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A CARTOON GUIDE TO COMPLEXITY
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| CAN'T TAKE
THIS ANTMORE!
| HATE UNCERTAINTY,
COMPLEXITY, THE

MESSINESS!
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THIS IS OUR HERO WHEN HE WAS STILL ON TOP OF HIS GAME . |

THINGS WERE PREDICTABLE

[THERE WAS ORDER N THE WoRLD !




I_B’UT—THEN THINGS STRTED TO CHANGE ..

EXTREME
WEATHER

FINANCIAL
CRISIS

oDD
CONSUMER

SHIPPING

DISRUPTION CRAZE
SURPRISE
ELECTION
RESULTS

5 YEAR GANTT CHART

OH GREAT!
YET ANOTHER
G-YEAR PLAN
RUINEDI

o
0
SUDDENLY EVERITHING SEEMED. \f’

S T ST

“UNPREDICTABLE ... |1 i&

o




PREVIOUSLY SUCCESSFUL STRATEGIES WERE'NT AS EFFECTIVE.

THE COMPANY BDARD WERE. LOSING THEIR PATIENCE.

ACME GLOBAL sHIPPING

x bAD\.

/

OUR HERD HAD To DO SOMETHING.




SO HE DID WHAT HE HAD ALWAYs DONE WHENj
FACED WITH PROBLEMS.

ACME GLOBAL sHIPPING

BRING IN THE

CONSULTANTS




WHAT A
BEAUTIFULLY
LOGICAL

PLAN|

EFFICIENCY

CoST SAVINGS BLAH BlAH...

BLAH BLAH...

o
%

MAJOR
MANAGEMENT
CONSULTANCY

6 MONTHS LATER..

WELL SIR, IT'S NoT
OUR FAULT You DON'T
KNoW HOW TO EXEQUTE
AN EXCELLENT PLAN |

OVERPAID

FOOLS!




|BUT THEN..
[ IN AN HOUR oF NEED  FriEnD Apmaaﬂ(

WHAT KIND OF
PLAN WILL GET
US OUT OF THIS



YOU AND YoUR CONSULTANTS ASSUME THAT A
MARKET PROBLEM 1S SOMETHING YoU CAN SOLVE

WITH MORE CALCULATIONS AND PLANNING |

¥

WHATS WRONG WITH
BECOMING MORE
EFFICIENT 7/

NOTHING! BUT THERE |s
NOTHING WORSe THAN DoiNg ) |
THE WRONG THING weLL... ¥

S e e -

*GUDTE STOLEN FROM PETER DRUCKER



WHEN THE ENVIRONMENT CHANGED YoU CouLD NoT CHANGE COURSE.
YOU OPTIMISED NoUR COMPANY QUT OF EX[STENLE.




THE REAL 15SVE IS THAT YOU LIVE [N AN INCREASINGLY
(OMPLEX AND UNPREDICTABLE WORLD. YOUR CALLULATIONS
AND EXCESSIVE PIANNING ARE AN ATIEMPT TO CONTROL THE

UNCONTROLLABLE !

THE HAs

L@ OF CouRSE ALWATS BENY) 7 = 0
COMPLEX - BUT HES NOT 1>



WHAT DO YOU MEAN




Aonen ONSTANTLY I MoTIoN.

NO PLAN SURVIVES CONTALT
WITH THE ENEMY ,

Wm, LIKE BATNERELDS AND ELOSYSTENS,
OMPLEXITY IS EVERYWHERE | ARE (OMPLEY. SISTEMS —THEY ARE DYNAMIC AND

BUT | LIKE
PLANNING |

HELMUTH VON MOLTKE
[9TH CENTURY
GERMAN FIELD MARSHAL

COMPIEX PHENGMENA HAVE THE Powe R
To Kick YOUR COMPLILATED AND g FRLIENT
, \ SYSTEMS INTO OBLNIOW....

ALL PROBLEMS ARE EITHR
cLouds oR CLO(KS. ONE OF THE
PRoBLEMS We HAVE As A (VTURE
[5 THAT WE TAKE LLoups AND

WE PRETEND THEY ARE
CLOCKS,

KaRL PoPPER

PHILOSOPHER
OF SCIENCE




EVERYTHING
IS CONNECTED

JUST A SHALL
TARGETED
INTERVENTION

CAUSE AND EFFECT
ARE NoT PRaPoRTIom

NON- LINEARITTJ




THE WHOLE 1S
DIFFERENT o T
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FVERNTIME WE )OKE THAT “THERE'S NO INSTRUCTION
MANVAL” FOR A SITUATION , WE TAP |NTO AN
INNATE UNDERSTANDING OF (OMPLEXITY. ¥

HMPH |
IF 'WE HAVE ALL THE DATA
WE (AN PRODVCE AN
[NSTRUCTION MANUAL
FoR EVERYTHING!

*Quote stolen from Jen Briselli. For a really good simple introduction to the concept of complexity
watch Briselli's animation "Complexity informed strategy”: https://vimeo.com/10784139362fl=pl&fe=sh



COMPLEXTY SCIENCE \S DEFINED B A TYPE OF SYSTeM THAT (VTS
ACRGSS OTHER ACADEMIC SUBJECT MATTERS *
- 5 n
=5

PHY,

AGRICUITL)

WHENYoU DEAL WITH COMPLEXITY
EXACT PREDICTION 1S 1MFOSSIBLE .
IT'S NOT SLOPPY SCUIENCE .

*The Santa Fe Institute is the world's first and most influential research centre dedicated to complexity
science. It founded as an alternative to the increasing specialisation observed in mainstream science.



[GNORE COMPLEX SYSTEMS AT YOUR PERIL . THEY GAN CHANGE
ABRUPTLY- ESPECIALLY \F NOU TREAT THEM AS LINEAR , PRED\CTABLE

dzﬁ- oopo
opoo WE musT
X inge BEoME 4 LA, MeaN

EFFICIENC] MAMINE |

&

3 WORDS:
OPTIMISE,
OPTIMISE,
oPTIMISE |






WHILE EFFICIENCY IS OF COURSE HUGELY
[MPORTANT, IT CANNOT BE YouR SOLE FocVs,

Black Swan effects are necessarily
increasing, as a result of complexity,
interdependence between parts,
globalization and the beastly thing
called ‘efficiency’ that makes people
now gail too close to the wind*.

NASSIM N CHOLAS
TALER

BLACK SWAN =
A HIGHLY IMPROBABLE,
UNPREDICTABLE EVENT

Z
*Nassim Nicholas Taleb: Antifragile: Things That Gain from Disorder



Y

THERE'S A CONFLICT
C& BETWEEN HOW THe SOME PEOPLE GET IT
= WORLD WORKS, AND BUT FACE AN UPHILL
HOW YOU WANT IT BATTLE TRYING TO
TO WORK. EXPLAIN IT,

UN...




— Gregory Bateson

To explain the world
of interactions and outcomes
occurring at multiple levels,
we also have to be willing
to deal with complexity
instead of rejecting it.

The major problems in the
world are the result of the
difference between
how nature works and
the way people think.

h'?“/’—\

N oA

—

— Elinor Ostrom

We can’t control systems
or figure them out.
But we can dance
with them!

