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The Problem
LŦ ȅƻǳΩǊŜ ŀ ōƛƎ ƻǊƎŀƴƛǎŀǘƛƻƴΣ ȅƻǳ ŀǊŜ ŜȄǇŜŎǘŜŘ κ ǊŜǉǳƛǊŜŘ ǘƻ ƘŀǾŜ κ  ǎƘƻǿ
Å!ƴ L{h мплл άvǳŀƭƛǘȅέ ŀŎŎǊŜŘƛǘŀǘƛƻƴ
ÅάDƻǾŜǊƴŀƴŎŜέ aƻƴƛǘƻǊƛƴƎΣ !ǳŘƛǘƛƴƎ ŀƴŘ wŜǇƻǊǘƛƴƎ ŘƻŎǳƳŜƴǘŀǘƛƻƴ
Åά9ƴǘŜǊǇǊƛǎŜ ǿƛŘŜέ wƛǎƪ aŀƴŀƎŜƳŜƴǘ όL{!h омлллύ wŜǇƻǊǘǎ
Å! ά{ŀŦŜǘȅ aŀƴŀƎŜƳŜƴǘ {ȅǎǘŜƳέ ό{a{ύ
ÅA Business Continuity and Contingency Plan!

9ǎǎŜƴǘƛŀƭ ŦƻǊ ǊǳƴƴƛƴƎ ŀ άǎŀŦŜέ ƻǇŜǊŀǘƛƻƴΣ ƻǊ 
Time consuming, Expensive, Productivity reducing bureaucracy? 
No choice? ςcomply or consider the consequences? ς

No point in asking about conflicts, cost effectiveness, competences, etc.? 
.ŜŎŀǳǎŜ ȅƻǳΩǾŜ Ǝƻǘ ǘƻ ƘŀǾŜ ƛǘΗ9ǎǎŜƴǘƛŀƭƭȅ ƛƴŜǎŎŀǇŀōƭŜ ά[ƛŎŜƴŎŜ ǘƻ hǇŜǊŀǘŜέΚ
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The Result
ÅStandardised (ISO) Standard services, formats, templates, turn key 

contracts

ÅSpecialist consultants, proprietary solutions, implied guarantees                
(we know the auditors / inspectors very well ςǿŜΩƭƭ ǎŜŜ ȅƻǳ Ǉŀǎǎ hYύ

Å5ƻ ǿŜ ƘŀǾŜ κ Ŏŀƴ ǿŜ ǎǇŀǊŜ ƻǳǊ ǇŜƻǇƭŜ ŀƴŘ ǘƛƳŜ ǘƻ ƭŜŀǊƴ ǘƘŜ ά¢ǊƛŎƪǎ ƻŦ ǘƘŜ 
¢ǊŀŘŜέΚ ό±ŀƭǳŜ ŦƻǊ ƳƻƴŜȅΚύ

Å{ƻ ŜȄǘŜǊƴŀƭΣ ǎǇŜŎƛŀƭƛǎǘ άǎŎǊƛōŜǎέ ǇǊƻŘǳŎŜ ǘƘŜ ǊŜǉǳƛǊŜŘ ŘƻŎǳƳŜƴǘŀǘƛƻƴ ŦǊƻƳ 
previous successful models, checklists, generalised outlines, etc.

ÅOK for filling in expense forms, but when really needed?                         
(Permit to work ςPiper Alpha)

ÅHave to plough through the ring binders or rummage about in the 
company clouds (its there would be the legal defence)

Å.ǳǘ ƛƴŜǾƛǘŀōƭȅ όIǳŘǎƻƴ wƛǾŜǊύ ά¢ƻƻ ƭƛǘǘƭŜΣ ¢ƻƻ ƭŀǘŜέ ŀƴŘ ƻŦǘŜƴ ǘƻǘŀƭƭȅ 
inadequate, corporate speak.
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Example from ISM Code (SMS)
This is Bridge Checklist ς²ƘŀǘΩǎ ƛǘ CƻǊΚ
ÅI hereby acknowledge (I have ticked all the right 

boxes?)
ÅI have an Echo Sounder (does it work?)
ÅAccountability and Compliance? (You signed it 

as OK!)
ÅEvery Box has same rating?
ÅRisk Assessment carried out ςso what did it 

show? 
ÅWhat are the variabilities you have accepted?
ÅTool box talk done ςwas it good?
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Got to be a better way?
Å¢ƘŜǎŜ άƳŀƴǳŀƭǎέ ŀǊŜ ŎƭŀǎǎƛŎ {!C9¢¸ L ŘƻŎǳƳŜƴǘǎ

