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Introduction

SIS has been around since the 1970’s. It is a “systems” or “hard” approach to managing change and depends on changing process through teamwork, the team being the problem owners. It comprises three overlapping phases and within these 8 clear steps. For each step, there is a set of appropriate actions that can be taken and a number of tools to use.
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Framework

Phase 1: Diagnosis

This is the process by which a particular set of change issues is identified, to develop a perspective of them and to spell out the purposes or objectives and constraints of the change and the measures for its success. If needed a mission statement expressing this purpose can be drafted.

	
	SYSTEMS INTERVENTION STRATEGY
	

	
	Phase
	
	Step
	
	Appropriate actions
	Tools and techniques
	

	
	
	
	
	
	
	
	
	
	

	
	Diagnosis
	Where are you now?
	
	0
	Entry
	
	Start by recognising that change is a complete process
	Make use if the concepts of "mess" and "difficulty"
	

	
	
	
	
	1
	Description
	
	Structure and understand the change in systems terms
	Use diagrams
	

	
	
	
	
	
	
	
	Get other points of view on the change problem or opportunity
	Set up special committee
	

	
	
	
	
	
	
	
	
	Create a model of things as they are
	

	
	
	Where do you want to be?
	
	2
	Identify objectives and constraints
	
	Set up some objectives for the systems which you are examining
	
	

	
	
	
	
	
	
	
	Think of the objectives of the change itself
	Set up an "objectives tree"
	

	
	
	
	
	
	
	
	
	Prioritise your objectives for change
	

	
	
	How will you know when you get there?
	
	3
	Formulate measures for you objectives
	
	Decide on ways of measuring whether an objective is achieved
	Use £'s or quantities where possible, scaling or ranking methods elsewhere
	

	
	
	
	
	
	
	
	
	
	


Phase 2: Design

This phase identifies and explores the alternative methods or options for achieving change. Note the use of creative problem-solving techniques, simulations, modelling and benchmarking that is undertaken: the relative advantages and disadvantages of these techniques need to be clearly understood by the team.

	
	
	
	
	
	
	
	
	
	

	
	SYSTEMS INTERVENTION STRATEGY
	

	
	Phase
	
	Step
	
	Appropriate actions
	Tools and techniques
	

	
	
	
	
	
	
	
	
	
	

	
	Design
	How can you get there?
	
	4
	Generate a range of options
	
	Develop any ideas for change as full options
	Brainstorming
	

	
	
	
	
	
	
	
	
	Idea writing
	

	
	
	
	
	
	
	
	
	Interviews and surveys
	

	
	
	
	
	
	
	
	
	Comparisons with best practice in other organisations
	

	
	
	
	
	
	
	
	Look at a wide range of possibilities
	
	

	
	
	
	
	
	
	
	Your objectives may suggest new options
	
	

	
	
	What will it be like?
	
	5
	Model options selectively
	
	Describe the most promising options in some detail
	Diagrams are simple models
	

	
	
	
	
	
	
	
	
	Cost-benefit analysis
	

	
	
	
	
	
	
	
	
	Cashflow models
	

	
	
	
	
	
	
	
	
	Computer simulations
	

	
	
	
	
	
	
	
	Ask of each option: what is involved, who is involved, how well will it work?
	
	

	
	
	
	
	
	
	
	
	
	


Phase 3: Implementation

This phase starts when the commitment to see the change through has been made. Options are evaluated with the project sponsor or problem owner, the implementation plan is drawn up and executed.
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	Phase
	
	Step
	
	Appropriate actions
	Tools and techniques
	

	
	
	
	
	
	
	
	
	
	

	
	Implementation
	Will you like it?
	
	6
	Evaluate options against measures
	
	Test the performance of you options against an agreed set of criteria
	Set up a simple matrix to compare the performance of you options
	

	
	
	
	
	
	
	
	
	Score each option against the measures
	

	
	
	How can you carry it through?
	
	7
	Design implementation stages
	
	Select your preferred options against an agreed set of criteria
	Look for reliable options
	

	
	
	
	
	
	
	
	
	Check back to the "problem owners"
	

	
	
	
	
	
	
	
	
	Plan time and allocate tasks
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	Carry through planned changes
	
	Bring together people and resources
	Sort out who is involved
	

	
	
	
	
	
	
	
	Manage the process
	Allocate responsibility
	

	
	
	
	
	
	
	
	Monitor process
	Review and modify if necessary
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Stengths

In using this technique, it should be noted that in some change environments, this is not simply a set of instructions to go through, but a never-ending cycle of change, because change can be an iterative process. Each phase could be iterative too, as different options are considered at different times. This iterative nature gives the process a flexibleness that represents its strength.

Each strategy within the phases needs an open communication loop between the problem owners and the change managers, otherwise the program risks being conducted in isolation and the required result is not attained. Rationality is seen as another strength in the systems.

Finally, the process is undertaken as a series of explicit steps and highlights the activities that are necessary to avoid pitfalls. However this only mitigates the risk of failure of a change management project, rather than removing it.
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SIS is best used where a “messy” problem has been identified:



Longer, uncertain


Priorities called



timescales



into question

No “solutions”






Uncertain but greater









implications: worrying





UNBOUNDED

Not sure what is





Can’t be disentangled

the problem






from its context



Don’t know what needs
More people involved




to be done
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