— Donella Meadows
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BUT WE (URRENTLY BEHAVE
AS IF THE WORLD FoL oWS
A LINEAR LOGIC ONLY.

RESULTING N A-.-

... BETWEEN THE PH E NO MENON
AND YOUR ATTEMPT To DEAL WITH IT.

— — VERY pATioNAL
LINEAR SoLuTloN



PEOPLE HAVE TRIED TO WARN ABOUT THIS MISMATCH, BUT
| GUESS THE MESSAGE HAs NOT BEEN THAT POPULAR.

o
arislyy

ASHBY'S LAW

When the variety or complexity of the environment exceeds
the capacity of a system (natural or artificial) the environment
will dominate and ultimately destroy that system.

Organisations fail not
because they lack control,
but because they use
the wrong kind of control
or complex environments.

L

STAFFORD /" "
BEER 4/1 #
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y //
h' )

J WILLIAM R.
ASHBY



A LOT OF PEOPLE “6ET" COMPLEXITY On AN INTUITIVE LE@

Wﬂs WHO HAVE SPENT THER
WHOLE CAREERS OPTIMISING EFFICIENCY

IN ORGANISATIONS SEEM To STRUCELE
WITH IT. »O

MAYRE ITS RECAUSE A CERTAIN ASSVMPTION

IS BAKED INTO MOST EFFICIENCY FocvseD
WORK METHODS . NAMELY...

SIMIPLE
LINEAR CAVSALITY

NOU MIGHT AS WELC
SAY You MEaN Me!



THERE 1S NO SUH
THING AS UNCERTAINTY,
ONLY SLOPPY ROOT CAUSE
ANALYSIS!

8o

ALL You HAVE To DO
IS TO DRILL DONN TO
THE ANSNER WITH SMART

THE sowution
OR
THE RooT cause



BECAUSE T WASN'T REAL.
IT ONLT WORKED
IN THE ReaM oF

> o YowR WA LINEAR
L N\ IMAGINATION.
TS, :::‘ '0 __

WHA.
WHY I§ [T
DISINTEGRA-




THE
MUSEUM
OF

CAUSAL ART




PROBLEM C

PROBLEM B
PROBLEM A
B PROBLEM D ROBLEM D
if é 27 :
1
PROBLEMS WITH \NICKED PROBLEMS
CLEAR (MESSES)

CAUSATION

| PREFER

THIS ONE.

Managers are not confronted with problems that are
independent of each other; but with dynamic situations
that consist of complex systems of changing
problems that interact with each other.

I call such situations messes....
Managers do not solve problems,
they manage messes.

RUSSELL ACKOFF



|T'S [IMPORTANT TO UNDERSTAND THE HISTORICAL CONTEXT
THAT PRODUCED OUR CURRENT Focus ON EFFICIENCY.
Q EVERNTHING |S ABOUT. .. } cg
va)) .
]
| STANBARISATION

- CYRBILIT = | s

INDUSTRIAL ERA
THINKING LOOMS
STRONG.

FREDERICK WINSLOW TAYLOR

PRINCIPLES OF
SCIENTIFIC
MANAGEMENT

S8







OUR. (WESTERN) EDUCATION SISTEM EMPHASISES
| LINEARITY AT THe EXFENSE OF COMPLEX PHENOMENA.
IT'S No WONDER THE CONCEPTUA- LEAP IS SO
DIFFICULT LATER N LIFE.

EYES ON THE RBOARD!
| DON'T TEAH MATHS For
THE REAL WORLD.

Cartoon inspired by an example shared by Professor Neil Johnson in podcast Simplifying Complexity:
episode "The Sandpile model”, 10 July 2023.



You're STILL IN THE
GRIP OF NEWTONIAN PHISICS,

WHILE IT EXPAINS A LOT,IT
DOESN'T COVER ALL PHENOMENAT
SCIENCE HAS EVOLVED ToO DEAL WITH
COMPLEX , NON-LINEAR REALITY
-AND SO SHOULLD YOU.

SIR
ISAAC
/ NEWTON
(FICTIONAL

SC&ME)

LISTEN MATE,
STOP HOLDING
ONTO ME LIKE

You 'RE ABOUT
To DROWN _l

| DON'T LIKE
THINGS THAT DON'T
HAVE ONE ROOT
CAUSE |




BUT TAYLOR ONLY MEASURED WHAT WAS MEASURABLE.
HE APPLIED LINEAR THINKING IN THE RIGHT PLACES!

NoU AND YOUR PEERS, HOWEVER, HAVE TAKEN
MEASURING AND THE UNDERLYING ASSUMPTION OF SIMPLE
LINEARITY [NTO REALMS IT DOES NOT BELONG.

AN
KRy
‘h.!}-ﬂ' %

~.




WHEN SIMPLISTIC LINEAR THINKING GETS APPLIED
IN COMPLEX ENVIRONMENTS, THE END RESULT IS OFTEN..







CAUSAL

CAUTIONARY
TALED

CTARRING PEOPLE WHO LOVED S|MPLE,
STRAIGHTFORWARD CAUSAL EXPLANATIONS

HOW THEY
THOUGHT
THE WORD




[ CAsE:PROHIBITION

ALCOHOL 1S EVIL.
[T CAUSES CRIME,

HEALTH PROBLEMS,
MORAL DEGRADATION ...

FHE BAN ON ALEOHOL LEDTO
Fouowmc UNINTEMBED CONSEQUENCES...

|- THE RISE_OF ORLANISED CRIME ...

uND L0SS OF TAX REVENUE

WANNA
INCREASE
YOuR WEEKLT
ORDER OF
WHISKEY 7




| CASE: MEDICAL RESEARCH

HORMONE FLUCTUATIONS
IN WOMEN MAKE RESEARCH
DIFFICULT | SO MANT
VARIABLES AND INTERACTIONS!

Thanks to this "simplifying omission"*
in medical research women face excess
risk of adverse drug reactions
— which occur approximately
twice as often in women
as in men**,

HEY | koW |
LET'S REDUCE THE NUNBER

OF VARIABLES BY ONLY
(ONDUCTING RESEARCH

*This also raises a bias question: whose complexity gets dismissed as "noise"?
* *Zucker & Prendergast (2020), Biology of Sex Differences (Springer/Nature):
https://link springer.com/article/10.1186/513293-080-00308-5



%]

| CASE: FAILURE DEMAND’

\NE TOLD DOCTORS TO LIMIT THEIR
APPOINTMENTS TO 10 MINVTES AND
NOW OUR GP SURGERY ﬂZEA‘TS
20°/e MORE PATIENTS

ADMINISTRATOR

E;—_}g il Eite. -

[ YEaH, BOT THaT
| 20% consisTs o //"“
{ RETURNING PATEENTS | § I'M DIABETIC
THEY COME BACK : AND | HAVE A
BECAVSE WE (AN'T BIT OF A DRINK-
“PROCESS" THEIR

(OMPLEX [SSUES N
10 MINUTES !




| CASE: PERFORMANGE BASED P |

YoU WANT MoRe REVENUE -
SO YOU REWARD THE BEST ‘ WHICH LEADS TO AN

SALES PEOPLE WITH ABONUS. INCREASE N SALES |

NEw
CUSTOMERS
PN /

o 4

BUT THEN .. .
CUSOMER. SERVICE
AN | CAN'T KEEP UP.

