- Chowdnury

Systems

Thinking for
Management
Consultants

ntroducing Holistic Flexibility

~oreword by 4
Professor Michael C. Jackson Ol




Flexible Systems Management

Series Editor

Sushil

Department of Management Studies
Indian Institute of Technology ~ Delhi
New Delhi

India

Editorial Board

Gerhard Chroust, Institute for Telekooperation, Johannes Kepler University Linz,
Austria

Julia Connell, University of Newcastle, Newcastle, NSW, Australia

Stuart Evans, Integrated Innovation Institute, Carnegie Mellon University, USA
Takao Fujiwara, Toyohashi University of Technology, Toyohashi, Aichi, Japan

Mike C. Jackson OBE, University of Hull, UK

Rashmi Jain, Montclair State University, Montclair, NJ, USA

Ramaraj Palanisamy, St.Francis Xavier University, Antigonish, NS, Canada
Edward A. Stohr, Stevens Institute of Technology, NJ, USA

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

The main objective ofthis series on Flexible Systems Management is to provide arich
collection of research as well as practice based contributions, from different contexts,
that can serve asreference material in this upcoming area. Some ofthese books will be
published in association with &lobal Institute of Flexible Systems Management &

It will help in cross  -fertilizing ideas from different perspectives of flexibility SO
as to consolidate and enrich the paradigm of flexible systems management. The
audience for the volumes under this series includes researcher S, management

students/teachers, and practitioners interested in exploring various facets of
flexibility research and ~ practice.
The series features yve types of books:

Postconferenceolumessontaining peer reviewed high quality research papers
around a theme and clustered in sub  -themes that can act as good  reference

material.

Contributedthematicvolumesbased on invited papers from leading profes -
sionals, from academia aswell practicing world, containing state ofthe art on an

emerging theme.
Researchmonographdased on research work making a comprehensive con-
tribution to the body of  knowledge.

Books based on novel frameworks and methodolagresring new develop -
ments that are well tested and ready for wider application in research as well as

practice.

Business practices and case babedks documenting flexibility practices,
strategies, and systems in real life organizations.

The series covers multiple perspectives of flexible systems management; some
leading ones, inter alia,  are:

Holistic management of organizational paradoxes with systemic flexibility:
including various connotations such as ambidexterity, adaptability, responsive
ness, openness, customization, localization, agility, vitality, sustainability, etc.
Business agility infused by new information and communication technologies:
including volatile and virtual business, developments in information and com-
munication technologies generating IT agility such as cloud computing, social
networking, knowledge based systems, search technologies, mobile transac

tions, business continuity, disaster recovery, etc.

Managing innovation, strategic change and risk: including strategic change,
confluence of continuity and  change, strategic flexibility, strategy execution,

innovation in products/services, processes, management practices, and strate
gies, business dynamics, business uncertainty and associated risk, etc.

Flexibility in various operations for achieving busines s excellence: including
organizational flexibility,  ynancial flexibility, manufacturing flexibility, infor -

mation systems flexibility, marketing flexibility, operational and supply chain
flexibility, technology management flexibility, flexibility in busin ess
excellence/maturity models,  etc.

More information about this series at http://www.springer.com/series/10780
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Foreword

Rajneesh Chowdhury & book Systems Thinking for Management Consultasts
signi ycant addition to the literature on dsystems thinking § particularly because the
ideas it espouses are grounded on practical project work. They have emerged as a
result of reflection upon 15 years of personal experience undertaking management
research and consulting in India and the UK. These engagements have embraced a
wide variety of organisations in private industry, public health, professional ser-
vices and the charitable  sector.

Through considera tion of anumber of extended case studies, Rajneesh arrives at
the key concept of tholistic flexibility 6which he seesas underpinning effective
decision -making in today & complex world. Being ¢holistic 6means developing a
systems dstate of mind 6which enables the practitioner to chart interrelationships,
recognise emergence and work with and challenge different mental models
reflecting alternative boundary judgements. OFlexibility din an intervention means
staying nimble and adaptive in the face of constant change. A consultant must have
the capacity to think flexibly; marshal arange of approaches and tools (e.g.the
Viable System Model, Interactive Planning, Soft Systems Methodology); use them
in acomplementary fashion; and access avariety of resources in support of the
intervention. This concept of holistic flexibility is discussed in the context of studies
on social impact, organisation development and reputation management.

On the basis of the learning gained from employing holistic flexibility, he
develops and advocates the notion of aresponsible outcomes 6for systems consul -
tants. Such a professional standard requires consultants to ask questions about what
are the right things to do in a set of circumstances, as well as what might make an
organisation more efycient and effective. Focusing on responsible outcomes adds to
the normal duties of consultants the need to pay attention to creating systemic
beneyts for all stakeholders, foster emancipation and seek sustainable solutions.

He learned his systems thinking at the Centre for Systems Studies, University of
Hull, UK, ofwhich |was Founding Director. |am happy to endorse this book as a
yne example of the ccritical systems thinking 6(CST) approach developed at Hull. It
asks why certain systems approaches work in some situations and not in others. It
encourages the construction of multimethodologies capable of dealing with the

vii
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Viii Foreword

complexity of modern -day problem situations. And it includes ethical considera -
tions in contemplating the nature of the improvements it seeks to bring about. In
putting CST to work in original ways, in the practical context of management
consulting, the book provides an important example of the new wave of ccritical
systems practice 6which is now coming to the  fore.

Kingston -Upon -Hull, UK Michael C. Jackson (Order of the British Empire)
May 2019 Professor Emeritus, University of ~ Hull
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Preface

This book is a narrative of my experiences and experimentations with systems
thinking traversed over 15 years between 2003 and 2018.

| read systems thinking at the Centre for Systems Studies, University of Hull,
UK, after my higher education in sociology at the Centre for the Study of Social
Systems, Jawaharlal Nehru University, India. Looking back, | have always found
the use of the term dsystems din the names of both the centres of higher education |
went to an uncanny (I am using the word to imply mysterious) coincidence.
Sociology and systems thinking was a potent combination for me to appreciate that
social structures are the heart of everything we gothrough as alived -in experience
and that social structures are pinned on inherent seen and unseen interconnections
that exist between people, society and the ecosystem that give rise to emergent
behaviour of the system itself.

During my postgraduate education between 2000 and 2003, | had picked up
several projects that exposed me to complex settings where there were numerous
missing links and unexplained observations. My yrst project was to study the
worldviews of underprivileged students in agovernment primary school in New
Delhi, India. This was an on-ground qualitative project where | shared the space
with students, their parents and their teachers as part of their everyday engagements
fi in the classroom, staffroom, playground and morning prayers, and before and
after school. The second one was to understand public access and grievance
redressal in the Indian Prime Minister & Ofyce (PMO)in New Delhi. This was a
participatory research project where |took the role of a covert participant observer
to understand interactions, access and engagements in the natural settings in dif -
ferent ofycesof the Indian PMO. The third was to understand the state of economic
health and business forecasting for the tea industry in Assam (a state in the
north -east of India). This involved an analytical approach where Irelied on sec-
ondary research and applied system dynamics for business forecasting. The ynal
project was a business planning exercise with one of the foremost construction and
infrastructure  companies in the Yorkshire region in the UK. This was an action
research project where | spent time with the senior management ofthe company and
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worked directly on live projects involving planning, forecasting and management
reviews with an aim to make a positive contribution to the business.

These projects offered me exposure to a variety of sectors and settings that were
quite different from one another in terms of context, complexity, geography and
resource availability. As a student, although | had to use a rigorous research
methodology and asystematic approach in the problem structuring, Irealised that in
each of these social settings (I call these institutions fi education, business and
government fi social settings) systemic behaviours were not a summation of merely
the evident information collected from the yeld, but there was more to it! There was
an extent to which logic could explain certain decisions and outcomes in the
system, but many of the outcomes were unexplained and emergent asif from a
tlack boxa As astudent, | observed patterns that emerged that | could not explain
by rational arguments.

For instance, in case of the yrst project with the government primary school, the
institution catered to underprivileged children coming from backgrounds that were
ynancially challenged. When | interviewed the children and their parents together,
they would talk about the hardships they faced going through the education process
within their resource constraints. However, when | met the children as agroup
without their parents, the sense | gotwas more of optimism and positivity. They
would talk about their ambitions of entering a professional career and their dreams
included thinking of themselves as doctors, engineers, teachers or pilots. The
background that the children came from and what they would want to achieve had a
gap, but they did believe that their ambitions were possible. The children would not
talk of challenges towards achieving their dreams, unless they were with their
parents during the interview. The children & hbehaviour and responses changed from
one setting to the other. Behaviour itself does not form in isolation. It is an outcome
of a complex interplay of influences, baggage and meaning. Often these influences
change from setting to setting depending on who is or is not present in those
settings, as in the case of this research. As a student, this was a fascinating
observation to me, which | later understood as vicious cycles and emergent beha-
viours of a social setting, in anthropological parlance.

The second project with the Indian PMO was an eye-opener to me. From a
structure point of view, the institution was extremely well laid out for public access
and grievance redressal. However, the on-ground reality presented machinery that
was opaque, inaccessible, intimidating and purpose defeating. Numerous people, |
interviewed, noted that their plea for help when they were at distress turned out to
be more distressful as aresult of their interaction with PMO due to the derogatory
treatment meted out to them by some of the ofycials. As part of the thirty in-depth
interviews | carried out at that time, | heard stories of people from all parts of India
who had approached the public wing of PMO seeking support, but the resolution of
issues was afar cry for all. They were trapped in anever-ending web of bureau -
cracy and red tape with no light at the end of the tunnel. Although the structure of
public access and grievance redressal at PMO was created with a certain purpose,
the lived -in experience was very different and in fact anecdotal. At the end, it was
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not the structure in isolation that created the outcome, but it was the interactions and
interconnections in the system that made the difference, to the point where the
emergent behaviour of the system itself was self-negating.

The third project on business forecasting in the tea garden setting depended on
the simulation software | was using. Business simulation tools have become pop-
ular platforms for data crunching and complex analyses. More and more, organi -
sations rely on simulations and big data to make important decisions that touch
lives. Business simulations and analytics are common courses in business schools,
and so was the casein the school | went to. In my project, the simulations presented
several scenarios for the industry and | had to write arecommendation paper with
the analyses. However, in spite of using aworld -class software platform, this was a
completely esoteric exercise for me with no grounding on the actual realities. The
people who were involved and affected in the industry were not consulted, and the
project missed out fundamental considerations like rights of tea garden workers,
land registration issues and cultural norms that had been set over centuries with the
aboriginal population associated with the tea plantations. My project was amiss
reality and had no life, soto say. This simulation exercise was isolationist and
esoteric asit missed out the critical stakeholders that made the system. Although my
professors graced me with very good scores, | remember feeling hollow at the end
of this project.

The fourth project was with the construction and infrastructure company. The
yrm had arich legacy of over one hundred years and is very well established in the
Yorkshire region in the UK. As | attended meetings and joined the senior teams for
business reviews and planning, |was also given achance to be part of a committee
that had to decide whether the company would pitch for a public i private partner -
ship (PPP)project for construction and maintenance of alarge facility in the city of
Kingston -upon -Hull. What was fascinating for me at that time was to observe that
although all the data indicated that the company should not goahead with the
project, CEO still decided to pitch for the same. It was judgement based on mental
models that led to the decision, not just facts. These decisions were made by a
mindset that connected the dots, saw hidden dynamics and was able to seea future
that logical explanation was not able to show.

These exciting projects during my higher education helped me understand few
facts that | found to be fascinating at that time. Here is what | understood in
summary fi what we seeas an output in asocial setting is not a summation of what
we seeas inputs; there is always a tlack boxdwhere something gets added, deleted
or changed. Structures are only enablers; it is human beings that make or break the
deal. Any reality minus human consideration is incomplete. Judgement is not
straightforward; it is a web of interconnections fi sometimes clear and sometimes
unclear.

These were the early seeds of systems thinking that were woven into my thought
process through my higher education and experiential projects. And this served as
the foundation of whatever | went on to do as a working professional.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Xii Preface

After having worked as a researcher in the UK for close to a year, my keen
interest in systems thinking paved the way for me to be selected as 1 of the 15
Associates in the Knowledge Transfer Partnership (KTP) programme in the UK in
the year 2004, sponsored by the Department of Trade & Industry of the British
Government. The KTP programme sought to improve business competitiveness and
productivity through the better use of knowledge, technology and skills between
academia and the industry. My area of work was to facilitate technology adoption
and change management in the National Health Service (NHS) in the East
Yorkshire region. NHS is the public sector healthcare provider in the UK. | was part
of a complex ecosystem operating with various driving forces such as regulatory
bodies, medical experts, administrative personnel, audit committees, patient groups
and private technology players, amongst others. For the yrst few formative years as
aworking professional, |applied avariety of systems methodologies in various
settings for problem structuring, consensus building, change facilitation, profes -
sional capacity building and impact assessment. The complexity that NHS pre
sented was afertile ground for me to apply systems thinking on the ground.

Working extensively with people in change management in the NHS enabled me
to make anatural segway into human resource (HR) consulting in India. |received
the opportunity to work with leading yrms such as PricewaterhouseCoopers  and
Aon. My focus on people -centricity and strategic alignment led many of my con-
versations edgeon the topic of people and change management, and organisational
development (OD). Organisation consulting with a focus on creating effectiveness
through people was at the heart of my work for several years. Working in the OD
space, it was imperative for me to constantly critique my own boundaries for any
client advisory. Initiatives in the space of organisation effectiveness, performance
management, leadership development and employee engagement needed connect -
ing the dots, approaching problems creatively and considering people at the centre.
It was apt for me to apply systems thinking through several of my projects. During
that period, one of my clients happened to be aleading public relations yrm called
The PRactice that | later ended up joining to give shape to the yrm & vision of
stakeholder engagements for its clients and the industry. With my experience in
consulting across sectors and geographies, | was soon absorbed in working in the
space of reputation management and building stakeholder engagement models for
clients advisory. This was also the time, | got closely involved in client advisory for
social impact projects including those pertaining to development sector institution
building, Corporate Social Responsibility (CSR), funding strategies, and notfor -
proyt branding. Looking at interconnections, thinking holistic, dealing with
uncertainty and keeping an eye on emergent behaviour fi systems thinking (phew!)
fi were at the core of all my work in corporate reputation advisory. And soitisas|
write this  book.

The movements in my career have been by chance and not by design. Systems
thinking has been the connecting thread to see me through this journey. Luckily
enough, each of the places | have been through during my career offered great
opportunities  for me to live the discipline in various ways and forms.
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As | worked through my various avatars, |realised that systems is a state of
mind. The ability to seeinterconnections and the capacity to constantly critique our
own boundaries, asmuch asit can be facilitated by frameworks and models, is more
a function of how we think, perceive and believe. Being a systems thinker is a
matter of evolution. What would have confused me during my projects at the time
of my higher education seems more clear today than it was at that time. Atthat time
when |tried to look for logical answers in some cases, | failed. When | felt hollow
because something was amiss in a project, | now know why. In retrospect, | realise
that every social setting is a play of interconnections f some seen, some unseen. It
is not the parts ofthe game that are important, but the interconnections themselves
that make the game what it is. Taking an analogy fi you may have the turf, the
boundaries, the goalposts, the boundary markings and the football, but this does not
make the game of football. It is the interaction, the yght, the competitiveness and
the spirit fi in other words, the interconnection fi of the players in that setting that
makes the game.

The whole is more than the sum ofits parts. This is the idea of holism, which is
at the core of systems  thinking.

Through training and life experiences, one can be groomed into becoming a
systems thinker. Once a systems thinker, is always a systems thinker.

Much later in my career, | was introduced to flexibility as aformal concept.
I understand flexibility as the ability to stay nimble and adaptive at the wake of
changing situations or being able to reinvest oneself in thought and in action within
the same situation. It is the ability to be comfortable with change, to seamlessly
think and apply with a great variety, to be agile and to appreciate and absorb
unforeseen circumstances without creating shock for the system.

When | started reflecting back on the learnings from systems thinking and
application in the light of flexibility, |seem to ynd great complementarity between

the two. It is flexibility of thinking that ignites the curious mind to question
boundaries and challenge reductionist thinking. It is flexibility of methods and
frameworks that enables a systems interventionist to work with accommo dation and

ease in complex environments. It is flexibility of resources that empower
decision -makers and change agents actually bring about systemic change.

It is this consummate relationship between systems thinking and flexibility that
ignited the idea of this book. In all humility, my experience allows me to appreciate
the intersections of holism and flexibility within the systemic mindset. My constant
deliberations with myself and bouncing off this idea with my colleagues in aca-
demia and consulting reinforce my belief that an optimal systemic mindset is at the
intersection of holism and flexibility (I use the terms dstate of mind 6and dmindset 6
interchangeably). The views in this book follow a practitioner -led yrst-person
narrative based on my experiences and experiments with systems thinking as a
management consultant.

Asystems mindset is essential for senior management, policymakers and change
agents to seethrough the increasingly complex world welive in. Today, we are at
an inflection point where a new world order is emerging. Automation and robotics
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is making us think about our future ofwork. The digital onslaught is compelling us
to think about our own identities. Emerging social patterns are reshaping how we
imagine our societies and relate with one another. Rapid depletion of the global
commons is leading us to think if humanity & rampant pursuit of wealth is even
worth it. Arebirth of the far-right is challenging what democracies have sought to
achieve in the last half acentury. Asystems state of mind can provide an invaluable
lens to understand and approach this new reality.

This book is divided into three parts with each part having a distinct focus. It is
to be noted that systems is an all-encompassing yeld. This book, however, focuses
on systems thinking for management and more speci ycally informed by my
experience in speci yc areas of consulting. References from other disciplines are
made and ideas for application on yelds outside management are provided; how -
ever, the focus of this book primarily is on enabling management effectiveness and
better decision -making.

Part | sets the context by introducing the theories of systems thinking and
flexibility. Although this is a practitioner -focused book drawing on my own
experience of systems thinking, the basic theoretical concepts are introduced in this
section sothat coherent linkages can belater drawn between the practical casesand
the origins of the interventions that have been used.

This part has three chapters.

Chapter 1, System3hinking explains systems thinking and its relevance. Key
concepts are introduced, along with a narration on the shift from reductionist
thinking to systems thinking. |refer to some seminal work in the yeld and lead a
discussion on the establishment of systems as a discipline.

Chapter 2, Flexibility, introduces the concept of flexibility and its relevance in
management. It explores what flexibility means in different contexts. Select
approaches in flexible systems management are introduced along with adiscussion
on its application  areas.

Chapter 3, Intersection of Systems ifking and Flexibility: A Methodological
Perspectivetalks about the complementary nature of the two from a method -
ological standpoint. A systems thinker needs to be flexible and a flexible thinker
needs to be systemic, keeping in mind the larger vision of the system. Select
frameworks and meta-methodologies are brought to light that brings to light this
complementary nature and how the interventionist can optimise this intersection on
the ground. This chapter sets the tone for the rest of the book.

Part Il draws from my own experience of using systems thinking in practice.
This part is application -oriented. Narratives of select cases have been presented,
some of which have seen success, some not so much and some that need further
deliberation. The cases have been explored from alens of holism and flexibility.

This part has ten chapters, and | believe this is the most exciting part of this
book.

Chapter 4, HealthcareKnowledgeManagemenandProblemStructuring draws
from my experience ofthe application of Viable System Model (VSM) for problem
structuring in the context of healthcare knowledge management in the UK National
Health Service (NHS). References will be drawn from my journey of the project
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initiation and how | built the case for problem structuring, followed by a discussion
on the choice of method and its ~ deployment.

Chapter 5, From Barriers to Boundaries: Learnings from a HealthcareRmoject
Failure, presents a case study that describes my experiences of introducing a
multilingual  patient information system in a UK Primary Care Trust. | present a
number of issues that | encountered in working under the constraints of a large
bureaucratic set-up and those related to the design and deployment of the project
that | believe resulted in its lack of satisfactory closure. I'build an argument to make
a mental shift for managers to move from a mindset of barriers to that of
boundaries.

Chapter 6, Strategic Convergence: Overcoming Differences in a Professkmtap
presents a discussion on the application of two systems methodologies i Soft
Systems Methodology (SSM) and Strategic Assumption Surfacing and Testing
(SAST)ii in practice for the development of anormative approach to healthcare
information systems. Experience of using these methodologies is shared to bring
about convergence of two kinds of rationalities fi procedural and substantive fi in a
complex professional setting involving clinicians and managers.

Chapter 7, Building Systemic Capability in an NGO Settipgesents a case study
of a consulting project for a non-government organisation (NGO) at the cusp of
growth and transformation. A systems approach called Interactive Planning was
used for this speciyc project to help the organisation articulate the strategic direc -
tion for the organisation and work towards amodel to make it sustainable and ready
for the challenges of the future. This was the yrst recorded case of the use of
Interactive Planning in South Asia.

Chapter 8, Organisational Collaboration in a Professional Services Fipre -
sents a case of the use of multiple methodologies for a consulting intervention in a
professional services yrm in India. The problem situation presented by the client
was lack of an effective organisation structure and fragile internal networks that was
affecting the organisational performance. | will talk about how | engaged with the
client in an in -depth organisational development and leadership effectiveness
intervention informed by the fundamentals of critical systems thinking.

Chapter 9, From Restructuring to Optimisation: Enabling a Sakesd Marketing
Function shares reflections from a select engagement that | had
undertaken for a manufacturing company in India. The engagement focused on
aligning its organisation structure and arriving at an optimal workforce mix to
enable the organisation to stay competitive in the future. The discussions revolve
around the complexities involved in the project and how we managed to change the
tone of the engagement from restructuring to optimisation.

Chapter 10, AHolistic Approachto Employed&ngagemenshares perspectives
on how to approach employee engagement in a holistic manner in alignment with
the vision of an organisation. [will introduce select models of employee engage-
ment from leading consulting yrms globally and delve into a major project | had led
in the yeld for the India business of a global company. The key stages of design,
study deployment and action planning will be discussed. | will talk about the
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systemic nature of this approach and how flexibility played an enabling role both in
the process and for the outcome of the project.

Chapter 11, Sustainable Urbanisation and Community Engagepndmatvs from my
experiences of conceptualising and managing a community engagement pro-
gramme for aleading multinational corporation in India. This programme was
designed keeping in mind sustainable urbanisation asthe key business imperative
for the company. A multi -stakeholder programme was designed and implemented
keeping in mind the principles of Social Systems Design. Experiences and learning
from this programme are presented along with key takeaways to highlight how
citizens 6 empowerment and community involvement can enable urban planning and
implementation.

Chapter 12, Electronic Public Health and-&overnancepresents a conceptual
model for the development of an electronic public health platfo rm for India to cater
to the challenges of linguistic diversity and prevalent illiteracy in the country. This
can be considered asaproblem structuring method for acomplex situation using the
postmodernist systems  lens.

Chapter 13, Micro-insuranceand CommunitfEngagementbuilds on my pre-
vious work on creating a conceptual model for micro -insurance design and
implementation, with the objective of enhancing community engagement in
micro -insurance projects. Alive case study has been explored under the aegis of a
leading service provider in India. The lifecycle of a project has been critically
evaluated from a community engagement perspective leading to a discussion on
how systems approaches can make this more effective. As part of my critique of my
previous work, | present some new insights around systems change and policy
advisory.

Part Il is meant to explore some consulting considerations. It brings together the
perspectives, experiences and insights presented through the book and culminates
in the idea of ¢cholistic flexibility & It brings forth adiscussion on why the systems
mindset is important for the new realities that planners, managers, leaders and
regulators ynd themselves in. Pertinent topics for consultants are discussed in the
ynal chapters where holistic flexibility may be applicable; the speciyc topics have
been chosen given my interest and exposure in these areas.

This part has four chapters.

Chapter 14, Holistic Flexibility, discusses systems as a state of  mind at the
intersection of holism and flexibility. | call this ¢holistic flexibility & I will deyne
what is holistic flexibility and discuss the characteristics required by aconsultant to
display the same. | will talk extensively about the responsibilities of a consultant to
deliver outcomes that create systemic value  -add, foster emancipation and drive
sustainable solutions.

Chapter 15, Sociallmpact presents a discussion on some of the key consider -
ations that social impact consultants need to bear in mind. For social impact
interventions to yield results, change makers and consultants need to adopt a sys-
temic mindset to navigate through issues that exist and evolve in complex nodes of
cross-cutting interactions of subsystems that are seen and many more that may be
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unseen. When it comes to social impact consulting, dimensions associated with the
same can beendless, interactions within these dimensions can be ambiguous due to
the socio -cultural influences, and issues often revolve around addressing basic
rights of human beings. | will argue for collaborative dialogue between change
agents and cross-pollination of ideas as important elements for successful social
impact inter ventions.

Chapter 16, OrganisationalDevelopmentleads a discussion on the situations
and contexts for consultants working in the yeld of change management and
organisation effectiveness interventions. | will focus on alignment of the people
function with the overall organisation and business; in this context, |will work
towards a reference framework that | call &systemic OD matrix 6 | will introduce a
phenomenon called personas for consultants to understand their client psyche and
engage with them more  effectively.

Chapter 17, Corporate Reputationdraws from my experiences of working  in
the public relations industry. In the wake of the new reality for organisations in a
24*7 news cycle, citizen journalism, the digital revolution and hypertransparency,
public relations yrms need to be seen more as custodians of reputation. |argue that
stakeholder engagement is the cornerstone to building corporate reputation. | will
talk about arevisit of the role of a public relations consultant for the profession to
stay relevant in the current market realities.

As | traversed my journey of writing this book, | often got asked the question
whether | am aresearcher or a consultant. This is a tricky one as there have been
some cases | have done consulting work without any research intent, some, where |
knew from the beginning that the case would offer an excellent research platform,
and still some, where | have realised retrospectively that the case could contribute
signi ycantly to the existing body of knowledge. Hence, there is no straightforward
answer to the question that | get asked. Research to me is a creative process of
engaging with my formal training, academic interests, consulting opportunities and
my endeavour to create better solutions or futures. Bell and Thorpe (2013) talk
ofthe ideal type of a Ccraft researcher 6for whom dresearch is acreative aswell asa
technical -rational act; an art as well as a science. This requires not only skill and
training but also a sense ofimagination and the ability to switch perspectives in
order to build up acomplex picture of management. It can eveninvolve an element
of calculated risk, breaking away from established ways of doing things to enhance
the possibility of learning something newa | have brought in systems approaches in
my deliberations and projects, and have exercised considerable flexibility in
experimenting with the same as | have come along, working within ethical
boundaries and objectives of project mandates. My work brings together both
method and creativity in an experimental platform to come up with my own per-
spectives and theories in systems thinking. Asacraft researcher, learning has been
central to my work. And this requires risk -taking, transparency and support from
peers and colleagues.
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XViii Preface

Hope the reader enjoys the perspectives and arguments that | have brought
together in the form of this book. I intend to keep the deliberations live on
www.holistic pexibility.com . | will be delighted to welcome your thoughts on
rajneeshchowdhury@gmail.com

New Delhi, India Rajneesh Chowdhury
May, 2019

Reference

Bell E, Thorpe R (2013) A very short, fairly interesting and reasonably cheap book about
managementesearch Sage, London.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
http://www.holisticflexibility.com/
mailto:rajneeshchowdhury@gmail.com

Acknowledgements

I am grateful to afew people who have provided their support and guidance to me
through my education and professional life that has culminated in this book.

My parents who made it possible for me to study sociology and systems thinking
at institutions  of excellence, and my sister who has always been on my side through
all ups and downs of life. Without their encouragement and support, nothing would
have been possible. Thank you Bou, Deta and Hiya!

My teachers who have played a signi ycant role in shaping my perspectives on
systems thinking, namely  (in order of yrst name) Amanda Gregory, Ashish  Dwivedi,
Avijit Pathak, Dipankar Gupta, Jose Rodrigo Cordoba -Pachon, Michael C. Jackson,
Norma Romm, Peter Fryer, Peter Murray, Ruth Butler, Steve Clarke, Subas Mahapatra,
Susan Visvanathan, Sushil, Ted Geerling and TK Oommen, to name afew. Special
mention of Michael C. Jackson and Amanda Gregory, whose support and guidance to
me on the subject have been invaluable. Tome, their names are synonymous with
systems thinking. It gives me a great sense of pride to have Mike & foreword for this
book. I am thankful to Sushil for giving me the opportunity to publish this book as part
of the series on Flexible Systems Management with Springer.

| have talked about arange of consulting cases in this book. Through the various
engagements, |have worked with several colleagues as mentors and team members.
Iwould speciycally like to acknowledge the names of (in order of yrst name) Aditi
Paneri, Ajay Soni, Alan Nobbs, Ambrish Rastogi, Ashu Sabharwal, Bharat Kundra,
Chandan Shet, David Dror, Deepankar Medhi, Gaurav Markanda, Kate Guthrie,
Lokesh Nigam, Miguel Queah, Mike Wistow, Nandita Lakshmanan, Neil Wade,
Nihar Jangle, Niharika Ghadiyar, Pia Khanna, Prashant Srivastava, Ruchi
Sachdeva, Sameer Rajadnya, Sumit Sethi, Sushant Upadhyay, Sylvia Mason,
Tulika Shankar, Vikas Verma, Vivek Rana and Zai Bakshi. Apologies for any
names | may have missed out.

Last but not least, my gratitude to my extended family, friends and well-wishers
for their support and for bearing with my absence through the time when | was
focusing on this  book.

XiX

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Endorsement

Clients

OThis book is a unique  contribution to systems thinking where Rajneesh
Chowdhury presents awide range of case narratives culminating in his idea of
olistic flexibility @ Through the discussions, the author convincingly argues for
the case of Gesponsible outcomes 6for management interventions that is much
needed for corporations, not-for-proyts and governments operating in the current
day. Insights presented in this book can have far-reaching impact in the areas
presented, and beyond. 6
fi Zenia Tata, Chieflmpact Ofcer, XPRIZE Foundation (USA)

(Rajneesh Chowdhury @ book brings to the forefront some of the most critical
aspects required to build organisations that are meaningful, responsible and sus-
tainable. 1am convinced of his abilities to navigate complex situations and his
capacity of advisory on responsible outcomes for businesses. It is this yrst -hand
experience that Rajneesh leverages that makes his arguments in the book con
vincing and excitingto  read. 6

fi Dr. P.Mohamed Ali, ViceChairmanandManagingDirector, GALFAR

(Oman)

(Rajneesh Chowdhury touches upon arange of exciting case studies in the yeld of
organisational development, employee engagement and change management.
Particularly exciting is the &ystemic OD matrix 6that he arrives at as aresult of his
experiences and learnings. His insights will be greatly beneycial for consultants and
managers working in this ~ yeld. 6
fi Sanjay Mitra, Organisational Development Consultant and Past GloHehd
of Human Resources, GlobalLogimdia)
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OThis book addresses key issues on how organisations can and should operate
responsibly to build and safeguard their corporate reputation. Having worked with
consultants for several years and having myself provided consulting services
extensively, |can say that the ideas proposed in this book will serve as a strong
reckoner for the consultancy  industry. &

fi Pierre Cardinal, President, Axel Strategies (Canada)

Industry Experts

(Rajneesh Chowdhury takes the reader through a comprehensive journey of
understanding the relevance of systems thinking for consultants and change makers.
Rajneesh & argument on building &esponsible outcomes &for change interventions

brings in an onus to systems consultants to work towards solutions that are
meaningful and sustainable. This is especially so at atime when we are moving to
agile methods of driving change. This book is a signi ycant addition in the literature

of management consulting, for students and practitioners of this science. 6

fi Gopal N Sarma, Partner, Bain & Company (India)

an his book, Rajneesh Chowdhury bridges his academic background in systems
thinking with his professional career in management consulting. An eye-opening
journey through awide spectrum of cases and systems thinking approaches, ynally
introducing his own theory. This book is going to change the way we think about
improving social structures. A must -read for any management consultant or any
change agent. 4

fi Dr. Nihar Jangle, Advisor, Climate Risk Insurance, GIZ (Germany)

(Rajneesh & perspective asaglobal executive with avast background of applied
consulting expertise makes this book a must read. His viewpoint on interconnect -
edness is areminder that one cand just solve complex problems using asingle blunt
instrument or line of thinking. He lays out a practical framework for learning
systems thinking and then applying it across different scenarios and industries.
Working with Rajneesh over anumber of years has given me the chance to apply
his leading edge perspective to what | thought were our client & unique problems.
He always has great new ideas and you will get many by following him along his
journey of continuous  learning. 6
fi Justin Greeves, ExecutiveVice PresidentGlobal Researct& ServicesPorter
Novelli, Omnicom GrougUSA)

(Cobra effect alludes to the adverse counter intuitive outcomes of policy decisions
adopted in and for societal entities. The latter are characterised by aplethora of
inter - and intra -connections that are determinants of the outcome, but are often
missed out in the solution design. A perspective that combines systems approach,
which mandates holism, and aflexible mind setis, perhaps, the only check against
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such contrarian eventuality. Rajneesh, through an eclectic mix of real life assign -
ments, presents such problem situations and solutions developed, with systems
perspective. An interesting read for professionals entrusted the task on managing
societal entities. 6

fi Prashun Dutta, AuthorandPastChiefinformationOfycer,TataPower(India)

Academia

dn this illuminating book | seethe story of an extraordinary journey the author has
undertaken. Through aseries of case studies enriched by participatory engagement,
the central argument the author has made is pretty convincing: Gystems dis a Gstate
of mind 4§ and it requires &he ability to seeinterconnections and the capacity to
constantly critique our own boundaries @ Here is a book fi written with clarity and
conviction fi that is bound to make the students of management realise the need for
cherishing &lexibility 6to adapt to the changing  reality. 6
fi Avijit Pathak, ProfessorCentrefor theStudyof SocialSystems]awaharlal
NehruUniversity (India)

0A compelling book on using systems thinking in managing complex problems told
through the author & personal work experiences. Managers in many areasfi
healthcare, ynance, smart cities, community development, and others fi should have
this information and will be well served by the examples in this book. 6
fi Piyushimita Thakuriah, DistinguishedProfessorRutgerdJniversity,and
Dean,BlousteinSchoolof Planningand Public Policy (USA)

dn Systems Thinking for Management Consultants: Introducing Holistic

Flexibility, Chowdhury provides a comprehensive insight into the world of systems

thinking. Practitioners will appreciate the accessibility of managerially -relevant

ideas with their potential to inform business practice while academics will ynd this

volume very useful in undertaking an initial foray into the world of systems

thinking. A welcome addition to the world of systems thinking. 6

fi Vishal Kashyap, ProfessorSchoobfBusinesg&conomic#: SocialSciences,

University of GrazAustria)

A much needed book that shows ajourney in systems thinking and provides lots of
practical insights informed by rigorous thinking and methodology in adiverse set of
situations. It will appeal do many researchers and consultants in applied systems
thinking and all the different areas covered. 6
fi José-Rodrigo Cérdoba -Pachén, AssociatdProfessorSchoobfManagement,
Royal Holloway University of Londo(JK)
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OThis is a valuable practitioner -oriented book pinned on the strong theoretical
foundations of systems thinking and flexibility. The author presents highly
engaging narratives ofhis consulting journey by presenting arange of valuable case
studies and touching upon pertinent topics. This book is highly recommended for
systems thinkers and  practitioners. 6
fi Norma Romm, ProfessorSchoobfEducationalStudiesiUniversityof South
Africa (SouthAfrica)

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Contents

Part | Theoretical Deliberations

1

XXVi

Systems THINKING ..evviiiiiiii e 3
11 INtrOUCEION .o e s 3
12 Origin of Systems  ThinKiNg ... e 3
121 The Reductionist Approach ........ccccocviviciies vevinns 6

122 Shifttoa Systems Approach ... ... 10

123  Complexity Theory ....cccccovviiiiiiiiiciiis veeeeiieeeen 12

13 The Making of Systems asa Management Discipline ............. 14
131  Katz and Kahn & Organisations as Open Systems ...... 16

132 Senge and the Fifth Discipline .......cccooovivniiinennnn .17

133  Total Quality Management .......ccccocviiviiiins veriens 17

134 Ackoff and Purposeful Systems .........ccccnviiiinin. 18

135 Capraand Ecological Systems ... . 20

136  Ashby and Cybernetics ......cccooccvieiiiiiiis vevivenn, 20

1.3.7  Churchman and Social ~ Systems Design ..........c........ 21

14 Systems Thinking TOday .....ccccovvviiiiiiiiiiiis e 23
1.4.1  Adoption of Systems as a Discipline .............cc.c... 23

142  Challenges of a Systems Thinker .........c.ccoovvennn. 24

15 CONCIUSION 1ot e e 26
REFEIENCES ..ot e e 27
FIEXIDIIEY  ooeeeeeeie et 29
2.1 INtrOdUCHION .o e s 29
2.2 What IS FIeXiDility .....cccooiiiiiiiiiiiiis e 30
22.1  Flexibility and Systems Thinking .........cccccccevnene. 30

2.2.2  Flexibility with Authenticity ........cccccoviiiiiiniinn .32

2.3 The Flexibility DISCOUISE ...cccoviiiiiiiiiieiiiiieis e 35
231  Flexibility and Manufacturing .......ccccoeeveieienenn. .. 36

232 Flexibility and Management ... oo 37

2.3.3  Flexibility and Organisation ~ DesSign .......c.cccceverernenn 39

XXV

Contents

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

2.4 Dangers of INpexibility .....ccoovivviiiiiiiiiiis v 44

24.1  Detroit and the Fall of @ City ....cooovvviiiiiiiiiies e 44
242 Nokia and the Fall of a Pathmaker .........c.cc.cccooovrnnnnne. 45
243 Achieving the Right Balance .........ccooviviiins v 47
2.5 Flexible Management PractiCes ... ovvversnsssnsesnnns 47
25.1  Diversity of Thought ......cccccviiiiiiiiiiis v, 48
252  Returnon Flexibility Investment ... e 49
2.6 Risks of FIeXIiDility .....ccccccviiiiiiiiiiiiis e 51
2.7 CONCIUSION oo e ereenseseeenannens 53
REFEIENCES ..ot e e 54
Intersection of Systems Thinking and Flexibility:
A Methodological Perspective ..........cooeeiieeiiieiiie e 57
31 INFOAUCHION oot e e eeseneens 57
3.2 Paradigms in Management ~ Science Research ........ccooeevevirvennnen. 57
3.3 Paradigmatic Accommodation for aComplex World .................. 60
3.3.1  Flexibility and Multimethodology in Management
Systems RESEAICH ... e 62
332  Flexibility in Use of Systems Methodology ................... 63
34 Postmodernism and Its In puence on Management Systems
RESEAICN ..viiierccecitieis v e 65
341  What IS POStMOAErniSM ....ccccovvivvviiiniiiiiees v 65
3.4.2  Postmodern Systems Approach ... e 66
35 Critical Systems Thinking (CST) .ccvcvvvvviiiiiiiiiiee e 69
3.6 Total Systems Intervention (TSI) .cccoevvviviiiiiiiiiiiiies e, 74
3.7 CONCIUSION et e e 78
REFEIENCES ..viiiiiiiicecciiiis e e 79

Part Il Case Narratives

4 Healthcare Knowledge Management and Problem Structuring ........... 83

41 INFOAUCHION oot e cerereeereeseneens 83

4.2 Healthcare Knowledge Management (HKM) .......cccooeviininnnnn. 83

42.1  HKM and Systems Thinking .......ccccccvvvviiiiiicies e 85

4.2.2  The Situation Under Consideration .........c.ccoeevnneen. .87

4.3 The Context for  Problem Structuring ..o cveeieens 87

4.4 Viable System Model (VSM) ...ccooviiiiiiiiiiiiiii e, 89

45 VSM Of FErens PCT...covviiiiiiiiiiiiiiiiiiiiiiie vvrinenenennnnnnnnnnn 91

451  System Identi YCatioN .ccoccovivvieiiiniiiiiees s 92

452  System DiagnoSiS ..o e 92

4.6 DISCUSSION .o ettt einrne oeeneeseienesees 103

4.6.1  Implications for HKM ... e, 106

4.7 REPECHIONS .o s e, 107

4.8 L00] o310 PP 108

REFEIENCES ...vviiii i et eereereee s 109

Contents XXVii
5 From Barriers to Boundaries: Learnings froma  Healthcare

IT Project Failure ......ooooeeiiiiieeiiieee et 111

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

5.1 INEFOAUCHION oo e e 111
5.2 Organisation Background ... vovvnnveesssiennnnns 111
5.3 Setting the Stage ... e . 113
53.1  IT Projects and Related Challenges ........c.cccoeevvnnnn. 113
532  ITin Healthcare .......ccccovviviiiiiiies e 115
53.3  Project Background ... e 117
5.4 The On-Ground ProOJEC ...cccivvciiiiiiiiiiiis e 119
541  The New Technology .....cccccvvviiiiiiiiiees cvveviieen 119
542 Deploying the SYStem ..o ceevieenien, 120
543  Project Evaluation ... i, 122
544  Organisation Reality Following the Event ................... 124
5.5 Analysis of the Project Failure .......cccocoeviviiiiiiins evvveiinnn, 124
55.1  Patterns of Thinking in Information Systems (IS) ........ 124
552  APerspective on Why the Project Failed .................... 126
553  What if the Pattern of Thinking Was Strategic ............. 128
55.4  Power-Based Pattern ... v, 132
5.6 Barriers t0 BOUNArES ......coccvvrvieiiiiiiiniis v 135
5.7 CONCIUSION oo et e 136
REEIEBNCES ..o e s 137
Strategic Convergence: Overcoming Differences in a Professional
1] (1] o IR 139
6.1 INFOUCHION oo e e 139
6.2 The Context Under Consideration ... evvveevenenenns 140
6.2.1  Interpersonal Dynamics ........ccccvvviiiis wvrvvviinieenns 140
6.2.2  Rationality and Change Management
fOr MaNAQErS ..o e 142
6.2.3  Personas at Work .......ccccocevviiiiiiiiins v 143
6.3 Critically Evaluate the Substantive Rationality
and Establish aCommon ViSiON .....cccccoovveiiiiiieiiis e 145
6.3.1  Soft Systems Methodology (SSM)in Practise .............. 146
6.3.2  Repection onthe SSM........ccccevviiiiiiiiiiiiis e, 156
6.4 Address Procedural Rationality by Collaboratively Coming
up with aNormative Approach for Healthcare IS .................... 159
6.4.1  Strategic Assumption Surfacing and  Testing
(SAST) et e 160
6.42  Repections onthe SAST ... e 175
6.5 Strategic CONVEIGENCE ..o e 178
6.6 CONCIUSION e et e 179
REFEIENCES ..o e s 180

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

XXViii

Contents

Building Systemic Capability in An NGO Setting  ..............
7.1 Introduction ... ...
7.2 About UTSAH . .. ..
7.2.1  Birth of UTSAH
7.2.2  The Formative Years
7.3 Emerging Requirements at UTSAH . ...................
7.4 The Methodology Chosen ...........................
7.4.1 Interactive Planning .
742 Theoryof Change......... ... ... ... ......
7.5 The Intervention . ....... . ... . ... . ... ...
751 Formulatingthe Mess ........... .. ... ... ....
7.5.2  Ends Planning
753 MeansPlanning ............. ... ... .........
7.5.4  Resource Planning
7.5.5 Design of Implementation and Control ............
7.6 Repection . ... ... . .
7.6.1 Planning that Is Realistic and Practical ............
7.6.2  Principles that Build a Foundation for the Future ....
7.6.3  Building a Learning Organisation e
7.6.4  An Approach that is Participative, Deliberative
and Accommodative in Design  .................
7.6.5 An Outcome that is Holistic and Comprehensive
7.6.6  Thinking Sustainability .......................
7.6.7  Focus on Community Action...................
7.6.8  Complementarity in the Approach
and in the Framework —............. ... ... ...
7.7 Conclusion . ... ..
References ...... ... .o

Organisational Collaboration in aProfessional ServicesFirm ....
8.1 Introduction ... ...
8.2 Organisation in Focus . .......... .. ... ... ..
8.3 The Consulting Mandate ................ ... .........
8.3.1 Thought Driving the Programme ................
8.3.2  Systems as the Overarching Guiding Principle ... ...
8.4 The Intervention . ... .. ... .. . ..
8.4.1 Diagnosis and Design ......... ... . ... . .
8.4.2 Analysis and Recommendation .................
8.4.3 Execution and Change Management .............
8.5 Appreciating the Intervention from a Systems Perspective ....
8.5.1  Methodological
8.5.2  Organisational

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Contents XXiX
8.6 Current Realities Facing  the Organisation .............cc.cccoee. 236
8.7 Organisational  Flexibility ... e 237
8.8 CONCIUSION it e e 238
REFEIENCES ..ot e s 238

§  From Restructuring to Optimisation: Enabling a Sales
and Marketing FUNCHON ......ccvevvieeiiiiiee e 241
91 INtrOdUCHION oo e e 241
9.2 Organisational ReStrUCtUINNG ..ccoovveiviiciiiiiciiis ceveveiiens 241

921  Organisation StruCture .......cccoviniviiiiinns cervenns 241
022  RESHUCIUNNG  ooveieiiii i evvevtesesnsesnnaneas 243
9.3 About the Organisation ..o v, 245
9.3.1  Potential Steels Problem Statement ...........cccccee.e. 245
9.3.2  Our Appreciation of the ASK........ccccovvvvevieeennnn, 246
94 The Consulting  Project .....ccccveviiiiiiiiiis e 247
9.4.1  Project Orientation and DesSign ........c.cccceevvevvvrreninns 248
9.4.2  Data Collection and Validation ........cccccccocervrernnnn. 253
9.43  Analysisand Gap Identi ycation ..........ccccocevvrviinnns 255
944  Recommendations and Reporting  ......cccoccvevieivennnn 259
95 REPECLIONS ..vviiiiiiccic s e e 264
9.6 CONCIUSION 1o e arenrens 266
REEIENCES ..ot e s 267

10 A Holistic Approach to Employee Engagement ..........ccccccovvveenne 269
10.1 INErOAUCLION .o e e 269
10.2 What Is Employee Engagement .........cccccoocvviiiiies vevivvinens 270

1021 EngagementIs Not Satisfaction ...........ccccoevevennne. 270
10.2.2 Beneyts of an Engaged Workforce ...........ccce.... 272
10.2.3  AStrati yed Approach to Employee Engagement .... 274
103 Employee Engagement Frameworks and Approaches ........... 276
1031 GallUP v e .276
10.3.2  Great Placesto Work Institute .......ccccceovvreinenan 280
10.3.3  AON it e e 282
104 Employee Engagement Case Study .......ccocovvviiiiiiens e 284
10.4.1  About the Company ..o e, 284
104.2 The Consulting Mandate .........cccocrvniiiiiiis v 285
104.3  REPECHIONS ...oooiiiiiiiiiiiiiiiiiis e 297
105 A Holistic Approach to Employee Engagement ................ 299
10.6 CONCIUSION o e arenrens 302
REFEIENCES ..o e s 303

Il Sustainable Urbanisation and Community Engagement ............ 305
11 g oo [0 Tod i o 305
112 Urbanisation in INdia ..o e 306

1121 Challenges of Urbanisation ..o e 306
1122  Towards Sustainable Urbanisation ..........c.cccccee.e. 310

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

XXX

1

13

Contents
113 The Case Background ........ccccviiiicis e, 312
11.3.1  The Sponsor Organisation ... v 312
11.3.2  Project Background .......ccccoeviiiiiiiicns v, 313
1133 Way FOrward ......cccceiiiiiiiis v 314
114 Case NaITAliON ... e ...314
1141  Creative Deliberation .......ccccocevviiiiiiiiis cvvveiienns 315
1142 Programme Strategy ......cccovmvriiiiiiins v 319
1143 Execution and Handholding .........c.ccccoviiienan. .. 323
115 REPECLIONS oot e e 325
1151  Systems Perspective .......cccoccvvviviiviiiies cvvesnannenns 325
1152 Corporate Reputation .........ccccvvviiiiines covvieivnienns 329
116 CONCIUSION 1o e e 330
REFEIENCES ...viiiiiiiiiciciiiiii e eareee e 330
Electronic Public Health and e-Governance ..........cccccccoecuvvveeenn. 333
121 INEFOAUCHION .o e e 333
122 What Is Public Health? ... s 334
123 ePH in the Context of e-Governance ........ccccceeevernennn. 337
124 Systemic Appreciation for ePH in India .........coooviiinnnnn, 340
12.4.1  Key Emerging Issues from a Systems Perspective ...... 340

12.4.2  Approaching the Situation with a Systems
MINASEL oo e .344
125 Requirements for ePH in India ..o 345
12,6 ePH Systems Dimension and Categorisation ............c.c.c....... 348
127 Architectural  Framework ........cccviiiiiiciies e 351
12.7.1  Functional COmMpPoNENtS .......cccccevvevvvieiiveiies evvene 351
12.7.2  Taking Citizens Along the Way ......c.ccceovveniennnn 354
128 Implementation Challenges .......cccovviiiiiiiiies cvereiieiiens 355
129 Repecting on the ePH ... e 358
1210 CONCIUSION  woiviiiecicescciseiiee et eeeeee eeeeees 361
REFEIENCES ..o e s 361
Micro -insurance and Community Engagement .............ccccoeennee. 365
131 g oo [0 Tod i o 365
132 Setting the CONEXE ..o e 366
1321 What IS MiCro -inSUrANCE? ...ccvevvvivereiviiveiieiiiis e 366

13.2.2  Setting t he Importance of Community

ENgagement ... s 367
133 Critical Systems Thinking (CST)and Micro -insurance .......... 367
134 Understanding Micro  -insurance Implementation Model ........ 368
134.1 Engage the COMMUNILY ..coccoovriiiiiiiiiiiiieiis e 370
1342 Identify the RISK ..o e 371
1343 Appraise the RiSK ... e, 373
1344  Insurance EdUCAtion ......ccccviviiiiiiiins v 374
1345 Selection of Beneyts Package ........ccccccevveivrennen. 375

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Contents

134.6  SetUp of Operating Infrastructure .................
1347 Scheme Enrolment .......ccovvviiiiiiens vvee
134.8  Handholding .....cccccocviviiiiiiiiis v
1349 PhaSEOUL ...occviiiiiiiiiieiiie e

135 Towards a Systemic Model of Community Engagement

1351 Applying CST to the MIA Implementation Model ....

136 REPECLIONS ..o
13.6.1 Beneyts of Applying the Framework ............

137 CONCIUSION i s

REFEIENCES ..ot e

Part 1l Consulting Considerations

14 Holistic Flexibility —.......... ... . o
14.1  Introduction ......... ...
14.2  Holistic Flexibility ........... ... ... ... ......

14.2.1 Holism as a State of Mind  ................

14.2.2 Flexibility in the State of Intervention ~ .......

1423 Learning .......ovviiiiiii

14.2.4 Responsible Outcomes .....................

143 Conclusion ......... ... .. ..
References ...... ... . i

15 Sociallmpact .............
15.1 Introduction ...... ...
15.2 A Systems Lens to Social Impact .................
15.3  The Macro Picture of Social Impact ...............

15.3.1 Sustainable Development Goals (SDGs) .......
15.3.2 Vehicles of Social Impact ...................
15.4  Stages of Social Impact Initiative .................
15.4.1 The Three Reference Stages ................
15.4.2 Systems Inspired Methodologies and Approaches
15,5  Social Impact as the Need of the Hour .............
15,6 Conclusion ......... ... ... .. ...
References ...... ... . i

16 Organisational Development ............................
16.1 Introduction ...... ... ... ... ..
16.2  What Is Organisational Development (OD)?.........

16.2.1 OD and Action Research ..................

16.2.2 OD and System s Thinking ................

16.3 Towards the Systemic OD Matrix ................
16.3.1 OD Component .............ccooiiinn...

16.3.2 OD Dimension ...,

16.3.3 Systemic OD Matrix .......................

rajneeshchowdhury@gmail.com

XXXi

376
379
380

.380

381
383
392
393
398
398

403
403
403
405
411
416
420
424
424

427
427
427
433
433
438
443
445

. 451

453
454
455

457
457
457
459
461
464
464
467
475


mailto:rajneeshchowdhury@gmail.com

XXXii Contents

16.4  Client Personas and OD InitiativeS .....ccccocvvvvvvvcieeiieeiies e 476

16.4.1  Local Guardian .......cccccceviiiiiiiiiies e 477

16.4.2  Traditional Parent ......ccccovciviiiiiiiis v 478

16.4.3 Cross-Cultural Parent ........ccccoevviviviiiiics e, 479

16.4.4  Modern Parent .......cccccvviviiiiiiiins creeieireeire e 479

165  Change Management Considerations  ......cccccocvevriinennnnn. .481

16.6 [070] 3 Tod V7o) o PR 483

REFEIENCES ovviiiiiciice ettt e ies e 483

17 Corporate RepUtatioN .........cccvviviieeiiiiiiiiiee e e st e e e 485

17.1 TeL i oo 10T 1T ] PR SR 485

17.2  Why Corporate Reputation? ........ccccccovvviviiiicens cveeieseenn 485

17.3  Corporate Reputation and ~ Systems Thinking ...........cc.ceceue. 492

1731 Create .o e e 493

1732 ENQAQ ..t iiiiiiiiiis vttt ....495

1733 Safeguard ... 499

174 Corporate Reputation and  Stakeholder Engagement ............. 502
17.4.1 My Experience of Buildinga  Stakeholder

Engagement Platform ..o v 505

175 A Note on PR Consulting .....ccccoevvviiviiviiiiiiiiiees vvveeeenes 509

17.6 CONCIUSION i e areeaas 512

REFEIENCES ovviieiiici it e ies e 512

PN 1 (=] 4170 (o 515

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

About the Author

Rajneesh Chowdhury is a management researcher and consultant with focus on
organisational development, social impact and corporate reputation. He applies
systems thinking in human centred design and change management. He has advised
and worked with some of the foremost organisations in India, Canada, USA, UK
and Japan. Rajneesh has published widely in several peer-reviewed journals and
books; his work brings to the surface the power of critical systems thinking in
practice.

Rajneesh currently serves asmember ofthe Editorial Board of SystemResearch
andBehavioralSciencethe ofycial journal of the International Federation for
Systems Research. Heis also Visiting Fellow at the Faculty of Business & Law at
the Open University (UK). In the past, he has been part of several international
research and teaching  groups.

Rajneesh has completed his MSc in Management Systems from the Centre for
Systems Studies (University of Hull, UK)and MA in Sociology from the Centre for
the Study of Social Systems (Jawaharlal Nehru University, India).

XXXiii

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

Part |
Theoretical Deliberations

The theoretical deliberations take the reader through the deynitions of the funda -
mental concepts of systems and flexibility and establish the intersection between the
two disciplines. Historical roots of the disciplines are discussed, and the key con-
cepts are introduced. This part sets the theoretical grounding for the rest of the
book. It is important to note that by no means the deliberations here are indicative
of the entire body of work on systems and flexibility; the perspectives have been
shared based on their relevance and context for the case narratives and consulting
considerations presented in this book.

Essence of Part |

Systems thinking and flexibility are complementary. Awareness of this comple -
mentarism and being able to leverage the various facets it offers can enhance the
consulting journey.
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Chapter 1 )
Systems Thinking CEhi

1.1 Introduction

Thisbookis aboutsystemshinkingandinsightsfrom my applicatiorof thediscipline

in varioussectorsuchasprivateindustry publichealth professionaservicesandthe
charitablesector Systemghinkingis alsocommonlyreferredto asholisticthinking.
Through the deliberations presented in this book, | will take the reader through a
journey coveringtheory, practice and conceptual models. But what is systems
thinking? What are its origins? Is it a discipline? And why rielévant?

The first chapter of this book will attempt to address some of these questions. |
will introduce the bekground and relevance of systems thinking. | will talk about
the origins of systems as a concept and broadly present the progression of thinking
and arguments thdtavebrought systems thinking to its current state as a major
consideratioffor policymakes,seniomanagemerandchangegentskKeyconcepts
are introduced, along with a narration on the shift from reductionist thinking to
systemghinking. | referto someseminalwork in thefield andleada discussioron
the establishment of systems adistipline.

Thischapteiis notintendedasthefinal definition of systemsit only setsthetone.
Thereadewill appreciatesystemshinking in greaterdepthandits finer nuancess
they go through the book and the arguments preshated

1.2 Origin of SystemsThinking

| will attempt to highlight some of thieey debates and theories thaveshaped
systemghinkingin theway we understand today.Thediscussionsierewill focus
on the origins of systems as a managemiscipline.

Descending from the Greek vesuynistanaj the word systems originally meant
ito cause to st an d99. Swmeinghtegetiier contes fiogme et
bonding, interconnection and dependency.

© Springer Natre Singapore Pietd. 2019 3
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemehtfps://doi.org/10.1007/97881-13-8530-8_1
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4 1 System3hinking

To caterto thedeliberationsn this book, | will referto the contemporangdefini-
tions and discussions of systems thinking in thiapterHowever,it is to be noted
that the systems idea itself predates formal writings in the area and can be found in
ancient traditions, religious texts and tribal beliefs. | quote Reynolds and Holwell
(2010:

Systemapproachedavearich historicaltradition. Systemahinking in termsof promoting
holisticviewsi particularlyemphasisingheintegralrelationshipbetweerhumanandnon:
human naturé can be traced back to the ancient spiritual traditionklinfluism (e.g.,
throughancientextslike the UpanishadandBhagavadsita), Buddhism(oral traditionsof
theDhama),Taoism(basisof acupuncturandholistic medicine) sufi-Islam(in translations

of the Kashf aMahjab of Hujwiri, and the Risala @ushayri), ancient Greek philosophy
(particularly Hercules and Aristotle), as well as being prevalent through the oral traditions
of many indigenous tribal spiritual traditions which have existed for tens of thousands of
years (pp8i 9).

Ludwig von Bertabnffy is oftenquotedasthefatherof systemghinkingbecause
of his contribution of the General Systems Theory in the 1950s. Bertalanffy
approachedystemssanintegratedlisciplinethattranscendall knowledgedimen
sionsandlooksattheinteractiondetweerpartsof thesystenthatleadsto emergent
behaviourlt is the network and interaction between the parts (or subsystems) that
giveriseto thecharacteof thesystemasawhole.A biologist,B e r t a | irstenebtf y 6 s
wasin understandig creationstartingfrom thecell to orgango individualto society
andfinally socialsystemsEachof theseprogressivestagess complexsetsof inter-
actions and cannot be described by simple cause and effect explanations. The parts
add up taesult in a phenomenon that is qualitatively different from the individual
partsthemselved-orinstanceanindividualhumarbeingdoesnotbehaveor operate
in the way an individual cell does, yet we are made up of a multitude of such cells.
The behaviar of the individual cells, or for that matter organs, cannot be equated
with the behaviour of the human being. A complete organ is an amalgamation of
individual cellsand somethingnore a complete human being is the amalgamation
of individual organsandsomethingnore Theseareall exampleof system8 cell,
organ and the huméody.There is a constant flow of energy within and between
thesesystemsEverysystenseek4o maintainastableexistencehatis ableto sustain
itself by addressinghe deviationsof energyandtaking correctiveaction.Feedback
loops are central to the existence glyatem.

The main concepts of the general systems theory are as follows:

& OpenSystem Thisisthecharacterististatethatmeanghatthesystenexchanges
energy and matter beyond litsundaries.

6 HomeostasisImpliesthe steadystateof anopensystendueto the constanflow
of energythroughthesystemIt canalsobelookedatasa self-regulatingsystem.

¢ Equifinality : Thefinal stateof anopensystemcanbereachedy thesamanitial
conditions or different initiatonditions.

Theabovecharacteristicairein starkcontrastwith a closedsystemthatexistsin
a state of equilibrium in itself as per the second lathefmodynamics. A system
(readanopensystemhasaboundaryandanenvironmenbutsideats boundaryThere
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is constant interaction between the elements and other systems within and outside
theboundaryThesystemitself adaptsandchange®vertime dueto feedbackoops
between the parts and the subsystems. This is the characteristic of feftesdro

as an open system as represented inlFlg.

Thereis aconstanflow of informationor energyor influenceswithin andoutside
thesystemwherebythesystenstrivesto achieveastateof equilibrium.If asystems
brokendownto its constituentstheindividual partsdisplaytheirown characteristics
andbehaven theirowndistinct ways asubsystems.

It isduringthe1940sand1950sthroughtheworksof scholarsuchasBertalanffy,
Bernard andViener,that systems thinking emerged aseavformal perspective to
visualiseorganisationasgoatdirected purposive structurallyinterdependergnti-
ties which exist in a Adimensional d o me
A sygem does not exist in isolation from its constituents. Humans bringaveir
interpretations, feelings and emotions to shape the system, which in turn shape the
humanswvho constitutethesystemB o u | dwork i widely recognisedsgiving
furthercompehensiveneg® generakystemgheorywith his categorisatiomof sys
tems based on complexity and its relation to various disciplines (Matt@dvs.

He huilds a hierarchy of levels to explain the complexity that comes ineavighy
progressivasystemandtherelevandisciplineghathaveemergedo understaneéach
of these |l evels. Boul di nTaldes.. cat egori sat

The nine categories represent nine progredsixgsof characteristics based on
complexity and interrelationships, until we reach the transcendientllof the
incomprehensible system. The deliberations in this book will be on organisational
management; that will fall in the realm of socoltural systems. It is at thisvel
thathumansagglomeratéor acommonobjective beit for wealthcreationor social
changeAn agglomeratiorof peoplewho areworking towardsa commonobjective
needs tchavecommon values and norms that bind them together and enable them
to work with predictability and constructive communication. This is where a social
system comes into form. When people agglomerate there is bound to be emotions,
bias and interpretations in the socgjstem.
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hierarchy of sy
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S 2084ms20l) omp | e x i t

Level Characteristics Example Relevant discipline
1. Structure A Static Crystals Any
2. Clockworks A Predetermined Machines, solar Physics, chemistry
motion system
3. Control A Closedloop Thermostats, Cybernetics, control
mechanisms control mechanisms in theory
organisms
4. Open systems A Structurally Flames, biological Information theory,
selfmaintaining cells biology (metabolism
5. Lower organisms | A Organisedvhole Plants Botany
with functional
parts
A Growth
A Reproduction
6. Animals A A brain toguide Birds and beasts Zoology
totalbehaviour
A Ability to learn
7. Humans A Selt-consciousness| Humans Psychology, human
AKnowledge biology
A Symboliclanguage
8. Sociecultural ARoles Families, clubs, Sociology,
systems A Communication organisations, anthropology
A Transmissiomwf nations
values
9. Transcendental Alnescapable God Metaphysics,
systems unknowables theology

Before | go deeper into the philosophy of systems thinking, | will discuss the
dominant line of thinking prior to the appearance of systems as a formal discipline
in management science. This is the reductionist approach.

1.2.1 TheReductionistApproach

Systemghinking is aradically differentway of approachingituationsascompared
tothereductionisstandpointA reductionisapproactwaspropoundedby Descartes

(1968 by hisCartesiamphilosophyof mindandbodydualism Thisviewpointlooked
attheexclusiveexistenceof the mind andthe body asdistinct. Reductionisnseeks

to breakdownasystemnto constituenpartsto comprehen@ndunderstandauseand
effectasalinearsequencerhisis alsoreferredto asthemechanisti@pproactor as
automata, meaning that a system is rather like a machine organised by parts. These
partshavepredeterminedunctionsthatarepredictableandchangeableReduction

ismis theattemptto breakdowna systemo the minutestpossibledentifiableunit
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and treat it independently with the belief thagveryunit is managed, the overall
system will automatically get managed. The overall system is considered just an
additionrather than aemergencelouse aranalogyif a reductionist approach says
1 1 2,-a systems approach willsay 1 1 (urknown) 3. The systems approach lends
a holistic perspectivayhere
Holism puts the study of the wholes before the parts. It does not try to break down organ
isations into parts in order to understand them atehiane in them. It concentrates its

attention instead at the organisational level and on ensuring that the parts are functioning
andarerelatedproperlytogethesothattheyservethepurposeof thewhole (Jacksor2003

p. Xv).

