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Introduction

When someone in your team says "We should do X", what do you do? You begin to ask questions. If
X is a product idea we you ask questions about the market for the product. If X is a project proposal
you ask questions about objectives, cost and resources. Questions are what drive our creativity, our
innovation and the problem solving process. The best consultants know all the right questions to
ask. They may not have written them down, but they always seem to have them to hand. Wouldn't it
be nice to be able to recall all of the important questions we need to ask in any given situation? This
paper explains how.

The business literature is littered with books that purport to ask the right questions. Some of these
books lay out the questions very clearly. In others the questions are buried deeper in the text. The
best business and engineering books explain the context in which each question should be asked.

Of course, books are not the only source of good questions. All over the world, creative and
analytical people, working in many fields, collect questions that they find useful in their work. As
these questions are honed and applied in many projects they cluster together to form a best
practice, a tool or a method.

‘F-& Southbeach Modeller 2.0.0.0, yynvsouthbeachine.com - | Risk nentplan VZ2.sbm®], JJ@'
E& Flle Edit View Insert Format Draw dow Help License BEE:
Ded& 4o O UEB(BK > < B8
— Calendar example + —
Paletts | Creativty| Assist | Tags repot |+
= everyday VS EE Heveme= Deseme= The risks in this model are
- decision Projectstatus Projectboard Phase2? g
yes B meeting mesting : 3 [risk :dashed)]
maybe H < < : % i
discuss = . Ny / "\ Risks are mitigated by:
defer . N ! N
no W \; , = \_;‘ f ) \\ [decreases(, risk) "{from}" :numbered]
now ; ig |- _ |Deliveryof phase Fris
Iater '?E"ﬁrﬁﬁiﬂ iilgg;:;g H Metivated tezm |IT lulthé,sclpution il Risks are increased by:
action P ™ ) 7 ~1
hold s \ ,l/~ T~ [increases(risk) "{from}" :numbered]
- sxecition 3 /s T y
clarfy N\ / — + The risks in this model are
orert | g—> o Uel . . .
commit Moreproblems with . Harmful - Testing of new solution not complete in time
buid ﬁ solutionthan Neutral - More problems with solution than expected
implement = expected g -Lack of adoption
perform ﬁ T Cconverto > -Lack of understanding
renew o | | Combine with -Lack of awareness
®-goal | Pl - Solution not aligned with pracesses
- knowledge Y — Insufficient -Lack of sponsorship
- level E|  Allocationof Surplus A
& mporiance 2| additienaliesting Potential Eov— Risks are mitigatsd by
- perfom F resoure Dysfunctienal
& period i - _[Trainingin new 1. Allocation of additional testing resource
& phasss E v Risk =|  selution 2. Comms
& plan Focus 3. Trainingin new solution
- priority Historical 4. Process impravement
- road L Emphasis 5. Stake holder management
- seresning
B urgency Tags . ' Risks are increased by
- business Associate URL !
& consulting Bring to front 1. Delivery of phase 1 ofthe solution
- creativity Send to back 2. More problems with solution than expected
- engineenng Default size 3. Lack of understanding
sconomics Default size for new agents 4. Lack of awareness
®-finance E. Solution not aligned with processes
#- futurss Cut 6. Lack of sponsarship
®-ideas Copy
- innovation
®-infotech Froperties
- Ssearch »
Calendar example 32% Launch 4

Figure 1 - A project calendar template showing a simple report on risks.

Framing problems as questions is what all creative people do to bolster their ability to move
forward. The SCAMPER technique, for example, is a set of questions that you can use in almost any
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problem situation. An even simpler method is to ask the question "Why" until you get to the core of
the problem.

The creativity literature is littered with lists of questions. Some authors have made whole careers of
asking questions. In the book "101 Creative Problem Solving Techniques", by James Higgins, almost
all of the methods described boil down to a set of questions. In the book "Questions that work" by
Andrew Finlayson, the author attempts to show us how to ask questions that will help you succeed
in any business situation. Both books are well organized lists of questions.

Edward De Bono, creator of the 'Six Thinking Hats' method, also taught us a lot about the types of
important questions to ask. He used six colours to highlight the differences between those questions
that focus on facts (white hat), on feelings (red hat), on critical judgement (black hat), on positive
views (yellow hat), on new ideas (green hat) and on the big picture (blue hat).
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Figure 2 - A Southbeach template for running a 'Six Thinking Hats' workshop. The situation can be
modelled, and as we click around the model, the appropriate questions are generated. A simple
report is included which summarises the positive and negative sentiments.

Questions also lie at the heart of many engineering and business methodologies. Root cause analysis
is a well known questioning method. An engineer skilled in risk analysis will use questions to identify
causes, and consequences. A consultant when using a 2x2 chart is asking questions about the
relationship between items placed in different quadrants.

Questions are also used in books that give advice on business strategy. For example, in "Business
Model Generation" by Osterwalder and Pigneur, the authors have synthesized the useful questions
we should ask when designing a new business model.
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TRIZ is perhaps the pinnacle of problem solving and innovation methodology. Even it is based around
questions. TRIZ uses patterns of contradictions to pinpoint the right questions to ask. For example, if
something useful in the system is providing useful output, but also a harmful side effect, a relevant
guestion could be:

'Can | find a way to obtain the output, without the side effect?"'

TRIZ links questions like this to characteristics of the specific situation. For example, if the
contradiction is between 'speed’, and 'weight', the question may relate to 'mechanical substitution'.
Asking a generic question about 'mechanical substitution' in the context of a specific problem
situation, can lead to creative suggestions for a solution to the original problem.

All of the examples above, and many more, can be encoded as templates for use with Southbeach
Modeller. Southbeach is an effective way to build a library of reusable best practices.

Southbeach Modeller

Southbeach Modeller is a unique software tool for modelling problems and goals, and linking these
to questions or suggestions that can stimulate creativity, problem solving and innovation. It is an
ideal consulting workbench.

