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Discover. Learn.
Analyse. Shape.
Repeat

COHORT SESSION 7: SHAPE




Today’s agenda

Problem Trees — causes and effects
Using data to make informed decisions

Makerble — reviewing goals
Systems mapping




Discover session1&?2

| have a better
understanding of
where our
organisation is now
and where we want
to be

DWL Cohort programme

Learn session 384

| know what tools
can help me collect
& analyse data

| have the improved
skills to better
collect, use and
analyse data

Analyse Session 5 & 6

| am able to access
& use external data
sources

| can analyse and
share my findings

Sha P€ Ssession7

| have Identified
what needs to be
done and the steps
to get there
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shaping Service delivery

MUSIC MENTORS HUNCH ANALYSIS




Problem Tree template

Effect

Problem

Effect

Problem




Why use a Problem tree?
A problem tree analysis helps to illustrate the links between a set of complex issues or
relationships by fitting them into a hierarchy of related factors.

Using a Problem Tree can help to:

* Link together the various issues or factors which may contribute to problem.

* |dentify the underlying or root causes of a problem.

* Break the problem down into manageable and definable chunks

* Focus on current issues, rather than dwell on apparent, future or past issues

 When used with an objective tree, it helps to identify & prioritise solutions

 When done as a team, the design process help build a shared sense of understanding,
purpose and action




Problem Tree example

PROBLEM ANALYSIS: Bus Example

Effects

Core Problem

Causes

passengers Loss of confidence people
hurt or killed in bus company are late
Frequent Bus Accidents
drivers not bad conditions bad road
careful enough of vehicles conditions
vehicles no ongoing
too old maintenance
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What is a Objective (Solution Tree)?

An Objective Tree is a Problem Tree that is transformed into a set of future
solutions to the problems. Each negative problem is converted into an
objective by rewriting it as a positive future statement

Negative Statemen Positive Statements \,...lfl,,/
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Ojective (Solution) Tree template

Effect

Objective

Cause

Effect

Objective

Cause




fewer
passengers hurt

customers have
better image of
bus company

passengers
arrive on time

Frequent Bus Accidents

Greatly Reduced

drivers drive
carefully and

responsibly

vehicles kept in
good condition

road conditions

old vehicles are
regularly replaced

vehicles regularly
maintained
and checked
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Members not being able to
deliver service

Members leaving us

A

g
b [} A
Security risk e.g. with
) Members not able to blocking staff .
S Reputation loss
Members gettting frustrated access tools they need accounts, anti virus P
not intalled etc.
£ ‘
Q@
s} : : : :
o Not resolving all tickets in a timely manner for our
& customers
A A A

Volume of tickets

March 2021 100 per week. March 2020 58 per week
What is the average time it takes to resolve one?

r—l A

H

Lack of customer
knowledge on

Triaging not working

Not all orgs have a single
point of contact for

how to fix helpdesk. How many
problems tickets are coming from
each org/from how many
T people?
Lack of ]
Lack of staif customer Tickets being
knowledge :
knowledge raised for non help
on how to ;
. on how to set desk issues
triage S
priority

Have
staffivol
numbers
increased for
our
members?

Process

r_A

t

H

Phone not being

manned all day so

issues go to
voicemail, tickets,
emails

Wasted time
on comms
with clients

J

Multiple issues
in one ticket

Covid has led to
increased volume

f

t

More devices
being used in
more
environments

New online tools
being used more
- sharepoint,
Teams etc.

Clients
contacting SH
in multiple
ways for one
ticket - phone,
emalil, text etc.

Remote
working
makes
people
difficult to
contact

—

Part-time
workers
mean it's
hard to catch
people

*

Part-time staff
in our own tech
team make
comms difficult

-—  J

Superhighways
Help Desk
problem tree




Group exercise

Create a Problem Tree for the Music Mentors charity
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Music Mentors

Music Mentors work with people in prisons. People sign up to take part
in group sessions where they work together with mentors to write, play

and record music with other participants

The data we are using today is fictional data for the programme which
we have created for training purposes.




Logic model / theory of change

Activities >

Short term
outcomes

)

Attending music
sessions

Building a relationship
with a mentor

Setting goals

Composing music/
songs

Recording/performing/
achieving certificates

Opportunity to form
new friendships

Comfortable making
mistakes

Belonging to a group
with shared experience

Opportunity to self-
reflect, understand &
express self

Opportunity to learn
from a role model

Medium term
outcomes

Long term
outcomes

> Impact

Improved ability to
work with others

Greater feeling of
affirmation & value

Greater belief in
ability to achieve

Improved self-
discipline

Improved musical
skills

Increased feeling

self-worth

Increased sense of

hope

Greater

determination to

succeed

Development of
positive identity
away from that of

an offender

People lead a
positive and
meaningful life

Reduced re-
offending
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Despite the overall success of the programme, the Programme Manager
has a hunch that the music mentors programme is proving less of a
success in some prisons.