...AND LACK OF
INVESTMENT
IN LONG TERM
CUSTOMERS MEANS
NOU LOSE SOME
OF THEM, T00.

DOVBLE
on No!

.50 YOU LOSE 0%
OF YOUR NEW (VSTOMERS

LONG TERM
CUSTOMERS




When a measure
becomes a target,

it ceases to be
a good measure*

“Any observed statistical regularity
will tend to collapse once pressure
is placed upon it for control purposes”.
- -~
=

ECONOMIST CHARLES 600DHART

*Goodhart's principle, sharpened by Marilyn Strathern




WHENEVER YOU CREATE
OUTCOME -BASED TARGETS N A

COMPLEX ENVIRONMENT THere
IS A RISK OF..

ALL HANDS ON DECK,
AS YoU REQUESTED



_ (THESE EXAMPLES ARE EVERYWHERE. TAKE THIS COMMON )
PRACTICE IN US HOSFITALS FOR EXAMPLE. J

MAKE SURE THE PATIENT ISN'T
RE-ADMITTIED WITHIN 30 DAYS OR

h;fglimlk-& wr \ THE HOSPITAL Wil Be FINED!

A VERY LINEAR
A—B
SOLUTION

THE PROBLEM IS THAT REASONS LEADING To
RE-ADMISSION ARE OFTEN THE RESULT OF
COMPLEX INTERPLAY OF FACTORS.

THE HOSPITAL CAN'T
CONTROL THESE |

'M FINE NoW!
NES, | CAN TAKE

|GHT SHIFTS, Jopoma Y

u '—. < \‘ ’-I- 5 ‘.“-__
(&= = ) % 'g'.q\\,‘.j"‘v Vil
7L %},., 1;;’;’{: a-:-,l.e-}—;;:- S
i Gl . Iv ‘-E'.'N.'_— _. / ; - < “.
DI S L T peni )
?z-_-l.’—--"" 0\ ‘:\"—"ﬂg"‘s ?0;)}‘."
)

Detail from a cartoon summary of the bosk2SHif apc Lngrth ghventional Mindsets
That Help Healthcare Leaders Succeed in a Complex Wo ) Hets
www.businessillustrator.com/shifting-toward-unorthodoxy-illustrated/



IN THESE KINDS OF SITUATIONS IT'S
ND SURPRISE THAT PEOFPLE THEN

LAME
() /T/"/f.-.‘ .;L:? }/.L:? IT[L}IA?'

OH NO! You A6aIN!

WE'LL MARK Nou A RATIONAL
DOWN A A ACT GIVEN

“VISITOR"



IN THE PUBLIC SECTOR AND IN NON-PROFITS
[T ¢AN RESULT IN SOMETHING CALLED-..

SORRY TO
BOTHER YoU
AGAIN , BUT
['M STILL ILL.

EXCELLENT |
YOU'VE HIT YOUR
TARCET |

PO

OWR DOCTORS PRoCESS 207
MORE PATIE [

PRESENTING
THIS BS.

l(\ DOCTOR
ADMINISTRATOR




WHEN DEALING WITH COMPLEX HEALTH OR SOCIAL
JSSUES IT'S OFTEN CHEAPER AND MORE EFFECTIVE TO PROVIDE
A CUSTOM SOLUTION THAN FolLOW A STANDARD PROCESS.

O
&9 4
3 STANDARDISED
AND (Heap
PACKAGES OF
INTERVENTI ON
ElEL| £

| HAVE A
DRUG PROBLEN

INITIALLY
MORE EXPENSIVE ...

... BUT (HEAPER

\T\ IN THE LONe RuNl

I'M NO LONGER
HOMELESS AND |
HAVE # Jo§!




It is impossible for organisations to
“demonstrate their impact® if they work
in complex environments. Asking them to
do so requires them to create a fantasy version
of the story of their work. This corruption of
data makes doing genuine work harder
because it is difficult to learn and adapt
from corrupted data*.

TOBY LOWE

REALLY 2/
“THAT'S A BIT
HARSH...

THERES NO SECTION
FOR FACTION, 50...

*https://toby-89881.medium.com/explode-on-impact-cba283b908cb



States and institutions prefer simplified, measurable, universal
models over "messy", local, context-sensitive reality.
It is an ADMINISTRATIVE NECESSITY, not malice. *

4 JAMES C. SCOTT,
POLITICAL SCIENTIST

BUT NOTHING
GROWS HERE

REPORTING
WILL BE
EASIER |

* Jarmes C. Scott: Seeing Like a State: How Certain Schemes to Improve the Human Condition
Have Failed (emphasis mine)




(ONTEXT-BLINDNESS |S NOT LIMTED TO SCIENCE. POLICT IS ANOTHER
AREA WHERE THERE'S A REAL AVERSION TO COMPIEX LOCAL REALITIES .
2; g
INTERGOVERNMENTH. ]
NATIONAL |\|ORGANISATION

' GOVERNMENT i

e —ZCINC
U000
0000 b s

=
ENEOE

JOon




4

ACTUAL
IMPACT




F00 %y /" IF THERE IS ONE WORD | WANT YOU
JO TATIOO ON YOUR FOREHEAD IT'S. .

)

IT'S THE FASTEST
BOAT IN THE MARKET!




THE SCIENTIFIC METHOD HAS RIGOROUSL SOUGHT
To ELIMINATE CONTEXT SINCE 1637 %

TURNS OUT IN MANY CASES
CONTEXT WAS THE VARIABLE
THEY WERE LOOKING FoR .

RESEARCHER
THIS SEED 1S
THE BOMB.

(ONTROLLED TEST
ENVIRONMENT

A—>B

*Newton's Principia Mathematica planted the idea that nature obeys universal laws expressible in
mathematics, applying identically everywhere. The ultimate context-free vision of knowledge.



THE AssumpTioN THAT THE WORLD WORKS
IN A PREDICTABLE WAf IS BAKED INTD AMANY
FIELDS OF SCIENCE AS WELL AS PRACTICAL

TOOLS AND FRAMEWORKS.

WE FOR EXAMPLE TEND To ASUME THAT EVERYTHING /S

N o R M AL prsmsoren

LIKE HEIGHT.

MOST PEOPLE ARE
4~ OF AVERAGE HEIGHT

VeRy Few
VeRy FEW NORMALLY VeRl TAL
\!EI;L FSL';OK‘ DISTRIBUTED : PeoPLE
f A PERSON'S g
L HEIGHT DOES NOT GET
AMPLIFIED WHEN SHE INTERACTS ﬂ
i WITH HER ENVIRONMENT

SHOFPING
FOR ¢LOTHES
15 A NIGHTHARE

IF HEIHT was
NON-LINEAR SoMe Pt ——7
MIBHT LooK ke THIS



ety

N® >

o)




BUT NOT ALL PHENOMENA FoLLoW A NORMAL DISTRIBVTION.
EVEN THE ONES THAT SEEM To DO 90, CAN TURN INTD SoMETHING
UNPREDICTABLE WHEN INTERACTING WITH ITS ENVIRONMENT.