Ruse 2005 attempts to simplify reductionism by suggesting a tipae divi
sion of the concept. First, ontological reductionism, which is about the perspective
of breakingdowna substancer phenomenoimto smalleridentifiablecomponents.

An extremeform of ontologicalreductionisntanbeseerin dualism whereadualist
woulddivideeverythingntotwo substances matterandspirit. Dualismnegatesiny
interferencédetweermatterandspirit therebytreatinginterpretatiorasindependent
from the subject.Secondmethodologicateductionismwhich is an explanatiorof
functionsbasedn parts;thisis moreapplicationoriented Sequentiatreatmentind
directcauseeffectperspectivearereflectionsof methodologicateductionismThis
approach believes in linear, and not lateral, patterns, reducing the scope for an iter
ation.And third, theoreticareductionismexploreshe possibility of generalisations
based on observable elements of plaets rather than on the whole system itself.
Summatiorof subtheoriego giveriseto abiggertheorycanbeconsidereastheo
reticalreductionismThiseliminategheopportunityto understanémergenpatterns
that can be appreciated with the akitib see interconnections and meanings in the
same.

A reductionist mindset is limiting for the complex situations that planners and
managers find themselves in. It curtails creativity and thinking outside the box for
changemakersandinterventionistavho haveto dealwith situationsin reallife that
donotoffer dualismandsequenceyutmultiplicity anddivergenceThereductionist
mindset is also referred to as the mechanistic mindset. In management science, the
mechanistianindsetleadstheobserveor interventionisto view their areaof inter-
vention as a machine breaking it up into smaller parts and thereby being unable to
appreciate emotions, patterns and unseamections.

The reductionist or mechanistic mindset has had a significnénce on early
managemermesearctandthinking. Thisledto thebeliefthatthereis only oneright
way of approaching organisations. Under the reductionist mindset, managers led
organisations in the command and control tradition. The strict sequerverds
guidedby StandarddperatingProcedure$SOPs) a carrotandstick administration
rewardng performance and penalising failure, and hieraidityen chain of com
municationandsupervisiordominatednanagemeryracticedor averylong period
of time.

To reflect on this influence, | will discuss the works of three classical manage
ment thinlkersd Weber, Taylor and Faydlwho in their own ways, set the way for
modern management as a discipline around the early and90@s.
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8 1 Systemd hinking
1.2.1.1 Weberand Bureaucracy

Weber(1947) introducedhetermfi r a t-legala a t h dodesdrilymbganisations
asamanifestatiorof awell-structuredsetof hierarchiesvith normativebehaviours
andinteractionsForhim,thisisthebureaucratiform of theorganisatiorthatis based

on fArati @dmaelstgmagumds a belief in the Al e
rulesandtheright of thoseelevatedo authorityundersuchrulesto issuecommands

(legala u t h o(Webery937d. 328).A bureaucratiorganisatiordefinesaclear

structure based on the division of duties and responsibilities governed by a strict
hierarchy,and formal rules and regulationdebergoes on to say that bureaucracy

isfi s upknowl amiglegdimisedoby ahigherorderor technicaknowledge

and awareness that is based on facts and evidéfet®erl947).

A bureaucratiorganisatiordefinesrolesandresponsibilitiesn averystrictman
ner.Role-holdersareguidedby directeddeliverablesadherencéo thesameensures
succesandanydeviationis notencouragedlhisleavesnoroomfor spontaneityand
creativity. Lateral relationships and going outside the box may not be expected or
encouraged. Bureaucracy appeared as the prevailing mode of structuring and oper
atingorganisationgrom the 1930sonwardsandrule-governedoureaucraticontrol
began to b adopted by senior management of large organisations across the world
(HuczynskiandBuchanar2001). This setthetonefor formalismandrigidity.

1.2.1.2 Taylor and Scientific Management

Taylor(1949 bui lt his theory of management a
of handling responsibility, which can be unearthed by meticulous scientific
observatiorandcalculationsandthishelabelsasfi s ¢ i amatniafgiecewas o .

of theopinionthatit istheneedof boththemanagemerdandtheworkersto transform

their perspective towards work and embrace scientific modernism, which can be
revealed by tim@andmotionstudies.

Taylor was exceptionally optimistic abotihe positive results which can be
obtainedby theapplicationof scientificmanagemengndhebelievedthatall thatis
neededsafi me mrteavlo | towaidsscresdtificrevolutionto transformthehuman
outlook.Thegrowthof Fordismin thefirst half of the1900sandthefastfood service
organisatiorthatwe seetodayarefine examplef Taylorismatwork. Consideithe
wayatypicalfastfoodservicexchainoperatesaroundheworld. Thereis anearfixed
menu afixed deliverytimeandfixed expectatiorin termsof qualityandquantitythat
is standardacrosgheworld. Orderexecutionanddeliveryareapredefinedprocess,
whereeverystep is identified and measured. This is an examplagbrismat its
best.
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1.2 Origin of System$hinking 9
1.2.1.3 F a y ttetnpted Departure

Fayol(1949 markedasubtledeparturdrom WeberandTaylor,with hisintroduction

of the human touch in approaching efficiency in management practice. He was of
the opinion that the dAonly outletod thr
themselvedn anorganisations throughpeopleandthatthereneedgo beflexibility

and adaptiveness. Fayol developeditihe d mi niMamagd ment Theor )
14 principles, which he regards as the
succesandsatisfactionTheseprinciplesincludedwere:division of work, authority

and responsibility, discipline, unity of command, unity of direction, subordination

of individual interest to general interest, remuneration of personnel, centralisation,
scalar chainprder,equity, stability of tenure of personnel, initiative and espit

corps (team spirit). It is in the last principle that marked a departuFeairy ol 6 s
thinking.

Fayolwasof the opinionthatmanagemerit all abouttheability of themanager
of perfectadministrationof A h isgbordinatedy achievinga uniqueintegration
1 differentiationmodelbytheaid of thefourteerprinciplesLeader$aveasignificant
roleto play becausét is theleaderwho commandsandco-ordinatesandevokeshe
energyof disciplinewithin anorganisationHe citedexamplegrom hisobservations
thatin Francew o r k abedricandloyalty dependedpontheability of theleader
(Fayol1949.

Fayolwaswriting atatimewhentheacademiclimatewasbiasedwith thenotions
of focalised centralisain and managerial superiority. He made a departure in his
attempt to look beyond the intellectual walls of his times and analyse what impact
canoccurin theperformancef theworkersdependingon employeegoodwill. His
perspectivesn profit sharing paymenin kind, bonus welfarework, nortfinancial
incentives, and above all, recognising that union is strength and contributes posi
tivelyt o an organisationds ef f ¢doweverwwkeree ss m
herealignedwith the mecharstic view waswith hisreturnto symbolicphrasesike
fa speci al coded and fAserve those who a
acastiron view of strategy)indicatingthatthe codeof conductfinally rules(Fayol
1949. For him, the manager remains the supexitninistrator.

Organisations in the 1960s and 1970s started internalising such thought pro
cesses and introducing worker welfare programmes towards enhancing teamwork
andworkes 8 moti vati on schemes. These devel
Resource policies that integrated concepts like performaatated pay, employee
camaraderie activities including entertainment and employee bonding, and making
employees owners of the wimacreation and sharing process.

The journey of management thinking starting from the three classics to where it
is today has seen a marked shift how organisational complexity and its
managemeris viewed.Theclassicathinkersapproachedrganisatioal efficiency
to be dependent upon the manageroemitric pathway of understanding the work
situation and that is independent of the world outsideberused the example of
the CatholicChurchbureaucracyhatheconsideredsii u n i v withositanyadon
siderationto theinherentinternalandsocietaldynamicsthatthe Churchexistsin.
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T a y | soienéeof shovelling does not touch on the environmental and eawdbgi
contingencies that impact productivity and vice versa. Organisatiansbeen
portrayedargelyassomediscreteuni-dimensionaktructure which existsout-there
constituted of replaceable parts; in other words, not having a life of its own. The
arguments built up suggest what can be called the machine model of organisation.
Taylorhi msel f strongly developed his theor
me ¢ h a nWesbnetnodes of bureaucracy emphatically suggests a lifeless-struc
turewith thekeysof operatiorin therulesandregulationsFayolattemptedo shred

this perspective, but only to a certaxtent.

1.2.2 Shift to a Systemépproach

Several leading schears in recent timesavechallenged the Cartesian view of
lookingatsituationsandhavearguedor amoreintegratecapproachln theclassical

view, organisationsvereseerasaclosedsystemunaffectedy its environmentBut

with progression of time, it was realised that organisations are actually open sys
tems continually interacting with the contingent environment in a state of dynamic
vitality. Organisationslonotexistin isolationbutwithin asocial,economiandreg
ulatary context With organisationbeginningoworkin moreintegratedvaysacross
nationaboundariesindacrossnultipleregulatoryenvironmentsprofessionalsnov-

ing acrosgheworld andsocio-culturalnuancegomingtogethelike amelting-pot,
thecomplexityanddynamismin organisationss becomingmoreevident.Manage
mentnow needsa moreconnectedvay of thinking andthe samebegarto surfacein
bothrealtlife interventionsandscholarlywritings to addressherealitieson-ground.
Thesedevelopmentsetthetonefor systemshinkingin academiandpractice.

Pertainingo thisreality, specificintellectualdebatesandacademicontributions
arehighlightedin therestof thischaptethattalk aboutinterconnectednesspmplex
ity andappreciatiorof emergence-However it hasnotbeenmy attemptto consider
themasalinearsequenced. haveratherdiscussedhemby drawinginspirationfrom
oneanotherlndexplorehowtheconnectionbetweerthesedevelopmenttedto the
emergencef systemghinking asarecognisedliscipline,aswe know it today.The
emergence of systems thinking therefore is itself beyond boundaries and it spreads
acrosdisciplines.

Ecology and the natural habitat offergaod example of a complex system.
Ulanowicz (1986 takes inspiration from ecology where the natural habitat is a
complex dynamic of several nodes of energy and life intersecting at multitude of
pointsto maketheecosystemvhatit is. Thecomplexityof theecosystentannotbe
explainedby linearcauseandeffectequationsU | a n o werspectiveandmodels
soon began to be used to understand other complex systems leeptogy.The
ecosystenis anopensystemandsoareorganisationandothersocialsystemsEco-
logical systems offer the understanding of the progressive evolution starting from
multitudes of hypetocal interactions that lead to emergent behaviours that ulti
matelymanifesthemselve societapatternsn organisationaNon-linearpatterns
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1.2 Origin of System$hinking 11

andself-organisatiorarecentralto suchprogressivéoehavioursaandresultansocial
systems.

Bateson(1979 takesananthropologicaperspectivendtalksabouthowhuman
behaviouandculturalnormsareshapedy reinforcingbehavioumithin setsof like-
minded or opposing groups thgivesrise to group dynamics thathecdilsy i ci ous
cycleo. Social systems are not a mere a
thinking, butis anemergenfunctionbasednfi v i cci yocul Egcessiveeinforce
mentof aparticularbehaviourcanleadto anoverpoweringof certaincharadteristics
in thesystemwhichislaterbalancedy acountebehaviouto establiststabilityand
sustenance. He talks about a progressive sequerevaystems shape up from
individuals to societies to ecosystems. There are both reinforcing and countering
forces ineveryprogressive step enabled by feedback loops in the systems ensuring
that there is an overall state of equilibrium. Feedback loops &eilidontrol and
communication as a cybernesigstem.

Bateson goes on to say tlsterysystem is an interplay of control and commu
nicationthatkeepshuilding on andfinally the stateof a supremecyberneticstateis
achieved, whi ch shaemec aclalns afil nsion dboe. eTghueat e
an ultimate sensadieved fAhomeostasiso is

Senge 1990 dirrectly addressed organisational management, and put forward a
compelling argument for what makes a learning orgaoisatbenge talks about
critical inquiry into o n eo@rsbelief systemgo understandimits toaf i r ahifitys
or inability to adapt to market challenges and stgvantat times of change. He
saygthatlearningorganisationsrethosethatareableto stayagileandadaptivewith
thisfuel of inquiry, constantlybeingableto reinventhemselvesvhenrequired This
canonly bepossiblef organisationgsreableto look atthe environmentasawhole
within which it exists, considering all forces aimfluences. Having an isolationist
or staticview of individuals,teamsandthefirm is arecipefor failure.

In his seminal workThe Fifth Discipling Senge articulates five disciplines for
creating a learning organisation. These are explained below.

6 Shared Visionn Understood not as a vision statement that is usual to be seen in
organisationsghutanactualsharedgourposeof existencdor thefirm. This setsthe
direction where the team has committedriovetogether towards, and not with
divergent individual goals. Authenticity and genuineness in single minded focus
of one and all towards a shared vision is the $iegp.

& Mental Models: Thesearebeliefsystemsarbouredvithin thefirm thatidentifies
with hierarchy anatloseness instead of agility and openness. Senge calls for an
alteration of mental models that are open to learning and accommodation that
influenceawork spirit thatis progressivetisk-takingandlearningoriented.

& PersonalMastery: Beingableto beauthentido oneselfin seeingwhatis impor-
tant to us, where we want to be and what is the state of cuedity. This is
fundamentafor learningandto beableto be proactivetowardspositivereinforc
ing behaviour.

6 TeamLearning: It is aboutshiftingthebalanceérom theindividualto theteam.It
isaboutsheddingp n eegoandbeopento learningfrom oneanotherandbelieve
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12 1 System3hinking

thattogethemve learnfasterthanwhatwe canlearnasindividuals.Extendingthis
to understand that together we can also achiettertend higher, than what we
can asndividuals.

& SystemThinking : Theultimatefifth discipline.Thisis theability to connecthe
dotsandseepatternsandtrends.lt is beingholistic ratherthanbeingreductionist
in ourapproactio managementie famouslysaidin his bookthatif you haveto
manage an elephant, you need to manage it as a whole; you cannot split it into
two andthenmanagéawo smallerelephantsHe viewstheorganisatiorasaliving
organism that is made of interacting parts and that exists in an environment with
multiple variables. Any intervention is only real if it is at the systdmiel and
notisolationist.

Senge provides a set of systems archetypes that deseareage @tsention to
drivethe organisation towards a learning organisation. These make us think in terms
of the longterm sustenance of the organisation and the system within which it
exists. Managers often face adverse situations that may make them leatstowa
taking decisions for shoterm vyields; but this should not be the case. Managers
need to think sustenance and holistic rather than incidental and piecemeal. Further,
managers are seen to get trapped in solving sudaekbssues rather than the caus
itself. Treatingissuesat the surfaceoften leadsto recurrenceof the samein a
different form or shape. Managers need to keep thetilmg vision of the firm in
mind to find solutions tht are more long term and sustainalee n caeclietypes
call for challengingmentalmodelsthatlimit thinkingandhumanpotentialSe ng e 6 s
perspectives shook some of the fundamentals of erstwhile management thinking
thatwererootedin predictionandcontrol, hierarchyandchasingresultsratherthan
following avision.

1.2.3 ComplexityTheory

Complexity theory came to surface in the 1980s at the Santa Fe Institdgsvin
Mexico (Chan2001). ThedeliberationgeaturedComplexAdaptiveSystemgCAS)
thatexploredself-organisingsystemsn highly complexenvironmentshatgiverise

to emergent properties. Complexity theorists talk about underlying structures that
govern behaviours of systems that are manifested in psit&d trendsvertime.
Orderemergessaresultof suchunderlyingstructuresandneednotbeimposedby
extraneougorces.

In the context of biology andcology,the concept of progression of species is
explained with the concept ebevolution. The ecosystem is like an open system
where there is a constant flow of energy and matter leading to unexpected changes
to the external observer, but actually are governed by underlying structures that set
the system tevolvewith the progresion of time. Kauffmani99¢ t al ks of A f
| ands aovhepebysySstemsneedto adaptthemselvedo suit the demands of
environmentathangesroundthem,whenappliedto biological systemdent a
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newdimensionto thetheoryoffi s u r efthef d It to enswhéreorganismsieed
to exist through a period afevolution. Provata et al2Q08 talk about patterns
and processes that surface in the complex ecosystem, wheliaewity and sel
organisation are central characteristics. In thveirds:
Patternaindprocessesesuling from interactionsdetweerindividuals,populationsspecies
andcommunitiesn landscapearethecoretopicof ecology Complexnaturainetworksoften
share common structures such as loops, trees and clusters, which contribute to widespread

processemcludingfeedbacknortlineardynamicscriticality andselforganisatior{Provata
etal, p4).

Complexity is a combination of size and/or volume, awareness, variety and dis
orderl t is an Aunknowndo mix of emkamplex ¢ omp
for themembersor observersA systemmayhavealot of sizeor variety butit may
not be a complex system. It is when we are unable to comprehend the system or its
behavioulandobservalisorderwecancounteracomplexsystemComplexsystems
present more variety that can themselves be countenatibty.

Volatility and uncertainty of the business environmeae pavedhe way for
complexitytheoryto comeinto thebusinessndmanagemerdiscourseasaway of
understandingatternandtrendsManagingwith acomplexitymindsetalsoencour
agegreativityandinnovationasit hasits premiseonunderstandingnterconnections
and hiddemelationships.

Any research or managerial intervention cannot be esotenature that per
ceivesorganisations as staralone entities. Organisations are, therefore, in a state
of flux in which theinterventionisheedgo beabsorbedrom within to makesense
of its reality. A discrete objectivistic externglerspective does not work. Gergen
(1992 suggestshereality of sociallife is notquitethesameasopinedby modernist
formalistic organisational researchers; it is rather a domaioraplexity,flux and
transformationmicropowerstruggleandadiscoursef dominationandsubjugation.

The inability of modernist approaches to address these igauesse to an intel
l ectual climate where they came to be
there arosfabht @yearinvego.

Organisations of the present day are highly mobile and dynamic, sometimes ad
hoc project based, and based on temporary collaboration. Pé&@dsrefers to this
kind of organisationsasfi s p a gohregtatnii 8letwoiksamdgompanieshave
started to be formed based on sktertn projects and assignments, which Kanter
(1999 would cal bl Aobppoeduni stic

Complexitytheoryletsustakea stepbackfrom theapparenandobviousto deep
dive into the unpredictable and uncertain. This greatly helps in understamaling
organisations cope with their environments and adapt themselves to ensure their
sustainability. A complexity approach to organisational aggment would mean
letting peopledirectandmanagéheirownwork in aself-directedmannerTheywill
operatewithin their own constraintandoptimiseresourceso alignthemselveso a
shared objective with minimalpervision.

Thedownsideto thisin anorganisationasettingis thatcomplexitytheorywould
assume people to lFivenand responsible-dowever the reality faced by organi
sationsareoftendifferentandrequirecertaindegreeof controlandpredictabilityin
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managing them. An overreliance on complexity theory may also lead to a lack of
planningandmanageriabversight.Thereneeddo bebath informationandwisdom
to makethebestuseof complexitytheoryin organisationamanagement.

1.3 The Making of Systems as a Managemeiftiscipline

With worksof thinkerssuchasUlanowicz BatesorandSengemanagemerthinking
sawsignificant influence in the understanding of organisations as systems with a
purpose. Reedlf92 remar ks: fé the starting poir
a conception of organisation as a goaknted, purposeful syste constituted

through a set of common underlying abstract variables or dimensions relating to
structural properties which are geared to the functional needs of a more inclusive
soci al systemo (p. 7). Organisasthaans be
existin isolation,butascontextuabnesthatexistin asocio-culturalmilieu andhave

an activeinterface within and outside itself. Managing organisations is not merely
about administration, but is about continually negotiating stdkeholders, and
dialoguing betweepeople.

The systems thinker is continually negotiating and renegotiating with bound
aried a process where knowledge not odiyergesfrom the observer, but also
culminatesn them.Sparrow(1998 advocatethatsystemshinkingisfi a b lmoung
a r iaadshatouranalysimeeddobedirectedowardshegenerativenechanismef
systemicstructureshatcannotestructurallyreducedTheimportantmessagé car
riesis thattheboundariesrganisationsormallycreatebetweerdepartmen HR,
finance, sales, marketing, production, procurement and daos not only based
on insufficient and reductionist understanding, but also creates artificial divisions
between people. In thiggard, Starbuck and Meziak996 found in their research
thatorganisationslefinetheirresponsibilitie@ndtheirenvironment$i v enargow
l yo | eading to a copartndentaisatiora ang this has o beg i ¢ a
overcomeo achieveanintra-firm collaborativesynergy Suchcompartmentalisation
is an example of cartesian reductionism that poses limitations rather than opening
minds.

Systems thinking provided a viable alteima lens to approach complex man
agement challenges. Complex systdragetheir own characteristics (Chowdhury
20173. At the outset, they are difficult to pelown, or sometimesvendifficult to
imagine. They start evolwg as we get into thenWe need to look beyond the
surfaceanddig belowwhatis evidentto unearthwhatis not. Interestingly different
people caravetheir own narratives of the same problem. Every narrative is valid.
While simple systems are often liepble and predictable, complex systems are
self-organising and do not follow argivenrules. Therefore, simple problems can
besolvedusingatemplatethatcanbereplicatedrom onesituationto anotherHow-
ever,in thecaseof complexproblemstemplatizatiordoesnotwork. Everyproblem
is uniqueandrequiresuniqueapproacheandhighly situationalperspectives.
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Fig. 1.2Bird flock. Image crediexpress.co.uk

Casti(1994) talksof commonlyheldbeliefsor mentalmodelsthatleadusto think
thatordercanonly becreatecdy centralisationpredictabilityandcontrol. However,
severatomplexphenomenan naturedisplayorderwithoutanycentralisationthey
areratheremergentA commonexampleis aflock of flying birds(Fig. 1.2).

A bird flock is a fascinating example of that is able to display direction and agility
without an identified leader or structurpdthway.lt is a selforganising complex
systemthat lies outside the realm of organisedcommandand control. This
completelyoverturnsbeliefsthatthereneedgo beeitherexternalor internalcontrol
imposedfor orderanddirection(Feltovichetal. 1989 Resnick1994). A bird flock
isanfi o r g a systarthataviginatesspontaneouslgndpervadesndperpetuates
purely by virtue of communication and selifected action without any said rules
andregulationsThemindsetrequirecto approacltomplexsystemss very different
from that rejuired to approach simple structures. These different mindsets build
mentalmodelsthatarebasedn very differentparametersr evenvaluesystems.

Jacobsorf2000 talksaboutthe differencein beliefandmentalmodelsthatmay
drive an approach to complex systems effectivelyneffectively. A novice would
approach with a ficlockworko set, -wher e:
plexs y s tset.ielatterofferstherequiredensto appreciateharacteristislike
emergence, selfrganisation or multipleagency.Jacobson elaborated his thinking
as represented ifablel.2

| often refer to systems thinking as a state of mind. It is a plethora of intercon
nectionsandtheability to appreciatdl w h o With a purposefullynon-teleological
perspective.
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Table 1.2Complex systems mental models framework (cited from Jacd3@m p. 17)

Categories of beliefs

Types of component beliefs

Clockwork set

Complex systems set

Understanding the phenomer

Reductive (e.g. stepise
sequences, isolated parts)

Non-reductive:
whole-is-greaterthan
the-parts

Control Centralised (within system) | De-centralised (system
external agent (external to | interactions)
system)

Causes Single Multiple

Agent actions

Completely predictable Not completely pre

dictable/stochastic/random

Complex actions

From complex rules From simple rules

Final causes or purposefulnes Technological
of natural phenomena

Nortteleological or
stochastic

Ontology

Static structures events Equilibration processes

Thegrowingpopularityof systemshinkingsoonbecamesvidentin greateischot

arly work and application of the field in various areas ranging from management,
development, international relations, government, ecologysasthinability stud

ies. In the following discussion, | will focus on specific developments in systems
thinking in the field of business and management with reference to select scholars
whohavehadaprofoundimpactonorganisationastudiesThecontributionsarenot

to be read sequentially and by no means, this is an exhdisstive

1.3.1 Katz andK a h DOdganisations as OpeBystems

In organisation studies, early on Katz and Kah®6@ brought in the appreciation
of theorganisatiorasanopensystemTheytalkedabouttencharacteristicso draw
this parallel that are highlighted below (Katz and K&4869:

arwbdE

o

Importation of energy from the environment (resources, peeiglé,
Throughput (transform resources availablégm)

Output (export some resources to ¢ém@ironment)

Systems as cycles efents

Negativeentropy (moving towards more order through the input of
energy/resources)

Informationinput, negativefeedbackanda codingprocesgto maintainsteady
state)

The steady state and dynamic homeostasis (and a tendency towards growth to
ensuresurvival)

Differentiation andspecialisation
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9. Integration andoordination
10. Equifinality (many paths to sanemd).

The abovecharacteristics can be demonstrative to look at organisations as open
systemghatenableusto understan@mployedehaviourstructureandchangeand
business performance. For managers and consultants, this understanding helps in
designing performance etrics, manage conflict and navigate change from & com
pletelynewlensandincorporatenultiple factorsin decisiormakingto work towards
theadaptatiorandevolutionof theorganisatiorin thebusinescosystem.

1.3.2 Senge and the FiftiDiscipline

S e n grnedelgdiscussedboveecamaninstanthitin themanagemerftaternity.
TheFifth Disciplinebecamewidely acceptedicrossandustriesfor changemanage

ment and leadership development. Senge went on to author his second best seller,
TheFifth Discipline Fieldbookfour years later, where he presented actual tools to
beappliedonthegroundby managerso bring his conceptgo life throughpractice.

The Fieldbook (Senge et d994), brought to life the ideas ifihe Fifth Discipline

with toolkits to describe the managerial approach along with practical tips that can
be applied on the ground. It dug deeper imiavonecan critiqueo n e 6 svalugsv n
andchallengementalmodelsto achievepersonamasteryattheworkplace Several
casestudiesverediscussedo presentealtlife situationdn complexorganisational
environments including famitpwnedbusinesses, large corporates, media, hospi
tals, schools, communities and governments. Hiblelbookalso presented itswn
limitations.

1.3.3 Total Quality Management

Anothermovementhatwastakingshapeduringalmostthe sametime wasinspired

by Deming (1986 1993 andhis work on Total Quality Managemen{TQM). TQM

is a holistic intervention taking the organisation in its entirety to makelkitative
changen the systemthroughconinual improvemenkeepingthefinal customeiin

mind. Thereis no specifictoolkit for TQM, butit is abouttheintegrationof thinking

and connecting the combined efforts of existing improvement initiatives that make
this approach systemic imature.

Demingtalksabouthistheoryof continuaimprovemenby theapplicationof four
principles that can improve efficiency and effectiveness that he calls the System of
Profoundknowledge. Thefour principlesstartedwith theconcepffi Sy s tthe mo
startingpointastheability to understandrganisationasanetworkofinterdependent
componentshatwork togethertowardsachievinga commonaim of the systemHe
talks of mutual gains for all parts of the system without harming one pihe at
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cost ofanother.The second principle talked about understanding variation in the
systemsutcomesiueto internalor externalreasonsandhowto addresghesame.
The third principle talked about the theory of knowledge and the importance to

movebeyond superficial ifixesd in the sy
knowledgeof psychologyfor managerso taketheteamforwardwith them.
Organisations saw significant i mproverl

theories. The Japanese Government honoured Deming with the institution of the
Deming Prize in 1951, which became an internationally acclaimed recogiaition
quality.

1.3.4 Ackoff and PurposefulSystems

Ackoff and Emery 1972 wrote that systemBavea purpose and they need to be

understoodrom astandpoinbf howthesocial,culturalandpsychologicatontexts

impact them. Organisations are made of individuals who collectively identify their

purpose, and therefore purposeful systems lie at the heart of organisation studies.

Ackoff saidthata purposefukystemis alwaysfi i dssead k Helapledat sodal

systemsscienceasavaluedrivenactivity andthatobjectivity in socialresearchs a

mythaspurposefubystemdavevaluesnherentin them.Purposefusystemannot

befi v a-f u eaadbhereforeobjectivityin socialsystemsstudyisfi v a-f uke | o0 .
Ackoff (19993 spellsoutfive profounddeadn systemshinkingfor management:

& In mostcasestheobviousis normally notright. He saysthatfor mostpeople the
obvious is not what needs pooof, but what one does not want to prove in the
first place.He citesspecificexample®of instancedrom reatlife managemerdand
administratiorto explainhimself. The mostcommonbeingto focuson partsof a
system independent from the whole system with the hope that the organisational
performance will improve, which he calldalacy. This may in fact, destroy an
organisation. He further cites the example of problems being perceived as disci
plinary in ndure that defeats the purpose of meaningful interventions. Research
andinterventionsieedto betransdisciplinaryandholisticin natureandneedto be
approacheth asystemianannerFinally,thefi b @ $iti tokgpdoneto aproblem
is not t o bfusgoltweddiitssol veodo it. Di ssol v
sothatit canexistasanewsystenconsideringnternalandexternalconditionsso
that the problem is completedyiminated.

& The revelation that organisations tendrisrepresent the objectives they pursue
andwhatis actuallypursueds wrong. This maybearesultof misplacedvisionor
restrictiveworldview of thebusinessThisleadsmanagerso keeprepeatingheir
wrongnessatherthanbeingableto focusontheright things.Ackoff believedthat
it is alwaysbetterto do theright thingswrongthandoingthewrongthingsright.

& Producing order and harmony in an atmosphere of ambiguity and uncertainty.
Ackoff focuses on the right acquisition of knowledge amel tole of learning.
Learningcomesfrom doing mistakesvhenmistakesaremadewhilst doing the

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

1.3 The Making of Systems ad/mnagemenbiscipline 19

rightthing.Mistakescanbeof two types:commissior{doingwhatshouldnothave
been done) and omission (nhot doing what shbalkbeen done). The former is
generallyalot moreserioughanthelatter.Howeverpusinespressuresftenlead
managers endupnotdoingmistakeof commissionlf somethings neverdone,
thereis nolearning.Reallearningcanbeenabledy systemicsupportwherenot
only fgetting it righto is rteendlided.r mi ng
csDi sclosure of what Ackoff <calls Aintel
benchmarking, downsizing, process reengineering and scenario planning. These
arerootedin thebeliefthatthereareshortcutmeasureo dealwith anyproblem,
may it be the most complex of problems. They tend to approach situations from
a reductionist perspective and with a mindset where achieving the perfect state,
rather than the learning statiivesall energies of theystem.
& Designof organsationghatcanbefreefromthefl t r engnsBonedabove Ackoff
cherisheslemocratiorganisationshataremultidimensionahndtransparentand
not driven by hierarchy and shoeterm goal seeking. Where learning is at the
centreof everything Wherethereis constanfocusontheorganisatiorasanopen
purposeseeking entity constituting by people existing in a wider business and
environmentakcosystem.

A ¢ k owofk Bashadasignificantimpactonmanagemergcienceandresearch.
His view of organisations was at a completely different end of the spectrum from
those of classical management thinking where organisations were seen as esoteric
structuregormedto achievecertainmaterialends Ackoff argueghatorganisations
are purposeful systems and this purpose has social, business and environmental
impact. Hence, decisiemaking needs to take into consideration the interplay of
such disparate and complex aspects. Managers need to play a balancing role to meet
organisationalision, businessobjective,p e o p dsmrétisnsand work towards
environmentakustainability.

Ackoff identified (19991 identifiedfour differenttypesof systemmodels.i D-e
termi ni st i davenspurpdseandneithdr dottheir patltsyeverthey
can serve the purpose of other purposeful systéndsn i m aystenmghavetheir
ownpur pose but their pahatespunpase ofitbeiown i So c i
and so do their parts; in addition, thegéther form parts of larger purposeful sys
t ems. AEcol ogi tavdapurpese sftheimwsbutthavea plethora
of social, organismic and mechanistic systems in interaction and interrelationships
betweerandwithin themselvesEachof thesesystemsastheir own characteristics.
Theproblemiswhenmodelsappropriatdor onesysternis forcedinto understanding
and/or addressing anotharstem.

Kirby andRosenhea¢P005 call A ¢ k o wofk&shiftin thinkingasashiftfrom
the machine age to systeare.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

20 1 System3hinking

1.3.5 Capra and EcologicaBystems

AustriantbornAmericanphysicist,C a p rwarlbosdeepecologyandsystemshink-

ing hashadaprofoundmpactonmoderrbusinessindecologicaimanagemenbeep
ecologyrefersto theunderstandinghatliving beingshaveinherentworthregardless

of their instrumentalitility. Capra was heavily influenced by eastern philosophy of

l ooking at the world as a I|living spirit
Thisis whatis alsocalledthe GaiahypothesisCapradrawson severakheaiesand
analogiedrom differentdisciplinesto arguethatexistencds a setof complexrela
tionshipsandany explanatiorby thereductionistrouteof breakingdowninto parts

misses its real essence. Drawing froimlogy, Capra 996 says

Thelimitationsof thereductionismodelwereshownevermoredramaticallyby theproblems

of cell development and differentiation. In the vesyrly stages of development of higher
organismsthenumberof theircellsincreasefrom oneto two, to four, andsoforth, doubling

at every step. Since the genetic information is identical in each cell, how can these cells
specialisen differentways,becomingmusclecells,bloodcells,bonecells,nervecells,and

so on? This basic problem of development, which appears in many variations throughout
biology, clearly flies in the face of the mechanistic view of liff).

Capratalksof everysituationto be contextuahavingits ownlevel of complexity.
Appreciationof complexsituationsneedssystemghinking, whichis attheopposite
endof analyticalthinking. In his bestsellerTheWebof Life, Capra(1996 addresses
deep ecology and says that living systems are a complex network of relationships
where the ecosystem is a network of nodes. Each node, when magnified, itself will
appeansanetworkof furthernodessoonandsoforth. Capra1996 makesanappeal
to reconnect with the web of life by nurturing a sustainable relationship between
humanbeingsandtheirecosystemby learningthebasicprinciplesof ecology.This
canhelpin creatingalink betweerecdogicalcommunitieandhumancommunities.
Heplacegreatimportanceontheprincipleof interdependendeetweenhesystems
as the nature of all ecologiaalationships.

C a p rleasdrsn sustainabilityandecologicaliteracyarehighly relevanto the
current age of thev o r Imétérigl pursuits and conspicuous consumption that we
all find ourselves in. He talks of the ecosystem as cyclical, whereas the industrial
worldislinear,wherenaturalresourcearebeingusedendlesslyto beconvertednto
consumer goods with no respect to principles of sustainability, and where wastes
from such linear processes are fed back into the ecosystem without consideration to
further depletethe ecologicalbalance.To addressuchgraveharm, Capra(1996
proposedinecologicattax reformthatrewardsandpenalise:ationson thebasisof
howthey handle thecology.

1.3.6 Ashby andCybernetics

Ashby (1952 1956 madea big impactin mainstreamingystemshinking with his
contributionto cyberneticsCyberneticss thescienceof communicatiorandcontrol
to define a system. It studies feedback loops within a system in ciraftarrmmf
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causal loops. Asbhy drew heavily from neurology to understand Isgstems in
thelight of cybernetianodelsof neuralprocessedn hislandmarkbooks,Designfor

a Brain andAn Introductionto CyberneticsAshbytalks of self-regulatingsystems
andthelaw of requisitevariety. Self-regulatingsystemsrethosethatstrivetowards

a state of order and equilibrium from that of tension disdrder.This is enabled

by a constant flow of energy and matter in a-finear nature, which may also pose
achallengeo thestructureof the system Changesn the structureof a system will
always take place within a variety pool. The ability of the system to sustain will
depend on the requisite variety that it is able to demonstrate on the face of this
challengeHe thussaysthatvariety absorbssariety. If a systemis unableto display

at least the same amount of (or moraiety, it is unlikely to be sustainable. The
externalvarietyalwaysfi a mp | in difierergw@aysfor thesystemthatthesystem
needs to fAadwhteolsaratacéces by it s

A s b htlyedrigsinfluenced biologists, mathematicians and engineers to under
stand the human brain and thereby leading to fascinating developments ir the sci
ences. As Caprd 996 notesAs b hwidesws wer e fAé crucial f
digital computers, and the technological breakthrough in turn provided the eoncep
tual basisformewa ppr oach to the scientific stud
field of artificial intelligencedevelopedsadirectconsequencef hisview,andsoon
the | iterature was full of outrageous ¢
1996 p. 66).

Further,in managemergcience Ashbyinfluencedthebirth of anewfield, man
agementyberneticsyhereanorganisatiorcameto bedescribednthebasisof the
inputtransformatioroutputschemaAno r g a n i suwvivaliscdepénsiendn its
ability topresentirequisitevarietyto thevarietychallenggosedy its environment.
Managers need to constantly learn, adaptraimyentthemselves in order to stay
relevantB e e (1993 ViableSystemModel (VSM) wasinfluencedby management
cybernetics where he presented a complatelyway of looking at organisations
asasystemof communicatiorandcontrolwithin thelaw of requisitevariety sothat
it can respond to environmental changes. The VSM became extensively used for
organisation design amdstructuring.

1.3.7 Churchman andSocial SystemBesign

Churchmainis celebratedor his philosophyof workingwith anobjectivetoimprove
humanlives. Postthe SecondWorld War, heworkeddiligently to apply his philoso
phy to business and management to understdactonnections and constraints in
business. Churchmanés work was hawapired
betterappreciatiorof anysystemwhenit is viewedfrom theeyesof anothetbecause
everyindividual worldview isrestrictive.

He talked about every system having a meaning with five basic considerations

(Churchmari968, which are the following:
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& The total system objectives and, more specifically, the performance measures of
the whole system.

cThe systemds enewonstrantsment (the fixed

& Resources of thgystem.

¢ Component®sf thesystemtheiractivities,goalsandmeasuresf performance.

& Management of theystem.

The above considerations can offer a concept map to understand a system and
revealdnterconnectionetweerthe partsof the opensystem Churchmargoeson
to say thaeverytool we employ for the inquiry of the system wiltverbe able to
give us the complete picture, thereby taking headhe concept adbjectivity. His
approachled to the understandinghat systemsasthey exist, are actually at the
behesbf theobserverlandarenotindependent-e talksof bringingtogethemulti-
ple perspectiveandviewpoints,in otherwords,multiple subjectivitiesto overcome
therestrictedhatureof worldviews(Churchmaril9717). Further justaseveryworld-
view is restrictive,it is alsohesitanbf changeHowever bringingtogethemultiple
worldviewswith evidencecanserveasachallengeo restrictiveworldviews.

Churchmarproposes dialecticalapproacto aninquiry asthereis no expertin
thesystemsworld. An individual mayhavetheir own understandingpiasedy their
own worldviews and the same is true of another individual. Hence, the world is a
pl ay of farhteisti bsershjastidity cdiriNbe eeached by the process of
Adi al el dbéedveedmit h capdii s d t | thdicardeaddo@fi sy nt hesi s
based on both worldviews supporteddwdence.

Churchman kept improvement as the agenda at the heart of a syisiguiri.
Improvement is a continual learning process that keeps unfolding as the inquiry
and/or intervention progresses. A system can be looked at from different perspec
tivesby inquiring i nto it from the @i s deveathed t he
objectivesandagendaf thesystemslesignandimplementatiorfromthep | anner s 6
andr e c e iviewpaings.dhis canhelptheinquirerunderstandhe real purposeof
a system, which may beffirent from the statedbjective.

C h u r ¢ hideaswedeashift from thecybernetiapproactor thehardsystems
paradigm (discussed in detail in Ch&8pthat believes that systems can be studied
in terms of nodes afommunication and control and are objective in nature. In the
words of Jackso(R000):

A model can only capture one possible perception of the nature of the system. Objectivity,
therefore, can only rest upon open debate anmmtders of many different perspectives.
And the results of a systems study can only receive their guarantee from the maximum
participation of different stakeholders, holding various worldviews, in the design process
(p. 224).

This served as an importaftamework for decision makers to approach plan
ning from a systemic perspective taking into consideration different worldviews. It
is important for the managerial and administrative functions to accommodate
varying forces in system designs. Plans doexst in isolation within the busi
ness/managemeahtity. They need to be framed in context of sevéoates
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including societal norms, cultural constraints, religious beliefs, ethical considera
tions and stakeholder interests.

In this section,| coveredonly selectfoundationalworksthathaveinfluencedthe
makingof systemsasamanagementiscipline.In noway, thisdiscussiorshouldbe
taken as exhaustive. A complete discussion will itself merit volumes on the topic.
A lens of bias is applied in selecting the above works in relation to the case studies
which arediscussedater. Theaboveworksin someway or the othercomehandyin
deliberating on theases.

1.4 Systems ThinkingToday

Systemshinking providedthelight attheendof thetunnelto approachheincreasing
complexity that the world faces. In business amhagement, prominent scholars
andpractitionerdeddeliberation®nhowto besystemiaatherthanbeingsystematic
to approachreatlife situationghatfirms facein thesocial,economicandregulatory
arenaWith theriseof thefocusonsustainablenanagemensystemshinkingoffered
the optimal frameworks to connect the dots towards creating a sustainable planet
wherethetriple bottomline canbekeptin mindd social financialandenvironmental
(Elkington 1997).

Soon, systems thinking took centre stage in management dialogue and began to
beseerasaviablealternativeto approachhedynamicandinterconnectedatureof
everything arounds.

1.4.1 Adoption of Systems asiscipline

Severainternationabodieswvereformedthatbroughttogetheisystemsghinkersand
aspirants to create a strong academic and practitioner climate in the world of sys
tems thinking. Notable amongst these are the International Federation for Systems
ResarchthelnternationaBocietyof SystemsSciencegheGlobalSocietyfor Flexi-

ble SystemdflanagementheCyberneticSociety theOperationaResearclsociety
andSystemandCyberneticsn Organisatiorthatpromoteresearchcommunication

and engagement amongst syst@mugessionals.

Leading universities around the world today offer specialised researeh pro
grammes and degrees in systems thinking and management.

Independent international bodies adopted systemd@amding framework for
severabf theirglobalinitiativesandconsultinginterventionsThe World Economic
Forum(WEF)formally constituteda Systemghnitiativestrackto approactiheglobal,
regional and industry challenges of the worldsgstems. The WEF Systems-Ini
tiatives track | ooks at such issues hol
the environment and natural resouseeurity to the economic systems that-cate
inequality, to the regional systems that determinedhterrfies of nations, the
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i ndustry systems that determine the ef/
Economic Forun2018).

Thedevelopmensectorsawagreatinfluenceof systemspproachewith human
empowermerdndsustainablehangetits core. System$egartobeappliedthrough
designjmplementatiorandimpactassessmetuy multilateralbodiesandlargecon
sultingfirms. FSG theleadingdevelopmensectorconsultingfirm, hasaspecialised
track on systems change that touches upon entire project lifecycles. Major-founda
tions like Ford Foundation, RobéNood Johnson Foundation and the MacArthur
Foundatiorhavechosen systems change as their preferred model for their priority
sdting and vision realignment (Gopal and Kag@5.

With opportunities come the challenges. Although systems thinking can offer a
viable |l ens to approach the worldébés pro
making ithappen. | discuss some of this in the next section.

1.4.2 Challenges of a SystenThinker

Here,l will reflectonsomeof thechallenge®f systemghinking. | will alsoattempt
to touch upon some possible ways to address the same and reflect on soene of
skills sets required for a systems practitioner (Chowdpoty'1).
The first challenge for a systems thinker to overcome is that of siloed thinking.
Ourbrainsarealmostautomaticallyattunedo approactsituationsby dividing them
into individual partsasmuchaspossibleandapplyingarule bookfor everypart,in
thenameof efficiency. Time andagain we aretold thatonceanobjectiveis decided,
we needto breakit downin manageablehunksandconquerthe goalstepby-step.
This oftenmakesuslosesightof thewoodsfor thetrees.Theproblemis moredeep
rooted. Look ahow Universities are structured by Departments under the overall
segments of Arts, Sciences and Commerce/Management, disajltve power of
inter- and transdisciplinary knowledge pollination. This pedagogy creates siloed
thinkinginap r a c t i niindandrestridsthemfrom approachingituationsasa
fi w h o Ther&arecertainlymoredominanpedagogiesnii s y s t eappeoachnc o
highereducatiorthanafi s y s t appraaach®o quotelsonandBlackmore(2014):
i T hi mskstemiaallyor holistically,in comparisorto systematicallyappeargar
from the 6 maiwessttreeranmds @i enoisets 0 ( p .
Theway outis to first overhautheway we aretrainedto think. Educatiorbodies
need to encourage integrated thinking. This is to be facilitated not only in a way in
which studentsavethe flexibility to choose subjectsoim different disciplines, but
alsoat a higherlevel wherethe essencef designthinking, problemsolving and
critical ontology are introduced in the curriculum from an early Wgalready see
some welcome change with many of thew curricula being dégned across
Universitiesto encouragstudentso work onrealtlife problemsolvingwith anopen
mind, rather than sticking to the traditional approaches of textbook learning bound
within Departments.
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Theseconcchallenges of theeducatiorsystemitself in embracingsystemsasa
focusedsubjectof researclandteachingMany universitieseachsystemgustasan
additional subject and not necessarily as a core. Gregory and ND&f) (in fact
talk aboutthe needto establisithe credibility of the systemsapproachn thehigher
education setup from thewwn experiences of attempting for a mainstreaming of
systems as a formal teachisupject.

However,this challenge can be overcome by bringing in practitioner inputs to
talk about actual application cases of systems thinkingir gffort from faculty,
industry researcherandstudentss requiredio createademandor formalcoursesn
systemsasmandatedn MBA programmesThiswill easg¢heway to bring systems
thinking into mainstream education and may helpuercome the first challenge.
Overcoming both these challenges will hopefully trickle down to the rest of the
challenges | discuss below\aslI.

Thethird challenges inherentin howwe think andthe expectationshatgovern
us in designing projects amanning for interventions. Due to resources utilisa
tion andstakeholdeexpectationsthereis increasingoressurén measurementith
the focus on quantitative indices to measure successes undéotime metrics. In
such situations, ofteproject managers race to achieve doanging fruits and shift
succesgnetrics aroundshortterm resultsrather than aiming for long-term sus
tainablechangeln thedevelopmensectorsdifferentcorporationsandfoundations
increasinglysubjectfi b e neerf iiteraportimpact(normally understoodn terms
of output and outcomes) under a regime of inflexible sucseasures.

However,a systemsnterventionneedgatienceflexibility andagility. Oftenthe
systemseedo beallowedto learnthroughthecourseof aninterventionandcourse
correct or coursalign as it proceeds. The feedback loop needs to be continual for
constant adaptation and be able to fAcha
driveno. The nspoaestrafddhe interbestiongstrisag easure epen
ended processes and be able to approach both measurement and impact with
flexibility. In the case of development projects, we will need to look at a preblem
solvingapproachratherthanamerecomplianceseekingapproachThismeanghat
results can take longer than what we are used to, but they are more meaningful and
moresustainable.

Thefourth challengeis moreimplementatiorrelated.Systemghinking callsfor
the practitioner to be well versed with a range of approaches and methodologies to
fully leveragehepowerof thediscipline.Throughouthisbookitself, | will talkabout
severapopularmethodologiesnddifferentparadigmsandthisis justtouchingthe
surface. In addition to these, there are a large number of tools and techniques that
the systems world has tdfer. This can sometimes lead to confusion and can be
intimidatingto someoneewwho maywantto startworkingin thisdiscipline.

It is to benotedthata systemgractitionerdoesnotneedto beanexpertin every
approactor methodologyButit isimportanto behavinganoverallunderstandingf
whatexistssothattheycanbringin therightkind of expertisdor specificsituationsat
hand.Therearealsoframeworksn systemshinkingthathelpin organisingifferent
approaches in specific categories corresponding to the complexity of the situation
and the natureof participation.This supportsthe interventionistselectthe right
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methodologyn combinatiorfor respectiveéssuegheyaretrying toresolveby taking
astepby-step approach. | will discuss this in detail in Clgap.

Thefifth challengésthatof languagesputforwardby CordobaPachor(2010).

As systems thinkers armtactitioners, we use oowwnt er mi nol ogt+ es | i
ticd, fAinterconnecbirgasadsihgotofioeesis
c r i t etgQemexamanagemernerminologiesaredistinctfromthesevords.And
for someoneaotusedto thedisdpline, systemgerminologiesansoundalienating.

With the widespread adoption of systems thinking across sectors, more simple
words arehoweverare being used as systems language. It is also to be noted that
when systems thinking is applied, the inttionist does ndiaveto use systems
terminologiesTheycanwork with systemgrameworksn theirmindswithoutdis-
closingthesameln everycasestudyl havepresentedh Partll of thisbook,| have
notdisclosedheapproacho theparticipantorin thesituations! alwaysusedhem

as my frame of reference.

Finally, as Cordob#&achon 2010 says, the excessive focus of systems-prac
titioners on appreciating the situation and on probtmtving may end up being
cumbersome and time consuming. In real time, managers and consultants do not
have the luxury of time, but are often under pressure to show results.

It is also not necessary to use all systems methodologies in depth and in an
exhausive manner for interventions. Systems methodologies can be approached as
referencgointsratherthanfixedin themselvedn myownprofessionatareer| have
mostlyborrowedpiecef systemshinking from differentmethodologie$o beused
within exiging clientservicedrameworksor haveadaptegeveramethodologieso
suit the situation atand.

1.5 Conclusion

This chapter presented awerviewof systems thinking and its emergence as an
organised discipline. | started by defining systems thinking and led a discussion on
howsystemsnadea markeddeparturdrom thereductionistvay of thinking. Select
classicamanagemerthinkerswerepresentethatincludedweber,TaylorandFayol.
A gradual shift in deliberation in management thinking was then discussed in light
of operatingeffectivelyin thecomplexenvironmentWorksof Ulanowicz,Bateson,
SengandDemingwerereferredo. Theemergencef systemssanorganisedvayof
thinkingwaspresentedhroughtheworksof Ackoff, CapraAsbhyandChurchman.
Finally, we talked about tharrival of systems thinking as a formal discipline seen
throughits popularityin applicationin multiple spheresandfields, theestablishment
of formal associations, and recognised programmes and tracks in leading centres of
excellence around the worléinally, | presented some practical challenges for
systemghinkersandpractitionersalongwith somerecommendationsf howthese
can beovercome.

Systems thinking draws from a diverse range of perspectives including those of
biology, ecology, anthropology, sociology, chemistry and physics, amongst others.
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Beingabletotranscendhesesignificantbodiesof knowledgeandcomprehenéhter-
connectedness and emergence requires a great deal of flexibility for the systems
thinker; in fact, flexibility is a core in systems thinking. Significant academic and
practitionerworkswill bediscusse@sthebookunfoldsthatbringsin thisintersee

tion of systems antlexibility. In the next chapter, | will talk about flexibilitygs a
concept indetail.
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Chapter 2 )
Flexibility Sk

2.1 Introduction

A soundsystemsnindsetandan effectivesystemsapproacheedto beflexible and
adaptive The Cambridgadictionarydefinesflexibility fi atlse quality of beingable
tochangeorbechangeaasilyaccordingothes i t u &wertleyearsasl worked
as a management researcher and consultant with an interest in systems thinking, |
realisedsome important qualities of a systems practitiénability toself-critique,
nimblenessandagility, ability to adaptmethodologiesheingableto absorboneself
into thesituation,andlearnability. Thesequalitiesareat the coreof flexibility.

It wasonly in theyear2007thatProfessoMichael C Jacksor(who hasauthored
the foreword of this book) introduced me to Professor Sushil at the Department of
ManagemenS§tudies]ndianInstituteof Technology(lIT) Delhi, thatl encountere
flexibility asanareaof focusedesearclnterestButit wasnotuntil 2014whenl met
ProfessoSushilfor thefirst time anddiscussedheintersectiorof systemghinking
andflexibility. Ourextensiveconversationtedto my first publicationexploringsys
temsandflexibility intheGlobalJournalofFlexibleSystemManagemenProfessor
Sushil is the founder of the Global Institute of Flexible Systems Management who
servedasmy mentorto takethis contributionforwardfor meto formally culminate
my deliberations in the form of this book. Whilst | will discuss the methodological
intersectiorof thetwo in Chap.3, herel will focusonflexibility asaconcepin itself
with a focus on organisatns andnanagement.

The need for flexibility and adaptiveness for an organisation or programme in
thecurrentageis notamatterof debateBut whatis flexibility? How did flexibility
become a recognised management concept? What does being flexible in business
really mean? This chapter introduces flexibility as a conceptandhis can be
applied in business and management. | will discuss what flexibility means in dif
ferent contexts antiow it can manifest itself in different forms. Perspectives and
experiences from real life cases and experiences are brought into understand the
advantage of being flexible and the opportwtibsts associated withflexibility.
Relevancef flexibility in currenttimeswill beaddressedsanunderlyingthemeas

© Springer Nature Singapore Rfiel. 2019 29
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemehttps://doi.org/10.1007/97881-13-8530-8_2
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we goaheadvith thediscussions Selectheoriesandframeworksn flexible system
management are discussé&thally, we discuss the risks of flexibility and if there
shouldbeanylimits to flexibility thatwe maywantto considemwhilst encouraging
flexible systemsn ourenterprised.manoeuvrg¢heargumento whatl call flexibility
with authenticityto createenterpriseghatcanstrikeaprudentalancevithoutbeing

in dangerof slidinginto the extremeendsof excessivdureaucracyr chaos.

2.2 What Is Flexibility

Flexibility istheability to staynimbleandadaptiveatthewakeof changingsituations

or beingableto reinventoneselfin thoughtandactionwithin thesamesituation It is

the ability to be comfortable with change, to seamlessly think and apply with great
variety,to be agile, and to appreciate and absorb unforeseen circumstances without
creating shock for the system. Openness and freedom to choose are aspects that
charateriseflexibility.

The impact of flexibility in business functions has become more pronounced with
organisationfinding thataflexible environmentontributegpositivelyto finan- cial
performanceand productivity, therebyleading to increasedrevenuegeneration;
further it also makes processes more efficient and enhances customer experience
(Richman et al2011).

Theimportanceof flexibility hasbeenstudiedin severakontextsncludinggow
ernmentmanufacturingadministrationecologicalmanagemerdndservicesndus
tries. Sushil 20153 notes that flexibility in organisations can be enabled by the
optimum mix of people and technology because attitudinal changéesrtachne
logical change and at the same time, technological change drigbattitudinal
change. He goes on to say that lot of the lifestyle preferences that paegiteday
demand a break away from rigidity and excessive control. This can beroomy
observedin everydaysituation® be it consumersasking for more choicesin
productsandservicesthezenx andzeny lendinganalternativeeyeto theirworld-
views,organisationse-evaluatingraditionstylesof managementligitaltechnology
reshapinghationalidentitiesandtheblockchainsetto revolutionisetheglobaltrans
actioninfrastructureSushil(20153 goesonto saythatflexibility needdo bedriven
at a systems leadersHivel so that our adoption tnewtechnology and theew
way of life and living is seamless. He also notes that greater flexibility will lead to
better performance of threnterprise.

2.2.1 Flexibility and Systemd hinking

In Chap.l, | talked at length about systems thinking and in this chapter we focus on
flexibility. A conceptual understanding of systems is important for us to under
stand flexibility. Flexibility theory has been greatly inspired by systéheory as
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amultidisciplinarysubjectCharacteristicef opennesself-regulationandempow
erment thaflexible enterprises display are fundamental to systeeusy.

It is notnewto say that change is the only const&taweverthe rate of change
andthefastmovingnatureof eventsn ourcurrenttimesarebaffling. Thishasfurther
amplifiedtheneedobeabsorbandrespondo changewith greatewveracityandcom:
fort. Therelevancef systemshinkingtoflexibility isespeciallypronouncedvith the
VUCA environment we find ourselves iaday.VUCA has become the commonly
accepteégcronymfor Volatile, Uncertain ComplexandAmbiguous Volatility stems
from therapidandaccelerategaceof changehatwe withessaroundus.Togivean
examplejt hasnotbeentoolongin thepastthatwe heardthewordblockchain And
today,blockchairenablectryptocurrencyasalreadybecomearealityandthevalue
of the Bitcoin hasnearedalmostUSD 8000.Thelack of predictabilityis evidentin
the world todayuncertaintyis what we see around us #ike time. It has become
difficult todayto defineaspecificindustry;letalonemanagemergtrategiesDo you
call Airbnb aninternetcompanyor realestatecompany Do you call Googleasearch
engineor amediacompanyDo you call Uberataxi-hailing appor atransportation
company? Thisiewreality has made our world and enterprises nooraplexthan
everbefore Airbnb, GoogleandUberhavegivenriseto asituationwherelegislative
boundariehavebecome fuzzy and where jurisdictionasied on natiosstateshave
become irrelevant. This has resulted in increasimipiguityin the world of busi
nesses and jurisdictions. Challenging boundaries and whole systems thinking are
necessary approaches to understamd organisations can operatethvflexibility
in the VUCAenvironment.

Forsytheetal. (2018, quotethe CEOof leadingAmericanretail giant, 7-Eleven,

Joe DePinto, in his interview haeewre he
seen Wearée seeing alll aspects of VUCA©O.
business leaders of some of the r Itop éompanies, Forsythe et 008 go on

to say that to operate successfullytiro d a&mvidoament, organisations need to

build aculturethatis agileandresponsiveT ogethemith this, thevaluesof integrity,

trust, and empowerment will be the cornerstonese® organisations through this

age.
BahramiandEvans(2011]) took theargumenforwardandproposedheconcept
ofsuperf | exi bility. They wunderstand the <co

executing byexperimenting, iterating, and recalibrating; organising by federating;
leading by aligning; and innovating by recycling (Su&@il5a p.7).

In thecontextof systemghinking, Sushil(1994) saysthatclassicakystemsech
nigueshavebeen developed under strict thought schémaard systems thinking
focusing on functionalism and optimising, and soft systems thinking focusing on
interpretivism and learnindg.echniguesnspired by hard systentkinking include
LinearProgrammingGoalProgrammingSearchiMethods PhysicalSysteniTheory
etc.Techniquesspiredby softsystemshinkingincludeSoftSystemdethodology,
InterpretiveStructuralModelling, Delphi, ScenaridBuilding, GroupProblemSolw-
ing Techniquegtc. Hard systems approaches are inspired by reductionist thinking
and relies heavily on cartesian science and exploringaradeffect relationships.
Softsystemspproachegntheotherhand arebaseninteractionengagmentand
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GAP TO BE BRIDGED
HARD SYSTEMS SOFT SYSTEMS
BASED TECHNIQUES BASED TECHNIQUES

Y =

INTEGRATE INTEGRATE
WITH WITH -
HARD SOFT | & jntarie
APPROACHES APPROACHES

Fig. 2.1Bridging the gap in systems continuum (cited from Susd84 p. 640)

learning.Different mentalmodelsandwaysof thinking haveovertheyearsinspired
different traditions in systems thinking that are oftee f er r ed t o as fAp.
the evolution of thought. | discuss this in detail in Cl3ap.

A flexible approach to management problem solving would mean the ability to
understand the middiground as real lifproblems exist in the continuum and not
in well definedextremegSushil1994). For effectiveinterventionsn socialsystems,
thegapbetweerthetwo extremesieedto bebridged,asrepresentedh Fig. 2.1

Systems thinking and flexibility are complementary and muteaiigforcing
ideas and | will discuss this intersection at length in CB&pom a methodolog
ical perspectivetHHowever, as we go through thishapter, | will make references to
systems concepts and borrow inspiration from systems theorists to build up my
arguments.

2.2.2 Flexibility with Authenticity

Display of flexible behaviour should not be at a surfagel without believing in
it. Therefore, flexibility needs to be authentic. Authentic flexibility comes with the
values ofintegrity, trust and empowerment (identified above by Forsythe et al.
2018. Thesevaluesneedo bebalancedowardsboththe systemandtheindividual.
Flexibility cannotbelet to overridetheinterestof the systemandthe systemcannot
belettooverrideindividualwill. | amnotreferringto methodsindtechnologyhereas
theseareonly enablergo flexibility. | amrathertalking aboutthe cognitiveappetite
that can direct enterprises fleovouror discount flexibility and to what extent. The
danger is in the tendency to tilt tavds one end of the extreme. Managers need to
work towards balancing continuity and change, control and freedom, centralisation
and decentralisation, and stability and dynamism to ensure minimum disruption of
the system, and empowerment and freedom pkitple.

L e ttabksatural sciencethe system will alway$fiavespontaneous reactions
andwill alwayshaveatendencyto movetowardsdisruptionanddisorded entropy.
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Moving betweerentropyandhomeostasis aconstanphenomenoandeverytime

the systenevolvestowards anewstate of being that is qualitatively different from
where it started. Enterprises need to understand and absorb this reality with a high
levelof maturityto displaycharacteristicef whatl call flexibility with authenticity.

This concept is borrowed fno thermodynamics. A system encounters entropy
whendisordeovertakesrderandseekoutfor stabilisingforcesthatbringsit backto
astateof stabilityor equilibriumd homeostasisthesecondaw of thermodynamics
states that when a spontaneous or peeted reaction occurs in a system, it moves
towardsastateof disorderlinesd entropyd until it eventuallymovesowardsastate
of equilibrium.

Tounderstand why a system always has a tendency for spontaneous reactions
andmovetowardsnorntequilibrium, Boltzmann came up with an ingenious thought
experiment that has been quoted by Caf@9§. Takea box and imagine it is
divided into two equal halves by an imaginary line. If there are eight molecules in
the box, imaginehow manywaystheycanbearrangedn theleft andright sidesof
the line (Fig.2.2).

The first arrangement can be one where all the molecules are on one side of the
box. Thisis the highly organisedstatewhereonly onearrangemenis possible The
secondarrangemerntanbeonewheresevermoleculesareononesideof theboxand
one molecule in the other side. This possibility offers eight different arrangements.
This can illustrate that the numberpmssible arrangements increases minimising
thedifferencesdbetweerbothsidesof thebox until a stateof equilibriumis attained.
Ultimately,thesystermwill showahighly disorganisedtateasthenumberf possible
arrangements reachsaventyThis leads to increasing entropy as the possibility of
disorderliness also increaséfowever,it is interesting to note that in nature, we
observe greater complexity and also greater order evolvingbgidale. Ths
observation led to the development of reaquilibrium thermodynamics (Wicken
1979 Brooks andNiley 1986.

Capra 1996 builds on this understanding to expl&iow biological organisms
are able to selbrganise and continue evolving through the theory of dissipative
structures. The term dissipative structures was coined by Prigogine to describe a
thermodynamicallyppensystenthatoperatesn afar-from-equilibrium statewith a

Fig.22Bol t zmannd goe @ I One Arrangement only
experiment on probability of ®e°, ) (highestorder)
disorder (cited from Capra &
1994 p. 187 °
6p ) S *e s ® 8 Different Arrangements
L J ! 1 o
[ |
: o’ % 28 Different Arrangements
e | -
® . IO‘. 70 Different Arrangements
2 ! 2 (maximum disorder)
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constant exchange of energy and matter with the environment around it. This leads
to a state of selbrganisation within the system that lets it survive and evolve.