Having done some research she has identified that the attendance at
HMP Pentonville is poor and has some done some work into exploring
why. Using the data set provided create a data informed problem tree to
explore the problem :“Session Attendance is poor at Pentonville”
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No impact on the
No improvement in ability to development of positive
waork with others identity away from that of an
offender
2
] A [} L L
Participants unable to benefit from building Limited opportunity to Reduced opportunity Na belonging to a
a relationship with their mentor learn from a role model o form new shared group
friendships experience
i |
Q
S
o Session attendance at Pentonville is poor
, S S ,

Relationships not being built with

participants

34% of participants stated that they had not
built a relationship

Instruments not meeting need

A

Mentor/participant

*

ratio is too low
7.4:1 compared

Not enough musical
instruments available

to the best Unsuitable mentors 0.7 ratio of participants to
performing prison instruments
with 1.4:1 T “T <
Mismatched Gender of mentor Pentonville has Inadequate
musical skills the highest number of female training
mentors in a male prison. 50% of

mentors are female

Wrong musical
instruments available
19 participants request
keyboard. Only 1
keyboard available

Time/place unpopular

*

}

transport time

Sessions too |nac:‘equalte
short rehersa
space
A T Iy T
Sessions 2h A 20 min bus
long but that : .
. trip from the Poor heating
includes ) n
main building

Music
Mentors
problem
tree




No impact on the
Improvement in ability to work development of positive
with others identity away from that of an
- offender
3
=
2 } 3 5 5
Participants benefit from building a Opportunity to learn Opportunity to form Sense of belonging
relationship with their mentor from a role model new friendships to a shared group
experience
o | |
=
©
=
.8 Good session attendance at Pentonville
, ) 1 1

Relationships being huilt with participants

-End of programme feedback form

Instruments meeting need

A A f 4
Enough mentors Enough musical
per prison. Properly matched instruments available
-Minimum of 2 mentors - Target of 1.5
pamcrpa?ts per instruments per
mentor ici
articipant
R ) S
Lu hl ‘l
| .
[ — ] Musicial Instruments match
Training participant requirements
; programme -Enroliment form
Mid-programme Mentor matching for all mentor | -Session feeback from
feedback matrix: muical mentors to feedback form
B skill, gender, age, ¢ End of programme feedback
y e include form
ethnicity to be ; . 4
relationship -Mentor input

considered.

building

Time/place popular
-Sessioin feedback form
-Mid-programme feedback form
-End of programme feedback form

+ +

Sessions give Suitable
enough time to rehersal
practice and spaces
perform
A
Rehersal )
spaces in the nspections 10| | yyarm, quiet,
i be carried out
prison by Supervisor clean
complex to
avoid travel

Music
Mentors
Objective
tree

Key:

Green = new
idea to
implement

Blue = new
proposed targets




Systems audit recap

Refining our processes with a systems audit — recap and refine
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Systems audit template

< £ superhighways
idatawise 0), o e e Sl b
”u *Q" =)
4y
System name Application Description of what it's used for Who uses it — are Can you produce reporis What are the risks/benefits |Are there any What would make use of
e.g. used e.g. including type of data collected / there resirictions as |from the "system'? [as to using this system (for challenges | issues this tool | "system' more
registration Word/ Excel/ (stored e.g. names, atfendances, work |lo who can access, |appropriate) example security, ease of |you have using this effective?
form. member |Access/ CRM |carrried out modify etc? use, efc.) tool or "system'?
list or client efc
Helpdesk WebHelpDesk For aur Tech support service. Holds cantact Restriction of 5 licences.  |You can filter different views and  |Client data secure Staff not always updating  |Better reporting to track
details of all our members and other Tech team + generic tech produce various reports as pdf or in real time. Users creating |[Membership service used. Need
organisations accessing this service. Enables us |support. download as C8V new tickets not addingto  |to explore further what's
to log tech support provided - for reference and existing ones. possible. Potential automation
also monitoring access against support package of invoicing? Would an app on
{used to check service level at annual renewal). mobile phone be useful for
Emails to helpdesk@superhighways quick updates on the go? Need
automatically creates a ticket more licences.
Digital support 0365 Form Collects new digital support requests (non Sorrel, Kate, Philippa Farm responses create a real time |Free. Quick and easy to use Only one person gets If this information could be
request farm members) Functions as an initial enquiry form updated Excel spreadsheet. We alerted when a new brought together with Helpdesk
with contact details and further information of can then filter etc response comes in (but info and other spreadsheets /
issue. (Provides more structure information and nore worked out how to use |Eventbrite data where we've
a reference point in one place than ad hoc Powerautomate to alert potentially provided other
emails to different staff) other emails too) services to that organisation &
for easier reporting to funders
etc
Training Excel Excel Downloaded from Eventbrite for monitoring & Everyone In theory everyone but it's tricky to |Free. Quick to set up new templates |Not a real time link with Areal time link with Eventbrite

cheet

evaluation. Links into Power BI for analysis and
sharing.

use in Excel as the file is so huge so
we've linked it to Power Bl so we
can share interactive dashboards
internally & externally

for new projects/workstreams.
Team all have good Excel skills.
Data security not watertight. No
audit trail.