Some consultants are using Southbeach to build a library of best practices, and then share these
with their colleagues when engaged on a project with a client. This fosters a consistent approach to
client work. It also teaches powerful methods to others.
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Figure 3 - A goal planning template. The model can be used to develop a concrete model of a set of
goals. The user clicks on blocks in the abstract model to understand the terms used.

The Modeller software is very general purpose (and easy to use). It can be applied across a wide
range of business, engineering and scientific fields and disciplines. Whether you try to capture your

own creativity, or leverage resources you find in books, using Southbeach should help you to be a
more effective consultant, in any field.

Each section of this paper will demonstrate, step by step, how to build a Southbeach model that
captures an entire best practice as a template you can take into a project with a client.

Southbeach Notation

A basic Southbeach model is a set of 'box and line' diagrams that clearly describe the situation and
the goal, together with notes that explain details of the situation in areas where text is sufficient and
a model is unnecessary.

‘Lh Soutiibe: odeller; 20,000, wwvisouthibeaching.com - [Aus Water, Grisis,sbm*]. ._J_Jﬂ|
Bl Fie Edit View Insert Format Draw Workshop Wihiteboard Tools dow Help License BIEES
Do & & i (IR EK > B8 Feedback
. —_— Australia Water Crisis | Agriculure, Food and Water Uss | National and Intemational Policy | + —_—
Modeis| Agers| Efiects [Tags | Bxpiair| — Model| This  [Tips | Browsed
litsrad, itshamful. fits green, its usaful. The blue boxesare actions we cor Fydrolagy
fthe supplyindicate the ion of water by agents such asimgation, hou : y
| Taotal water flow in the Murray-Darling basin 1885 to the present has averaged around
Wine 24,000 gigalitres per year. This is the lowestrate of the world's major river systems [1] In
mostyears only half of this quantity reaches the sea and in dry years much less. Estimated
total annual flows for the basin have ranged from 5,000 gigalitres in 1302 to 57,000 gigalitres
EH_ nd in 1956[citation needed]. Despite the magnitude of the basin, the hydrology of the streams
Drip imgation an . icient 2 within itis quite varied
: elective crope affordatle Deivery
i LossofMumay- ! L) cysen
: Dadingbasin | \
Planting more water
effoentonps | [Uses80%
s extacted
1 3y
|mesctonindustyd * Uss 523 watarto
| aamale flush toilets ncoastal Notes on Murrzy-Darling Fiver
cities. :
Housshold use [repott |
Recycle gray watar
] farsecondum Risks include:
o :
the . .
s Water Crisis in Australia
: Desalination ships Drinking watar  |_ 12 year drought
e _ We are taking mare outthan nature can sustain
Impacton industry & agriculture
{ 12 yeardrought }—.*unay[)admg Rive
S A
gofthe m.H Surfaca area H Evaporston ‘
Driling wels into the L
watertable to solar
S
N S— pump thamupino
\ tha rvar
| Lackof shade
[ /
| T I S
| é{ S
|/
W .
|

Australia Water Crisis 75%

Figure 4 - A Southbeach model of the water challenge in Australia. A block in the model has been
highlighted. Background information is displayed. A simple report lists the risks in the model.

In Southbeach, each model, and the elements within it, is a reusable building block for another
model. Just 'drill down' and drag them to the canvas. Every Southbeach model is a resource for
building a new model. Every model is therefore a potential template.

In the example below, the user has selected a model of a situation that they have experienced in the
past, and they are using this as the starting point for a new model.

Copyright © Howard Smith, 2011, All Rights Reserved 6



‘F-& South 2.0.0:0,, wyvrsouthbeachine.com = [nonamedE] JJ@'
EB Flle Edit v Insert Format Draw Workshop Whiteboard Tools Window Help License BEE:
IEBHG Rl o o [ [(®] v @0 i O I HB(BK D> < E-@ Feedback

—_— noname1 + —_—

Models |Agents| Effects|| Tags | Explain] =] Model| This || Tips wser

Diip imigation on selective crops faction) B go0gle com/search Thl=enda=Imigation-Vater-supply-Australa [
5 e ncsfomase sl Sy e T ——— a
Fil swimming pools with sea water (action) FeE
[ Food fagent) 1
1 Growing population (agsnt) [ A .
O o < Irrigation Water supply Australia
g Dn\dths z ater Event in the Mumay-D: ‘ Wine }\—{ Agricutur ‘ About 3410000 resulis
lousehol
deas (action) N T Corporate G Reg f Australian Irrigation Wats
3 Impact on industry & sgrcuture fagent) N orporate (Governance Kegimes of Australlan Irrigation Water
— Ingmr- 'DDEVER‘;D!"\' agent) N N . Praof McKay examined the impact of the corparate governance structures of Aul -

n water supply businesses on compliance with the 2005 National

Irrigation
N g - -
unisa_edu_au/waterpolicylaw/_ /corporate_governance asp - Cached - Si

3 Industry (product) fagert)
Drinking water “ v Useful
Harmful Urban water supply in Australia: the optfion of diverting water frc
MNeutral Infrastructure 11. Urban water supply in Australia: the option of diverting wat
irrigati NFRASTRUCTURE 11 -1. Urban water supply in Australia: the .
grifiith.edu au/__data/__ finfrastructure-11-quiggin_pdf - Cached - S

Manate grey water recydling in industry {action)
[ Murrsy-Darfing River (sgent)
1 Only teke out s much water as neure can sustain
[ Open sustainabilty methodology (agert)

Convert to 13
Combine with

Plant complimentary craps lo increase yield factior / v Insufficent Irrigation in Australia - Wikipedia the free encyclopedia
Planting mnre"'ate’raﬂmient crops (action) : : Surplus A diesel irrigation pump in Mildura. Victoria. In general ... A major source of —
Flanting trees along the niver bark (action) [E— Potential in Australia is the Great Artesian Basin. ... .
[ Profi for industry from technology exports s I ° Dysfunctional en wikipedia org/wiki/lrrigation_in_Australia - Cached - Similar
Recycle grey water for second use | N .
O Signficart invastmert requred (agsr) Goal Water Supply & Irrigation
[ Society fagent) v Focus NRIA is an alliance of new rural industries. Ve are a non-profit organisation wc
y . Historical an environment for the development and building of capacity of ...
Emphasis jtry/Water Supplylrrigation aspx - Cached - Similar