Going back to the point on biological organisms, these are alsorgalfisiry
dissipative structuresioweverbiological organisms also process information that
further enables them to present requisite variety to the systentepktate and
organiseovera period of time (Brooks andiley 1986. Biological organisms are
a perfect showcase of dissipative structures that are always afleveoup the
valuechain through their ability to counter variety in the environment with more
varietyandreorganisationAn extinctioncanoccurwhentheorganismis unableto
reorganise itself around the information and becdisjeinted.

Capra (996 resorts to notinear dynamics to address the cause of what leads
highly organised systems to become disjointed becauseosimafional disorgan
isation. As noflinear systems emerge, reinforcing feedback loops appear. These
feedback loops are capable of amplifying even minute new information in a multi
fold manner leading to uncontrolled chaos. This chaotic behaviour catol¢ae
emergence of new states of order through informational bifurcations2(Bjg.

Figure2.3isadiagrammaticepresentationf howinformationabifurcationscan
giveriseto newstateof orderthatarehighly unpredictableThesenewstatesarealso
irreversible and extremely sensitive to chafigécken1979; Capral996. Capra
(1996 goesnnto saythatateachbifurcationpointthesystenfaceswo choice® one
is the mirror image of the existing state and the othemsneemergent state. The
s y s t abifity te exist will depend on the choice it makes & it interfaces
with its environment with that choicand the spontaneity with which it is able to
reorganisétself. Thisis enabledby areductionof entropydueto thebranchingout
fromits previousstate. Thenatureof dissipativestructuress suchthatthecombined
entropy is equal to or highé¢han the previous branch and hence is aligned to the
second law of thermodynami@d/iley and Brooksl988.

- Threshold

Instability

H

(Indicating energy
transferred by
the systemto New states of order

Bifurcation

its surroundings)

T
(Indicating time span)

Fig. 2.3Representation of informational bifurcation and emergence of new states of order
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| went into this discussion because thermodynamics is not just about physics. It
is the way energy works and toucle®ryaspect of life including businesses and
enterprises that managers find themselves in. Keeping in mind the theory of
dissipative stuctures, it is evident that spontaneous reactions and transformations
are unavoidable in enterprises. Enterprises are afterall a dynamic amalgamation of
energy and communication through a passage of time. Since this is the reality of
life, managers need tecognise and accept this as inherent. Leading on from this,
flexibility isaprerequisitéor managingffectivelyif managersranttheorganisation
to survivethroughthethresholdsf instability asit transformstself into newforms
overtime. Enterpises, departments, teams and individuals are all prone to such
transformationsWhenwe talk of the VUCA environmenbf the currenttimes, it is
notto saythatchangeanduncertaintydid not existearlier.But in currenttimes,the
speed at Wwich change occurs and the rapidness in which newer forms arise in the
business world is unprecedent&te highlighted some cases like Bitcoin, Airbnb
andUber.

This simply means that managers not only need to be open to uncertainty and
volatility, but al® be comfortable with the same. This calls for a great degree of
authenticity of flexibility in thinking and action to create organisations that are
resilient and sustainablnvariably,here also comes the ability to recognise inter
connections, requis variety and emergent structures that are central to systems
thinking.A systemianindsetanenablebetterflexibility with balanceindprudence.

2.3 The Flexibility Discourse

Sushil(2015h sayghattheconcepbfflexibility isbasedntheconcepbfcontinuum
between two opposite ends. He refers to the Chinese philosopfig ahd Yang
thatrepresentdself in all formsof dualityd viz. positivenegative goodbad,day
night, brightdark, so on and sforthd that emanates out of a constant chaos of
materialenergyin theuniverse Thephilosophysaysthattheduality of theopposing
forcesself-containgheotherextremeavhenoneof thetwo forcesreachesheother
extreme. In that sense the opposingés are interconnected, complementary and
self-perpetuating; one cannbive without theother. This integration results in a
dynamic force that is greater than the summative forces of both the opponents.
Dependingnthesituationandtheobserverpneforcewill alwayshemoreprominent
and/or dominant than tragher.

Capra (976 takes the argument forward to say that this oscillating movement
unites the opposing ends in a circular motion. This circulagiaten can only be
appreciated if the observer has the view of the continuum rather than of distinction
or reduction. Whereas a systems observer will always look at the integration and
continuumthereductionisbbservewill alwayslook atthedivisionsandbreaksBut
in reality,justasin philosophy complexsystemslemonstratgualitiesof continuum
andcoevolution.
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Sushil(2015h takesnspirationfrom Indianphilosophywherehereferstoenlight
enmentstranscendingairsof oppositesandlooking beyondthem.He talks of the
focusonunity andintegrationin Indianphilosophywhichis alsotheessencef inte-
gration (SushiR015h. Thesis and antithesis form a focal point in SustilGh
where he refers to the works of Ackofipffler, Jauch and Gluk, and Pascal and
Bahrami.Thecentralargumenbdbf suchworksis thatin managemente alwaysneed
to strivetowardsa focusedsynthesidbetweeropposingiorcesof perceptionsgeck
sions and mindsets. Preferring one end of the spectrum always leads to the danger
of completely ignoring the benefits of the other end. An ideal way atean
integrative mindset where managers are able to see a continuum between opposing
endandareableto createa synthesiof the bestfrom eachendof thespectrum.

Sushil 1997 talks of flexibility as the:

exercise of free will or freedom of choice on the continuum to synthesise the dynamic
interplayof thesisandantithesisn aiterativeandinnovativemannercapturingheambiguity
in systemsandexpandinghe continuumwith minimumtime andefforts(p. 263).

With this orientation of the philosophy of flexibility, | will now discukew
flexibility canbeunderstoodn selectareasf application.Thefollowing discussion
is meanto serveasexample®f theoreticabndpracticaldeliberation®f flexibility.

2.3.1 Flexibility and Manufacturing

Theoriginsof anidentified discussioronflexibility canbetracedbackto the1960s
whenanincreasedegreaf automatiormadadtsforayinto manufacturingComputer
programmingandroboticsintroducedanewway of approachingnanufacturinghat
completelyredefinedoroductionsystemgToniandTonchial998. Thebusinesgli-
matein parallelwitnessedeightenedompetitionandcostoptimisation production
speed and customer satisfaction weegfocus areas for the manufacturing indus
try. In themiddle of the 1960s marketcompetitionbecameanoreintense Flexibility
camein asanimportantcomponenin themanufacturingprocesgo caterto different
customer categoriesatisfactorily.

Flexibility in manufacturing can itself be of different types that was articulated
by Browne et al. {984 that formed the basis for mosttbe subsequent research.
These types are machifiexibility, processflexibility, productflexibility, routing
flexibility, volumeflexibility, expansiorlexibility, operatiorflexibility andproduc
tion flexibility.

NilchianiandHastingg2007) defineflexibility in thecontexif system&ngineer
ingasthes y s t aapaditgo respondo changé bothinternalandexternad with
minimalimpactto time, costandquality. Flexibility canenablea systemwith adap
tivenesgo unplannedeventsandinterference$rom the ecosystenit existsin.

Gorodetal. (2008 citeseverabtherexamplesvhereflexibility hasbeerexplored
in management and engineering. Thkay:
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i édeGrootedefinedflexibility asahedgeagainsthediversityoftheenvironmentdeGroote
proposedhatacertaintechnologycouldbesaidto bemoreflexible thananotheif anincrease

in thediversityof theenvironmenyieldeda moredesirablechangen performancehanthe
changehatwould beobtainedwith theothertechnologyunderthesameconditions;Golden
andPowelldescribedlexibility asthecapacityto adapt;.Chowdarycharacterise@lexibility

of amanufacturingystenasits ability to respondo changeitherin theenvironmenbrin
thesystenitself; WadhwaandRaostatedhatflexibility is viewedastheproactivecapability

of a system to manage change in its environment in an effective and efficient manner; and
Upton defined flexibility as the ability to change with little penalty in time, effort, cost or
perfor ma&n.ced (p

Flexibility hasbeendescribednddefinedin differentwaysby differentscholars,
buttheessenceemainghesamehatl haveattemptedo encapsulata thebeginning
of thischapted theability to staynimbleandadaptive To beflexible, oneneedso
think and act flexibly with the freedom ¢hoose.

Originating in manufacturing (or so believed to be), the flexibility debate took
over other disciplines rapidly, and we delve deeper into related discussions in the
following sectiors.

2.3.2 Flexibility and Management

The study of flexibility soon permeated to different fields and areas of application.
Therapidlytransitioningousines$andscap¢hroughthe1970sand1980sdemanded
managerso takepromptdecisionspe comfortablewith ambiguity,andseethrough
theopaquen themacraeconomiccenariompactingglobalandnationakeconomies.

Gupta and NagpalkQ15 examine the components of flexibility key business
excellence modelsigobal |y f or their -goenreeraateidonneds.s
discuss eight fundamental concepts, borrowed from the European Foundation for
Quality ManagemenfThesearediscussedbelow(GuptaandNagpal2015.

¢ Flexibility in Leadership: Involvesdeveloping a shared leadership culture and
challenging the statuguo. Leaders need to constantyiew,adopt and realign
theo r g a n i diractionasperemergingousinessealities.Responsivenegs
changing mar&t needs and adaptivenessiewenvironment iskey. Communi
cation within the organisation needs to be open and transparent that promotes
empowermentinvolvementand ownership. Leaders need to demonstrate-open
ness to take constructive feedback anchigpis from their juniors. They need to
be able to shed ego and embrace reviasés.

& Flexibility in Strategy: Strategic alignment has to bring together both stability
and change. Thigwvolvesrecognition and acceptance of emergent factuen
whentheyarenotevident.Scenariglanningandbeingpreparedor risksbecome
important.Strategythereforeneedto be broadbasedhatis malleableandadapt
able when factors outside the boundaries of the organisation call for the same.
Risk planning and preparedness is crucial. Although this is at a strd¢egic
systemsand processesieedto be establishedso that all kinds of risks
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0 social, economic, technological, regula@®rgre regularly understood and
assessed. Review mechanisms with defined metrics need to be institutionalised
so that management hagersight of the environmental realities.

& Flexibility in People: Learning needs to be integrated within the organisation and
this needs to bdrivenby the leadership aspaiority. Employees need to lggven
the flexibility and time tanvestin ther learning.Togetherwith learning, also
importantis unlearning.This can happenby challengingpre-existing mental
models,andby encouragingritical thinking andinnovation.This eventuallywill
createalearningorganisationBringingin orientatiorto changeandadaptoteams
andindividualswithin anorganisationsimportant.Theorganisatiorstructureand
performanceeviewmechanisms need to enable the same. Structures and frame
workscanbebroughtto life with theright attitude mindsetandskill of people HR
needdo play animportantfacilitator role in puttingin placepoliciesthatfostera
healthy workplace with workfe balance and flexible working arrangements so
that employees can bring their best selves to theikplace. Goals need to be
stretchedhatoffer bothchallengeandexcitementThis needgo be supportedy
employee engagement and continuous improvements inprexckices.

& Flexibility in Partnerships and Resources Recognisingstakeholders in the
wider system of the organisation is important that considers suppliers,-collab
orator s, influencer s, gover nment, regel
members of the wider ecosystem. Regular communication channels need to be
edablished to enable transparency and a genuine exchange of information. IT
systemsandsupportingesourcemeedto beoptimisedsothatstrategiesandpoli-
cies can be adequately supported. Resource management needs to be made more
efficientwith afocuson utilisationratherthanownershipof resources.

¢ Flexibility in Products,Processeand Services Emphasisieedgo bedirectedo
leanproductiondesignkeepingthe endcustomerrequirementn mind. Redesign
of products, processes anfferings to cater to constantly changing customer
requiremenheedto beinculcatedThis canbebroughtaboutwith modularityand
platformconcepin productdesign Applicationof creativityanddesignthinking
in developinghewproductsandservicess animportantcontributor Processeand
technologies with the end customer in mind need to be set up. Processes need to
supportdelightful customeexperienceeedswith regularmonitoringandreview
of customer feedback asdggestions.

6 Flexibility in Customer Results Endeavouto reducecostandleadtime andbe
more responsive to customer neadfth changing customer maturity and per
ceptions, their needs and demands are also changing. The organisation needs to
be capable opre-empting future customer demands and needs, and tailer solu
tions to cater to the same. Speed is of the essence. The customer of the day is
restlessDigital technologyandnewagecompanieseveraginghe samewith live
chatsandvirtual complaintsresolutionmechanismfiasmadetheraceevenmore
competitive. Organisations need to think, respond aneaktime.

& Flexibility in People Results This is a wide term that can touch upon both pro
cessandconceptnnovation Howeverjt isimportantto notethatfor thecustomer,
innovationis whattheycanbenefitor experiencérom asanoffering. Thismaybe
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aboutnewproducts and solutions launched, or an enhanced experience in using a
service, or the reduction in prigmint for thecustomerFor employees, this is
about the challenge and newness in their everyday work experidticehe
organisation anthow the organisation facilitates them lfee and work without
monotony and repetition. Engagement can be brought about by a number of fac
tors like working hours, pay and benefits packages, career options, performance
measurementiversity and quality ofvork.

& Flexibility in Society Results Enabled through a focus on sustainability. -Sus
tainability is meetingtheneed=f thepresentwvithoutcompromisingpntheneeds
of future generations. Sustainability in societal rescétn be achieved through a
consciousness responsibleisageof naturalresourcesyastedisposallessenvi
ronmental interference and negationnefjativeimpact on thesociety.A whole
systems approach on considering the benefits of all stakehotsehgedin and
affected by the organisation is required. Satisfaction and positive impact on all
stakeholders need to be considered byrtheagement.

Gupta and NagpakQ15 say that considering the abokey concepts for next
generatiousinesgxcellencetheorganisatiormustalsobeflexible towardsts key
results in terms of financidlexibility, risk mitigation and balance value for kéy
stakeholders. They call the first set of flexibilities as enablers (leadership, people,
strategyandpartnershipgandresourcesandthe latter setasresults(peopleresults,
customeresultsandsocietyresults Jeadingto keyresults) Learning,creativityand
innovation flow through the system for a flexible organisation (Gupta and Nagpal
2015. By bringingtogetherenablersandresultsin the continuum GuptaandNag
p a wdrlsaattemptsasystemiappreciatiorof organisationagffectivenessBoththe
aspects bring together a range of highly pertinent parameters that are relevant for
managers in the VUCAnvironment.

Thekeyresultsalignwith theargumenbf flexibility andauthenticitythatl intro-
duced earlier in thighapter.Such flexibilities inkey results need a higlevel of
maturity of themanagemerandthatcanonly be possiblef managersreauthentic
about the flexibilities they are embracing anghimmoting.

2.3.3 Flexibility and OrganisationDesign

Organisation desigimvolvesbringing together the right capacities and infrastruc
ture to effectively operate an organisation towards achieving its objective. It is the
process of creation anhplementation of optimal organisation structures and pro
cesses considering economic factors, business environment and internal capabili
ties with the adequate combination of differentiation and integration. It normally
involvescreatingfunctions(or departments)definingrolesandresponsibilitiesand
articulatingenablergo alignthe organisatiorto deliverto its goals.Effectiveorgan
isationmanagemerits imperativeto thefirm to withstandchangingbusinessieeds

andin stayingrelevantatthetime of uncertaintyandvaryingcustomeexpectations.
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Astheconcepbfflexibility gainedgroundsgreatingandenablingflexible organi
sationmanagemerdystemsasgainedpopularityamongstnanagemertonsultants
andadministratorgngagedh OrganisationaDevelopmentOperatingn theVUCA
environment, businesses today need a holistic perspective, greatieappgork
with uncertaintyandconsiderdynamicintegrationalongthevaluecreationprocess.

In such a situation, organisational complexity and flexibility are seen as important
competencies for firms to stay competitive (D@087).

An effectiveorganisatiordesignbringsin theright mix of adaptatiorandflexibil -
ity in thesystemForthesakeof greaterclarity, whereasadaptatioris anevolutionary
process of the organisationés alrnvd ity
ronment, flexibility is more about the heaadnow of an organisation to manage
the changes posed upon it. The adaptaiexibility mix can again be seeas a
continuum where the system needs to reach a point of optimal mix. At either end of
the continuum, the organisation can fall into the trap of rigidity or disarray and
disorganisation. No one end is recommended. The continuum is about leveraging
alterndivesandnavigatethroughparadoxicastituationgdisplayingpromptandease.
Gorodetal. (2009 representhis continuumin theform of atransitionfrom rigidity
to planned to flexibility to chaos, whichiispresented in Fig.4.

Gorodetal. (2008 explainghetransitionof organisationacrosgsheadaptability
flexibility matrix in the followingforms.

¢ Rigid organisation: Adaptability and flexibility is veryjow. Choices are limited
as such organisations tend to be very rigid. Processes are well laid down and
predictable Waysof working are defined with no scope fareativity. The envi
ronmenis of commandndcontrol Thelevelof bureaucracishigh.Thestructure

HIGH

POINT OF OPTIMAL MIX Flexible

o

Planned

/

Rigid

Adaptabiiity

Chaos

LOW , .
LOW Flexability

Fig. 2.4 Organisation forms in the adaptabititexibility axes; adapted from Gorod et 2008
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isimpermeableMentalmodelsharbouredareinfluencedby cartesiarscienceand
reductionismSuchorganisationdie atoneextremeendof thespectrum.

& Planned organisation Flexibility is limited but offers some degree of choices.
Processeandmetricsarewell laid outbutthe systemmay offer someflexibility
to function within the laid out parameters. Contro$til high as such organisa
tions work on weHplanned roadmaps and scenario assessments. Innovation and
creativitymaybeencouragethutthis alsohappensvithin setparameteraviental
models harboured are based on limited openness and cautiatirty.

& Flexible organisationt The organisation appreciates flexibility and is open to a
malleable structure that is capable of responding to internal and external needs of
the wider system. It is capable of adapting itself taethgronment without losing
its distinctivenessSuch organisationsare able to constantlyinnovatein their
servicesandproductsdeliverymechanismandareabletorecreateustomeneeds
from time to time. Mentalmodelsharbouredirebasedn freedomand autonomy.

& Chaotic Organisation: Thisiswhenflexibility overrideghestrategidntent,driv-
ing theorganisationnto disarray.Thereis nocommongroundof decisionmaking,
andleadersandteamsoperatén their own direction;sodo individuals.Thelevel
of Afentropyo is beyond apprehension an
anorganisatiortreadsa pathtowardsa misguideddirection,andeventuafailure.
Chaoticorganisationsreattheotherendof thespectrunfromrigid organisations.
Mental models harboured lack strateigient.

Int o d dysidess environment, organisations are constantly exposezivto
customempreferencepressingsupplierdemandssustainabilitycommitmentsreg
ulatory frameworks and comgbn surprises, let alone markedlatility. Manage
mentneeddo handlethe complexityour surroundinggoseby presentingequisite
variety,butwith afair andbalancedapproachVolatility maynot call for adhocracy,
ratherthereneeddo beamethodto howwe approacttheenvironment! referback
to the point of authentic flexibility here where managers need to take prudent and
mature choices abohiow much flexibility andhow much control need to bexer
ciseddependingn context,environmenindpeople wherethereis no prescriptive
rulebook.

Theflexibility -adaptabilitymix needto beinformedwith adequatelataforesight
and aptitude fot o d angn@gers to remain relevant for the@ mo r sitaatiodss
Letting it go will lead b a chaotic situation. | explore an example of an optimal
adaptabilityflexibility mix in the casébelow.

2.3.3.1 Exploring an Example of an Optimal Adaptability -Flexibility
Mix

Consider Ikea, thev o r |ladgéss furniture brand. Tracing its origins tslaepy
Swedish village, Ikea was founded by a legendary entrepreneur, Ingvar Kamprad,
who hadavisionto makestylishliving accessibléo oneandall, andnotnecessarily
thewealthy.Kamprad expanded his business from strength to strength totheing
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companyto astagewheretodaylkeahasover425storesn over50countries] k e a 6 s
entryinto everycountryandits managemerdf country-specificsituationsareperfect
examples of adaptability and flexibility at its optimal mix. The companynkasr
stopped reinventing itself in its products, designs and offerings, and has thought
anew foreverygeography it has itfoot in.1 k eemtéy soeverycountry is not only
backedvy intricateresearclinto thelivesandculturein thespecificcontextbutalso
sensitivitieso the peopleandecosystenit hassetoutto do businessvith.

Ikea pioneered the DIY (Do Wourself)concept that engaged the user with the
product byinvolving them in assembling furniture at home with minimal effort. This
brought the customer closer to thewn furniture and created aaffinity. The flat
pack comept completely changed the way the industry looked at packaging and
transportation from one that wasilky and inconvenient to one that is easy and
environmentallyfriendly. Customerswere able to buy, carry and assemblewith
relative ease. This cateremldn increasinglyjewbreed of users who were looking
atlow costyet stylishhomeso caterto theirmobileandchangindifestyles.

Each ofl k em@maddlict team has an engineer attached to it so thatoesrd
technical benefits can bacorporated right from research to concept to design to
productiorto transportatioo assemblyConsidel k eeatdyia India.lkeainvested
close to five years in understanding the Indian market and consumer before they
finally launched their first stre in the country in 2018. k eraséasch showed that
the sofa played a central role in tinees of Indians where families and friends sit
aroundandspendyualitytime,asopposedo manyEuropearcountriesvherepeople
would prefer to socialise outgidheir homes (Gupt2018. The role of the sofa in
I ndia gets extended as the fispaceod whel
teenagers who lie down to talk on the phone. In some families, people would also
sleep off intheir sofas. Gupta2018 goes on to say that the way Ikea approached
thesofafor Indiawasto rethinktheir classicScandinaviamlesignsofasinto couches
that are adjustable and expandable that will sdifferent purposes for the Indian
marketjncludingaccommodatintargenumberof peopleto beseatedbnweekends.
Further lkeadecidedo stayawayfrom usingleatherin Indiain respecbf religious
sentiments.

| had the opportunity to meet Patrik Antpthe then Deputy Country Manager
for Ikealndiain 2017 theyearprior to thec o mp alaugchos$its first storein the
country.When asked about his vision for lkea in India, he talkemlfitkea stores
as a space that would wel come all kinds
stores were to be designed as welcoming public spaces where people would want to
explore and feel entertained in a warm and friendly environment. He envisioned
families coming with their children and relatives to spenddidngwhere children
canbeentertainedn the play areaandpeoplecanenjoythetastyfood. Patrikmade
Ikea sound more like a destination rather thatoee.

Similarwasthecasebeforelkeaopenedts first storein Koreain 2017.As partof
itsmarketentryresearchlkeadiveddeepn thelife athomeof Koreandnterviewing
around900peopleandvisiting homesThe companyunderstoodheimportanceof
the living room in the lives of Koreans. For the first taste of lkea foKitrean
customer, the company created showrooms themed akmrednhomescatering
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to the needs and lifestyles of the locals. The first store offered a nursery to make
children comfortable in the store alongthvia cafe that sells both Swedish and
Korean foods (Sotryang2017).

Ikeahasevolvedwith thechangingmarketenvironmentdaptingts ownbusiness
modelsandbringingaboutbothincrementabndradicalchangesn its valuechainto
stayrelevaneindprofitableovertheyearsDuringtheglobalrecessionhathitin 2008
thatdirectlyimpactednewhomeownersandmiddle-classconsumersikeadevised
newstrategieso furtherreducecostsandpassonthebenefitsdo its customersCaglar
et al. Q012 note:

It [Ikea] accomplished this through the simplest of methods: focusing relentlessly en sepa
ratingii g oo ads (praedactiveinvestmentsjromil b & 0 s (unsetessargxpenses)lhe
company then invested 100 percent of its net savings on building up the essential qualities
of its business or lowering the price of its products. (At other companies, even 25 percent
reinvestments consideredemarkable. heresultsto datehavebeenimpressiveabout10
percentainnuakop-line growthandstablemargins despitetheongoingpricereductionsand
economic pressure of the past fgsars.

Ikeaalwayskeepsconstanimprovemenin theway it servesustomershatwill
alwaysin turnwill helpthemin acquiringnewcustomersThec o mp aflexjbifitg
in strategiadecisionsandadaptabilityto the macreeconomicenvironmentctually
led lkea to improve sales and increase revesuamnduring the year of a global
recessiowhenits custanerbasewastheonethatwasmosthit by therecession.

In an interview to Caglar et al2Q12, lan Worling, a seniorexecutiveat Ikea
involvedin driving thec o mp agrowth strategytalks about four areas that the
company adopted to navigate through a tough global ecoctmate.

¢ Focusingonhowto lower operationatostsespeciallyhiddencosts.

¢ Keep getting better on voluneisiness.

¢ Creatingefficienciesin supplychainby constantlyreviewingandadaptingt.

¢ Keepingmemberof thelkeafamilyd itsemployeed attheheartof everything.

Ikeacontinuego adaptto its customersindemergingequirementslakingfeed
back and customer insights, Ikea acquired a company daldRabbitn 2017 that
supportsassemblyof furniture at home.In addition, it is also exploring opening
smaller stores that will enable enhanced customer experience and a more personal
inter f ace (StewafM8 and O&8Connel |
Thechangesaindadaptationskeahasmadealongtheway to becomethelargest
furniture companyin theworld hasbeenbasedn thetwin foundationsof empathy
and emotion ( St @0A4& Mhe entira tdam@craStmenwerld buys
into it makingit thesharedsisionthatbindsoneandall associatevith thecompany.
In away,thesharedsisionitself worksastheoperatingrameworkfor thecompany.
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2.4 Dangers ofInflexibility

If organisations are unable to display flexibility aadapt to changing times or
unable to counter variety in their environment, they stand the danger of becoming
irrelevant and may struggle to exist in the long run. It is not enough to just sense the
marketputorganisationseedoworkascomplexadaptivesystemgborrowing from
complexity theory) where they are able to adapt their processes and offerings for
themarket.Organisatiorstructureandcultureplay therole of enablersn doing so.

Closed inflexible structures and bureaucracy will always poshadlenge for
entitiesto stayrelevantMessinesandnonlinearitylie atthenatureof ourexistence

and management needs to appreciate and learn to operate within the same, rather
than rejecting and try{@2mg: to Afixo it.

The universe is messy, nonlinear, turbulent, and dynamic. It spends its time in transient
behaviour on its way to somewhere else, not in mathematically neat equilibria- It self

organises and evolves. It creates divensi and uni formity. Thatos w
interesting, thatés what makes it beautiful,

If managersperatewith blinkersto naturalnonlinearityandtransiencef events
and behaviours, and expect everything around themm A f al | in place:
baseddn externabufferingandafalsesensef internalknowledge theyarebound
to lead organisations to the path of failure. Corporate history has a long sequence to
organisationatlisastershy way of two examples|, highlightthecase®f Detroit and
Nokia that fell from a leadership position téesel of disarray.

2.4.1 Detroit and theFall of a City

Thefall of Detroitasanindustrialhubin theUS canbeunderstoodrom aflexibility

(rather the laclof it) perspective. Detroit was the leader in the automobile industry
throughthefirst partof the 1950sin the US. But soontheindustryspreadyeograph

ically dueto marketforcesfrom within andoutsidethe US. The mid-1950ssawthe
establishment ofeveral automobile and allied companies outside of Detxeitv
geographies like Southern parts of the US, Canada and Latin America were coun
tering Detroit with their cost leverage. The cost arbitrage played a significant role
for several companies to $hoperations to theseewplacesHowever,companies

are not formed just on infrastructure and operations. Companies are constituted by
people and the extended communities that people represent and in turn make. As
more and more companies shifted out etiit, little attention was being paid to

the employees of thesempanies.

A parallel threat was from the growing power of Japanese automobile- manu
facturers riding high on production efficiency and supeyigality. Techniqueke
justin-time andtotal quality managemertielpedJapaneseompaniesieliversupe
rior customewalueatlower costsandshorterleadtime. Leanproductionprocesses
helpedccompaniefike ToyotaNissarandHondato pre-emptrecognisendrespond
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to customerequirementsery promptly.Flexibility andinnovationwasattheheart

of their production process. American companies like Ford, Chrysler and General
Motors were unable to keep pace with the dynamic market realities and the speed

at which change was coming in. As large American companies started downsizing
and lookingfor government bailouts, this had a spiralling effect. Numerous auto

componenmanufacturerandoriginalequipmenmanufacturer@OEMs)hadtoshut
shoporfile for bankruptcyowingto acompletewipe-outof theirbusinessn Detroit.

Asthecoreautomobileandautc-componentbusinessvashit, theentireeconomy
of thecity facedaliteral shutdownasall otherindustriesvereperipherabr support
businesses. These included entertainment, retail, education and so on. The woes of
Detroitwentfrom badto worseandthecity wasitself caughtupin its ownwhirlpool
suckingit deepdown.OvertheyearsDetroitwitnessedvorseningcommunityorder,
risein the caseof mentalandphysicalhealthof residentsincreasingrimeratesand
a city dropjing down the ladder in all indices of living alideability. Detroit filed
for the largest municipal bankruptcy case in US history in Z0B¥eyandWalsh
2013.

D et r siorytisGhat of a city that was caughtprepared by the change in the
economicenvironmentndbusinessealities.A city thatwasoverdependenbnone
industryandwhereeverythingelserevolvedaroundthesam@ negatiorof theclas
sicadageof i d o keépall youreggsin oneb a s kTédindustryitself wasunable
to adaptto thenewrealitiesandwasnotflexible enoughin termsof strategypeople,
resourcefulnesandcustomerresultsto navigatethe situation.This addedup to the
samesyndromeor the city. Hadthe city keptadaptivenesgliversity andflexibility
atits coreandbuilt successefor otherindustrieswith its corecompetencen aute
mobiles, the story couldavebeen something else. Had the automobile industry in
Detroitkeptthemselve®pento newerwaysof manufacturingandconstanprocess
improvements, it coultiavebeen able to pose a competition to international-com
paniesandotherregionswithin theUS.D e t r downfabwsasaclassiccaseof lack
of openness and inbility dapt.

2.4.2 Nokia and theFall of a Pathmaker

Consider another well known c@s&lokia. The company was the world leader in
mobile technology and handsets. Although today we may not think of Nokia as the
firstcompanywhenwewanttobuyasmartphond\okiawasthewasin factthefirstto
comeupwith onein 1996with aninternetenabledouchscreerprototypein themid
tolateninetiegSurowiecki?2012). Howeverthec o mp aappyoactio appreciating

the market and catering to a customer need was based on hard engineering without
having the focus on the experience that peoplefanSurowiecki 012 says that

N o k iirvéssnent in research and developmand its application to product
development was dominated by hardware engineers without adequate focus to the
software element. Lack of diversity in teams made that there were limited ways of
looking at solutionsand products.He goeson to say that on the other hand,
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Apple, duringthe sametime, broughtin multidisciplinaryteamsto work in flexible

work environments that helped them to adapt solutions and products to cater to both
hardware and software in parallel in a creative and open environment. There were
otherhandsemanufacturersvho camein with the promiseof flexible options with
enhancediser experiencesSamsungstartedinvesting heavily on developingits

mobile handsets to cater to the customer preferences of the time, and adapted with
the technological developments to poweh#sdsets.

Companies such as Apple, Samsung and HTC soon toakdheet by storm
and Nokia was unable to cope with timvmarket realities and shifting consumer
demands. The Symbian platform was becoming irrelevant. iOS and Android took
control overthe market (Chang017). At the sameitne, the smartphones almost
hypnotisecconsumersvith its glareandconvenienceUsergapidlyoptedfor i mi- n i
computerso instead of WARbeowsens (Changdhione s o
Nokia failed to adapt anespond (Chang017).

Apple seemed thavegot the smartphone just right and catered to the-aigh
segment of the market. Companies like Samsung and HTC worked gupuiod
comeup with productghatweresleek,smarterandbetterperforming.Ontheother
hand Nokiawasbondedwith its ownplatform,whichwasaleaderin itsownsegment
atthattime (Chang2017). Nokiasawit comingall through butit wassimplyunable
to adaptandrespondlthoughit hadtheresourceso do so.Whatit mayhavelacked
is the mindset of flexibility anddaptiveness.

From a market share of nearly 50% in 2007, Nokia fell to a market share of just
over43% in subsequent years, then to 41% and eventually 34%. The first half of
2013sawN o k imarfiedshareatjust 3% (Lee2013. Nokiaeventially sold off its
handset division tMicrosoft.

N o k ifad feom thepositionof amarketeadercanbeunderstoodromaperspee
tive of howit wasunableto adaptto arapidly changingenvironmentThecompany
was t oo fat toarcshceedstandvplatiodms that made it inflexible to
embracaewtechnologiesThemindsetatNokiawasdrivenby somekind of anfi a r
r o g a of eemgthemarketeaderthatledit to overlookcustomepreferencesthe
way the teams functioned and interfaced was like a -@dgsteem without adequate
interface beyond itswnself-created limitations. Cor®(014), author and stratgic
communications expert, notes thdto k § irtedbnal bureaucracy wagervasive,
which acted as a roadblock in theo mp aabiltydts adapt and take prompt deci
sionsInternalcompetitionwasdestructiveandteamswereall setto provethemselves
ratherthanworking for a sharedourposelt failed to respondo the mostimportant
stakeholded thecustomer.

Cord in an interview to Callahar2@14) says:

The most surprising thing was that Nokia was very rarely caugigiuaiifd. They knew the
industry would move towardstouchscreensThey knew ecosystemsvould becomeall-
importantandtheinternetwouldgomobile. Theycourtedappdevelopersong beforeApple

or Google. Despite the fact they knew where the industry was going, they were unable to
act. Their orgarsiational structure and culture had devolved into this bureaucratic, nward
looking entity. Theirswasnot afailure of foresight;it wasafailurein execution.
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Theaboveperspectiveéhrowslight onthatfactthatmeremarketknowledges not
enough for an organisation. What is importanthe ability to adapt to the market
and respond with prompt aradjility. Flexibility lies at the core if an organisation
has to display this kind dfehaviour.

2.4.3 Achieving the RighBalance

Achieving theright balance is crucial in leading an organisation to tkeyantand
sustainable. Rigidity and redpe do not serve an organisation to respond and adapt.
Planning is important to establish predictability aodler, and for judicious
allocationof resourcedor theorganisatiorandits people Flexibility enablesnnova

tion, agility andresponsivenessience aplannedorganisatiomeedgo beflexible.
However,managersieedto exhibit authenticitywhilst exhibitingflexibility. If flex-

ibility is stretchedoofar, it leadsto chaoghatis undesirableConceptof either/or

are becoming morandmore irrelevant in current times; what we rather need is
fi b cahde o n j optiomsan@lapproachew supportsystemsavigatethroughthe
envronment(Srivastavaand SushiR015.

2.5 Flexible ManagementPractices

| discussed organisation desigarlier.This section talks abottow organisations
cancreateandimplementflexible managemenracticesThe HR functionneeddo
playanimportantrolein enablingflexibility in peoplepolicies.Organisationarenot
esotericentities.Theyarefi | i 8 p a gheiveng with emotionsandpersonalities.
Everypersoris different. Greatelopennesandaccommodatiotet employee®ring
their complete selves to their work. People are more engaged and more productive
in their naturabkettings.

The nature of the workforce is also changing in the current tiviigk.millen-
nials in the workplace, their exptations and work styles are very differdfbrthe
skilled workforce, there are more career choices available. Our society is today more
diversethaneverbeforedueto increasingnovemenbf peopleacrosgeogra phies
and renewed confidence of indivias in themselves. The underlying fact is that
people thinldifferently. HR needs to recognise this, and policies and practices need
to accommodatehis diversity to makethe most out of peopleso that they can
contribute their best for therganisation.

I will discusdwo mainareasn thissectiorthatmayformimportantconsiderations
for flexible organisation practicdsdiversity of thought and return on flexibility
investment.
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2.5.1 Diversity ofThought

I n 1967, Nei sser came up with a compl e
describe the understanding of something seemingly sémipbsv people think. He
described cognition as thevolving fi a | | processes by which

transformed, redied, elaborated, stored, recovered, and used. It is concerned with
these processevenwhen they operate in the absenceatévantstimulation, as in
imagesandh a | | u c i r{Neiset®67%.4)0Thinkingvariesfromindivid- ual

to individual, shaped by the way they interact with their worlds through their
experiencesThisis whatproducedliversityof thought,whichin turnleadsto diver-

sity of perspectives, leading to diversity in the ways that issues are wdkastd
addressed.

Thevaluethatdiversityandinclusionbringto businesss well establishedThere
is enough research drow diversity® of gender, racegthnicity,sexual orientation,
religion, geographyeducation, experience, physical ability andred can lead to
enhanced creativity and organisational performance (Chow@basg.

Organisationacrosshespectrunhaveadoptedtrategieso maketheirworkforce
diverse.However,in the face of daily business challesg we often get trapped in
standard ways of doing things and fall back on established systems and processes
to approach issues. While this may deliver enhanced control and predictability in
the short term, iteavesus exposed to groupthifikto the propagi@on of standard
thought processes and similar ideas. Such an atmosphere can stifle creativity and
hindernewwaysof lookingatissuesGroupthinkmayalsokeepusfrom recognising
and preparing for impending challenges, with catastragsidts.

Sallie Krawcheck, the for mer presi den
Management division, attributed the 2008 financial collapse to groupthink. When
professionals with similar backgrounds who are conditioned to think in a certain
way were thrown togler, they failed to spot or acknowledge all the signs of a
banking system on the verge of collapse.

Diversity of thoughtis essentiavhenwe areworkingin anenvironmeninarked
by newdynamics, fresh challenges and constant change. Each one of uguby vir
of our background, upbringing and experiences, can bring a unique understanding
of a complex situation to thable.

Sometimes, we facilitate diversity of thought without explicitly calling it out.
Look at how popul ar t he becomecTogay, cravd i cr c
sourcing is commonly wused in inviting
civic problems, public policy or technological advancements. Many of these plat
forms are complemented by social collaboration tools to facilitajagement and
interaction.

Wehaveal so seen the concept popuaritfiDesige i gn t
thinkingis abouttakingacreative yetsolutionorientedapproacho problemsolving
by consideringothknownandunknownparametersf theproblem.Thisis different
fromthetraditionalmethodbf problemsolving, whichismorestructuredsystematic
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andprocessbound Desigrthinkingdrawsits uniquenestombeingexploratoryand
iterative, and being open &venredefining the problentself.

A study by Deloitte (Dia#Jda et al.2013 on the subject talks abobitring,
managing and promoting strategies to encourage diversity of thought in the work
place.Hiring for diversityneedso movebeyondcomplianceandvisibletick boxes.
Organisation$aveto introducecognitiveassessmente gaugethe extentto which
divergenthoughtprocessearebeingusedin variousbusinessituationsManaging
for diversity means going beyond regular conseisagking approaches to those
that encourage tadbcused conflict and help to unleasteativity. Promoting for
diversity entails recognising that there are different approaches to prableing
andinstitutingteambasegerformancdrameworkghatfosteracultureof inclusion
andcollaboration.

To quote from the same Deloitte (Dikirla et al2013 study:

Eachhumarbeinghasauniqueblendof identities culturesandexperiencethatinform how
he or she thinks, interprets, negotiates, and accomplishes a task. Diversity of thought goes
beyondheaffirmationof equalityy simplyrecognisinglifferencesandrespondingo them.
Insteadthefocusis onrealisingthefull potentialof people andin turntheorganisationby
acknowledging@ndappreciatinghepotentialpromiseof eachp e r sumiguépsrspective.

Toenableorganisationsteerthroughthecomplexitieof thecurrentdayenviron
ment,recognisingandprovidingfor diversity of thoughtthroughour humancapital
is essential. The onus for this clearly lies with our busileesters.

Going backto Neisserthe propositionof cognitivepsychologyhasconsiderable
significanceonhowwe choosd¢o manageurorganisationby recognisinghatevery
individual is unique in the way they interpret and make sense of the world around
them.

Whatis interestinghereis thatcognitionor informationprocessingxistsevenin
theabsencef relevantstimuli.Int o d @nwitosmentvherethereis ahighlevel of
overlapbetweerwork andpersonalives,it is probablehatindividualsareconstantly
interpreting information and forming perspectives consciously or unconsciously,
with or without stimuli. Organisations need to find ways to take advantage of the
diversityandrichnesshatpeoplecancontributgustby virtue of beingtheindividuals
theyare.

2.5.2 Return on Flexibility Investment

Flexibility has its returns. Organisations that incorpore@ways of working and
flexible policiescanenableemployee$aveabetterwork-life balanceandcontribute
moreproductivelyin their organisationsA flexible workplacestimulatescreativity
andenhancesnovation.Suchanatmospher&asdirectbusines®utcomes.

Organisations can see three kinds of major benefits from a flexible working
environment.
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¢ Talent: Flexible work timings and arrangements help attract a variety of people
who may want to work in themwn styles and timingdn fact, this recognition
of theirownpreferences itself motivates them to work hardertmtger HR teams
canlookataspectfike workforceplanningandtheirdiversityandinclusion agenda
in a more effective manner meetingthe gani sati onds talent
serveasaneffectivemodelfor staffingspeciaprojectsandassignmentthat come
to the organisation and for which a permanent workforce doekavet to be
maintained. Flexibility allows employees to pursue thmiwn interests and
personal aspirations during the time theywethe security of employment. This
can also help in reducing strdegelsassociated witkvork.
Co-founderof Sony,Akio Morita, wasknowntointroduceseveralinusuapolicies
tolive theSony spirit. Thesencludedbringingin peoplewith nontraditionalskills
including artists and singers at senior levels, recognising talent and contribution
overt enure and age and innovati ol®98). on wo
These were flexible practices for approaching and managing talent marking a
complete departure from traditional Japanes@agement.
Companiesavestared looking at alternative models to enable better talent out
comes. Deloittebds #fAlatticed model i s a
an employee that adapts toemqmp | o gha&ngirdig priorities in relation to pace
(acceleratetbdecelerated)yorkload(reducedofull), location(restrictedounre
stricted), and role (leader to individual contributor) (Benko e2@l1) . Ciscod:
transformationn theearly2000sis creditedto thelattice modelof talentstructur
ing as its cornerstone that saw the organisation from an individualistic culture to
a collaborative culture. Croganctional councils and boards were executed that
broughtspeedresponsivenesanddecentralisedecisionmakingto theforefront
for Ciscobringingit outof therecessiomo emergeasoneof theforemostAmerican
technology organisations (Benko et2011).

& Business Several studiesaveshown that flexibility leads to greater produetiv
ity of the workforce and positive business impact. There are also logistical and
administrative savings accrued frdhexibility. Kratz 2016 quotes that organ
isations sah as IBM and Sun Microsystems coslyeUSD 50 Million and USD
68 Million respectively in real estate costs with the-fuie teleworking model.
According to the Global Workforce Analytics, full-time teleworking savesan
average of USD 10,000 per empéayper year (Krat2016).
Pasmore 1994 equates organisational change and human change and considers
them as inextricably interlinked. He talks abbotvthis interlinkage can render
competitve advantagéo acompanyasit constantlymakest capableof adaptation
to themarketenvironmentHe quotesexampleof companiesuchasMerck, 3M
andProcterandGambleasoneswhereflexibility hasdirectly paid off in making
them industryjeaders.
Akio Morita, cofounder ofSony,had a similar way of approachitiigxibility.
Having institutionalised severaewHR policies, he looked at its correlation to
businessmpact.Sonyengineerbecamenoresensitiveto aspectdike salegprac
tices,productdisplaysandnon-quantifiablecustomepreference$Quinn1985.
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& Community: Flexibility with the workforce
commitment to the community at large. Organisations can bring into their fold
employees who are less able or retired, who may prefer to frmrkhome or
need more flexibility in the way they work. Flexibility of working from home can
leadto environmentabenefitsaswell dueto reducedemissionsas a result of
reduced commute tandfrom theworkplace.

2.6 Risks ofFlexibility

| havediscussed various perspectives on flexibility dwoslv it can create positive
impact for talent, businesses and toenmunity.However,it is worthy to note that

for managerdexibility comesalongwith responsibility Whilstwe live in aVUCA
environment and the elements of the system, including people, themstives
towards greateflexibility, managers need to create a fine balance of control and

autonomy.The word #Acontrold is not to be tal

rather a framework that offers a reference to the norms of work and resource
application that aligns with the shared vision of the organisation. A shared vision
can itself be the binding force that brings peapigther.

If the balance between control angt@omy is not achieved, the organisation
mayfall into thetrapof dissonance-orexample anorganisatiorcanfosterflexible
working practicesandemployeesnayoptto work from homeon certaindaysof the
week. In such cases, employees need to bemsige not to misuse their time in
activities other than work. The authenticity with flexibility may be reflected in the
work from homepolicy, buttheresponsibilityof theemployeegomein committing
themselves to actually work for the humberolurs being counted as work. The
manager needs to display their responsibility by indicating what is expected from
the team member in the role in a specified timeline. If this direction and alignment
is notpresentemployeerelationsin thefirm is likely to beattherisk of disarray.

Takeanothercas® precisiormanufacturingThisisafield thatis extremelyintri-
cate highly sensitiveandvulnerableto thetiniestvariation.Changeandadaptation
is madeafterextensiveesearchtrialsandanalysesAs muchastheteamworkingin
theprocescanbeopento ideateanddeliberateon newwaysof manufacturingpnce
aprocesss set,thishasto beadheredo. Flexibility heremaymeantamperingwith a
processandquality of theoutput.Here thebalanceshiftstowardsrigidity thatcaters
totheobjectiveofthes y s t pumpasef-lexibility posesariskin thiscontext.There
maybeseveratontextdike thisd defencesurgicalproceduregpharmaceuticalsnd
handling ofhazardous chemicals, to namiea.

In theorganisationearningcontextcontinuousmprovements anacceptedjood
practice. Change and agility is always encourabjedvever,it is also to be asked if
the change is actually required or a change has breeght about for the sake of
it. Authenticity with flexibility is alsodisplayedhereon appreciatingf achange is
requiredandif so,to whatextent.This is particularly relevantin the organisation
designcontextwherefirms may havethe tendencyto revisit their structurestoo
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frequently on matters that may not call for a restructuring. What management may
needto consideliis if theyactuallyneedafi c h a argné ® mp r o v omaicht 0 .
changecanalsobringin whatsomecall changéatiguein theorganisation.

Bryk et al. 015 highlight the case of a planned majevampof the US high
school system whereby hundreds of high schools were restructured into smaller
schoolsn thehopeof greateldearnabilitythroughdecentralisatioandmanagement
effectivenessHowever thereformcompletelyfailed to deliveronits objectivesfor
aqualitativeshift in theeducatiorsystemWhatwasmeantto beapanacedo bring
about a pedagogical change turned out not to beatbes

2018wasatumultuousyearfor thelndianhomebrewedcoffeechainCafeCoffee
Day(CCD).Indiaistraditionallyadisparatenarketfor cafesandteajoints.However,
with growing disposable income and exposure to western style cafes, the concept of
organised coffee chains received a great fillip. CCD was tbkense an unmet
market need. Through its aggressive expansion strategy and customised marketing
tacticscateredo middle-classindians thechainemergedisthetop organiseaoffee
retail companyin the country.The companywasflexible to introduceseverakweet
andsavouryitemsto accompanyts hotandcold beveragesndsoonalsoventured
into CCD brandednugsandaccessoriesdoweverthemanagemenventoverboard
with flexibility and the rapid introduction of newer products were veffeent
fromits coreoffering of coffee.An investigatiorcarriedoutby TheKen (Shashidhar
2018, revealedhatintroductionof itemssuchasburgerspiryani (atype of Indian
flavoured rice), wraps and rolls, and milkshakes were too rapid and presented a
mismatch with coffee. This was taking away the conmifarélsof consumers who
were getting used to the concept of organised coffams.

CCD introduced diversitgvenin the storefront with four kinds of retail outlets
(Shashidha2018). First, CoffeeDay Expresshatservesoffeeonthegoin thekiosk
style.SecondCafeCoffeeDaywhichis theoriginal andlargerformatstoreaverag
ing around 1000 squafeet. Third, Coffee Day Lounge which caters to customers
looking for a relaxed environment; these are lager averaging around 1250 square
feet. Fourth, Coffee Day Square, which is at the upper end of the value proposition
that imitatesafine dining experienceandcanbearound3500squarefeet.

With a diverse value proposition and offerings, ambitious sales targets were set
for store managers that appeared impossible to achieve. Pressures were high and
storeexecutiveresortel to unethical practices to meet financial targets like fudging
bills, overbilling customers and advance billings without actual revenue accrual.

TheKen (ShashidhaP018 reported a pathological climate within C@Wentu
aly leadingto businesandemployeemoralebeinghit dangerouslyC C D aggres
siveapproacho themarketwasstill seerwith theopeningof 135newstoresn 2018,
but the less reported fact of the 95 old stores being shut down. Employee-engage
ment was at an atime low with evena case of an employee suicide who blamed
intimidating sales targets set by C@ianagement.

Flexibility is not free of danger, urds it is managed with informed choices,
decision making with foresight and balanced control. What may be often required
are minor shifts or improvements under controlled conditions rather thanink
completetransformationwvith completeflexibility and/or autonomyin mind.
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Thedangerfor themanagemaybeto getpulledinto thetwo extremeendsof flex-
ibility and rigidity. That is where authenticity in managerial decision making can
come to resolve thiension.

Sushil(2017 talksof fi f o cfuls exdi thatfilnietc ye Gagaluatianbf dexi-
bility initiativesfrom arisk managemem e r s p eHe tallsforehbroughunder
standingof tradeoffs andrisk-and-benefitsanalysesor theintroductionof flexible
practicesn theenterpriseHe saysthatif flexibility is well managedndfocusedijt
canmitigaterisks;butif it becomesincontrolledanddefocusedit will only leadto
enhancing risks. What is needed is ther
bility thatis ableto align theenterpriseo its purposefulgoalalongwith mitigating
risks.

2.7 Conclusion

In thischapter] introducedheconcepof flexibility andexploredit from abusiness
and management perspective. | set the tone early on that flexibility theory draws
heavily from systems thinking and bdtiavea consummate relationship. | drew
inspirationfrom awiderangeof subjectandapplicationareasandofferedageneric
definition of flexibility as the ability to stay nimble and adaptive at the wake of
changingsituationsor beingableto reinvestoneselfin thoughtandactionwithin the
samesituation.l drewinspirationfrom thermodynamic$o establisitheimportance
offlexibility, opennesandadaptivened®r managerd:lexibility initially emergeds
aconcepin manufacturingutits applicationspreadar andwide. Severakxamples
werehighlightedto explainthe benefitsof flexible thinking in managemerdandthe
dangersf arigid mindset.Organisatiordesignplaysanimportantpartin enabling
flexibility in afirm. Tobringfocusto thisaspect| diveddeepeinto howleadership,
peoplemanagemerandHR canfurtherthesame Mostimportantly,| talkedabout
authenticity to bring home the fact the
the sake of it. Change in inevitable in the VUCA environmentiveein. But all
decisions, including decisions relatedhimv muchflexibility , need to be based on
information and sound judgement. Flexibility comes withoite risks. Hence, a
balancedapproactwith integrity, trustandempowermenteedgo beadopted.

Having introduced systems thinking and flexibility, | will delve deeper dito
cussing the methodological intersection of the two in the next chapter.
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Chapter 3 m)
Intersection of Systems Thinking sl
and Flexibility: A Methodological

Perspective

3.1 |Introduction

The first two chapters of this book discussed systems thinkingdlexdloility, and
their complementaryature Managersandconsultantsvho practicesystemghink-
ing needo bedisplayflexibility in theirthinking,approactandresourcenobilisation
to bring aboutrealimpactin application.Systemghinking offersa holistic lensand
leveragedlexibility in understandingystemidooundariesOntheotherhand flexi-
bility in thoughtandactionneedsasystemiapproachparticularlyin theconsultancy
business.

Thischapterdiscusseaboutthisintersectiorbetweersystemshinking andflex-
ibility from amethodologicaperspectiveandunderstandiowthisintersectiorcan
serveasavaluablereferencén managementesearclandapplication. will usethe
term systemic and holistinterchangeably.

I will anchor this discussion on traditions of management science research that
haveinfluencedseverabpproacheandmethodologiefor managemergndcommu
nity interventions. | will deliberate on select frameworks that bring the intersection
between sgtems and flexibility to life by providing the desired approach that is
required to deal with redife complexity.This understanding will set the tone for
the rest of thidook.

3.2 Paradigms in Management SciencResearch

Kuhn(1970Q usedhetermfi p a r a wdescnbéawell-definedii s ¢ i eommit f i c

n i twerlkdngunderashareduinderstandingf consensuanduncontestedgreement
during the oper atd aoparadgm which is clogebdundshyg i e n c €
its strongbeliefsandpropositionsA particularparadignrendersa particularsetof

A phil osasssymptionthattlefinethenatureof possibleresearctandinterven

tiond (Minger®and Brockl esby
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The work of Burrell and Morgarnl@79 has been very influential in the context
of socialscienceparadigmsTheydiscussaboutfour paradigmsn approachinghe
socialworld. I will touchuponthis categorisatiotin thediscussiorbelow.

& Functionalist paradigm: This paradigm advocates that all social systems are
organisedvith identifiablepartsthatfulfil theirindividual functions,which con
tribute to the functioning of the whole system. Functionalism lends the -under
standing that sgiety can be studied and evaluated from an external perspective
by a social scientist, just as a bacterium can be externally studied by a biologist.
Quantitative understanding and statistical methods are widely used in a typical
functionalistresearctproject. This paradigmhasdominatedsocialresearctior a
long time in history with tremendous influence (Han4@888. It may influence
an approach where organisations aredesigned with fixed purposes, and to
where human éings are placed as cogs in the wBegh approach that supports
andperpetuatetheexistingstatusquo(Clarke2001). Thefunctionalistparadigm
influencedsystemsnethodologieshatconsidemproblemsituationsasi o th er e 0
andi o b j e Suchmeteodologiesssumehattherealityisindependentf the
observeandthatdifferentobserversisingthe samemethodologiesvill arriveat
the same conclusions. These methodologies are normally deductive and mathe
maticalbasedwith noroomfor interpretationThisschemef systemspproaches
and methodologies are referred to as hard systanisng.

¢ Interpretive paradigm: I n this paradigm, Asofto
ing how the involved human beings interpret the system around them and what
meaning they render to it. Drawing heavily from hermeneutics, the interpretive
paradigm lends the perspective that humariesp can only be understood when

the researcher can place themselves in the shoes of the people who form the

fi s u b pf socidlrésearchHowever thisknowledgemaybeusedto furtherreg

ulate existing structures by bringing about consensus throigybritierstanding
(Hanson1958. Hence, research in the interpretive paradigm may be utilised to
perpetuatéunctionaliststrategiesT heinterpretiveparadigninfluencedaspecific
strand of systems approaches that encowabgctivity and dependency on the
observerThey allow for bringing together different worldviews to make better
sensef the problemsituation.This strandof systemshinking is alsoreferredto

as soft systenthinking.

& Radical Structuralist paradigm : According to this paradigm, human beings can
only build models to understand reality as systems of rdaditgan exis tence
extrinsic to us. This paradigmdsivenby the perspective that it is not important
to understanchumanintentionto understandhe system,but modelsof human

behaviour may be built to understand

behavi our200Q @.R24).cThisanables understanding of systemic con
flicts, which mayfurtherenableemancipatior{Clarke2001). This approachmay
leadto the creationof discretemodelsthatclaimto represensystemidbehaviour.
Butthesemodelsaremerelyconceptualinderstandingnddonotrepresenthuman
behaviour in its actuality and in its inherent dynamism. The Radical Structural
ist paradigm influenced the development of systems approachentmatrage
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subjectivity and takes this forward by considering value judgements of the par
ticipants and multiple variablés the problem situation. This strand of systems
thinking is also referred to as emancipatory systems approach.

& Radical Humanist paradigm: Thisparadignmbringshumanbeingsto thecentre
stageasthecreatomndinterpreteof structurakystem®ftheworld. Tounderstand
the system, we need to understand the intentions of the peopleawrreated
them(Clarke2001). In orderto understané systemtheobservehasto immerse
themselvemtoit andhaveafirst-handexperiencef thesocialarrangementson
straints challengesindenablersvithin the system Accordingto Jacksor(2000),
Aithis facilitates the emancipaticon of
tureso. I n man ag e medritesthe analgsis cheworganh i s p a
sationalstructuresandnetworkflows mayactaslimiting mechanisms$or people
to work, although the organisational members may themselves be responsible for
establishing hose systems. The Radical Humanist paradigm introduces the
continual critique and questioning mode into systems approaches and +method
ologies. These approaches seek to question established systems where there is a
high degree of complexity and coercioregent. The methodology can itself be
fluid andunpredictableThis strandof systemghinking canalsobereferredto as
postmodern systentkinking.

Classically, the four paradigms are founded on four different ontological bases,
with supposedlympermeable walls between them. Thought and perspective from
theseparadigmsaveinspireddifferentmethodologiesindtechniquesn socialsci
encean generalandsystemsciencen particular. Theseparadigm$avethepotential
to approach the sametsdtion in radically different manners, which brought about
a paradigmatic isolationism. In this context, Kui®7{0 referred-to an
t ual deafnesso, where researchers worKki
intentionally oblivious to arguments from other paradigms. It is what White and
Taket(1994 would compare tthow humans construct constellations: a process of
demarcatiorof particularstarsandignoringothers to makesomesenseAccording
to them,researcherembarkon thesamemisadventurén theirapproacheby draw
ing boundaries around thought processes. A lot of this understanding also stems
from the preferences peophavefor particular ways of working which beme
Acul tural artefacts that are intricatel
theirself-i d e n t(MirngersaredBrocklesbyl 997 p.498).Hencether e s ear c her i
beliefs and worldviews get ingrained in theingoetencies and preferences to-con
ductingresearchThis getsmanifestedn themethodologiesesearcheraseandthe
way theychooseo interpretfindings.Hencepreferencendinclinationto particular
paradigmsnaydefinetheverymodusperandiof conductingesearchduetowhich,
movingbetweerparadigmsnayhaveresonancesffi p o | o v e c &a(blingers 0
and Brocklesbyl997).

Conventional paradigms can take the shape of virtual blocksictly bounded
thoughtschemasonstantlyunderpolitico-intellectualsurveillancel amcallingthis
paradigmatiarrest.
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3.3 Paradigmatic Accommodation for a CompleXWorld

Social systems research is an inherently complex agenda, and approaching social
reality from singular esoteric paradigms is likely to offeiramomplete and partial
understanding of any situation. This has led scholafavtmura fAdi al ect i ¢ s
whoadvocatehatfi aparadigmsrevaluableputonlypartialwo r | d (Tieddlig s 0
andTashakkor2003 p.18).Everyparadigmhasthepotentiato addvaluetoresearch
and understandiniVorldviewsfrom different paradigms need to be appreciated in
orderto overcomeancompleteandpartialunderstandinglensionghatarisewith the
applicationof differing paradigmseedto betakenasconstructiveandcontributory
for a richer understanding of social systems. Mingers and Brockl&8iy) (note
t hat ifito think dialectically memthes t o
juxtaposition of these 488).1tiple diverse

Research into the complexity of human society can only be grasped if there is
appropriate recognition of human situation at ldhelsof objectivity, subjectivity
and intersubjectivityHabermas 1984 talks of three cee x i st i ng fAwor | d:
materialw o r thatdwe b s e i Wpayspnalvo r thatfdbwe x per iamdnc e 0,
fi O wacialw o r thatfowpmarticipate nThematerialworld istheobjectiveworld
whichis mouldedby humanagentsyetwhich controlsthe agentshemselvesThis
is realisedby theactionsof theagentsThea g e pdrsdraivorld is theexpression
of theirsubjectivavorld, whichappreciatethea g e persénatognitiveprocesses.
This is realised by the emotions of the ageRisally, there is the social world, in
which agents participate intersubjectively. Agents reproduce the social evend
time,andit enablesandconstraingheagentsThisworld is realisedby thecommon
communicative bond danguage.

Habermasd framework offers a useful ar
systems design and management. This understanding can be at the following three
levels:

& Whattheorganisatiorasawholedesignsandimplementationgor plansto)o the
objectivedimension.

6 Whattheo r g a n i membdrgenceiveatanentirelypersonalevelaboutsuch
decisionsin termsof its opportunitiesandchallenged thesubjectivedimension.

& Howthememberselateto theorganisatiorandto oneanotherpperateandshape
it, within theconstraintshatexistin thesituatiord theintersubjectivelimension.

ForHabermasthedialogueis atthecoreof genuineappreciatiorbetweemeople
andinstitutions.Thelanguagetself is a contestedlomain.Whereasat onelevel, it
is the common thread that establishes connections and is mutually agreed upon, at
anothetevel,everyindividualalsogivestheiruniquesubjectivanterpretatioriowhat
they want to communicate. It is this tension that Habermas discusses in his Theory
of Communicative Action, and explores for participambsy to arrive at a greater
mut ual under standi ng wnnuticatibnssheglssegdhanca ct 0 .
self-benefitotherwisesuchit s p e wiltrémaindistortedandirrational(Brookfield
2005. ForHabermag¢1984), therightnessandsincerityorthegenuinenesis speech
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isbasedonthefi v a | ¢ Ida ithstan@agentmakesValidity claimsarethepillars
of languageandthereforeof truth, asall interactionsareessentiallythe raisingand
respondingf suchvalidity claims.It is acollectionof suchvalidity claimsthatgives
meaningto socialinteractionthatshapeculture,relationshipsprganisationandall
socialsystems.

Coming to organisation studies, Habermas provides a holistic lens foagens
and planners for creating accommodating and engaging organisations. The
organisation cannot be solely understood in teofrits structure and documented
processedyut equallyin termsof how employeesandthewider stakeholderselate
to it. Understandingmployeeperspectivéetterwill enablea betterunderstanding
of the effectivity of organisations. In abjectiveview, organisations may be seen
to havean independent existence by itself, beyond its members; but theyaaiso
asubjectiveelementjn termsof howthemembersexperienceéheorganisatior{and
sodo otherstakeholders)inally, it alsohasanintersubjectivecharactein termsof
howthestakeholderiteractwithin it andhowthewider systemevolvesasaresult
of thisinteraction.

Further thisalsohasimplicationsfor thefi | a n g usedig @ganisations_an
guage that i®riented to solely communication and control remains normative in
nature that has the basic characteristic of common understanding. This is what
Habermagallsii i n s t r auanteiiftdemektprogressions whatHabermagalls
i c o mmu na c @ ivikereiidividual egois shreddedndtheideais to reachan
understanding through an interpersonal relationship. This is the consemkiisg
language that cahavetwo types of exchange relationships: Economic and Social
(Blau 1964). Whereas the former is contractual in nature, the latter is based on a
common purposerinally, Habermas19849 t al ks of fAsoci al ac
overarchingconsolidationof communicativeactionsthat is consensusriented.
i L an g playsthe le of thisoverarchingconsensusf meaningsn thesystem
of human society anculture.

| used the term language in quotation marks in the above paragraph to reserve
the thought that when it comes to organisatitargyuage is not just speech acts, but
touchessignificant aspectdike sharedvision, organisationdesign, strategyfor-
mulation and corporate governadcthe corporate languaddet alone employee
communication. Habermas argues for the rules of this diseao be the basis of
the democrati c prelewantvoices are heard (bethedstwojall a | |
available argumentgjventhe present state of our knowledge are accepted, and (c)
only the norncoercive coercion of the better argument deteesithe affirmations
and negations of t he92p260)ti ci pantso (Hab

Ha b e r theargtranscendethe paradigndebatdn socialscienceandorgani
sationstudiesHis theorieppavedhewayfor greatemccommodatiorflexibility and
empowermentAuthenticitywasatthecoreof histheoryof communicativeationat
ity. Flexibility and multimethodology in management systems resdaebbeen

significantly toucheantibgionslaber masoé wr it
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3.3.1 Flexibility andMultimethodologyin Management
Systemd$Research

Consideringhecomplexityin socialsystemsndorganisationasettingstheneces

sity of usinga setof differentmethodologiesindapproachem combinationcannot

be overlooked Flexibility in applyingdifferentapproaches reatlife management
problems and multimethodology reseaf@vegrown through the progression of
organisation studies. Significant developments during the period ofi 1990s
greatly inspired the realisation of the strength that may be obtained from mixing
methods(Mingers and Brocklesb$997. Some of theseventsinclude (Mingers

and BrocklesbyL997):

¢ The rising popularity of qualitative methods and constructivism.

