
Workshop 2: Community
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Community Case Study

To test two practical Systems Thinking Tools by exploring the 

context of the Community Situation Case Study from a number of 

relevant viewpoints.

The selected tools are:

• Stakeholder Influence Map: To identify and prioritise key 

situation stakeholders

• Multiple Cause Diagram: to build a Cause and Effect model to 

explore the situation context by addressing the issue of:

Employment Rates



Viewpoint

• The context of a system 

also depends on who’s 

looking at it.

• We see different things.

• When exploring a 

system’s context we need 

to take multiple 

perspectives to increase 

our understanding.
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Exercise 1: Community

Stakeholder Influence Map
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What is it?

• It is a simple tool for identifying and 
capturing the potential stakeholders of 
a system and the 
interactions/influences that exist 
between them

When to use it

• Prior to undertaking any preliminary 
design work and before talking to the 
stakeholders

Why use it?

• To determine all the potential 
stakeholders to ensure their views are 
elicited if necessary

• To understand the scope of the bigger 
system

Stakeholder Influence Map
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In the example Stakeholder Influence Map above, the 

boxes are groups of Stakeholders that we believe have 

similar views/requirements. The arrows indicate potential 

or known interactions/influences between the groups of 

stakeholders



Stakeholder Influence Map Process

Step 1: Identify all 

potential system 

stakeholders

Step 2: Identify groups 

of stakeholders with 

common views

Step 3: Construct 

Stakeholder Influence 

Map 

Step 4: Review

Stakeholder Influence Map 

to determine key 

stakeholders

Constructing a Stakeholder 

Influence Map is basically a 

linear process



Autonomous Lawn Mowing System: brainstorm of potential Stakeholders

STEP 1: Identify all potential System 

potential stakeholders

• Usually performed as a simple Brainstorm to capture potential stakeholders on sticky 

notes (one stakeholder per sticky note)

• A stakeholder is anybody who comes into contact with, or has an interest in, the 

system throughout its entire life

Is it complete?
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Step 2: Identify Groups of Stakeholders (based 

on similar/common views)

Step 2 is concerned with forming  groups of 

stakeholder who the team believe have similar 

views. Such if one group member is asked for 

their views their answer is taken as 

representative of the whole group 
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Step 3: Construct Stakeholder Influence Map

The Stakeholder Influence Map is not essential to identify the 

Stakeholders – but is often worthwhile constructing to: 

• understand the system's market environment

• prioritize Stakeholders for eliciting views  

If one stakeholder group 

is felt to influence 

another capture with a 

“named” arrow showing 

the direction of the 

influence and a 

describing name

Lawn 
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Sales

lobby
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Exercise – Influence Diagram

In small teams

• Use the Community Case Study and 

identify all the explicit and implicit 

stakeholders.

• Groups the stakeholders based on having 

similar views  and construct a 

Stakeholder Influence Map.

• Determine which are the key stakeholders 

- we will be using these to define 

viewpoints for the next tool.

Be prepared to present your findings to 

the whole group

Time 30 minutes
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Team Review
15 Minutes

In your small teams, discuss and 

record on a flip chart:

• How easy was it to use?

• What were the difficulties in use?

• Benefits of use?

• Has the Stakeholder Influence 

Map uncovered  “new” 

knowledge?

10 Minutes 

Round Robin of other teams’ review
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Workshop 2: Community
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Exercise 2: Community

Multiple Cause Diagrams
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Multiple Cause Diagrams

What is it?

• A simple tool to help organize 
information or ideas and show 
causal/relational links

• Multiple Cause Diagrams are similar 
to Cause and Effect Diagrams 
(Fishbone Diagrams or Ishikawa 
Diagrams) but allow more freedom to 
represent the various levels of 
contribution to the overall matter of 
interest.

When to use it?

• Whenever there is a need to 
investigate and understand  a 
complex situation in order to untangle 
thinking

• Need to communicate understanding

• Identify potential actions (problem 
solving)

Crude oil 
price 

Change 
 in demand 

Cost of 
extraction 

Restrict 
supply 

Cost of  
supply 

Fuel price 

Raw material 
Price 

Amount of travel 
No. vehicles Size of   

economies 

Size of  
vehicles 

Cost of  
travel  

 

Cost of energy 
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Partial Multiple Cause Diagram of the causes 

and effects of Crude Oil Price change



How to Do it?

1. Start with the central situation 

expressed in a terms of a neutral 

metric. Neutralising the start point will 

encourage us to be more holistic

2. Determine those factors/parameters 

that will cause the central situation to 

change. Test the factors/parameters 

– will a change in the 

factor/parameter directly lead to a 

change in the central situation. If yes, 

record on the diagram with an arrow 

from the cause to the central 

situation. These are the primary 

causes or first-order causes.