Togs L Google News

lia Pty Ltd - Irrigation and Water Supply Spe

er to flush toilets in coastal cities factic Associate LRL Scholar
ater sxtracted from the basin (ager Assocat Patent esign. sales, installation and maintenance of commerciz
Pusireliz fager] Bring to front Wikipedia irrigation. pumping systems and rainwater ...
er supply (sgent) Send to back Definition U/ - Cached - Similar
are taking more out than nature can sustain (& Defaltsine Images )
atth (agent) Defauitsize for new agents R home page: Water for the Future priorities taki

iening of the river (agent) Shaping Tomorron rling Basin. water quality. wetlands. ... Water in Austral

Cut ge: Securing water supplies; Using water wisely ...
Ag v s Copy More [;'SD'mm” au/waterfindex htm! - Cached - Similar o
. iy i
National and Intemational Policy (] P—— :“ ube - I )
roperties ing [
I )l I
<! B <] —I Yahoo
noname1 65% Launch [ —

Figure 5 - Here, the user has 'drilled down' into an existing model, drawing on its parts, for building a
new model. The browser on the right is showing the effect of a search on a block in the model.

As you develop your skills with Southbeach, you will find it becomes easier and easier to develop
generic models, and to apply them in the specific situation you face. If you manage your knowledge
carefully, your productivity will increase.

Hint - Use the right mouse menu on the canvas to set defaults for many aspects of the interface,
specific to the model you are developing. For example, if you like the different types of blocks to be
different sizes, or if you wish to always model with certain effect lines, set them as defaults. The
defaults are stored in the model, and therefore also form a part of the template.

Multiple models - one file

Southbeach models are conveniently stored in .sbm files. Each file can contain several models. They
are shown using tabs, similar to 'sheets' in spreadsheet software. Here, a model has been set up
with pre-defined tabs for each phase of an assignment.

The number of tabs is not limited, other than by the available screen space.
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Figure 6 - A single .sbm (Southbeach) file containing nine models (tabs) for the overview and phases
of the '8Ds' method. Such a file can be used to guide, and capture, root cause analyses during an 8Ds
'intervention project’.

Model and element Notes

Every model, in every file, and every element (boxes and lines) in every model, can have associated
text notes. Those who are familiar with concept mapping tools will understand how powerful this is.
By clicking around the model the notes are displayed in a panel on the right. It's a simple way to link
and manage knowledge

In the next example, notes are being used to describe a scenario in a training exercise for the 8Ds
'Root Cause' phase. The model also contains creativity questions for the 5Whys+ method, a simple
way to validate assumptions.

By developing such visual models, accompanied with notes and your creativity (questions), you can
quickly and easily distribute a 'best practice' model to your team.
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Figure 7 - This illustrates another part of the 8D template shown in Figure 6.
The root cause tab (D4) is active.

The user has clicked on a block in the diagram. The 'This' tab explains the scenario and has generated
three questions. These rules are embedded in the model. Text from the diagram has been inserted
into the sentences generated. This makes them read easily. The output only applies to the block
clicked on, because 'Creativity' has been set to 'Laser'. If the extent was wider, more questions for
more parts of the diagram would have been generated.

Using "tags"

A relatively new feature in Modeller, tags are important to any advanced use of Southbeach.

In the Toolbox [Figure 8] there is a 'Tags' tab. It provides a set of pre-defined taxonomies that you
can use in the course of developing a model. There are tag groups for different aspects of business
and engineering practice. There are tags for business prioritization, tags for engineering process
maturity, etc.

The tags are not hard-coded in the Southbeach software. You can edit all the tags and build up your
own taxonomies as required. For example, a chemical engineer will no doubt delete all of the
management consulting tags and replace them with tags relevant for chemical applications.
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Supportfor change
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Creating lasting change
Halistic problem salving

B me

Understanding Root Cause  103%

Figure 8 - The 'tags' tab in the 'toolbox' panel provides a library of tags organized as a tree. You can

extend this as required. Tag groups that you create are copied to a model, and then used to tag

elements as required. Blocks in the model can have any number of tags. In the example, a simple

report is listing those elements 'decreasing' elements tagged 'as-is'.

Tip - tags can be defined to be mutually exclusive (e.g. a type of animal), or additive (e.g.
characteristics of the animal).

In addition to tagging blocks, you can also use tag groups to create an instant set of building blocks.

In the next example, the tag group 'business execution' is used as the starting point for the

development of a new model:
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Figure 9 - From the tag library, the user has selected "Create tagged agents". The blocks are then
used to build a model. On the right, the user is referring to a related web resource.

As tags are added to the model, individually, or as a group, the tags appear in the Explorer panel [top
left in Figure 9]. Once tags are 'in the model' they are available at any time for tagging and un-
tagging other elements. (Hint - click right mouse on a block) If you then send the model to a
colleague, they will also have the tags.

Tags allow the user to extend the meaning (semantics) of the model. A red block in a Southbeach
diagram says that the element is 'harmful' (from some agreed perspective). A dashed line means
that the element is 'insufficient'. If such an element is also tagged 'power’, we know something more
about the situation.

Over time, your tag library will be shaped by the type of work you do with Southbeach. In a later
section we will show how to use tags to generate, or alter, the interactive output from the model,
based on your own creativity rules.

Hint - in creativity rules the built in semantics are denoted by keywords such as 'useful’, 'insufficient’,
'risk’, 'focus', etc. These correspond to visual aspects of the notation, i.e. 'green’, 'dashed’, filled red'
and 'yellow highlight' respectively. To refer to any user supplied data, such as the name of a block, a

label on an effect line, grid position or tag value, use the syntax: @value.

