SOCIAL TRANSFORMATION

SYSTEM

	
  

The Social Transformation System (STS) offers a process of collective introspection
in which it is safe to embrace complexity. It promotes the vision of systemic
transformation through collaborative actions, agreement of value attached to
thematic interventions, the alignment of strengths and capacities for the
achievement of shared objectives. It allows for participative rapid assessment to
benchmark current status, develop and manage action plans.
The methodology has been used to develop instance-specific models with various
transformational objectives and in various settings, including rural villages. This
allows us to bring existing research into each new setting, providing a sound
platform on which to build with confidence, reliant on local knowledge and
experience to deliver instance specific strategies.
Process:
•

Safely embrace the challenge of complex systemic problems

•

Envision: “what it looks like when it’s fixed”

•

Align social investment strategy with business vision and objectives

•

Enable everyone to be useful in moving towards a shared vision

•

Promote essential, sustainable collaboration based on mutual need

•

Participatory, intuitive bench-marking and impact assessment

•

Management of multi-dimensional, thematic actions

•

Negotiate terms of engagement with delivery partners

•

Maximize return on investment in a transformed system

The model and methodology encompass an optimistic process to establish “what it
looks like when it’s fixed”. It focuses not the intervention but the intended outcomes
envisaged in the investment. It requires that interventions be tested against
outcomes and that there is a possibility that they are not the most appropriate
interventions.
This involves the convening of a workshop in which an inclusive range of participants
for whom there is a vested interest in the system transformation deliver a collective
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vision, individual introspection to identify the way in which each will contribute to
achieving

the

vision, clearly

defined

and

mandate-appropriate

collaborative

partnerships based on mutual benefit, a rapid assessment starting point based on
knowledge in the room and action plans that focus on shifting the status of the
whole towards sustainable resilience.
Delivery of the model:
The outcome of the workshop is a populated model of a “fixed” state or transformed
system, clearly articulated as a shared destination towards which, through
collaborative effort over an agreed time period, there is a collective commitment.
A software tool supports the process, prompting the capture of the elements of a
defined “fixed” state and a rapid assessment of the current status of the system
against the “fixed” state.
The elements of each particular vision are verified by embedded research; the model
provides the research behind the interdependencies amongst an inclusive range of
elements and resilience - and in this way verifies elements that emerge through the
visioning process. The participants score elements on the basis of pre-researched
simple indicators – how close or distant is the achievement of each element. Once all
elements are scored, participants agree a benchmark in the form of an overall score
for how far the current position is from the fixed state. This becomes the baseline,
against which progress will be measured.
The participants identify their individual and partnership roles and functions;
identifying leaders, key partners and supporting partners. All then develop action
plans; typically the workshop delivers themed interventions based on pre-determined
simple criteria, for instance:
1. Interventions that aim to improve the outcomes that demonstrate the
greatest deficit or need (if nothing is done about the biggest problems, they
threaten to collapse the overall system; also, ignoring the worst problem
areas will be a barrier to real change to the system score).
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2. Interventions that build on the outcomes that demonstrate existing promise
or progress (this is typically the easiest area in which to score relatively quick
and demonstrable wins).
3. Interventions that focus on the outcomes where there is the greatest
alignment of interest and strategic objectives.

The methodology relies on respectful interaction amongst participants. All voices are
equally valued; regardless of relative power or hierarchical relationships outside of
the process, in the workshop all have equal standing.
Anomalies in the baseline rapid assessment undertaken in the workshop will quickly
emerge – the measurements are systemic and where there is a gap in knowledge
the logic of the model will demonstrate it. This often provides the entry point for
engagement with absent stakeholders who may not know at the outset why they
should participate in the process.
Follow-up:
Action plans are developed according to a simple template that links all actions to
elements of the model. Participants simulate their intentions so that they can
anticipate the impact that actions will have on the status of the whole system rather
than against isolated or individual terms of reference. If the simulation doesn’t
demonstrate impact, then the action plan will not meet with the approval of the
whole group.
In each instance, all participants must agree the steps, the elements, the action
plans and must contract to play their part. Action plans cannot make promises on
behalf of others, only the participants themselves can commit to actions. Thus if
stakeholders are missing, the action plan must include the way in which the present
stakeholders will achieve the buy-in of the absent. All this is framed in terms of
individual and collective value placed on being able to achieve the consensus driven
vision and elements there-of.
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Everyone has a function and all functions have equal value. It delivers practical,
pragmatic action plans because whereas it begins with the opportunity to imagine a
highly valued outcome, it moves quickly into the space of realistic expectation,
constrained by what can be contributed by the participants themselves rather than
elevated by unrealistic expectations of others.
The methodology offers the opportunity to build a sustainably resilient and thriving
system in which all stakeholders share the benefits and access to opportunity and a
future that reflects collective needs and shared objectives.
The Workshop:
Typically the process requires 24 hours of workshop time. This can be structured
according to specific needs and what works in particular settings.
It is useful to build in a preparatory workshop (typically 4 to 5 hours engagement)
with what we call “executive participants”. These are people whose vision is essential
to the process, and to whom the project or intervention must report over time - this
session is used to articulate what is negotiable and what is not negotiable in terms of
the vision for the project. It ensures alignment of “what it looks like when it’s fixed”
between those who invest material resources in the process and those who will
actually do the work.
The broader, more inclusive workshop process includes:
Providing the context; understanding the complexity of the challenge for community
transformation.
Breaking the cycle of neglect and hopelessness:
“What it looks like when it’s fixed”: articulating and verifying a shared vision.
Terms of Engagement: tools for effective partnership and collaboration
Rapid assessment of current status against the shared vision: participative
benchmarking
“What do I bring?” unpacking the potential for collaboration through understanding
how each participant or partner will be useful, identification of strengths and
capacities?
Analysis and identification of Action Themes
Action Planning
Identify next steps
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FOLLOW UP:
Mentoring and support is offered via Skype or face-to-face according to need.
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