SUCH A STABLE
CURVE! WE CAN
BUILD OUR WHOLE
SYSTEM ON IT |

NON-[INEAR
*FAT-TAIL"
DISTRIBUTION

Wi




When you have fat tails,
averages are meaningless and
forecasts are dangerous.

NASSIM NICHOLAS TALEB

THE
NORMAL

DISTRIBUTION
AKA
THE BeLL CURVE @

8y




npoDoa
nQpDo0
nQoDo0

pooboo
DODDOO
DDO0DO0

PROBLEM YOURE DEALING WITH?

WHY 15
5 TS0 |MPORTANT TO KNOW WHAT mu?

VéR\‘IHWé you ON I'{}F OF A

YOUR METHOD

nppnoon \&—
NDUR PLAN

npDo0 )
—

YOuR MODEL




SO How cAN You TELL YOURE
DEALING WITH A COMPLEX PROBLEM 7

[THE RECURRING
PROBLEM

THE PILOT THAT
DOESNT SCALE

CALLS MuST BE RESOLVED
> | |N UNDER 4 MINUTES
OR NO BONUS|

THE SMART HoOVR
15 ATTACKING ME|

PEOPLE CHANGE

THEIR BEHAVIOURIN
RESPONSE 70 YOUR | UNDERSTAND
INTERVENTION HAVE You TRIED...




THE CINEFIN FRAMEWORK [S ONE WAY TO ASSESS oo
WHAT KIND OF PROBLEM YOU'RE DEALING WITH SO
YOU (AN CHOOSE THE RIGHT TOOLS T0 TACKLE IT N K




| KNOW T SCARES You,
BUT IF THE PROBLEM IS COMPLEX You
CAN'T PRETEND IT'S COMPLICATED |
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TO INTERACT WNITH
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‘ (OMPLICATED OR COMPLEX \
&/
N :

e 'l_H-—

A O] compLicaTeD B [ compLex A [ compLicaTep B [J compLex

A [ compLcATED B [ comprex A O compLicaTep B O compLex

RECIPE
BYTTER CHItken

A [ CompLICATED B [ coMpLeX A [ comPLcATED B [ comprex



WHEN You UNDERSTAND THE
DOMAIN WHERE Your PROBLEM BELONGS
YOU (AN CHOOSE THE

APPROPRIATE TooLS TO TACKLE IT .

COLLECTIVE
SENSEMAKING
LEAN

KAlzeN

DESICN
THINKINE

\WATERFALL

AGILE

ETC

Erc
et




NOT EVERYTHING IS ABOUT
OPTIM[SING EFFICIENC.

EFFICIENCY
OPTIMISATION...

If all you have is a hammer,
everything looks like a nail.

ABRAHAM MASLOW, PSYCHOLOGIST




THE ANSWER
T0 EVERYTHING




e

MosST ORGANISATIONS TRY TO ENGINEER
UNCERTAINTY  OUT OF ENISTENCE.

THIS 16 A FooL'S ERRAND.

P:'n 1::,, ‘pela
n=L= =0l |
oo G

UNCERTAINTY  BE GONE!!

*Fun factoid: There is research on the low ambiguity tolerance of engineers.
Bee for example: https://dol.org/10.1080/10429247.2018.150303%



HEY | XNOW

You AND LINEARITY
ARE (LOSE...

I'M NOT ASKING YoU TO

GIVE UP ON LINEAR

THINKING!



WHAT I'M TRYING TO SAY, IS THAT YOU HAVE TO
LEARN TO ACCEPT UNCERTAINTY ...

| kNOW I'M
NOT PRETTY, BUT

"M NOT THAT BAD.
HONEST.

'''''''

..AND LET GO OF THE IDEA OF

CONTROL

WHICH , TO LARGE EXTENT,

HAS BEEN AN llunton
ANTWAY.

IN COMPLEXITY
UNCERTAINTY IS

A FEATURE,
NOT A BUG.

NORA BATESON




For

WANTING TO GET
RID OF UNCERTAINTY
1S ESPECIALLY SILLA
|F YOU'RE DEALING
WITH HUMANS...

BU... BUT IT WAS
SUPPOSED TO BE




ADDING HUMANS TO THE MIX
Sk (AN MAKE ALMOST ANYTHING COMPLEX...

. =
(r
AED 0 ADD
(WP HUMANS
ot 0% £Rf
O~ o ROV qi_-g‘

IT'S YOUR R
— Youls ) Y
'\FAuLT! 2 =
72 e A [ respecT M

) o » @) =11 Ry |
7 L @) AUTHORITY |
g TLT 00
— e P, <,
- )

"
"4

= .

)

L (_HE'S S0 CHARISMATIC

HE'S A DNGEROUS ®
IDIOT !




In science, when human behavior enters the equation,
things go nonlinear.
That's why Physics is easy and Sociology is hard*.

NEIL DEGRASSE TYSON,
ASTROPHYSICIST

*Neil deGrasse Tyson on Twitter 5 February 2016



1 | 1 |
1319 1720 I?‘zo la:zo 1721 172

I can calculate
the motion
of heavenly bodies,
but not the madness
of people.

8ir Isaac Newton lost a considerable amount of money during the South Sea Bubble, a speculative
financial frenzy that occurred in England in the early 18th century.



OH WE'RE 600D
\VE DoN'T NED To DAL

\WITH “CuLTURE" AND
GVHER HUMANISTIC FLUFF.

weve cor BlG PATA
mp Al




NOKIA, THE FORMER MOBILE PHONE CINT,
MISSED SIGNALS THAT THE MARKET 1S
SHIFTING  BECAUSE [T Coutd NoT

HANDLE “FLUFFY" ETHNOERAPHIC
INFORMATION . THEY WERE AL ABOVT

WANG'S SAMPLE
SIE 15 100 I

Just relying on Big Data alone increases
the chance that we'll miss something
while giving us this illusion that we

already know everything /
TRIOA WANG

TECHNOLOGY ETHNOGRAPHER

(FORMERLY AT NoK[A)

Based on Tricia Wang's essay Why Big Data Needs Thick Data:
medium.com/ethnography-matters/why-big-data-needs-thick-data-b4b3e75e3d7




ALWAYS REMEMBER:

o® THE ASSUMPTIONS BAKED INTO
% HARD DATA CAN MAKE [T WEAK .

WE'RE HARD DATA|

E'RE OBJECTIVE,
VERIFIABLE & QUANTIFIABLE
AND WE'RE GOING TO
KICK YOUR SOFT

SUBJECTIVE BUTT |

S0 STRONG
AND YET SO

WY .2 ConTeyy
3 CHANGIVG.. -



| THINK. THIS COMPLEXITY STUFF

IT GIVES YOU A LICENSE TO
BLAME THE ENVIRONMENT |




WHAT TO DO WHEN ACCOUNTABILTY MEETS

COMPLEXITY —INT ERESTw
LET'S LOOK AT AVIATION (RASH INVESTIGATIONS.

| How NaT 70 b0 A (RASH INVESTIGATION l
OR WAS #
IT You ?/ s

——

WHO (AUSED
THE (RASH?!
WAS IT You?/

MADE FAILURE ¢ WHAT ORGAN(SATIONAL
PoSSIBLE ¢ DEUSIONS S HAPED THoSE
' CONDITIOAS 7




AS A ER YOUR RESPONSIBILITY IS TO MANTAIN
THE ﬂOF THE DECISION MAKING PROCESS,

HEY | know |

I'M SURE IT IS.
BUT LET'S FIRST
CHECK WHAT
ASSUMPTION S
WE'RE MAKING .