Build a Sequence

It is often helpful, when presenting a model to a client or in a team workshop, to 'build up' the
model in stages, section by section. Southbeach Modeller makes this very easy.
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There are icons in the application bar which are always available, for example, to turn on/off the
harmful blocks (problems), or the useful blocks (enablers). Consultants use this feature, for example,
to turn on/off the action blocks (blue), which represent are often used to represent the consultant's
recommendations. Such features work with any model at any time. It is also possible to build a pre-
defined display sequence into the model, and to store it with the model or template model. A
sequence can help those who are trying to understand the model.

Click on the 'Build a sequence' panel and decide which blocks, or groups of blocks, should be
displayed, and in which order.

-
=3
O e

Models| Agents |Efects

© o |f] @

- @ 0

(=K > <

Tags | Expian|

Global Warming Tipping Poirt in 10
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Right mouse for n o S Southbeach is referenced at www southbeachine com
Columbia Univerd Biil equence. [
Eatth = )
Ereray Select a number 4
NASA Paint agents o
Research Repeat ] NASA: Danger Paint Closer Than Thought From Warming
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= 1 g May 29,2007
5
Palette |Creativity|| Assist g l et ol M are likely to push
3 [ESe—
0 § e according to conducted by
1 A
13
lé + + With just 10 more years of "-" -from the
/\ 15 . says the NASA/Caolumbia paper. 'itbecomes "
o ~ |1 to avoid '] !
The study appears in the joumal Atmospheric Chemistry and Physics. lts
lead author is James Hansen, director of NASA's Goddard Institute for
|:| {j Space Studies in Naw York.

The forecast effects include "increasingly rapid sea-level rise, increased

frequency of droughts and floods, and increased strass on wildlife and
N (o plants due to rapidly shifting climate zones." according to the NASA

— announcement

| = Recent Climate Reports Underestimated How Soon I~
a i l B ||@ i | ||| | Motes on Global Waming Tiopi ...

Build & Sequence - Click Tape Recorder icon 2gain to stop 53%

Figure 10 - On the left, the 'Build a sequence’ dialog is displayed. Each block can be painted with a

number to set the display order. 'Tape Recorder' controls in the application bar allow the model to

be built up, block by block or in groups. There are also icons for showing/hiding different types of
blocks without the need to build a sequence, e.g. show/hide all actions (blue boxes).

Pause for breath

Drawing models, associating text notes, adding tags and building a sequence are simple and effective
ways to develop templates for kick-starting a new assignment or for distributing to team members
to guide their work. However, there is a lot more to Southbeach than this. The next part is a little
harder to learn, but worth the effect. Previous sections have hinted at MyCreativity and MyReports.
We will now describe them in more detail.

Copyright © Howard Smith, 2011, All Rights Reserved 12



MyCreativity Rules

We started this paper by talking about the power of questions. Now we shall explain how to add

interactive questions (and more) to your models. Suppose you wanted to output the questions:

Why does X happen?

When does X happen?

What is the cause of X?
What will the impact of X be?

.. when you click on a block in the model. Of course, you would want the X to be replaced by the
text of the block you clicked on. To achieve this, add the following to a 'creativity' tab in the model.

The rules you need are:

* "Why does {this} happen?"

* "When does {this} happen?"

* "What is the cause of {this}?"

* "What will the impact of {this} be?"

The asterisk (*) signifies that you want the output to be generated if you click on any block. The
{this} is a macro. It will be replaced by the name of the block you click on. The advantage, of even
this simple creativity approach, is that the questions read more clearly, and generate more ideas.

Click around a model and you'll see what we mean.
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"What is the cause of {this}?"
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Figure 11 - Four simple questions generated from four simple MyCreativity rules.

The user has clicked on the block 'Steep energy bill rises'
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We'll get into more advanced question forms shortly, but before we do, let's mention 'extent'. When
you click in the model, on a block or on an effect line, you select one object. But Modeller can
radiate out from this position, and apply the rules you have defined to all the blocks and effects
within a certain boundary called 'extent'. There are six extents supported:

Laser - just the block or effect you clicked on
Narrow - jump to next effect or block
Extended - and again

Wide - and again

Wider - and again

Widest - all connected elements of the model

Here, the user has changed the 'extent' to 'wide' and therefore more questions are being generated
from a single click within the diagram. If you have a well designed set of rules, and you apply them to
the whole model, an entire script can be generated. Consultants use this to insert into reports
provided to their clients. This demonstrates that they have 'explored all angles' or 'been very
thorough' in their work.
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Moot cause ‘hen does 'MNoise' happen?
I . Whatis the cause of 'Noise'?
O Vhatwill the impact of 'Noise' be?
M 21.Why does 'Lack of sleep' happen?
O 22 When does 'Lack of sleep’ happen?
23. Whatis the cause of 'Lack of sleep'?
3 24 Whatwill the impact of 'Lack of sleep’ be?

noname2 75%

Figure 12 - The user has selected extent 'wider'. By clicking on a single block in the model, the
guestions are applied to each of the blocks within that extent. In this case, 24 questions are
generated.

You will have spotted that the output shown in the example above is rather repetitious. This is
because the rules are rather simple, matching each block no matter what its attributes. If the
guestions were more sophisticated, matches in the model would occur less frequently. Probing the
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model by clicking around it would therefore be more revealing. A classic case in point is the
detection of so-called 'contradictions' in a model.