¢ Paradigm wars werdaunched based largely on the incompatibility thesis.

& Introduction of mixed methods studies in conjunction with writings on triangula
tion.

¢ Appearance of important mixed methods studiessgintheses.

Researcherandpractitionerdyegarto recognisehepotentperspectivéhatmay
emergeby synthesisingparadigmsandmethodologiesn acomplementaryashion,
ratherthanwagingunproductiveparadigmwars.Thewavecameto bemorein favour
of synthesis, flexibility, holism angluralism.

Mingers(1997 talksaboutthreefundamentatriteriawhy pluralismandworking
across paradigms are important. First, the messy and multidimensional context of
reatlife problemsanonly bepartiallyunderstoodf approacheffom oneparadigm.
Secondinterventionsarenotsingularanddiscreteeventshutareprocessetearing
variousphasesvhich posedifferentissuesanddilemmasfor the participantsthese
tensionsnayonly beunderstoodvith apluralisticapproach aspluralasthetensions
themselvesThird, peoplewerealreadycombiningdifferentparadigmsandmethod
ologies to approach world problems; they may be just not aware ofAteseness
of the exercise of combining methods is likely to result in neffectiveness and
professionalism of thipractice.

Betterunderstandingf anycontexwill requireapproacheandperspectiveBom
amultimethodologicaktandpointwherefi mu | t i me t dntfduodatmmalstd s
antipathy towards orthodoxy is evidendeylits predilection to combine methods
from supposedlyncommensurablp a r a d (Kghml97) p. 495). The powerof
anti-foundationalism lends the perspective of understanding situations not in isola
tion, but in interconnetion and with multiplezariations.

Havingunderstoodhenecessityanddesirabilityof multimethodologyandflexi-
bility, let usnowturn to the debate of its feasibility in the application. Mingers and
Brocklesby(1997) talk of thefeasibility of multimethodologyatthreelevels.These
are discusselelow:

& Philosophicalfeasibility: Paradigmsrealwayspermeablén theirso-calledtran
sition zones (Gioia and Pitd990. There is always communication and perme
ability of knowledgebetweemnwallsof paradigmshatmaybeclassicallyperceived
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as rigid and impermeabl&imilarly,ac c or di n g 198) stEctudationn s 6 (
theory humanslefinetheirviewpointsby selectivelybracketinghealternateview-
pointandnotby completelyignoringit. Thiscarrieshemessagéhatif aresearcher
claimsto favourworking underonespecificparadigmjt doesnot meanthatthey
are oblivious of theperspective from anothparadigm.

¢ Cultural feasibility : There is always a process of conscious selection of knowl
edgethattheagentengagei. If certainmethodsandtechniquesiavebeendevel
opedunderspecificparadigmsit is notnecessarthattheywill beusedunderthose
respectivgparadigmsMethodologieslevelopedinderoneparadigncanbeused
within another paradigm if the researcher or consultant is open and is influenced
by anotheiparadigmAccordingto MingersandBrocklesby(1997), thechallenge
of working across paradigms is more political tbaerational.

& Cognitive feasibility: Humancognitionis formedby constanmmovementn space
and time, and enovefrom one paradigm to another requires assimilationef
propositional knowledge, and learnifigw to operate effectively in aew
paradigmHence the mixing of managemergciencemethodologieganonly be
facilitated by an effective and professiofraimework.

3.3.2 Flexibility in Use of System&ethodology

Sushiltalksabouta middle approacho problemsolvingthatlies betweerextremes
andbetweerparadigmati@xtremegSushil1994). He sayshattherecanbemultiple
ways of reaching a common objective and that the same can also be achieved by a
combination of a number of approaches. An optimal combination will depend on
the finature and attributeso of the prob
Method ol ogy (FSM) which is an integFfration
niquesnto afamily in whicheveryoneeitherindividually or collectivelycontributes
meaningf ulld9 0 p(. S u6s3hgi)l. Sus hiettrallndinted s F S
g r a tparadegmthatliesin thecontinuumbetweeropposingendsof perspectives
andparadigmsESMnegateshenotionof paradigmincommensurabilitgtatingthat
there are always overlaps and common points betper@ialigms.

Sushil(1994) challengeshecommonlyseertendencyof systemsnethodologies
thatarenormallyclusteredhtthetwoend® hardsystemshatarebasednoptimisa
tion andsoftsystemghatarebasecdn learning.However problemsituationsn real
life are not clustered at such weléfined ends, but are rather fuzzy and undefined.
The real life lies at the continuum between defined extremes and are unstructured
and evolving. Hence, the application of systems pulogies that lie at extreme
ends are unsuitable to approachldalsituations. This need can only be met by a
pragmatic approach of bringing together the right kinds of methodologies in an
optimal mix that are suited for a particular context at éiqudar point of time. As
Sushil 1994 says:
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—_— ST S - = = bed

One-way Integration using in succession
i g g Different Techniques for different parts

of the problem situation

Full-mixing or amalgamation

Fig. 3.1Possible schemes of integration of techniques (cited from SL88# p. 641)

The hard approaches are to be made comparatively softer by interfacing with softer
approaches, and softer approaches are to be made hardetetfgcing with harder
approachet makethemeffectively handlecomparativelyharderproblemsituations This

will makeamovementrom theendstowardthemiddleandthegapwill befilled by suitable
integration.However,ample care should teken when integrating two or more systems
basedechnigueshattheintegratiorshouldnotbesuperficial;it shouldbedoneby matching
thephilosophicabndtheoreticafoundationf thetechniqueso beintegratedsothatdeep
linkages can bestablished (641).

Therearefive differentwaysbywhichthisintegrationrcanbeachievedFirst,using
differentmethodologie$n sequencéor the sameproblemsituation.Iln sucha case,
theindividualidentitiesof themethodologiesanberetainedSecondusingdifferent
techniques for different parts of the problem situation. Here the problem situation
can itself be broken down into parts depending on its complexity and scale, and an
appropriate methodology can be used for each partd,Thothways integration
whereidentitiesof themethodologiesisedinfluencewith oneanothetthroughparts
of the problem situation or on the problem situation as a whole. Fourth, when one
methodologyis completelyusedwithin theparadignmof adifferentmethodologyand
where thd o r mdentify $s submerged within the latteRnally, where different
methodologiesreindistinguishabléecaus¢heyareamalgamatedompletelyinto
oneanothetthroughtheintervention Thesefive typesof integrationarerepresented
in Fig. 3.1

Mixing systemsnethodologiesn acoherenandcontextuamanneicancomple
ment the strength and weaknesses of the techniques ($88Hil A combiration
of boththequalitativeandquantitativetechniquesanhelpamorecompletepicture
of the problemsituation.Thisintegrationcantakeaninterventionisbut of themen
tal models of specific paradigms they may be bound to. It entikdsility and a
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more realistic approach to problem structuring prablemsolving. Mixing meth
odscoherentlyencouragereativityandinnovationin theinterventiorandencourage
learning (Sushill994).

3.4 Postmodernismand Its Influence on Management
SystemsResearch

Postmodernism hasall an important influence on management systems research.
Underpostmodernigtinking, methodsgyuidedby strictparadigmsareseerasgrand
narrativeghatarenotonly restrictivebutalsowith theovertpowerof suppressioand
subjugationFeyerabendl©975 came up with the proposi:t
whenit comego methodghatofferedacompletelynewdefinition of amethoditself.

In thissection] will attemptto understandhepostmodernisstancen moredetalil.

3.4.1 What IsPostmodernism

Postmodernisristhephilosophyof rejectingtotalismandmethodologicamonopoly

(I borrowthetermfrom Fehr2004) gearedowarddfinding outrationalunchallenged
resultsfacilitatedby rationalunchallengednethodologieshathavebeenthetide of
modernismlt isamovemento give voiceto theunrecognise@ndunseeragentsn

the organisational processes. Postmodernism is a fluid and evolvinggvddel
offers the flexibility to change and learn from the actions of the researcher. The
postmoderrconditionallowsthemovefrom rigidity to flexibility, from closenes$o
opennesdrom linearity to iteration,andfrom risk-aversiorto learning.As Jackson

(2003 says: AfiPostmodernism offers |ittle

disruption, disordemontingencyp ar adox and i 266)et er mi nacy ¢
Gephart 1996 defines postmodernism in two ways: First, postmodernism as a

Acul tur al form or cultur al era that fol

conceivegpostmodernismsalogical consequencef modernisnin humanhistory;

it is rather like an unavoittal e human progressi on. Secon

epi stemol ogy, a method or style of cul

reconceptualisation and reinterpretation of the worldview that one nurtures. Parker
(1992 distinguishes the former from the latter by introducing a hyphen in the term
i post magbmposeado spellingit justil p 0 s t m evitheutahyphenin the
lattercasel wouldlike to considemy positionasthelatterone:postmodernisnasa
way of thinking thatlendsflexibility anddynamisnto ourapproacho comprehend
the everchanging and dynamic reality of sodié.

Hassard1996 argueghatapostmodermepistemologys alwaysin a stateof flux
because the realm of postmodernism is the realm of fieconstantly attempt to
understand human discourse with the help of language games, whidiffarent
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in every situation, and which give rise to new meanings in distinct situations. The
attempt should be in understanding and interpreting the narrative in every distinct
situation, btinot to create a metanarrative that claims to represent and theorise all
language games, because that will be simply impossible. As Ja@a@i fotes:

Postmodernism is also a style of artistic production that refleigsctiitural movement,
providesanaestheticeflectiononthenatureof modernismandemphasises aimcredulity

towards metanarrativeso. Post moderni sm chall
includingtheteleologyof historyandthemyththathistoryreflectsconstanprogresgp. 22).

A postmodermindsetrepresents breakfrom formalistic,rigid, rule-boundand
routinenatureof humaninterpretatiorto aspacewvherevarietyis encouragedjom
inance is challenged, formalism is eradicated, and there is an attegiy toice
to those subjugated and local meanings that get buried by the dominance and arro
ganceof establishedotionsanddefinitionsof humarprowessLyotardandThébaud
(1985 arguethatthe spaceof theactoris transformedrom thatof anagencyto that
of play in the postmodern playground. Jamesb891) describes the postmodern
condition as a&hallenge to the forms of representations and interpretations that the
world has itself defined. Representations and interpretations may be further under
stood in a postmodern sense with the work of Baudrilla8@88 who agues that
interpretations alwaysassumedo be of somereality, butthisreality is itself imag
inaryd a fisi mul acr al negemttakenfgr-grante® socidl fact iy thei s
postmodern research, but the reality is itself changing with symbitééacts and
illusions as forms of representation anirpretation.

3.4.2 Postmodern Systenfspproach

Postmodernism casewlight in organisation theory enabling us to understand the
organisation®sf thepresentlaythatareconstantlyin astateof flux andtransforma

tion. Systems theorist3aketand White 2000 say that organisational settings are
abound with uncertainties due to the changing time$iwean. They talk of three
main kinds ofuncertainties:

¢ Uncertinties about the working environmehiE)
& Uncertainties about guiding valu@sV)
¢ Uncertainties about related decisigbdR)

Taketand White 2000 say that as a response to deal with UE, more research is
required;to dealwith UV, clarificationneeddo beestablishegbertainingto aimsof
thesystem/organisatidoy involving othersandto dealwith UR, collaboratiorwith
other groups or processes need téoged.

TaketandWhite (2000) suggesthatin orderto dealwith theuncertaintieof the
worl d, the approach needs to be one the
taintyandworkswith s e | e c ({p.i486).This phdosophyinspiresa systemsnter-
ventionist to bepen to change, be comfortable with surprises and be flexihie
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the approaches they undertake; the process becomes an iterative one. Application

of flexible thinking and approaches enriches the appreciation of a system and its

intervention. The end product is always more accommodating, representative and

liberating ifa pluralistic approach is used. In the wordJaetand White 2000,

the application of pluralism is #Alike

not from the continuous strand that runs its enéngth, but from the overlapping

andentwiningof manyseparaté i b (p.€3).daketandWhitearguethatthenature

of pluralismtheyencouragés notthekind wherefi a n y tg o ie asguggestedy

Feyerabend, bugoédoing what feels
Thisversionof pluralismcanbeunderstoodh threeways(TaketandwWhite2000):

¢ Pluralism in the nature of the client Organisational members are constantly
under pressurentperform according to changing priorities in a heterogeneous
environment. Employeelsaveto favour organisational policies despite having
theirownpreferenceandobjectivesThisleadsto anincreasingdentity crisisfor
themembersTwo possiblesituationghatcanariseout of thisare:(a) Everybody
favouringtheir own pointsof view with their ownvalueandinterpretationwhere
communicationmaynotbepossibleatall. Thisisthepoststructuralistonditionas
describedy Levi-Strauss.(b) Communicatioracrosgiverseviewpointsto arrive
at an accommodation of interests. Accommodation is favoured rather than con
sensusThisis becausewhereagonsensublasthedangeiof mutingtheopinions
of underdogsaccommodatiomdicatesaninclusionof differentinterests.
Accordingto TaketandWhite (2000, while understandingluralismin thenature
of the client, the mnemonic that may be useful is the three Cs: Critical, Consent
and Contingent. In a situation of divergent viewpoints, the requirement is to be
critical of boundarieshataresociclinguistically constitutedConsents oftennot
possibletherefore the strive oughtto betowardsaccommodatiomf viewpoints.
Finally, the agreement is spatially and temporarily contingent; once a decision is
taken, uncertainty arises oragain.

¢ Pluralism in the useof specificmethods/techniquesToapproactthecomplexity
of reallife, theinterventionisheedgo usearangeof techniques/methodologiess
oneparticularmethodology/techniquis liableto offer only apartialpictureof the
problemsituation.TaketandWhite (2000 arguethatmostscholardike Mingers
and Gill, Jackson, Flood and Room and Flood and Jackson seek to master plu
ralism by taming it with their grand designs of methodological accommodation.
However,whatis requiredis nottaming,butencouragingliversityandvarietyin
methodologies/techniques to understand the equally diversevoedl problem
situations. They advocate that complex systems methodologies like Critieal Sys
temsHeuristics,Soft Systemdviethadology and StrategicAssumptionSurfacing
andTestingmaybeusedin entiretyor in partmaybeusedto inform oneanother,
sothattheresultarrivedatis morecomprehensivandmorerepresentativé will
discuss these methodologies at length laténebook).
According toTaketand White 2000, while understanding pluralism in the use
of specificmethods/techniquetje mnemoniahatcanbeusefulis the4Ms: Mix,
Modify, Multiply andMatch.Partsof differentmethodsanbemixedandmatched

rajneeshchowdhury@gmail.com

a


mailto:rajneeshchowdhury@gmail.com

3 Intersection of Systems Thinking and Flexibiléty

in the course of engagement. Further, they cambedified to suit a particular
context and multiplied to use different methodologies for the same task.
Pluralism in the modes of representation employed_anguage and symbols

we use for the descriptiarf the problem situation are merely representations or
copies. As Baudrillard1990 notes, these cagvenbe a simulacrum, or a copy

of acopy. The implication this has for theory building is that any theory that is
developed can only be a representation of the real life and cannot be the real life
itself. Further, they are of the opinion that representation is dependent on the
method that has been used in representing as well; and the moment we use
methods to represtreality, we also change the reality itseffaketand White
(2000 borrow the ideas of Hackind 983 , who says that #fth
howt he worl d i s. Me t h o d dowevdr, Baketpred Whitee wo r
(2000 areof theopinionthatwith changingrepresentationgroblemownersget
anopportunityto learnwith themodelthatis madeavailablewith anintervention.

The role of the facilitator is to present the expertise to help the problem owners
structure their problems and understand them in the form of a motretay.

They borrow a cognitive psychology understanding from Johhsind (19979,

who saysthatthereis alink betweermodellingandlearningaspeoplelearnfrom
mental models, which in turn shapes the modelstigyour.

Accordingto TaketandWhite (2000, whilstunderstading pluralismin themodes

of representatiorthe mnemonichatcanbeusefulis the 3Vs: Verbal, Visualand

Vital. Representatioaof thesituationin focuscanbein theverbalform with words
andconceptuastatementsyr it canbein theform of picturesandmaps,n which

casdt is visual.Vital modef representatiomaybein theform of reatlife work

or observationn participativeenvironmentwhenrepresentatiors realtime.

Pluralism in the role of the facilitator: Thefacilitator plays a significant role in

their approach to the problem situation. The dynamism and complexity of the
problemsituationcanbeappreciatedy thefacilitatoronly if theyadoptarolethat
iscapablef appreciatinghesameijn otherwords thefacilitatorasacatalystThey
borrowfrom Foucaul{1972 to saythatthefacilitator (or consultantfloesnotneed

to playtherole of expertor advisor;theysimply needto providetheinstrumenof
analysis to the problem owners. This role is to encourage the facilitator to adopt
differentrolesandguisedn theproces®f interventionandto encouragereative
tension.Thefacilitator needg¢o mix andmatchdifferentrolesin theintervention
process. They borrow from Gregore 999, the characteristics of an effective
facilitatorincluderespecfor participantscritical awarenesself-disclosureself
confidenceaquestioningpirit,beingobservanteingdirectandto beconfronting
ratherthanconfrontationalDependingnthenatureof thesituation thefacilitator
canplay anactiveor adirectiverole. However,t isimportantthefacilitatoris able

to be pluralistic in these roles according to the environnieaketand White
(2000 are of the opinion that, Athe ado
to maximiseparticipationin thework, aswell asto challengeexplicitly particular

points of views, perhaps most especially when the views of the most powerful
groupsin thesituationseento bedominatingotherp e r s p e(p.16B)v e s 0
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Accordingto TaketandWhite (2000, while understandingluralismin therole of
thefacilitator, the mnemoniahatcanbe usefulis the 4Fs:Flexibility, Forthright
nessfFocusandFairnessThefacilitator needgo beflexible andadaptiveto feed
backandfeelingsalongwith keepingtheir focusto theobjectivethattheywantto
achieve. They should handle this situation with forthrightness and determination
maintainingfairnessn thewholeprocesawith acritical attitudeto the situation.

TaketandWhite (2000 developediframeworkthatcanenablethe systemson
sultantto applytheirthinkingontheground.Theycalledthis ParticipatoryAppraisal
of NeedsandtheDevelopmenbf Action (PANDA). PANDA is guidedby threeiter-
ativestagesDeliberation DebateandDecision Jeadingto Deliberationagain.Taket
andWhite (2000 saythatthesestagesnaybefollowed by asecondtageof deliber
ation(Deliberationll), whichis concernedvith monitoringor evaluatingheeffects
of theactiongtaken.Specificattentionshouldbepaidto howandwith whatassump
tions the evaluation is conducted so that due consideratigivas to continued
support to the actions adopted. Laagnfrom this stage may inform actions taken
and enable the betterment of the system that had beenppaten

The Aformalisationodo of p ost miakktamdni s m

White led the systems interventionist to be comfortable with uncertaint flex
ibility, wi t hout | osing sight of the shared
interventionist to work towards alignment of teams to the core objective with respect
forthei n di v watldviews@Eachstageof PANDA informsits following one,
which in turn, feeds back information to its previous stage. This introduces the
learning angle into the framework, which is contingent on uncertainties of the
environmentyaluesandrelateddecisionsTheirframeworkis guidedwith theunder
standing that there is no certainty in problem situations and results of intervention
may be quite different from what had been intended or plaffdDA evidently
wasanapproachnspiredby systemghinking butwith flexibility atits methodolog

ical core.

Having discussed specific scholarly developments in systems and flexibility
research,will drawtheattentiorof thereadetoaspecificstrancbf systemditerature
thatis calledCritical Systemd hinking (CST).CSTmayenableaninterventionisto
leverageheconsummateelationshipbetweersystemsandflexibility with afertile
frameworkfor ideation,experimentatiomndapplication.Much of my educatiorat
and association with the Centre for Systems Studies at the Universitylldias
been spent in understanding and explo@&jr,and its relevance in management
science. The same essence is also reflected in my works that | narratelliropart
thisbook.

3.5 Critical Systems Thinking (CST)

Therootsof Critical SystemsThinking (CST) canbetracedto theworksof Jackson
(1985, Midgley (2000, Mingers (984 and Ulrich (983. These scholars ceg
nisedthestrength&ndweaknessesf differentschoolf thoughtandunderstoothe
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importanceof anintegrativeapproachMoreimportantly,theykepttheenvironment
in the context of their work and the models they built. They recognised that not all
situationsarethesameandthattherecanbeachallengeof bothscaleand complexity
wheninterveningin a problemsituation.CSTis notonly aboutbeingcritical to the
methodologiesised putalsobeingholisticaboutproblemstructuringIn thecontext
of socialsystemseverysocialsettingis anopensystemandtheyalwaysexistin the
context of theienvironments.

CST can be understood in terms of three commitments that are discussed below.

¢ Critical Awareness Thefirst andthemostbasiccommitmentis thatof question
ing oneselfby beingcritically aware . This commitmentequiresagreatdegreeof
opennesandhumility to admitthatmentalmodelsthatdrive ourownthinkingare
limiting, loyalties are restrictive and affiliations can be isolationist. Challenging
oneselfandaskingwhy wearethinkingor doingthewayweareis atthefoundation
of thiscommitmentAt theheartof critical awarenesistheconceppfi boundar y
critiqueo, a t e rlé90 fthat literally meane td qubsyion @ur r i c
ownboundaries. Boundaries themselves are multivdristtey can be about the
wayswe wantto think aboutor formulatea problemsituation(definedby cogni
tive boundaries), the ways we want to approach a probleratigit (defined by
methodological boundaries), or the ways we want to think about the outcome of
an intervention (defined by ethical boundaries). Ability to draw boundaries for a
systems intervention is a crucial aspect as we define systems by the besindari
we choose to draw arouttitem.
Boundaries are in turn defined by values and hence boundary judgements and
value judgements are inherently linked (Midg800. Our values guide us on
howwe perceiveasystemwho/whatwe wantto includeandwho/whatwe wantto
excludeThisisalsotruefor theapproachewe maychoosdor aninterventionrand
howwe maywantto applyany specificmethodologyHence theethicalpractice
would entail the pushing out of oown boundaries as far and wide as possible
(Midgley 2000 or asChurchmar(1968 putsit, i s w e ei pnobmagables.
Midgley hasbeenparticularlyinterestedo explorethetensionwhentwo or more
groupsdefinetheirownrespectivdboundarieguidedby theirownvaluesleading
toasituationof conflict. Thisleadsofi ma r g i n aflsomeEsagmentsiyroups.
Whenthemarginalisations carriedforwardrepeatedlyit getsimposedwith near
permanency and eventually getstitutionalised.
| borrow from Midgley 2000, and Midgley and Pinz6r2Q11) to explah some
key conceptsn thisaspecthroughFig. 3.2 If therecanbeonegroupthatmakes
anarrowboundanjudgemen{primaryboundary@andasecondyroupthatmakes
a wider boundary judgement (secondbaoyindary), there can be a marginal area
betweerthetwo boundariesBothboundariefiavetheirownethicsassociatedith
them. Conflict arises due to the exclusion of people or issues from the primary
boundary and their inclusion within the secondaoyrdary. There is no right or
wrong here, as both the boundaries are guided by value systems that are distinct
to the agents who are creating thieeandaries.
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Ethic arising
from within secondary
boundary

Ethic arising
from within
primary
boundary

SACRED
OR PROFANE

Secondary Boundary / \P""WY Boundary

Fig. 3.2Boundary judgements (cited from Midgley and Pin264.1)

Midgley introduceshetermsfi s a candiido & o ftoadanafypthe marginalised
people orissues. These terms are not to be used in the religious sense, but to
indicate the valued atevaluedstatus of the marginalised. Midgley says that the
sacrecr profanestatuss aneutrallanguagéi treflectthestrengthof feelingthat
accompaniethederogatiororexaltatiorof othempeopleonthebasisof theirstatus,
rol es, interest s, i 2D&6mpt 6). Whea sonflctrarisese | i e f
it is unlikely that there will be consensus on tregiss of the sacred or profane,
but social rituals come into play to stabilise the situation with one value system
emerging as the more dominant anerthe other,which gets institutionalised.
In asituationwherethe profanestatuss institutionalisedor the peopleor issues,
then primary boundary is upheld. And if the sacred status is institutionalised for
the people or issues, then the secondary boundaphéeid.
This is significant to understand the concept of critical awarekéssften tend
to seeconflict anddifferencesetweerpeople groupsandlargersocialsystems.
At asuperficiallevel, theseareseenasdifferenceof opinion® sometimesninor
and somethesmajor,sometimes academic and sometimes practical, sometimes
peaceful and sometimes violent. But what we need to recognise is that such con
flicts are inherent because as individuals and social entities, we carry different
values andhavedifferent ehical considerations. The concept of marginalisation
helps us understand tkey aspects of inclusions and exclusions, and our mental
models that define the way we perceive, interveneaahd

& Pluralism: Pluralismistheability toembracevarietyof ideasandmethodologies
to approactaproblemsituation It canalsobereferredto ascomplementarianism.
Carrying from the previous section, the fundamental understanding of boundary
critique cananswetthe questionof why we mayhaveconflict but the questionis
if it is really possibleto alwaysaccorda sacredstatugo all peopleor issuesand
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Table 3.1Stages of multimethodology (cited from Mingers and Brockld€i9j;, p. 501)

Appreciation of Analysis of Assessment of Action to
Social Social practices, | Distortions, Ways of altering | Generate
power relations conflicts, interests | existing structures | empowerment an
enlightenment
Personal | Individual beliefs, | Differing Alternative Generate
meanings, perceptions and | conceptualisations | accommodation
emotions personal andconstructions | and consensus
rationality
Material | Physical Underlying causal | Alternative Select and
circumstances structure physical and implement best
structural alternatives
arrangements

thereforeto whatextentthe boundarycanextendto. Pluralismor complementar

ianism can be a sound concept but it also has the constraints of time, resources
andbandwidth Ulrich saysthat,thereforetheapproachkshouldinvolve arational
process. Pushing out of the boundary endlessly is not the possible way out; what
is, therefore, necessary is a dialogic intervention involving rational arguments
enabledhroughthepowerof languageThedialogueneeddo bring into thefold
boththeinvolvedand affected parties. This understanding can play an important
role in our choice of methods and problem structumethodologies.

Midgley (2016 talks about two kinds of methodological pluralism. First, is in
terms of the autonomy of drawing from different methodologies to luitde 6 s
own methodology for an intervention. He talks of a dynamic process of method
ologicalevolutiononanongoingbasisdependingnthecontextandcapabilityof
theinterventionistSecondjn termsof mixing methodg¢owardsaccommodating
greater flexibility and responsiveness in dpproach.

There can be various frameworks that guide mixing methods. | will talk about
Mi ngers and 1®)odMue dsthynm&s hodol ogyd as a
methodsMultimethodologylaysoutafour-stepprocesgor mixing methodsasa

way of pluralismin systemi@approachTherearefour iterativephase®f apprecia

tion, analysisassessmemindactionthatrequirea combinationof methodologies
aseachstagehasits owndistinctobjective.l borrowfrom MingersandBrocklesby

(1997 to articulate the same Fable3.1

Table3.1 encompasses social, personal and material elements of [aathéy,
whichrelateto theintersubjectivesubjectiveandobjectivedimensionof human

life, respectivelyA holistic understanding of humanetivity systems can only be
enabled when different methodologies are used in a complementary manner to
understand these realities. This can further lead the interventionist to engage with
the problem situation in a more meaningfudnnerMy endeavour tdring in
Multimethodology within TSI can itself be argued as a case to demonstrate
Asubmerging with identitfdbilityland theref
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& Improvement: The commitment that an intervention will lead to the overall
improvement in the situation, empower participants and enable the realisation of
thefull potentialof individualsandgroupsandnotserveasinstrumentf domi
nationandsubjugationThis commitmentetsthe systemgractitioneraskthem
selveghequestiorof why anintervention/projeds undertakengritically examine
their own mentalmodelsanddisplayopennesin their thinking andbehaviourso
that accommodation, and not compromise, is achieved. At a much grand scale,
improvement can also be looked upon as emancipation; Schee®dy {alks of
emancipationras fia commi t ment to human being
developmenviafreeandequalparticipationin communitywith otherslt is alsoa
commitmento recognisinghebarriersto humanemancipatiod unequalpower
relationsandtheconceptuatraps,whichperpetuatéhend andincorporatinghis
understanding i nto sy sdyghisthirdtcdmimitnhkentn g 0  (
embracethefirstandthesecondcommitmentsln SystemidnterventionMidgley
(2019 callsthisi ad g atl ue o .

Critical SystemsThinking (CST)with its first commitmenbf critical awareness
spikes the fundamental question for systems thidkersat is the boundary? The
tensiorof drawingaboundanytself manifestedhroughMi d g Iwerkisihgtension
of definingasystemThedefinitionof anopensystenwhichis constantlyin exchange
of matterandenergywith its environmengetsmanifestedn theattemptgo include
or exclude people, issues and factors withirbihendary Agents in the sytem will
work towards a stability with a rational process of accommodation but that
accommodation is itselfiriven by ethical considerations. The procekeyever,
should take the whole systems approach so that this accommaodation is rational for
thecontexit isachievedor. Thereis ahighdegreeof ethicalmaturityrequiredatthe
hands of a systems practitioner to draw such a boundary that can iteetfiiag
andfluid, ashumanactivity systemsrealwaysevolvingandfluid. Theflexibility of
thoughtenablesinderstandingf the mentalmodelsthatdrive theinterventionisto
approactboundaries.

Pluralism is all aboufflexibility. | talked aboutMi d g | teoy sirands of
methodologicapluralismandMingersandB r o ¢ k | neukirbeth@delogyThese
frameworks thrive o1 u s hdea dd mixing of systems methodologlesneway
integration using in succession, different techniques for different parts of the prob
lem situation, bottways integration, submerging with identity afudl -mixing or
amalgamatiod thatwe discusseearlierin this chapterFlexibility is aprerequisite
in achieving complementarity epproach.

In Chap.2, | also talked about flexibility and authenticity. The argument holds
good evenfor CST because if a systems practitioner is not authentic about their
applicationof CST,it is unlikely thattheywill beableto createanyaddedvaluefor
the system. Midgley2016 says that if boundargritique is practised in isolation,
it will certainly offer some great sociological insights and critical reflections, but it
will notleadto anychangen the problemsituationif thereis no action-orientation
of this knowledgeSimilarly, if we want toapply pluralism, we need to start with
critical awareness, as otherwise our application will remain superfiiian that
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thatboundariesieedto bearrivedatwith arationalprocessonsideringconstraints,
it is only imperative that a systems thinker displays the value of flexibility with
authenticity that can lead improvement.

CST embraces holism and flexibility at a higher cognitikaer.It can lead us to
approacha situationwith a genuinesubmissiorto the threecommitmentsThese
commitments are especially important in a world plagued by value clashes; protec
tionistpolicies exploitativeregimespathologicabpinionshapersindunsustainable
practicesCST canhelpre-evaluateourown perspectivef theworld andencourage
a world order of value accommodation, openness, empowerment, authenticity and
sustainablepproaches.

Finally, | will spend some time to talk abotibtal Systems Intervention (TSI), a
metamethodology to bring CST to life. This is particularly important for systems
consultantsisit offerstheframeworkandguidelinefor experimentdon andflexible
applicationof systemsghinking, withoutwhichtheinterventionmayfacethedanger
of running intodisarray.TSl is a fine example of CST practice.

3.6 Total Systems Intervention(TSI)

JacksonZ000 call s TSI the Afinal el ement
t hi n ki3@BpT®Iisametamethodologythatwasthefruition of anintellectual
partnershifpetweerfloodandlacksor{1991). TSl offersanewapproacho problem
structuring, strategic planning, design and evaluation by bringing together a range
of systems metaphors and approaches in a coherent manner that enables creative
problemsolving.

Inthewordsof Jacksorf2000), therearesevemrinciplesembeddedh TSI. These
are adollowing:

& Organisations are too complex to understand using one management model, and
their problems are too complex to tackle wqthick fixes.

& Organisationgheir concernsissuesandproblemsshouldbeinvestigatedisinga
range of systemsetaphors.

6 Organisationaissuesandproblemshighlightedby themetaphorganbelinkedto
appropriate systenmaethodologies to guidatervention.

¢ Differentsystemsnetaphor&indmethodologiesanbeusedin acomplementary
wayto highlightandaddresslifferentaspect®f organisationandtheirproblems.

¢ It is possible to appreciate tlrengths and weaknesses of different systems
methodologiesindto relateeachto appropriaterganisationatoncernandprob-
lems.

6 TSI sets out a systemic cycle with interaction back and forth between the three
phases.

¢ Facilitators andlients are both engaged at all stages of the TSI phase (pp.
366 367).
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TSl leverageshethreecommitmentf Critical SystemsThinking (discussedh
theprevioussection)andpresentaframeworkusingwhichpractitionerganexercise
creativity by thinking and doing in a pluralisticannerThe framework allows for
an open mind to ideateetween metaphors for problem structuring, the flexibility
to choose or mix methods between paradigms, and act with a commitment to bring
added value through the intervention. TSI for the first time opened up the space of
complementarianismvith coherencéhatwascapablefencompassingomplexityat
thelevelsof thought actionandimpactthatis well qualifiedby H a m €19%4) words
thatTSIfi a | Ifoothegxaminatiorof everydimensionof strategythe surfacingof
all significant issues and the design of appropriatet er vent i ons o.

TSlhaghreephased Creativity,Choiceandimplementatiod thatarediscussed
below.

& Creativity : This is the first phase where the interventionist is encouraged to think
of their enterprise in terms of a metaphor and its alternatives. Theepihof a
metaphor is borrowed from Morgah969. Metaphors are implicit images that
help us see the enterprise with a creative analogy by medéssuofierstanding
andimaginationdueto certaincharacteristicshey display.Morgan (1968 talks
abouteightclassicabrganisationometaphorandtheircharacteristics:

(1) Machines efficiency,waste, maintenancerder,clockwork, cogs in a wheel,
programmes, inputs and outputs, standardisation, production, measurement and
control, design. (2Drganismsliving systems, environmental conditions, adap
tation, life cycles,recycling,needshomeatasisgvolution,survivalof thefittest,
health, illness. (3Brains learning, parallel information processing, distributed
control,mindsetsintelligence feedbackrequisitevariety,knowledge networks.

(4) Cultures society, values, beliefs, laws, ideology, ritudisersity,traditions,
history, service,sharedvision and mission, understandinggualities, families.

(5) Political Systemsinterests and rightgower,hidden agendas and backroom
deals,authority, alliances, partyfine, censorship, gatekeepers, leaders, conflict
management. (@psychic Prisonsconscious and unconscious processes, repres
sion and regression, ego, denial, projection, coping and defezateamisms, pain

and pleasure principle, dysfunction, workaholic. F)x and Transforma tion:
constanthangedynamicequilibrium,flow, self-organisationsystemiavis- dom,
attractors,chaos,complexity, butterfly effect, emergentproperties,dialectics,
paradox. (8)nstruments of Dominatioralienation, repression, imposing values,
compliance, charisma, maintenanceaotfver force, exploitation, divide and rule,
discrimination, corporatmterest.

An enterprises likely to demongratedominantcharacteristicef anyonekind of
metaphorThis presents to us the likely issues and concerns that may be associ
ated with that particular metaphor, and in turn leads us to think about the crucial
issues and problems for the enterprideisBtage lets imagination takeeras a
problem structuring metho&ariousanalyses can be applied to understand why
the organisation demonstrates the behaviours the way it does and what could be
the possible implications of sublehaviours.
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Fig. 3.3System of systems methodologies (cited from Jackson and1Réys

The Creativity phase sets the prelude toThe Creativity phase sets the prelude to
the following two phases of TSI.

Choice Thesecondhasédsto chooseasystemsnethodologyor asetof method

ologies for a problem situatiodgpending on the characteristics that the system
demonstrates in the first phase. There can be a dominant methodology and a set
of secondarynethodologies.

A significant intellectual framework referred to here is the System of Systems
Methodologies (SOSMas put forward by Jackson aKeys(1984). SOSM is a

matrix that consists of two dimensiénsne relating to the nature of the pakrtici
pantsandthe dynamicswithin them,andthe otherrelatingto the elementf the
systemor the situation itself, represented in Bg.

If thepeoplein thecontexthavesharedsaluesandunderstandingheycanbesaid

tobein aunitaryrelationshiplf theyhavedifferencegotheextentthattheyarestill

ableto standin unisonfor the systemto functionasa cohesiveentity, they canbe
consideredo bein apluralistrelationshiplf participantdisplaydivergencehat
areirreconcilableandpowerdynamicdeadto subjugatioranddominationof one
groupattheexpensef anothertheycanbesaidto bein a coerciverelationship.
Coming to the systems dimension, if the parts of the system are limited, easily
identifiableandhaspredictablénteractionsthiscanbeviewedasasimplesystem.

In case the elements increase multifold give rise to complex interactions and
unpredictable consequences, this can be viewed as a caygiex.

Giventhat different paradigmkaveinfluenced different systems methodologies
and there wa a sense of paradigmatic incommensurability, Flood and Jackson
(1997 recommended a menu of systems approaches and methodologies that are
appropriatéor aspecificcontexidependingnwheretheyfall intheSOSMmatrix.
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& Implementation: This final stage is the actual intervention on the ground with a
range of systemmethodologies identified in the previous stage. Metaphors are
to be used creatively as well. If one metaphor has been helpful to identify the
organisation, another metaphor can be used for the intervention. Ja2@86n (
citesthehypotheticakxampleof explaininganorganisationatollapsethatcould
behighlightedusingtheorganismor brainmetaphoratthesameime, thecultural
metaphoicanalsoappeailluminating. Thevice versacanalsobetrue. This stage
should aim to bring about a coordinated change considering efficient, effective
and ethical considerations (Jacksa90.

The coordinatecchangeoutcomecanonly be possiblewith a coordinatecdefforts
process where albams or departments in the organisation work collaboratively
within their sharedvaluesandobjectivesn mind. Continualfeedbackandmont
toring canplay animportantrolein identifying gapsandfeedlearningbackto the
changeprocess.

TSl wasabredthroughasit wasableto bringin systemicityto systemshinking
itself. It is a metamethodology that was able to transcend paradigmatic wars and
bringtoits fold systemicityin thinking, methodologyandapplication pinnedonthe
fundamentals of holism. Flexibility is inherent in the framework at a fundamental
level. The starting point of using metaphors to instigate thinking is a great example
of challengingnentalboundarie®f formalthinkingatthehandsof managemerdand
openigit upto creativity.Creativityenablesthemanageto think withoutlimits and
imaginewith abreakfrom assumptiong-lood (1994 refersto TSl asfi aapproach
to problemsolving in any organisation that stands fimith the original holistic
intent of systems hi nki ngo.

TheChoicestageguidedby the SOSMmatrix offersarangeof systemsnethod
ologies for the practitioner to choose from. A practitioner has the freedom to use
different metaphors for different stagefshe problem structuring and intervéion
leaving enough room for them to explore a plethora of systems tools. 1248l (
talks of the critical managerialissuesin the borderlessworld: (i) Freeflow of
Information,(ii) CyberneticSociety (iii) Globalisation(iv) CrossCulturalManage
ment, (v) International transactions, (vi) International Market, (vii) Technological
Change, (viii) Organisational Change and (ix) Environmental Conflict. An organi
saton operatingn theborderlessvorld mayfaceamix of suchissuesanddifferent
metaphors could be handy to understand different aspects of the organisation in its
respectiveontext.Forexampletheycanbeanorganisatiorthatis diversifyinginto
newservicesandenteringanewgeographyor whichits ownstructureandapproach
to innovation management may be changiigunder st and t hi s,
metaphorcanbeleveragedThe sameorganisatiormaybe consciouslylooking ata
more inclusive approach to diversity and changing\is policies to engage with
people from more diverse backgrounisu nder st and thi s, the
canbeleveragedThechoiceis aboutflexibility to bringin themosteffectivemix of
systemsnethodologieso intervenewnhilst we find ourselvesn the contextof these
two different metaphors in the samrganisation.
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Implementationpf course pringstheteambackto sharedvaluesandacommon
vision thatis atthe crux of purposefukystemsSharedvaluesneedto bereinforced
from time to time to act as the gluehold the entity together so that change and
corrective shifts does not lead the system digarray.

Jacksorf2000 talksaboutaii r e ¢ adf TSithatipcorporategreateflexibility
in this landmark systenfsamework. He talks about being open to other creativity
enhancinglevicesotherthanmetaphorsHe talksof letting participantreatetheir
ownmet aphors paying attention to200the HAer
introduces further flexibility by asking the question is SOSM sheukhremain
the primary matrix for the choice of systems methodologies. He goes on to argue
that SOSM should provide just the meansitiveat A cr i ti cal awar e
organisatiosneedo belookedatin termsof four keydimensiond processdesign,
cultureandpolitics. In thewordsof Jacksor(2000, i T Hreedomto usethevariety
of methods, models and techniques in a responsive fashion shouldviewymake
critical systems practice (or TSI) mo r
irecasto of TSI automatically brought
Jack® n @pproach to TSI was much influenced by CST that brought in greater
accommodation and flexibility to hisamework.

TSI does not need to be taken as a framework in itself, but as a way of thinking
andapproachingverydaymanageriabituations.This can bereferredto asMode-2
TSI. Thepowerof TSl liesin its transcendingharacteristi¢o be ableto overcome
paradigmatidooundariesn anaccommodatingndcoherentmannerln thecontext
of theincreasinglyborderlessvorld (introducedabove)we live in, enterpriseseed
aprudentperspectivenix in systemicityandflexibility thatTSI offers.

3.7 Conclusion

This chapterexploredthe methodologicaintersectiorof systemghinking andflex-

ibility throughvariousexistingframeworksn managemengystemsl startedwith a
discussiomnparadigmsparadigmncommensurabilitandovercominghesameo

set the tone for flexibility in systems
referredto asanunderstandindor theaccommodatiomwf differentworldviewsthat
havetheir own legitimate existence in our world. Developments in management
research was highlighted with reference to literaturéexibility, multimethodol

ogy and flexible systems management. | talked abmeérgence of postmodernist
thinking that introduced a radical way of problem structuring and change interven
tion. Postmodernist thought brought about a departure from structure and rules in
systems application. The undercurrent of the intersection leftihahinking and
flexibility ran through the entire discussion. Having set this background, | talked
aboutCritical SystemsThinking (CST)andits inspirationtowardsthedevelopment

of Total Systems Intervention (TSI) as a fine exampl€C8fT. TSI offers a sound
frameworlfor systemgractitionerdo bringtogetheholismandflexibility toaddress
problemsituations.
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Having set the theoretical base in the first part of this book, the next part will
highlight some realife projects that lhaveundertaken with systems approaches.
Everychaptepicksuponeuniquecasethecasesreamix of on-groundapplication
of sydems approaches, retrospective appreciation of past projects, and conceptual
frameworksdeveloped.
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Partll
Case Narratives

A wide range of case narratives are discussed drawing on the author & own expe-
rience of applying systems thinking. These cases are based on private industry,

public health, professional services and the charitable sector. The discussions fea-
ture the author @ journey, as a consultant, of problem  -structuring or problem  -olving
for his client. Aspects of holistic thinking and flexibility are surfaced, interpreted
and critiqued. The cases are about project successes, limitations and conceptual

model building. Being a practitioner  -centred book, the ten case studies form  the
hallmark of this  book.

Essence of Part |l

Systems consulting is not about the use of systems -branded methodologies; it is
rather the systemic state of mind that is able to approach problem situations
holistically, and remain flexible and adaptive through the journey.
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Chapter 4 m)
Healthcare Knowledge Management sl
and Problem Structuring

4.1 Introduction

Technologycanbeof tremendousidin thecapturerecordingandretrievalof infor-
mation.Thiscanleadto directbenefitfor improvemenin thequality of care clinical
audit,performancenanagemergndaboveall, knowledgamanagementhischapter
sharesny experiencef applicationof systemghinkingin amegaknowledgeman
agement project in the National Health Service (NHS) in the UK. This experience
wasspreadhroughaperiodof threeyearsandl appliedvariousproblemstructuring
methods during this tenure. The context was the sensitisation and implementation
of aknowledgemanagemendtrategyin the NHS within theambitof alargehealth
carelnformationTechnology(IT) programmeOutof arangeof problemstructuring
methodausedn severainstances|, will talk abouttheapplicationof Viable Systems

Model (VSM) for anorganisationainterventionl waspartof. My approacho VSM

was influenced by critical thinking that drove me to sseeral qualitative tools to

aid in my understanding of the problem situation. The arguments presented here
showcase the importance of bringing together the human and the technical aspects
as interrelated within the larger system, and not to be regardidbadisparate
dimensions.

4.2 Healthcare Knowledge Managemenf{HKM)

Knowledgemanagemeris the proces®of capturingorganisingandleveragingooth
tacit and explicit knowledge for various purposes. It can also be used for problem
solvingin businesgasse, intellectualchallengesr for thestimulationof innovative

Partofthischaptehaveappeareg@reviouslyinii He a | Knlovdealgeanagemerandinforma
tionTechnologyA SystemdJ n d e r s t authateibpRajoeesiChowdhuryin: R.K. Baliand
A.N.Dwivedi(Eds.X2007) HealthcareKnowledgévlanagementissuesAdvanceandSuccesses.
Springer; pp. 4154. Reprinted with permission from the publisher.

© Springer Nature Singapore Rfiel. 2019 83
R. ChowdhurySystems Thinking for Managem@unsultants
Flexible Systems Managemeht{ps://doi.org/10.1007/97881-13-85308_4
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thought.By thevery natureof thediscipline,knowledgemanagemeris aninterdis
ciplinary subject that encompasses IT managenphilgsophy,cognitive science,
and organisation studies (El Morr and Suber@avi).

Liebowitz (2004 2006 suggestthatorganisationareusuallyobservedo under
takeknowledgemanagemeniitiativesfor thefollowing broadreasonsf enhancing
adaptabilityfurtheringcreativity establishingnstitutionalisingknowledgebuilding
internalcompetency and enhancing exterc@ahpetency.

Healthcar&KnowledgeManagementHKM), asthenamesuggestss knowledge
management in the healthcaedting.

Frize et al. 2007) identify the following four steps in HKM:

6 Access to clinical dataThis is the first step where patient information needs to
be identified, captured and stored in a retrievab#énner.Patient consent and
securityof personalnformationneedto bekeptin mindwhilst capturingpersonal
data. It is important to notbat consent also does not mean a blanket consent. A
consent for recording data does not necessarily imply a consent for sharing data.
Also, if there is consent for sharing, we need to understand sharing with who.
Security of the information systems is @fual importance to ensure that only
authorisegersonnebreableto accesshesamelFurther,it is oftenobserved that
patient data is stored in multiple locations and multiple systems depending on
where the patient is accessing healthcare service.i®aest leveraged if it is
centrally stored in interoperable systems so that patientsnahof effective
medicalservicesrrespectiveof wheretheyareatanypointof time,withouthaving
tocarrytheirrecordphysically Regularmuditsof clinical dataensurelataintegrity
andauthenticity Audits shouldalsoincludelevelsof dataaccessnddatasecurity.

& Knowledgediscovery. Thisis wherewe movebeyonddataandapplyintelligence
to understand trends and patterns. Software and Atrtificial Intelligence (Al) tools
can be used for complex data crunching and for predictive analybmaahe
data behaves in the context of the semionomic environment. This stage is a
guditativemovef r om fir e didi dichny@rty® .

& Knowledge translation: This is the translation of outputs from knowledge dis
covery tools to information that clinicians can use. For example, Graphical User
Interfaces can be used to make outputs intiittcomparative and user friendly.
With the use of Clinical Decision Support tools, knowledge translation can help
clinicians preempt situations and take predictive action.

& Knowledge integration and sharing Information from knowledge translation
can be stored and used in an integrated manner by clinicians and caregivers for
holisticandcompletecareof the patient.This canbe sharedwith theright agents
and institutions so that there is consistent knowledge about the patient and they
receive the best possible care at all points of tireehnologycan enable the
recording, sharing and access of skisbwledge.

Theargumentor technologyenablemenfior knowledgemanagemenin general,
andHKM, in particular hasdominatednanagemerdiscourseverthelastdecade
andhalf giventhe multitude of complex information clinical records hold and the
needfor its availability beyondgeographicatonstrants. This chapterdiscussesy
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personakxperiencén problemstructuringn suchanenvironmentln thefollowing
section, | would like to present the case for systems thinkidé.

4.2.1 HKM and Systemg§ hinking

Healthcarenanagemerdatthepresentimeis acomplexinterplayof medical social,
political, organisationahndethicalissuesandHKM existswithin thiscontextHKM
cannotbethoughtof in isolationfrom healthcarétself. Technologyplaysanimpor-
tantrolein capturingdisparaténformation,analysingcomplexdatapointsandbring-
ing in coherencén broadsituationghatmay otherwiseappeadisconnectedThese
aspectarecritical contributingfactorsto knowledgemanagemernin the healthcare
settingwhereinterpretatiorrequiresintelligentanalysisaccuracyis norrnegotiable
and errors aranfathanable.

Howeverjn thehealthcareontextthereareahostof complexfactorsthatinteract
with oneanotheiin this situationthattouchall the realmsof objectivity, subjectivity
andintersubjectivity As discussedy MeyerandCollins (1976, healthcareervices
exist at a complex intersection of a plethora of dimensions in the realm of both
objective and subjectivity assessments, and both self and external influences. The
assessmentoverbeliefs,stigmasfears perceptionsandfeelings.Influencescover
experiencesndbiasesDiscreteandisolativethinking for HKM designandimple-
mentations ineffectiveandinefficient. Whatis requireds anapproachnfusedwith
criticality, holism andlexibility.

When there seems to be an emphasis on IT in the context of HKM, a systems
perspective can help understand that providing an efficient IT infrastructure may
serve as only one element, albeit important. IT can largely facilitate information
management, whicis the preceding stage to knowledge management. The ability
to capture relevant understanding pertaining to HKM demands transcendence from
information management to knowledge management. This is an interplay of both
objective and subjective dimensionghieh is beyond the provision of just an IT
infrastructure. Objective dimensions would include consideration of the hardware
and software elements for the recording, storageretniévalof information; and
the subjective dimensions would include stake@oldarticipation, cagenerative
learningandthe ability to devisea strategyof how healthcareserviceproviderscan
bestmakeuseof availableinformation.Knowledgemanagemeris notjustaboutthe
availability and accessibility of information throu@f but alschowto harness the
powerof creativeactionthatorganisationainemberganengagen asaresultof this
availability and accessibility, and its interpretation. Holistic approachestaia
by systems thinking, help link the human and technical aspddt§hih

Theanalysisandunderstandingf thehumanelemenis of utmostimportancen
consideringhesuccessfuintroductionof newlT/communicatiorsystemsWhereas
a reductionist approach may consider human and technical aspects in isolation, a
systems approach will consider both the human and technical aspects as-ntercon
nected dimensions within one larger system. During (and befor&)ttbduction
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HKM
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Fig. 4.1The route for healthcare knowledge management (Chow@@y p. 45)

of IT to facilitate knowledge management, it has to be recognised that technology
is deliveredto suittheusersandtheusersareadeptin theusageof thetechnology.
Ratherthanusersexistfor technologyto work efficiently, technologyoughtto exist

for users to worleffectively.

Understandin@f thesociopolitical andculturaldimensiongor the designof an
informationsystemgprojectmaynotbetreatedasanisolatedone off eventbutasan
iterativeandongoingprocesssothatthecomplexityin thiscontextmaybecaptured.

The project may be designed to begin with stakeholder participation, leading on to
co-generativdearningfrom experienceOnly aftertheidentificationof needsfter
theseshouldinvestmentbemadeto devisel T systemsuitedto stakeholdeneeds.

Only this may lead to aaffectivestrategy for HKM.However,once this stage is
reached, the process should riotome to an end. As Davenpat®pg s ai d, fio
reason that Knowledge Managemeaeterends is that the categories of required
knowl edge are al ways c¢ ha ngffecivgH&KM oughb us , t
to beaniterativeprocessThisideahasbeenconceptualiseth stepsn Fig. 4.1

| developed the above model during my problem structuring exercise carried out
in 2005 (that I will discuss in detail later in this chapter). Tha idenot to present
the above figure as a recipe for HKM, but rather as a conceptual model which
appreciateshe iterative criticality of HKM. Systemsapproachesin general, and
Critical Systems Thinking (CST) in particular, may greatly aid planners and
designergo becritical of boundariesandto beaccommodativef stakeholdeideas
whilst devising information systems strategy <M.

A critical awarenesss vital for HKM becauseashasbeenaddressedbove KM
maybein dangeof slippinginto mereinformationmanagemer{Chowdhury2005.
Moreover,aboundarycritique andre-examinatiorof takenfor grantedassumptions
will facilitatecomprehendingubsystemsaspartof awhole,ratherthanindividual
partsin itself. This helpsunderstandingheinterlinkagedetweersystemsandhow
the systenevolvesas a result of thimteraction.
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4.2.2 The Situation UnderConsideration

During2003 2006,l hadtheopportunityto work with theNHS in the UK. TheNHS
is the health and social care administrative and delivery arm of the Department of
Health (DoH) of the BritishGovernment. My association with the NHt&olved
facilitation of change management and evangelising reséasgd best practices
onHKM with theunderstandinghatthiswill leadto abetteradoptionof technology
with clinicians and administrators. | waesponsible for a specific Primary Care
Trust (PCT), the Ferens PCT (pseudonym used for the sake of anonymity), based in
the city of Ferensway (pseudonym used for the sake of anonymity). PCTs were the
health services and social care delivery arms of\tH& that were responsible for
specificgeographicabreas;they playedthe role of the lastmile delivery agents.
Ferensway is a city iforkshire,England(UK).
Whenl startedny associatiomvith theNHS, | realised¢hatconcept®f HKM were
notentirelynewin thecontextDocumentproducedytheUK DoH suchasTheNew
NHS3 Modern,Dependablg¢1998, Our InformationAge (1998, InformationFor
Health(1998, An Organisatiorwith aMemory (2000, amongsbthers specifically
strategisedhe managemertf knowledgen alearningenvironmentTheNHS also
establ i shed t h e stadKi@ Knowlddger Its putpbse was ¢ degk
to fimeet the needs of pr of egogdatencrasd s, p
referencedevidencebasednformationby fully integratinghedevelopmenof NHS
knowl edge systemso0200dearning from Brist
The NHS had sanctioneaver GBP 6.2 Billion during the early 2000s to put in
place the Connecting for Health (CfH) programme, which was expected to elec
tronically deliver all management services like patient booksegyice provider
choice, prescription, and information sharing betweerptheary, secondary and
tertiarysectorsThecentrallymanagemenglectronicrecordsvereexpectedo con
nect around 30,000 healthcare practitionersami300 hospitals. CfH waby far
themostambitiousprojectof theNHS in thefield of informationsystemandHKM
at that timeglobally. When | started my project, the CfH was in its implementation
stage. The Department of Health (DOH) hyekn considerable autonomy to local
Truststo adoptandimplementheabovestagesccordingo theirlocalrequirements
andneeds.

4.3 The Contextfor Problem Structuring

When | started off with my project, | observed that there were multitude of stake
holders at play at FereRCT.Structures and roles were not very straightforward. |
sensed symptoms of duplication, repetition and lack of clarity oiousfronts.
Moreimportantly,| sensedhattherewereseveraforcesthatwouldresisthesmooth
implementatiorof CfH. Variousteamsandpanelsvereinstitutedatthebehesof the
DoH, the regional authorities and the FerBaS.Several projects wengarallelly
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beinginitiatedthatdid notnecessarilyalk to eachother.In somecasegheproblem
situationwasnotwell defined.Therewereinterpersonatlynamicsanddifferenceof
opinions resulting irconflict.

The NHS was (and is) a large public sgcetup that was founded on the prin
ciple of providingcomprehensivayniversalandfree serviceatthe point of delivery
to residents in the UKWith the scale of operationsessitivity of the healthcare
sector and multiple specialist skillsets brought in under one roof to manage scale
andquality, the NHS had (and has) all the qualities of a complex system. Change
initiativesdirectedtowardsgreateefficiency,costreductionandhigherquality were
commonin the NHS. The managemerdttemptedo runtheorganisatiorlike acor-
porate enterprise to enable predictability and greater effectiveness. Over time, the
management attempted to bring in best practices and work profesagwivate
enterprisessometimesuccessfullyandsometimesinsuccessfullyTheseincluded
visionandstrategyarticulation organisatiomesigrandstructuringbenchmarksnd
targets, goal setting and performance measurement, process redesigchaod
ogy enablement, and stakeholder management and patient engagement. The NHS
employed leading international consultants to design and implement several strate
gicinitiativesalongsideemployingalargenumberof manageriahndadministrative
staff members irhouse to manage change and ensure smooth functioning of the
enterprise.

I found myself in an APChMyadlesasdchanged si t
facilitator wasnotstraightforwardasit wasscriptedto be. Thefirst few weeksmade
merealisehowremoteandesoteriany job-descriptiorwas.| hadto taketheplunge
andquestionseveralbf the Key ResultAreas(KRAs) definedin my projectcharter.
Ratherthanjumpinginandfi t i cthelbb o x ef mypdeliverablesagainstimelines,
my projectsponsoraittheNHS allowedmeto getinto aproblemstructuringexercise
to delveinto thesituation.l hadto assumédor thefirst few monthsthatmy role was
i di s c thatwouldlgadto problemstructuringled interventionprocess.

As part of my initial days at Fere®CT, | invested significant time in under
standing the omgrourd reality and also took the guidance from existing literature in
HKM and problem structuring methods. Part of the problem definition was also
working with my team to understand difference of opinion betwesrninternal
stakeholders and reach an agreenoantertairnkey principles regarding the vision
of my project. Thiswasalsoto eliminateanyoverlapswith existingroles.Thiswas
importantbecause realisedthatthattherewaslack of clarity onwhy | wasbrought
in andhow| would support existingnitiatives.

| identifiedanunclearflow of communicatiomndcontrolwithin Feren$CTasthe
mainproblem(Chowdhury2006); in otherwords,lack of clarity in theorganisation
structureThesizeandscaleof theNHSundertheDepartmenof Health(DoH) meant
that it was a complex bureaucratic structure. Roles and responsibilities overlapped,
objectiveshetweerthedepartmentsftenclashedandsuccessetricswerenotclear.

First,| hadto beclearaboutwherethe Ferend?CT stoodin thiswebandhowit was
able to accommodate stakeholgarticipation.

An additionaklementn theproblemstructuringhatidentifiedwastounderstand
stakeholdeengagemerih thesystemPreviougeportsandmyinductionwith senior
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leadersndicatedthatnotall critical stakeholdersvereinvited to be partof the CfH
desigrandimplementationT hereweremissedpportunitiesegoissuesandgenuine
unaddressedoncernsl hadto understandhisdeepein orderto engagdurtherwith
them.

My approach, in systems parlance, was problem structuring. Roserite&8 (
usedthetermProblemStructuringMethods(PSM)to referto approachethatbring
together a range of systems methodologies and tools to understand complex situ
ations thathavea variety of intervening elements amdention® both overt and
coverd thatdemandmmersiveinvestigationflexibility anditeration.PSMscome
to serve when the intent of a discovery exercise is not just for understanding but
also a change intervention. The problem was not well defined aawean my
understanding of the different personalities present isithation.

| resorted to systems inspired PSM to take each point above. In the following
discussion, | will share my experience of usMigble System Model (VSM) to
understand structarof the delivery function for CfH in the Ferens PCT context.
VSM is a sound methodology to understand the organisatiim iashe context
falls in the simple-unitary sectionof the SystemOf Systemsviethodology(SOSM)
matrix (discussed in ChaB). As my intent was to analyse the structurbow it
stands in its fAtrue s traytofethe realiy.S Msowseds | d
several tools and techniques outside a conventional VSM to make the process more
comprehensive and so that my initiatives served the purpose | had set out to.
Understanding stakeholder participation runs through my entire effort of the PSM

exercise as | see this as inherent for the success of any knowledge management

project.

4.4 Viable System Model(VSM)

Pioneered by Beerl072, and inspired by neurocybernetics, VSM is a structural
analysisof anyorganisatiorin thestateof afl k n etewbeviables t atd revéalits
constituent parts and stuttpw theyinteract with oneanotherVSM was designed
by Beerasa genericmodelwhich canbe appliedto any organisatioracrosssectors
and stages of evolution. This model sets out to explainsystems are capable of
independent existence due to the prevalence of fundamental laxabitify. The
VSM is astructuralisiendeavouto studynotthe systenperse,buttherelationship
between the constituesystems.

| talkedaboutcyberneticsn Chap.1 asthescienceof communicatiorandcontrol
to define a system. It studies feedback loops within a system in circular patterns of
causaloops.Cybernetichielpsusfathomwith complexityby facingthevarietyin the
systemby presentindpackrequisitevariety. Thecoherenthannellingof thisvariety
of thesystenrequiresaform thatcanbeofferedby anadequatstructurehatdefines
the flow of communication and control. The external environment always presents
greatercomplexityandvarietythantheinternalenvironmenbf theorganisationThe
complexitymaycomein differentformssuchasproduct/servicehangestinancial
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Fig. 4.2A viable system
(adapted from Espejp003

Environment

Management

market developments, evolving customer needs, natural disasters and other shocks
thatthreatthe stability of the system An organisatiomeedshe capacityto respond
to such complexities orariety of the environment with the variety it poses back.
Applying a cybernetic model for organisation helps enabling preparedness for the
organisatiorto creategreatearietythroughcommunicatiorandcontrolto counter
externalities. The managemenkéa on the role of assessing threats and preparing
thesystemto respondo theenvironmentVarietyis alwaysamplifiedasonemoves
from the environment to the viable system to the management as the intensity of
interactiondecreases'lhe managemerthereforeneedgo putin placesystemsand
processet attenuatehevarietyandcontrolthesameo createasustainableystem.
A typical viable system is represented in Hig.