ITis YOUR >0B TO
MAKE SURE SIGNALS ARE
NOT SUPPRESSED.

EPISTEMIC HUMILTY SHOULD BE
YOUR GUIDING PRINCIPLE.

HAPPENING 7

EYECUTIVES

DO YOU KNOW
How To FIxIT?

WHY DIDN'T
Moy Su6 6EST
ANYTHING ?

GO AND FIND
OUT YoURSELF



Y SUGEESTION BOX
-WHERE 1DEAS 60
TO DIE”



WHAT HAS ALL THIS 60T TO
Do WITH ACCOUNTABILITY 7

| WOULD NOT FIRE someone
FOR NOT REACH(NG A SPELIFIC

TARKT IN A COMPLEX ENVIRONMENT

. BUT IF THERE'S EVIDENCE THeY
PREVENTED OREANISATIONAL LEARNING ...

.1 woulD KIck
THem OUT FOR THAT,

BUTTHAT 1S NOT
\WHAT | WAS HIRED



Nou ARE RIGHT. NoU WERE HIRED To
INCREASE ((SHORT-TERM) SHAREHOLPER VALUE

ReveNvE IS THE SI6NAL.

You cAN SAFELY
DEPRIORITISE
EVERNTHING ELSE...

. UNTIL You
THIS 1S THE DATA | NEED 'U

THE (OTHER [NSTRUMENTS
ARE JUST NOISE .

*The average lifespan of an S&P 500 company in the US has fallen from 67 years in the 1920z to just
15 years in 2017
https://www.imperial ac.uk/business-school/blogs/executive-education/why-companies-die/



SO WHAT HAVE You
LEARNED ABOUT COMPLEXITY
AND LEADERSHIP S FAR 7

THAT ITS A BIT
LIKE NAVIGATION IN
UNPREDICTABLE WATERS .

ToOLS HAVE To BE
NAVIGATIONAL RATHER
THAN PREDICTIVE.

[T's AlsO WoORTH
LETTING 6o OF THE
TRADITIONAL |DEA OF

IT'S A DANgEROWS
FicTION.

(eVENTHOUGH 1T MIGHT
HAVE MeNTAL HEALTH
BENEFITS).



NowW THAT YOU'VE ACEPTED (OMPLEXITY
& UNCERTAINTY AS UNAVOIDABLE
PARTNERS ON YOUR dOURNEY, WE CAN
MOVE ONTD PRACTICAL WAYS TO
FRUITFULLY (CO-EXIST WITH THEM.

&
‘-T

/"l
ﬁ "!

V“.”

)
HIS IS F- NG
UNCOMFORTABLE



DISORDER
(TEMPORARY)




BUT COMPLEXITY ALSO OFFERS 0PPORTUNITIES
TO THOSE WHO ARE WILLING TO WORK
DIFFERENTLY.

| ACCEPT
UNCERTAINTY

[ WORK ARosS



WE DIDN'T
SEE THIS
(OMING |

WE DIDN'T
SEET |T COMING




YOU HAVE TO EMBRACE
DIFFERENT WAYS OF OPERATING
WITHIN OUR. COMPANY

THERE WILL BE TENS|ON. THAT'S OK.
INTERESTING SOLUTIONS (AN COME oUT
OF THE TENSION, NoU HAVE
TO LEARN To MANAGE IT.




. QA
= WHAT APPROACH NOU CHOOSE
DEPENDS ON THE TiPE OF ISSUE
YOU ARE DEALING WITH.
[ Lone LASTING '\




MANY METHODS THAT
ARE DESIGNED FOR UNCERTAINTY
INCLUDE  EXPERIMENTATION .

SMALL, SAFE TO FAIL
INTTIATIVES , MIND You |

MODERATE
SUCCESS.




Our intuition from
the comfort of our offices on how people
live their lives on the ground are just
mostly worthless*.

ESTHER DUFLO
ECONOMIST

The world is getting more volatile everywhere. What you
have to do as a. company is that you have a quick feedback loop
from the market that picks up these signals, and a structure
that is very agile and externally focussed* *.

ConamiNgs R,
BEER Tell
THE HIVE,

<9
PAUL POLMAN, FORMER (EQ OF UNILEVER ’6‘%

*https://hbr.org/podeast/2019/11/a-nobel-prize-winner-on-rethinking-poverty-and-business
* *https://frompoverty.oxfam.org.uk/paul-polman-on-capitalism-leadership-sustainability/



ERPE L‘RHM@E@U?N%

THIS APPROACH 1S NOT dUST FOR PRODUCT INNOVATION.

YoU couLD USE THE SAME APPROACH AS A wWaY TO
FEEL YoUR WAY OUT OF NASTY SITUATIONS THAT DEFY

CONVENT(ONAL PROBLEM SOLVING .




THERE ARE MANY APPRONHES AND FRAMEWORKS

& THAT ARE BASED ON (ONSTANT
FEEDBACK.
A(;\LE
£,
‘%”’ffz
(ONTINUOS o i
seveuopnen IS
Paer,, & e
Goy, Cigy, V)
€y, KY LNING
3 LABS
(0 _PRODUCTION
OF PUBLIC SERVICES OUTSIDE THE ORGANISATION
J LEARMNG
H%ﬁ:‘{El“S 6’0’,9[0

’y < 4’?
comnlfon 1 ey,

PReCISION MEDICINE



Cj’eue 1S PROBABL] ONE OF THE BesT KNOWN “REALITY FRIENDLY”
1——__ REPONSVE  APPROACHES To WORK.

B =0

EVEN THOUGH \T WAS (ReATED FoR SOFTWARE DEVELOPMENT
THE PRINCIPLES (AN BE APPLIED IN OTHER COMPLEX —
ENVIRONMENTS AS WELL .

THE AGILE MANIFESTO * =

Individuals and interactions
over
processes and tools

Working software
over
comprehensive documentation

Customer collaboration
over
contract negotiation

Responding to change
over
following a plan

That is, while there is value in the items on
o btheright, we value the items on the left more.

| DON'T THINK THAT STUFF WILL FLY
WITH THE LECAL DEPARTMENT.

OR ANY DEPARTMENT, REALLY,

*https://agilemanifesto.org/



IN THE MORE TRADITIONAL ~PLAN-BUILD-EVALATE" WAY OF
WORKING THE RISK IS THAT You' PUT A LOT OF EFFORT AND

o RESOURCES INTO CREATING SOMETHING THAT BECOMES
0BSOLETE REALLY QUICKLY...

THIS IS NOT
WHAT WE NEED /

BUT... IT'S WHAT
NoU WANTED!