ÅTop down, As Imagined, What the management need, What the 
ŀǳŘƛǘƻǊǎ ƴŜŜŘ ǘƻ ŀǎǎǳǊŜ ŎƻƴǘǊƻƭ ƻŦ άCŀƛƭǳǊŜǎέΗ

ÅWe need a SAFETY II approach ςŦƻŎǳǎǎŜŘ ƻƴ ǿƘŀǘΩǎ ŀŎǘǳŀƭƭȅ 
ƴŜŜŘŜŘ ǘƻ Řƻ ƛǘ άǎǳŎŎŜǎǎŦǳƭƭȅέΦ

ÅA single joined up approach (do we need all this ring binder 
bureaucracy?), that is acceptable to the auditors / regulators, but

ÅThat works and produces a living, useful record, supported by 
ƳŜŀƴƛƴƎŦǳƭ άƳƻŘŜƭǎέ ǘƘŀǘ ŀǊŜ ǇǊƻŘǳŎŜŘ ōȅ ǘƘŜ ǎƘŀǊǇ ŜƴŘΣ ŦƻǊ ǘƘŜ 
sharp end that allow continuous improvement not continuous 
excuses.
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How? ςSystem thinking
ÅCƛǊǎǘ ǿŜ ƴŜŜŘ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ŜȄŀŎǘƭȅ ǿƘŀǘΩǎ ƎƻƛƴƎ ƻƴΣ ǿƘŀǘΩǎ ƴŜŜŘŜŘΚ

ÅNeeds to involve the people doing the job ςa temporary, lone  
ŜȄǘŜǊƴŀƭ ŎƻƴǎǳƭǘŀƴǘΣ όƴƻ ƳŀǘǘŜǊ Ƙƻǿ ƘƛƎƘƭȅ ǇŀƛŘύ Ƨǳǎǘ ŘƻŜǎƴΩǘ Ŏǳǘ ƛǘΗ

Å!ƴŘ ŀ ŎƻƴǎŜƴǎǳǎΣ ǳǇŘŀǘŀōƭŜ άaƻŘŜƭέ ƻŦ ǘƘŜ ǎȅǎǘŜƳ κ ƻǊƎŀƴƛǎŀǘƛƻƴΤ 
and how the different processes and the procedures necessary to 
make them happen are all interconnected, interactive and 
interdependent.

Å! άaƻŘŜƭέ ǘƘŀǘ ƭŀȅǎ ƻǳǘ ǘƘŜ άǎǘŜǇǎέ ƛƴǾƻƭǾŜŘΣ ǎǳŎƘ ǘƘŀǘ ǘƘŜ ǇǊƻƎǊŜǎǎ 
ƻŦ ǘƘŜ ǇǊƻŎŜǎǎ άŜƳŜǊƎŜǎέ ŀƴŘ ƛǎ ƴƻǘ ōŀǎŜŘ ƻƴ κ ŎƻƴǎǘǊŀƛƴŜŘ ōȅ 
predetermined ideas of how it ought to work and allows for real life 
variabilities in the  conditions that the teams encounter as normal 
challenges
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¸Ŝǎ ǿŜΩǊŜ ǘŀƭƪƛƴƎ ŀōƻǳǘ Cw!aΣ ōǳǘ
ÅAlthough there are many examples of how successful FRAM has been in 

healthcare procedures, it seems to be too problem specific, informal and 
unstructured for the majority of consultants and organisations to adopt. 

ÅhǊ άōŜǘǘŜǊ ǘƘŜ ŘŜǾƛƭ ȅƻǳ ƪƴƻǿέΚ

ÅFormal Business Process Modelling, (BPM), though acceptable, fails the 
interactive / emergence criteriafor our system model

ÅWhat we are suggesting for a current client is to use the best features of 
each, BPM for sketching out the process and the steps needed (aimed for) 
and FRAM to enable the Team to consider formally all the interactions and 
variabilities, likely to be encountered in real applications.

