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Plan

Deliver

Prior to planning the delivery of a system there is a 

need to prepare the scope of the planning required, 

identify the team and plan the process.

After the planning is complete it is important to 

communicate the outcome to the appropriate audience. 

The whole process may then need to be repeated if the 

scope of the planning process or the system changes.

There is no right or wrong way to plan the delivery of a 

system. However, there is a need to identify the key 

elements of the process, the resources required and 

any time constraints imposed, before a schedule can be 

proposed to maximise the likelihood of delivery.

Chose a variety of approaches to assist in the planning 

of the delivery of the system and its elements, and 

information and equipment flows. More than one 

approach may be required to adequately understand all 

the delivery needs and formulate an achievable plan.

Iteratively cycle between the Problem, Plan and 

Success stages until sufficient insights into the 

system’s planning and scheduling needs are known.

Further details regarding the individual planning tools, 

examples of their use and useful reference sources, are 

provided later in this section and in the resources 

section of this toolkit.

Stakeholders

Needs

Verify Combine

Priorities

Validate

PEST(LE) Analysis

SWOT Analysis

Stakeholder Analysis

The Five Ws and Two Hs

Wardley Map

Driver Diagram

Gantt Chart 

LoMo

Activity Dependency Diagram

Project Canvas
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Prior to designing the system there is a need to prepare 

the scope of the design required, identify the team and 

plan the process.

After the design is complete it is important to 

communicate the outcome to the appropriate audience. 

The whole process may then need to be repeated if the 

scope of the design process or the system changes.

There is no one correct design for a system, rather a 

multitude of possibilities. It is important to explore a 

wide range of ideas that might meet individual 

requirements and find those combinations or concepts 

most likely to satisfy the overall needs.

MoSCoW

Data Analysis

Storyboarding

Fishbone Diagram

Disney

Brainstorming

Six Thinking Hats

Morphological Chart

Users

Journeys

Users Experts

Requirements

Evidence

Chose a variety of approaches to assist in the 

specification, design and evaluation of the system, its 

elements and interfaces, and information and 

equipment flows. More than one approach may be 

required to adequately design the system.

Iteratively cycle between the Explore, Create and 

Evaluate stages until sufficient details of the system’s 

form, function and behaviour are known.

Further details regarding individual creativity tools, 

examples of their use and useful reference sources, are 

provided later in this section and in the resources 

section of this toolkit.





What do we need 
to do next?

What is the case 
for change?

How could we 
improve?

What should we 
measure?

How do we 
perform now?

What do we 
do now?

Trigger

End

Problem(s)

Solution(s)

Implementation

Project
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Prior to assessing the risk associated with the system 

there is a need to prepare the scope of the assessment, 

identify the team and plan the process.

After the assessment is complete it is important to 

communicate the outcome to the appropriate audience. 

The whole process may then need to be repeated if the 

scope of the assessment or the system changes.

The assessment of risk may focus on the reduction of 

threats to performance or the learning from exceptional 

performance. In both cases it is important to work with 

a consensus view of the system and be systematic in 

reviewing the system and its elements.

Chose a variety of approaches to assess the risk and

seek the opportunities within the system and its elements, 

stakeholders and their relationships, and information and 

equipment flows. More than one approach may be 

required to adequately assess the system.

Iteratively cycle between the Examine, Assess/Seek

and Improve stages until sufficient insights into the 

system risk and opportunity for improvement are known.

Further details regarding individual risk management 

tools, examples of their use and useful reference

sources, are provided later in this section and in the 

resources section of this toolkit.

Life Cycle Assessment

Fault Tree Analysis

Hazard and Operability Analysis

Structured What-if Technique

Risk Matrix

Stakeholders

Needs

Verify Combine

Priorities

Validate

Failure Modes and Effects Analysis

Bowtie Method

Root Cause Analysis
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Prior to mapping the system there is a need to prepare 

the scope of the mapping required, identify the team 

and plan the process.

