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Figure 3 compares a base policy, in which the capacity to service both GP and CC clients is being
achieved by staff working under pressure, with an alternative policy which, in addition, pursues the
quality option involving employing extra counsellors. The extra counsellors come on stream after
June '93 and it is assumed that good service is rewarded with higher contributions and improved client
return rates, and vice versa. Figure 3(a) shows that perceived GP client quality lags behind actual
delivered quality (and the quality perceived by CC clients) due to a built-in perception delay which
smooths the most recent delivered quality values. Increased demand for services as the result of a
superior service is shown in Figure 3(b), which alse accounts for anticipated patterns of seasonal
demand. While the attraction of contract clients will improve cashflow for both policies, the higher
level of GP client contributions for a quality service is shown in Figure 3(c). This provides improved
income, hence better cashflow throughout the year, Figure 3(d).
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The additional costs incurred by employing extra counsellors and subsidising the extra GP clients
have been more than offset by making service quality the competitive strategy. Indeed, the superior
cashflow of the quality option indicates that a point of high leverage has been identified in the system.
The base policy simulation indicates that maintaining counsellor workload at a high level, in the
belief that heavy workload equates to high efficiency, is a mistake. Reduced client contributions for a

“poor quality service will (ultimately) lead to fess investment in staff and hence even lower service
quality, as workload increases further.

The Realities of Operational Management in NPE’s

At the time of writing this paper no contract clients have in fact been obtained by the organisation
since the original series of trials with the system (in early/mid 1993). General public clients have,
however, increased quite significantly probably due, at ieast in part, to the continued recession and
concomitant high unemployment. This increased supply of GP clients has also meant that no
advertising campaigns have been tried.

Nevertheless, the fact that none of the earlier options has so far been implemented did not negate the

value of the experimentation with the model, as it was felt that working with the model played a

valuabie role in helping the organisation’s management develop a “feel” for its task in these
"progressively difficult times. In particular a greater understanding of the interactions between

workload, counsellor morale and quality or service was achieved, and this contributed towards the

decision not to advertise and attract further GP clients while these were rising anyway - even though
it might have been thought that capacity existed as no CC clients needed to be serviced.

The continued financial squeeze has subsequently limited the ability of the management to resource
much wider use of the system (a problem compounded by the theft of their computing equipment). It
has also prevented it developing other learning organisation activities to any great extent. The system
is now being used to review the previous year’s operations in order to develop further an
understanding of why things emerged as they did, and to investigate what might have been the results
~ if certain other decisions had been made, or events had occurred differently. An important feature of
this model is that it does replicate fully the cashflows and other financial aspects of the organisation,
and this enables it to be used in detailed work in these areas. This serves both to help understanding of
* the processes involved, which are becoming relatively more important to the organisation, and to
develop confidence in the system itself.

Besides enabling the organisation to envision longer term possible strategic changes, the model is
intended to serve also as a decision support tool to aid the manager in operational decision making;
validation of the model in terms of this purpose is thus an important requirement. By using the
gaming facility of the system to run forward on a menth-by-month basis, the shorter- and medium-
term impacts of operational decisions can be investigated. Such decisions involve the scheduling of
additional counsellor hours, counsetior recruitment and training schedules, and the impacts of
timings of government and other funding receipts.

Conclusions

The micro-world described can be readily adapted for many service organisations. To-date, it has
been well received by the host organisation for strategy formulation and for operational policy
making. This represents an important first step in the LO transition process to improve decision-
making and competitiveness. It has proved particularly valuable in assisting in the reconciliation of
the need for “business-like” decision-making with the particular constraints and wide stakeholder
values and perspectives in a not-for-profit caring organisation. The model has already played a
valuable role in deepening the personal vision of the administration within the organisation, surfacing
and enhancing mental models, and knitting together the various disciplines and perspectives to give a
global view.

There remains a significant amount of work to integrate the remaining LO concepts into the host
organisation to fully exploit its ability to assist in the development of team learning. Nevertheless, the
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study has demonstrated that system dynam:cs computer modelling, when used with a suitable user
intérface, can play an important role in integrating key Learning Organisation concepts, in a manner
that ennches the overall purpose of the orgamsat1on and the individuals within it.
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