X DON'T TAKE THIS EXAMPLE LITERALLY. CONSTRUCTION INDUSTRY IS WHERE PLAN-BUILD-EVALUATE" KIND OF WORKS,



[CLASSIC PLAVBUILDEVALVATE PROJECT ]

PLAN PLAN PLAN PLAN
PLAN BUILD BUILD BUILD

[ AGILE PROJECT ]

BUILD § EVALUATE+PLAN ~ BUILD £ VALUATE +PLAN

BUILD EVALUATE+PLAN  BUILDY  EVALUATE+PLAN __ BUILD




THE TRADITIONAL WaY T6 RUN A PROYECT IS
Too SLOW FOR UNCERTAIN AND FAST PACED ENVIRONMENTS
— INFORMATION MOVES To0 SLOWLY | FEEDBACK LOOPS ARE FEWER.

Nig

WHY DIDA'T
YOU STEER
AROUND |T 2I?




AT AN ORGANISATIONAL LEVEL YOUR
STRATEGIC APPROACH BECOMES LEs ABOUT

GRAND PLANS

v bt AND MOREABOUT
- SMALLER ITERATIVE STEPS

VI R R

WE CAN'T REAM
THAT BUT WE

BUT T LOOKS
S0 UNGLAMOROYS

> v a THE NEXT POSSIBLE
¥ 4 "‘:‘ " BT THNG
4 : & 4 (GIVEN THE CONTEXT)



BUT |T LOOKS
OS S0 UNGLAMORO(S
O

A THE NEXT
| L~ POSSIBLE
\ L BEST THING

We let go of the present,
which we have in our power,
and look forward to that which
depends upon chance, and so
relinquish a certainty f
or an uncertainty.

SENECA THE YOUNGER,,
ROMAN  PHILOSOPHER
AND STATESMAN



CONSTANT SMALL LoCAL
DECISION MAKING AVD RESOURCE
ALLOCATION Could IN THEORY TR

THE OREANISATION INTO A SUPER
ADAPTIVE OR(AN|SATIONAL GREANISM |

AN ORGANISATIONAL
AMOEBA. WHAT AN
INSPIRING METAPHOR,




MANY PEOPLE ADVOCATE
THAT ORGAN ISATIONS ADOPT
A “PoRTFoLIO OF BETS”
APPROACH WHEN 0PERATING
IN UNCERTAINTY .

ARE YoU SUGLGESTING
| TAKE UP GAMBLING .



/f

|NCREMENTAL EXPERIMENTATION
DOES NOT MeAN DIRECTIONLESS .

YouR PURPOSE, YR WHY,

YouR. REASON TO EXIST
BE(MES E£VeN MORE IMPORTANT

IT HELPS YOU NAVIGATE.

BUT (T DOES NOT
DICTATE A DESTINATION.

YOy NEVER
ARRIVE |

NOT
RELEVANT.
THE PURPOSE
OF MY coMPANY
1S To STAY



l

ONTEXT

T0 CHANGE BENAVIOUR

\WHAT LOOKS LIKE A PEOPLE
PROBLEM 15 ACTUALLY
AN ENVIRONMENT PROBLEM ¥

CHIP & DAN HEATH

*From the Heath brothers' book Switch: How To Change Things When Change Is Hard



IN A COMPLEX ENVIRONMENT You
DON'T “SOLVE PROBLEMS", YOU INFLUENCE

THE ENVIRONMENT

(INCENTIVES, RELATIONSHIPS, SOUAL NeRHS,
PHYSICAL SPACE ..)

*

THE FRU STRATED
MANAGER WHO

WANTS EMPLOYEES
TO (OLLABORATE
\ITH EACH OTHER

<
BEHAVIOUR

*Or "constraints”.



THE PATTERNS ARE NOT RANDOM.

THEY ARE SHAPED BY SO CALED J /7~ (ONSTRAINTS
CONSTRRAINTS [ [can som enasLe
AND RESTRICT
WHAT'S PoSSIBLE

COMPLEXITY IN A SYSTEM.
PEOPLE LOVE THE
GARDEN METAPHOR

.. You (REATE
CoNSTRAINTS
IN THE SYSTEM.. .

RULE FOR
MISTAKES

... BUT THAT
S e
CONTROL. THE

v, . \_SSTEM...

*In complex systems, causality operates through constraints rather than through linear push-pull
mechanisms — you cannot identify a single causal mover because the system is shaped by context-
sensitive constraints operating simultaneously at multiple levels.



X
¥x

A BEAUTIFUL MARRIAGE OF 2 (ONSTRAINTS:

~ RULES OF THyMB:
) YIELD ON ENTRY

2) G0 NIty FLOW

[ SOCIAL NoRM Y
ENFORCEMENT




ENABLING CONSTRAINTS WORK BETTER IN
A COMPLEX ENVIRONMENT. Qo
W

R

GOVERNING (ONSTRAWTS | | ENABLING consTeATs |

ALLOW FOR ADAPTATION
RESTRICT BEHAVIOUR ] iwmuu GUIDING PRINCIPLES.I

B
_

A | Yy
ST TP
> -/g'




WITH CoMPLEXITY FRIENDLY APPROACHES
COMES INCREASED

AUIONOMY

THIS MEANS WE NEED EMPLOYEES WHO (AN

THINK

=NOT JUST EXECUTE ORDERS...

WHAT ¢/
ARE YOU ASKING ME TO
PUT IT BACk IN NOW ?!




Jeye
UN FORTUNATELY OUR ORGANISATIONS ARE STILL
MODELLED AFTER. [9TH CENTURY FACTORIES WHERE
TASKS WERE SIMPLE AND WHERE ONLY MANAGERS
HAD T0 THINK. THIS MAKES OR 6ANISATIONS STUPID,

‘IF SEFFICIENT” ORGANISATIONS PLAYED Foomu.]

TASK:
Kkick BALL
To YouR

TASK:
waiT FoR
BaLe From
NOUR RIGHT,

THE 8055 '® @ @
T { F i) 1 F THIS 08
THINKING = il TE SUCKS
EXECVTION —

*Referencing "Krasnovian football” in Stanley MceChrystal's book Team of Teams
- New Rules of Engagement For a Complex World



DUMB ORGANISATIONS TYPICALLY LAKK FEEDBACK
FROM THE DOERS TO THE THINKERS,

~ HERMETICALLY SEALED

EXECUTIVE PLANNING CUBE

| CAN SUBMIT
PROPOSALS
ONCE A QUARTER,

| CAN'T
PROPOSE
ANYTHING.

FRONTLINE
WORKER /‘
REPEATING



Jaguar was an unsuccessful Formula
One team owned by Ford, One reason
for its bad performance was the

company's decision making process,

comPANY H@
IN DETROIT

your request
to my boss

We would need
to make a change

ORGANISATIONAL
STUPIDITY IN
ACTION

However! When Ford sold the team to
Red Bull, their luck turned, Employees were
empowered to make decisions on the ground,

ok, well
start tracking
the change,

Shall we make
that change

to the front
wheel rim table?

The team went on to dominate
Formula One for four consecutive years.

Detail from the Future Business Formula comic:
www.businessillustrator.com/leadership-in-a-vuca-world-cartoons/



Move the authority where
the information is*.

AFTERALL,
I'M CLOSER TO

THE PROBLEM.

DAVID MARQUET
NUCLEAR SUBMARINE CAPTAIN

Never tell people how to do things.
Tell them what to do and they will
urprise you with their ingenuity * *.