3. For each primary cause determine 

what factors/parameters will cause it 

to change. These are the secondary 

causes

4. The cause identification process now 

continues by consideration of the 

causes of the secondary causes. At 

this point we need to recognise that 

multiple cause paths exist. A tertiary 

factor/parameter may be a cause to 

several secondary and primary 

factors/parameters 

5. Review the diagram to test out the 

causal pathways – they should be 

sensible and logical

6. It can also be useful to consider the 

central situation as a cause, in which 

case we can identify the “effect” of 

the central situation cause
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Tips

– A component may appear more 
than once, but minimise the 
repetition

– Keep each component as 
simple as possible – consider 
neutralising components

– Try not to combine events –
define intermediate events

– Arrows show direction of 
influence from cause to effect

– Avoid double-headed arrows

‒ Do look for non-linear cause and 
effects i.e. some components 
effect serval other components

‒ Use a whiteboard where is is 
easy to “rub out and re-draw”

‒ Be prepared to try ideas and 
views

‒ Once a path is complete(ish), 
test out the cause and effectLights left on

Start car
Flat battery
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Crude oil

price

Example: Start with neutral metric

Making the issue 

neutral  encourages 

us to be more holistic 

– “looking at both 

sides of the fence”

It can be useful to 

“neutralise” the situation 

or problem. “crude oil 

price rise” is changed to 
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change

Always put a 

title on any 

Diagram



Crude oil

price

Use the experience and 

knowledge of the team to 

identify potential factors 

that, if changed, will 

directly lead to a change 

in the central focus 

Determine Primary Factors

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

We use arrows to 

indicate the causal 

path.

We use arrows to 

indicate the causal path: 

A “change in demand” 

will cause a change in 

the “crude oil price”
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change



Crude oil

price

Consider both ways

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

We use arrows to 

indicate the causal 

path.

Fuel price

Raw material

Price

Need to consider the 

central issue as 

being a cause 
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change



Determine Secondary Factors

Crude oil

price

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

Fuel price

Raw material

Price

Increase

in travel

More powerful

vehiclesGrowing 

economies

These factors can 

– if appropriate -

be “neutralised
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change

Use the experience and 

knowledge of the team to 

identify potential 

secondary factors that, if 

changed, will directly lead 

to a change in the 

primary factors



Determine Secondary Factors

Crude oil

price

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

Fuel price

Raw material

Price

Amount of travel
No. vehicles

Size of  

economies

Neutralising a factor 

may lead to 

uncovering more!

Size of 

vehicles
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change



Consider both Ways

Crude oil

price

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

Fuel price

Raw material

Price

Amount of travel
No. vehicles

Size of  

economies

Size of 

vehicles

Where the central 

issue is cause, 

consider the next level 

of effect 

Cost of 

travel 

Cost of energy
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change



Crude oil

price

Change

in demand
Cost of

extraction

Restrict

supply

Cost of 

supply

Fuel price

Raw material

Price

Amount of travel
No. vehicles

Size of  

economies

Size of 

vehicles

Cost of 

travel 

Cost of energy

Determine Tertiary Factors

Examine spray 

diagram to identify 

tertiary factors for 

each secondary factor 
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Multiple Cause Diagram of the causes and 

effects of Crude Oil Price change



Generating Information for the MCD

Identifying the factors for a 

Multiple Cause Diagram is 

often not easy! 

A common approach is use a 

“brainstorming” type tool 

called a Spray Diagram to 

generate potential factors

The diagram opposite is a 

example Spray Diagram to 

capture the factors that affect 

or the effects of Crude Oil 

Price Rise (note this is a 

problem which we normally 

neutralise in the MCD)

Crude Oil

Price rise

Fuel Price

increase

Travel more

expensive

Public 

complain Less personal

travel More use

of public

transport

More car

sharing

Public

Transport

Can’t cope

Public 

Complain

Industry fuel

bills increase

Plastic prices

increase Transport

costs increase

Product/service

price rise

Heating/cooling

bills rise

Manufacturing 

costs rise

Price inflation

Raw material

Price increase

Factory prices

increase

Price inflation Public 

complain

Farming costs

increase

food prices 

rise

Fertilizer prices

rise

Price inflation

Increase in

demand

Speculation

Panic 

buying

Developing 

economies
Higher energy

needs

Restrict supply

Political 

motivations OPEC

Cost of 

extraction

Reserves 

running out

Search for 

alternatives

Bio Fuels

Increase in 

transport

Higher Powered

Vehicles

Spray Diagram of the Factors 

Surrounding Crude Oil Price Rise  



Exercise – Multiple Cause Diagrams

Working in teams, consider the 

Community Case Study:

Produce a Multiple Cause Diagram as 

to the factors which contribute to 

Employment

from the viewpoint of the allocated 

Stakeholder

Time 35 minutes 



Team Review
15 Minutes

In your small teams, discuss and 

record on a flip chart:

• How easy was it to use?

• What were the difficulties in use?

• Benefits of use?

• Has the Multiple Cause Diagram 

uncovered  “new” knowledge?

10 Minutes 

Round Robin of other teams’ review
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Workshop Stream Review

15 Minutes

In your small teams, discuss and record 
on a flip chart:

• Does the approach and tool set 
introduced provide actual or potential 
insight to the complex messy 
situations of the case study?

• If YES

‒ What do you believe it offers?

‒ What are the blockers to use?

‒ What needs to be done to exploit it?

• If NO - why not?

20 Minutes 

Sharing of other teams’ views
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Workshop 2: Community
Thank You
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