After the mapping is complete it is important to 

communicate the outcome to the appropriate audience. 

The whole process may then need to be repeated if the 

scope of the mapping process or the system changes.

There is no right or wrong way to map a system; all 

models are an abstraction, all accentual some features, 

all ignore others and all may be useful. It is important 

to remember that the process of mapping may 

ultimately be more important than the output.

Chose a variety of approaches to assist in the mapping 

of the system and its elements, stakeholders and their 

relationships, and information and equipment flows. 

More than one approach may be required to adequately 

represent the system.

Iteratively cycle between the Understand, Organise

and Integrate stages until sufficient insights into the 

system’s form, function and behaviour are known.

Further details regarding individual mapping tools, 

examples of their use and useful reference sources, are 

provided later in this section and in the resources 

section of this toolkit.

Literature Review

Causal Loop Diagram

Entity Relationship Diagram

Data Flow Diagram

State Transition Diagram

Swimlane Diagram

Flow Chart

Value Stream Mapping

Dependency Structure Matrix

Stakeholders

Needs

Verify Combine

Priorities

Validate

Soft Systems Method

Spaghetti Diagram

Influence Diagram

Rich Picture
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Understand the Context Define the Problem

Develop the Solution Collect the Evidence

Manage the PlanMake the CaseBuild the Team

Agree the Scope

Identify the Stakeholders

What is the
purpose?

What do
we do now?

What are
the needs?

Where is
the system?

What are
the elements?

What affects
the system?

How do we
perform now?

What do
we do well?

What is the
problem?

What does
‘good’ look like?

What should
we measure?

How does the 
system perform?

How well are
the needs met?

What should
we do next?

What is the
case for change?

Who should
be involved?

Who are the 
stakeholders?

Who will use
the system?

How could
we improve?

How can the
needs be met?

What could
go wrong?



What does
‘good’ look like?

How do we
perform now?

How could
we improve?

How can the
needs be met?

How well are
the needs met?

What is the
case for change?

What are
the needs?

What are
the elements?

How does the 
system perform?

What should
we measure?

Who should
be involved?

What should
we do next?

What is the
problem?

What do
we do well?

Who are the 
stakeholders?

What is the
purpose?

Who will use
the system?

Where is
the system?

What affects
the system?

What do
we do now?

What could
go wrong?



Who are the
stakeholders?

How can the
needs be met?

What could go
wrong?

Where is the
system?

What are
the needs?

Who should
be involved?

How well are the
needs met?

Who will use
the system?

What are
the elements?

What is the
problem?

What affects
the system?

What should
we measure?

What does
‘good’ look like?

How do we
perform now?

What do
we do well?

What is the
case for change?

What is the
purpose?How does the

system perform?
What do

we do now?

How could
we improve?



Recommended

Optional

Who are the
stakeholders?

How can the
needs be met?

What could go
wrong?

Where is the
system?

What are
the needs?

Who should
be involved?

How well are the
needs met?

Who will use
the system?

What are
the elements?

What is the
problem?

What affects
the system?

What should
we measure?

What does
‘good’ look like?

How do we
perform now?

What do
we do well?

What is the
case for change?

What is the
purpose?How does the

system perform?
What do

we do now?

How could
we improve?