Eventbrite so we have to
download manually. The
high load of training we're
doing during Covid is
making this a challenge to
stay on top of.

using Zapier or Microsoft Flow.
A centralised database to link
the two workstreams together.




Refining your v Complete / refine your

; N It template
systems templdte v There’s new info to add
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Process & systems mapping

What is it and how can it make a difference?
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Advantages of process & systems mapping

|dentifies fragmentation — multiple systems employed by multiple teams

Identifies missing or inaccurate data — the team might not know the
importance of collecting certain data or make assumptions or guesses to
complete unknowns

|dentifies bottle necks e.g. too much information being asked at the first
contact resulting in gaps that aren’t ever completed

Identifies inefficiencies — duplication of data collection and data entry .,




Representation of current systems and link between them.

Training bookings v

Mailchimp CiviCRM

A
|

Manual export

Salesforce

W

Online
directory

Current set up

Campaigns sent out to subscribers Emails sent out from ind staff to their
contacts

Mailchimp ' '
Gmail / contacts -

individual accounts
with no contact
sharing

Sign up via HWR website, via moible
devices?, manual entry?

Mailmerge for hard
copy newlsetter for
contacts with no
email address

Excel
sheets x ?



Systems mapping

Errnail

Plailchimp Fuernthrite Burvey Monkey Wich | lelpdesk

Office 355 Forms POF resports
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VCR client
summary
Excel

Volunteer New
opportunity membership
form form Public website -
Microsoft Word Survey Monkey Drupal
[}
New
m::::lnutﬁﬁ;su New members B
Sharepoint membership documents CRM
folder requests Sharepoint b
Excel folder -— e Database
+ * 1 | I W'Y
Monitoring |
Opportunities SNB . Membership | |
2020-21 membership request | |
Excel Excel board report .
Excel | Recruitment
[ | Sharepoint
|
|
|

Training
Institute
Database

Young
Advisors
recruitment
Excel

B =
HR
Datebase

Time sheets
Paper/Excel

Automatic update

Manual update

Key

Currently not updated

Office
Management

Volunteer




Map your own . Lucidchart

system




Blank diagram
E EIPresent ¥
File Edit Select View Insert Arrange Share Help &%  What's New (D Saved

- LiberationSans v |[-|wpt+ B I U A = T & L’r-:?fQ —~|2px 2| L, |None v | = ~ 8
[ Shapesid O, J .
s Common shapes to use in Systems mapping
v Standard X
3 .
T [ Document Multiple Internal Spreadsh Tlp. POUble
& 7 Database Documents Storage e.g preadsheets click in a box
Teams, to amend text
v Flowchart X Sharepoint,
Onedrive
1< O
I O
0oL Lines to connect Tip:
000 Right-click to
UUD —_— - - - add a note
4 O One way automated One way manual Two way automated
b RO connection connection connection
U J= ={
= [ B
¥ Shapes X
AN



v"What have you found?

Share your map \/(;-Iac;\;v?easy IS it to access your

v"And to analyse it?
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Housing Advice Agency

C I len t J ourn ey ‘Putting outcomes into practice: data gathering opportunities

R Tracking a client’s joumey through your organisation can help you 1o identify information
W h OI W h a t collection points that should inform the way you deveiop your system.
and when?

Client makes first contact e Client's name
with your organisation I " ¢ Referral source
e Type of contact
e Action taken
Client is registered e Data from initial needs assessment
/accepted as a client — data, for example, background of

client (demographic profile)
¢ Client’s presenting needs (i.e.

baseline outcomes data)
Client meets with a key e Data from initial needs assessment
worker on a regular basis |« > data, for example, background of

' client (demographic profile)
w e Client's presenting needs (i.e.
baseline outcomes datq)




Community Mental Health Cafe

e GP Referral Form
e Basic details about individual including contact details and reason for referral

e Mental Health Assessment Form
* One to one meeting with individual before first attending a Café
e Further demographic data capture

e Weekly routine data collection

e Attendance register

* Mood scale for attendees — on arrival and when leaving
e Debrief with volunteers — observational data




It doesn’t have to be perfect!

Registration Process Flow - v 1

Client
comes into
reception ? Are forms sentin
the post? Or are
— these details asked
s over the phone?
Receive Does this go straight
email into the database
request for
advice R —
Have you
 — -
had advice
Receive from us
phone before?
request for
. T —
advice

C70 send email
with consent &

authority forms
+ Registration
Check guestions
contact
details

T —
| ——




Building a data culture

Skills training for staff — what should be the standard?

Training in internal systems e.g. sharepoint, teams,outlook. The assumption is that people know
how to use these building blocks by some sort of osmosis and that leads to things going wrong.

Training in core office tools - Word/Presentation tools
Spreadsheets!! This are the backbone of most organisations data collection, storage and analysis

Internal databases — not just how to use them but what “good” data entry should look like and
why you need it.

- Create an onboarding template to share?

Collaborative digital tools for comms & planning
Agile/iterative approach to change
Bringing the whole team with you