A systemto beviablerequireghreekindsof activitie®d primary,regulatoryand
policy (Espejo2003. Primaryactivitiesrelateto implementatiorandeverydayoper
ationgthatinvolvethesystentarryoutfunctionsfor whichit exists Regulatoy activ-
itiesareenablerdor theprimaryactivities.In asystemthereareseverakubsystems
and their functioning require alignment to the overall vision of the organisation.
Subsystemsperatingndependentlynayendup servingtheir own purposeandnot
thatof theoverallsystemHence thereneedgo befunctionswithin theorganisation
thatconnectshedots,carriesoutreviews bringsin learningandenforcesorrective
action; regulatory functions carry out precisely this kinduofctions. As enablers,
theyalsokeepaneyeoninternalandexternaldevelopmentsothatnotonly external
variety is addressed, internal variety is also taken care of. It is a judicious eomple
mentarianism of both primary and regulatory activities theate viable systems. |
say fAjudiciouso because an overemphasi s
undesirableonsequenceén overemphasisn primaryactivitieswithoutadequate
regulatiormayendupcreatingdisconnectedubsystemfcusednimplementation
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that will eventually lead the overall system to demise. An overemphasis on-regula
tory functions willinterfere with the autonomous functioning and freedom of the
subsystemsThismaycreateafi s u f f ositumttomfan thesubsystemshatham

per creativity and autonomy that will end up creating aautbmal system. Policy
related activities exist ahé highestevel that set the tone for the system. Policy
defines why the organisation exists at the first place and the meaning it seeks to
create. This is the thinkingvel and all other activities and functions need to align
with the policydirection.

Togetherwith this is to be understood the concept of recursivity that is funda
mentafto VSM. Recursivitysimply meangheability of thesystento replicateitself
into subsystems with similar functionalities, of course with differing levetsrof
plexity. These subsystems are sefjulating and capable of autonomous existence
by themselvesEachof thesesubsystemsimilarly needto displayrequisitevariety
to remain viable. VSM puts in place adequate channels that ensure communication
betwesnthesystemsothatthelargersystemcanwork towardsheoverallobjective
or the shared vision it exists for at the first place. Primary and regulatory functions
are recursive within each subsystem. This ensures subsystem autonomy -and free
dom. Thecomplexity of activities increases as one moves from the subsystems to
the largersystems.

Leonard 1999 talks about two relationships that a VSM seeks address. First is
the horizontal relationship that éepicted between the parts of the system or the
subsystem and its adjacent environment or area of operation, represented by
horizontalconnection®f informationexchangeSeconds the verticalrelationship
thatconnectghetop managementith therestof theorganisationyepresentetly a
vertical nature of information exchange amahtrol.

VSM canbea powerfulmethod(ratherthanamethodology}o dissecanorgan
isationto understandhowinformationandcommunicatiorflows within the system.

As aProblemStructuringMethod,VSM offerstheflexibility for theinterventionist

to critique organisation structures in terms of what is meant to be and what is. It is
understood that for effective countering of logatiety,each suksystem needs to

be givenrelative autonomy as it understandsoiten context the best and is able to
respond to the environment with requisieziety. At the same time, it can inform
creatiorof adequatgerticalcommunicatiorilows to ensurehatall effortscontribute
towards the strategic intent of the largsstem.

45 VSM of FerensPCT

VSMisamethodratherthanamethodologywhichcanbeusedbothin aprescriptive
and diagnostic sense. In a prescriptive sense, it can be used in the dewgn of
organisationasystemghatcanbebotheffectiveandefficient. In adiagnosticsense,
it canbeusedto analyseanalreadyexistingsystemagainstbenchmarlof effective

organi sation set out by the VSM itself.

r a thakerend?CTfor its structureandorganisationatommunicatiompatterns.
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A VSM exercise follows two distinct, yet intéinked, phases: System Identi
fication and System Diagnosis. | will discuss these below in context d?ahy
intervention with Ferens PCT.

4.5.1 Systemdentification

Systemdentificationistheprimarystagevhichidentifieswherethesystemin-focus
is positioned antiowthe viable parts of the system areanged.

| employedbothsecondaryesearclandprimarytechniquegor the systemiden
tification of Ferend®CT.Secondary techniquésvolved study of the organisation
structure documents and Ferens PCT management charter that | obtained from the
Trust.Primarytechniguesnvolveda seriesof focusgroupdiscussiongFGDs)with
variousteamf theTrust.By virtue of beingemployedyy theorganisatiorandhaw
ing the opportunityof beingableto experiencehe systemfrom within, | leveraged
my dayto-day interactions, managemaeviewsand analyses work to inform the
PSM as a participamtserver.

Thefocuswasto identify thesystemin-focus,FerenPCTin this case andwork
out three levels of recursion of VSM (thrlsels of recursion is recommended).
Following a conventionaktyleof recursionanalysis) locatedFerensPCTin recur
sion levell. Recursion level is the wider context of the NHS, which consisted of
the regional structure in this case. Recursiaell2 is the detailed stage of the
exercisan which the systemin-focusin recursionlevel1 is understoodn termsof
its purpose, its wider environment and subsystems. Refer t4.8ig.

RecursiorlevelOwasatthelevelof StrategidHealthAuthority (SHA). TheSHAS
wereinstitutedby theNHSto serveasabridgebetweertheDoH andthelocalservice
delivery level agencies like the PCTs and other Trusts. They were responsible for
regionallevel planning, resource allodah, capacity building, and supervision and
performance monitoring. | started at tlegel of the respective SHA, under which
FerenPCTwasgeographicalljyocated.Recursiorlevel2 consistedf the primary
activities that were performed within Ferd?GT.

4.5.2 SystenDiagnosis

System Diagnosis is the second stage where an elaborate exercise is carried out to
understand the systeim-focus in great depth alongside its adjacent environment,
operations and localised management of the viable parts. Istélgis, cooperation
andconflict patternswithin thesubsystemarecomprehensivelgnalysedit listsall
activities of the subsystems and seeks to understand the purpose that the system is
seekingto achieve Thisis built towardsa higherlevel of undersandingof whatthe
organisatiorasawholewantsto achieveout of its very existenceandits ethos.

VSM studies organisations in terms of five subsystems:
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Strategic Health Authority [SHA) I Recursion Level-0
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Fig. 4.3Recursion analysis of Ferens PCT

6 Systeml is theimplementatiorsystemwheretheactualoperationof the organi
sationtakesplace.Thereforetheremaybeseverakystemsl. Eachsysteml has
its ownlocalisednanagemerdnddealswith its ownlocalenvironmenbrthearea
of responsibility Its tenetsarearoundexecutiorexcellenceprocesseadherence,
documentation andfficiency.

& System?2 is the coordinationsystemwhich is responsibldor maintaininga har
monioushalanceof functionsbetweereachsysteml. This systenmis like thebond
thatconnectghe partsandintroducescoherencdetweerfunctioningof thevari-
oussystemsl. Its tenetsarearoundinformationsharing resourcesillocationand
reallocation, crisis mitigation and management, and providing recommendations
around courseorrection and alignmenécommendatios.

6 System3is thecontrol systemwhich ensuresheoptimalmaterialisatiorof poli-
cies and goals in the sidystems of the larger organisation. It plays a super
visory role. Tenetsinclude review sessions, monitoring meetings, target setting
and tracking, and feedback and prioritisation. There is also a sy@stevhich
givessysem-3 direct access to the operatiofatel through the audit channel.
This ensures transparency in systems and processes, and establishes a sense of
Ai mmediaativiles. i n

& System4isthedevelopmentystemwhichBeercallsthefi b i gbgsewsi tinthen 6 0
organisationThissystemnisresponsibléor informationpassagbetweersystem5
andtheothersub systemsaswell asfor gatheringnformationfromthecontingent
environmentThis systemis outwardfocusedandis constantlyin thelook-outfor
newdevelopment thesocial,economi@ndregulatoryenvironmentlt collects,
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analyses and passes on this information back into the system for better informed
decision making. Tenets of this system include, environment scanning, research
and insights generation.

& Systemb5 is thepolicy making andexecutiveunit of the VSM, which Beer calls
the mu | t ianetaboeat@ndinteractiveintegrationfor managersThisisthe
highestsystenthatsteergheorganisatioriorwardin astrategiomnannerandhasa
long-termview of theenterpriseiability. Policiesareformedwith consideratiomno
thesuccessfusustenancef theorganisatiorthroughtheperiodof time.Basedon
theurgencyandnecessitysystem2 will filter informationbeforepassingt from
system3 to systerril. This link is called thé Al geldiomk @il AlTctheedoni ¢
Li nko Ineiveio oasesotrisis.

Thesdive Systemdollow thelaw of recursiorthroughouthesub-systemswhich
imply thatall thefive systemsexistandoperatewithin eachsystemandconsequent
subsystems. As Beer advocates, VSM is a generic model in the sense that if an
organisations comprisedf only onepersonthatsinglepersorwill playtherole of
all the fivesystems.

| undertook an organisational undmding for Ferens PCT with the support of
a Performance Analyst. Performance Analyst was a specialist appointment at the
FerendCTto facilitateperformanceffectivenesin servicedelivery.Drivenby the
tenetsof Critical SystemsThinking, my objectiveto understandhowthe positionof
thePCTwithin theNHS structurefacilitatedor placedconstraintsn its ability to take
into consideration user opinion and perspective in implemengagT strategies,
which thereby impinged upon the effeethess of the HKMgenda.

According to the DoH strategy, CfH was designed to be implemented in five
waves, as below:

WAVE1: General Practice

WAVE2: PCT, Community, District Nursingfc.
WAVE3 and 4 Acute/Maternity

Waveb: Ambulance

| startedmy studyatrecursionevel0atahighlevelandwentdeepeintorecursion
levell in a more detailed level. Recursion le@elvas too wide a system for me to
consider.

Here, the choice diowl drew my boundary is up farcrutiny. This was a com
bination of factors including relevance, priority and limitations. Relevance to the
overallproblemstructuring;priority for theobjectivesof my project;andlimitations
of my ownreachto informationandinsightsbeyondtheFerend?CT.As aninterven
tionist, | allowedmyselftheflexibility to createmy own systembasedon informed
judgement.
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Fig. 4.4VSM For Ferens PCT at recursion le@{Chowdhury2007, p. 49)

4.5.2.1 VSM of FerensPCT at RecursionLevel-0

| carriedoutthefirst VSM for FerendPCTattherecursiornlevel0 to haveasensef
the wider system. For this | identified the followistgucture:

System 1: Ferens PCT and other local PCTs

System 2: Non existent; was occasionally fulfilled by sys8m
System 3: Strategic Health Authority (SHA)

System 4: Accenture/NHS local IT service

System 5: Department of Health (DoH)

Refer to the VSM of Ferens PCT at recursion lével Fig.4.4.

| present here an analysis of the organisation at the recursiorDleted high
levelandl will goin-depthinto theanalysisatrecursionlevel1. | did notcarryout
an analysis of recursidavel-2.

Systeml

ThefourPCTsintheare® Ferend*CT,PCT-X, PCTY andPCT-Zd wereidentified

to be the systems. | found that responsibility for CfH implementation lied at the
PCT level, where the PCT had considerable autonomey howthey choose to
deliver to the goals of thBoH.
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System?2

The coordination system, syst&fnseemed to be a grey area, the reason being the
absence of any formal body to coordinate between the four PCTs. Coordination
occurred at an ad hdeveland there was no formal practise of iIRRET linkage in

this regardapart from the fact that thtWorkforceDevelopment team from the PCTs
met in the SHA onceveryeight weeks. The PCTs reported to the SHA, but there
was no formalisedbody for coordinationbetweenthem. They may have shared
interests, but overall they weeautonomous bodies. | concluded that there was no
formalised systen2, but the SHA occasionally played thide.

System3

TheSHA playedthisrole mainlyfrom amonitoringperspectivelt allocatedspecific
budgets amongst the PCTs, set targetsoaedsawtheir work. However,the SHA
did not hold any decisiemaking powerverthe PCTs. The SHA could only ask,
and notdemand.

System4

Dealing specifically with the CfH implementation, it was agreed that the service
providerfor theregion,Accenturewould betheintelligenceandinsightssystemas

all. Accenturewasexpectedo bringin thebestenvironmenknowledge setbench
marksandaccordinglydefinebestpracticesAlong with Accenturethelocal Health
Informatics Servic€HIS), the local IT body of the NHS, also had a joint interest in
the developmentunction for CfH. Accentureand HIS had direct communication

with thePCTs.

Systemb

The department of Health (DoH) was (and still is) the higlesst policy-making
body.Thisfunctionwasfulfilled intheministeriallevelattheDoH. TheDoHcommis
sionedthe servicesaandindicatedthe specificationswith somedegreeof flexibility,

within which the services were to be delivered. DoH priorities were set alongside
the national priorities and globsandards.

TheVSM of FerendPCTatrecursiorlevel0 wasahigh-levelexerciseo helpme
understandhe overallregionalstructure.l gotinto anin-depthanalysisatrecursion
levell of the systenrin-focus, this being the primary focus of intervention for my
project. | will havea detailed discussion about the functioning at the recusion
level below,asthis is wherel workedtowardsathoroughproblemstructuringof the
situation.
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Fig. 4.5VSM of Ferens PCT at recursion lexdel

4.5.2.2 VSM of FerensPCT at RecursionLevel-1

The VSM of Ferens PCT at recursion letlek presented in Figh.5.
Here | will present a detailed discussion of the exercise.

Systeml

Ferens PCT had six directorates thatdntified as system$. They were Primary
Care, Medical, Finance and Performance, Public Health, Human Resources and
Organisationalearning,andModernisatiorandPartnershipd. talk aboutthefunc-

tions of each directorateelow.

6 Primary Care: Responsible for prescriptions, primary care development,-com
munity nursing, clinical governance, sexual and reproductive health, substance
misuse, nostraditional care pathways and mental health. This was the principal
directorate of the PCT, which enconspad all the major functions that the PCT
existed to deliver.

& Medical: Relatively small directorate managing General Practitioners (GPs) and
medical governance. Medical Governance related to continual accountability for
high standardsf carefor thepopulationthatthe PCTservedThisdirectoratevas
alsoresponsibldo takethe opinionandinvolvementof clinicianson boardin the
implementatiorof CfH. It strivedto achievethis goalby obtainingopinionsfrom
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clinicians and by organising awareness sessions. It could be regarded as playing
an imporant function of stakeholder participation @ndolvementfor CfH.

¢ Finance& Performance Thisdirectoratevasthecentralpointof financialcon
trol, monitoring and advicddowever,individual managers were still the budget
holders. This was in line witthe VSM design, which advices the syst&no
begivenas much autonomy as possible. This directorate had a specific interest
in CfH delivery,and was also responsible to ensure us@ivementthrough the
functionalityof its Performanc&lanagementnit. It hadastaken thelT services
in termsof theprovisionof traininganddevelopmentor changemanagement.
| foundthatthe CfH deploymenservedasanavenudor thisdirectorateo enable
greatercooperatiorbetweerpeerdo sharebestpracticewith therealisatiorthatno
onecanoperateasanisland.My interviewswith thePCTstaffgavetheimpression
thattheprovisionsof CfH gaveanopportunitytotheGeneraPracticeandthePCT
towork moreaspartnersratherthanthe PCTgivingthei b b g o t ilhpeessin.
These initiatives followed the VSM model of systems within the organisation to
work as partners instead of following a hierarchicatlel.

& Public Health: This was a shared department between FerenaRE@PCT
X. This directorate was responsible for services like health promotion, smoking
cessation, teenage pregnancy, etc.

& Human Resources & Organisational Learning Responsible for the persamel
functions within thePCT, including recruitment and retention. It was also
responsibldor skills updateamongstliniciansby theprovisionof periodictrain
ing courses. It was commented that this directoratetkeptlinical registrations
Afaliveo, by which it meant placements
professionatrainingschemeslt alsomanagedhefinancesfor externaltraining.

& Modernisation & Partnerships: This directorate fulfilled the commissiing
role within thePCT. This included purchase of services from external service
providers. It was responsible for patient choice at the point of referral, manage
mentof theLocallmprovementinancelrust(LIFT) project,andmanagemerdf
the Local Celivery Plan (LDP) encompassing the improvements in all the major
carepathways fopatients.

| foundthattherewasno specificdirectorateor teamthatwasdeemedesponsible
for CfH deploymentThe PerformancéManagementeamhada stakein it, butwas
not accountable for the shimgementdtomfore , i
CfH was missing in Ferer®CT.

System?2

Thecoordinatiorfunctionbetweerthesix directorateandtheothersystemsvasper
formedby the FerensPCT Boardandits ProfessionaExecutiveCommittee(PEC).
The PCT Board included the Chief Executive Officer (CEO), the-Executive
Directors, a GP member, a Nurse member, Directors of Finance, Public Health,
Primary HealthCare Services, and the Directors of the six E&€idirectorates

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

4.5 VSM ofFerensPCT 99

as coeopted members. The PEC was a representative bodies ofifrergervice
providers who werénvolvedin theT r u sttatdgy and planning, and also played
the role of providing advice on performance excellence. Theu 8da@ sneet

ings were pubt sessions with attendance from the City Council, the Patient and
Public InvolvementForum, local project development teams and members of the
general public. The PEC had representation from all the six directorates of Ferens
PCT,apartfrom representatioform pharmacydentistry allied healthprofessionals,

and the Chief Executive Officer of tiRCT.They held joint meetings between the
directorateandthe othersystemsn regularintervals.In away, thesix directorates
reported to the Bard and th@EC.

CfH implementation was a systemic change and impinged upon work across all
departments. Considering this, | investigated the minutes of the PEC meetings from
Septembe005 to Februar2006, to explorehow and in what context the
implementation of CfH had been considered and discussed. There was no distinct
itemin theminutego discusshemanagemenif the CfH roll-out. Outof thesix PEC
meetings | studied, aspects of CfH were discussed, in one way athérgn four
of themin very mechanicabndfunctionalterms.Implementatiorof the systemsn
discretesettingshadbeenmentionedassuccesstories Whereaspect®f CfH were
still in the planning phase there were referencesotwimplementation strategies
wouldbedeployedn principle.Similarly bookingservicesverediscussedegarding
howit could be deployed iprinciple.

My observation was that since there wegresentation from all the directorates
of FerendCTin thePECandconsideringhesystemiachangeshat CfH wassetout
to deliver,CfH strategiesverenot consideredn the PECin arigorousandsystemic
mannerThis was a majodrawback.

| also invesigated the minutes &fevenFerens PCT Board public sessions from
June2005to January2006.Specificto issuef informationmanagemerdandtech
nology,it wasnotedin all theminuteshatminutesofthei | n f o rMamagemennh
andTechnologyCommi tt eed meetings were circul
PCT Board Public Sessiornidowever,ssues specific to CfH were surfaced in only
two meetings out of the seven. In the public session in Septe20bér there was
a proposal forhe creation of a Programme Management Board to oversee the CfH
deployment. The Board was proposethéwethe followingresponsibility:

1. Theco-ordinationof individualprojectsn line with theP C T dbrporatestrategy
2. Theconsequentodernisatiorof servicedelivery(i.e. benefitsrealisation).

The Programme Board was expected to assist the Trust CEO in the CfH imple
mentation.

Consideration and discussions on CfH were again taken up in discrete individ
ual project settings like dégyment of the system in particular GP sites or project
initiation for community nursing.

Although these were public sessions with participation from a wide variety of
stakeholders, no comments of opportunities or challenges were surfaced from any
of them. All comments regarding CfH were managenrteditand purely presented
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fromamanag ment perspective. The comments m
and instances of fAcontinued devel opment

The regular meetings with this systé@runctionality did facilitate communiea
tionbetweenhedirectoratesn aformalisedmannerHoweverwith specificattention
to CfH, nofixed itemwasfoundin theminutesconsistentlyThisimplied thatatten
tion to CfH wasgivenonly whentherewassomethingpecificthathasto bereported
ordiscussedrhisindicatedthatcoordinatiorof CfH strategiebetweerdepartments
was not achieved in a manner that cchddebeen desired for a programme at that
level.

Efforts of the PCT for integrated thinking of CfH were isolated initiatives and
werenotsurfacedn the coordinatiormeetingsindividualinitiativeslike theabove
hadarealpotentialto makeapositivedifferencein planninga systemicarchitecture
for Ferens PCT for CfH design and implementatldoweverthese initiatives and
discussionsroundsuchissuesverelackingin themeetingf thevariouscoordina
tionteamsandhencewnereignoredascasedor arobustandsystemidmplementation
of the technologpystems.

Playingthefunctionof system2,thePCTBoardandthe PECideally hadto coor
dinatethe progres®f thedifferentdirectoratesl examinedsix PCTBoardminutes
from June2005 to Januar2006. There was no specific section or slot allocated to
the discussion for CfHHowever,t was stated ireverymeeting that minutes of the
InformationManagemenandTechnologyCommittee(IM&T Committee)meeting
were ciculated to the Board members prior to the meetings. This led imectsii
gate the minutes of the IM&T Committee from November 2aDMay-2006. The
memberof theIM&T Committeancludedseniormember®f the Trust,alongwith
representationf GP Pracices,andthelocal HealthinformaticsService.This cont
mittee was mainly responsible to oversee the implementation of CfH. The problem
of duplicationof effortsneedgo benotedhereastheFerend?CTestablishethe CfH
Programme Board for theame purpose to oversee the CfH implementation. This
issuewasrecognisedn theIM&T Committeemeetingin November2005whenthe
role of the committee was discussed. Issues around linkages between the -CfH Pro
grammeBoardandtheIM&T Committeewereclaimedto beestablishedHowever,
it wassuggestethattheissueof reassuringhe PCTabouttheIM&T agendaneeded
reconsidering, should the committee be disbandedever,in Decembe2005, it
wasstatedhattheIM&T committeewould soonfit into theanewly formedmerged
entitybetweerthedepartmentef RiskandClinical Governancdt wasresolvedhat
thelM&T Committeewould continueto supportCfH. However this maybetreated
asanindicationof furtherduplicationof effortsandextendingoureaucracyBecause
arealdifferenceof purposébetweertheIM&T Committeeandthe CfH Programme
Board could not ba&entified.

CfH wasa systemicchangeandFerensPCT couldnothaveoperatedn isolation
for its deploymentgspeciallywhenfor the systemto work, all Trustsincludingthe
acuteTrustwould havehadto work together Consideringhis, it wasclearthatany
coordinatioreffortsneededepresentatiofrom otherTrusts,atleastthelocal ones,
to discuss experiences, opportunities and challettmsever minutes of the PCT
Board,CfH Programméoard,PEC,andthelM&T Committeeandmy interactions
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with officials in the Trustindicatedthattherewasnorepresentatiofrom otherlocal
bodies and Trusts outside the Fereas's.

System3

Thecontrolfunctionwasperformedby the CEOandtheFinanceDirector,whocon
trolled andmonitoredthe functioningof the directoratesThe six directorsreported
to the CEO. It is to benotedthatthe C E O 6ffice wasalsothe policy makingbody
of the PCT.As theultimateauthorityin the PCT,the CEOwasnominallyresponsi
ble for implementing the CfH programme on target time and within specifications.
TheC E O 6ffice gettinginvolvedin direct control was an indication ofevelthat
ti me was dApulled downdo by two | eemkl s foc
situation,the FinanceandPerformancealirectorateshouldhavetakencontrol of the
entireinitiative.

Counteringraudandrelatednvestigatioris animportantcontrolfunction.In this
regardtheFinanceandPerformancelirectorateadministereénantifraudfunction,
with assistance from a dedicated #rdiud team of the NHS. This function was
specificto InformationManagemenand Technology(IM&T) fraudandabuse My
analysisof the minutesof the IM&T Committeemeetingdfrom November2005to
May-2006 suggested that the committee took up issues of IM&T fraud in Ferens
PCT.The PCT also devised an Electronic Communications and Internet Policy to
counter internet and ICT abuse. The IM&T Committee emphasised on making the
policy mandatonfor all usersof PCTequipmentsThePCTalsohadalLocalCounter
Fraud Specialist team that monitored ICT abuse in withgreiigraphy.

TheAudit function(3*) wasaddressellytheFinanceandPerformancedirectorate
with the help of external auditordowever,as | discussed above, the Performance
Managementeam(in the FinanceandPerformancelirectorateronductegeriodic
auditsandevaluationonthestateof IT infrastructureandits developmentManage
ment audit relating to this including colilan of information pertaining to perfor
mancemanagemenwasalsoconductedyy the PerformancéManagementeam.

Although it was seen that the PCT Board, the PEC, the IM&T Committee and
thePerformancéManagementinit playedthecontrolfunctionin differentways,the
systemwashnot organisedn away thatcouldallow directcontrolandauditof CfH
delivery.As aresultof this, thecontrolfunctionwaslargelyadhocanddisengaged.
DoH had an anticipated tirfeame for the desiretnplementation of CfH, within
theconstraint®of time andresourcedt wasadvocatedy the Performancénalysts
that in this firstwave of CfH delivery, useropinion was nogiven due attention,
whichbredscepticisnof thenewsystemandc | i n ipossessivendss theirold
systemsin its first wave,the DoH seemedo totally perceivethe systemin termsof
IT, and overlooked the socmlitical and human dimensions of change and work
culture. Therefore, the secoméhvec har act eri sed Acommuni ty
whichindividuallocalenvironment®f therespectivd®CTsweretakeninto account,
enabling Accenturanderstand the complexity of the situation. A critical beffié
from this wasto illustrate and reinforcethe very localisedand specific ways
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healthcare is provided to a target population. However, although the concepts of
localised management, stakeholder participation and user involvement were rein
forced, there was no evidence that there was any control over how these concepts
were being delivered in real life by the systems in the implementation level.

System4

Thisisthedevelopmenandintelligencefunction.Consideringhedesigrandimple-
mentatiorof CfH, theintelligencefunctionwasplayedby thelocalHealthinformat
ics ServiceandAccenture Thelocal HealthInformaticsServicewasthelocal NHS
IT servicesupportnetworkandworkedcloselywith Accenturefor intelligencegath
eringfrom theenvironmentAccenturevasthelLocal ServiceProvider(LSP)for the
region,andwasthereforeresponsibldor gatheringntelligencein thefield of infor-
mationsystemgrom thewiderenvironmentjncludingchallengesindopportunities
encounteretdy otherLSPsin deliveringthe CfH programmen otherregions|t also
communicatedvith thedirectoratesvithin Ferend?CTwhich hadastake/interesn
the CfHimplementation.

As it wasmentionedabove the PerformancéManagementnit alsohadaninter
estin thedevelopmentunction,andit informedthe PCTonmanagemerbolsto be
adoptedForexamplethe PCThadadoptedhe managemenbol aspertherecom
mendation from this unit. It also informed on software and tools of support, along
with identifying resources to deliver ¢imem.

Asfarasintelligencds concernedtheModernisatiorandPartnershipdirectorate
played a crucial role igathering information from the area it served and from the
DoH, with whichit hadadirectinteraction.Thesefunctionsmaynotnecessarilype
directlylinkedto IT, butalsoincludedgenerabusinesprocessesf the PCT.

Systemb

ThePCTBoardandtheProfessiondtxecutiveCommitteg PEC)wasresponsibléor
thepolicy makingfunction,whichwasthe system5. However the CfH Programme
Management Board (that | discussed as part of sy8)ewas also established to
offer a strategicapproactio the programmel infer from theminutesthatthe Board
meetingsvereaforumto discusdechnicalsuccesseandchallengesegardingCfH
deployment and they also served as a forum for resolution of management issues.
Di scussions and actions were mainly arc
than AWlwatyd.or

Although the participants in the VSM exercise indicated to the CfH Prageam
Management Board as the policy making system in the CfH implementation, this
message clearly did not come across in the minutes that | examined. The Board
discussedmplementatiorof policiesthathadalreadybeenmade.Therefore policy
was, in away, passed on to the Board a priori, and the Board was only a planning
agencyfor CfH deploymentndfor progressnonitoring.Thiswasperhapdecause
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theBoardhadno controloverthe CfH policies,which camedirectly from the DoH.
Hencethe Boardwasreally amonitoringsystemandnotreally apolicy system.

It may be noted thah the VSM exercise, the participants also had a debate
regarding who the final decisiemaking authority within the PCT was at a policy
leveld whether it was the CEO or the Directors, or the PEC or the PCT Board, of
whichtheCEO theFinanceDirectorandtheChairweremembersTherewasadebate
in favourof an absolute authority of the Directors becaasrydirectorate had its
ownbudgetandasayoveritsinvestmentsThisdebatavaspertinenfor implications
of strategies in th&CT,and it suggestka situation where clear demarcation of
authority and proper allocation of responsibility waaking.

4.6 Discussion

The VSM diagnosis of Ferens PCT revealed the structural nuances in the Trust
pertaining to the planning and delivery of CfH andrékated implications for the

Trustodés vision of institutionalising a
have wused -rtahyed tfeorrm tihX organi sation usi
the fisoftodo aspects of the sinhenerdtoanyal n L

organisation. These are influenced by values and-deafed impressions created
over a long period of time. This in turn shapes relationships and attitudes in the
system. | have discussed several of these nuances in great detail inSGirag’.
The important point here is that the organisational analysis carried out need to be
considered within a cultural context and not as a stdoide esoteric diagnostic.

Key gapswereidentifiedin thesystemapplyingtheVSM asadiagnostidool that
| haveattempted to summarigelow:

& Lack of implementation accountability: Amongstthesix directorate$n Ferens
PCT,no directorate was found to hold direct responsibiierthe delivery of
CfH apart from the fact that the Performance Management team had a stake in it.
Accenture was mandated to implement the CfH programme in the frontline and
wasasignatoryto theimplementatiorprogrammeshatwereagreedor each sub
project. Due to a lack of clearly defined chain of control, therewas complete
confusion on who defined strategies, who was in control and where the buck
stoppedIt wasobservedn severalevelsthatofficials whoweresupposedo hold
positionsof afi h i glévellradio pull themselveslownto fulfil agap.Thiskind
of a situation results in suboptimal useedgources.
Ferens PCT had agreed to be an early adopter in the implementation af-the p
gramme Thiswasagreatrisk, butalsoatthe sametime, therewasatremendous
opportunity. Therewasagoodamountof investmentvhichwentinto Feren?CT
from the Department of Health (DoH) for agreeing to be an eatbpter.The
consequence was an influx of more resources, high risk and significant learning.
Along with risksandnewnesscametheconfusionsassociatedvith beingthefirst
moverandthe samewasobservedtlearlythroughthe systemdiagnosis.
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¢ Coordination breakdown: | found the breakdown of coordination at
several levels of the system diagnosis as pointed out in the sectionsTEdiong.
thisevenfurther, it was striking to note that there was no mention of the Regional
ImplementatiorDirector (RID) in this exercisan the contextof leading the CfH
deployment work in the region. The RID was appointed by the DoH directly and
was responsible for managing the interdepartmental relationships, support teams,
coordination amongsteployment units and overseeing supplier functionalities.
The RID, therefore, was meant to play a very significant role in the CfH
implementationregionally. The complete ignorance of the RID through my
interviewsanddocumentinalyseshroughouthesystermdiagnosishowed lack
of knowledge or avoidance of acknowledgement in part of the participemts.
interpretotherwise this depicteda breakdowrof the coordinationmechanism in
the system, where members were not aware of who did what and wWyhand
certain functions existed in tlsgstem.

A breakdown otffectivecoordination meant that the system was at the mercy of
incoherent efforts, divergent initiatives and duplication and/or replication of
functions. This was a drain in terms of organimadi resources and professional
bandwidth.

& Missed opportunity with knowledge sharing The PCTs had theown CfH
targetsanddeliveryof theseargetavasPCThasednot StrategidHealthAuthority
(SHA) based. The DoH only issued the directives of what was to be delivered and
the PCTs made theiown decision onhow these were to be delivered. For
instance, the creation of a central electronic staff record was a DoH dirddtive.
meet demaats of such directives and improve literacy, the Ferens PCT had
investedon a hitech training centre. But due to the isolated way of functioning
of thePCTs,theneighbouring?CTsin the samecity werenotbeingableto make
use of thidacility.

Therewereseverabtherinstances$ notedwheretheopportunityfor otherTrustsin

thecity andotherbodieswereignoredor avoided this couldbeeitherknowingly
or unknowingly.Learningsacrossnstitutionswerenotshareddueto thelack of a
propercoordinatiorfunction.Therewerealsoprofessionatiifferenceghatl came
acrosghatcouldhaveinterferedwith suchknowledgesharing; discusghismore
in the nextpoint.

6 Lack of stakeholder involvement It was the responsibility dferens PCT to
deviseaneffectivestrategyfor stakeholdeinvolvementandparticipationthrough
the implementation of theew system.However,my observations revealed that
therewasno evidentpractiseof stakeholdeengagemenrteingundertakerin the
first wave.Communitywide knowledge sharing wasvass.

The DoH had an anticipated tinfiame for the desired implementation of CfH,

within the constraint®of time andresourcesn thisfirst wave/stageyseropinion

was notgivendue attention, whit bred scepticism of theewsystem, and clin
iciansdé possessiveness of their old s
totally perceive th@ewsystem in terms of IT and overlooked the sepditical

and human dimensions of change and work culflinerefore, the secongave
characterised ¢ o mm donusgt ryo uipwehichindividuallocalenvironments
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of the respective PCTwere taken into account enabling Accenture understand
the complexity of the situation. A critical benefit from this was to illustrate and
reinforce the very localised and specific ways healthcare was provided to a tar
get population. Whilst iroverviewseavices were similar, their delivery differed
markedly between PCTs and their recipient public. It was believed that the CfH
solutionwould introduceuniformity without removingtheflexibility with which
servicesverebeingtailoredto theirlocalcommunites. Thecommunitywasitself
a complex phenomenon and it differed from PCP®I.Local factors and ser
vicesof eachPCT weredifferent.Issuesaroundsocialservicesandchild welfare
and their relation to civil society were not yet beeldressed. This was a messy
area and full of complex issues that needed clarification. It would be easier to
indicatethatmanyPCTshostedservicesuchasSexuakndReproductiveHealth,
Dentistry and Prison Health, etc. some of which rhayebeen inclded in the
initial CfH provision,howeversome population segments/areas were kept out of
scope of the CfH programme; example the arfoecks.
Technologyadoption and capacity building of clinicians was fundamental for the
success of CfH. Doctors, patiecdre and quality of service delivery were the
prime driver® needless to say that technology adoption and capacity would
finally lead to such outcomes. But | noticed prominent tension within internal
stakeholderdueto theshorttermgoalsthattheadminstrationwasdriving atthe
hands of the managers. Lackaffective engagement déey stakeholders was.
major reason of such tension. Due to the transformation the organisation was
goingthrough,managersvereaccordedvith significantpowerthatwasalienating
for theclinicians.Thistensionwasquite overton severabccasiondeyondeven
the CfH programmeManagersvho hada clinical qualification(like doctorsand
nurses) wouldchavea better buyin than their counterparts who would come in
from ageneraimanagementackgroundvithoutany clinical qualification.
Managersvereentrustedo drive performancandaccountabilityof doctorsThese
werecloselylinked to targetsandefficiency measureshathada certainassump
tion value of the application of the technology solutions and platforms that were
still in the pilot stage across the NHS. Managers would develop frameworks and
guidelines for doctors to adhere to and deliver within set benchmarks. Periodic
meeting andfeedbackprotocolswereputin placefor managerso assesslinical
performanceDoctorson the otherhandwould alwayswork betterif il af bne 0
withoutmuchinterferenceMeasuresindertaketo createaccountabilityfor clini-
ciansoftenbegarto belookedonasinterferingmechanismghathamperedervice
delivery and patientare.
Thetenseinterpersonatelationshipdetweercliniciansandmanagersvasa sig-
nificant impediment in the Cflinplementation.

& Systemmis-alignment: Finally, on systemviability, it wasevidentthatthealign-
ment within the organisation was completely amiss with a confusing division of
roles and responsibilities demarcated for the various functions. At the highest
level, the policy syeem was isolated and distant from the realities on ground. It
was unable to absorb the variety in the system due to lafkeafivecontrol and
coordinationmechanismsanda fundamentatonfusionof implementation
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accountability. The variety posed by the system internally was high enough for
the NHS to respnd adequately to the absorb the saveiety was sequentially
building up as one moved ground up from systemith progressive systems
eitherbeingabsentr ineffective. Thebuild-up of thisunaddressedarietyis what
istermedasfi r e s v d u iaathegubsequerievelthatkepton gettingampli

fied to reach a stage that was unmanageable at the very top. Gaps in stakeholder
engagementesultedn greatercomplexitybeingaddedwithin thesystem.
Theresultwasa situationwherepolicy decisionsverebeingtakenfar awayfrom
ground realities and without appreciating the complexity of the system. Control
andcoordinationatthe higherregionalandnationallevelswerechasingtheinef-
fective alignment parameters and imposing corredt®ons that were further
Aamplifyingd varietysamat her than fatte
Itisimportantto noteherethatalthoughvSM is consideredfunctionalistmodel a
viablesysteniswhatitspeoplemakeofit finally. Hencehesystenalsotakeshape

from contextto contextaspeoplewhoform thecontextdring theirownmeanings

and interpretations to the system (Esp2f®3. Deploying the VSM here was
purely from a problem structuring perspectiewever,my interactive research

with participants brought to light several endemic issues that existed due to the
healthcare context itself. One prominent issue was the pdyvamics between
clinicians and managers that resulted in further amplification afahmlexity.|
havemade a reference to this challenge in this chapter, but | will discuss this in
detail in Chap6 where | share my expemce of bringing about what | call
Astrategic cocontegtr genced in this

4.6.1 Implications forHKM

CfH hadits roadmaysetfor agreatplatformfor Healthcar&KnowledgeManagement
(HKM) through the stages that | highlighted in the beginning of this chia@te
cess to clinical data, knowledglkscovery,knowledge translation, and knowledge
integration and sharing (Frize et 2007). Howeverthere were several gaps at the
implementatiodevelwhenit cameto theallocationof responsibilitiesvith individ-
ual Trustsandhow coordinatiorandcontrolwould spanout. Therewerealsomixed
messages about thevel of consistency and standardisation of the implementation
of CfH. Thetechnicalandhumandimensionsveretreatedasentirelydisparatewvith
the assumption that once a technology strategy was imposed, people would auto
matically adapt to it. Also, although the DoH appeared to grant flexibility to the
PCTsfor themannerin whichtheychoseto implementCfH in termsof local needs
anduserperspectivethis wasjust pseudeflexibility asthe DoH hadalreadyhadan
establishednodelof ahigh-techinformationsystemsproject,whichit aspiredo put
in place. This had resulted in the end userBdarens PCT being left isolated and
feeling imposed by the grand plans of BeH.

HKM is a collaborative process and abkdvediscussed earlier; it starts with
involving stakeholders. There needs to be constant learning and knowledge sharing
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wherebothinsidersandoutsider®f thesystenareableto transcendheirpositionsof
comfortandaddvaluein theprocessthatEldenandLevin (199]) callscogenerative
learning.Technologysystems need to be introduced at that stage that can enable this
buoyantunderstandingp beleverageandgivenform for applicationpurposes. The
outcome is aframework for HKM that | presentedarlier. This essence was
completely missing il€fH.

As a final stage of the problem structuring method (PSM), | consolidated the
findings from the VSM analysis and organised an action planning session with the
FerendCTManagemeniThiswasattendedy all thedirectoratesandkeyagencies
involvedin driving the CfH programme. The parameters | covered for the action
planning includedkey aspects around the structure, roles and responsibilities, inte
gration efforts, stkeholdelinvolvementand impact measurement. The outcome of
thisexercisavasanagreemenon priorities,responsibilitiestimelinesandmeasure
ment. Responsibilities were selectively divided between various agencies and the
function | wadeading to enable HKM in th€rust.Not all areas could be compre
hensively covered due to constraints of time, resources and autonomyTofishe
and also mywn function within thesystem.

In 2007, Edward Leigh, Chairman of the Public Accounts Comenittethe
British House of Commons had famously ¢
in the world and it is turning into thi
scrapped in 2013 due to several concerns that included a lack of proper project
scoping data security risk, inadequate technology solutions, lack of stakeholder
engagement, clinical resistance and mismanagement. Reports claimed that at the
time of its discontinuation, CfH had already spent over three times of its estimate.

4.7 Reflections

Aswereachthefinal partof thischapter] wouldlike to sharesomeof my reflection
in undertaking this problem structuriegercise.

At a personalevel, my decision of undertaking a problem structuring approach
within the first three months of my startinghawjob came with a lot of risk and
dependencen chanceln anidealsituation,| would havegoneaheado do exactly
whatwasstatedn my job descrptionin termsof introducingsystemsandprocesses,
enablingtemplatesandfacilitating orientationsessionshroughathreeyearperiod,
andtick all theboxesf my Key ResultArea(KRA) sheetHoweveracritical mindset
pushed me to question tlegisting situation and challenge my KRAs themselves.
Thisrequiredself-beliefandflexibility in theway | thoughtandin thewayin which
| envisioned the overall programme itself. | had to convince my project sponsor, the
Ferens PCT management, to addhp fact that problem structuring was the prelude
to the problem solving, for which | was broughtin; in a way | challengedthe
judgement of my projetponsorThe management team at Ferens PCT was itself
flexible in allowingmeforthisfi e x p e r i migynekpasurensystémshinking
allowedmeto understandheproblemsituationbetterin termsof the complexityof
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the system and the human dynamics that existed in it. This in turn informed me to
select the right methods and tools to undertake this exercise.

Therewasflexibility throughoutheexercisasl hadtoadaptnyapproachhrough
the different stages to help ragiveat the right outcomes that | was aimifog. |
brought in a range of tools like literature research, interviews, FGDs, participant
observation and investigation of minutes of meetingartive at an as complete a
picture that was possible for the Ferens PCT within the constraints | was operating
under.Thefinal actionplanningensuredhatproblemstructuringwasnotanendin-
itself, but a means to and.

| receivedull supporfrom my projectsponsorin termsof resourcegbothfinan-
cial and infrastructural) whenever required so that the problem structuring exercise
was carried out in an idepthmannerThey allowed met to question boundaries,
challenggpre-setassunptionsandhaveaccesso documentsndinternalmeetings,
whenever | requestddr. Ferens PCT demonstrated adaptiveness through the pro
cessnotjustin rescopingheKRAs of my role, butalsowith theresourceshatwas
madeavailableto mesothatl couldcarryoutmyinterventionasflexibly aspossible.
Systems thinking brought in a completelgwperspective to the situation not just
for me,butalsofor theFeren?CTmanagemenihecomparativainderstandingf
thestructureandrecursiorlevelsinitsfi p u foremandinitsfi i nv e s fforngast i v e 0
broughtaboutytheVSM) presentegowerfulinsightsothemanagemenbrethink
its actionsontechnologyimplementationstakeholdeengagemerandprogramme
design.

The articulab n of my Arouted to healthcare Kk
acceptedy theFerend?CTmanagemerdandtheSHA. However thebureaucracyn
theDoH amegaorganisatiomestrictedadoptionof severabf therecommendations
that came out of thaction planning. This was the rigid structure at the Dalé!
that not only interfered with the HKM initiatives at Fer&GT,but also across the
entire system. Absence of systemic planning, lack of humaslvementand
demonstration of inflexibilityat the DoHlevel were some of the prime reasons for
the CfH programme to reach its final stage of being called off after a huge dent on
publicresources.

I would also Iike to highlight that al
purely functionalistjt brought out significant interpretive insights in the-sigsn.
This demonstrated flexibility in my par

dimensions and valuesystems whilst understandingsome i h a rstuotural
diagnoses of aystem.

4.8 Condusion

In this Chapted discussed a Problem Structuring Method (PSM) in the context of
HealthcareKnowledgeManagementHKM) in theUK NHS. Themethodusedwas
Viable System Model (VSM) with the integration of sevegahlitative techniques

to enhance the effectiveness of ithgghts.
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| began by defining HKM, then went on to discusspha@blem context (Ferens
PCT)andhowthisledto thechoiceof my approachl identifiedlack of clarity in the
organisation structure as the primary problem situation for me to start my journey
with. Additionally, | understood that aspects of stakeholt@gagement must be
given a high priority. This chapter talked about my approach in PSM centering
around these aspects. | described VSM and its various stages in detail in context of
the Feren$CT.| led a detailed discussion on the problem situation faokSM
perspectivandfocusedon boththe structuralandhumanelementsn the systeml
identifiedkey areaf improvemenandmadeadequateecommendations finally
reflected on mywnexperience of going through this P8kercise.

The problems identified in this chapter pertaining to design and deployment of
technology projects were endemic in the NHS. My next chapter brings this to light
by way of another case study set in the Ferens PCT.
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Chapter 5 m)
From Barriers to Boundaries: Learnings | .
from a Healthcare IT Project Failure

5.1 Introduction

In this chapter] presenticasestudythatdescribesny experiencesf introducinga
multilingual patientinformationsystemin aUK PrimaryCareTrust(definedin the
previouschapter)thefirst of its kind in its regionof the UK. Thistechnologybased
project, commissioned as a pilot for the establishment of an information system to
caer to the needs of ethnic minority languages failed to make progress despite its
great potential and the user acceptance that it offered. | present a number of issues
thatl encountereéh workingundertheconstraintof alargebureaucraticetupand
thoserelatedto thedesignanddeploymenbf theprojectthatl believeresultedn its
lack of satisfactoryclosure. Thefindingsfrom this caseanalysissuggesthefailure
as a direct result of the constraints the system posed resulting in the furdjedt
itself in a stateof inflexibility andlack of adaptiveness.arguethatthesubsystems
in the overall system in focus were treated as opaque setups with artificial barriers
around them. Barriers restrict interaction anehtivity.l build a case for managers
to identify with boundariestatherthanwith barriersto overcomesuchlimitations.

I will talk about the difference between a barmeentality as opposed to a
boundarymentality. Whereas barriers are prohibitive, boundaries are protective.

5.2 Organisation Background

This case is based on my experience of leading a mgligihhealth informatics
pilot programmen theUK in theyear2005.In theUK, responsibilityfor healthand
socialservicegprovisionrestswith the NationalHealthService(NHS). At thetime

Partsof this chapterhave appearedpreviouslyin i He a | tThRrogect Eailure A Systems
Perspectivé , aut hor e @hovidhuryReve¢ Claeke anButhButler(2009,i He al t hcar e
IT Projectrailure:Asystem® e r s p eJoutnalof Gage®f InformationTechnologyldeaGroup;

9(4); pp.1i 15.Reprintedvith permissiorfromthepublisher.

© Springer Nature Singapore Pte Ltd. 2019 111
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemehttps://doi.org/10.1007/97881-13-8530-8_5
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during which this case is based, at the Ideatl of servicedelivery,the NHS was
dividedinto PrimaryCareTrusts SecondaryareTrusts,andTertiaryCareCertres.
Primary CareTrusts(PCT) provided the first point of contact for patients for a
specificgeographicahreaSecondarfareTrustsdeliveredspecialise@ndhospital
care.TertiaryCareCentregeliveredhighly acutemedicalservicesor complexand
long-term cases and illnesses. The organisation on which this case is based was
Ferens Primary Cargrust(PCT) (a pseudonym used for the sake of anonymity) in
theNorthof Englandthatdeliveredprimarycareandcommissionedecondargare
savices. There were 303 PCTs in England, controlling about 80% of NHS budget
(Department of Healtl2006. PCTs were responsible for (Department of Health
2009:

¢ Developingprogrammesdedicatedo improvingthehealthof thelocalcommunity.

¢ Decidingwhathealthserviceghelocal populatiorneededndensuringheywere
provided and were as accessible as possible. This included hospital care, mental
healthservicesGPs(GereralPractices)screeningrogrammespatienttransport,
NHS dentists, pharmacies aopticians.

& Bringing together health and social care, so that NHS organisations worked with
local authorities, social services and voluntarganisations.

& Ensuringhedevelopmentf staffskills, capitalinvestmenin buildings,equipment
andtechnologysothatthe NHS locally wasimprovedandmodernisegndcould
continually deliver betteservices.

Ferens PCT was situated in the afyFerensway (pseudonym used). The PCT
was formed in 2001 and it served a total population of 163,000. Its mission was to
fi i mp theheadthwell-being,andthequality of healthcareservicef thepeople
ofFer enswayo.

Ferens PCT directlgmployed 500 staff members in professions such afidis
nursing, school nursing, family planning and health visiting. It had 27 General
Practices, plus pharmacies, dentists and opticians. Apart from this, it also owned
and managed a range of spectdtisalth centres and clinics. PCTs in the UK were
assessed by the Healthcare Commission, which also awarded annual performance
ratings for NHS organisations. The Healthcare Commission awarded Ferens PCT a
Aitwd ar 0 rating 2005 artd 208 2004 thé higtest starGad 4
ings being three stars and the lowest being zero. Star ratings were awarded on the
basis of al r u perfdrmancdevel,the T r u perfd@raance value, the thresholds
usedin calculatingperformanceagainsindividual indicatas andthe percentagef
all trusts achieving thkey target (Healthcare Commissi@005. A star rating of
t wo was described as: ATrust is perforn
the same consistently high standardso.
year 20052006 wasover GBP 180 million, to provide services directipncafor
commissioning services from other public gmivatecareproviders.
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5.3 Setting theStage

Beforel cometothespecificcasestudy,| wouldlike to spendsomedimeondiscussing
thecontextof informationtechnology(IT) projecttransformatiorandthechallenges
associated with the same. | will also take up the unique place of healthcare in the IT
transformationcontext. This is importantfor a retrospectiveunderstandingf the

case when we analyse the factors that contributedftolitse.

5.3.1 IT Projects and Relate€hallenges

A global study by the Project Management Instit@@l1() found that 14% of IT
projects totally failed, 31% did not meet their intended goals, 43% exceeded their
initial budgets and almost 50% were behind delivery schedule. Drawing from the
same study, causes attributed by ltisitute were following (Green2018:

¢ Inaccuraterequirements: Inlargeorganisationgherecanbeseverateamscross
departmentsvorking on projectspecificationslt is easyin suchsituationto lose
sightof wheretheactualrequirementamefrom. Oftentherequiremenimaycome
outof abusinessinitbutthelT teammaybeinvolvedin writing thespecifications
where both the teantsavenot interfaced. All stakeholders need toifbeolved
from the very outsedo that there are no misses in clearly articulating both busi
ness and technical specifications. Requirements to do with the user interface are
equally important, for which the user perspective needs to be considered with
equalweightage.

& Uninvolved project sponsors Theprojectsponsois usuallyaseniorofficial in an
organisationHe or she by virtue of theirrole, mayjugglevariousresponsibilities
and the IT project can be just of them. If the sponsor loses sight of the project and
is unableto give it the due time or attention, the project can soon find itself
withoutaface.Thislack of identity andsenseof insecuritymayinterferewith the
seriousneswith whichtheprojectis beingconsideredby theotherteammembers.
The projectsponsor and the business representative must be present throughout
the lifecycle of theroject.

& Shifting project objectives IT projectsareendemico creepsn timeline,scope
and budgets. Several approachase evolvedo control such eventualities such
as theWaterfallapproach (to manage time and scope) and Agile approach (to
manage time and budgetsjowever,it is to be noted that the three aspects of
timeline,scopeandbudgetsarealsoevolvingastheprojectprogresseslf learning
and course&orrection are not employed, IT projects can be arobanbefore
they are launched. The Scrum framework is popular in IT project management,
where teams work in an iterative fashion for capsuled time durations. The plan
camotchangealuringaniteration,buteachiterationcanofferanewopportunityto
beexploredn thefollowing one.Thisis howtheimpactof changingequirements
can be addressed to a lament.
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& Inaccurate estimates This is related to the previous point. As the project pro
gresses andvolvesin terms of what is expected out of it by stakeholders, initial
resourceestimatesanoftengofor atoss.In organisationsthis commonlyresults
in conflictbetweerprojectsponsorshusinessinitsandfinanceteamsA thorough
cost benefitanalysismeeddo beconductegrior to theapprovalbf suchchanging
estimates. Another way to address this is to look at projects from a-piszse
perspectivanddefercertainexpectation$or alaterphaseo optimally spreacbut
investments.

6 Unexpected risks Greene 2018 quotes Rumsfeld to highlight three types of
risked fi k n ckwino waresigksthatyou areawareof andcancreatemitigation
pl ans around it; Aknown unknownso ar e
currentlyrisks,howevertheyhavethepotentialto becomeisks;finally,i u n k n o wn
u n k n oarerisksthatarecompletesurprise$or whichyouarenotpreparedThe
projectneeddo accounfor all suchkindsof risksandmakeadequatestimations.

& Dependency delaysThis is common for large projects where theresare eral
moving parts. Different teardshardware, software, integrator, é&amay be
working onavirtual supplychain,wheredelaysin oneteamcanleadto delays in
other teams and eventual ripple effect
canbemitigatedwith diligentplanningandkeepingadequatéuffer.Penalties can
be introduced for delivery teams in such cases as well to account for greater
accountability.

¢ Inadequate resourcesResources can be of several kiigseople, budgets and
infrastructureResourceareplannedor atthebeginningof theproject,butdueto
various constraints and scepeeep it is often seen that resources become scarce
astheprojectprogressed:lexibility in termsof resourceplanningandallocation
needs to be demonstrated so that this does not come as a roadblock to project
success.

& Poor project management As the projectprogressesjueto changingexpecta
tionsandincreasingomplexity projectmanagemeritself canbecomeadaunting
task. Challenges can appear at three different levels. First, being able to bring all
stakeholdertogethetto acommongroundof whatneeddo be donedueto differ-
ing priorities.Secondbeingableto managelivergenexpectationsf stakehol@rs
impacting resources and plans. And third, the basic cademeei@ivand moni
toringprocesganitself gooutof controldueto therequiremenof differentpeople
atacommontime (andplace,evenif virtual). A very strongprojectmanagement
team needs to be put in place to manage complex projects. The project manager
shouldthemselvesaveastrongpointof view sothatdivergencecanbeconverged
at the right time and resources optimised througipitbiect.

& Teammemberprocrastination: Thisisunfortunateyettrue.In largeprojectsijt is
easyto losevisibility of whichteamorteammembeiis responsibldor whatpartof
thedeliverableandtheycanoftendelayoutputsor notdeliverasperspecifications.

The projectmanager role becomes crucial to recognise such dangers and to take
adequate action when itrisquired.
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| haveborrowedthe aboveinsightsfrom Greeng2018 andthe studyreferredto
above is from 2017. Little seemshavechangedovera decade since | published
my first paper on this case on healthcare IT project failug0@v, where | wrote
thatalthoughl T hadtouchedalmosteveryaspecbf humarnlife, therewasextensive
evidenceo sugges{Chowdhuryetal. 2007). A studyby BeynorrDaviesandLloyd-
Williams (1999 argued that 6070% of all software projects fail. The Conference
BoardSurveyin 2001reportedhatfi 4 Oo¥fprojectsfailedto achievetheirbusiness
case within one year of goitige, implementatiorcosts were found to average 25%
over budget, [and] support costs were underestimated for the year following
i mpl ementation by an average of 20%0 (I
theRobbinsGioia Survey2001,theKPMG Canad&urvey1997 theclassicChaos
Report 1995 and th@ASIG Survey 1995 that had reported that success rates in IT
projects was a matter of concern @ortex).

Such challenges are common to all IT projects across sectors and geographies,
andhealthcardT projectsarenotimmuneto them.In thenextsection ] will discuss
some of the challenges around IThigalthcare.

5.3.2 IT in Healthcare

Arguably,in thecontextof healthcarethe situationis evenmoreproblematic Apart

from the issues already discussed, the nature of the healthcare setting is multidi
mensional and extremely compldX-basedsystemshaveexisted for many years,

but havenot largely been integrated into the core business processes of healthcare.
Rahertheyhavebeenusedprimarily for administrativeandauditpurposesAccord

ing to Protti 009, issues with IT in healthcaneclude

& Theoverwhelmingmajority of computersn healthcarearefor simpleaccounting
and statistical reportingurposes.

& Dueto thelack of adequatesupportsystemsmostclinicianscontinueto practice
Amembaged medicined (not surprisingly)
treatments, andutcomes.

& Almost no attenpt is made to collate the documented historical personat infor
mation on family/personal health history combined with genetic rogkend
lifestyle, in order to create a risk assessment to possibly predict and prevent dis
eases (Prot005.

Thereasorbehindtheinertiaof IT adoptionin healthcarenayrest,atleastin part,
ontheimmensecomplexityof thehhealthcaresector Healthcares nota standalone
factor for an illness, but embraces secidtural, religious, economic and ethical
dimensions of human life in an inextricably intertwined fashion (as discussed in
Chap.4). | borrow from BerZion et al. 2014 who talk about why healthcare IT
projects are different in the followirpints:

& Multiple relationshipoperatdn thehealthcaresetting. Thesemaybeformal and
informal, direct and indirect and overt and covevblving stakeholders suds
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physiciansfamilies,patientshospitalscaregiverandinsurersaroundthepatient
themselves.

& Often, the scenario is dominated by external stakeholders. Although the patient
should be at the centre of the system, thisdsraplex environment where the
doctor commands ultimate power and there is a great dependency on caregivers
andinsurersThedangeisthatwesednsurersftendirectingtheclinical pathway.

6 Thereis still no protocolto ensureconsistencyf patientdataandrecordsPatient
information capture is not only different from countrydountry,there can be
significant differencegsvenwithin the sameountry.

& There is (arguably) a high focus on patient caresafety,as opposed to profits.
Howeverwith theincreasen privatecaresettingsacrosgsheworld andespecially
in developingcountrieswith conceptdike medicaltourismandcrosscontinental
costeffectivecarecomingup, profits arevery muchtakingthe centrestagein the
healthcaresetting.

& Privacyandsecurityof patientdataareof utmostmportanceAp e r sirainidual
healthdatais highly sensitive With theincreasinghreatof cybersecuritypeople
are beginning to questidrow safe their datés.

& Resistanceoradicalchangds acommorphenomenoacrossectorsHoweverjn
healthcar¢hisis evenmoreprominentCliniciansbelievethattheyaretheexperts
in whattheydo (for all goodandvalid reasonsandtheyshouldbeallowedto carry
onwith their existingway of working withoutanyinterferencé newlT systems
are looked upon dsterference.

Changen oneaspecbf patientcarewill invariablycreateaneffectin otherareas.

Issuegelatingto medicalexaminationjnterventionandmaintenancendtransmis
sionof patientinformationarenot straightforwardandproblemfree. However with
the increased realisation of the benefits that technology can bring to health infor
matics, wehaveseen severalewand aggresee initiatives to integrate IT with the
core business process of healthcare. Examples like the NHS mega initiative with
Connectingor Healthstartedn 2003(discussedhn detailin Chap.4), theUS Gow-
e r n meéniidtiviesfor integratinghealthinformaticsstartedn 2011andthelsrael
Go v e r n kMaxcabiHealthcareServicegprogrammearewell documentedDass
2017. The global healthcare IT consulting market is expected to gydwsSD 45
Billion by 2022 (Markets and Marke2917).

Following aresomecharacteristictypical to healthcardT projects(Cucciniello
et al.2010:

¢ Establishing compliance witlegal requirements by facilitating transparent-sys
tems and streamlining processes for audit requirements.

& High level of accuracy and security for patient records.

& Integration with multiple organisations as the healthcare provisiomhbéiple
pronggo caterto thelifecycle of carethatis deliveredby differentagenciesnd/or
individuals.

¢ Establishingstandardslueto thelack of consistencyecordingandprescriptions.

¢ Cost containment anaptimization.

¢ Quality of carghrough better management of information lamalwledge.
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& Ensuring patient safety by enabling better clindetisionmaking.
& Addressingheneed®f adiversesetof stakeholderthatoperaten thehealthcare
setting.

Havingsetsomehighlightsfor healthcaréT projects] will nowturntointroduce
the project background for this castady.

5.3.3 ProjectBackground

Current timeshaveseen a greater movement of people across the world for work,
education, holiday and asylum. During the time of the setting of this case, the UK
had seen a record increase in immigration from various countries as compared to
previous years (BBC New2005, creating an intensely multicultursbciety.Fer
ensway itself withessed a great number of people immigrating from various parts of
the world. There had been an increased realization in tiendhHealth Service
(NHS) that in order to address to the needs of an increasingly multicsibaiaty,
health information should be provided in languages other than English for the
benefitof ethnic minority populationswho were not ableto undersand English.
Apartfrom servingthepurposeof equityin healthcareervicesavailability of health
informationin avariety of languagesilsodirectly addressetssuef public health
andwelfare.In the contextof patientinformation,the NHS did nothavea standard
ised system for the provision of information; rather, patient information was made
available in different ways by different organisations under the NHS. This carried
significant implications with respect to the equity of healthcarerinétion prowv
sion.Forinstancetheinformationneedsf ethnicminority populationsn theirown
languages could be overlooked in certain postcode areas. This could put specific
sectionsof the populationatrisk, leadingto theso-calledii p o s | ®d d whergy 0
thenatureandquality of healthinformationbecamealependenvnthepostcodareas
where oneesided.

Thepurposestherefore pf addressingheissueof healthinformationin thisway
may be summarised as a néed

6 Equitably serve a multicultural society, by providing health information in lan
guages other than English for the benefit of ethnic minority populations.

& Make health information available in a variety of languages to directly address
issues opublic health and welfare.

& Drive towards the provision of a standardised system for the dissemination of
health information, particularly across different postcode areas.

Toassesthenatureof healthinformationprovisionin theFerend?CTgeography
| conducted a dipstick study from June to August 2004, as part of the project. The
studyinvolvedtelephoneénterviewswith all the27 generabracticesunderthe PCT
andthepatientinformationmanager Ferend?CT.Thiswasfollowed by aresearch
assistantarrying out a covert participantobservationin two generalpractices.
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A covertparticipantobservationis amethodof researclwheretheresearcherakes
part in the research situation as a general actor and observes the situation, without
making the fAsubjectso d989re of the exer

The participant observatianvolved the research assistant posing as a patient,
not capable of communicating fluently in English, and asking for information in
Arabic. In interpretingpublicly availabledemographistaisticsandseekindgurther
information on the ethnic minority population iferenswaythe advice was also
taken of Gary Craig, Professor of Social Justice, at the University of Hull. Advice
andinformationwereobtainedfrom the YorkshireandHumbersideConsortiunfor
Asylum Seekers and Refugees, which was a voluntary stakeholder partnership of
local authorities and organisations from #tatutory, voluntarycommunity and
private sector(Yorkshireand Humberside Consortium for Refugees angluxa
Seeker2006. Demographidlistributionof populationin thecity wasstudiedusing
analysisof mapsproducedoy the Centrefor CriminologyandSociologicalStudies
attheUniversityof Hull. Someresultsfrom thisresearcthavebeenpresentedh the
following discussion.

Ferensway had a total population of approximately 250,000. According to the
2001 census, the city had an ethnic minority population of 2.3% as against 9.1% in
England(NationalStatistic2007). It wastheview of Prof. Craigthattheaboveper
centagef ethnicminoritiesdid notincluderefugeesandasylumseekersif refugees
and asylum seekers were included, the population of ethnic minorities in would rise
to approximately 3% of the total population Bérensway.The Yorkshire and
Humberside Consortium for Asylum Seekers and Refugees provided statistics up to
Septemir 2004, of the geographic distribution of countries that the refugees and
asylum seekers came from. Most arrived from the Middle East, followed by Africa,
Eastern Europe, South Asia, Adtacific and the Americas. Considering that
approximately3% of thetotal populationof the city wasfrom anethnicminor- ity
background, the estimated ethnic minority population of Ferensway was 7500 when
the study was conducted.Further, the majority of this populationwas heavily
concentrated in specific wards of thigyand these wards were under the service
remit of the FerenBCT.According to statistics produced by the Centre for Grimi
nologyandSociologicalStudiesattheUniversityof Hull, theconcentratiomf ethnic
minority population in certain wards &erens PCT was as high as 11% or more.
Thestatisticsalsoindicatedthattheconcentratiorof populationof refugee@ndasy
lum seekerén certainwardsunderFerend?CTwasashigh as22%. Thesestatistics
indicatedthattheareaservedy the FerendCT wasethnicallythemostdiversearea
in thecity.