There are many types of contradictions, but for the following example we'll focus on the simplest:
the case where an element of the model has both useful and harmful side effects. We've picked a
simple example model to illustrate how all contradictions in the model can be easily listed, using a
single MyCreativity rule:

produces(&a=*, &b=useful) produces(&a, &c=harmful) "Find a way to obtain {&b} without
the need for {&a} so as to avoid the production of {&c}"

At first, the rule looks complex, but look at it more closely. It says: find a pattern in the model where
'a' is producing something useful 'b' and is also producing something harmful 'c'. Here is a
screenshot showing the rule being used:

| \Sputiibe odeller 20,00, wwvesoutfibeachingcom = [mye.d.-sbm?] ._J_Jﬂ|
&l File Edit View Insert Format Draw Workshop Whiteboard Tools Window Help License - 8 X
O d & BB E® «-@ @ (I K> ¢ B Fesdback

Energy prices || Windfams | Artarctica +

Vodel [This | Tips | Browear

Notes on Antarctica

causes and effects | contradictions +

produces{&a=*, &b=useful) produces(&a, d
&c=harmful) "Find a way to obtain {&b} without 8
the need for {&a} so as to avoid the production of
{&c}"

1. Find a way to abtain 'Public education and
awareness ofthreats to environment' without the:
need for'Tourism' so as to avoid the production of
'Ships visiting Antarctica - lagal orillegal’

Antarctica 73%

Figure 13 - A model of environmental impacts in Antarctica. The user has selected the
'contradictions' tab. The user has clicked on 'Accidents and incidents' in the middle of the model. The
extent is set to 'widest', so the software quickly runs around the model matching the rule(s). It
outputs a sentence for each match, i.e. contradiction found. In the example only one contradiction
exists in the model: Find a way to obtain 'Public education and awareness of threats to environment'
without the need for 'Tourism' so as to avoid the production of 'Ships visiting Antarctica - legal or
illegal'

Presto!
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Hint - press F2 in the creativity panel to hide the rules. Embedding single rules or sets of rulesin a
model can create a template that performs tasks for the user.

A template can have as many creativity tabs as needed for your template. Some users put a lot of
guestions in one tab, while others divide up the questions so that they can be applied selectively.
Later, we will see how to develop and maintain an entire library of such methods.

Take another example:

When you are working with Southbeach Notation you are 1) extending (elaborating) the model so
that it covers more of the problem, or, 2) analysing the model to see what it tells you about the
situation, or both at the same time interwoven into the way you work. The questions or suggestions
that that are helpful in each case are quite different.

In case 1, a question might be "Does X have a cause?" This question may prompt you to add a block
to the model. In case 2, the question might be "How can we prevent X (the cause) from producing
the risk?"

Modellers allow you to set up separate creativity tabs for each of the ways you wish to work with
the model, elaboration, improvement, 6 hats thinking, goal planning etc.

In the following example the consultant has built a template containing four creativity tabs:
elaborate, increase harmful, reduce harmful and simplify:
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Figure 14 - The template provides four creativity tools. As the user clicks around the model and
selects a tab, the appropriate questions are generated - and stored for that model. See Appendix E

for a complete listing of the rules used in this example.

As well as storing rules in models, Modeller also permits you to build up a reusable library of rules.

These can be combined at a click of a mouse and applied to any model in real time.

The following example illustrates use of the library. The examples are those that come with

Modeller. You can extend these as required. The checked boxes are those enabled and generating

output. Each part of the tree is a rule set, not just a single rule, so entire methodologies can be
captured in the library and brought to bear in your work quickly and easily.
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What's the root cause of 'Lead in petrol'? How can we avoid that?
What elements of 'Lead in petrol' can | substitute?

How can | combine 'Lead in petrol’ with other products or services?
What can | adapt or copy from someone elsels 'Lead in petrol'?
What can | magnify or emphasize in 'Lead in petrol'?

What other uses can | find for 'Lead in petrol'?

What can | eliminate. reduce or simplify in'Lead in petrol'?

How can | change. reorder or reverse 'Lead in petrol'?

How can you preventthe 'Lead in petrol' from producing the 'Lead in

atmosphere’

10. Putmeasures in place to deal with the 'Lead in atmosphere’.

11. Isolate the part of the 'Lead in petral' thatis producing the 'Lead in
atmosphere' and remove it

Figure 15 - Showing the 'toolbox' panel, with ‘creativity' library. Several rule sets are checked on, and
questions are being generated around 'lead in petrol'.

The library is personal to you. The output generated is stored in the model, and distributed in the
.sbm file to your colleagues. However, if you wish to distribute the creativity rules themselves, you

either embed rules in the model itself, or, give them a copy of your creativity definition files.

There is a great deal more to learn about the MyCreativity language. A reference guide is available
separately.
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MyReports

In the last section we saw how 'MyCreativity' rules, embedded in models or invoked from the user's
library, can bring a model to life by interactively generating questions, suggestions or other
directional information as you click around the model. That's fine, but some users like to work in an
entirely different way. Modeller can store 'reports' in a model, and refresh them as the model
changes.

MyReports builds on MyCreativity. What you learnt in the previous section can also be applied here.

What is a report? Take a look at this example:

io.- child with Asthma and celiac
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Figure 16 - A Southbeach model, laid out on a 'grid' showing different roles in the provision of 'Self
Care' public services. On the right, a report is used to extract key information from the model. The
report can be refreshed at any time.

The report template is shown top right (normally it would be hidden). It's very simple in this case. It
just contains macros in square brackets as follows:

This is a model of a patient 'self care' scenario. The patient is experiencing:
[harmful : dashes]
The actions being taken include:

[action : numbered]
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If you know how to use MyCreativity, you will be able to use MyReports right away because they

share much of the same syntax. And just like MyCreativity, you can keep as many reports in the

model as you like, each in a separate tab.

Creativity is a list of generated output which changes as you move around the model. A report, by
contrast, is a template into which information is inserted. They both use the same pattern matching

rules.

Some consultants use MyReports to extract key information from a model, and then insert it into a

more traditional "Word processed" document. Others, keep longer reports in the Southbeach model
file, and refresh them when required. They may later copy them out into emails, Web pages or other

documents.

Like creativity, reports can be applied to any model. They let you demonstrate the value of
developing the model itself. The effect put into a model 'pays off' when a report is generated. When
your colleagues see the output generated from a model, they understand the difference between

modelling, and static diagrams.

