hat is this?

The Method
MESS MAPPING PROCESS

The Mess Mapping analytic process. Building a Mess Map™
is a group process. Facilitated teams usually in task forces build a common
mental model of the interrelated set of problems the sector will face before
we have adequately prepared ourselves. This process was invented by
Robert E. Horn and has been used in approx. about a dozen cases (as of
2013).

The concept of “Social Messes. Russell Ackoff, of the Wharton
School, originated the concept of the mess. He describes messes as
collections of problems and other messes, suggesting that "no problem ever
exists in complete isolation. Every problem interacts with other problems
and is therefore part of a set of interrelated problems, a system of
problems."

At MacroVU, we think of social messes as having these characteristics:

- complicated, complex, and ambiguous

- much uncertainty — even as to what the problems are, let
alone what the solutions might be

- great constraints

- tightly interconnected, economically, socially, politically,
technologically

- seen differently from different points of view, and quite
different world views

- contain many value conflicts

- are often a-logical or illogical.

Different levels of analysis for social messes. Messes can
be analyzed and described at different levels of focus. For example we have
helped county task forces on mental health, long term care of the elderly,
and national and international task forces to address their messes.

A new group process for capturing expertise. The Mess
Mapping™ process is a general method for groups working on complex
problems. It is based on the assumption that multidisciplinary task groups
need special forms of group interactions in order to effectively use the
expertise assembled. Nearly every expert in such a group has come to the
table with their pet “solutions” to the "problem." This interferes with
deeper exploration of the mess as well creative exchange.

The use of the concept of a “mess’ as an interrelated set of problems breaks
that initial mind set and challenges the experts to work together to produce
an analysis they would not have produced by themselves or in a
conventional group process. This changes their motivation from displaying
their expertise to involvement in exploring new territory together.

The use of the physical metaphor of a “map” also intrigues them. It draws
on their experiences of navigating in new territory as well as in the process
of constructing the map which changes significantly over several sessions.

A large version (24 x 36 inches) of the mess map template was placed on
each table. An even larger, mural size version hung on the wall. In
addition, each participant was also given a more abbreviated “place mat”
version (about 11 x 17 inches).

Mess Map and Mess Mapping are trademarks of MacroVU, Inc..

For further information on Mess Mapping processes for your
group, contact:

MacroVU® Analytics
Robert E. Horn
hornbob@earthlink.net
info@bobhorn.us
415-775-7377

How do | get a printed
copy?

You can print this mess map out at your local print service bureau.

Suicide Prevention in Fife - How [

It Looked to Top Management

This knowledge map is a work in progress. This draft has been
created from the contributions of members of the Fife Choose Life
Action Group in meetings in September and October 2003 and
from other available data. It does not represent a detailed
analysis, but a representation of how members of the Group have
described aspects of the system in seeking to explore how to
improve it. This map represents only the organisational view of
problems identified by the Group. It does not represent the group's
total understanding of the suicide prevention issue. This
knowledge map should therefore ideally be read in conjunction
with the other maps created as part of the process of exploration
and analysis.
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COMMUNITY PLANNING PARTNERSHIP HAS A ROLE
IN PROVIDING OPPORTUNITIES, MAKING LIFE
WORTH LIVING, INVESTMENT IN FIFE'S POTENTIAL
Community Planning Partnership [overarching
partnership for key agencies in Fife, including Fife
Council, health service, police, voluntary sector,
enterprise company]. Al partnerships have some.
relevance to tackling suicide — community safety because
many people attempting suicide come into contact with
emergency services, health because it is linked to mental
health problems and Fife Health Alliance is the lead
partnership for delivering the Choose Life plan, housing
because of the link between suicide and homelessness,

Fife Choose Life
Action Group

7S 15 a MUN-agency Working group that
leads the development and implementation
of the Choose Life Action Plan which forms
part of the local Joint Health Improvement
Plan. The Group reports to Fife Health
Alliance and is financially accountable to

‘economic development because of the link with poverty
and social exclusion and learning because of the high

budget on behalf of Community Planning
Bariger

Voluntary Organisations

User & Career
support

Support for Mental Health
young people Services Providers

GLBF people

These are small voluntary
organisations that provide
mutual support for people

ntal health
services or people who care
for those with mental health
problems. Examples include
TODAY (service user group)
and Fife Families Support
(careers).