Benchmark 
Current 

Performance

Capture 
Stakeholder 

Needs

Prioritise 
Stakeholder 

Needs

Describe 
Stakeholder 
Experiences

Describe 
Patient 

Experiences

Measure 
Current 

Performance

Define 
Requirements

Agree
Core

Themes

Stimulate 
Ideas

Filter
Ideas

Develop 
Concepts

Consider
Pre-existing 
Solutions

Make
Models

Predict 
Stakeholder 

Benefits

Demonstrate 
Future 

Improvement

Calculate 
Resources 
Required

Estimate
Time 

Required

Present
Case for 
Change

Plan
Future 

Activities

Review 
Project

Performance

Ensure 
Shared 

Understanding

Manage 
Team

Identify 
Enablers and 

Blockers

Review 
Project 

Progress

Challenge
the Scope

Agree Aim 
Statement

Create
Stakeholder 

Map

Consult 
Stakeholders

Describe 
Clinical 

Processes

Analyse 
Relevant 

Documents

Observe 
Stakeholders

Understand 
Political 
Context

Describe 
Patient 

Journeys

Understand 
Patient 

Diversity

Generate 
Personas

Create
System
Maps

Generate 
Scenarios

Identify the 
Big Wins

Sketch the 
system

Decide the 
Next Step

Draft the 
Pitch

Tell the 
Stories

Describe the 
Big Idea

Review 
Effectiveness

Review
Safety

Synthesise 
Evidence

Agree
Quality 
Targets

Define 
Measures

Review 
Barriers

Review 
Sustainability

Conduct
Post-mortem

Conduct
Pre-mortem



• Improvement Canvas
• Improvement Team
• Understand Stage Plan

• Improvement Canvas
• Improvement Team
• Sustain Stage Plan

• Improvement Canvas
• Improvement Team
• Deliver Stage Plan

• Improvement Canvas
• Improvement Team
• Co-design Stage Plan

Agreed Scope
Stakeholder Needs

Stakeholder Influence
System Boundaries

System Map
Design Themes

Persona Descriptions
Case for Co-design

•

•

•

•

•

•

•

•

Agreed Scope
Stakeholder Needs

Stakeholder Influence
Solution Ideas

Solution Concepts
Initial Risk Review

Persona Responses
Case for Deliver

•

•

•

•

•

•

•

•

Agreed Scope
Stakeholder Needs

Performance Measures
Resilient Operation
Initial Risk Review

Solution Details
Risk Assessment
Case for Sustain

•

•

•

•

•

•

•

•

Agreed Scope
Stakeholder Needs

Performance Measures
Resilient Operation

Resilient Architecture
Solution Details

Risk Assessment
Case for Sustain

•

•

•

•

•

•

•

•

• Improvement Canvas
• Improvement Team
• Initiate Stage Plan

Agreed Scope
Stakeholder Needs

Stakeholder Influence
Project Team

Design Themes
Case for Change

Improvement Plan
Permission to Proceed

•

•

•

•

•

•

•

•

Preliminary Stage Activities

Stage Outcomes
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Scope OutputStage Plan
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activity

activityactivity

activity

activity

activity

activity

question

question

question

question



Who will use
the system?

Who are the 
stakeholders?

What is the
problem?

What are
the elements?

Where is
the system?

What do
we do now?

What do
we do well?

What is the
case for change?

Who should
be involved?

How does the 
system perform?

What affects
the system?

What are
the needs?

What does
‘good’ look like?

How well are
the needs met?

What could
go wrong?

How could
we improve?

How can the
needs be met?

What is the
purpose?

How do we
perform now?

What should
we measure?

Who will use
the system?

Who are the 
stakeholders?

What is the
problem?

What are
the elements?

Where is
the system?

What do
we do now?

What do
we do well?

What is the
case for change?

Who should
be involved?

How does the 
system perform?

What affects
the system?

What are
the needs?

What does
‘good’ look like?

How well are
the needs met?

What could
go wrong?

How could
we improve?

How can the
needs be met?

What is the
purpose?

How do we
perform now?

What should
we measure?

Who will use
the system?

Who are the 
stakeholders?

What is the
problem?

What are
the elements?

Where is
the system?

What do
we do now?

What do
we do well?

What is the
case for change?

Who should
be involved?

How does the 
system perform?

What affects
the system?

What are
the needs?

What does
‘good’ look like?

How well are
the needs met?

What could
go wrong?

How could
we improve?

How can the
needs be met?

What is the
purpose?