Here is another example:

‘F-& Soutiibe: odeller 2.0.0.0,, wyyr.southbeachine.com - [candace on sustainabiliby.sbm®],
Gl Fie Edit View Insert Format Draw Workshop Whiteboard Tools dow Help License
0@ e L2 E® « @ 0 @ 2K > < E-
s Go Green with Candacs Labels - 3Rs | +
Modeis| Agerts |Effects| Tags | Bxplair]
= neutral
sustainzbily 1 2 3
climate change ~ “creptupan me " > rehse ){ reduce },{ reuse
[envirenmentalism
‘ why?
= -
-
~
| 90 ok 2 =
Palette |Creativity[| Assist | Tags TE— Susminabiey
= Ahtematives?
reduction = =
iosef acie]
! - S
Supply chain 4 -
v seflaces
ail -
| plasticwater — |
/\ /“‘\ chamicals >{\ toxicwaste )\ i /
|:| (— watarsourca ~ x - J non-racyclzble ‘
“| trmnspon 7 —y§ i notre-cycled
Y . recyclsble |
L

I

Go Green with Candace Labelle - 3Rs 75%

T re<ycled

= [=]x]

envionmental strateqy | -

Allthis stuffis bad:
not re-cycled
non-recyclable
plastic

plastic water bottle
disposable
househald goods, e.g. swiffer
down-cycle
climate change
plastic bag

toxic waste

Qur objectives are:

reduce

reuse

refuse

Efficiency. waste reduction
Sustainability Alternatives?

These are good, but insufficient
recycling

recycle

recyclable

We really need to worry about this:

Prevent plastic since itincreases non-recyclable
Prevent recyclable since itincreases not re-cycled
Prevent chemicals since itincreases toxic waste
Prevent household goods, e.g. swiffer since itincreases
disposable

Prevent non-recyclable since itincreases plastic bag
Prevent supply chain since itincreases plastic

Copy Allto Clipboard  Cirl+C
Clear

Clear All

Show/Hide editor F2
Refresh Report F5
Refresh Al

Figure 17 - A model of the cause-effect relationships between elements of the 'plastics supply chain’,
focussing on plastic bags and bottles. A report is pulling out key information and relationships in the
model.
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The report template can leverage the full power of the MyCreativity language. The advice at the end
of the report was generated using:

[increases(, harmful) "Prevent {from} because it increases {to}"]

In the following example, the user has developed an abstract model showing barriers to growth
arising from poor sales culture. An ad-hoc report is used to put together a quick agenda for a team
brainstorming workshop:

| “VSoutiibeach Modellen 2:0.0,0), vison \c.com - [Eroyith.sbr?] ._L_Jﬂ|
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Add e . . |
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= S\de‘ effects 3. How canwe reduce or eliminate Waorsens Barrier to growth? ‘
Useful side effects 4. How canwe reduce or eliminate Necessary evil to produce sales culture?
Harmful side effects 5 How canwe reduce or eliminate Harmful side effect of Necessary evil to produce sales
Addtional benefits culture? o
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[] Agents Only [] Missing Only [] High e —

Growth 53%

Figure 18 - In this example, a 'quick and dirty' report has been used to build an agenda for a meeting.
The model itself, still 'abstract' at this stage, was put together quickly using the 'Assist' tools.

Workshop preparation reports are a simple and effective way to get value from any Southbeach
model. Once a model gets complicated, as in any 'real world' situation, rules are the only way to
quickly find out the pain points and focus effort on those. Southbeach is a highly scaleable tool. It is
able to process thousands of rules in seconds.

The Southbeach reporting engine supports all the features of the MyCreativity engine, and has a few

extensions of its own. These are:
1. Arguments for generating numbered output, bullet points, etc.

2. A'memory', allowing one MyCreativity pattern to pick up a matching set of agents or effects,
and then to use these as the basis of another pattern match. In this way, in-direct and
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chained effects in the model that are not obvious to the 'eye' can be easily seen. Here is an
example:

These useful elements increase our goals:
[increases(useful+Ml, goal) "{from}"]

These are damaging to the above, and are themselves harmful:
[decreases(harmful, MR) "{from}"]

MI (memory in) can be placed at any position in a pattern, and picks up the blocks or effects that
match. MR (memory recall) can then be used in another position in a subsequent pattern. This and
other special features of the reporting language, extend MyCreativity, and are explained in the
reference guide.

Consulting Toolkits

Using all of the features we have covered in this article, it is possible to conceive of storing an entire
"consulting toolkit" in a single Southbeach file. Even if not used as a template, the 'drill down'
feature of the explorer panel can be used to dip into such models, allowing them to be merged with
current work.
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Others provide a process you can follow to improve a situation, such as the CMM (Capability Maturity Model), the
PDCA (Plan, Do, Check, Act - or Deming cycle). Some are basic planning aids like the WeekPlan and the GTD
—_— (Getting Things Done) models.

Paletts || Creativity|| Assist | Tags

Use them however you ses fit
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sk
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Figure 19 - A consulting toolkit being developed by Mark Burnett of BearingPoint. More work could
be done to add tags, creativity and reports to each method.

In the next example, a set of 'starter' models has been provided for various approaches to
innovation, e.g. 'Blue ocean', 'Buyer matrix'.
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Figure 20 - A template providing tools for innovation projects. The user has selected a model that
illustrates different categories of innovation. They have clicked on the "Internet banking" example. A
summary is displayed in the notes panel. A consulting check list has been generated in the creativity

panel.

A few final useful features

There are a few other features that are useful for building a Southbeach working template:

e Each block in a model can have an associated URL. Thus, a user of a template can refer to
associated web resources.

e Each block can link to a related model file. It is therefore possible to link models together if
they cannot be held in the same file.

e C(Click on the canvas with the right mouse menu. You can set defaults for the template.

e Change the size of a block in your model. Use the right mouse menu to set that size as the
default size for new blocks of the same type.

Summary

This paper has explained the various ways to build a template for a Southbeach model. Such
templates can help with various creative and analytical tasks. This capability allows the consultant to
accelerate or deepen their work, or to share best practices with colleagues and their client.
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Not every Southbeach user will produce fully fleshed out templates. Many users will 'start afresh’
each time. However, all models developed in Southbeach are available to 'drill down' and reuse.
With care, Southbeach becomes an effective knowledge system.

The screenshots and rules included in this paper were produced using Southbeach Modeller; a
product of Southbeach Solutions Ltd.