Some services for people with
mental health problems are now
provided by non-statutory
organisations like Richmond
Fellowship. Some housin:
associations (e.g. Barony Housing)
provide supported housing for people
with mental health problems.

Penumbra is a voluntary

organisation that provides et oeroyoa

help for vulnerable young eI
men in Fife — e.g. Fife Men.
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counseling and liaison with

other services and agencies.

risk groups in colleges and university.
Senior Elected
Management Members

Fife Heal
ance

Fife Health Alliance [partnership for
improving health and wellbeing, involves
Fife Council, health services, voluntar
sector. Main objectives appear in Joint
Health Improvement Plan. Key partnership|
for delivering the Choose Life plan.

National Agencies

Substance misuse services

Support for survivors
of sexual abuse

Action Team (which gets its money

specifically for young people

These are funded through the Drug and Alcohol
from the
Scottish Executive) 1o provide care, treatment,
rehabilitation, education and befriending. A range
services exist across Fife covering the spectrum
Some (e.g. Clued Up) are designed

Support for
homeless people

Provided by Cornerstone,
Open Door and YMCA.
Provides advice, access to

These are non-statutory counselling
services for adult survivors of
childhood sexual abuse. Adult
survivors are a high risk group for self- temporary housing, links to
other agencies.

Support f
bereaved

The Samaritans run a 24 hour helpline across UK with branches locally in
Dunfermline and Kirkcaldy. They provide telephone listening and support to people in
severe mental distress, possibly suicidal

Childline is a 24 hour UK helpline for children in mental distress.

Breathing Space is a Scotland-wide helpline with its target group being young men. It
has malnly been marketed in West of Scollnd so fr, but people may find acoess to
it from Fife.

Phone numbers are available in the telephone directory, local advertisements, local
offices and libraries. Breathing Space has been advertised in cinemas, nightclubs
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NHS Fife s the strategic health authority
for Fife. It determines resource allocation
nurses, it provides rapid, 24-hour access to and manages the performance of local
appropriate level of care o information for healthcare providers. About 80 staff.
callers. Began in Fife in September 2003,

NHS 24 is a telephone service to obtain
medical advice out of hours. Run by triage

Fife Council Services

ational and
Local Media

Local authority with responsibility for many local services,
including schools and nurseries, social work, planning, road
mainenance, refuso collcton, ocial housing,
services and adult education opportunities. Staff of about
24,000.

local leisure

Community
Pharmacy

Trained pharmacists are
available in local chemist shops.
They form part of the network of
primary care services within the.
NHS. Pharmacists are
developing a wider role in health

available help and support

i i This part of the NHS in Fife is
Fife Primary Care responsible for providing

i ivisi primary, community and
Operating Division J§ EiHIELE
About 10,000 staff.

Mental Health Services Addiction Services

Mental Health Services —
provide specialist mental

Addiction services — provide specialist
treatment for people who misuse dr

health treatment and care
services in Fife.
comprises in-patients, out-

Their services cover har

bulance
Service

pharmacies involvement), counseling and

patients, day hospital and links to other support agencies.

community-based treatments.

Occupational
He

X Occupational Health
substitute prescribing (with local GPs and Service provides

Education
service

Faith groups

Religious groups of many traditions
exist in Fife. The majority are

Community
services

development of staff,

Part o Fifo Counci which
provides central Services for

Schools and nurseries. F eI
example, training and

meals services, transport,
educational psychology.

Christian. There is a varying level of
criticism about suicide from Christian

rspectives. In the past, it was not
possible to be buried in the normal
cemetery if the death was from
suicide. Now there is less overt
discrimination, but the idea persists
that suicide leads to hell

Adultliteracy classes for
people with limited skills.

community development

'school are critical services.

minal justice
ocial work

Ambulance service run by the
Scottish Ambulance Service

atiempted suicide where people
require urgent treatment and

i Local Healthcare
Health Promotion

This is part of NHS Fife with a Local Healthcare Co-operatives are clusters of general practices in

transfer to hospital.

responsivilty for delivering a wide range of geographical areas across Fife. They provide a strategic focus for
health promoting programmes. The developments in primary care and hold budgets for nursing provision
include production and distribution of the GP practices in their areas. Increasingly, they are managing
health information; training and awareness other parts of the community health service (e.g. psychol

raising; community development an dietetics, physiotherapy and 5o on

o
partnership work population they cover from roughly 50,000 (Glenrothes) to roughly
1

Case workers who are part of the criminal justice
system. Do

and involved in providing supervision for
ts under certain orders of the courts.