US GENERAL GEORGE S.TATION

*From David Marquet's talk www.youtube.com/watch?v=0qmdLcyES_Q (Based on his book Turn
The Ship Around!)
**From General Patton's book War As I Knew It www.hoover.org/research/german-view-patton



GIVE ME EXAMPIES OF ORGANISATIONS
THAT ARE ABLE TO OPERATE
EFFICENTY AD ADAPTIVEL ¢!

T
QQ(}

SPECIAL OPERATIONS FORCES COMBINE STANDARD
MILITARY PROCEDURES AND ADAPTIVE, HIGHLY
AUTONOMOUS WAIS OF OPERATING.

(OPMANDERS TENT

N

THE

| TELL YoU WHAT To ACHIEVE AND

WHY IT MATIERS — You DECIDE HoW
TO ACHIEVE IT.

L OPERATIONS \NERE RUN LIKE A TRADITIONAL

A
\F S?EC - ERARCHICAL ORGANSATON

OOH.
BUT | FLED IN THe ENEMT SFOTIED V5.
THe" REQUEST FOR | HOPE THe ORDERS WWHAT DOES THE
ORDERS"FORM ON COME SooN | MANUAL A ABOUT

SITUATIONS LIKE THIS?



BWRTZORG 1S A LARGE DUTCH HEALTHCARE ORGANISATION THAT TRUSTS TS
NUESES T0MAKE DECISIONS AND MANAE THAR TIME IN SELF-MANAGED TEAMS.

TRUST, CONTINUITY AND CLINICAL JUDGMENT s MORE
IMPORTANT THAN TIME TRACKING *

HI ToM!
How's IT GOING 7

THE BA 1
PLAYING UP

*www.comnmonwealthfund.org/publications/case-study/2015/may/
home-care-self-governing-nursing-teams-netherlands-buurtzorg-model






YEAH WELL, HIgH LEVEL OF
AUTONOMY DOES NOT WORK
IN LARGE MANUFACTURING
FIRMS, THEY ARE STILL
RUN WITH TAILORISTIC
PRINCIPLES .

EXCEPT FOR
THE LARGEST
APPLIANCE MANVFACTURER
IN THE WORLD*

WE HAVE CREATED UNITS (M1(ROENTERPRISES)
THAT ARC SELF-ORGANISED VIA OUR
RENDANHEYI -MODEL. THIS ALLOWS UNITS
TO GRASP OPPORTUNITIES AS THEH ARISE

ZHANG RUIMIN
CEO OF HAIER

ThousaNDS OF MICRO-
TERPRISES (TeAMs OF ?)

- @

* 2000



IN SOME CASES IT MIGHT BE NORTH
To RETHINK THE WHOLE ORGANISATIONAL
MODEL . OTHERWISE YOU ARE JUST

REARRANGING THE DECK (HAIRS .

HOW COME WE
DIDN'T SEE THIS

(OMING/

INSTEAD OF ONE MASSIVE HIERARHIGAL “VESSEL’
\WWHY NOT HAVE A FLEET OF SMALLER
INTERCONNECTED VESSELS 7




BY AVTONOMY
YOU MEAN

SELF-MANAGED
ORCANISATIONS 7

MORE AUTONOMY THPICALLY

means r[a AN -Lever

AUTONOMY .,

HIERARCHY

SELF-DIRECTED ’

a TEAMS \L
G
f‘(emﬁ INTERNAL
INCUBATOR
Q O6
R SKuNK. WORKS
SELF-MANAGED
ORGANISATION
e



\WHATEVER THE ORGANISATIONAL STRUCTURE,

THE ROLE OF ﬁ?ﬂ_ﬂ@ T@M

BECOMES VER{ IMPORTANT.




IN PUPLIC POLICY LETTING THoSE (LOSEST To THE PROBLEM
DECIDE WHAT THE SOLUTIONS ARE 15 AN OLD PROPOSITION

BUT IT'S EASY TO LoSE THIS ABILTY WHeN Power Has
RESIDED QUTSIDE LocAL COMMUNITIES FOR SO LONG.

2

A core goal of public policy should be to
facilitate the development of institutions
that bring out the best in humans by
fostering trust and adaptive learning*.

*Elinor Ostrom Nobel Prize lecture: www.nobelprize.org/uploads/2018/06/ostrom_lecture.pdf



CONTINUQUS

LEARN




MANAGEMENT
REPORTIN 6

IN A COMPLEX ENVIRONMENT LEARNING, OR SI6NAL PROCESSING
To Y0U ENGINEERING TYPES ; BECOMES VR IMPORTANT.
MAKE SURE YOUR ORGANISATIONAL LEARNING LOOP IS
1) FAST eNoueH 1) ACCURATE eNoUsH &

3) HONEST enous To coreer eresks
BeFore THEY CoMPOUND.

QUARTERLY
TARGETS

4

FILT‘;& 3

- WHAT THe Boss




WHEN WORKINE IN AN UNPREDICTABLE
ENVIRONMENT YOU CAIN INFORMATION
BY EXPERIMENTING. THIS MEANS THAT..

M

_FAILURE IS _
FEEDBACK




| DON'T KNOW
WHY | BOTHER
SOMETIMES.

WE HAVE TO
BE HUMBLE AND ADMIT
OUR  MISTAKES.

NO WAY !
ADMITTING MISTAKES
MAKES ME LOOK LIKE
AN OVERPAID FOOLI

NO Wt IR No wat |
FEED | et
TO GET - The HicHesT PROMOTED .
0 Paip Person's o)

OpwioN %
(H1PPO) / G@%




LEARNING
HAPPENS

IN THE

GAPS

WHAT ~ToU W
THOUGHT WouLD

ACTVALLY
HAPPEN HAPPENED




WORK METHoDS DESI6NED
FOR UNCERTAINTY RELY HeAvI{ ON

FEEBBRACIS Loors.

BHO
g
3

f

é:»f‘%
PO

| (ExPe RiMENT)

%

\
el
~

BSE LW

MAKES
A LOT OF
SENSE !

W



ITS OF COURSE
ALWAYS EASIER TO

DRAW THESE FEEDBACK
LOOPS, THAN USE THEM
IN PRACTISE ..

U

4

©pol
(EXPERIMENT)



08 A VUSEFUL CONCEPT FROM SYSTEMS THINKING IS THE

*) X REINFORCING LOOP
=

SOME OF THESE

BEHIND SOME (OMMON PROBLEMS || DyNAMICS ARE SO FAMOUS
THERE ARE REINFORCING LOOPS THAT THEY HAVE NAMES LIKE
PARTICULAR BEHAVIOUR OR DECISION. OR “SUCCESs To THE SUCCESSFUL”

( RieH GET RICHER)

0, SON.
Here You 60, SoN HE MUST BE 600D ~HE 60T THAT

BI6 CONTRACT! LET'S HIRE HIM.

It’s not like this is a new insight: "For to every one who has will more be given,and he will have
abundance; but from him who has not, even what he has will be taken away”. — Matthew 25:29,



OH ! ARE YoU TALKING ABOUT

fd
IT USES NEAT DIAGRAMS AND
FEEDBACK LODPS |
So

YES AND NO.

