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to the HS2 team, we pulled in

problem – an enormous gap. In

people from across government,

some of the workshops, you could
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physically

across

the industry,

people can die. So the tendency is
to add a bit because it makes you
safer, but also the tendency is not
to save because it might be more
efficient.
So aversion to risk, aversion to
change, and aversion to anything
new – innovation, anything like that
– is rife. So really the challenge, if
you like, was the mindset, the
behaviours, of people that were
involved in the construction.
JOHN BROOKER: What led you to
pursue the Solution Focus approach
in workshops?
JOHN PELTON: Well, it’s fair to say
that we did try a number of ways of
tackling this. It was very clear to us
from the start that we had to do
something different; we couldn’t
just sit round the table eyeballing
each other with arms folded in the
grumpy way that many engineers
and their ilk often do in these sorts
of situations. That simply wasn’t
going to work.
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people all the time.

valuable, not just for dealing with

came out of it different afterwards.
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the people inside HS2, but for

The reality is that they pretty much

quite a difficult question, but did

bringing people in from other parts

brought the set of characteristics in

any aspect of the SF workshop

of the industry. So the benefits for

that they took away in the end.

surprise you?

collaboration were significant.

What was interesting was that not

JOHN PELTON: I think, I mean the

one of them backed out or refused;

thing

they all went with it, they played the

about some of these things, but

game; they, I think, could see the

particularly SF and the way it was

value.

some

done, was just how willing and

philistines, and I guess if you drew

engaged and collaborative people
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were when they did it. And you

of being a philistine, the older were

could hardly hear yourself think.

more reluctant. And you got this

The noise, the enthusiasm, the

sort of challenge of, “Well, I got to

buzz, was brilliant. So I think that

where I am because I did it the way it

surprised me. The outputs, the

was done before; now you want me to

outcomes, etcetera would not have

do something different, and you want

surprised me, because I think I’m

me to tell you it’s better.” That’s not

convinced. What surprised me was

an easy game to play.

how much people picked it up and

The other aspect was, we used
Solution Focus in a particular way;
we tried to engage people early in a
particular line of thought, or a line
of

analysis,

and

used

Solution

Focus in the beginning to set the
conditions, and get as many people
involved

at

the

beginning

as

possible. Of course the benefit and
value of that was that when they
then came to doing the work that
had to follow, they`d pretty much
done it. And so they go away and do
their writing, or their drawing, or
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generate output. And actually, it

were very engaged, and of course
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everyone in the organisation was
that

involved, so they all knew about

illustrates it, was the vision and
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strategic themes piece. The vision,

when it came to the communication
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strategy… (it was simpler) they

set; that was a leadership issue and

already knew. So it doubled up. I

after a bit of discussion they agreed

think the value is manifest; it was

on a vision, and that was great.
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What we then did was, we used the

actually, we persuaded a lot of

Solution Focus technique, which

other people that Solution Focus

was worked up by us as amateurs in

was a good way of thinking, too, so

the team, and then complemented

hopefully that value will spread.
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JOHN BROOKER: Finally, will you

and his team who came in later to

continue with the SF approach on
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adoption all 100%, so everyone

We got people involved from the tea
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would take it up and do everything

boy and the people at the bottom of
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the organisational pile, right up to
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it. I think the only limitation is that
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of the end with eight themes, in

might think are broad minded, and

about three months; add another
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month

around, who are prepared to run
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What we did, was produce a whole
list of ways you could make savings,
and then because there was a sort
of confidence element to it, we ran
a

Monte

Carlo

model,

and

associated two probabilities: one,
the difficulty of the thing, and the
other was whether people would
cross the line and actually do it. We
called it the probability of adoption.
If you make the probabilities of

So the answer is yes, we achieved
the target. Was the value of the
Solution Focus worth it? I think it
was. I mean, I alluded earlier to the
fact that it saved time. We were
right up against the stocks; our final
report was being written during the
final 48 hours of the 18 months that
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practice it and to use it. I think it’s
a fantastic technique.
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