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Purpose and Use of This Guide


This guide is intended to help you as Project LOFT team members to deepen your knowledge and apply what you know to developing an understanding of the context in which Grant Wood AEA operates.  This fall the various dynamics diagrams produced over the summer will be combined to form one of the foundations for the agency planning process.  The specific assignments to the two teams will follow soon thereafter.

The guide is based on Gharajedaghi’s Systems Thinking (Second Edition) and will require that you have the book for reference.  I have selected and blocked content specific to the how-to’s and examples for both problem formulators and problem solvers.  In addition, I have proposed three different routes through the content, based on three different interests.  Feel free to make your own paths if none of these works for you—the questions and applications in the sections of the guide should still be useful.  Here’s a graphic organizer that serves as a map for the three routes.








Figure 1:  Content Organizer

Three Ways (of Many) to Approach This Content
	I want the whole

picture—from overview

to detail
	1(2A(2B(3A(3B (Comm Energy)

	I want to see examples

and how our

team will do its work
	1(optional)(2A(2B or 3A(3B

	I want to see how designs
are similar & different
	3B (all three designs)


Figure 2:  Approaches to Content

The following pages contain notes and study questions for the sections identified in Figure 2.  Piece together the flow you need based on your interest.  You may want to keep a notebook so that you can easily return to your thoughts if you extend your study over a long period of time.  Throughout this guide, important terms are in bold italic print.  Be sure you understand these as you go.  Some of you may want to make your own glossary since you will not find one in the book, itself.

Explanatory Notes and Study Questions

Part 1:  Pages 125-130


In these few pages Jamshid describes all three phases of Interactive Design while using only two headings: first comes “defining problems,” then comes “designing solutions” which includes both designing idealized solutions and bringing solutions to reality (what he calls realization or successive approximation.)
Study Questions for Part 1

1. Why is choice so critical to Interactive Design?

2. What are three wrong ways to define problems?

3. What’s different about how Interactive Design defines problems (compared to the three wrong ways)?

4. In what way is the design “idealized”?
5. How does “idealized” contrast with “ideal”?  

6. What are the three types of constraints planners face when they begin to implement or “realize” the design?

7. Which constraint type is most closely related to “formulating the mess”?

Part 2A:  Pages 131-140


Notice that there are three parts to mess formulation and that these parts are the organizer for this section of the book.  That’s easy to follow.  What’s not so easy to see in this section must be inferred—the role of insight or the creative leap that happens when you repeatedly inquire into the existing system and synthesize your findings into new understandings.  Figure 6.1 on page 133 is a flow diagram of how you generate information, knowledge, and understanding about the system and its environment.  (Remember that the environment is the context for the system and that “the system” for Project LOFT is Grant Wood AEA.)  Tables 6.1, 6.2, and 6.3 are the details for each of the parts of Figure 6.1.

Figure 6.2 is an example of a “mess map.”  The diagram is the result of the synthesis of several iterations of thinking, and there’s no right answer.  Good maps identify the few most critical elements of the mess and show how they influence and reinforce each other.  People in the organization can relate to a good map of the mess, which is to say that they can recognize the typical patterns of behavior the map reflects.  When you get that reaction to a diagram of interacting forces, you know that you’ve got a handle on the mess.  (Remember that the mess is a set of interacting problems that create an intractable whole. The mess can’t be solved by solving each problem independently; instead, it requires a solution of the entire set by the process of design.)  The Problem Formulation team will eventually produce a diagram like this along with a written explanation.
Study Questions for Part 2A

1. What does Jamshid mean when he calls the mess “the future implicit in the present behavior of the system”?
2. In what ways does the mess represent unintended consequences of past successes?

3. Why formulate the mess?

4. Why is it so important to proceed by iterations?
5. What’s the purpose of finishing this process of mess formulation with a story?

Part 3A:  Pages 140-151


In this section Jamshid presents the mess formulation for the XYZ Corporation.  This formulation also describes the utility industry in general.  It is a sample of what the Problem Formulators will produce during Project LOFT.  Notice its comprehensiveness, its depth, its use of eight themes that arose during the searching phase of the process.  Find the map of the mess and see how that diagram is woven into the narrative.  

Study Questions for Part 3A

1. The map (Figure 6.6) has no labels along the lines.  Try putting some in so that you can understand the dynamics and interactions better.
2. Which of the eight themes are potentially relevant to Grant Wood’s system?

3. Why is “cost-plus” operation so dangerous?

4. Pick a few of the descriptors of the non-competitive culture and ask yourself whether some of them could also describe Grant Wood’s system.  On the flip side, are there some that definitely don’t fit?

