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Three perspectives

Anne Gambles: Kathryn Myers:

Systems Thinking in Service Design,

Practice (STiP) and Systems Thinking in
business agility Practice (STiP) and

visualisation

Rebecca Galley:
Leadership and
stewardship working
within and across a
complex organisational
situation




Our goal

To better understand a
complex service and
make it more visible




Our journey:

Making visible
From making a service visible, to L
creating spaces where different
understandings can meet, to m
creating conditions for learning,
stewardship and adaptation in , \
pursuit of meaningful outcomes. I\

Stewarding Learning and

and adapting understanding




The Tuition Services
situation

Leadership and stewardship perspective on
working within and across a complex
organisational situation

Rebecca Galley

Director of Student and
Academic Services,
The Open University

g The Open
University

At the Open University around
4,000 tutors support over 111,000
students to learn. Organising
and delivering Tuition is a
complex activity spanning
academic and professional
services cultures.

Taking a systems approach
allows us to explore the different
and sometimes conflicting
assumptions we hold about its
purpose, value to students and
outcomes, that may prevent us
from delivering coherent
support.




Seeing services as
systems

Service design gives us methods
for understanding experiences
and shaping better services.

Systems Thinking in Practice
(STiP) offers ways of exploring
complexity, relationships,
organisational learning and
purposeful action.

: Svstems
S Yy
dzzx{gczr\e Thinking in
Practice

Our co-inquiry question:

What becomes possible when the two are
brought together?




Our systemic
co-inquiry and
working
hypothesis




The role of Soft Systems Methodology (SSM)

To help us understand how different
Formulate problems,
stakeholders understand the it weld
. . . 5y5teM5 of interest
service, its purposes, boundaries
and relationships.

Use techr\iqueé and

develop skills and , .
Explore understanding in: ldentify feasible

(or re-explore) Systems thir\kimj and desirable
the situation Modelling chm\qef
Evo\lthir\q
Negotiatim}

Take
actions

Open University: T863 Environmental Decision Making: a systems approach



Our working hypothesis

Wholehearted service

design is the capability to Part 1: Making visible
see, learn about, steward and Part 2: Learning and
continually adapt services understanding
as systems, while , :

. Part 3: Stewarding
remaining focused on the and adapting

outcomes they exist to
achieve.

4



Part one:
Making visible



Early visualisations of the Tuition Services situation

Inter-relationships between teams, showing main focuses and overlaps
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Very early visualisation of the service model

Tuition Services is a group of services - DRAFT

Making the service visible

TSA and supporting
students

AL Employee

Timetable Planning ‘ Management

AL Workforce planning ‘ ‘

) Managing Monaglné

‘ Tutor Student Allocation ‘ Timetabling events annual sickness

leave absence

Handling queries and Managing learning External recruitment
complaints from students events  ——
Seeking
— support Completing
onPs CDSA
| [Msemema || poice.

Kate Tarling's
Services Taxonomy:

Our emerging
service model; : g |

A high-level view of Tuition Services intended to create a shared understanding rather than describe detailed processes or systems.
Tuition Services coordinates the people, processes and capabilities needed to ensure tuition can be delivered consistently, effectively and at scale.

Supporting workforce
reduction schemes

Handling queries and
complaints from Als

DISCOVERY

ING ELIGIBILITY SUITABILITY ISSUING

A service

Example: Study in the UK

Sub services

Activities

Capabilities

Technology

Data

Find out how to do
something.

Apply for permission

Seeing what options are  Completing a form

available Gathering proof

Setting rules and
criteria

Information provision Application management

Charity liaison Payment processing

GOV.UK Platform for forms

GOV.UK Pay

Name
Date of birth

Passport number

Determine who qualifies

Make decisions about
who gets permission

Trying to find out
what's happening

Checking eligibility

Identity resolution

Fraud detection

Getting a decision

Issuing permission

Document production

Document stock control

Get permission and do the
thing | want to do

Cross the UK border

Finding out about
changes to rules

Updating or
changing rules and
communicating

Community engagement

Information provision

Case management and decision system GOV.UK

Stock ordering system

Application history

Register of education
providers

GOV.UK Notify

GOV.UK Notify

Entitlements

A service showing all the different parts. Content shown here is for illustration only. Sketches by Ayesha Moarif

Extract taken from

by Kate Tarling.

Service
at colleagues
are trying to do)

Direct users

Sub-services

User outcome
(ST/SEM/TACQ-T
perspective)

Activities
(the things that
need to happen)

[

Match students with tutors

I can ensure every student is matched with the
mast appropriate tutor quickly and accurately,
and that those allocations remain effective

as things change.

Assign tutors to modules (pre-TSA)

Allocate students to tutor groups
(incl. SISE)

Reallocate students when
circumstances change

(the ability or capacity
to do these things)

Technology (as is)
(systems and tools that
support the service)

Data (as is)

(the actual data
gathered and used to
deliver the service)

allocation

Allocation rules and criteria
management

Tutor group management

NTS
Workload Mgmt. Report (Power BI)
CIRCE

VOICE
Tutor Home

Enable the effective delivery of tuition to students

Staff Tutors (STs), Student Experience Managers (SEMs) and TACQ-T

Maintain tutor capacity
T can ensure there are enough tutors with the
right skills and ovailability to deliver each

module effectively, without overioading
individuals or leaving gaps.

Plan tutor demand based on module
registrations

Manage tutor availability and FTE
Allocate additional work
(e.g. marking, cover)

Run Expressions of Interest (Eols)
for additional work

Workforce planning (e.g. recruitment,
CDSAs, workforce changes, People
Services processes)

Capacity management

Workload balancing

Workload Mgmt. Report (Power BI)
CIRCE

SuccessFactors
FTE Adjustments (Excel)
AL Skills Profile Data (Power BI)

Deliver learning events
I can ensure tutorials and learning events ore
plonned and delivered in a way that works for

students and tutors, with minimal disruption
or confusion.