ÅLastly to ensure the process needs to produce a product as a living, 
ŘƻŎǳƳŜƴǘŜŘΣ Ŏƻƴǘƛƴǳƻǳǎƭȅ ƛƳǇǊƻǾƛƴƎ άtǊƻŎŜŘǳǊŜέ ςthat can fulfil the 
ǎǇƛǊƛǘ ŀƴŘ ƻōƧŜŎǘƛǾŜǎ ƻŦ ǘƘŜ ά{ǘŀƴŘŀǊŘǎέ ǿƛǘƘƻǳǘ ǘƘŜ ƭǳŎǊŀǘƛǾŜ ōǳǘ ǿŀǎǘŜŦǳƭ 
plethora of paperwork currently imposed, but rarely used in anger.
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Either , Or; or Best of Both?

BPM

Å/ǳǊǊŜƴǘƭȅ ŀŎŎŜǇǘŀōƭŜ ŀǎ άbƻǊƳŀƭέ

ÅLinear, predetermined

ÅbƻǊƳŀƭ tǊƻŎŜǎǎ ά!ǎ LƳŀƎƛƴŜŘέ

ÅCƻŎǳǎǎŜŘ ƻƴ ƛƴŘƛǾƛŘǳŀƭ ά¢ŀǎƪǎέ ƛƴ 
strict (Time) sequence 

Å.ŀŎƪƎǊƻǳƴŘ ά!ŎǘƻǊǎέ ŀƭǎƻ ǘǊŜŀǘŜŘ ƛƴ 
isolation, sequentially

ÅLinked (Choreographed) in timings 
ςbut

Åbƻ ŎƻƴŎŜǇǘ ƻŦ ǿƘƻƭŜ ά{ȅǎǘŜƳέ 
interdependence, instantaneously

Å²ǊƛǘǘŜƴ ŦƻǊ άǿƻǊƪŜǊǎέ ōȅ άŜȄǇŜǊǘǎέ

FRAM

ÅάbŜǿέ όahw9Κύ ǊŜǎƻǳǊŎŜ ƛƴǘŜƴǎƛǾŜ

ÅNon linear, emergent

ÅNormal Deviations (Variabilities) 
ŎƻƴǎƛŘŜǊŜŘ ŦƻǊƳŀƭƭȅ ά!ǎ Lǎέ

ÅIncludes all Functions contributing to 
successful outputs

ÅSimultaneous variability in Background 
Functions also considered closely

ÅTime considered in the context of that 
instant (Too little, Too late). 

ÅWhole system palette

Å.Ŝǎǘ ŘƻƴŜ ōȅ άǿƻǊƪŜǊǎέ ǊŜŎƻǊŘŜŘ ōȅ 
άŜȄǇŜǊǘǎέ
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A BPM Flow Diagram For  a Process

ÅNote the Swim Lanes and Task interconnections
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The Same FRAM sequenced Functions

ÅBut FRAM works in 
άLƴǎǘŀƴǘƛŀǘƛƻƴǎέ ŀƴŘ ǘƘŜ 
succeeding states of the 
functions are strictly 
(Markovian) determined 
only by the values in the 
preceding step.

Å¢ƘŜȅ άŜƳŜǊƎŜέ ŦƻǊ ǘƘŜ 
next time step.

ÅThe FRAM plane is thus 
orthogonal to the BPM 
plane
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Time Slices in FMV

The FRAM instantiations of the BPM steps are 
ǘƘǳǎ ŀ ǎŜǊƛŜǎ ƻŦ ŜƳŜǊƎƛƴƎ άǘƛƳŜ ǎƭƛŎŜǎέ

ÅStatus of functions in 
the next instantiation 
are set by their final 
status in the previous 
instantiation ς

ÅEXCEPT when it is a 
time or sequence 
dependent status

ÅSo we need to include 
this time dimension 
formally
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BPM X Axis ςTimeline sequence

FRAM Y Axis ςInstant Interdependencies of Functions

Hierarchy Z Axis ςLevel or Detail

FRAMBPM gives us the option of 3 Dimensional Flow Charts.
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