5. There’s a typo on page 145:  substitute “personnel” for “personal” in the title of theme 3.  Summarize in a sentence or two the essence of the argument in this theme, emphasizing its unintended ill effects on the system as a whole.

6. Why is uniformity (in theme 4) so problematic?
7. What seems to be Jamshid’s definition of strategic thinking?

8. No one knows the future…ever…so why is this such a big deal for XYZ Corporation?

9. What problems does divisional structure create for XYZ?  Any correspondence to Grant Wood and its history?
10. What is your general reaction to this sample problem formulation?  You may want to compare it to other documents or simply reflect on its value, its form, its quality, its utility, etc.
Part 2B:  Pages 152-184

Jamshid begins this section with a prolonged definition of system architecture.  By this term he means a structure made up of specialized bundles of work (captured in his terms multi-dimensional, platforms), the functions they are intended to produce individually and collectively, and the processes that describe how the parts will interact.  The architecture of a building is the metaphor he invokes with the choice of the term “system architecture”:  walls are inherently different from floors (two platforms); walls divide space and floors anchor space (two different but complementary functions); walls are always joined to floors (a process that defines interaction between the two elements.)  In an organization, there are three main dimensions or platforms that define different but related work – outputs, inputs, and markets.  Just like walls and floors are joined in a building, output work (that related to products and services), input work (that related to cultivating knowledge, renewal and capacity to produce), and market work (that related to the interface with customers and clients) must coordinate if the organization is to succeed.  

As a side note, I have found that this section on the multi-dimensional architecture is often daunting to people learning about Interactive Design.  There are probably several reasons why that is so:

· The diagrams look complicated and busy with lots of parts and arrows all over the place (see pp. 191, 226, 241, 263, 281 as cases in point);

· Every diagram looks similar but different—there’s a basic U-shape, but many variations on that theme in the details;

· The diagrams don’t look like traditional organization charts (and they aren’t!); they are fundamentally about integrating complementary kinds of work, not about authority and responsibility divvied up among managers.  
· There’s a theoretical basis to multi-dimensional architecture that is easy to miss—the need to integrate technology, products, and markets (described on pp. 158-161) is the key.  
I have discovered that explaining the building metaphor helps some students of the methodology, and I have also discovered that making the direct link between the 3-dimensional Figures 7.5, 7.6, 7.7 and 7.8 and the architecture diagrams that appear in the sample designs can help.  I’ll reinforce these points in the study questions below.

To put this section in perspective, it describes the theory behind and the process of designing structures and processes that produce important functions in the unique context an organization finds itself.  Just like the building architect designs a new school for certain activities and utility (functions), includes certain rooms, labs, gyms, and outdoor spaces (structures), and operating processes like heating, the organization architect (Problem Solvers, in our case) designs a new organization.  Furthermore, just like the building architect takes the site into consideration—the lay of the land, surrounding structures, unique features of the community, and others—the organization architect takes the organization context into consideration.  Just like a building can look out of place if it doesn’t match its surroundings, so can an organization if it doesn’t match its context.  

Enough.  Lest I re-write the section, let’s move on to the study questions.
Study Questions for Part 2B

1. How does Figure 7.2 relate to the chapter as a whole?

2. What do Figures 7.3 and 7.4 have in common?
3. Which three dimensions define a business?  Apply these to Grant Wood AEA to understand how Jamshid is using the term “business” generically and not just to designate a for-profit organization.

4. What’s the point of figure 7.8?  Why is the approach it describes an improvement over the three preceding approaches (Figures 7.5, 7.6, and 7.7)?
5. Jamshid spends quite a bit of time in the “function” section talking about customers.  By “customer” he means specifically the person who pays for the product or service received, while he uses the term “consumer” for the receiver.  Sometimes they are the same person, but not in Grant Wood AEA’s case.  Grant Wood operates in a “third-party payer” system.  How does that context affect your reading of this section (pp. 161-163)?  
6. Why should (or should not) Grant Wood AEA think in terms of “competitive advantage”?

7. Pages 163-170 contain a description of the multi-dimensional structure.  What are the three dimensions?  How is each unique?
8. Jamshid argues that the three dimensions be unified by an internal market economy.  What does he mean by the concept, why does he think it is so important, and what do YOU think of it?