SYSTEMS THINKING 15 VUSEFUL .
RUT REMEMBER THAT IF YOURE DEALING

WITH HUMANS COMPLEXITY [S NEVER
FAR AWAT..




DON'T GET ME WRONG: SYSTEMS THINKING
CAN B USEFUL. THE PROBLEMS
START WHEN PEOPIE THINK A SYSTEM
IS FULLY KNOWABLE AND MAFPABLE
AND THEY RELY TOO MUH ON (ONTROL
THROUGH LEVERAGE POINTS.

'I'HE SISTEM

HM.
[T STOPPED

W ORKING.

SHAME WE
BUILT OWR
ENTIRE STRATEGY

AROUND 1T...

@(E(S DEFENDS MoRE ON ADAPTIVE WACDJ

THAN OPTIMAL DESIEN .




BECAUSE OF FEEDBACK LOOPS
A SISTEM HAS A

IT'S THAT GuY
AGAIN WITH HIS
INANE IDEAS AND
(HARMLESS WAYS.
I'M GoW6 TO
| GNORE HIM




RELATIONSHIPS,
RELATIONSHIPS,
RELATIONSHIPS...




|F You ARE DEALING Wt A COMPLEX ISSUE
Nou NEED INFORMATION FROM AS MANY
ANGLES AS POSSIBLE. JoU (AN'T MAKE
SENSE OF (T ON YOUR OWN.

THAT'S WHY ITS
[MPORTANT T0 GET
LOTS OF DIFFERENT
PEOPLE INVOLVED.

FIGURE THIS

OUT ON MY
OWN - | HAVE
AN MBA.

00O



HMM. 1 WONDER |F
WERE  ACTUALLY DEALINE
WITH Y RATHER THAN X 7

&y

THe PRoBLEM

5
i

(&
--OUR WHOLE
APPROACH 15 wiRoNG |

GRLEL

-~

NB: THERE ARE DIFFERENT TIPES OF (OLWECTIVE INTELLIGENCE.
THeY ARE USEFUL FoR DIFFERENT TYPES OF PROBLEMS. FOR EXAMPLE:

FoR Wnungsg FoRr OPEN P
fea14800> B
86908 8§
8 46 64 § £




REMEMBER. THAT |NNOVATION HAPPENS AT INTERSECTIONS
00 —WHERE DIFFERENT PecorLE AND IDeas MEET.
S P

CuSTOMER

FRONTLINE

POST-IT
NOTES

~SOouR INNOVATION
TEAM 15 (JT OFF FROA
THe REAL WORLD

-AND THE REST oF
THE CoMPANY.

M
2R0 IMpac novATION TE°



UNBRID6EABLE
ORGANISATIONAL




THEY ARE OFTEN THE ONES WHO NOTICE WHAT
DOESN'T WORK AND ACTUALLY DO SOMETHING ABOUT IT.

P
=

| GET THAT YoU'VE

BEEN ALLOCATED A BUDGET
T0 TRIM ONLI YOUR SIDE OF
THE PITCH, RUT THIS IS
JUST SILLy...




THEY ARE
LESS DRIVEN BY MONEY AND

0o, ACKNOWLEDGEMENT AND MoRE BY
o A GENVINE DESIRe TO

(DNNECT PEOPLE .

YES, BUT CHAD HERE
Is MAKING ACTUAL

THEY ARE THE PeOPLE
WHO MAKe SURE CHAD
(AN KEEP 0N EARNING ASO
IN THE FUTURE 50 SHUT UP.,

&/

=
HeY You B,
SHOULD SPEAK l
To SO AND 50 .

NETWORK WEAVER,
SYSTEMS CONVENER, BOUNDARY
SPANNER, BRIDGE-BUILDER , CUTVRAL
BROKER, KNOWLEDGE BROKER, RELATIONAL
LEADER, CONNECTOR, COMMUNITY CATALYST,
SOCIAL BRIDGE.. .




THERE ARE PEOPLE WHO MOVE NATURALLY
BETWEEN WORLDS (DEPARTMENTS, DISCIPLINES, WAYS
OF THINKING) . YOU NEED THESE PEOPLE.

| DON'T PAY

PEQPLE TO HAVE
MULTIALE

INTERESTS!

&



THE LOAD-BEARING
MOBILITY uMITS
HAVE BECOME
STATIONERY.

THE |RRIGATION
SYSTEM IS
MALFUNCTIQNING |

FERTILISER
PRODUCTION
IS DOWN .

A change in perspective is
worth 80 IQ points*.

ALAN KAY,
COMPUTER SCIENTIST

* Another variation: "Context is worth 80 IQ points®



The environment people face is
put there by their own actions.
Environments are enacted,
not encountered.

KARL E. WEICK

The organism influences its own evolution by
eing both the subject and the object of evolution:

It is both the object of natural selection and
the creator of the conditions of that selectio

RICHARD C. LEWONTIN

An organization is not a system.
It is a pattern of interactions
between people.

There is no system to be acted upon;
there are only people interacting with,
each other in the living present.

RALPH D. STACEY

Relationships are all there is.
Everything in the universe
only exists because it is in
relationship to everything else.
Nothing exists in isolation.

MARGARET WHEATLEY

Earl E. Weick: The Social Psychology of Organizing

Richard C. Lewontin: “The Organism as the Subject and Object of Evolution.”, Secientific American, vol.239
Ralph D. Stacey, Strategic Management and Organisational Dynamics: The Challenge of Complexity to
Ways of Thinking About Organisations, 5th ed.

Margaret Wheatley:Leadership and the New Science



DIFFERENT FRAMEWORKS, METHODS & TOOLS MAKE DIFFERENT ASSUMPTIONS
ABOUT THE WORLD. THEY GUIDE YOUR [NTERPRETATION OF EVENTS.

IT TAKES MENTAL AGILIT‘! TO JUMP BETWEEN THEM.

=¥, '
BUT aunP Jou MUW

Al
éf%?%
o -
W’W}’f‘w £

bdww

*Quote from the statistician George E.F. Box
**Quote from the scientist and philosopher Alfred Korzybski



YOUR GOAL FROM NOW ON
IS To stek To HOLD TWO
OPFOSING |DEAS IN YOUR
HEAD AT THE SAME TIME
~-WHILE RETAINING THE ABILITY
TO FuncTioN *

*The test of a first-rate intelligence is the ability to hold two opposing ideas in the mind at the same time,
and still retain the ability to funetion. -F. Scott Fitzgerald



You CAN'T STRAIGHTEN THE WORLD FOREVER.

oo

é:’/ LEARN TO PBEND.




~ DOYOU WANT T0 USE

(ARTOONS FROM THIS BOOK
IN NOUR WORK ¢

V.

PURCHASE THESE AND OTHER
COMPLEXITY ~THEMED (ARTOONS AT

WINW. BUSINESS ILLUSTRATOR. COM / REALITY- CARTOONS

Ks - - - -

BASISHD

€50 OFF FROM NOUR
PURCHASE

— . P oy o T e, ame  — W — —

THANK. YOU FOR. SUPPRTING Mi CARTOON-POWERED
‘3} ATIEMPTS TO MAKE SENSE OF BI6, Messy ToPIcs.