Information about the software can be obtained from: http://www.southbeachinc.com

Further reading

If you would like to know more about how to use Southbeach Notation, the following papers are
available:

e "Improving with Southbeach", H Smith, http://tinyurl.com/6608c4b

e "Red, Green and Blue - Situational Improvement using Southbeach", BPTrends,
http://tinyurl.com/3nedpur

e "The Elements of Southbeach Notation (0.9)", H. Smith, M. Burnett, BPTrends,
http://tinyurl.com/6alxbp5

Southbeach Solutions provide a Wiki providing many and resources for Southbeach Modeller:

http://www.southbeachinc.com/help/index.html

About the author
Based in the UK, Howard Smith developed Southbeach Notation with Mark Burnett.

Howard is Chief Technology Officer for CSC's European Group. He now works full time within CSC's

Office of innovation. He is also a senior Research Associate for the Leading Edge Forum.

Howard is the author of numerous articles on business process management and innovation

practice. His work includes two books: Business Process Management: the Third Wave and IT Doesn’t

Matter - Business Processes Do.
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Appendix A - The 6 Hats Template

Templates don't have to be complex to be useful. Here is a screenshot of a simple 'Six Thinking Hats'
tool. It is useful in workshops and helps, not only to remember all the questions associated with
each hat, but also to build up a model with causal links between the verbal statements made by
team members. Such a model can then be further developed, using a variety of Southbeach
methods.
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How will you respond to 'the new business model won'twork'?
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the new business model won'twark
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we need to change the business model

I:I ‘ Positive sentiments:

we need to change the business model produces we can enter new markets
we can enter new markets produces we can make new products

— — = Negative sentiments:

|‘\ “| \\ \\ [ the new business model won'twork counteracts we need to change the
— e - business model

- costs will be too high produces the new business maodel won'twork

hats grid 47%

Figure Al - A Six Hats template in use, showing 'red hat' output, and a current summary report of
'sentiments' of the team.

The template consists of:
e One example model tab. More tabs can be added as required.

e One 'grid' style model tab (illustrated). This allows for the alternative style of modelling,
where the position of a block on the grid determines which 'hat' it is wearing.

e Eight creativity tabs. Clicking around the model invokes the rules and generates output.

e Two report tabs. One is a simple report of 'sentiment' in the model. The other lists all
elements of the model under the corresponding 'hat’.

The following are the creativity rules for each of the tabs. In this template, the rules are barely more
than simple sentences matching any agent or effect in the model:

'Sentiment' report
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All of the elements of this model are:

[*]

Positive sentiments:
[increases(, useful) "{this}"]
[decreases(, harmful) "{this}"]

Negative sentiments:
[decreases(, useful) "{this}"]
[increases(, harmful) "{this}"]

By hats' report

Facts and figures:
[@white]

Feelings and emotions:
[@red]

Criticism:
[@black]

Positive views:
[@yellow]

New ideas:
[@green]

Think about:
[@blue]

Colors tab

* "White - facts and figures - information available and needed"

* "Red - feelings and emotions - opinions, intuition and hunches"

* "Black - devil's advocate - critical judgement, why it won't work, cautions and difficulties"
* "Yellow - positive view - why it will work, values and benefits"

* "Green - innovation and new ideas - alternatives and creative thinking"

* "Blue - the big picture - managing the thinking process"

6Hats creativity tab

* "What are the facts and figures around {this}?"

* "What is your gut reaction to {this}?"

* "What are the flaws and barriers in {this}?"

* "What are the benefits of {this}?"

* "Where does {this} take us? Are there creative alternatives?"
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* "How should we think about {this}? Does {this} suggest a big picture?"

/l

*(,) "What are the facts and figures around {this}?"
*(,) "What is your gut reaction to {this}?"
*(,) "What are the flaws and barriers in {this}?"
*(,) "What are the benefits of {this}?"
()
()

*(,) "Where does {this} take us? Are there creative alternatives?"

* 1

'How should we think about {this}? Does {this} suggest a big picture?"

’

Note - the apparent duplication is so that the sentences are output whether the user clicks on a

block or on an effect.

White creativity tab

* "What do we already know about {this}? What are the facts?"

* "Who else knows about {this}? What light can they shed?"

* "Where is {this} used? What does that tell us?"

* "What is the life-cycle of {this}? What did it come from? What does {this} turn into?"
* "How can we coroborate our hunches about {this}? What evidence is there?"

* "How can we quantify what we know about {this}?"

* "What disagreement is there about {this}? How can we be more objective?"

* "What more do we need to know about {this}?"

* "How can we get the new information about {this} that we need?"

Red creativity tab

* "What is your immediate reaction to {this}?"
* "Do you like {this}?"

* "What don't you like about {this}?"

* "What are your beliefs about {this}?"

* "How will you respond to {this}?"

Black creativity tab

* "Will {this} work for us?"

* "Why can't we do {this} now? What should we in preparation?"

* "What is wrong with {this}? What might cause {this} to break?"

* "What are the risks around {this}? Is {this} safe?"

* "What is {this} in conflict with? Think about ideals, standards and conventions"
* "How will {this} impact on other activities?"

* "What distractions does {this} create?"

* "Who will prevent, stop or derail {this}?"

Yellow creativity tab
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* "What are the benefits of {this}?"

* "Why should {this} be useful?"

* "How can we apply {this}?"

* "How can we make {this} work better?"
* "What else can we use {this} this for?"

* "Where else can {this} be used?"

* "What opportunities does {this} create?"
* "How can we use {this} as a resource?"

* "What could replace {this}?"

Green creativity tab

* "Who has a new perspective on {this}?"

* "What new ideas does {this} suggest?"

* "Who has a suggestion about {this}?"

* "How does {this} help us?"

* "Can we create something new from {this}?"

* "What resources can be combined with {this}?"

* "Are there alternatives for {this}?"

* "How can {this} be derived or arrived at in a better way?"

Blue creativity tab

* "What kind of thinking is required around {this}?"

* "What are the useful and harmful consequences of {this}?"

* "What are the main parts of {this}? - how can we break it down?"

* "What are the inputs to {this}? What are the outputs of {this}?"

* "What resources does {this} require?"

