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Some Important “Preconditions For &% University ¥

Guided

Success” (Based On Lessons From Strategy Shone
Consultancy Practice)

CEO involved and sponsoring work
rather than just reviewing

Top management involved and
committed to action

» Devotes the personal time required,

* Allocates resources.

* Makes decisions in real-time.

Team members must be people the
organization can’t do without.
« Must make sufficient time available.

» Cross-divisional, cross-functional, and multi-
level.

« The organization needs to internalize the
learning in order to implement.

Top management must have a "going
forward" plan beyond the project.

- AQIee reasonapie expectations about |

outcomes especially during early
stages of the work.

- Have a communication plan that
provides suitable project visibility
and access to key contacts, resources,
etc.

* The consulting team needs
organizational access to manage
learning, assist in direction and to
create the right context to receive
and understand material developed
and presented throughout the
process.

 Ensure success criteria are established
for each key stage.

* Agree checkpoint strategy (e.g.,

31
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Experience Has Also Shown The

7~ Lancaster

&_% University ¢ ©

L

Guided
Need To Watch Out For Some s |
Potential Pitfalls On The Journey
« Insufficient leadership » Lack of Organizational Stamina
* Time * Initiative overload
* Visible commitment - No shared sense of urgency

« "“Skin in the game”

* Lack of Motivation
 What is the “cause”?
* Personal risks/rewards

* No appreciation of how long it
will take

 Lack of Consistency

« Lip service vs. trust * People changes
- Lack of Responsibility  Operational business pressures
» Roles unclear » Getting blown off course

» Assumed co-operation
» Can't break deadlocks

 Lack of Understanding
* No blueprint

 Lack of Capability
* Missing key skills and experience
* Insufficient resources

« No experience * Insufficient learning

 Expect solutions but can't define
the problem

©Guided Systems Solutions LTD and LSC LLP
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Conclusion: Mapping “Transtormation” &4 University'
Onto A Simple Model Of A System S

Initial
state

7~ Lancaster!

Transformation
Process Transformed
(conceptualized state

as a system)

And, if we view transformation as an ongoing
challenge, maybe it's worth learning and adapting:

Initial
state

*  Who believes change is
needed?
* What needs to change?
* Performance?
* Culture?
+ Skills?
* Organizational
structures?
* Processes and
ways of working?

Transformation o
Transtforme
Process
lized state
(Conceptua FAS *  What will be evidence of change?
asas Stem) * Measurable performance
improvements?
: . . * Observable changes in
Monitor vs crlterla, pehaviours?
learn and adjust as ¢ New skills? .
* Improved ways of working?
need ed « Employee satisfaction?
*  What mechanisms will be needed
to sustain the progress made? 33
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Canvas and Slide Pack Link iaons

https://icedrive.net/s/BV64V7hWCutVfk5S9khRkGPiR56a

14032023TransformationWebinar#1l

34
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Questions

35
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Contact Detalls g

Martin.Parr@guidedsystemssolutions.com

i.cammack2@lancaster.ac.uk

jscholes@lsc-llp.com

36
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