My studyindicatedtheinadequatgrovisionof patientsupportandpatientinfor-
mation in ethnic minority languages in Ferd?GT.In certain general practices,
patient support in languages otliean English was totally absent. This had impli
cations for equity in healthcare information and related services for FeEhs
The results from this study were presented to the management of Ferens PCT in
November2004.Thisledto aninterestin the PCT exploringanewinitiative to pro-
vide healthinformationin languagestherthanEnglish.Thisinitiative wasin terms
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of understanding how multilingual patient information may be provided through a
single channel using the aid of modern information technology.

In Decembef004,themandatdo mebeganwith aninvitationfrom Ferend?CT
to lead a pilot project for thgrovision of health information in the PCT in a range
of languageso caterto theneedof its diversepopulation.Theprojectwasto setup
an interneenabled IT system that would provide health information in both visual
and audio formats to be deliwet through electronic kiosks in general practices. If
necessaryysers were to bgiven the option to take printouts of leaflets from the
kiosks. The overall aim of the project was to directly address the inadequate
provisionof patientsupportandpatientinformationin ethnicminority languagesn
FerendPCT.The expected outcomes of the pilot projeete

¢ Better dissemination of health information through a multilingual intdvased
I T system via touch seurgeriesn fiki oskso in
& Conversion of leaflets from paper to digital based.
6 Increased user satisfaction as determined by usage and rating information drawn
directly from the system.

Two GP practices were chosen for the pilot. It was agreed that if succésisful,
system would be rolled out to all 27 practices within Ferens PCT and possibly to
pharmaciesThiswouldresultin acompleteoverhaulin themanneiin which patient
information was organised and provided in FeiR@S.

5.4 The On-Ground Project

5.4.1 The Nev Technology

Thepilot projectonmultilingualhealthinformationprovisionin Feren?CTinvolved
theintroductionof newtechnologylt consisteaf standalonekiosksthatwereoper

able with touch screens. It offered approved haafttrmation in eight languages:
Arabic, Bengali, Chinese, English, Gujarati, Punjabi, Somali and Urdu. The user
did nothaveto becomputediterateto usethe systemthetouchscreerkioskswere
self-directive in terms of using them and did rimmiolve the use of a keyboard or
mouse. There were two general practices selected for deploying the systems, and
thesiteswherethemachinewereplacedweredifferent.In onegenerapractice the
machinewasplacedin thep a t i veaitirtg ®@@m,andin theother,it wasplacedin
thecommunitydevelopmentoomnextto thewaitingroom. Two differentlocations
werechoserto understandf thiswasafactorfor theuptakeof the service.

Thiswasa sophisticatedystemthatallowedconversiorof old leafletsto digital
formats in thenewsystem, allowed the creation of diagrams in the leaflets, had a
facility toautoremindtheprojectleadwhenleafletsnearedevision alloweddetailed
usagestatisticso berecordedandmonitored,andalsoallowedusergo rateleaflets
accordingto their satisfactionlevels. The systemallowed the networkingof key
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individualssuchasauthorgwho maybeexpertsaandprofessionals)approvergwho

may bea secondexpertor professionabnda patient)andthe projectlead,whowas
giventhe ultimate authority to publish the leaflets in thew system. Whilst the
users of the system did not necessardyeto be computer literate, the staff who
maintained the system and controlled the updating of information had to be trained
in using tke system.

5.4.2 Deploying theSystem

Commentaries within the following sections are drawn from the pilot project; all
names used are pseudonyms.

I, as the project lead, was assigned to work with the Performance Management
departmenof FerendPCT.Thisdepartmentwasresponsibldor commissioninghe
project.A privatecompanycalledHealthComputerbasedn the Southof England,
wascommissionedo delivertheservice HealthComputemadpreviousexperience
of successfullydeployingsimilar systemsn differentpartsof the UK. | metwith the
headof PerformancéManagemensof Ferend?CTandthe CEOof HealthComputer
metin DecembeR004.Budgetswvereapprovedandthe companycommittedto put
the systems in place in mithnuary, 2005. The license for use of the system was
bought for ongyear,to expire in midJanuary2006.

Thisprojecthasahighlevelsupportfrom Ferend?CT,andasatisfactorypilot would seethe
system being rolled oun the wholeP C T é

€ i nf othamemadbf PerformancdanagementfFeren®CT.Thetotalinvest
mentin thepilot projectwasaboutGBP35,000.Thisincludedtrainingthe PCT staff
to usethesystemThenewsystenwasnamedhePatieninformationCentre(PIC).
Health Computecommitted to instal the PIC in January 20BBwever the
systemsverenotin placeuntil April 2005.The CEOof HealthComputerexplained
the main reason for this delay:

Thisis thefirst time we haveworkedwith thelocal internetserviceproviderin Ferensway,
and also the first time the internet service provider has deployed solutions specific to the
needs of the NHS and related regulationsle&lthComputer

This meant that there emergeelwissues that the internet service provider and
HealthComputerhadto addresswhich delayedheprogressAs the CEOof Health
Computerexplainedfurther:

We were, during this time, offering the machines ordered for FEP&E to a different
customerWehad to do this to ensure stability in our supply chain; we could not afford to
simply wait with these machines until the internet service provider readied their hert of
systenfor Ferend?CT.Thisaddedo alongleadtimein deliveryof thenextsetof machines

for FerensPCT.By the time these major hurdles were overcome and the systems were in
place,it wasApril, 2005,with thelicensefor the useof the systemprovideduntil February,

2006.
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Along with the physical deployment of timew technologyit was increasingly
importantthattrainingwasprovidedto the key players.As theleadfor this project,
| underwent a thorough training conductedHwalth Computeto understand the
system. This included operational elements, and content creation and publishing. |
alsounderwenttrainthetrainerprogrammesothat | couldtransfertheknowledge
andskills to theactualoperator®f thesystemFollowingthis, | facilitatedtwo train-
ing sessiongor thetwo generapracticesvherePIC wasbeingpiloted. Two months
following thesetraining,| facilitatedarefreshesessiorwith thesameaudience.

The project teams needed to work across a wide range of teams and departments.
These departments (called directorates in Ferens PCT) consisted of

¢ The information team of Ferens PCT in ordercteate the awareness that the
manner in which patient information was organised would change from the con
ventional system to the one aided by the PIC.
¢ TheDirectorateof ModernisatiorandPartnerships ordertocreatdheawareness
that modernization initiatives of Ferens PCT with expansiaret@premises
would provide the facilities for the physical incorporation of the PIC machines.
¢ TheFinanceDirectoraten orderthatadequatéundingbemadeavailablefor the
roll-out of the system if satisfactory results were achieved at the end of the pilot.
¢ ThelT Departmenin orderthatnewinitiativesin Fereng?CTwith thedeployment
of the NHS Connecting for Health (CéHthe then newly introduced NHS IT
project toautomate patient databases and link with all services) allowed for the
provision of the PIC as an integrated service @itH.

As time passed, | encountered several challenges to manage the project in the
operational environment. The project offered a gopgortunity for people from
differentdepartmentso work togethetowardsa commonobjective but whathap
penedn practicaltermswasthatthis proveddifficult to realise Peoplecontinuedo
work within theirown departments pursuing the gotisit were preset, and started
to regard the PIC as just one more system for the provision of patient information.
Further departmentabarrierdedto thePICbeingthoughtof asastandalonesystem
thatwould existbesidegheexistingsystenfor the provisionof patientinformation
andit wouldbemanagedby thepeoplehavinganinteresin IT. Theinformationteam
of Ferend?CT continuedo producenformationin conventionapaperformatwith-
outanycorrespondenagith thePICmanagement heDirectorateof Modernisation
andPartnershipghoughtthatit wastoo earlyfor thePCTto consideiintegratingthe
PICin its overall patientinformationsystem.The FinanceDirectorateshowedittle
interestThelT Departmentamein only whenl approachethemfor technicahelp
and advice, but did not show any proactive interest in creating a success story for
PIC.

It wasbecomingncreasinghdifficult for meto convincestaff of theFerenPCT
that the objective of the project was to assesiseiy could work together to bring
about an overhaul in the manner in which patient information was provided to the
diversepopulation.This wasbecauseherigid structuref Ferend?CT meantthat
staffin particulardepartmentladto continugoworkto meethepresetequirements
of their particulardepartmentandcontractsThe PIC offeredthemtheopportunity
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to work differently, but not the impetus. The impetus seemed to lie in meeting the
targetsetouttothemaprioribyfi h i @ lu ¢ th o thatntonitersdbeFeren$CT.

5.4.3 ProjectEvaluation

In DecembeR005 thePICpilot projectunderwentinevaluationDespitetheproject
failing to bringtogethelimportantmembersf staff from differentdepartmentghe
users surveyed expressed satisfaction witm#vesystem. Statistics revealed that
in aspan of eight months, the service was accessed by nearly 5000 users, and GPs
were increasingly recommending patients to ussystem.
One GP noted:

As aGP| amawarea numberof patientsseento beusingit andl directsomepatientswho
wantinformation but do not have easy internet access to use it here. | like it and am happy
for it to remain.

The Practice Manager in one of the pilot sites noted:

| feelthetouchscreens anexcellentfacility for patientdo acceseformationwhilstwaiting

to seea GPandalsopatientscalling into just usethe machine Thereceptionstateghatthe
machine has regular use by the patients, and sometimes it is the children showing their
parents how to use tmeachine.

The Patientnformation Centre (PIC) was gaining in popularity amongst users
andprofessionalasamodern safe andreliablemechanisnto providepatientinfor-
mation with equity oficcess.

| prepared a proposal for a phased-mlt of the PIC in January 2006, tithe
support of the Performance Management department of FEf&h<Considering
the hurdles of staff working in an isolated manner, the assumption was that as time
passed, they could be convinced to waifferently. The proposal also included for
the license to use the PIC to be renewed for the following year for the existing sites.
The Performance Management department, who commissioned the project, was
confidentthat given the potential benefitsof the PIC, its phasedroll-out and its
licenserenewal would be approved by the PCT without nrasistance.

However the reality was very different. The Performance Management depart
ment put forward the proposal for the PIC tolit to the Professional Executive
Committee (PEC) in January 2006. TREC was the professional body consisting
of practicing clinicians and core administrators, who advise on PCT policymaking.
The PEC summarily rejected the proposal on the grounds that Ferens PCT did not
havethe budgets for a rebhut of the PIC, and thatuding the pilot stage, the PIC
did not make any difference to the PCT in terms of patient information being pro
vided in a different and momffective mannerThe rejection of the pilot could not
be supportedy the evidencerom the projectitself, which clearlyindicateda num-
ber of positive outcomes, and no other evidence was provided by the PEC to prove
otherwise.
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There seems little doubt that it was more to do withPthe Cvdesy that the PCT
wasthengoingthroughatoughtimefinancially, andinvestmentouldbemade only
for cases that were absolutely essential and unavoidable for the core business
processes ahePCT.

| then made a case with the Performance Management department to support an
alternative proposal that considering the funds that were ali@asstecby the PCT
in purchasing the machines and the license the preyiearsthe PEC should at
leag support the PIC with license renewal of the existing machines for the pilot
sites,if notwith theroll-outwith newmachinesHowever this casewasrejectedas
well onthegroundsthatFerendPCT simply did not havethefundsavailable It was
recommended that the case would be taken up by the Local Delivery Plan (LDP)
Committee along with the Professional Executive Committee (PEC). LDP was the
planoflocalcapacityouildingof NHSservicegailoredtolocalneedswithin resource
constraintsHowevertherewasnoeventuahgreemenvntherenewakbndtheproject
was indefinitelysuspended.

HealthComputerwhich providedtheserviceandthelicense continuedoffering
the samdevel of service without a fee, in spite of there being no formal assurance
from Ferens PCT tdlealth Computethat they would be paid for their services
beyond the life of the contract. The situation did not change-Haadth Computer
eventually suspended pralimg theservices.

I found the lack of a strategic approach in handling this project right from the
early stages of design and planning. The mismatch between tlmutrelision of
the Patient Information Centre (PIC) in the initial stage of the pilotlaadack of
fundsof thePCTfor theroll-outin thefinal stage®f thepilot demonstratedfailure
to havea longterm view of the IS and lack efffectiveonboarding of the Finance
department of the PCT and other important directorates and department to create a
long-termstrategy A simplistic approach was taken for the project that was to face
the odds of the complexity of tleeganisation.

It lateremerge duringtheevaluatiorphaseof thePICthatthePerformancéan-
agementiepartmenbf Feren?CThadinitially commissionedhefundsto startthe
pilot becausét hada potentialunderspentin its financeswhich it wantedto invest
in somethingusefulrelatedto IT. However,in doingso, it assumedhatFerendPCT
would havethefinancial provisionto investin theroll-out of the PIC, providedonly
thatthe pilot workedsatisfactorily However,n reality, Ferend?CTdid nothaveany
suchfundsatthefirst placeto investin theroll-out of the PIC or on anyotherinfor-
mationsystemin thefollowing year.Thedecisionof the Performancélanagement
department ofnvestingin the PIC was made withogtossdepartmental discus
sion. The very thought of investment in something useful was essentially geared
towardsshorttermgain, wherelong-termsustenancevasnot seriouslyconsidered.
Theshorttermgainbeingtheinvestmenbf availabl€fundsin anyhingusefulrelated
toIT. Thiswasacaseof breakdowrof interdepartmentalommunicationwhichwas
a result of working within rigid barriers departments.

Considering how the project unfolded, | find it reasonable to conclude that this
projectfailed; or maybe the organisation failed the project!

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

124 5 From Barriers to Boundaries: Learnings from a Healtheare

5.4.4 Organisation RealityFollowing the Event

| first formally wrote downthis casein late May 2006.Thesituationat FerensPCT
wasverydifferentatthattimefromwhenthePICpilot projectwasconceivedFerens
PCTwasin theprocesof amergemwith anothedargePCTin theneighbouringarea

to createonesinglePCTto servethewholecity of FerenswayWhenl contactedhe
PCTaboutthefuturestrategyto beadoptedor thePICaspartof myf p ensotr t e mo
analysis, the response was that it was still awaiting approval from the Professional
Executive Committee (PEC) and the Local Development Plan (LDP) committee.
The scenario in the National Health Service (NHS) had also undergone changes.
TheNHS waspredictedto be operatingat a deficit of almostabillion Poundsatthe

end of 2006. AllTrustsi n t he UK were instructed to
expenditure. Ferensway PCT was advisesatieGBP 2.9 Million in 2006, by the
StrategidealthAuthority (SHA), theregionabodywhichmonitoredhefunctioning

of Trusts.Hence theclimateof operationfor FerenPCT haditself changedyhich

largely left the PIC project in the middle of no less than a fiasdmvgdiscussed

the SHA and PCT structure in greater depth in Cap.

5.5 Analysis of the ProjectFailure

My assessmerf this situationfor the PICis thatthe pilot wasafailure. Here,| will

use a systems understanding to delve into the experience of the PIC and present a
discussion of what led to this undesirable outcome. | will borrow existing theories

and concepts to further the critique and present an argument for what | call a need
tomovef rom t he mindset Abfoumlanri ieswsd t o t I

5.5.1 Patterns of Thinking in Information System@s)

| borrow the concept of patterns of thinking in information systems (IS) from
CordobaPachon 2010. IS has ken used in social settings with a variety of intent
that include creating efficiency and effectiveness at work, facilitating a better life,
bringingin entertainmento socialsettingsenhancingafetyandsecurity,soonand

so forth. Design and deployment of IS and what it is meant to deligeiven by
waysof thinking harbouredn teamsor leadby ateamleaderwith therestfalling in

line. Membersof theteamusuallyhavesimilarthoughtprocesseaboutthevision of

thelS projectthatinfluencesactionstepspoliciesandimplementatiorplans.Thisset

of peoplecanbesaidto think andactin aparticularii p a t tPatermpiushpeople

to follow a specific direction they are influenced by or that they are familiar with,
and this also makes them fall prey to complete oblivion to another way of thinking
and acting (De Bon&976. This situation is reqgsented in Fich.1
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Pathway accustomed with

Unknown pathway

Fig. 5.1Patterns of thinking (Adapted from CordeBachor201Q p. 66)

Figure5. lillustratesheconcepbf patternof thinking. If onehasto reachpoint
C, they will usually like to go througlouteA that they may be accustomed to
(marked with a more prominent path). But they can also reach-@oiid pointB
that they may not be familiar with (marked with a less prominent path). Hence the
latter pathway can be completely ignored. The wayaggept team envisions the
outcome and the way they choose to reach the destifai@tonsequences for
the effects they leave in the pathway and impacts the way they touch stakeholders
alongtheway. Thepatternsof thinkingunderstandingelpusin evaluatingourown
approachewwardd S projectsandhowwe chooseurpathwaygo executegrojects.
Thisunderstandinganalsolendacritical perspectivéo IS projectconceptualization
and design asking questions on preset ideas and mental modelsjsutgntral to
systemghinking.

CordobaPachon 2010 talks of three patterns of thinking in IS:

¢ ldealistpattern Drivenbyanurgetocreateafi t r a n s f imto anidetlstaten 0
thesystemGoalsareenvisioneclearlyandall effortsaredirectedin aconcerted
fashion towards the same. IS is perceived to facilitetemodes of interaction
between people as a result of this transformation. A more proj@cagement
approachs undertakerin this patternwheretechnologyimplementations looked
uponasanendin itselfassumindhatoncethisis done theenvisionedsystenwill
fall in placeseamlessly.

¢ Strategic pattern Focuses on fAengagement o al ong
implementationUnderstanding of stakeholders and their involvement is consid
ered highly critical through the process. Stakeholder consultation and involve
ment is taken into consideration throughout the lifecycle of an IS project. Social
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relationships are considered to be at the centre of IS adoption and how people
interact wih technology.

¢ Powerbasedattern Understandthefi u ni n t e n d e d oféSincoeistyo
Goinghy theabovetwo patternspnemayadoptapurelyidealistpatternto putin
place a transformation journey or one may choose to take stakeholders along the
journey.But powerrelations hiddendynamicsandthetechnologyitself canresult
in consequenceabataretotally unanticipatedandthatprojectsponsorgandusers
later need to simply deal with. The powkased pattern keeps teams constantly
cognisant of such dynamics and implications ofptfigect.

No particulatmpatterris superioorinferior,goodor bad.Takingaholisticapproach
to IS thataccommodatefor flexibility andadaptivenesgequireshepresencef all
threepatternf thinking. Theidealistpatterngivesdirectionandfocus.Thestrategic
patternenablestakeholdeimvolvementandparticipation Thepowerbasedoattern
lets us be cognizant of human dynamics and emancip&titimthis perspective, |
will attempt an understanding of why the PIC pilot failed in FelR&IE

5.5.2 A Perspective on Why the Projdeailed

| relate the approach taken for the projecaoidealist pattern of thinking with a
significant bearing of power dynamics operating through its lifecycle. Through the
deliberations| will drawfromthestrategigatterrto throwlight onhowthejourney
couldhavebeen different if this wasonsideed.

This caseis anexampleof planninganddeployinganinformationsystem(IS) in
acomplexenvironmentHoweverthe mannetin which Ferend?CTapproachethe
project was effectively confined within the Performance Management department.
The department had the idealist vision of leveraging IS to address a real need of
providing multilingual health information to a diverse population. This need was
surfaced by my research that was presented to the FefEhsThe department
approached the prajein a unidimensionamanner.The intent was just, and my
understanding is that an idealist pattern of thinking construed the objective as the
installation of the IT system assuming that this will contribute to the betterment in
health information accedor ethnically minority groups. It had the budget from an
underspent and there was a need; the prompt decision was to go ahead. The
departmentemonstrated senseof responsibilityfor thesocietyandharbouredhe
assumption that the PCT will supptine sustenance and ralit of the PIC in the
following years.

AsthePIC projectlead,evenl wasnotinformedin thebeginningthatthebudget
was allocated for the pilot only because there was an spéet. | was informed
aboutthis only atthe evaluationstageof the project,whenno matterhowevemuch
| tried, the outcome would likely tbavebeen the sandethat wouldhavebeen a
inoo.
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At an operationalevel, the PIC offered the opportunity of effectively bringing
together staff from different departments to work together participatively towards a
common objective; but it failed to achieve thi$ie objective of enabling staff to
rethink the mechanism of patient information provision was negated by staff
continuing to do what they had always done with regard to patient information
provision.

Information leaflets continued to be prepared in p&@en in Englishonly, and
staffresponsibldor thisperceivedhePIC asjustonemoresystenthatexisted.This
had resulted in a situation where initiatives were replicated for the same purpose.
StaffalsoassumedhatthePICwouldexistside by-sidewith othersystem®f patient
informationprovision,andthatthe PICwasmainly theterrainof thelT department.
Staffalsofelt thattherewerenumerousilot projectsn theNHS,andno consistency
in the manner in which services grm@vided.

ThePICfailed to bring togethempeopleandmakethemthink differently because
of the very culture of the organisation. In addition, there was also a change fatigue
thathadsetin thesystemdueto repeategilots andnewprocesseandtechnologies
introduced on a continuBhsis.

Staff continued to work on directives issued from their individual departments,
with alackof insightsinto howtheycouldwork differentlywith thenewenvironment
offeredby the PIC. Thecultureof FerendPCTfailed to adaptto thechangehatwas
introduced. The barriers that existed within the organisation prevented adaptability
andflexibility.

Whilstdepartmentdghtly havethepurposeof integratingpeopleto work towards
achievinggoalsjt seemedo havebeerforgottenherethattheorganisatiorasawhole
mustwork towardsthe goalsin achievingobjectivescommonto all departmentas
an act of a sharedsion.

Thesdssueglemonstratéhatataplanningandoperationalevel, seniormanage
ment and staff in Ferens PCT were bound within tbein departments. | quoted
Starbuck and Meziad 996 cited in Starbuck and Hedbe2§01) in Chap.1, who
foundin theirresearchihatorganisationslefinetheir responsibilitiesandtheirenvi
ronmentdi v enrayr r deadingtaakind of apathologicatompartmentalization;
andthishasto beovercomeo achieveanintra-firm collaborativesynergy Whatwas
observedn thecaseof Feren®CTwasanexampleof pathologicakompartmental
ization inaction.

| haveearlier discussed that healthcare is a complex domaisiliitd to the
largely bureaucratic approaches that were favoured by the NHS. The management
systems of the NHS might be seen as attempts to control variety and complexity
through a reductionist apmach. As | discussed in Chah.reductionism seeks to
understand systems in terms of their constituent parts, assuming that these parts
operate autonomously and independently. This approach, which sees organisations
as rigidin structure, with departments working in an isolated manner;ssitiéd
to the healthcare sector with its mix of professionals working towards common
objectives but within fairly loose forms of organisation. Here, a more holistic and
systemicapproachmight be seenasmorelikely to bearfruit, andsuchanapproach
isfundamentain systemspproachet managemengystemshinking canprovide
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significant philosophical and practical underpinnings for Information Systems (IS)
researctandprojects|S needgo beperceivedasanetworkof activities,ratherthan

as stanehlone techological projects managed by the IT department.effective
planning and deployment of IS, teams need to work across departments forming
networks, the members of which can then be enabled to think more systemically
abouttheorganisatiorasawhole,insteadof perceivingtheirownresponsibilitiesn

an isolatednannerMerali (2006)notes:

éin order to engage effectively in the disco
necessary in the fAiclassicald conceptualisati
sa shift in thtehifnokciunsg do:f fAsystems

i from focusing on discrete bounded systems to focusing on netamaks
i from focusing on the structural properties of systems to engaging with the dynamics
of systemsand

& a shift in ontologicabhssumptions about information: from focusing solely on discrete
entities (individuals, organizations or applications) as loci for information creation and
interpretation to incorporating the role of the network as a locus for these processes. (p.
224).

This understanding is of crucial significance for the case of F&€msThis is
becausdt wasunderstoodhatif thedeploymenbf the newinformationsystemas
apilot projectin the PCT,wassuccessfulit would havebeenusedto inform awhole
systemsedesigrof Ferend? CTwith regardgo patientinformationprovision.Hence,
this was a project where a systemic perspective was the prerequisite of success.
However astheanalysisof theprojectfailure shows thechallengeshatthis project
faced was a direct result of an-apstemic way of working within an organisation
defined by departmental barriers, instealamindaries.

5.5.3 What if the Pattern of ThinkingWasStrategic

A strategic pattern of thinking wouldaveapproached the situation in a different
way. Thiswould haveinvolvednecessargtakeholderfrom thevery earlystagegor
consultationdecisionmakingandimplementationStakeholderssouldbebothwho
wereinvolvedor affected by the IS. This would include both internal and external
stakeholderdnternalwouldbeotherdepartmentanddirectorate®f thePCT;exter

nal would be users and general practidesa certain extent, external stakeholders
were addressed through my research and through the capacity building sessions |
facilitated as part of the PIC implementatiétowever the involvementof internal
stakeholders the PCTwasa completemissfrom my sideandfrom thesideof the
Performance Management department. In retrospect, | see myself as complacent in
theprojectmanagemertb haveacceptedheunidimensionaidealistvision proceed
withoutmanycritiques.Probably my own excitemenbf havinggotanopportunity
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to implement recommendations from my own research was overwhelming enough
for menot to question anything at that point in time.

5.5.3.1 Elements in Strategic Pattern forlS

CordobaPachon 2010 talks about four elements in developing a strategic pattern
of thinking for IS. | discuss these below in the canht# this case.

& Concerns This is about identifying what stakeholders are concerned about and
howtheseconcernganbeaddressedVly retrospectiveanalysisof this caseindi-
cates that concerns of the actual beneficiaries were taken into consideration, but
| certainly did not engage them in the design of the system. My research on the
ethnic population in the city was certainly focused on the target population, but
the research design was itself management led as opposed to concern led. | call
this managemenled becausasaresearcher jumpedinto thefield drivenby the
idealistpatternof Feren?CTto enablebettermultilingualinformationby IS, butl
didnotexplorefromthetargetp o p u | drspestivéyhattheyactuallywanted.

The fact that the receptivity of the PIC was highly positive, as we found out in
the evaluation phase, amongst the target population was a matter of sheer luck.
Exploring concernsf the internal stakeholders of the PCT was a complete miss
as | mentionectarlier.Perhaps the unidimensional approach of the Performance
Managementlepartmenalongwith my own complacencygontributedo this.

A concernled approach, on the other handyuld haveled to the unfolding of
concerngnotetheplural)frommultiplestakeholderthroughtheprocessindcould
haveled to the better receptiveness of the project enablers, i.e. general practices
and the other directorates and departmenEeoéndCT.

& Sweeping generalisation&eneralisations are assumptions that we use to create
abstract concepts of what can (or cannot) be done. Generalisations are based on
our culture, values and individual thought processes. They lead us to undlerstan
people, cases and experiences in a certain way because we are useaiy it
much relatedtoD8onddpat t ern of thinkingo. Oft e
stateoffi ¢ 0 ¢ fwrauswiihin whichwefaceourowncomfort.A systemianindset
wouldrathemeedto challengegeneralisationandsweepin othergeneralisations
to makesensef thesituation.In thecaseof thisproject,| havesaidlittle aboutthe
process of selection ¢tfealth Computers the preferred partner for the project.
The connect with the company happened as a result of a sales calH&altin
Computerto FerendPCT.This lead was passed on to me from the Trust as an
Afexcitingd solution that we should ex|
availabilityandwasgivenatimelinewithin with theprojectneeds¢o becompleted.
| jumpedinto thesituationwith afi g e n e r a df thesalutianandsbapedhe
deployment plan within the constraints | was operatimdgr.
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In retrospect, | would articulate some of the generalisations made as under:

& Weknow there is a concern with multilingual health information in the Ferens
PCT area.

¢ Technology is the best way to resolve this concern.

¢ There is one suitable technology solution that can be offered in this case that is
tried and tested.

& Wehaveaspecificbudgetvailablehatneeddo beutilised;fundsfor scalingthe
programmewill bearrangedf we areableto showcasa successfulisecase.

& Acceptabilityof thesolutionis notadoubtaswhatwe areofferingis soperfect.

& Oncethe technology falls in place, people will fall in pldace.

Unfortunately thegeneralisationeecomebarrierscreatingartificial wallsaround
whatwedoandhowwedothings.CordobaPachor(2010 talksaboutchallenging

such generalisations that are shaped by our culture, society and individual expe
riences and constraints. He quotes Mendoza who envisions a state of continual
criticality to challengegeneralisationfCordobaPachon2010. Thisisinstigated

by asensef curiosity,opennesgxperimentatiomndexplorationof possibilities.

This nature in turn demands courage and-tagingability.

& Systems methodologie&pproaches and methodologies from systehnisking
cancomealongway in problemsolvingsuchsituations Thecontextherefalls in
therealmof thesimple pluralistpositionin the SOSMmatrix (discussedh detail
in Chap.3). Methodologiesnspiredby softsystemshinkingthatarehandyfor this
grid helpin bringingpeopletogetherconsidediversestakeholderandchallenge
assumptions. Some of such methodologies include Soft Systems Methodology
(SSM)(discussedhn detailin Chap.6) andinteractiveplanning(IP) (discussedh
detailin Chap.7). SSMbringstogetherstakeholdersvith diverseviewpointsand
engageshemin anintellectuallycreativeprocesso comeupwith perspectivefor
social planning and execution. IP can help to establish clarity in end objectives,
meanglanning resourceplanningandexecutiorexcellenceTheinterventionist
canarticulatereviewmechanismandsuccessetricsanddependencieaspartof
thisprocessApproachedn thesimplepluralistpositionexposeheinterventionist
in a situation where the issue could be one, but stakeholdefsaeamultiple
viewpointsandthereis aneedto bring theminto acommonunderstanding.

The approach adopted here would have been more suited for a situation in the
simple-unitary position in the SOSM grid, where issues are singular and there is
parity of thought amongst the stakeholders. This approach wastéd in the
planning and execution of the PIC project, as we clearly saw in this case.

6 Boundary critiquel havediscussed the concept of boundary critique in detail in
Chap.3 through the works of Churchmat968, Ulrich (1996 and Midg ley
(2000. It is about constantly questioning aawn assumptions and values that
make us draw oupwn boundaries. A systems mindset constantly lets the
interventionisbroadero n ebéusdarie®f thoughtdefinitions,stakeholderand
approached.referredto De Bono (1976 earlierandhiswork onpatternof think-
ing. It isthroughboundarycritiquethatrigid patternf thinking canbeovercome
and alternativeexplored.
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In retrospectasthe projectleadof the PIC pilot, | shouldhavedevolvedmy own
boundariebeyondthe PerformancéManagemendepartmentf FerendCT.The
bureaucracgndconstraint®f timeandresourceslid notallow meandmy project
sponsoto do so.Weseemedo havecreatedarriersaroundourselvesandsetoff
with theprojectwith thesameTheonly timewe attemptedo bringtogetheraset
of different stakeholders together was during thewatl of the PIC in sessions
that were meant to be for orientation arapacity building. These sessions were
purely meant to be operational, and stoategic.

Even during the project evaluation, our metrics were purely manageriesn
aswe assessedumbersf accessgownloadsandvisible engagementf children
with themachinesButtheevaluatiordid nottakeinto accountheuserperspective
onif thePICreallymadeadifferenceto theirlives. Evaluationitself wasnotuser
centric.Thiswasalsotheresultof barrierscreatedy anidealistpatternof thinking

in IS thatmayleadtheinterventionisiook attechnologyasanendin itself.

A strategigatternof IS takesaholisticapproaclandsystemsnethodologiesan
beanenablerfor the same asrepresenteih Fig. 5.2 Flexibility playsanimportant
role in this pattern in the ability it creates to adapt designs and plans suited to con
cerns of different stakeholders. A systems mindset instigates the questioning mode
for boundary critjjue and systems methodologies bring multiple perspectives to be
surfaced and understood in an actionabBnner. A systems analysis, applied in
retrospect, brings to light several drawbacks of the PIC pilot asawediscussed
above.

Of courseijt couldsimply bearguedhatcompetentmanagementould nothave
committed funds to a pilot project when there was not secured funding-twutoll
the completesystemBut, in essencethis emphasisethe point: anapproacthwhich
considered the widemplications of the system from the outset, not only had the
capabilitytoensurehatanyimplementationvouldbeabetteffit with theorganisation
as a whole, but wouldven haveensured that the pilot did not get off the ground!
Whatis requiredin organisation®f todayis theability to beadaptiveto changeand

Fig. 5.2Elements of the strategic pattern of IS (Cord&laghor201Q p. 91)
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flexibility. Totackle the variety in the environment, organisations need to increase
their own variety andbehaveas complex adaptive systems. A complex adaptive
system is one which can change and shape itself according to the demands of the
environmensothatcontrolandorderbecomeemergentratherthanpredetermined
(Dooley1995.

Theorganisatioris very complex,butthemanneiin whichtheprojectwasimple-
mented failed to match thi®mplexity.

| now go a step further to understand the case from a poasad pattern of
understanding.

5.5.4 PowerBasedPattern

IS projectsdonotoperatén isolationfrom humarrelationshipsAs Foucault(1982)
advocatesveryrelationisadynamioof powerandrelationshipsn thecontexiofISis
notoutsidetheconsiderationl. wouldlike tointroduceF o u ¢ avork (asbosrowed
from CordobaPachor2010 beforegettinginto discussinghe powerbasecdattern
for IS in the PIQoroject.

Foucaultoreaksdownthe concepof powerfrom thegrandiosaunderstandingf
power to bedrivenby established institutions and the state to what can be experi
encedandobservedn individualinteractionsandmicro-relationshipsHe identifies
powerin everydayinteractiondetweerindividualsandteamshatgiverisetofit r u e
knowl edged and it is also these relati
truththathecallsii d i s ¢ dlefurtseegdesonto arguethatthepowerknowledge
discoursedoesnot necessarilyimply thatknowledgeis power;ratherit is thenature
of the relationship that suppresses certain knowledge at the haadstloérlt is
this discourse of promotion and subjugation that has led to certain disciplines and
conceptgo establisHegitimacyoverothers.Thisincludeshow societydefinessys
temsof knowledgeanguagesocialcodesgculturalnormsandacademidisciplines.
Language and soci al codes are used to f
overanother, onaype of thinkingoveranother and one patteaver anotherThis
discourse further reinforces itself into the society to define individuals and groups
as fsubjectso or those guiding eeryd dir
interaction we go thnagh as parts of organisations, individuals and social systems,
we constantly interface with a discoursepotver.

Foucault goes on to say that at another more persore]individuals submit
themselve$o normsanddirectivesasanactof exertingpowerontheselfasamatter
of i e t hlhdovidualsproactivelyacceptsocietyandinstitutionsasii s u p eandi or 0
unquestionablyaccepisocialcode® bothwrittenandunwritterd with thefearthat
anydissociatiorfrom thesamewill leadto theirisolationandalienation.Thisleads
individualsto becomeacertainkindoffi s u b fheywantto becomeandthatseems
tobefet hi cal 0.

Poweritselfisadynamicphenomenoandcanchangénandsovertime.Dominant
powercreatesesistanc@ndtheresistancdorceitself can,overtime, takeoverasa
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dominantpower.lts nature is complex and not wdkfined at times making power
playatransitivecharacteristicAs Foucauli{1982 saygheeffectof powercannotbe
fully foreseerandcanresultin consequenceandcharacteristicthatarecompletely
unintended. Hence the effects of power dynamics can be intended or unintended,
seen or unseen, boeverstatic.

With this contextof powerbasedpatternof IS, | will nowdiscusghePIC project
considering three aspects identified by CordBaehon 20100 power relations,
constraints and possibilities, and ethisahaviour.

5.5.4.1 PowerRelations

Poweris ubiquitousandno onecanexistexternako powerrelations Any interaction

in any social setting occurs incantext of power relations and also leads to power
developmentAwarenessf thisfactleadsoneto havemorecontroloverthesituation

and participate in the social setting that we continually and consciously renegotiate
with andredefine.

Introspectingon the very mandate of the PIC, we see that the need for-a mul
tilingual health information system itself came from Ferens PCT that | later found
outwashbecausehetechnologyendorreachedutto the PCTandthis wasfuelled
by the fact that th@erformance Management department had an wspt. This
wasanovelinitiative butthe noveltyitself wasnot authenticenoughbecaus®f the
origin of theproject(namelya salescall andanunderspent) However thevery act
of commissioninghe projectlegitimisedthe positionof the PCT asanorganisation
that was empathetic to the needs of the ethnic minority population, which was an
fi e t hstancad takeatthefirst place. My retrospectivainderstandingg thatthis
was,howeveradiversionof fundsbecausehefundshadto beutilisedin someway
andHealth Computejust provided the channel to divert the funds. The following
year saw the discontinuation of the project due to the reasons discussed earlier and
the little helpthete hnol ogy brought to the fAsubjec
with it. All funds(essentiallt a x p amomey)\gadnothingbutamerewaste.

Astheprojectlead,| alsoledthestudythatestablishedheneedfor amultilingual
patientinformationsystemHowever,if | look back,themanagemententricbiasin
the study is evident where | reached out to caregivers as delivery agents and relied
on extensive secondary resources. My interviews were with NHS management and
senioracademicd.employedacovertparticipanbbservatioomethodwith aresearch
assistantButthisresearchlid notreachthetargetpopulationitself; nordidit involve
them in the design and implementation of the PIC. | found myself in a position of
power inrelation to the actual beneficiaries of gystem.

Power dynamic was clear within the functioning of #@T.The head of the
Performance Management department was clearly at the receiving end within the
larger system. Despite their efforts to push treedar the PIC rolbut, the more
powerfulofficials andinterdepartmentdarriersdid notallow him to continuewith
aprogrammehatwasfor thebenefitof the populationthe PCT existedto serve.
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TheNHS bureaucracylayedacritical rolein creatinga complexdynamicin the
setup. Here | am not delving into a discussion on another important aspect in the
NHS,i.e. powerdynamicsbetweercliniciansandmanagershatl havediscussedn
detail in Chap6.

5.5.4.2 Constraints and Possibilities

Giventherealityoftheomnipresencef powerassocialagentsweneedounderstand
andanalyseghedynamicof powersothatweunderstantheconstraintpowerposes
andthepossibilitiesfor actionit offersin thecontext.Thisis aboutdiggingdeepeto
seaunseemelationsanticipatainintendedonsequencesmdunderstandsymmetry
of interpersonahteractionghatshapenowwebehaveandwhatweaccepbrreject.
Asaprojectlead,| wasperhapgolouredby thethencurrentrealitiesof thesystem
that led me to be absorbed in the system itself. | was unable to see the constraints
throughtheresearchplanningjmplementatiomndevaluatiorstagesandthisledme
to be the system itself rather than being the agency that could challenge incumbent

realities and decisions. The PIC pil ot

system failed the PIC and this was an unintended consequence. Althoawgh |

emphasied on the constraints of operating in a large bureaucratic setup, | was as
muchresponsibleasthe restof the teamsto havebeenunableto seethe PIC to a
successful rolbut in the PCT.

5.5.4.3 Ethical Behaviour

Powerrelationshaveshapedorms socialpatternandbehaviourshatexercisecornt

troloveri ndi vi dual s t o klkanoorRecognition of thisiaspgedti ¢ a |
enables us to be vigilant about the sa
demonstratdehaviourghattheytruly aspirefor andlive thenormstheywould like

to cherish.

The reference to fiethical 06 bebedveprei our
sented through this case. This starts with the commissioning of the project itself; the
questionl askis thatif fi e t h bebaaidudeally ethical (referringto the point |
raised above under poweslations)?

Coming to the capacitipuilding sessions for the PIC orientation, it was again
my decision tanvite the management and the operational staff for the sessia
retrospect, perhapwvolving representatives from the users cotiave lent a
different experience to operationalize the proisetf.

Evencomingto theimpactevaluation carriedoutof thePIC pilot, thiswasagain
from amanagement perspective as | assessed user uptake from a purely numbers
perspectivavithout askingtheactualuserdf the PIC madeadifferenceto them.
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5.6 Barriers to Boundaries

Finally, I will reflecton my experiencef thePIC projectin Ferend?CT.Thiswasa
classicexampleof silo workingandmyopicfunctioning. Themodusoperandbof the
Performancéanagemendepartmentf workingwithin its ownconfinesvasanact

of creatingabarrieraroundhedepartmentvithin whichthinking,planning resource
allocation and project management happened. Departments are created to ensure
work allocaton, bring in efficiency and accountability in organisations. Boeund
aries around teams, departments and functions facilitate better management and
predictability. However,when people start considering these boundaries as opaque
andrestrictinteractionsoutsidetheir boundariesthatis whenboundariesio longer
remainfacilitative;theybecomebarriers Barriersareprohibitive;;theyrestrictinfor-

mation flow and exchange of ideas, and create cocoons afagHinment. This,

in thelong run, leadsto saturatiorof thoughtandeventualack of supportfrom the

larger system within which they are supposeexist.

| discussed the cybernetic principle of creating more variety to counter external
variety in Chap4. Barriers by their restrictive nature contain the ability to think
beyond silos and thereby limit creativity amdriety. They prohibit learning and
therebyincreasesystemvulnerabilityto complexity.Boundariespn the otherhand,
enablegreateflow of informationandcommunicationencouragéearningandbring
in greatercreativity. This, in turn, is able to attenuate variety and thereby system
tolerance ta@omplexity.

In anlS project,boundarieshouldenablethe exchangef ideasandleverageof
competencies for collaboration and cogenerative learning (Elden and 193/1nh
(Cogenerativéearningis definedin Chap 4). In thecaseof Ferend?CT thesituation
wasquitedifferent.Eventowardstheend,whenthe shortcoming®f siloedworking
werediscoveredatthetime of thelicenserenewalof theexistingmachinesthe PCT
managemerfailedto appreciateheeffortsandresourceslreadyinvestedn thePIC
to keepit alive. Ratherit sawits financesfrom its rigid lensof inflexible budgetary
allocation and failed to suppatenthe license renewal fees for Pk,

At an operational level, the PIC failed to bring together people and make them
think differently becase of the very culture of the organisation. Staff continued to
work on directives issued from their individual departments, with a lack of insights
into how they could work differently with the new environment offered by the PIC.
Working with a boundary midset encourages flexibility and creativity. Boundary
critique as a concept itself enables questioning our values and how we choose to
draw our own boundaries of thinking and our definitions. This eventually leads to a
devolution of power dynamics. Authéeity in this devolution of power dynamics
can even create conditions for enabling ethical considerations in social systems. On
the other hand, working with a barrier mindset encourages inflexibility and rigidity.
Power emanates out established staiusand fAsubj ectsd remain

The endeavour should bertmvefrom barriers to boundaries. Wherédmsind

ariesarefacilitative,barriersaareprohibitive An interventionisheedsoendeavouto
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movefrom abarriermindseto aboundarymindsetfor whichthefollowing qualities
need to be kept imind:

¢ Challengeo n e 6 snerdamodels.

¢ Critiqguepresetassumptiongboutwhy reality is constructedhewayit is.

¢ Consideratiorof thehumanactivity systematthe centreof thedesignprinciple.
¢ Openness teearn.

A numberof findingscanbedrawnfrom this caseatadescriptivdevel,andthese
are outlinedbelow. Further to this, there exists the possibility of using the case to
address deeper, systemic insights, and the support materials available with the case
help to further thisinderstanding.

& For IS projects to be successful in a complex social setting, teams need to work
beyond siloes and across departments through planning and opetatielsal

¢ TheimplementatioflSprojectmeedsoaddrestongtermorganisationabbjec
tivesand sustenance of the system, as well as-t&omngains.

¢ There is a difference between seeing the separation of departments as barriers to
interaction,andseeinghemasboundariedo bepermeatedAt the planninglevel
in FerensPCT,what existed were barriers, not boundaries. The PIC offered the
opportunity of effectively bringing together staff from different departments to
work together participatively towards a common objecth@mye\er, it failed to
achievethis.

¢ Participationn decisionmakingfrom the earlieststage®f aprojectcanoffer the
opportunity to determine whether IS projects will be sustainaletor

5.7 Conclusion

In this chapter, a case of an IT projéature from a systems thinking perspective
is presented. This was a retrospective analysis of a situation wherdanvelaed
in directly as the projeananager! started by introducing the organisation under
consideration. | then talked about IT prdjecanagement and the challenges they
encounter. | then discussed the case in detail right from its genesis, plaxang,
cutionandimpactevaluationjeadingto a stateof unfortunateclosureof theproject
thatl definedasafailure.| undertooka detailedanalysisof the casefrom asystems
thinking perspectiveandconsideredhe sameunderdifferentpatternf thinkingin
IS. I finally arguedor thecasefor aneedto movefrom abarriermindseto abound
ary mindset.| arguedthatwhilst boundariesreprotective barriersareprohibitive.
| alsopresentedpecificinsightson howto makea shift from abarriermindsetto a
boundarymindset.

| finished the analysis witkey considerations for IS practitioners and project
managersLearningsfrom this caseanalysiscanbe handyfor IS projectdesignand
implementation. Elements of power and ettiiegsebeen highlighted that can lend
acompletelynewlensfor approachindS casesromanii e t h standpdind.
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In the following chapter, | will delve deeper into the contextual nuances of the
healthcaresectorjn generalandtheNHS, in particular toleadadiscussioronpower
dynamicdn thesystemandhowit presentsts own challengeso furthermeaningful
project strategy anienplementation.
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Chapter 6 m)
Strategic Convergence: Overcoming sl
Differences in a Professional Setup

6.1 Introduction

My experience of working in change management in thettiezak setting in the
UK during 20032006 brought to my notice, amongst other things, the interesting
dynamics that exist between clinical and managerial/administrative functions.
Discussionsn this chapterarereminiscenbf someof thereference$ havemade
earlier in this book. In Chag, whilst discussing a problem structuring case, | spoke
aboutunclearflow of communicatiorandcontrolwithin theNationalHealth Service
(NHS) in a highly complex andureaucratic setting. Overlap of roles and
responsibilitiesglashesn objectiveshetweerdepartmentandconfusionin success
metricsfor clinicianssetby managersesultedn lack of trustandasub-optimisation
of organisational processes. Stakeholder participation was amiss, clinicians being
the key stakeholder cohort. In Chap, whilst discussing the implementation of a
multilingual Patient Information Centre I(®) | talked about a lack of stakeholder
involvementand silo working ageyfactors that led to the failure of tR&C.
In this chapter, | will discusbow | deployed select systems methodologies to
bring aboutstrategicconvergencéetweerclinical andmanageriaktaffin theNHS
that was necessary for effective functioning of the system that was going through
transformation withnew technology deployment. In the context in which | was
involvedin the NHS, i.e. deployment of the Connecting for Health (Cftshall
discuss one of my interventions with specific teams within the NHS that led to the
creation of a normative approach for healthcare information system (IS). | call the
process fAstr at e ghawformdated o degaie at hee edaf thih at |
chapterl leveraged two systems methodologies in this prac&stSystems

Parts of this chapter have appeared gystensi ous]l )y
Depl oyment 0 authored by Raj (2608).shhJer@idinavan dir y an
Kociatkiewicz (Eds.)Management Practices in HighechEnvironmentsHershey (USA): Idea

Group Inc; pp. 245262. Reprinted with permission from {eblisher.
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Methodology(SSM)andStrategicAssumptiorSurfacingandTesting(SASTY that
I will discuss indetail.

After a context setting for the caseyill lead a discussion on the journey that
was undertaken.

6.2 The Context UnderConsideration

The ambitious Connecting for Health (CfH) programme had the vision of imple
menting a highly sophisticated healthcare knowledge management system with 1S
asthecoreenablerlt wasby farthemostambitiouscivilian technologyprojectatthat
timeglobally.| realisedearlyonthatfor my role asanenableiof theCfH programme

in the Eastvorkshireregion (discussed in detail in Chaj).to be successful, | had

to bring both the professional cohorts of clinicians and managers together to work
aspartners.

Herel will reflectonsomeof thekeyissued encounteredAs| discusghecontext
underconsiderationl will makereferenceso existingliteratureandperspectives
theareaof interpersonatlynamicsandpowerplay betweertliniciansandmanagers
in the healthcarsetting.

6.2.1 InterpersonalDynamics

TheNHSisalargepublicsectorsetupthatwasfoundedontheprincipleof providing
comprehensivegjniversalandfreehealthcareserviceatthe point of deliveryto resk

dentsin theUK. With the scaleof operationssensitivityof thehealthcareectorand
multiplespecialisskill setsoroughtin underoneroofto managescaleandquality,the

NHS hadall the qualitiesof a complexsystem Changeinitiatives directedtowards
greaterefficiency,costreductionandhigherquality werecommonin the NHS. The
management attempted to run the organisation like a corporate enterprise to enable
predictabilityandgreaterefficiency.Overtime, themanagemerdttemptedo bring

in best practices and work processes fimwateenterprises, sometimes suceess
fully andsometimesinsuccessfullyThesancludedvisionandstrategyarticulation,
organisatiordesignandstructuring benchmarksandtargetsgoalsettingandperfor
mancemeasuremenprocessedesigrandtechnologyenablementandstakeholder
managemerandpatientengagemeniheNHSemployedeadinginternationaton
sultants to design and implement several strategic initiatives alongside employing a
large managerial and administrative stathimuse to manage change and ensure
smooth functioning of thenterprise.

Commonly observed was a tension arising out of the difference in priorities
between clinicians and managers. Talking specifically about CfH, a large-admin
istrative setup was created to drivgplementation of the programme. Technology
adoption and capacity building of clinicians became prime drivers of success for
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suchroles.At the sametime for doctors patientcareandquality of servicedelivery
weretheprimedriver® needlesto saythattechnologyadoptiorandcapacitywould
finally lead to the outcomes the managers were set to acldav¢he tension was
prominenduetotheshorttermgoalsthattheadministratiorwasdriving atthehands

of themanagerduetothetransformatiortheorganisationasgoingthroughman
agersvereaccordedvith significantpowerthatwasalienatingor theclinicians.This
tensiorwasquiteovertonseverabccasiongvenbeyondheCfH programmeMan-

agers who had a clinical qualification (such as medical or nursing degrees) would
haveabetterbuy-in thantheir counterpartsvho would comein from ageneraman
agement background without any clinical qualification. A study by Davies et al.
(2003 had also highlighted that doctors in managerial positions expressed serious
concerns about the state of relationships between manageisamahs.

Managers were entrusted doive performance and accountability of dasto
These were closely linked to targets and efficiency measures that had a certain
assumptiorvalueof the successfuapplicationof thetechnologysolutionsandplat
forms that were still in the stage of pilot across the NHS. Managers \dewddop
frameworks and guidelines for doctors to adhere to and deliver within set-bench
marks.Periodicmeetingsandfeedbaclkprotocolswereputin placefor managerso
assesslinical performanceDoctorson the otherhandwould alwayswork betterif
i1 aF owithodtmuchinterferenceMeasuresindertakero createaccountability
for cliniciansoftenbeganto belookedon asinterferingmechanismshathampered
savice delivery and patierdare.

Accordingto EdwardsandMarshall(2003, therearefive key dimensionsvhere
doctorsmanagersandnursediffer in their views. Theseareasfollows (citedfrom
Edwards and Marshal003:

& Accountability versusautonomy. whethetheyascribegoaccountabilityo others
or personahutonomy.

¢ Clinical purists versus financial realists whether they accept that all clinical
decisions haveesource implications and that this matters. Doctors tend to resist
the intrusion of financial issues into clinical decisimaking.

¢ Systematisation of clinical work whether this is seen as appropiataurses
and managers tend to support this vieagtdrs to reject it.

¢ Individuals versuscollectives unsurprisinglyandappropriatelydoctorstendto
considertheindividual patient,whereaghosein managemerositionsaremore
likely to think in terms ofjroups.

& Power. doctors tend toeject the idea that the power sharing implied by team
working is appropriate; nurses and managers tend to be more positive.

| observedill theabovefive key elementsn therelationshipbetweertheinternal
stakeholders at NHS. The tenis¢erpersonal relationship between clinicians and
managerwasasignificanimpedimentn theimplementatioof theCfH programme.
This directlyimpactedny ownwork asanenablerof the CfH programmen sucha
setting.
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Table 6.1Doctors and managers: who needs whom (CoRper, p. 227)

Doctors need managers Managers need doctors
To resolve complexity of the working Doctors are vehicle
environment, which needs managing product o

To help them with unrealistic expectations | To ground them in the human acléhical
reality of patient care

To mediate with the state To translate government policy into clinica
reality
To set boundaries of care To recognise where boundaries are

ineffective, unrealistic, or inhumane

To act as repositories of negate@mments To contain their anxiety in certain situation
from patients and to deal with complaints
against the omnipotence of doctors

To have an overview of the needs of the whq To inform them about the clinical realities i
service and not be influenced by parochial | order to decide on appointment of resourc
needs or those of the most povudnd
influential

To get the resources that are required to deli To use resources effectively and efficiently
the service

To help them understamtworking and To communicate evidendeased clinical
committee skills practice based on sound scientific principle

My work wascloselyassociatedavith the administrativesetupof the Feren<Pri-
maryCareTrust(PCT) (pseudonynusedfor anonymity) wheresuchinterpersonal
professionatlynamicdnterferedin decisionmakingandchangemanagementhis
resultedn delayeddecisionsor misguidedactionstepsthateventuallydid not con
tributeto theoverallvisionof establishingaknowledgemanagemergystenthrough
the CfH programme for Fere®CT. At the same time, clinicians and managers
would alsoneedto work togetherastheirrolesarecomplementary. referto Cooper
(2009, whot al ks about the complementarity of
needs wTadedd i n

As a change facilitator, | certainly needed to see this relationship as symbiotic
and | made all attempts to navigate through ghuation to the best interest of my
role in the context.

6.2.2 Rationality and Change Management fddanagers

Theon-groundreality at Ferend?CTmeanthatmanagerfiadto navigateacomplex
situationwhereon onehandtheyhadto furtherthe CfH implementatiorandon the
otherhand hadto win theconfidenceandcomfortof theclinicians;thiswasattimes
possible, at times problematic and at times far from possible. | observed decisions
gettingstuckatseveralevelsor sometimesvrongdecisiondeingtakendueto lack

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

6.2 The Context UndéZonsideration 143

of information or support, which later fell back negatively on the deatisiakers
(managers)herebyfurtheringthetensionalreadyexistingin the systeml begarno
look attherationalitybehinddecisionsandactionsthatwasitself in aroughterrain.
Understandinghis wasimportantfor meto delveinto the situationfrom a solution
orientationperspective.

Simon (976 talks about two forms of rationality:

& Procedural rationality : This form of rationality stems from the functionalist
paradigm where direciauséeffect relationships are observed. Procedural+atio
nality givesriseto approachewhereknowledgebaseandexpertiseareleveraged
toarriveatparticulardecisionsknowledgebasas built with information,calcula
tionandanalysisOptionsaredebatedasedninsightsandtherearefixed criteria
that guide evaluation of options and decisinaking. These situations normally
operatewithin agreedermsandconditions.Level of complexitymaybein terms
of scale but may not necessarily betérms of hidden agenda and fundamental
conflict. Procedural rationality works where the endléar,but there is uncer
tainty aboutthe meango the end.However proceduralationality doesnot work
when the end itself is a matterd#bate.

& Substantiverationality : Whereagproceduratationalityis helpful whenthereis
aninherentunderstandingetweerparticipantandthefi b a t tb Hewos arethe
Ahowo and the Awhato, substantive rati
movebeyondard addresshefi w h gquéstionin asituationwhereparticipantsdo
not convergeat thelevel of a common understanding and/or objective. Inferma
tion and analyses do not provide all/|l
The situation here hagveral interrelated elements, personal agenda and hidden
intentions. Here, more important is the process of reasoning rather than-the pro
cess of choice making. Substantive rationality can guide the process of debating
alternativeaandquestioningvhy anobjectivewaschosematthefirst place.

The situation | encountered at Ferens PCT meant that there was a clear need to
arriveat substantive rationality for the CfH programme between the clinicians and
the managers. The end itself was a matter of detisgeveralevelsbecause there
wereseverapersonashatl observedvhoperceivedandreactedo theCfH initiative
in different ways. | discuss these personas more in theseetidn.

6.2.3 Personas atWork

Personasrefictional charactersor representinglifferenttypesof professionalsn

this setting with respect to their perception of the CfH programme. Existence of
different personas in the system added a different layeoraplexity. There were
threeoverallkindsof personathatl consderedasgenerichatcutacrossnanagerial

and clinicalprofessionals.

6 Supporters: They were people who believed in the intent of CfH and fully sup
portedtheinitiative. Theyunderstoodheimportanceof technologyasanenabler.
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Theymightnothavebeenfamiliar with theformaljargonsassociateavith knowl-
edgemanagemertut theyidentified with the causethatthe changewasdriving.

They also recognised that processes put in place were more from an execution
effectiveness point of view rather than those meant for monitoring them. Sup
porters could be both whwereinvolved or notinvolved during the design and
implementatiorstagesTheygavetheirfull supportto theinitiative andlookedat
associated challenges as tempogitghes.

i A subcategorypf supportersvaschampionsTheyunconditionallyandwhole-
heartedlyspokeandactedn theinteresbof theprogrammendalsochampioned
totaketheircolleaguesvith them.Theyalsotookrisksandvolunteeredo spear
head initiatives. Theiinvolvementor nortinvolvement in the iniall stage did
not matter tahem.

& Protesters These were people who resisted change due to a variety of reasons,
some of which are mentioned below.

I Resisted change due to inertia that generally emanated from embracing any
change. This might ndtaveto do specifically with CfH, but could be true for
any initiative. This personawould be comfortablewith establishedvays of
working andwould seeanytting newasfi t muchtoh a n dTheywerealso
notwelcomingto constantlybuilding their skills andcapabilitythatis brought
in with the onset of anghange.

I Resisted change due to lackimfolvement.They believed in the intent of the
initiative but were not consulted by the management during the design or the
implementation process, and there were a large number of such people. They
felt left out during the process and therefore had the tendencyptifyaamy
misses of the project as mammetiortcomings.

i Resistedchangedueto organisationafactors whichwereagaintwofold. First,
thereweretoomanychangeshatwereconstantlybeingbroughtinto thesystem
on several fronts, not just technology; these included organisation structure,
processes, partnerships and delivery modédsy often several projects were
pilot, andtheywereabandonedid-way notdoingjusticeto timeandresources
spent.Thisledto achangédatiguethatsetinto thesystem Secondtheyviewed
the NHS as an opaque structure with too much red tape. They did not know
who took decisions ankdow they were formulated. They saw themselves as
cogsin-the wheel and hence resisted freapporting initiatives that they did
not see any direct value or shtgtmgains.

6 Fence sitters They were not any of the above types, but would not clarify their
own stance. The intent of this persona was always difficult to gauge; this is
because depending on the situation and who they were speaking to, they could
swing different ways at different times. They did not support or protest change
openly,butwould accepor resisttheinitiative dependingpntheimmediateeffect
theywould foresedor themselvegsaresultof anyactionfrom the programme.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

6.2 TheContextUnderConsideration 145

Giventhe various kinds of personas that were surfacing in the situation, it was
notthe questiornof thetwo kindsof rationality (Simon1976 discussecbove buta
variety of rationalities that needed to be applied to make sense of deuizkdng
and change management in Fer®xsTl. This was where my role in the situation
became more complex. As an enabler for CfH in FeR&IE, it was important for
me to bringabout a vision alignment within the system. Different members within
my core team (that had both clinical and managerial representations) had differences
in opinionssuchastheoned havehighlightedabove Theyhaddifferent expectations
from theirroles and they also had overlapped. | realised that | had to tharry
technologynarrativewith thesocialreality if we hadto collaborativefind a fruitful
wayforward.It will berelevanto noteherethatMumford (1995 developed a socio
technical methodology called ETHI@ZEffective Technical and Human
Implementatiorof ComputerbasedSystemsThekeyliesin gettingthe humanand
technicalbalanceight. A failure to do somayresultin failure of entireprojects,no
matter,howeveradvancedhetechnologyis. In thiscontext,Clarke(2001) noteghat
althoughthedevelopmenof informationsystemss functionallyatechnologicaand
networkingexercisethesystenmessentialljnastoworkwithinafi s ot r ame wor k 0 .
The inability to recognise this has led to a large number of high profile failures in
IT systems implementation, including cases like the failures of the systems of the
LondonAmbulanceServiceandtheLondonStockExchang System(Clarke2001).
Clarke 00)) notes:

TheLondonAmbulanceServicg LAS) computeraideddispatchsystenfailedon26 October
1992 itsfirst dayin operation Fromits inception thesystemhasbeerntreatedasatechnical
problem,to which aviable solutioncouldbefound.But LAS exhibitedsocialandpolitical

dimensionsvhichthetechnologybasedapproactprovedill -equippedo addresgp. 10).

As| grappledhroughthevariouspersonag anintenselycomplexsituationthat
was already festered with traditional differences, my interestovas

¢ Critically evaluate the substantive rationality and establish a common vision
Deployment of Soft Systeigthodology (SSM).
This | ed to an emergent opportunity fo
¢ Address procedural rationality by collaboratively coming up with a normative
approach for Healthcare IS
Deployment of Strategic Assumption Surfacing and Testing (SAST).

6.3 Critically Evaluatethe SubstantiveRationality
and Establish a CommonVision

| wantedto understandf therewasanin-principleagreementor aknowledgeman

agement solution within Ferens PCT between the clinicians and managers or not. |
needed to gy a collaborative methodology to lay the ground strong so that a way
forward could be defined. | wawnstaivk t o u
r at i oasihthend & pcdubdbeuncontestedOncethiswasestablished,
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articulatingthefi me awmosldbetheconsequenstep.l realisedthatissuesaround
definingknowledgeandrelateddifferencesetweerorganisationaimembersould
be best surfaced by bringing a wide variety of stakeholders of the system together
anddeliberatingontheissuesn atransparenandaccommodativenannerDifferent
people were venyikely to havedifferent viewpoints; and so was the case in Ferens
PCT when it came to the Cfstogramme.

To critically evaluatethe substantive rationality, | employed the Soft Systems
Methodology (SSM) (Checkland and Schal€®0 to delve into the system. SSM
is an inclusive methodology that offers an interactive platform to bring together
diverseworldviews.lIt follows alateralapproactio problemsolving.In IS projects,
SSMdoesotaddressechnicakequirementsr solutionsbutserveso addressssues
that may arise out of conflict of values and differing perspectives emanating out of
differing worldviews.Thepositionof thefi e x pigeratli@atedn the methodology
asall participantanreceiveanequalopportunityto sharetheir understandingnd
establishtheirindividualrationalities Thisenable@ninterventionto beapproached
from multiple standpoints where issues are not treated in isolation. This approach is
particularlyimportant in the context of IS where there is a tendency for sm
designergo approachtechnologypurely from a technicalstandpoint Effective IS
planning, however,requires a socibechnical approach considering the various
stakeholders that amevolvedand affected by it. As Gassoh904 says:

An informationsystemis notseerasacomputeisystemputasahumanactivity systemthe
combinatiorof purposefuhumanractivity whichmayor maynotbesupportedy computer

based technology. The idea of a system is based upon a holistic understanding of human
interactionsyherethewholeis greatetthanthe sumof its parts:by examiningthe separate
functionsof acomputerbasedccountingystempnecannoappreciaté¢hetasksgperformed

by all of the people in an accounting departmer2)p.