* "Where are we with respect to {this}?"

* "Summarize our view(s) of {this}?"

* "What is the next step around {this}?"

* "How can we control {this} better? What governance or process is needed?"
* "Who owns or is responsible for {this}?"

* "What factors should be considered when making a decision about {this}?"
* "How can others be made to understand {this} better?"

* "How would your worst enemy view {this}?" Do they have a point?

* "What decision about {this} have we taken?"

* "What plan or actions does {this} prompt?"
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Appendix B - Simple Creativity

These are the rules for the example illustrated in Figure 14. My thanks to Mark Burnett of
BearingPoint.

Elaboration

produces(*, useful) "What (additional) resources does the {source} need in order to produce the
{destination}?"

produces(*,useful) "What qualities should the {source} exhibit in producing the {destination}?"

consumes(&a=*,&r=@resource) produces(&a,&o=useful) "Where is the resource of {&r} used by the
{&a} to produce the {&o0} obtained from?"

specifies(@quality,*) "What is the {source} quality related to?"
produces(,useful) "What is the {destination} used for?"

produces(&a=useful,&o=useful) produces(&o,&r=useful) "What other than the {&a} and {&o} is
necessary to produce the {&r}?"

Increase useful

increases(useful,useful) "Intensify or get more of the {source} so you can have more of the
{destination}."

increases(*,useful) "How can you get more of {destination} from {source}?"
increases(*,useful) "How can you increase the ability of {source} to create {destination}?"
increases(*,useful) "How can you intensify the {destination} without relying on the {source}?"

increases(harmful,useful) "Try and work out what part of the {source} is producing the {destination}
and minimise the unnecessary parts that are producing the harm"

decreases(*,useful) "Prevent the {source} from impacting the {destination}."

decreases(*,useful) "Isolate the part of the {source} that is impacting the {destination} and remove
it."

decreases(harmful,useful) "Convert the {source} into something useful before it has a chance to
impact the {destination}."

decreases(*,useful) "Protect the {destination} from the {source}."

increases(useful,useful+potential) "How can you ensure that the {destination} will be an outcome of
the {source}?"
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increases(&a=*,&c=useful+potential) increases(&b=*,&a) "How can you create the {&c} without the
{&b}?"

increases(&a=*,&c=useful+!potential) increases(&b=*,&a) "How can you intensify the {&c} without
the {&b}?"

useful+goal "What else is needed to achieve {this}? What are the pre-requisites or necessary pre-
steps?"

harmful "What's the root cause of {this}? How can we avoid that?"
useful+potential "How can we realise the {this} more quickly?"
harmful+potential "How can we avoid, prevent, or delay the {this}?"

replaces(&a=*,&b=*) increases(&b,&c=useful) "Ensure the {&a} also leads to {&c} before the {&b} is
replaced."

increases(&a=*,&b=useful) "Find ways for {&b} to make more use of {&a}."

Reduce harmful

increases(* ,harmful) "How can you prevent the {source} from producing the {destination}."
increases(*,harmful) "Put measures in place to deal with the {destination}."

increases(* ,harmful) "Isolate the part of the {source} that is producing the {destination} and remove
it."

increases(useful,harmful) "How else could the {source} be accomplished that would not result in the
{destination}?"

increases(useful,harmful) "What else could give the benefits of the {source} that would not result in
the {destination}?"

decreases+potential(&a=*,&b=useful) "How can the proportion of the {&a} impacting the {&b} be
reduced?"

simplify

increases(&a=*,&b=useful) increases(&a,&c=harmful) "How can you get the {&a} to intensify the
{&b} without causing the {&c}?"
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Appendix C - TOLOPOSOGO

TOLOPOSOGO is a 5-stage thinking framework proposed by Edward De Bono. Here, each phase has
been embedded in a Southbeach template. This could be used to drive personal thinking, or to
prepare a checklist in advance of a team workshop.

My thanks to Jeremy Worrell of Fujitsu.
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Figure C1 - A template for the TOLOPOSOGO thinking framework.
The rules are:
1TO

focus "Might the real focus be broader or narrower than [this]?"
focus "What is it about [this] which really demands some new thinking?"
focus "Would strong thinkers consider [this] is the best focus?"

goal "Might the real focus be broader or narrower than [this]?"

goal "What is it about [this] which really demands some new thinking?"
goal "Would strong thinkers consider [this] is the best goal?"

goal "Could we be more ambitious than [this]?"

2L0

agent "What else do we know about [this]?"
agent "Does [this] have any unique features?"
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potential+useful "How can we get more of [this]?"

potential+useful "What else is needed to produce [this]?"

potential+harmful "What can counteract [this] so we don't get as much?"

*(, harmful) "What intermediaries lie between [from] and [to]?"

* "Who else knows about {this}? What light can they shed?"

* "Where is {this} used? What does that tell us?"

* "What is the life-cycle of {this}? What did it come from? What does it turn into?"
guestionable(,) "How can we verify {this}?"

* "How can we quantify what we know about {this}?"

guestionable(,) "What disagreement is there about {this}? How can we be more objective?"

3PO

agent "How could we re-state [this]?"

agent "What synonyms are there for [this]?"

harmful "What's the very worst form [this] could take?"
useful "What would be a perfect extreme of [this]?"

agent "What analogies are there to [this] in related worlds?"
agent "What are the fixed features of [this]?"

harmful "Who might think [this] is actually beneficial?"
produces(&a=agent, useful) "What other benefits could [&a] bring?"
agent "How would my thnking heros handle [this]?"

harmful "Counteract [this] with a magic agent?"

useful "Create or boost [this] with a magic agent?"

450

produces(, harmful) "What could change about [from] to reduce [to]?"

produces+insufficient(, useful+goal) "Could we add more [from], or a different sort of [from]?"
produces(&a=*, &b=useful) produces(&a, &c=harmful) "Could we change [&a] to get [&b] without
[&c]?"

action "What else might happen if we [this]?"

useful "Who might seek to oppose [this], and why?"

goal "Will [this] meet legal and compliance constraints? If not, how could we adapt it?"
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