How do we
perform now?

What should
we measure?

Who will use
the system?

Who are the 
stakeholders?

What is the
problem?

What are
the elements?

Where is
the system?

What do
we do now?

What do
we do well?

What is the
case for change?

Who should
be involved?

How does the 
system perform?

What affects
the system?

What are
the needs?

What does
‘good’ look like?

How well are
the needs met?

What could
go wrong?

How could
we improve?

How can the
needs be met?

What is the
purpose?

How do we
perform now?

What should
we measure?

Who will use
the system?

Who are the 
stakeholders?

What is the
problem?

What are
the elements?

Where is
the system?

What do
we do now?

What do
we do well?

What is the
case for change?

Who should
be involved?

How does the 
system perform?

What affects
the system?

What are
the needs?

What does
‘good’ look like?

How well are
the needs met?

What could
go wrong?

How could
we improve?

How can the
needs be met?

What is the
purpose?

How do we
perform now?

What should
we measure?

Resilient Systems

Design Measurement

Failure Analysis

Resilient Operation

Stakeholder Influence

Stage Plan

-

Improvement Canvas

Design SolutionsDesign Measurement

Failure Analysis

Resilient Operation

Stakeholder Influence

Stage Plan

-

Bowtie Method

Improvement Canvas

Design Solutions

Stage Plan

-

Morphological Chart

Persona ResponsesBowtie Method

Stakeholder Influence

Stakeholder Needs

Improvement Canvas

Design SolutionsStakeholder Needs Design Themes

Improv
ement 
Canvas

Make the Case

Stage Plan

-

Improvement Canvas

Rich Picture

Persona DescriptionsSystem Boundaries

Stakeholder Influence

Stakeholder Needs

Stage Plan

-

Improvement Canvas

Theory of Change

Improv
ement 
Canvas

Make the Case



patients, 
families and 

carers
regulators, 

advisors and 
commissioners

care
staff

…

support
staff

administrative 
staff

…

public and 
representatives

other care 
providers



Systems  
Awareness

Systems  
Knowledge

Systems 
Practice

Systems 
Leadership

Learning

Introduction

Experience

Mastery

A systems approach 
to health and care design 

and continuous improvement



PreconditionsAssumptions

Inputs

ChallengeScope

Activities Outputs Outcomes Impact

What is the
purpose?

What are
the needs?

Where is
the system?

What are
the elements?

How do we
perform now?

What do
we do well?

What does
‘good’ look like?

What should
we measure?

How does the 
system perform?

How well are
the needs met?

What should
we do next?

What is the
case for change?

Who should
be involved?

Who are the 
stakeholders?

Who will use
the system?

How can the
needs be met?

What could
go wrong?

How could
we improve?

What affects
the system?

What do
we do now?

What is the
problem?
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Prior to understanding the system users there is a need 

to prepare the scope of the mapping required, identify 

the team and plan the process.

After the enquiry is complete it is important to 

communicate the outcome to the appropriate audience. 

The whole process may then need to be repeated if the 

scope of the mapping process or the system changes.

People are essential to the smooth operation of any 

systems, both as service providers and as recipients of 

the service. It is important not only to learn who these 

systems users are, but also to be able to describe them 

to the improvement team.

Chose a variety of approaches to assist in identifying 

and understanding the system users and stakeholders, 

and their relationships. More than one approach may 

be required to adequately capture and characterise the 

key participants.

Iteratively cycle between the Locate, Identify and 

Situate stages until sufficient insights into the system’s 

users, location and situation are known.

Further details regarding the individual enquiry tools, 

examples of their use and useful reference sources, are 

provided later in this section and in the resources 

section of this toolkit.

One-to-one Interviews

Facilitated Discussion

Delphi Study

Participant Observation

Observational Study

Designing Scenarios

Designing Personas

Public Involvement

Geography

Structures

Engagement Politics

Culture

Policies

Life Café