SSMenablegheappreciatiorof the humanactivity systemby shifting thefocus
fromthesystenperseto theactorsall of whodemonstratpurposefubctivities.The
facilitator needs to be able to bring out that purpose that is intended in all activities
and the worldviews thadrive the intent. SSM is aligned to interpretive systems
thinking.

In thesituationunderdiscussionl intendedhe SSMexerciseo exposevhatwas
perceived to be knowledge by the members, if healthcare |18weasonsidered as
a requirement, and what healthcare knowledge management actually entailed in the
ideal world according to agents in the system. It could alsolerstédkeholders
understand ona n o t hoints 6fsview onhow information and knowledge was
characterised, thereby minimising conflicting opinions. This would enable me to
analysehestructuraldynamicswithin which thedefinition of knowledgeemerges.

6.3.1 Soft Systems Methodology (SSM)hractise

SSM is a sevestage methodology facilitated by bringing together a diverse group
of peopleto shardssue®f concernsThefacilitatorleadgheparticipantshroughan

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

6.3 Critically Evaluate the Substantive Rationality &sthblishé 147

7. Action to improve the
problem situation

1. Situation
considered
problematical

6. Changes: systemically
desirable culturally feasible

S. Comparison of models and the
real world

2. Problem situation
expressed

[ Real world |

4. Conceptual models of the relevant
systems named in the root definitions

3. Root definitions of
relevant purposeful
activity systems

Fig. 6.1Seven stages of SSM

engaging process of deliberationahd scussi on shifting thei
wo r tothén s y s thiekmgabouttherealw o r bBndliacktothefi r evalr | d O .
The conventional SSM is represented in Bid.

Theideabehindtheseshiftsis to enablaheparticipantto understandgheproblem
situationrealisticallyandconsiderit systemicallyto creatementalmodelsthatease
theprocesdor deliberationandresolution. Creativityandinclusionrunthroughthe
process and in spirit to malgarticipants express themselves in a free and open
environment.

Tocritically evaluatehe procedural rationality and establish a common vision, |
facilitated an SSM bringing together 10 participants of Ferens PCT in a summer
afternoonin 2004.Thepartidpantswerel Clinical Programmévianager,l Clinical
Lead,1 Clinical SupportManager1 NursePractitioner1 InformationCoordinator,

3 CfH Project Managers, 1 Deputy Programme Mariadégw initiatives, and 1
Programme Manag@rNew initiatives.
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I will now present narrationof the sevenstepshelow. For specificdetailsabout
the NHSstructure, the reader may refer to Chap.

6.3.1.1 Situation ConsideredProblematical

Thefirst stepinvolvesagenerarecognitionaboutthe situationasconsideregrob-
lematical. This is in a way establishing clarity agteement on where we were
headedwithoutwhichtherewasnopointof workingtowardsaconvolutecendgoal.
This is an interactive steplowever,| adopted an unconventional approach of
conducting a questionnaire study with select stakeholders anddeadividual
interviews with select senior management team members of Ferens PCT using
the philosophy of Critical System Heuristics (CSH) (CSH is discussed in detail
in Chap.13). The questionnaire survey and intervidvedped menavea more
informed understanding of the situation-ground before | engaged in an inter
activeexerciseThepurposeof thequestionnairevasto elicit the perspectivef the
GeneraPracticegGP)regardingnformationsharinganddisseminationgiventhat
GPs were the first point of contact for patients.

My objective here was a clear articulation of the problem situation that centred
aroundtheinformationidentificationandrecording andtheway thiswashandled!
facilitateda brainstormingsessiorto enableparticipantdo articulatetheir problems
and why they thought the problems had arisen. The most pertinent issues could be
classified as théollowing:

6 What (?) informationThere was a confusion highlighteggarding what could
be defined as information. What could be very valuable to one group of people
might not berelevantto another group. Sometimes there was also an issue of the
collectionof too muchdataunderthe bannerf informationandwhich might not
be useful at all. Scepticism was also highlighted about why certain information
wasbeingcompiledin thefirst placeéd wasit for actualclinical careor wasit just
for administrativepurpose?

& Scope of informationtt was noted that there waensiderable duplication of
informationcollectioncausedy obviousoverlapsn thesystemandthecollection
of similardataoverandoveragainatdifferentpointsof time by differentpointsof
contactTherewasalackof understandingboutwhoinputtedthedatawhichleads
to alack of comprehensioaboutthe scopeof datausageAs far asthedefinition
of information was concerned, whereas the dividing line between primary and
secondary care data was very broad, the actual organisationuistrbetween
them in the NHS was very rigid. This led to confusion of data ownership and
access (from an administrative point of view andetloital).

6 Information support systemParticipants believed that there were-pxésting
informationsupporsystemdike IT systemandREAD codegastandardlinical
code) but there was a lack of consistency in the way these systems were used
throughout the departments. For instance, the READ codes were being used in
primary care but not isecondargare.
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& Managing information Often information wasvailable, but not accessible; or
people were just not aware that information was available. There was also a lack
of understandingf differingjargonshetweertheclinicalandnonclinical staffand
theserviceuserslt wasnotbeenseriouslyconsideredhatinformationwasto be
madeavailableto adiverseaudiencébasewith striking differencedetweerthem.
Patientonfidentialitywashighlightedin thecontexiof managindnformationand
it wasmentionedhatthenon-clinical staff werenotmotivatedto preservepatient
and organisational confidentiality. This led to considerable debate amongst the
participantghatwasamix of bothclinical andnon-clinical staff. Moreovermany
times, the clinical staff make assumptions that other clinicend norclinical
managersvereawareof informationcodeswhichwasnotnecessarilghecase.

6.3.1.2 Problem Situation Expressed

Oncethesituationconsideregroblematids articulatedthenextstepisto expresshe
same in a creative manner usingisual representation. Creativity releases tension
andfi b r iouttheghildine v e r yhateralllesisto expresourselvesn afree
flowingmannerT he t ool used here i s fAriomsbf pict
the situation from an individual perspective. These can be used to poeseatd s
independent perspective of the situation or the roles they play in their respective
statuses and the environment within which they work. Drawing rich pictures is an
informalexerciseandit givesanopportunityfor individualsto freely reflectontheir
positions problemsandtheir relationshipwith othersin the context.Thisis alsoan
opportunityfor participantdo depictconflict patternswithout necessarilgxposing
agrudge Richpicturesarevisualrepresentationsf avarietyof occurrenceffom a
variety ofworldviews.

| introduced the furandsubstance of the rich picture exercise and it was well
accepted in the group. Each participant wagswiflip charts to express themselves
and their perception of the situation with each one unleashing their creativity. |
highlight the rich picture drawn by the clinical lead in ¢

Considethesituationfrom thepergectiveof theclinical lead(highlightedin the
black box on the centre top in the rich picture) in Big. He clearly did not seem
to be in a comfortable place in his actual role as a cardiac surgeon. He héglenul
stakeholders relying on him for decisions; that included general practitioners,
managers and junior staff (both clinical and +atinical). The patient was seen to
be interacting with multiple touchpoints and had tlsin expectations that might
or not beclearly articulated for him. Often requests come from the general prac
titioner and the final clinical lead treating the patient at that stage of the treatment is
faced with a confusion of what he is supposed to do with the multiple requests
coming in. Tke question was therefore about who the specialist wat@mthey
weresupposedo takeanexpertdecision Managersvereseernwith theirownteams
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Fig. 6.2Rich picture drawn by clinical lead
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collecting information and imposing targets on the clinician. The manager was in
fact portrayed in aegativemanner with tongs in their hands ready to find faults
with the clinician. Identifying target breaches seemed to be a highlight for the role
of maragers as identified by the clinician. At the base, the technology system was
seen sitting that seemed to suffer fror
of f er i Keystakdholders $eented to be asking what was required for the
systemto evenfunction. And with anadequateystemathand,managersvereseen

to betakingdecisionghataffectedoudgetallocationandclinical performanceén the

NHS. The clinical lead believed that these matters were too serious to be left at the
handsof manageswho did nothaveadequaténformationto takethosedecisionsat

the firstplace.

Individual rich pictures had theawn story to tell. The divide between the elin
icians and noistlinicians were evident and common across all rich pictures. This
divide was wide, but not irreconcilable. A major common theme noticed in many of
the pictureswasthat severaltechnologysystemswerein existenceor werebeing
initiated at the same time in isolation. These systems did more harm than good as
multi-stakelolderengagementiasnotconsideredn the processThe systemavere
alsobeinginitiatedwithoutmuchthoughtgivento interoperability Theyweredriven
at the policyleveland were remote from the actualgroundrealities.

6.3.1.3 Root Definitions of Relevant Purposeful ActivitySystems

Root definition is a phrase of the pro
representati on 6CADMO&EMmddel that stamds foii thre dollotvihge

¢ Customers Thefinalfi b e n e f iofthesgstemingplsiai Consideratiosabout
whatproblemgheyfaceandhow their experiencen the systemcanbeeasedin
this case customersvould be patientsvho would bethefinal stakeholdergeing
served as a result of the CfH programme by putting in place a better roadmap in
the carepathwa. Therewould bewinnersandlosersthroughthe processandthis
needed to be considered as planners work alongaje

¢ Actors: The actual implemeats of the system who carry out the tasks required.
In this case, actors were the IT system implementers, clinicians and managers
who wereinvolvedin putting thenewsystem in place. Their thought process and
reaction had to be considered including défezes between themselves and
existing powedynamics.

¢ Transformation: Thisisthefi b | la @ %fawhatii h a p p B 8 Ehesgstemin
this contextthismeanthowtheinformationcollectedwasactuallyprocesseand
howthe knowledge created wastually engaged with to deliver to the final aim
of the programme. Both technie@nd humarcentred design perspectives were
important to understand the transformafioacess.

6 Weltanschauung The worldview that exists whilst putting the system liacp.
Weltanschauunfpads system designers to consider wider impact of the solution
designedhatcanextendo social,economi@ndregulatoryfactors.In thiscasejt
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wasabouthebeliefsandvalueghatplannersandactorgeliedonfor thedesigrand
implementation of the system, ahdw they would define the problem situation
at the firstplace.

& Owners: They hold control antiavea say on the existence or scrapping of the
systemlIn thiscasetheownershidied atthepolicy levelwith the Departmenbf
Health (the structure has been elaborated in GHaporesight and inclusion at
the ownershigevel could go a long way in putting in place a seamless system.

¢ Environment: This is the external envinonent that influences the system being
conceptualised and implemented. In this case, external factors includedtechno
logical developments that could or could not make the vision of CfH possible,
financialconsideratiorof useof tax-p a y enoneyffor anIT systenratherthan
pointof clinical care) andethicalconsiderationsf patientdataaccessyisageand
ownership, amongsithers.

A CATWOE analysis helps understanding stakeholder perspectives holistically
in awider context.This helpsconsideratiorof optionsandfacilitatesfruitful debate
towards creation of viable solutions. The root definitions shift the minds of partici
pantsinto thesystemswvorld asnow mentalmodelscomeinto play. Articulation and
seamlessness of thinking anegpected.

Considering th&CATWOE, participants articulated their root definitions. These
rootdefinitionsalsoconveyedherolethepersorconcerneglayedwithin thesystem
and their limitations in the system consideringekevanthuman activity system.
Invariablytherootdefinitionsof all participantsndicatedvorkingtowardsmproving
experienceandoutcomefor patientswithin theconstraintof time andresoures.

Here | highlight two particular root definitions in the interest of this discussion.
Below:

Provideinformationmanagemerdgupport,ncludingprovisionof routineandad hocinfor-

mation as required, to support the improvement of servicggt@nts and carers (clinical
participant).

To develop a communication system to enable dissemination and sharing of information
between all the key stakeholders in the geography in conjunction with the collaborative way
of working to improve healthcare rsé&ces, and provide a more consistent approach to
patients (norclinical participant).

Therootdefinitionsclearly expressethe overallsentimenthatparticipantsaw
the fundamental value of putting in place a streamlined healthcare IS to improve
patientoutcomeHoweverwhattheseootdefinitionslackedwasanability toidentify
challenges or environmental constraints for/to their role in the system. A further
analysis is provided ifiable6.2

Table6.2 depictshow critical elements were missed out in the root definitions
despiteseveraroundsof explanationsThis mademerealisethatdeployingSSMas
aninterventiormethodologydoesequireacertaindegreeof cognitive maturitywith
participantglueto thetechnicalitiesnvolvedin asteplike this.However| overcame
the challenge of missing information through the discussions that followed and the
way | as the facilitator led them to think abapbnsorships, limitations, feasibility
and articulation of actors for an ideal systeraxist.
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Table 6.2CATWOE analysis

Parameter Clinical root definition Nontclinical root definition

Customer Patients and carers Patients

Actors No mention Mention of key stakeholders;
detailing not provided

Transformation | Improvement of services Collaborative ways of working;
communication and dissemination

Worldview Leaning towards outcome Leaning towards process orientati

orientation (fipr/f(Adevelop a com
Owners No mention No mention
Environment No mention No mention

The CATWOE analysisalsodepictedtheworldview of cliniciansto beheavyon
outcome orientation and that of managers to be heavy on process orientation. This
differencein worldviewscouldalsohaveactedasatriggerfor conflicting priorities
betweerthetwo cohorts.In asystemaslargeasthe NHS, aspectaroundprocesses
and governance didaveto play an important role to establish consistency and
predictability in the cargourney.As a facilitator, | broke down the differences in
worldviewsin front of theteamthatalsohelpedthemunderstand¢dause®f common
tensiondetweerthedoctorsandmanagershatseemedrreconcilableputthosethat
are actually resolvable if an approach like this wadertaken.

6.3.1.4 ConceptualModelsof the RelevantSystemdNamedin the Root
Definitions

Whilst still beinginthefi s y s W @ misah@eptuamodelsareusedto depictwhat

the system fAidoesd when the root definit
2000. Conceptuamodeldringoutcaseandeffectrelationship®fthesystenbased
ontherootdefinition. Thisinvolvestheexpressiomf theminimumactivitiesrequired

to achievethepurposeof therootdefinition. A conceptuaimodelconsistof precise

verbs to reach this intention. Since the conceptual model is derived from the root
definition, both aresimilar. The conceptual models corresponding to the two root
definitions cited above are presented in Bi§.

The conceptual models further emphasised that despite differences and per
ceived powedynamics between the clinicians and fainicians, they essentially
believed in the same success imperatives of patient outcome enabled through a
streamlined information system.
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Fig. 6.3Conceptual models

6.3.1.5 Comparison of Models and ReaWorld

This stepbringstheparticipantackto therealworld wheretheconceptuamodels

are compared with the reaforld situation. Roles played by participating members
in the system are critically reflected upon. Differences are likely to surface, which
then need to be debated and discussed in thestagpet.

In this casethecompaisonof theconceptuaimodelswaswith whatwasactually
happening with the CfH implementatiowe charted out broad areas for discus
sion from the rich pictures, root definitions and conceptual models; these included
stakeholdeengagementgchnologysdution, systemintegrationandinteroperabi
ity, patient outcome, and cliniciamanager relationship. Sure, the CfH initiative
hadtremendougperceivedenefitshoweverjt hadbroughtaboutits ownchallenges
(explainedn furtherdetailin Chap.4). Theguestionnairsurveypreviouslyunder
taken strengthened the deliberations and brought in a pédgpective.

Outofthe27 GeneraPracticeshatexistedn Feren?CT,only 5 usedsomeform
of onlineevidencebasedlecisionsupportsystenthatwasavailableatthattime. 11
Practicesnaintainedanelectronicdatasebf patientavhich wasupdateceverytime
apatientvisited.Severabf theelectronicdatasesystemdor thedifferentPractices
werefoundto be different; this meanttherewasno integrationof the systemsit
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wasgenerallynotedthatabouthalf of the GPsandnursesverecompetenin theuse

of IT or were willing to undertake further professional training to improve their IT
skills. Clinicians and managers werefavourof creating online linkages between
primaryandsecondargareservicesTheyfavouredsystemshatwereintegratedcand
interoperabléo upholdinformationdisseminatiorbetweerdifferentcarepathways
across organisationabundaries.

The discussions also brought home the message that the IS being initiated at the
NHS had to be integrated and consistent. ifldévidual Trusts had a significant
roleto playin thisin termsof cascadindearningacrossoundariesandfacilitating
service improvement. Internal stakeholders were using different online systems in
aninconsistenmanner Significanteffort would needto bededicatedo bringabout
arealchangdan thesystemsupportedy proactivel T usageskills building amongst
clinicians.

Drivenby thephilosophyof CSH,| wasinspiredto understandhesituationin the
ii sd0 and t h dowewenowetemphasisnandeehnology can lead to the
lackof appreciatiorof humanintuition andopinion.Thesenterviewsunravelledhat
theCfH planningdid notpaymuchattentiorto involving theendusersandclinicians
in theprocessandthisledto the programmeaking shapeasprimarily atechnology
project rather than an information system project. On éneydnterviews, when |
asked a senior decision maker in the CfH programme about who the client of the
systems design was, they promptly replied that it was the people that specified the
design.However,it was actually the clinicians, administrators aratignt® end
user® who ought to be the clients. When | asked them what representation and
powertheaffectedstakeholde® thepatient® hadontheprogrammetheyreplied
thatin thenationalevel,patienthadrepresentatioandtheydid playarole;howe\er,
in the locallevel, although they ought to, it was not always possible (Chowdhury
2005. No wonder,when theRadio 4File On 4survey was conducted, only 7% of
the 500 GPs and hospitaéqguatcaloy scdredul t
further threequarters of doctors were not confident that the system would succeed
(Chowdhury2009.

6.3.1.6 Change$® Systemically Desirable and CulturallyFeasible

This stagenvolved participants in a dete about theiweltanschauungefworld-
view) to bring aboutanaccommodatiof perceptionsThis is the stagewheredif-
fering opinionsarediscusse@ndoptionsareconsideredbouthowbestdifferences
may be overcome and challengest.

In this casetherewasanoverallagreementhathealthcardS wasarequirement
andit would certainlyenablebetterpatientoutcomeslt wasquiteevidentthatthere
wasarequiremento establistacommoranguagevhichcouldbesharecandunder
stood by all clinical and nealinical staff. Moreover there was also a requirement
of anestablishegbrotocolof informationdisseminatiormndsharingby all Practices.
There was also a lack of communication between service providers (like doctors
and nurses) and decisiomakers (like finance and IT departments), which lead
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situationswvheretheformerwasnotmadeawareof why someactionsweretakenby
thelatter. Therewasa clearagreementhata collaborativeapproacho healthcaréS
wasnecessanpbiscussioron thedifferencein worldviewsasemergentn the CAT-

WOE analysis enabled this process of agreement to proceed with less differences as
thismadethecliniciansandmanagersinderstandhatbothcohortshadthesame end

goal in mind, but the thought processes leading to this end was different; this was
mainlybecauseftherequirementsf therolethatwasin turnavirtue of what would

benefit the larger system in the lomnagp.

We agreed on the common vision for a collaborative approach to healthcare 1S
that would support both clinicians and ralinicians alike to work seamlessly in a
knowledge environment for better patient outcomes.

Now thattheproblemsituationwasresolvedatthelevelof substantiveationality,
thequestiorfor mewashowto createaninclusivehealthcarédS addressingheissue
ataproceduraftationalitylevel. Aswediscusse@bove proceduratationalitycomes
into play whenthereis fundamentahgreemenbnthefi e ngoabbutthequestions
about Ahowo tgml. reach that end

6.3.1.7 Action to Improve the Problem Situation

This is the final implementation stage where the derived plans are put to action.

This is where | realised that learning from this exercise need to be leveraged
towards a system design as desired by stakeholders. | presented the findings from
the SSM to the top management of Ferens PCT and garnered support to work with
a core team to develop a normative approach for healthcare IS.

In an idealtypical model, this stage woulthve involvedproject management
principlestoimplementhedesirecchargeswith cleararticulationof roles timelines
andresponsibilitiesandregularreviewandfeedbackA cleargovernancetructure
brings this step to life with seamledalivery.

6.3.2 Reflection on theSSM

The stepwise deploymenbf the methodologyasarticulatedaboveis referredto as
Mode-1 SSM.Mode-1 SSMisaplannedandstructuredieploymenbfthemethodol
ogyleveragingspecifictoolsthatwerearticulatedn theoriginalwork of Checkland
(1981). The advantage of using SSM in the context of IS has been well covered by
ChecklancandHolwell (1998 wheretheytalk aboutthef i-d d f | amdficadmb-i g u

ouso nature of | S owi ng enainlydpmoadhed@as t he
technology projects and second, there is considerable confusion of what needs to be
defined as fdAdatao, Ainformationo and @

overcomeaf ahumancentreddesignapproachs takenwhereagentsareconsidered
as human activity systems and wheveryindividual enters the context with their
ownmeaningsandinterpretationsSSMoffersaplatformwheresuchmeaningsand
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interpretationganbe surfacedy facilitating a structureddiscussiortaking partici-
pantsfromthefi r eva Ir tothéf s y s v @ mindiliacktothefi r eva Ir I 0 .
is a networkof systemghatconsistof both closedandopensystemsWhilst closed
systems exist in the form of technology solutions that answers a prstileation

at thelevel of procedural rationality, open systems are where human activity sys
temscomeinto playin interactionwith theclosedsystemshatneedto beaddressed

at thelevel of substantive rationality; this is where affiliations, interptieins and
meanings arattached.

6.3.2.1 Contribution of the SSM in the Situation UnderConsideration

The SSM revealed a number of challenges and opportunity areas for healthcare IS.
At avery fundamentalevel, it establisheé commonunderstandindor the needof

a healthcare knowledge management system that would enhance patient outcome.
It helped surface basic issues that needed to be addressed to better the relationship
betweertliniciansandnon-cliniciansin theNHSthatcouldeag theimplementation

of initiatives within thesystem.

Rich pictures offered a facilitative mechanism to expose situations where chal
lenges/conflict/problems were present. The conflict between the direct service
providers and the decisianaking bodies ame to the forefront at this stage. This
was a covert conflict within the organisation. This SSM offered them an excellent
opportunityto discusopenlythegapsin communicatiorbetweerdoctorsandmarn
agers (and GPs and specialists), which placedparty in a difficult position due
to thelack of comprehensivenesdboutwhatthe otherparty meantor wanted.This
couldhavealsoledto conflicting demandgrom differentpartiesto onepersonwho
couldhaveacted as the informatiaoordinator.

Therewas also no clear understanding among the specialists about what was
exactlyhappeningn theinformationmanagemeréevelwithin theGeneraPractices.
Thisledto adifferencein expectationgrom oneto theotherwithin the professional
community It alsoemergedhattherewasa differenceof opinionaboutwhatinfor-
mationshouldbekeptconfidentialbetweerthedoctorsandthelT professionaléand
managers), when the |l atter may at ti mes
regarding such informatioisimilarly, there was the possibility of conflict between
nursesandmanagersandbetweerthenationalandlocalstrategiesTheoverarching
objective of everyone, working within the organisation, was to ensure that patients
received qualityservice.

TheCATWOEanalysisvasanimportantelemenfor usto understandhowworld-
viewsplayedanimportantelemenioftenunknowingly)in shapingourperspectives
andactionsInability to appreciat¢hisaspectnayleadto irreconcilableconflictand
differences.

A strongchallengevasposedoy theavailability of aninfinite pool of information
itself. One rich picture indicated that infoation was available, but what was not
available is the information about what to do with the informationhamdo make
improvementn p e o plives Wwith the information. Relatedto this wasthe
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issuethatof informationmanagemergfficiencyovereffectivenessThis meantthat
informationcouldhavebeerrightly collected butwasthistherightinformation® in
reality, if informationis not effective,it is notinformationatall. It is justdata.Data
has to be both effective and efficient to make it informatMareover,there was
alsoadoubt regardingthe consistencyf measuremenndicesacrossorganisations
and also nationakquirements.

It was also commented during these discussions that the persamverkawall
strategies and projects could be in doubt themselvesBbodt wdh® 2?0 and i wl
has responsibility?o0. Thi s clearly ar i
communicatiofbetweerprojectmanagersnddifferentserviceorganisationsyhich
were oversaebythem.

Finally, theexerciseofferedaplatformto participantgrom bothclinicalandman
ageriabackground$o cometogetherndarriveataconsensusnwheretheyneeded
togofromwheretheywere. Tensionsveresurfacedanddespitearticulationof sensi
tive andconflictingissuestherewereno personatlisagreement§.hemethodology
facilitated a professional and open discussion towards arriving at an agreed vision
for healthcare IS at FereRET.

6.3.2.2 Weaknessesf the SSM

SSM has attracted itsvn share of criticism in the literature (Thomas and Lockett
1979 Jacksor200Q HoughtonandLedington2002 Kimble 2008). | will nowtalk
aboutsomeof thelimitations| canobserven theexercisd narratedcabove.

It is true that this exercise brought together two differing fracliotigicians
andmanager8 butit still cannotbeconsideed aninclusiveone.lt did notbringin
patientrepresentatioasacritical stakeholdecohortherewherethekeyobjectiveof
all the effort was patient outcome. The SSM undertaken here cannot be considered
a representative exercise, butnanagemendriven one. Clinicians and managers
werestill atthehelmof affairsatthe NHS andkey decisiongestedwith them.

The SSM was also primarily consensis i ven wi th the belief
w o r Hetib&rationsvould invariablyleadusto arrive at establishinga substantive
rationality of the situation. The root definitions and conceptual models led the par
ticipants in onesided direction of establishing the need for technology enablement
in the system. Discussions from the questionnsiirgey and individual interview
outcomegonformedo thisneedandreinforcedthedanger®f alack of consistency
in thesystemTherewaslittle roomfor aradicallyalternatepoint of view to emerge
as a prevalent narrative in suchitaation.

This mayleadto theargumenthatalthoughSSMis considere@saninterpretive
systems approach, it could end up being used ayewasho generate consensus
for an already existing dominant voie&n interpretive approach to furthefumc-
tionalistagendaWith this perspectiveinclusivenessparticipationandengagement
may seem merely for representational purpose without actual meaning attached to
it.
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Severabtepsn the SSMrequiretheability to graspconceptsandbearticulateto
be able to add value in the process. If not, the exercise may fall shioet ddsired
intentof certainstepsTakefor instanceootdefinitionsandconceptuanodelsThese
tools require a certailevel of maturity in the ability to understand what is required
andthecapabilityof soundarticulation.Despitehavinga professbnalparticipation,
the team still struggled articulating their root definitions and conceptual models in
this exercise. It required constant support from me as the facilitator. Despite this,
therootdefinitionslackedcompletenesaswe sawearlierin thisdiscussionHence,
SSMpresumeshatparticipantswill beliterate,articulateandhavecertaindegreeof
cognitivematurity. Again, rich pictures, if not moderated well, can become messy
and difficult to interpret. Often it is only the facilitator wis directlyinvolvedin
the exercise is able to interpret what is beirayvn.

Coupledwith theabovecriticismthereis alsotheargumenthatit is only assumed
that everyone who participates in an SSM will express their opinions and feelings
openly. In reality, the social world is beset with asymmetry of power and often
differenceof corevalueghatpeoplanayfindimpossibléo overcomerevensurface,
for thatmatter.The methodology overlooks obvious power dynamics between the
participants and takes discussions and visual representations for granted as actual
depictions ob n evé@lues andntent.

The next part of this chapter descrildesw, after establishing the substantive
rationalityfor healthcardS, | movedto creatinganormativeapproacHhor healthcare
IS in my endeavour to establish a procedural rationality isytstem.

6.4 Address Procedual Rationality by Collaboratively
Coming up with a Normative Approach for Healthcare
IS

Here, | will talk abouthow | leveraged a systems methodology called Strategic
AssumptionSurfacingandTesting(SAST)to addresproceduratationality by col-
laborativelybuildinganormativeapproachohealthcaréS. Thisapplicatiorof SAST
in the NHS settingalsohighlighteddeeppolitico-culturalconcernsn theorganisa
tionalsettingandit helpedowardsheconceptiorof aninclusiveapproacHor health
informaticsdesigranddeploymentSASTwaschoserasapreferrednethodologyn
this contextasit facilitatesdecisioamakingwhentherearetwo groupswith distinct
viewpoints.In this casethesewerethe managemenlted approachandtheclinician-
led approach in healthcare |IS. Critical perspectives on the methodologyégelf
alsobeerconsidereéndtheassumptionfosteredowardsarrivingattheconclusions
havebeen highlighted in thdiscussion.
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6.4.1 Strategic Assumption Surfacing an@lesting(SAST)

SASTis amethodologythatwasdevelopedy MasonandMitroff (1981 to enable
managerso dealwith complexsituationsn organisationdMlasonandMitroff prefer
to callcomplexproblemsituationsi wi cpkreodb |whearessuesaremultidimen
sional,interconnecte@nduncertain Wicked problemshatarisein thesesituations
havesocial,political andorganisationatamifications Theirunderstandingvasgov-

erned by the idea that Ai -strudtuang kssumasg

Over

Wi C

greater importance than problesolving usingco vent i on al techni qu

2003 p. 137).Thisleadsto theunderstandinghatunlesgheformulationandstruc
turingof problemsareaddressedffectivelyin thebeginningwe mayenduptackling
thewrongproblems SASTisthereforedesignedo formulateandexplicateassump
tions that people harbour arganisations.

SAST was greatly informed by the following ideas of Rosenh&887, as
described by JacksoA{03):

& A satisficing rather than optimising rationale,

& An acceptance of conflict over goals,

¢ Different objectives measured in their own terms,

& The employment of transparent methods that clarify conflictfacititate
negotiation,

& The use of analysis to support judgement with no aspiration to replace it,

¢ The treatment of human elements as active subjects,

& Problem formulation on the basis of a bottamprocess,

¢ Decisiontakenasfar downthehierarchyasthereis expertiseo resolvethemand

¢ The acceptance of uncertainty as an inherent characteristic of the future and a

consequent emphasis on keeping options opei8§).

Influencedby thephilosophyof Churchmar{1968, MasonandMitroff embarked

on a systems project that would accept the existence of a variety of worldviews, or
weltanschauungeras an unavoidable prospect and embrace divergent subjectivity

as a strength. Further, alorldviews are restrictive and a holistic perspective can

only beachievedy synthesiof avariety of worldviews.A systemsnindsetwould

encourage one to question and formulate e 6 sassonmptions and worldviews,

andcritically debatehe samewith opposingassumptionandworldviews(Church

man 1968 Mason and Mitroff1981). Borrowing from Hegel, SAST is driven by

the understanding that in any organisation there would be a dominahisetd

viewsd thesis an opposing set of worldviedsantithesis and there is always a

possibility for the opposing worldviews to enter a state of constructive debate, and

arrive at a highelevel of understanding synthesigJacksor2003. This is, how

ever,an iterative process, anket synthesis would alwaygve rise to opposing set

of beliefs.Whatwasimportantfor MasonandMitroff is thatworldviewsandbeliefs
arederivedfrom deeprootedassumptionghatpeopleholdin theirminds.Manage
mentdecisionsarein turn dependenbntheseassumptiongsndbeliefs.However,an
effectiveorganisations onethatis ableto formulatetheseassumptionandcounter
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assumptions amongst its members and lbamit canbehavdlifferently from the
knowledge that emerges. As Jackson notes:

An organisation only really begins to learn when its most cherished assumptions are chal
lengedby counterassumptionsAssumptionsinderpinningexistingpoliciesandprocedures

should therefore be unearthed and alternatives put forward based on counter assumptions
(p.141).

Constructive criticism anthvestigativedebate are central to thbave philose
phy.Thi s philosophy is essenti al for Awic
wherenotonly thereareavarietyof opposingassumptionandbeliefsbutalsoaten
dencyto subjugatehe assumptionsf theweak.SAST hasthereforebeendesigned
to be participative, adversarial, integrative and managerial mind supporting (Jack
son 2003. Decisionmaking process ought favolve different stakeholders with
differentassumptionanddifferentideasabouthow problemsshouldbe addressed.
Hence, the situation should be adversarial, apart from being participative. Further,
thereoughtto bethe opportunityto bring togetherivergentviewsto a higherlevel
of integrativeunderstanding from which decisignakers can gain deeper insights
into wickedproblemsHence thismethodologyhasthepotentialto makearealcon
tributionto thepracticalandoperationalevels.SASTfollows four stagegdiscussed
in detailin thenext section) groupformation,assumptiorsurfacingdialecticdebate
andsynthesis.

| facilitated a SAST exercise with select representation from Ferens PCT area
following the SSM. The purpose was to examine if the dominant and opposing
viewpointsinthecontexif1SintheNHScouldbebroughtogethein synthesisThis
wasintendedo inform thedesignof aroutemapfor IS in thecontextof UK public
sector health care. This exercise was supported and funded by the NHS North and
EastYorkshireandNorthernLincolnshireNetworkof CardiadCare(NEYNLMCN).

| will now provideanarrativeof theexercisggoingthroughthefour stagesf the

methodology.

6.4.1.1 Group Formation

This is the first stage where participants are divided into two distinct groups. The
ef fort shoul contementeof fpnearxsipneicst@008evithin ( J a ¢
each group and Amaxi mi sletwanthe goupe Thee of
resultis two groupsof opposingviewpointswith eachgroupconsistingof relatively
like-mindedpeople.

Therewereeightparticipantsn theexerciseoneconsultantlinician,onegeneral
practicemanagertwo nursespneinformationsupportfficer, oneclericalstaff,one
serviceamprovemenfacilitatorandoneservicemprovementnanagerTheconflict-
ing idea that was prevalent in the group was the design and deployment strategy of
CfH andhowanewhealthinformaticsstrategycouldbeconceivedandimplemented.
Certainparticipantdelievedthatthe prevalentop-downapproactio thethenNHS
IS strategy was working and making progress. This was the dominant perspective
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overtly cherishedy theNHS managemeni heybelievedthattheasis CfH system
could be used for improvement in patientcara d f or t he moni tori
performance. They were of the opinion that there had been considerable eonsulta
tion with frontline serviceprovidersheforeCfH wasimplementedThisrepresented
the viewpoint of the managemeet approach to healihformatics. At the same
time, therewereotherparticipantavho believedthattherehadnotbeenappropriate
consultatiorbeforeCfH wasimplementedThis wasthe opposingviewpoint. They
believedthatthe NHS waswastingits resourcesn deliveringfunctionsthatarenot
requiredby patientsandthepublic. Theywereof theopinionthatCfH wasin away
imposeduponthemby themanagementhisrepresentetheclinician-ledapproach
tohealthcarénformationsystemsTheyadvocatedhatsystenspecificatioranddef
inition ought to come from frontline service providers like the clinicians, and that
administrativestaff shouldalsohaveasayin thesystemastheirrole would radically
change with the deployment of thewsystems.

Considering the overt difference of opinion between the participants, they were
divided into the following two groups, based on the approach they favoured:
Group1 (managemenred approach):

& General Practicklanager,
¢ Service Improvemerfacilitatorand
¢ Service Improvemeritlanager.

Group2 (clinicianledapproach):

¢ Consultantlinician,

6 Nursel,

6 Nurse2,

¢ Clerical member of statind
¢ Information supporofficer.

The result was two groups where difference of opinion was maxirbistgceen
thegroups However asthefollowing stagewill show,thismethodologyacilitated
the opposing groups to structure assumptions, many of which were quite similar
instead of beingpposing.

6.4.1.2 Assumption Surfacing

Thisis thesecondstagewheretheaim s to formulateandexpreskey assumptions
thatmembersn thegroupsharbour As Jacksor{2003 notesthis shouldbedonein
afisuppenvi v e whaethemithshouldbeasii i ma g iandarea ivvee 0
aspossible.

Thisstageanaybefacilitatedwith threemethodsstakeholdeanalysisassumption
specification and assumption rating. Groups can be asked to conduct a stakeholder
analysis to identify who they think threlevantstakeholders in a pactilar project
are, in terms of who the affected parties would be as a result of the implementation
of a particularproject. Groupsmay thenbe askedto specifytheir assumptiongor
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eachof theirstakeholdersThesespecificationshouldberelatedo howthesewvould
influencethe succes®f the projectunderconsiderationGroupsmaythenbeasked
to ratetheir assumptioné achartratingthemagainstwo criteria:importanceand
certainty A spokespersofiom eachgroupthenhasto makeapresentatiomboutthe
assumptions.

To facilitate this stage boththe groupswereaskedo statewho theythoughtthe
stakeholdersverein theimplementatiorof IS in theNHS. Thegroupsbrainstormed
their views in different rooms and agreed to a list of stakeholders. Following were
theresults:
Group1 (stakeholders)

¢ Clinical professionals,

¢ Finance department &fHS,

¢ Generabpublic,

¢ Department of Health (DoHGovernment),
¢ Healthcare ITLeads,

¢ IT Industry,

¢ Managers,

¢ Media,

¢ Patientsand

¢ RegionalandlocalNHS organisations.

Group2 (stakeholders)

& Administrativestaff,

¢ Clinicians,

¢ Generabpublic,

¢ Department of Health (DoHGovernment),

¢ Treasury(Government),

¢ Industry (Pharmaceutical and medical equipncempanies),
& NHS Management,

¢ Patients,

¢ Privatehealthcaregproviders,

¢ SupplierqIT servicesncludingsoftwareandhardwareandtelecommunications),
& Support staff (e.g. IT stafgnd

¢ Universities (Research amgidemiology),

The groups were then taken forward to the method of assumption specification,
wheretheyhadto statevhattheirassumptionsere. Theseassumptionaerethought
to affect the success of NHS IS strategies, with specific consideration to CfH. The
responses were &slows:

Group-1(assumptions)

1. IT industry has vested interest in persayeihs.

2. The malia wants to portray aegativedmage and always wants to highlight
problems.

3. The media should be more positively engage€ by
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The general publibavea onesidedview, as portrayed by theedia.

The general public has a lack of confidenc€fH.

The IT industry has a conflict afterest.

The general public has a lack of underdtag of the aims dEfH.

The general public believes that money should rather be spent on healthcare

and on professionals, than Gn

9. The government expects too much too soon from a complioadpstt.

10. Thegovernmenhasanunrealistictime framefor deliveryof theproject.

11. Thegovernments politically drivenanddoesthingsthatarelocally irrelevant.

12. The healthcare sector has a lack of expertise and lacks adequate IT staff to
deliver theproject.

13. The finance department underestimatesburces needed for the national and
local delivery of theproject.

14. Clinicians believe that thelyavenot beerconsulted.

15. Clinicianshavean unrealistic expectation pérticipation.

16. Clinicianshavea fear of their ITskills.

17. Patients are mostly not intssted in gettingnvolved.

18. There is lack of training capacity to ensure skillsdelivery.

© NoaA

Group2 (assumptions)

CfH will go overcost. It is a whitelephant.
Administrative staff will be resistant tthange.
Administrative staff has no time to work with thewsystems.
Clinicians are not computéterate.
Clinicians are time limited to work with theewsystems.
Patients are not computiterate.
Clinicians are conservative to accepainge.
Thegovernment is control freak. It wants to control professionals with the
information fromCfH.
9. Clinicians are sceptical about succes€i.
10. Patients want locdteatment.
11. Privatehealthcare services are only interesteprofit.
12. Clinicians are scepticalbout patient confidentiality in theewsystem.
13. NHS managers needimbers.
14. Suppliers see CfH as an opportunity foofit.
15. Administrative staff will find it difficult to use theewsystem.
16. The treasury wants to keep costs uratsrtrol.
17. Patients lacknowledge about thgystem.
18. The government wants to impose solutions altithe.
19. Universities need to do more research on informatioritarting.
20. Privatehealthcare services are always after more Midgk.
21. Thegovernmentill blamesomeonelsewhenthe systemdoesnotwork.

NGO~ WN R

The groups then rated their assumptions in a chart against the axes of certainty
and importance. A spokesperson from each group then presented their stakeholders,
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Fig. 6.4Chart ® assump -
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assumptions and ratings to the other group. At this stage, it was interesting to note
that although both the groups were supposed toppesing in their viewpoints,
thereweremanyissuesvhich werecommonto boththe groups.In additionto this,
therewerefew elementsvhich boththegroupsseemedo supportastheroot cause
of many of the challenges faced by CfH. Thilaborated in more detail in the
discussion below focusing on the presentation by gamip.

Figure6.4represents the groupassumptions.

Group1, which favoureda managemenlied approachn healthcarenformation
systemsbelievedthatthe IT industryhadavestednterestin theimplementatiorof
CfH. Thegroup,howeverfelt thatthiswasafi g r & s s u m ntheirpantandthey
were not certain about it. The group felt that the media had a big role in portraying
the CfHnegatively.The media always highlighted problems rather than adopting a
balancegosition.Thisledtoincreasingscepticisnof theprojectamongstlinicians
andthegenerapublic.It wastheview of group-1 thatthemediashouldbefi po s i t i v e |
e n g a gy€iH andthewiderNHSasit wasaf v & rmyp o r stakehotdéfor the
long-termsuccessf theproject. Thiswasbecauséhemediashapepublic opinion.
They also assumed that the general public had ssided view about what CfH
was, influenced purely on what they heard in the media. The public also suffered
from a general lack of understanding about the aims and objectives of CfH. The
publicwould ratherbeinterestedo seemoneybeingspenton healthcargerseand
healthcare professionals rather than support systems like healfcare
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Group1 thought that the government was to blame for making the project too
complicated. This was because the government wanted too much sophistication in
too little time. Therefore, the governn
delivery of theproject.Moreover, it was the view of the group that the project was
politically driven rather than being locallyelevantto patients and clinicians.
Membersof group-1 alsofelt thattherewasalack of expertisan IT skills in health
care to realistically deliver the project. They felt that the finance for delivery of the
project was also being underestimatddweverthey were not certain about this as
they thought this couldhave been the result of media reporting, and theay
viewers, including the group itself, were picking up message$rom the media.
Regardinglinical consultationthisgroupfelt thatevenit couldhavebeenmisledby
theDoH with theideathatappropriateeonsultatiorhadtakenplace.Thisgroupwas
not sure whether or not clinicians were consulted appropriately. At the same time,
they also felt that clinicians had an unrealistic expectation about what participation
and consultation were supposed to mean, as consultatiorevétfy clinician is
unreaistic. Fear of IT and skills deficit amongst clinicians was also featured as
assumptions that came in the way of the success of CfH. Related to this, the group
alsofeaturedthattherewasageneralack of appropriatdT trainingacrossall levels
in theNHS.

Figure6.5represents group assumptions.

Group2 favoured a cliniciathed approach to health informatics. Members of
this group were certain that in spite of phenomenal investments in CfH, it was not
yieldinganyof theanticipatedenefits Howeveratthesameime, theyalsobelieved
thatadministrativestaff, patientsandcliniciansmight notbe sufficiently IT literate
to work with thenew system. This could aldeaveled to resistance to the change
processgreatingmorechallengegor theproject. Theybelievedthatpatientdacked
appropriate knowledge about the system, and there was no appropriate initiative
made to educate the public about tieevsystem. The group highlighted that there
was no ealistic planning for training and development of clingtaff.

Group2 was also critical of some of the objectives of CfH. For instance, one of
the hallmarks of CfH was patient choice, but the group was confident that patients
wantedlocaltreatmentThis underminedneof themostimportantfeaturesof CfH
itself. Members of this group also hgthveconcerns about patient confidentiality
in the newsystem. They believed that thewsystem had been deployed without
muchconsideratiomf security of accesso patientdetails whichhadputconfidential
patient information atisk.

This group also assumed that clinicians were conservative of change and not
receptiveto thenewl!S. Thiswascreatinggravechallengedor the successfuimple-
mentationof CfH. It wastheview of this groupthatin spiteof knowingaboutthese
challenges, the DoH did not take any specific measures to address them. The DoH
ratherproceededvith its own planof deployinga systemhatwould enabé itself to
havemore controbverthe clinicians and managemgmocesses.
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The above insights interestingly shifted the blame from Niw®iagers to the
governmenttself. This broughtgroup2 closerwith group-1 in someof their view-
points. The unintended consequence of these insights was that the groups already
started to sympathise wiotganiseiench ot her s 6

6.4.1.3 DialecticDebate

Thisis thethird stagewhereboththegroupsareaskedo debateheassumptionand
viewpointsof eachother.Whilst facilitating this stage consideratiorshouldbe paid
to the following points (Jacks®003:

¢ How are the assumptions of the group different?

6 Whichstakeholderfeaturemoststronglyin giving riseto thesignificantassump
tions made by eadjroup?

& Do groups rate assumptiodgferently?

& What assumptions of other groups does each group find the most troubling with
respect to its own proposals (p. 144)?

After a certain period of time for which the debate has proceeded, groups can be
offered an opportunity to modify its assnpt i ons . This is cal
modi f i dHewever@stide.following narration of this particular exercise will
show, participants from both the groups were already beginning to see common
groundsevenbefore the following stage of anticipateahsensus.
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Group1,thatrepresentethemanagemenledapproachtio healthcaréinformation
systems, was of the opinion that much of the resistance to CfH from clinicians was
a generation issue. Members of this group felt that there was no problem with the
younger clinicians accepting timewsystems and they are more adept in u$ing
Therefore, they felt that probably the problem would solve itsedftime when the
younger generation of clinicians would replace the older generation. This was,
howevertakenwith muchcontemptby group2, who advocatedhatthemainissue
with CfH wasits lack of consultationThiswasimmediatelyrefutedby group-1 who
was of the opinion that clinicians haéverrecognised their initiatives in helping
them with servicémprovement.

As the debate progressdtie groups also began to see some common grounds.
For instance, one of tHeey members of groufl expressed scepticism of the DoH
actually carrying out robust consultation with clinicians and patients about its IS
strategies. They thought that they thetaes mighthavebeen misguided by the
DoH. In this regard, grouf added that no one had actuaiyerapproached them
andaskedwhattheyreally wanted.Theyfelt thatmanagementould alwaysmake
decisionsaboutNHSreorganisatior implementatiorof newstrategiesn complete
isolationfrom clinicians.ldentifying themselvesloserto group-2, group 1 felt that
therewasalwaystalksof apatientled NHS, butthe NHS neveraskedpatientdefore
it formulatedts policies.Mostof theconsultatiorprocessem theNHSwereactually
Ainformation givingod sessions, rather t
and the public were just informed about what the NHS was going to implement.
When policies fail, management would trydamacktrack the consultation process
with patients and the public. This insight from grdugmmediately reflected a
disparity between the NHS management and the government, represented by the
DoH. This disparity was more pertinent in discussions surragnttie Choose
andBookfeatureof CfH, which offeredchoiceof five treatmensitesfor patientdan
England Group1felt thatthiswasthefi morsitd i cfeatueask®thpatientsand
clinicianspreferredocaltreatmentThisview wasimmediatelyacceptedy group
2. However,the managers felt that they had to work towards supporting Choose
andBook as fAthey had to deliver what the
so would probably see their funding withdrawn. Hence, gibuyas surfacing
frustrationwith theirownpositionin thesensehattheywereimplementingastrategy,
some of its features they themselves didsogiport.

Both groupsl and-2 expressed concern about the performance optiliate
companies that were ctvacted to deploy CfH. It was highlighted that there was
considerabléelayin thedeploymenbf specificfeatureof CfH andthatsomeof the
featureghathadbeendeployedwverenotfunctioningasexpectedr notfunctioning
atall. At thisstageijt couldbeeasyto blamethecontracteadompaniegor thefiasco.
However the participantsuggestethattherewasalack of realismthatexistednot
only in thesideof theNHS butalsoin thesideof thesuppliersegardingwvhatcould
be delivered and in what timescale the same could be delivei@dever,at this
stagegroup1 wasagainradicalto questionwhetherthecontracteccompaniesvere
failing to deliver due to their incompetence, or because the NHS did not clarify its
specificatonsin thefirst place.Onememberof group 1 said:fi Iwkc a redl them
exactly what we want and stick to it, they are bound twgoo n g o .
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Fig. 6.6Chart 3 changed -
assumption rating by grotfp Most Certair

Least Most
Important Important

Least Certail

However jt wasstatedby boththegroupsthatp e o pekpediatonanddemands
also changed from time to time and that change is unavoidable. There was some
agreemeratthisstageahatlS shouldhavebuilt-in flexibility sothatit canbeadaptive
to changingrequirementsGroup-1 believedthatthis couldbepossibleonly through
true Apartnership workingodo between man:
from thebeginning Partnershipvorkingis aboutinvolvemeniof key stakeholders
the whole pocess of design and deployment of strategies. Certain comments from
group-1indicatedthatNHS managemeritself wasoperatingunderthe pressuresf
DoH. This issue becomes more explicit in the discussionfotlmated.

After alapseof time,thegroupswereaskedf theywouldlike to changeatingsof
anyoftheirassumptionertheassumptionthemselvesParticipantseturnedo their
own groups and spent some time discussing their assumptions were informed
and influenced after the debatedadiscussion. Both the groups decided to change
howthey rated certain assumptioingtially. Figures6.6 and6.7 present the charts
with revised assumption ratings by grelandgroup2,respectively.

The groups then discussed their assumptions again and started to comwsider
the unwelcomesituationin healthinformaticsin the NHS couldbe addressedrhis
ledto aninteresto envisageanormativeapproachor healthinformaticsthatwould
beableto involve stakeholder partnershipwith theelemenbf learningbuilt into
themodelsothatsystentlexibility andchanges notseenasachallengeputasan
opportunity for the system t@volve.Working towards thisapproach was the final
stage of thigxercise.
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Fig. 6.7Chart 4 changed -
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6.4.1.4 Synthesis

This is the final stage of SAST where the previous stages are expected to lead to a
synthesi®f views.Thisis theresultof modificationof assumptionsjegotiatiorand
accommodationf viewpoints.Synthesiss expectedo resultin areformedstrategy

for the organisation to adogtiowever,if the groups fail tcarriveat a synthesis of
views, the problematic assumptions and conflicting viewpoints should be taken up
for further research arzbnsideration.

In the exerciseunderconsiderationthefinal stagewasconcentrate@dn boththe
groups working towards overcoming their differenced anvisaging a normative
approacHor healthcaréS. Thisstagefacilitatedthegroupsto becritical of theirown
boundariemndperspectivedt impliedthegroupsii s w e ei pnittevigwpointsof
the opposing group and conceive a more incluaperoach towards healthcare IS.

All insightsin thediscussioro follow havebeentheresultof a synthesiof ideasof
boththegroups,andrepresenainapproactconceiveddy theparticipantssupported
by thefacilitator.

Thegroupscollaborativelyidentifiedandagreednthefollowing iterativestages
asanormativeapproachowardsbhuildingahealthinformaticssystenthatis relevant
to theircontext.

& NeedsassessmeniTheconceptiorof ideasor newlS emergesnly fromtheneed
of suchideasto improvethe operationakituation.In the healthcaresectorneeds
may be realised at thevelof healthcare service delivery for the improvement of
serviceandenhanceffectivenesin caredelivery.If systemareintroduced
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Fig. 6.8Stakeholder map

without any need, these can be a dangerous talrganisational resources and
efforts.Onceneedsrerealisedtheyhaveto beassessetb sedf thereis actuallya
requiremento introducenew!S or canthoseneeddemetwith existingfacilities.
Once needs are assessed and there is an agreemaeitlats a requirement,
shouldserviceprovidersandmanagemertonceiveof the newtechnologylf new
systems are introduced without any need, they may come as a manabgiment
initiative to caterto managementeedsThis canleadto memberof anorganisa
tion feeling imposed bypewsystems and not being committed to what has been
introduced. Therefore, the conception of argw system is the realisation and
assessment of needs tmgembers of therganisation.

¢ Stakeholderanalysis Oncemanagemeris convincedhatthereis aneedfor the
introductionof newl|S, thereshouldbeanunderstandingf who thestakeholders
are in thenew project. A thorough stakeholdanalysis should be initiated to
identify all thosepeoplewhowould beinvolvedin theprojector would beaffected
by it. Therefore, it goes beyond just the people who would use the system. A set
of primaryandsecondangtakeholdersverecomplied.Thislist wasby no means
meantto be exhaustiveFor ahealthinformaticsprojectin theNHS, stakeholders
were indicated as presented in F@.

Stakeholdersverecategorisednto primaryandsecondargtakeholderdg-ollow-
ing are the salient features of the stakehatiulsp:

& The primary cohort included those stakeholders who were immediately engaged
with the project. The DoH sponsored such initiatives and other government
departments weriavolvedin strategic decisiomaking. The final projects were
implemented by partners mainly from thevatesector and could also include
internationakexpertstheywereresponsibléo meetprojectspecification®ntime
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and in the desiredquality. Clinicians were the primary users of such systems and
theyspreadacrossprimary, secondaryandtertiarycare.lt wasrecommendethat
clinicianswereengagedhroughoutheproces®f settingexpectationanddefining
specificationsAdministratorsin theform of NHS managemenwereresponsible

to make sure that thaesired system was implemented as per the strategie direc
tion. Patientsandthegenerapublic werecritical asthe entireobjectiveof sucha
system is to improve patieatitcome.

& The secondary cohort included stakeholders who wéheencers and had an
indirect capacity to influence it. Influencers in the healthcare, technology and
governmensectorgplay animportantrole in opinioncreationdecisionmakingof
primarystakeholderdt wastheview of thegroupgo considetateralorganisations
that had had implementation of successful IS as secondary stakeholders. These
were systems from where learning could be gained for the development of the
newlS. This wasbecauselesigninga systemfrom scratchcould haveled to lack
of realism in what could be achieved drmvthe system could be designed. This
could further lead to lack of direction posing considerable challenges in the
deployment of the system. Other successful systems could be specifically from
the healthcare seatdbut not confined geographically to the area for which the
system was designddr. Insights could be drawn from successful systems in
other countries. The media played a crucial role in shaping public opinion and it
requiredcloseengagementediafocusingontechnologyhealthcareandpublic
sector werdnighlighted.

& Thevision,valuesandculturewerehighlightedasdirectionalfor theteam.Initia-
tivesarealwaysdesignedandexecutedvith anintentandthe sameis definedby
0 n evidien and values; culture shapesw the intent is carried forward on the
ground.

There should be a prime initiative to understhod the stakeholders should be
involved in partnership right from the beginning. This shouldve beyond just
information dgving about the project, and there ought to be true consultation and
partnership working from thigeginning.

& Systemspecification Needsassessmeimindstakeholdeanalysianayleadto the
specification of what is actually desired from the systems iFviolvesunder
standing of what the vision of the system is, what the vision of the organisation
is, andwhatcanberealisticallydelivered.In ahealthcarerganisationthevision
maybeto improvethequality of care;thiswill besupportedy awholegamutof
technologicahctivitiesandfeaturesHowever,everythingmaynotbepossibleto
be delivered in a realistic sense. This was feardétehappened with CfH, in
whichtheplannerdemandedoo muchwithin alimited time span Systemspeci
ficationshouldthereforeberealisticandshouldbealignedwith theorganisational
culture (discussed in more depth in the next stage). In another sense, this may also
be called the stage of feasibility study to examine whether the whole idea is
feasible or not. At this stage, there may also be the requirement to go back to the
first stage of needs assessment if there arise any scepticism about the success of
the specifiedsystem.
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It hasto berealisedhatlSis integralto theproces®f healthcareservicedelivery.
Thereforejt hasto benotedthatthe specifiedsystemis nottreatedasjustonemore
piece oflT, but that which supportsffectivehealthcare delivery underpinned by a
systemicapproach.

& Contextanalysis Everyorganisationis different. Designandimplementatiorof
any IS has to be suited to its context including the basgness, the people and
its culture.

Operationsn theNHS dependedn collating,storinganddealingwith confiden
tial patient information. This entailed that the nature of information that would be
dealtwith by thesystemwashighly sensitiveandconfidential. Thiswasasignificant
anddecisivefactorin thedesignof newsystemsAny IS shouldregardconfidentiality
of patientinformationandsafetyof patientsasits top priority. ForinstancetheNHS
Care Record Service in CfH wial record information for the whole population of
Englandregisteredn thesystemThissortof informationwasunlike of anythingthat
could be found in other businesses. Security services and access criteria to manage
andmaintainthisinformationis specificto thehealthcareontext.If thesystemhad
to bedevelopedeffectively,it hadto takethe specificnatureof this informationinto
consideration.

In termsof peopletheNHS employedhighly qualifiedprofessionalslt hasto be
notedthatthey couldbeforcedby managemertb adoptan|S thatthemanagement
wants. Any IS wouldchaveto prove its potential functionality and benefits to the
professionals and patients. This would be best achieved when professionals were
directive ofthe design of the system. This takes us back to the first point of needs
assessment, the primary impetus for the developmamwfS. Due to the nature
of work, it wasthe professionalsvho would normallyrecogniseéhe needof newlS.
Thereforetheparticipationandactiveinvolvementof professionalés paramount.

Organisational culture is important because any change not respecting culture

mayfacestiff oppositionto the changeprocessOrganisationatulturewill include
existinglevelsof receptvity of IT amongsstaff,andalsomythsandstoriesassociated
with thesame The NHS founditself in auniquepositionwithin healthcaraswell,
duetoits sheesizeanddisparaterganisatiorstructure Mythsandstoriesncluded
commentsuchasonethatwasfeaturedn theexerciséygroup2:fi whavenotseen
asinglegovernmenlT projectinalargescales u ¢ ¢ &hésidanexamplef cultural
scepticism of IS projects in the NHS. These feelings and opistomsgd be taken
into consideration in the designméwIS. Scepticism ought to be understood and
addresseth amannethatis culturally sensitiveandappropriateo theorganisation.

Application of a generic IS model for the NHS would not be adeghateny
approactmeedso befirmly basedn thecontexitselfincludingcorebusinesgeople
and culture.

6 Risk analysis Systenmspecificatiormaybefollowed by understandinghenature
of risksthelS mayface.Risksmaybebothtechnicalandhuman Followingwere
some of the technical risks that were surfaced bygreps:

¢ Failure of the systems to be deliverectiame,

¢ Failureof thetechnologyto deliverwhathasbeenaspiredo bedelivered,
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¢ Failure of suppliers to deliver what thegvebeen contracteiwr,

& Thesystenfailing to copewith change$n requirementandprojectspecification,
¢ Confidentiality of patient information breaking dovamd

¢ Rapid change in technology rendering the original systemsdbdoéete.

In spiteof involving stakeholderappropriatelyandconsideringhesociocultural
factorsof newlS, therecouldstill behumanchallengesn theway of implementing
successful systems. Following were some of the human risks that were articulated
for an ISproject.

g Staff unwilling to use thaewsystem,
¢ Staff incapable to use tmewsystemand
& The system clashing with the organisationadture.

Theanalysisof potentialriskscouldevenrequiredesignerso go backto thefirst
stage of needs assessment and follputhe rest of the stages. Risk analysis is a
crucial stage and if this is not undertaken in a detailed and critical manner, there
would alwaysbethefearthatin spiteof undertakingherestof thestage®ffectively,
the system could stifhil.

¢ Developmentand Implementation: Theabovestagesvereexpectedo provide
a robust background for the development and implementation of the desired IS.
This was more the technical aspect of IS. The challenges here were to select the
appropriate contracto@nd suppliers who would be able to technically deliver
what they had been asked to. Success for the technical teams could be achieved
with their work in partnership with the rest of #takeholders.

It may not be appropriate to regard the implementetesyss the final solu
tion. Human expectation and system specifications are deemed to change. It was
argued that IS should be developed in such a way that changes do not threaten the
existingsystemputaidsin the evolutionof existingsystemsThis broughtusto the
overarching idea of cogenerative learning, discubsémiv.

& Cogenerativelearning: Theideaof cogenerativéearningis borrowedrom Elden
andLeven(199]) whotalk of thetermin the contextof actionresearchTheyare
of theopinionthatcogenerativéearningis the processvherethe powerrelations
betweenheresearchesindtheresearciparticipantslilute,duetotheactiveprocess
the researchénvolvesthe participants in. Thayote:

Theinsidersarenot simply sourceof dataor sanctionersf studiesandreportsbutactively
help create and codetermine in every phase of the research presgssially in creating
new meaning. They are not merely consulted in each phase of knowledgetn; they
participate asocreators We call this empowering participation (Elden and Lev&91:
133).

In the context of IS implementation, system designers, managers and planners
ought to work cogeneratively withsyt em user s, Aithe i-nsider
lenges, learn from pitfalls and cherish knowledge. This has to be achieved in part
nership and not in isolation between stakeholders. Constant learning ought to be
integrated into IS so that the system iseablevolvefrom one stage to another and
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Fig. 6.9Normative approach to healthcare IScaaboratively created by participants

technology is designed to be adaptive. Cogenerative learning may be treated as the
overarching philosophy. This lends the iterative angle to the IS design approach.

The overall approach has been illustrated in €i§.

Figure6.9 indicates a normative approach for healthcare IS as informed by the
SAST exercise. The insights tHavebeen discussed in¢habove paragraphs are
pertineninthecontextof UK publicsectohealthcare Thesénsightswereconceived
by professionals working in a wide range of roles within the NHS. Hence, these
insightsandtheresultanthormativemodelfor healthcardS canbeimportantinputs
for healthinformaticsdesignersindplannersn the contextunderconsideration.

Next, | will spend some time reflecting on this exercise.

6.4.2 Reflections on theSAST

As a facilitator, | found this exercise immenselygfel in bringing together two
opposingactionsandbringingin asynthesishroughahealthyandinclusivedebate.
Thegroupswereableto highlightsomevery sensitiveaspectsidedby thetoolsthat
were brought in, which would otherwisavenot beerpossible.

The interesting part noticed was that the-4gsompetitive nature of the platform
madeit easyfor teammemberdo evencritiquetheirownassumptiong-orinstance,
some members of the magemered approach could openly share that they were
not sure of clinicians were consulted adequately during the process, altiheygh
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believed this was aecessityThey highlighted their fears of inadequate IT litgcy
amongst clinicians in front of the opposing faction without &wgtility. The
clinician-ledfractionwasalsoableto talk aboutthe shortcoming®f theirownview-

point by stating that that administrative staff, patients and clinicians might not be
sufficiently IT literate to work with thenew system. This could alsbaveled to
resistance to the change process, crgatiore challenges for the project. Prior to
this SAST exercise, these fractions did not come togethettdafeee in such an
environment where they could put down theivn guards and express themselves
openly and in a neintimidatingplatform.

In severhoccasionsthegroupsseemedo comecloserrealisingthatit wasoften
government agenda that created the fractions rather than worldviews of the partic
ipants in the system, who were just trying their best to do their jobs. For instance,
whenit cameto thediscussion®nthefi ¢ h e&obs e o featureof CfH, bothfrac-
tionsrealisedthatthis wasprobablynot a priority atthe on-groundlevel aspatients
alwayswantedcarecloseto theirresidencebutdueto thefocusfrom theDoH, they
hadto implementhisfeaturewith greataggressionAs anunintended:onsequence,
SAST enabled the fractions to fisympathi
the synthesis stage easier anchfortable.

Thenormativeapproacho healthcaréS thatwascollabaativelydevelopedvasa
fair testimonythatprofessionalgreableto cometo consensuandcreatemodelghat
work for them without expert interventions. None of the participants were system
designerandasafacilitator,| wasnoexpertonhealthcarsystemslesign Butit was
common understanding, experience and a desire to make things work that made us
cometogetheto createanormativeapproachor healthcardS enabledy aplatform
offered bySAST.

Midgley (2000 callsSASTasreflectionof afi s e cwoanvdd systemghinking
where the discipline started offering a platform to build constructs through aided
understanding, intersubjective connection and construntitigue.