Create and maintain tutorial schedules

Assign tutors to learning events

Update event details and logistics

Manage cancellations and rescheduling

Coordinate residential schools
and special events

Event scheduling capability
Learning delivery coordination

Venue and platform management

Curriculum

LEM

Event timetable template (Excel)
StudentHome

Adobe Connect

CIRCE - Residential Schools
VOICE

T8BC

Ensure delivery continuity
Ican quickly resolve issues, support tutors

and students, and keep tuition running
smoothly across teams and systems.

Handle student queries

Handle tutor queries

Manage complaints and escalate
complex cases

Arrange cover for absence or gaps

Coordinate work across teams

Issue resolution capability

Case management (e.q. queries,
complaints, absence issues)

Cross-team coordination (e.g. Faculty,
PS, TACQ, AS, DS)

Service monitoring (tuition delivery
health)

SharePoint

SuccessFactors

Workioad Mgmt. Report (Power BI)
AskPS (People Hub email)

Local sick leave record (Excel)



https://medium.com/leading-service-design/a-common-language-to-understand-services-ada407c100df

From Tarling’s Taxonomy to boundary object

» Developing a shared language for
discussing Tuition Services

» Enabling dialogue

» Revealing differences, including
richer understandings of ‘we’

« Creating shared reference points, ‘'we’
might mean one or more of:
= Aservice
= Ateam
= A community of practice
= The organisation (The Open University)

» Helping people compare
understandings

The real value was
in the conversations
it enabled
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Part two:
Learning and
understanding



Creating spaces where different

understandings meet

What does it mean to design a
good service?

The 15 principles of good service design

A good service:
» What makes a service good for the 1 Is easy tofind
it 2 Enables auser to complete
people who use it: the outcome they set out to

Perspective 3 Clearly explains its purpose

» Whose experiences and perspectives ”;)?gl?rf;ﬁrgig Who m;Mbemis = o e AT
H =1 5 Worksi that’s famili
are we learning from? Tuition Services | ot e & Facimeno i bsitonceito s
team away day 7 ls agnostic of organisational structures
° ° 8 Requires the minimum possible
How did the visuals/models as stepeto complete

9 Is consistent throughout
10 Hasnodeadends
11 Isusable by everyone, equally
12 Encourages the right behaviours
from users and staff
13 Responds to change quickly
14 Clearly explain why a decision
has beenmade
15 Makes it easy to get human assistance

frameworks create a space for
different understandings to meet? /‘

» Whose perspectives are represented?
Whose are missing?

» What conversations became possible?

» How did different understandings 687 foeer
create opportunities for learning? o

Govetnanee |, Lesisuaren, @MU

Extract from

by Lou Downe. Poster
- designed by


https://good.services/goodservicesbook
https://good.services/goodservicesbook
https://daly-lyon.co.uk/

Different stakeholders hold different

understandings of a service

Progress can depend on creating spaces for those

perspectives to meet, be explored and developed together. K-depends
We've become increasingly interested in: A good service
» Multiple perspectives Is good for
» Conversational spaces
» Sense-making together Your users
» Richer understandings of ‘we’ e IEE e
10% design
. . 90% creating the
Lou Downe's perspective gonabons 1o
. esign to happen
helps keep our attention on The world

people, experiences and
outcomes throughout

Extracts from

by Lou Downe- POSters Extract from Good Services: How fo design services that work by Lou Downe
designed by



https://good.services/goodservicesbook
https://good.services/goodservicesbook
https://good.services/goodservicesbook
https://daly-lyon.co.uk/

Part three:
Stewarding
and adapting



Organising for outcomes

Mike Burrows’ Wholehearted
perspective:

)

Invites us to consider how
services and organisations
learn, adapt and renew
themselves through dialogue,
participation and ongoing
inquiry

Encourages us to focus less on
designing services as static
structures, and more on
services as continually
evolving systems

Wholehearted

by Mike Burrows.

Organising for
outcomes may require
creating conditions
that enable people

and organisations to
continually learn about,

steward and adapt

services as systems.


https://www.agendashift.com/books/wholehearted
https://www.agendashift.com/books/wholehearted
https://www.agendashift.com/books/wholehearted

What are we
beginning to
learn?



Our emerging insights

Making visible

Blending Service Design
and STiP can help make
services more visible and
understandable by
enabling conversations
that otherwise might not
happen

¢
O FFO
>
Learning and understanding

Progress often depends on
creating spaces where different
perspectives on services can
meet, be explored and
developed together

&9

Stewarding and adapting

Organising for outcomes
May require creating
conditions that enable
people and organisations to
continually learn about,
steward and adapt services

as systems




Closing
thoughts




Returning to our
journey:

From making a service visible, to
creating spaces where different
understandings can meet, to
creating conditions for learning,
stewardship and adaptation in
pursuit of meaningful outcomes.

Making visible

\

/

o o2
W) OFGO

Stewarding
and adapting

Learning and
understanding

y



As our inquiry evolved,
our attention shifted
from: HModelling ’-é Dialogue

» Modelling towards dialogue

» Fixed boundaries towards richer
and more varied understandings

of who “we” are Fixed Richer

» Designing a service towards boundaries understandings

creating conditions for ongoing
learning and adaptation

Designing Crea’ring
a service conditions




Organising for
outcomes depends
onh more than
defining or
designing services

Our co-inquiry continues...

How might we create
the conditions that
help people and
organisations
continually see, learn
about, steward and
adapt services as
systems?
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Thank you

The Open
University
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