9. Notice that Figure 7.12 is the basic model for all the U-shaped architecture diagrams you will see in the design examples (Part 3B of our content organizer in this guide.)  Spend a few minutes making sure that you understand this shape and the idea behind it.  This is the basic idea the Solutions team will use as it finalizes its work this fall.   You can see the same idea repeated in Figure 7.16…and 7.19…and so on.  
10. The next major section is about processes, pp. 174-181.  What two “systems” does Jamshid include here?
11. Grant Wood AEA has done a lot of work to develop a measurement system.  How does the current measurement system compare to the description here?
12. Just a note:  the detailed definitions on pages 180 and 181 do not include all the elements of Table 7.1.  You are, in fact, not crazy (at least this time you are not crazy!)
13. The final step in Interactive Design is to bring the design to reality through approximations.  What does Jamshid mean by this term and how might the process work?  (How might strategic planning fit in here?)
14. Three kinds of constraints face designers in approximation.  What are they and how do they differ?
15. What does Jamshid mean by the “second-order machine”?  How does this relate to the mess?
16. Please don’t skip the Recap:  it contains some re-statements of content that may help your understanding.
Part 3B:  Pages 222-296


Although it certainly won’t hurt you to read Part IV “The Gutsy Few” in its entirety, and you will enjoy the education system implications of the design of the Oneida Indian Nation, I have re-ordered three selections for you here because the architecture in all three have implications for the Grant Wood design.  I’ve compacted the page references for common parts of the designs into a table so you can see comparisons more readily.  This is a challenging section, but it is where Jamshid brings all the theory and methodology together into real-world applications.  If you have ever stayed at two different kinds of Marriott (a Fairfield Inn and a Residence Inn, for example), you will have a new appreciation for how the differences came about.  If you have ever thought about whether health care is a sickness or health system, you will get new insights about service delivery models in the Butterworth design.  And if you took time to read the problem formulation example (Part 3A of this guide), you will now see how the design of Commonwealth Energy addresses that mess.  

Table 1 shows page references for the sections of the three designs I’m suggesting that you study.  I am intentionally drawing your attention to the similarity in overall organization.  But despite that overarching similarity, each of these designs is unique.  Work first on how they are the same by working through this table and marking the sections for yourself.  Then go on to the study questions.
	Design
	Context
	Stakeholders/

Specifications
	Architecture

(3 Dimensions)
	Shared Services
	Other

	
	Market
	Output
	Input
	

	Marriott
	261-262
	262-263
	264-266
	266 (Brand Management)
	266-267 (Core Components & Knowledge)
	
	Critical processes (268-269)
Recap 269

	Butterworth
	223-225
	225-226
	227-236
	237-245
	245-249
	249-253
	Interactions (253-257)
Executive Office

(257-258)

Recap 258

	Comm Energy
	273-276
	271-273; 

278-279
	288-290
	282-286
	286-288
	290-292
	Executive Office 

( 292-293)


Table 1 :  Matrix of Page References for Design Elements
Study Questions for Part 3B
1. How is the context unique for each of the designs?  (Notice that you have seen some of the discussions of context and dynamics diagrams earlier in the book.)
2. Notice that there is a short list of critical stakeholders for each design.  Challenge yourself to think of the short list you will propose for the Grant Wood AEA design.  What seem to be some of the considerations that guide which stakeholders are included?

3. Notice the specifications lists in the designs.  After Grant Wood stakeholders are asked the “what would you have if you could have what you want” question, their answers will be consolidated or synthesized to create a list like these.  That list will guide the design, itself.  
4. Why did I break the Architecture section in the matrix into three parts?  (Refer back to Part 3A if you have trouble answering this question.)

5. How do the market dimensions of the three designs differ?  Pay special attention to how customers are organized in all three designs.  In the Butterworth design study closely the two customer issues:  how customers pay and how their health needs change over time.  You will see those issues reflected to the right side of the U-shaped architecture diagram.  How might this way of thinking affect the Grant Wood design?
6. Did you notice that the idea of brand management led to all those different Marriotts?
7. Contrast the product/service (output) dimensions of all three designs.  What seems to guide design decisions about this element?

8. The input dimension in these three designs shows how organizations can capitalize on either knowledge or technology.  After you review these three examples, do you think Grant Wood’s “raw material” is knowledge or technology?  Specify which knowledge or technology if you can.  Is either “managed” today, in light of these design examples?
9. Shared Services are what we might often think of as support services.  What’s different from typical support service operations in these designs?  How are they funded?
10. Do you find any patterns within the Recap sections for Marriott and Butterworth?

Application:  Due in August

Begin to understand and diagram Grant Wood AEA’s context or environment.  Pay attention to the dynamics (what’s changing) and interactions (what variables affect what other variables and how).  Draw dynamics diagrams – iteratively – and share them with others on your team.  By the end of the summer see if you can produce one diagram collectively that captures the essence of the context for your organization today.  Have fun!
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� I will be accessible by phone or email this summer.  Please don’t hesitate to be in touch if you get stuck.  This is not easy stuff, but it is highly organized and rigorous.  If you can get hold of the order, you’re in business.           – Susan            
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