Housing
services

GP Practices

and attached
staff

Fife Acute Operating Division

Accident and

Emergency

These provide primary care services

There are 62 practices in Fife.

population. Staff include GPs, practice

nurses, health visitors, disirict nurses and
ey are usually run by two or

more GPs together in group practices.

Services

s to the Margaret and Victoria Hospitals. About 8,000 staff. Eacl

hospital has an Accident and Emergency Department

| Provides acute hospital reatment in Fife at Queen 1

Social Inclusion and
Regeneration Partnerships

These are partnerships to tackle specific problems of social
exclusion for ethnic minority groups in Fife and for people

or the ethnic minority
project, the main focus is greater access to services.

Children and family

services

O ocal Agencies

Fife Fire and Rescue
Service may be called if a
person atiempts to set fire to
themselves.

Procurator Fiscal

Procurator Fiscal decides whether the death
is a suicide, the result of a self-nflicted injury
or a drugs-related or alcohol-related death.
Only suicide and self-nflicted injury deaths
are being monitored s part of the Choose
Life strategy.

Professional

Bodies and
Unions

Universities
& Colleges

training, work experience or job opportunities in Fife.
entres They deal with a number of people who are experience
high levels of stress due to their adverse life
circumstances. They have been working with mental
health services to improve early recognition of mental
health problems and referral to appropriate agencies. A
pilot mental health worker in an opportunity centre was.
successful but did not obtain on-going funding.

0%)0,-1” [TV | Opportunity Centres are one-stop shops fo acceseing

SureStart

Children and family services include council-run
nurseries, after-school clubs, breakfast clubs and
council-funded family centres and support
workers. Includes Homestar (volunteer visiting
programme for families in need) and other

taking children into care.

rammes. Also responsible for

Social Work services

«) International

Fu

PO Box 29207, St Andrews

Forum

Community
Care services
Substance use

Social Work

Fife, Scotland.
www.internationalfuturesforum.com
01334 470090.

in cooperation with

Menta

a
services

MacroVU® Analytics

Robert E. Horn

hornbob@earthlink.net
415-775-7377.

What is this?

The CONTENT - How the suicide
prevention system looks to
people delivering services -

Organiztional challenge

How can problem-solving groups, commissions, task
forces understand the context and interrelationships of
the social messes they've been assisgned to work on?

Challenge of the issue

How can we find and help people who are thinking of
committing suicide? How can we do this when it is very
difficult to know what is in people’s minds?

Information analysis and display challenge

Part of our project challenge evolved as the project
developed. How to portray different views of the social
messes that such task forces usually find they are facing?
How to rapidly develop visual common mental models
that enable the task?

Solution

Develop a suite of knowledge maps -- displayed as
murals -- that provide the groups with successively more
detailed and comprehensive views of the issues. In
particular, we developed five views of the suicide
prevention mess, each shown on separate panels.

View from top manaement

The first shows the set of organizations and secctors of
governance and service delivery as seen from the
standpoint of top managament, where most organizations
were focused on other issues and goals and thus regarded
suicide prevention as only one of many secondary issues
they had to manage (SHOWN AT LEFT)

View of service deliverers: the mess

Another was a “standard” mess map showing the
systemic inter-relationships of problems as seen from the
points of view of different organizations and sectors in
the county.

View of how to predict and find

Another set of diagrams shows how we addressed the
thorny issue of how do you identify “potential”
suciciders. It is like looking for a needle in a haystack as
the old metaphor goes. Maybe it is even looking for the
haystack itself.

View of the larger system: the vortex

We also developed a larger knowledge maps to show the
creation of a rather expressive view of the mental health
delivery system from the standpoint of the metaphor of a
vortex.

View- Stepping back for commentary

We also used the capabiilties of large visual knowledge
maps to illuminate various aspects of the vortex system
in more detail.

Client
National Health Service, County Fife, Scotland, U K.

Project team

Robert E. Horn, visiting scholar, Stanford University and
President, MacroVU, Inc., Margaret Hannah, M.D., Fife
Public Health, Scotland, and Graham Leicester,
President, International Futures Forum, St. Andrews,
UK.

Thirty directors and staff of the different agencies who
had some role or part of their mission as suicide
prevention.