6.4.2.1 Weaknesse®f the SAST

Along with the strengthgealisedn the SAST exercisetherearealsofew gapsthat
come with thismethodology.

First, the methodology starts with the identification of participants into two dia
metrically opposing group$iowever,it is not always necessary thatenthough
participants are divided into two opposing groups, they will nedaveradically
opposing viewpoints. As this exercise shows, although there were two opposing
groupstherewerenumerousnstancesvheremembes of onegroupcloselyidenti
fied with theviewpointsfromthefi o p p o graumTheéwholeideaof maximising
divergence of perspectives between the groups may be context dependent. Hence,
although SAST aspires to unearth assumptions, it itself statisawiassumption
thatviewpointsof memberdrom thetwo groupswill alwaysberadicallyopposing.

This introduces a fundamental critique of the wmoéghodology.
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SecondSASThasbeenportrayecaboveasanii i dteyapappéoacHor manage
mentdecisionmaking,which hasbeenaptly applicablein the contextof healthcare
IS. However,when it comes for the actual implementation of the approach in real
life, SASTis bestonlyasanii i dteyapappooachlt hasthelimitation of optimistic
simplification. Jackson2000 notes that the methodology assumes that if the peo
p | atbtiwleschangesowill thesocialsystemThisindicatesotheme t hod ol ogy €
simplistic assumption that social systems are readily adaptable to human systems.
However giventhetremendousomplexitythatgetsincorporatednto socialsystems
once alterations angewstructures are introduced, it may not be very simplistic to
alter the same soctiyadi csaylsdt easpr danc ht htea ki
formulation of a health informatics model, SAST has not allowed these challenges
to besurfaced.

Third, the SAST approach does not pay due attention to the influence of power
relationsn theenvironmentn whichtheexercisd¢akesplace It presumeshatin the
Dialectical Debate stageveryparticipant in the teams will present arguments and
defendtheirown standequallycompetentlyto arriveatanunderstanding-lowever,
if participants come from a different set of hierarchy in the organisation, rcertai
membersnaybereservedboutheirparticipationin thecurrentcasestudy debating
onthesituationandarriving ataconsensus spiteof radicallyopposingviewpoints
was certainly possiblddowever,under what conditions this was maglessible is
also to be scrutinised. This stems from the feedback that was received after the
exercise was conducted. One of the participants said that their inputs and vocal
argumentsverepossiblebecauseheyalreadyknewtherestof the participantsrery
well andfelt comfortableto shareheropinion; howeverjf thegroupweredifferent,
theirinvolvementcould havebeenvery different. A similarfeedbackvassharedoy
another participant as well. Hence, the whole dimension of poweepnession in
the overtly consensual atmosphere needs to be considered. This may introduce a
Foucauldian dimension of power into the methodology, which SAST very clearly
does notonsider.

Fourth,arrivalatconsensum this particularexerciseshouldnotgive theimpres
sion that consensus is a definite outcom&AST. There may be cases where no
consensuss arrivedat evenafterextensivedeliberationandthatdifferencesviden
instead. This can happen due to a variety of reason including laekhafsiasm of
participants, power relations or simply because the methodology is not situated for
that particular context. Dash (date not available) cites his experience of an instance
whereheappliedSASTwith two opposinggroups pbutcouldnotreachaconsensus.
Ashenotesfi D e s giténpteatassumptiomegotiatiorandmodification,it proved
impossible toarrive at any overall synthesis during the final stage of the method
ol ogi cal processoO [Hoveverthne whaleidea af conesua v ai | a
is overplayedn themethodologyandit givesanimpressiorthatasingleor repeated
deliberation of SAST wilcertainly lead to a consensus of opinion. Therefore, the
idea of consensus at the end of SAST should be regarded with some criticality and
it should be recognised that consensus is context and sitdetiendent.
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6.5 Strategic Convergence

Two prominent systems methodologies were leveraged to bring about a strategic
convergenceetween differing professional factions in the NHSSM andSAST.
The MerriamWe bst er dictionary defines strate
within an integrated whel or t o a p | eonvergedcasanhfictaft 0 ar
Amoving towards uni o nhowldelvadnrtofsonrerfithey 0 . I
mostpressingssuesn thesystenfromaspectsf structuretechnologyengagement,
personas and rationality (someference of whiclavebeen detailed in Chag). |
did not consider conflict and differing opinions at face value but understood the
same at thdevel of root causes that were shaped by worldviews and rationality.
Conceptialmodelsaddressedelvinginto mentalstructureshatenabledliscussions
on deepseated values. This holistic appreciation of the system led me to critically
evaluatethe substantive rationality and establish a common vision through SSM,
whichfurtherled meto addresproceduratationalityby collaborativelycomingup
with a normative approach for healthcare IS throB4B8T.

As a systems facilitator, my intent was to achieve an integrated planned effect
throughunificationthatl call strategicconvergencd.highlightthefollowing imper
ativesof strategicconvergence:

¢ Intent: Having the intent to take a decision orctmverges at the crux, without
which any effort would not lead to desired results. In this case, it wasnévide
from thebeginningthatthetwo factionswantedto cometogether Cliniciansand
manageraeedeceachotherfor variousreasonsisarticulatecearlierin thischapter.
Whilst creating the root definitions, it was clear that both the fracti@med to
achieveghesameoutcomeputtheirapproachediffered.Beingableto sharetheir
intentbroughttheteamsogetherto work towardsa commonunderstandingBut
hadtheintentnotbeenthere therewould havebeensevereesistancevento come
together at the firgtlace.

& Worldview: Thisis animportantimperativethatshapefiowpeoplethink andper
ceive,processnformation,andhowtheywish to seethe situationevolve.World-
views also shape personas. In this cagsetems modelling enabled participants
to expresgheirworldviewswith nearclarity in aninclusiveandnon-intimidating
manner.Strategicconvergencas only possible if there is an amalgamation of
worldviewsatafundamentalevel.Creativetoolsandinclusiveplatformshavethe
powerfor worldviewsto surface clashandpossiblyconvergeaswe haveseenin
the intervention presentdztre.

6 Action orientation: Strategiacconvergencaeedgo beactionorientedto bemean
ingful. Whenit comedo acomplexsubjeclike healthcaréS thattouchesnultiple
stakeholders;utsacrossrariousregulatorybodies,nvolvesvariousperspectives
andneeddo be supportedy sociotechnicalsystemsit is importantthatactions
arewell thoughtthroughandwell guided.Thenormativeapproacho healthcardS
developederecollaborativelywith theopposingactionsin the systencanserve
asaroadmagor actionto bring thisvision of anintegratechealthcarénowledge
management service taition.
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Strategicconvergence involvegoing beyond the obvious of seeking faetsed
agreementwaspiringfor valuesbased:onsensug hisrequiregleepeintervention
wheretheparameterefintent,worldviewandactionorientatiorbecomémportant.

Flexibility in thinking and action remained paramount as | walked through this
interventionin practice Understanihg of asociotechnicakystemisitself required

drawing in from various disciplines as we saw in tiigpterlt was not a linear

simplistictechnologydevelopmenprojectbutl broughtin understandingf profes
sionalbaggagerationality,personagechnologyandgovernmenaffairsto arriveat
thestrategiacconvergenceStrategicconvergenceasl explainedyequiresoneto be
opertochallenge® n evonfundamentainentaimodelsandaybareo n ewnyalue
systems to be cigues. This requires tremendous amount of flexibilitytedught
process and openness.

Asafacilitator,adaptabilityto thesituationletmemovefrom thestageof resolving
substantive rationality to procedural rationality; this requicedsight, risktaking
and an integrative mindset. | also employed SSM flexibly by bringing in the ques
tionnairesurveyandinterviewsto qualify my interactionsaandfurtherstrengtherthe
problemarticulationandcomparison/discussicstageof the SSM. Flexibility also
needed to be demonstrated at the logmatl when we were working with stake
holdersfrom differentwalksof life andwhereeveryonevasabusyprofessional.

Strategiconvergencwith thesuccesgnperative®fintent,worldviewandaction
orientationmaynotbeeasyputcanberewardingandpresentwin-win situation.

6.6 Conclusion

In this chapter, | discussed my journey of bringing about a strategic convergence
between clinical and managerial factions in the UK NH@&arrated the journey of
how | applied SSM and SAST to bring about this convergence.

| began the chapter by introducing the context that included a discussion on the
interpersonatlynamicsn thesystermandinherenfprofessionatlasheshatledto the
surfacingof twofactionsin theareaof healthcardS. Thisledto aproblemstructuring
to address the substantive and procedural rationality in the situation; the former
throughtheaid of SSMandthelatterthroughtheaidof SAST.I ledthereadethrough
adiscussiomnthephilosophyof boththemethodologieandhowtheyweredeployed
on ground. | explained the emergent need of addressing the procedural rationality
oncethe substantivaationalitywasaddressedzachstepof themethodologiesvas
discussed through a narration of the experiences from tiggonmd deployment.
Themethodologiesedto thecreationof anormativeapproacho healthcardS.

Along with theadvantagesf themethodologiesl, alsointroduceda critique for
both ofthem. Reflections presented for both SSM and SAST hinged on both the
philosophical and practical levels, and also included a critical appreciation of the
role of thefacilitator.
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At the end, | defined what | mean by strategitivergencend how this case
narrationqualifiedasanexampleof strategicconvergencéroughtaboutby holistic
thinking andflexibility.
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Chapter 7 )
Building Systemic Capability in An NGO |
Setting

7.1 Introduction

Non-Governmental Organisations (NGOs) are important agencies nbstiegden
formal legislative authorities and the civil society that work to bring about positive
changen thesocietyby mobilisingfinancialandtechnicaresourceérom acompet
itive common pool. Building systemic capability ensures Hergn sustenance for
the NGO and also equips them to make the desired impact it stts out

In this chapter, | will offer a critical reflection dfow the Interactive Planning
(IP) approach was used in an NGO setting in India to build its systapability.
Thecasen pointwasthe UniversalTeamfor SocialAction andHelp (UTSAH), an
NGO that works in the field of child rights and child protection. | was a consultant
with betweerOctober2013andDecembef013.UTSAH wasin existencdor over
two-and halfyearsthen.It wasatastageof selttransformationn orderto surfaceas
anagencyin socialactionandasaneffectivevoicein thechild rightsadvocacyspace,
for thefuture.In orderto realisethisvision, | workedcloselywith theorganisatiorio
developachild protectionframeworkto informits work andputin placeagovernance
structure to enable its servidelivery.

| first published this case in 2015 with an attempt to describe the intervention
undertaken highlighting its pécipatory and inclusive nature (Chowdhw2915.
Here,| will explorehowtheelemenbf strategidlexibility wasreflectedthroughthe
process of this intervention and in the framework that was its outcomes. | will also
discusshowthe approach aligns with the Theory of Change. An emergent critique
is also presented that offers a retrospective appreciation of the approach and the
framework in the context of holism afiéxibility.

Parts of this chapter have appeared previousl
Protection Framework in an NGO SetlH).Systgnic aut ho
PracticeandActionResearchNewYork: Springer28(6); pp.547 574.Reprintedwith permission

from thepublisher.

© Springer Nature Singapore Pte Ltd. 2019 181
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemehtfps://doi.org/10.1007/97881-13-8530-8_7
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Deliberationgpresentethierearebelievedo bebeneficialandinformativefor both
academicians and practitioners of systems thinking, and for professionals working
in the social impactector.

7.2 About UTSAH

This sectiondescribes the thought behind the organisation leading to the birth of
UTSAH in 2011. It also describes the key initiatives and successes that shaped the
formative years for the organisation.

7.2.1 Birth of UTSAH

Thebirth of UTSAH wassteeredy its founder,Miguel QueahInspiredby theidea
of affirmative action to benefit and empower ttemmunity,Miguel wasdrivento
adopta proactiveapproactsinceearly daysof his educationHe wasdeterminedo
act as aractiveagent for social change through the medium of, irohis words,
faffir mat helppeopteinnéedafcateapd ot ect i ono.
Miguel founded UTSAH in March 2011 with dounders, Pallavi Barua and
ShankardexChowdhury,in Guwabhati, a city in the ate of Assam (NortfEast
of India). UTSAH stood for Unitedeamfor Social Action and Helpg-However,
i Ut sirtheancienindianSanskritanguagéhasadeepemeaning enthusiasm
or drive. Apart from theexecutiveteam, the organisation additionalladha team
of activevolunteers, aiming to work for the betterment of sheiety.Miguel
Queah was unanimously appointed Chairperson to lead the organisation. The team
of the three cdounders constituted the Executive Committee. The organisation
was regitered a NorGovernmental Organization (NGO) with the registration
number KAM(M)/240/A26/787. The organisation started operations supported by
anextendedsevenmembeiGoverningCouncilandateamof dedicated/olunteers.
The initial framework was a basic services model offering a viable solution that
would helpin sociallybetteringtheconditionsof peopleliving in deprivedareasof
the city through a participatory approach. The focus was on making the cdémmun
ties fAsaf e Tothisend, the orgafisatiordcreated the UTSAH Child
SafetyChart(UTSAH Handbook2017) thatcoveredessentiaklementgor children
including child rights, education, health, nutrition, isation and safety.

7.2.2 TheFormativeYears

The first project for UTSAH in March 2011 was in a vulnerable commanity
Hafiznagad situated in the heart of Guwahati city.
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7.2.2.1 About the Hafiznagar Community

TheHafiznagarcommunityhadbeenaninformal settlemenfor morethan40years
then,alonganunsafdandstretchnextto afunctionalrailwayline withoutanybarrier.
Initially, theareahadmorethaneighthundredsettlersmostof themmigrantsfrom
nearbyvillages,whohadcomein searclof betterivelihood opportunitiesHowever,
since the residesthad settled along a railway track, the railway authorities would
evicttheestablishmentsachyearby breakingandburningdowntheshantiespnly to
havetheresidentge-settlebackin thatsameareadueto lack of viable alternatives.
Year after year,the same eviction drives, coupled with the stress of dealing with
abject poverty and social isolation resulted in the people losing faith in any kind of
organised living. This unrelentingprtex of insecurity of tenure along with social
discrimination turned the entire area into a ghetto (UTSAH Report on Community
NeedsAssessmer011). Ghettoisatiorgaveriseto robbery,alcoholism gambling,
substance abuse, and other kinds of-sotial activities. Theravere transactional
attempts carried out in the past by other NGOs. These were limited to distribution
of food, blankets, medicines and other essentials. Hence, they failed to make any
transformational and sustainable changes in the community and the nuhtise
residents.

TheUTSAH studyof 2011alsorevealedhatin spiteof thedire stateof existence
of thecommunity,some of the residents were aware of the importance of health and
hygiene cleansurroundingseducationsanitatiorandotherbasicrequirements that
contributeto theoverallhealthandwell-beingof people Theyalsohadadesire to be
self-sufficient by growing theiown fruits and vegetables, and raise poultry for
themselvesand earna decentlivelihood through organisedeconomicactivities.
Theyalsohadhopesof educatiorfor their childrenandfelt thatby improvingtheir
overall standard of living, their families woub@nefit.

7.2.2.2 UTSAH Intervention in the Community

Since it was founded) T S A H@pmach was groundad¢ommunity action. From

the very beginning the team worked alongside the residents of Hafiznagar and
involvedthem in all activities in order to win their trust and confide@s.aspects
around child rights and protection were identified, and concertedaction was
undertakero resolveproblemareaswith thehelpof committedvolunteersaandfew
keyinfluencers in their panel. The funding was initially mobilised from individual
donorsFollowingwerethesalientfeatureghatdefinedthecharacteof the UTSAH
interventions in the formative years (during 2011 20i2):

6 Gaining trust The team started with making frequent visits to Hafiznagar and
speaking to individuals who showed interest in making a change inlithesir
Naturalleadergmergedrom thecommunity whowereatthecorefor theUTSAH
team to partner with and make ithieroads into theommunity.
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& Community driveTwo participatorysubcommittees were formed, from the resi
dentsof Hafiznagaitself, representingnenandwomenin respectiveecommittees.
Thesesubcommitteeweretrainedinitially onaddressindpasicconcerrareadike
health, nutrition, hygiene, violence aaluse.

& CommunicatiomndawarenessTheUTSAH teamstartecconductingdaily visits
to Hafiznagamndwith thehelpof thecommitteesfrequentandregularcommuni
catiord bothindividualandcollectived werestartedon variousissuesandtopics
that would arise. Regular communication arotmog their actions, behaviours
and living patterns negatively affected their children were listened to and acted
upon, wherever possible, witincerity.

& Addressingleviance Specificcommunitynormswerenotedandsharedwith the
residentonacceptablsocialconduct.Specificcorrectiveactionandcounselling
in case of flouting the community norms wergoduced.

6 Stakeholder involvemenin order to deliver impactful affirmaté action,key
stakeholders were sensitised of the initiatives and were taken into confidence. The
UTSAH teamstarteddoing regularvisits to the Indian Railways,local admin
istration,police,healthagenciegbothprivateandgovernment)smallbusinesses,
neighbouring localities and the media. Sensitisationialgzved keycommuni
cation and negotiations with the Indian Railways angbtiiee.

& Streamlined FundingThe UTSAH team started reaching out to potential donor
agencies to stredme their funding and reduce dependence from individual
donors.n early2012,SMILE Foundationaleadingorganisatiorworking in the
field of child development, started its partnership with UTSAH as part of their
integratecchild developmenprogrammeSmile Foundatior2012). Thisensured
apredictableandsustainedundingfor U T S A irdgrammaen Hafiznagar.

Supported by SMILE Foundation, within 2 years of the partnership between
UTSAH and the Hafiznagamommunity, a range of affirmativariveswere imple
mented touching education, health and hygiene, housing, nutrition and adolescent
help(ANI News2013. In theareaof health,campsandawarenessampaignsvere
organisedvherehealthrecordf everyresideniverecreatecandmaintainedWater
supply was regularised with access to running water (The ASsamme2012). At
the community sefhelp level, the concept of systematic living was intiwed,
whereby all houses were organised o, specific areas were allocated for defe
cation,andspacewasintroducedn front of groupsof household$o haveakitchen
garden for selsupply of fruits and vegetables. Counselling workshops for adoles
centgirls wereintroducedwherethe UTSAH teambroughtin trainedvolunteergo
conduct such sessions from timditoe.

The UTSAH interventionspvertheformativeyearswerefundamentallygeared
towards creating conditions in the community twauld build safe spaces, where
childrencanbeprovidedwith a betteratmospheravheretheycanbedevelopedind
nurtured (TheTimesof India2013.
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7.3 Emerging Requirements atUTSAH

By early 2018 2 years through its inceptionUTSAH realised the need give
morestructuretoits communitypartnershi@pproactandaspiredo developarobust
framework for its communitgentricinitiative.

UTSAH approacheanein mid-2013to explorea collaborationwherebya com
prehensivédrameworkcouldbedevelopedhatwould give adefinitive way forward
for theorganisationTherewereseverakroundsof discussiondetweerthe UTSAH
Chairperson and me. On finalisation of the engagement, | penned down the overall
emergingequirementvith theChairpersofl articulatingandenablingthevision of
UTSAH through the development of a child mation framework that is compre
hensive, measurable and sustainable. This was to be substantiated by a programme
delivery model that wilbive life to the framework. A project team was constituted
that included the three founding members of UTSAHrapsdf.

7.4 The MethodologyChosen

TheemergingequirementatUTSAH demandedreatingastrategythatwouldsup
porttheorganisatiorshapaup asaprofessionabndsustainablentity for thefuture.
Being an NGO, it was considered that this strategy had to be realistic and created
understanding available resources and environmental constraints. Also, operating in
the community sector, it was crucial that the target beneficiaries weokved
throughout theprocess.

The project team attempted d@orive at an approach that would think from the
targetpopulatiorandfacilitatecreatingasystenthatwouldbeeffectiveandefficient.
The principles that drove this understandimguded

& Intent to give to the community what it is in need of,

& Need for a system that ensures control and observable impact and

& Requirement to develop an operational model that can enable execution and
sustainability.

Flexibility wasanimportantconsideationfor mewhilst | workedonthestrategy
basedntheaboveprinciples. lookedatflexibility fromthefollowing perspectives:

¢ Strategic participation : | understandtrategigarticipationasthe processvhere
key stakeholders arbrought in through the entire process of design and imple
mentationlt is notjustaboutioopingin stakeholders thecontextsettingstageto
captureexpectationsRatherconsiderstakeholderasintegralto strategycreation
andpartnersn theexecutiorprocessThis happendy buildingin confidenceand
capabilityin differentgroupswho we wish to involve andtrustingthemto deliver
on the strategic expectations of tirganisation.
As aconsultant] wascognisanbf strategigarticipationandwantedto enterthe
field by weavingin stakeholderthroughtheprogrammeTherequirementvasto
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putin placegovernancestructuresandenablersvith anendeavouto institution
aliseasystemwheretheorganisatiordoesnotlosesightof strategigarticipation.
Strategigparticipatiorenable®pennesandaricherperspectivéor programmes,
as a purely managemeled approach can be restrictive amgbpic.

¢ Continual learning: Learning from experiences and incorporating the same in
work practices is an important element for all organisations,nao@ so for a
new organisation.
Thedevelopmensectompresentsiumeroushallengesncludinglack of funding,
expertiseandtime commitmentUTSAH wasalsothefirst structurednitiative for
thethreefoundersandtheneedto continuallylearnandincorporatebestpractices
wasnotanoption.| musthighlightthatthehungero learnwasapparentvith the
foundersandtheirveryinteresin approachingneto supporthemin theirjourney
was itself a sign of theame.

Structured monitoring anekviewplay an important role in taking stock of work
progresaindundertakeoursecorrection.Theneedwasto build in periodicreview
mechanisms across set parameters to undertakeestieWwseffectively.

& Adaptive capability: Incorporation of learning means the ability for an organi
sation to adapt itself to changing internal and external circumstances so that it is
viable in thelong run.
| needed an approach that would bring home the importance of adapting to new
requirements of the larger system. These included changes in funding patterns,
team dynamics and regulatory guidelines.

& Dynamic resourceallocation: Flexibility andadaptivenesalsomeanghatbud
getaryallocationshouldnot meanwatertightfinancialcompartmentalisatiorBut
with properguidelinesandinformeddecisionmaking,organisationseedto take
a dynamic approach to budgets and thélocation, specifically considering the
unpredictabl@atureof smallorganisations) thedevelopmensectorThiscanalso
betruefor allocationof otherresourceincludingfixed asset@&ndinfrastructure.

With the above understanding, InteractiveriPiag (IP) emerged to be a preferred
approach for the situation at hand.

7.4.1 InteractivePlanning

InteractivePlanning(IP) wasdevelopedy managemertburu,RussellAckoff, who,
onhisdeathwasreferredo astheEinsteinof problemsolving(Brant2010. Ackoff

(1977 notes three kinds of planning: Reactive, Prospective and Interactive. As the
namesuggests,eactiveplanningis undertakeronretrospectvhenissuesarrivethat

are undesired or unplanned. This is the most common kind of planning where the
issuesaddressedjnfortunatelyhavethetendencyto becomedransactionalReactive
planningoftenlackstheability to unraveltherootsof theproblemsandhasthedanger

of ending up appreciating issues at the surfagel. On thecontrary,prospective
planningis futuristicanddrawsreferenceérom learningfrom pastoccurrenceand
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ongoing events. Prospective plannersdareenby scenario planning of what may
happerwith theassumptiorthatthereareenvironmentafactorsthatareexternabnd
beyondcontrolof theplannersAckoff (1977), howeveraspiredor ahighly evolved
approach in the planning process where he desired to encompass environmental
constraintanduncertaintiesnto the planningprocessHe proposedo achievethis

by envisioningthedesireddealstatein thecurrentscenaridn anattemptto change

the mirdset of planners to think in terms of @ealseeking achievableithin the
current circumstances. This was a revolutionary thinking that almost attempted to
maketheimpossiblehapperby understandingheoperationaknvironmentn away
thatbringsin factorsoftenconsideredincontrollablecomeundercontrolby virtue

of systemic appreciation anlgliberation.

Ackoff renders great emphasis on what is possible in the current environment.
By this, he attempts to internalise factors within the framdaofrpng that is often
considereexternalandoutof control,whichimpingesupontheeffectivenessf the
planning process. Ackoffl@77) refers that failures in plans are often attributed to
factorsbeyondo n ednsol,ratherthanthep | a n faikirete azcounfor thesame
factorsaspartoftherealworld theyoperaten. Hence Ackoff advocate@napproach,
wherebyplanningencompassessystemigerspectivéhatconsidersll stakeholders
andprobableconstraintsandenvisagesdesiredstatethatis realisticandachievable
asof thecurrenttimed within awell-identifiedframeworkwherepossiblederailers
canbeincludedwithin thegamutconsideredratherthanattributingexternalityand
hence looking at them as beyond control). Ackoff proposed a perspective in which
thep | a n mirdseb is shifted from looking at individual problems in isolation, to
look at how problems interact with onanother.He advocates that problems are
creaed by the mental framework that planners operate in, at the first place. Hence,
theway forwardliesin theability to look atorganisationsndproblemsituationsas
asystenin interaction ratherthanexternaloccurrencesriggeredby factorsbeyond
thoseinvolvedin resolving the problersituation.

By virtue of this thought, his approach enables planners to constantly bridge the
gap between what the reality is and what it should be in the current times, as he
believeghatano r g a n i &tarédepenmdéssuchonwhatis doneto bridgethe
gap between what is ideal and real in current times, as on what is done in order to
reachitsidealstatein thefuture.Iln hisownwords,plannersarebetteroff by directing
their ener gi e desirable piesemteanddhe seieajion oranfentan of
ways of approximating i P00laps3).cl osely as

Ackoff (2007 subject$Ptotwoconstraint® TechnologicaFeasibilityandOper
ationalViabilityd andoneconditiord LearningandAdaptation.Theconstraintset
a clear boundary for the planners to deliberate on solutions that are achievable and
attainablewithin currenttechnologicabr resourceealities.At the sametime, solu
tionsthatareoperationahndviablewithin theexistingenvironmentin otherwords,
it should be able to exist in harmony within the current ecosystem. The condition of
learning is crucial so that it ensures that the current systadajgtive to chandgng
requirements from internal and external stakeholders. It also mandates that it is
susceptibleo its own redesignwith learningfrom the successeandfailuresthat
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it encounters in its lifetime. Hence, Ackoff advocates a system that is well defined,
which, at the samtime is not static, but open to change and adaptation.

As Lumbo(2007) notes|P bringsthefollowing advantagew thetable:realistic,
holistic, participative empoweringgcreative actionorientedandflexible. IP canbe
categorisedindertheinterpretiveparadigmThisparadigmendstheperspectivéhat
social systems can be understood when one immerses themselves into the situation
of the target group and looks insidat (Burrell and Morgah979.

Howeveri,it is to be noted that | consciously chose not to wear blinkers whilst
working under a preferred paradigm or approach. Learning and tools from various
otherperspectiveandmethodologiesvereborrowedthroughtheinterventionasper
relevance and applicability. | introduced a complementarist angle in the approach,
which has been prevalent and popular in systems science (as discussed ir2 Chaps.
and3).

At this stage] wouldlike to talk aboutthesynergyof IP with a popularmodelin
social impact work that is called Theory of ChafibeC).

7.4.2 Theory ofChange

The Theory of Chang@oC)articulates longerm goals for the system and cates

a map towork backwards for design and planning, resource optimisation and
contingencyplanning,andmonitoringandevaluation Creationof causalinkagesis
centraltotheToCwhereeachstagecanbeconsideredh termsof interlinkingflows of
informationandcontrolmappednanfi o u t @ @ & (CaskandTaplin2012).

The interlinking flows articulate outcomes for defined steps within the stages that
establish the importance of achieving certain milestones befofelkneing step

is embarked on. In any consulting mandate where there is a contracted agreement
between the client and the consultant, the contract usually sets out expected deliv
erables and timelines. Although it may not be easy to establish such iclaritye

of socialimpact,thesearelimitationsthatconsultantsvill needto work under.ToC

can come handy where objectives and activities can be planned out with clarity in
advancealongwith preparingfor alternativesith adequatecenariglanningand
resourceallocation.Chainsof commandandcontingencyesponsenechanismsan
bearticulatedn advanceandstakeholdersanbesensitisedvith adequatgrepara

tion.

Once implementation strategies are agreed on, outputs, outcomes and impact are
clearly articulated. Output is the immediate visible effects or results of specific
programmaeactivities.Outcomes mediumtermandrefersto thedesiredeffectsthat
theoutputsresultin. Impactis the overallchangdn the narrativeof reality.

IP,when used in systems design, has five broad phases. Each of these phases has
been introduced at a turn in the following sections along with a discussion of the
interventionthat was undertakenl will makereferenceto how this intervention
aligned wih the Theory of Change in its essence and nindieling.
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7.5 The Intervention

The IP approach has five distinct phasesHdimulating the mess, (2) Ends plan

ning, (3) Meansplanning,(4) Resourcelanning,and(5) Designof implementation

and control. Considering that the system design needs to incorporate the learning

charactem its modelandbeopento accommodatinghangeswithin andoutsidethe

systemgachof thesephasesnaynotbeconsideredo beexclusive butasintercon

nected and evolving. As Jackson notes,

process, shouldverb e r egarded as 20@QmpR36et edo (Jack
I will pick upeachof theabovephasedn turn,in thediscussiorbelow,alongwith

a reflection orhowthey align with the Theory of Chan{eoC).

7.5.1 Formulating the Mess

Although, as the name suggests, thedit phase i s abo-dlythe #
involvesappreciating the situation-itkepth. This phase is about comprehsvely
understandinghe organisationfrom possiblefactorsthat affect its functioning,
impingeuponits effectivenesandefficiency,andinfluenceits futuredirection.The
ToCis a holistic model that focuses on the ldegm and the ecosystem in which
we exist; this appreciatiorhelpsusunderstandhe constraintsandrisks.Immersion
in the community is crucial factor in thiprocess.

As the first phase, | facilitated two individual interactions with the chairperson,
two interactivesessionsvith theexecutivecommitteeandfourimmersivefield visits
in the Hafiznagar community in November 2013. Digective was to understand
the prevailing situation and its future direction from the UTSAH management and
appreciate the perspectives of the residents of Hafiznagar. Immersive field visits
with the community were conducted where | sat alongside theergsidmmittees
andprobedspecificaspect®of their life andthe changeheyhaveobservedhrough
openended exploratorpointers.

Insights from the above interactions can be classified under the following broad
parameters.

7.5.1.1 Current Situation Through Leadership Perspective

UTSAH was then a twandhalf year old registered voluntary organisation, a
crucial time in itshistory.In that particular time span, it recognised that its focus is
on child rightsandprotection All thefoundingteammemberscamefrom different
backgrounds and none had a related background in social work. The diversity
broughtin severaktrengthgo thetean® whereaghe Chairpersor{Miguel Queah)
wasthestrategistthedeputychairpersorfPallaviBaruahwasthe executionistand

the chief spokespersofShankardexChowdhury)playedthe role of the treasurer
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andled externalcommunicationsAlong with thesupportof the GoverningCouncil
andthe extendedeamof volunteerstheteamidentified certainkey succes$actors
andinvolvedthemselves in leveraging the same: organisatianagement, onsite
implementation of plans, fundraising, public relations, external networking and
governmentiaison.

In the Hafiznagar community itself, UTSAH successfully brought about visible
andimpactfulchangehatincludedorganisingof housesn apatterrandsequentially
numbering them, regularised watipply, health camps, setting up of a commu
nity centre openingof anon-formal schoolin partnershipwitn SMILE Foundation
(a large NGO), and giving all children an opportunity to educatiod,raduced
incidences of deviarttehaviourFunds were also mobilised successfully from the
governmengandprivatephilanthropistgo aid operationgWeblIndia News2012).

Howeverthet e a sirétagieandapproachewereshapedy personalearning
and onthefield experience. The team leveraged on successes and learned from
what did or did not workavourably.This meant that at times successes were not
institutionalised and the learning curve waadual.

7512 The Or ganBcasywtemm onbds

As part of understanding the situation, it was important to understand the wider
ecosystem within which UTSAH operatékb this end, a stakeholder analysis was
carried out to appreciate the touchpoints for the community and the intervening
agencyandundestandheirimpact.Discussionsvith the ExecutiveCommitteeand

the community leaders from Hafiznagar highlighted specific factors that could act
asopportunitiesandalsothosethatthatcouldposechallengessderailers Someof

these arenentionecdbelow.

& Civic bodies Thelocalmunicipality,watersupply,sewagalisposabgenciesnd
other civic bodies play keyrole in maintaining a healthy and hygienic living
environmentOften,manyof theseservicesareinaccessibleéo deprivedandvul-
nerablecommunitiedeadingto anenvironmenthatis not conducivefor healthy
living.

& Healthcare agenciesLocal healthcaragencied bothpublicandprivated play
aproactiverolein ensuringa healthylife for theresidentd in particular,women
andchildren.Unfortunately theresidentsverefoundto be generallyunawareof
health services in thécinity, or the local agencies were not proactive enough to
come forward to the community to offer theirpport.

& Police: The police plays an important role as custodians of law and order in the
community and the surrounding area. Due to unfortunate circumstance of the lack
of regular income, many of the residents fall prey to crime andsanial
behaviourlt istheresponsibilityof thepoliceto restorgpeacendlawful existence
of the community.However,at most times, the police also resorts to rude and
unacceptablbehavioutagainssuspectsThis creates continualsensef distrust
between the police and tkemmunity,resulting in areverincreasingap.
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¢ Education bodies Education is the cornerstone to make the child futaasly,
andhencesducatiorbodiesplayacrucialrolein enablinghesameLocalschools,
collegesandvocationalnstitutionsareimportantstakeholderarhocanactaspart
nerstoimparttrainingandeducationto childrenin thecommunityjn acommercial
or nonrcommerciabasis.

& Local industries: Local industries can impart relevant training to the adults and
guardian®f childrenandfacilitatevariousemploymenbpportunitiesor employ
able adultsandmakethe childrenemploymentreadyfor thefuture. This directly
contributes to regularising income and towards the overall economideiaty
of thecommunity.Their funds can also be leveraged under their corporate social
responsibility commitments, and directed to enabling various commadenist
opment pojects thahavebeen plannetbr.

¢ Funding agencies Designated national and international funding agencies
mobilise funds and allocate the same for social and developmental causes, based
on merit and eligibility. These agencies can make a substanpaltt by chan
nelising funds for defined time periods for focused interventions. Theaszthe
potentialof beingmademoreregularisedbasednimpactmeasuremerandtarget
achievement.

¢ Child right bodies: There are a range of national ainternational child right
bodiesthatcanactasstrategigartnergo mobiliseaffirmative actionin thecom
munity, and by virtue of their authority and recognition, can make a significant
impact in protecting and upholding the rights ofc¢héd.

& Civil society: The civil society can impact childentric developmental initia
tivesin a significantway. From coming forward aactivevolunteers to deliver
programmes, to creating fagaching awareness and mobilising funds, the civil
socidy can act as the agency for action for the organisation anmbtheunity.
Thecommunityexistsin the samespaceasthatof the civil society,andby build-
ing effectivebridgesbetweenhetwo, perceivedjapsbetweerthecommunityand
civil societycanbeovercomewhich canitself actasa catalystfor change.

& Government The government is the most critical stakeholder in bringmg
eralof theaboveinitiativesto life, by actingasaneffectivefacilitator. Providing
timely clearanceso civic bodies,openingup theright sourceof funds,enabling
accesso pre-approvedduesfor children,giving timely clearance$o projectsand
approvingherightpartnershipghegovernmentaneffectivelyfacilitateseamless
functioningof thesystemHowever bureaucracyandredtaperemainasignificant
challenge for many of the initiatives to temalised.

7.5.1.3 Identifying Challenges and Opportunity Areas

Theleadershipnteractionsandthestakeholdemappingsurfacedseveraissuecen
tring aroundthe key succes$actors.| integratedhefeedbaclkandled adeliberation
with thewider GoverningCouncilof UTSAH onthearticulatedecosystenandiden
tified opportunitiesandderailersassociatedjuringwhichareferencerojectionwas
madewhereit wasconsiderechow the situationfor UTSAH would emergein the
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futureif nochangevasmadein theway it is operatingBasedonthesameassump
tions,thediscussiomevealedeveraparameterthatcouldleadtoits owndestruction
if proactive and corrective action steps wereumatertaken.

Thefollowing key opportunity areas were identified as crucial for UTSAH.

& Overall direction The organisation had a noble intent and the team appeared
committedto the same However theleadershipvasstill fuzzy on articulationof
the coremission they were working towards. The Executive Committee had not
gonethroughaformaldirectionsetting.Thisresultedn manyof theinterventions
to happerby default,ratherthanby design.Theteamwaslearningontheground
and by virtue of experiece. Although the intent of creating safe and conducive
spaces for children was well understood, it was not articulated in clear terms of
deliverables, resulting in a situation where the cascade of the intent to the larger
team was of t eaomn GiKeyofsportunitynaret idestified wasttoi set
the overall direction for therganisation.

¢ Clear set of objective$-ollowing from the above point, success of the interven
tionswasincidental. Theteamwasdrivenby implementationtatherthanplanned
action. This resulted in a situation wheneeryaction was a success, and where
measuringucces#self lackedobjectivecriteria.Hence objectivesettingfor the
interventions was identified as a clear need for UTSAH. Along with thisast w
agreedhatobjectivesneedto be drivenby the SMART thinkingd specific,mea
surable, assignable, realistic and tipoeind.

& Operatingprinciples It wasrealisedduringthedeliberationshatUTSAH leader
shipwasdrivenby thethoughtof enablingajustandrights-basedsocietywith the
essentiaglement®f ahelpingattitudeatits centre Theteamadoptedanapproach
that had community action as its core and adopted a working model. Articulat
ing its operatingrameworkanddefiningtheguidingprincipleswereidentifiedas
opportunitiefor UTSAH thatwouldinstill theright spirit andattitudein whoever
associates with therganisation.

¢ ldentifyingdriversfor successReflectionon thevariouschallengeposeddy the
operating model and the wider ecosystem led to the understanding that the team
neededo takeaproactiveapproacho bepreparedor thesamesothatit canwork
on an action plan on the drivers for success. ldentifying and working on a set of
keyenalers emerged as an opporturatga.

7.5.1.4 Immersion in the Community

| conducted four immersive interactions in the Hafiznagar community.

Thefirst interactioninvolveda half-dayvisit in thecommunity.l wasgreetedoy
the natural leaders from tlewmmunity,who then led him for an interactive visit
throughthesite.| alsohadtheopportunityto meetkeyindividualsin thecommunity
and understand their perspective of the UTStrvention.

The second and the thindteractions were focus group discussions (FGD) with
me nahdwv 0 me graugs Representativgroupsof tenmenandtenwomenwere
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formed and were met with individually as two groups. | used an-epdad dis
cussion guideline to delve into some of the key insights and understanding of the
community. Thealiscussion guideline covered the following broad areas:

¢ Change observed since UTSAH caime
& What workedwell,

¢ What could be done bettand

¢ What support they needed goifagward.

In thefourthimmersionexercisewnith thecommunity | engagedvith thechildren
in a creative dialogue to appreciate the change they experienced and letting them
share what they would like to see for themselves in the future. For the creative
dialogue| borrowedtheconcepoffi Ri of B r f agool thatwasusedby Wanless
(2013 in Africa to enable certain tribes to depict their life pictorially like the flow
of ariver. This is a powerful tool that unleashes the creativity of the respondent in
expressing their perspective on changtjch they may be otherwise unable to
expressn words.As partof theinteraction,| broughttogetherseverchildrenin the
community and explained them the concept and instructed them to draw their life
sinceUTSAH enteredhecommunity,in aflow of time. Thechildrenwereselected
by theUTSAH volunteerspasedntheir creativemerit. Figure7.1is anexampleof
afif Ri ofei f eod.
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Through the above depictions, the participants depicted the changels/éseir
wentgonethrough,in thetwo-andhalf yearssinceUTSAH camein. | discussedhe
meaning of the drawings with the participants and it was understood that there was
significantchangen theaboveimespanThenarratiorsuggestethatearlierthearea
wasdirty andunhygienido live in, resultingin widespreagrevalencef diseaseand
infections Manyof thechildrenwereaddictedo smokingandalcohol,andsubstance
abusewaswidespreadThe exposedailway track poseda significantsafetyhazard
and accidents and deaths were comnT@make the situation worse, the police
wouldregularlyharassesidentsaindchildren andthecommunitywitnessegeriodic
evictions. The changes depicted in the drawings poinhowtthe spaces became
cleanemandsaferfor children,andthatlife becameanuchbetterfor everyoneAccess
to healthcare facilities was made available, children quit smoking, there was the
presencef schoolfor thechildren,housenumbersvereassignedo everyhouseno
robberies took place and children had stopped usinddiogiiage.

I conductedndividualinteractionsvith theseverchildrenonwhattheywouldlike
for themselves in the futur&ey messages were captured around support required
with education, infrastricture andareers.

7.5.1.5 Weavingit Together

| presented thk&ey understanding and insights from the above steps to the UTSAH
executiveteam, and led a discussion in order to agree at a proposed solution for the
way forward. Thesolutionincludeddevelopingan Operating-rameworkandasse

ciated programme delivery model for UTSAH. Interactive sessions were designed
andscheduledetweertheExecutiveCommitteeandmyselffrom mid-Novembeto
mid-December, 2013, to design the same. It was under$tom the various lead
ershipdiscussionshatthe guiding philosophywasthe overarchingight to life, and
whatevelinitiativestheteamwould undertakewithin thatphilosophyneedto centre
around community empowerment aswstainability.

IP enabled me tinvolve organisational leadership and stakeholders in a-struc
turedmannerTheformalisedprocesgpavedtheway for arealisticsubsequergnds
planning phase. Similar structure of work has been documented by L@®m0 (
in hisreferenceo thelP-basedvork with ALCOA, Tennesse@JSA), wherestruc
turedteamswvereformedconsideringawide arrayof influencergdo work onrealistic
solutionsto addresshec o mp acapjtairssestmentso improveoperations.

7.5.2 EndsPlanning

Thisis theseconghaseof IP, which seekgo work towardsidentifyingtheendstate
thatneedgo bepursuedin thisengagementt wasclearthatUTSAH requiredartic-
ulation of a cleadirection, operating framework, and programme delivery model. |
led targetedworkshopswith the executivecommitteeto addresshe emerging
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requirements. The following discussion elaborates the process and the outcome for
addressing each emerging requirement.

7.5.2.1 Philosophy,Vision and Mission

In order togive direction to the organisation, thphilosophy,vision and missin
needed to be articulated. This was done in adayeworkshop setting with the
Executive Committee. Through the various interactions with the organisation lead
ership theveryideaof theright to life surfacecbn numerousoccasionasadriving
philosophy for the team. The Chairperson was inspired by the right to life, which
hasfoundvariousinterpretationsn the United StatedDeclarationof Independence,
theUniversalDeclarationof HumanRights,the Constitutionof India, the European
Conventiorof HumanRights,andin thelnternationalCovenanbnCivil andPolitical
Rights (Right to Life2014).

As part of the focused discussions, various interpretations of the right to life and
their implications in pactice were presented and deliberated upon. The team
unanimously agreed on framing the UTSAH philosophy of existasice

[We are] driven by the philosophy of an unrestricted Right to Life that has freedom, dignity
and meaning.

Articulation of the above philosophy drew inspiration from the various sources
mentioned above. Attempt was made to identify specific meaningewdtyterm
usedfi Un r e s relateso freewlilbof peopleandtheiri f r e etalieertifé as
pertheirwish.Thewordfi d i g pointsty tbeunderstandinghatlife goesbeyond
customaryexistenceandeverylife deserves justandequitableplanein thesociety
includingaccesgo educationhealth,securityanda meansof livelihood, sothatan
individual is able talerivei me ani n g 0 exstence.of t hei r
Oncethephilosophywasarticulatedmy endeavouwasto build focusin theteam
andtowardshisend | facilitateddeliberationgroundavisionandamission A vision
is anoverall direction that serves as a lighthouse. It communicates the purpose and
valueof theorganisationForarticulationof thevisionstatement, askedall thethree
members of the Executive Committee to individually reflect on the keywords that
inspiredtheirinvolvementandwork. Insightsdrawnfrom theimmersiveinteractions
with the community were shared with the team. It is noteworthy to share at this stage
that when UTSAH initially came into formation, child protection was not the
identified focts; the child surfaced as the centre point as the worknantyement
progressed. During its formative period, the organisation had a wide range of areas
it was working on, including youth, culture, environment and old age, apart from
children. Hence, theords that came out during this discussion were beyond child
protectionThisspirit of keepinghescopeof work openwaspassionatelgiscussed,
and the team agreed that they needed to keep their space open to work on critical
areadn thefutureapartfrom childrentoo. Thevision statementhatwasarticulated
was:
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Theachievement of a just and equitable society where all its people are empowered to live
and thrive.

In thevisionstatemenabovethrustwasgivenonfi e q u i rathelihbaréi @ gq-u a |
i tyo; tdiwenbytheddma td cseate conditionssaciety that can facilitate
equitableaccesgor individualsto realisetheirright to life thathasfreedomdignity
and meaning. At the same time, the team strongly believed in an approach that can
fi e mp o peeplesdthattheyarecanii | | andepiimisetheconditionstofit hr i ve o .
Once the vision was established, as the kextstep, it was important to set
the way forward for UTSAH in terms of its reason for existence and achievable
aspirations. Whilst a vision is directional, a missioadpirational. Consideririge
aboveparametersadetaileddeliberationwasheldin orderto arriveatthefollowing
mission statement for UTSAH:

Creating safer spaces that ensure survival and protection, and fosters the development of
children who are imeed of care and protection.

The mission articulated walsivenby an aspiration of what could be achieved in
the foreseeable future considering the prevalent opportunities and challenges. Safer
spaces here not only referred to physical space, but alssmttional and
psychologicakpaceshatcanbeoptimisedby creatingeffectiveconditionsin which
the child can grow andevelop.

Philosophyyisionandmissionprovidedirectionto overallimpactasarticulatedn
theToCmodel.At first glance this maylook idealistic.However,it is notindividual
efforts of one particular organisation that creates impact, but a systemic effort of
several organisations working together to realise collective impact as envisioned
throughthevision andmissionin the caseof socialimpactinterventions.

Thenextsectiondiscussehowthe missionwasdrilled downinto specificaction
ables, so that the organisation is able to realisesjtisation.

7.5.2.2 Specifying Objectives forUTSAH

Theteamwasthenin a stagewhereit hada guiding philosophy a directionalvision
andanaspirationamission;thenextstepwasto furtherdrill thisdownto actionable
objectiveghatarealignedto thesameDrivenbytheideaof communitybasedaction

for child protection and based on research of the work already carried out and on
similar developmental work in other parts of the world, the consultant presented a
longlist of objectiveswithin the parametersf rights,educationshelter Jivelihood,

health and figiene.Giventhat the organisation was still in its formative stage, and
resourcemobilisationwasa significantchallengetheguidingfactorherewasto set
objectives that were manageable, realistic and achievable, yet are able to make an
impact.In orderto achievethis, | adoptedheapproactof spacé&time compression,

where deciding on the objective was guided by the understanding of what could be
achievable in the current scenario by compressing the space and time since the
organisatio Gneeptiontill thetimethecurrentnitiative wasbeingcarriedout. This
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meant that the team was led to internalise the challenges that it faced since it was
founded; yet at the same time reflecting on what had been the lacunae that could
havebeen eradicated if they were cognisant of the same and had taken proactive
steps to ddress them. Considering these factors led forming of a mindset where the
team could think in terms of specifyin
organisation and its actions lba v (8ackson200Q p. 236), and wbr eby @t he
closestpproximatiorof thisdesigrthatisbelievedobea t t a i (Jaek&ol2@00
p. 238) is formulated. This is guided under the principles of idealised design that
directsplannergothink of theidealsystenthatcanberealisedight nowconsidering
knownchallengesreaddressedindthedesignis guidedby thefactorsof feasibility
and viability (Ackoff2007).

The team prioritised and selected the most crititgéctives for the child in a
vulnerable community from the long list presented. Following were the select list
of core objectives for the child (in any residential community that UTSAH would
partner with):

¢ Protecting TheChild,

¢ Education FoAll,

¢ Healthyand Hygienic LivingConditions,
6 AccessTo Water,

¢ AdequateDocumentation,

¢ Livelihood Platform For Guardiaand

¢ EffectiveLiving Environment.

Everycoreobjectivewasthendrilled downto threé four specificgoalsandevery
specificgoalhadfouri five targetactions. An examplés givenin Table7.1.

Articulation of the specific goals and target action aligns withrt@model of
outcomeandactivities,respectivelySpecificgoals,asoutcomesprovideddirection
of work; targetaction,asactivities,providedclarity of actionandaccountability.

It was also important to appreciate those factors that may act as influencers or
derailers for every initiative. Based on this understanding, Crifiuatess Factors
(CSF) were identified for every core objective for the child. It is to be understood
that some CSFs were overlapping between the various core objectives.

A detailed document on core objectives, specific goals, target actions and CSFs
wereagreedandclosedwith the UTSAH team.It wasmadesurethateveryinitiative
is aligned to th@hilosophyyvision and mission of therganisation.

7.5.3 MeansPlanning

If endplanningis aboutthefi w h anteangplanningis aboutthefi h o Whisphase

seeks to open a deliberation on the enablers that are required in order to realise the
objectives and on the approach that needs to be adopted in order to successfully
deliver on theorogramme.
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Table 7.1Elaboration of the

core objectived an — -
illustration Specific goals Target action

Core objective: education for all

Literacy for every child | Initiating education programme in
the community

Educating parents about importar
of t heedudtionl d 6 s

Providing stationery items (books
bags, pencils, shoes)

Training parents on managing fur
and saving for child education

Mobilise all children to attend the
education programme

Value education Develop set of good practices to
secure the best interest of childre
living in the community

Value education workshops by
external organisations on identifie
subjects

Workshops by external agencies
life skills development

Mainstreaming Transitioning children to formal
schooling, based on merit

7.5.3.1 Articulating Guiding Principles

| workedalongsidehe UTSAH ExecutiveCommitteeto articulatespecificguiding
principles for the teamlhese were like the spirit of UTSAH that anyone who is
associated with the organisation would be expected to demonstrate. | facilitated a
detailed deliberation tarriveat the following guidingrinciples:

¢ Rightsbased ApproachFostering thdundamental right to a dignified life. This
approach is also epitomised in the driving philosophy of the organisation.
6 Helping Attitude The inherent attitude to help anyone in need, especially those
who are vulnerable to exploitation.
& NonDiscriminatory No discriminationon groundf colour,race ethnicity,reli-
gion, sex, sexual orientation aiuntity,andnationality.
& CommunityActiont Adoptingandimplementingconsequentiactionthatis based
on communitydriveandempowerment.
6 Creating Change Agency An approach that believes
rather than fAifishing and passing on th
6 Boundary Critique* Constantly questioning oneds
so that boundaries are continually challenged, introducing the element of critical
i nguiry in oneb6s own perspectives and
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& EveryoneasChild Protector An aspiratiorthateverycitizenin thesocietyhasan
obligation to be a protector of tiehild.

*The termBoundary Critiquehas been borrowed from Ulrich483.

It wasagreedhatanyoneworking with UTSAH atanylevel of associatiomust
displaybehaviours to uphold the above guiding principles. These were also agreed
to be formed part of induction of all members including employees, advisors and
volunteers for théuture.

7.5.3.2 Reflecting onEnablers

Thediscussiongjuringthepreviousstageof endplanningwherethecoreobjectives
wereset,alsodeliberatedn challenge®r roadblockdo thevariousinitiativessince
theor g a ni maption®@pedasngunderthe principlesof idealiseddesign the
consultant led the deliberations towardentifying constraints and solutions that
could be identified by compressing time and space, as discussed above. The focus
was on identifying what would enable the objectives teebksed.

As a result of the deliberations, the following emergethaskey enablers for
UTSAH that the team would need to leverage on, for future success:

6 Successful fundraisingspecific initiatives that will attract predictable flow of
fundsfromidentifiedsourcedn orderto enablesmoothiimplementatiorof plannel
activities.

& Programmedelivery modelsimplementation of planned initiatives, pillared on
robustandcomprehensivdeliverymodelghatarecomprehensivandreplicable.

¢ EffectivecommunicationSharingkey messagesiternallyandexternallythrough
planned media strategies in order to achieve desired scatapza.

& External partnershipsldentify and create requisite partnerships with external
stakeholders, optimising opportunities and overcoming bottlenecks.

& Governmehmobilisation Mobilise the right departments and bodies in the-gov
ernment machinery in order to ensure hafge developmental operations.

¢ Effectiveadvisorycouncit Constitutingan effectiveadvisorycouncilwith mem
berswho arekeyinfluencesin theecosystemvherethe organisatioroperates.

6 Researclandadvocacy Generatguality researctandperspective theareaof
work to emergeasaninfluential advocacybodyin the nationalstage.

& CommittecchangeagentsAll theaboveto bemaderealby ateamof highly com
mittedemployeesndvolunteersvorking aschangeagentdo makeadifference.

The UTSAH framework for child protection through community action was
agreed and finalised. This is represented in F@.
Giventheguidingprinciplesandkeyenablersvereidentified,it wasthenimpera
tive to deliberateon theresourcesindtoolsthatcouldfacilitatetheimplementation.
Thiswastakenupasthenextphaseftheexercisediscusseth thefollowing section.
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Fig. 7.2UTSAH framework for child protection

7.5.4 ResourcePlanning

This phase is regardingnticipating and forecasting on resourtéscluding
approachegools,informationandknowledg® thatenablemplementatiorof plans
ontheground.Thisis alsoaboutunderstandingxcesseanddeficiencieghatcould
hamper optimising the means to tred.

During deliberations between the consultant and the UTSAH team, it became
clearthatarobustprogrammaedeliverymodelneededo beworkedon. This needed
to delineateexactstepghatwould leadtheinitiativestowardsthecoreobjectivedor
thechild. Tothisend,l organisedanactionplanningsessiorthatresultedn framing
aprogrammaeleliverymodelandoutlining focusednitiativesfor theenablersThis
is discussedtelow.
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7.5.4.1 Programme Delivery Model
Theprogrammaeleliverymodelis aclearstepwisénterventionmethodologyor the

team to partner with a specific vulneraltEmmunity.This involvesthe following
ninesteps:

¢ ldentificationof vulnerablecommunity Thisis thefirst stepthatwould demarcate

thespecificgeographicahreasn which thedevelopmenmodelcanbeinitiated.
Indicators of a vulnerable community wetefined.

& Appreciationof thecommunity Involvesappreciatingheintricatesocialpatterns

of the community thagive shape and form to the visible rubriditd.

¢ ldentifyingkeystakeholdersCarryingoutof detailednappingofthecontacpoints
of thecommunity,andidentifying contributiveandopportunityareasalongwith
challenges and derailers with eadmmunity.

& Immersionin thecommunity This stepis to gaintrustedaccessn thecommunity

through icebreaking intervention that is sociable in character. Measures

undertaken for successful access to the communityhiggnkghted.

¢ Detailed information gatheringrhis is aboukey demographic informatio cot
lectiononthecommunitytowardscreatiorof adetaileddatabaserl hisinformation
is to begatheredhroughdoorto-doorinterviewswith individualhouseholds.

& Publicissuedorumsandactionplanning Thisis acritical stepinvolving focused
discussiongn collectingqualitativefeedbackandperspectivesnthecommunity
concern areas from targeted groups. Public forums to be constituaedveat
priorities, responsibilities and implementatiimeline.

& Actionorientedparticipatorycommitteesinvolvestransferringheresponsibility
of changdo thecommunityitself, facilitatedthroughrepresentativearticipatory
committees.

& Implementation of the action plaifihis step is actiooriented involvingsetting

the right targets and implementation of the action plan in a solbtsad first

response mechanism.

¢ Stabilisationand sustainability Stabilisations achievedhrougha strong3-year
engagemertietweerd TSAH andthevulnerablecommunity Thisinvolvescapae
ity buildingin thecommunitywith specificfocuson participatorycommitteesin
orderto ensuresustainability postthe 3-yearengagemenparametersf associa
tion of external bodies with the community were well laid along withreview
parameters.

to be

As part of the delivery approach, salient featureef@rystep were articulated

thatalsoincludeddefinitionsandtermsof engagement$pecifictoolswerecreated

toimplementthe salientfeaturesof everystep.Finally, thiswasrecordedalongwith
informationsourcesluly indexed.This servedasaresourceoolkit for anyUTSAH
associate to pick up and work on fredd.
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7.5.4.2 Focused Initiatives forEnablers

As partof planningfor resourcesachof theeightenablerpreviouslyidentifiedwere
takenupinturnfor deliberationTheUTSAH teanffirstindividually chartedutthree
strategianitiativeseachfor everyenabler] thenfacilitateda sessiorwhereeachof
thesdnitiativeswasdiscussedsateam. reliedonthelmportancé Certaintymatrix
of MasonandMitroff (1981), whereeachinitiative wasplottedin four quadrant®f
relativeimportancendcertainty Thelmportancé Certaintymatrixis borrowedrom
StrategicAssumptiorSurfacingTesting(SAST)thatis discusseéh detailin Chap 6.
Threeinitiativeseachfor everyenablemwerefinalisedby theteamto becarriedout,
in orderto mobiliseresourcesowardsfulfilling thecoreobjectivedor thechild.

Oversight of assumptions and risks was central to means planning and resource
planningstageghatareclearlyarticulatedn the ToC model.Assumptionsandrisks
help us stay grounded and realistic, and emsatile team to focus energies and
leveragestrengthgo achievedesirecbutcomesThishelpedn creatinghefi o ut ¢ o me
pat hway interfention. t h e

Furtherdetailson theabovecannotbe providedastheyform confidentialpartof
the UTSAHresourceplanning.

7.5.5 Design of Implementation an€ontrol

This is the final phase of IP that seeks to create adequate structures and systems to
facilitate execution. Implementation is geared to the right track by peried&y
andcorrectiveactionthroughwell-definedtrackingparameterandmetrics Effective
controlis settingtheright networksof informationflow within thesystemandsetting

in place the right decision matrix in order to deliver the programme efficiently and

as perdesign.

In the intervention under discussiaffectiveimplementation was incorporated
in the step of Stabilisation and Sustainability (highlighted abdvetjve engage
ment was achieved through a strongear engagement between UTSAH and the
vulnerablecommuirity. Thisinvolvescapacity building in the community with spe
cific focuson participatoryactioncommitteesMonitoring mechanismsveresetin
place measuring both effectiveness and efficiency to ensure the rigour introduced.
In order to ensure sustahibity, post the 3year engagement, monitoring meeha
nismsweresetanddefinedfor key outcomewwith oversightfrom UTSAH. Periodic
auditandreportingon specificoutcomedy externalstakeholdersn predetermined
parameters were alsiefined.

In order to ensure effective control, a futiméented organisation Governance
Frameworlkwasputin placethatwould ensuresettingtheright networksof informa
tionflow within thesystenmandsettingn placetherightdecisiommatrix.It wasagreed
thatthe Governancé-rameworkwould havethefollowing six broadconstituents:
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Chairperson
- Head & Torch-Bearer of the organization
- Visionary to lead the organization
- Mentoring of the team to realize the vision
- Final decision making authority
- Head of the Executive Committee

Executive Committee
Governing Body - Working members of the governing body
- Policy making for overal functions - Promoting UTSAH message in the wider society

- Decisions pertaining to ‘Memorandum of Association’ - Implementing the core objectives

- Decisions on Rules & Regulations of the Society - Crystalize new concepts & lead the execution

- Resolve conflicts that may affectthe proper functioning - Exploring & materializing fund raising opportunities
- Managing & leveraging external relations

- Induction & mobilization of employees, intemns &
volunteers

Advisory Council
- Provide strategic advice & impactful inputs to further the vision & mission
- Act as key influencers in identified areas to enabie the core objectives
- Associate with UTSAH in public forums & promote its message

Employees & Volunteers

- Implement specific tasks & responsibilities assigned by
the Executive Committee

- Feed-forward of relevantideas from the community to the
Executive Committee

- To be brand ambassadors of the organization

Office Staff

- Administrative tasks for smooth
functioning of the office & delivery of
programs

Fig. 7.3UTSAH governance framework

& Chairperson Responsible for overall direction setting of the organisation.

& Executive Committe&ey working group to achieve the core objectives and pro
mote the organisation.

& Governing CouncilOverall policymaking and conflict resolution.

& Advisory Council Timely strategic advice and to act as key influencer in the
society.

¢ Employees antolunteersExecution of orthe-groundinitiatives.

g Office Staff Responsible to carry out administratiuactions.

Further details of the governance franoekvare provided in FigZ.3.

It wasagreedhatthefuture-orientedGovernanc&rameworkvouldbealearning
entity and wouldevolveas per requirement of UTSAH. As the organisation would
moveforwardandintroducesnewdimensionsn its commitmento thecommunity,
so will the operating modelvolve.In order to address effectiveness and efficiency
of theevolvingsystemthedesignof theGovernancé&rameworkvaskeptdynamic.

Implementation enablement is crucial in any consulbinged projects. Emphasis

on implementation and control with IP as an approach has been documented to
resultin highly valuabletangibleresultsn variouscasesincludingatDuPontwhere
performanceof the Safety,Healthand Environment(SHE) function improvedby
50% as a result of application of IP design (Leemz00D).
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7.6 Reflection

This intervention surfaced several important observations about IP. | would like to
bring in the element of how this experience aligns with flexible thinking. This has
been elaborated in the following discussion.

7.6.1 Planning that Is Realistic andPractical

Adopting an IP approach brought about a realistic perspective to the intervéintion.
is usualin planningexercisego be driven solely by the organisational/ision and
falls preyto idealisticscenariosln suchexercisesgonstraintareoftenoverlooked
or externalisedHence plannerdall into thetrap of overambitioustargetsettingor
pessimistiaestrictivegoals.IP, ontheotherhand,beginsby fi d e s i tigesysteng
with which we would replace the existing systeight now if we were free to
replacet with whateversystemwew a n t (&cHoff etal. 2006 p. 37;italicsmine).
Hence, the whole focus shifts to the current. Through the interactive deliberations
with the UTSAH team, | attempted to compress time and make the team reflect on
achievable results and missed oppoities of the elapsed time and undertake the
planningasif it weredonefor thecurrentime. Theobjectiveghatwereidentified for
everycommunity that UTSAH would partner with, were designed to be achievable
and possible, instilling a sense adnfidence and conviction in the team. Hence,
planningwasnotfor thedistantutopia,butfor therealisticfuture,underthe current
circumstances.

IP offerstheplatformthatinternalisegactorsthatareusuallyconsidereaxternal
in a planning exercise. The planner automatically needs to challenge their blinkers
and flexible embrace a variety of considerations of the future in the present. Our
planning deliberations with the UTSAH team brought in factors from a variety of
stakeholderto makethediscussionsutsidein. Whereasrigid processvould have
limited discussions for and by the management team, IP enabled our immersive
experiencesvith thecommunityandbuilt-in variablesfrom theenvironment.

7.6.2 Principles that Biild a Foundation for theFuture

The above perspective, although may seem like overbearing on the present, is not
necessarily shotterm focused. As Ackoff et al200§ not e, the focu
n o wisrucialasfi wleowthatwherewe saytodaywewouldlike to befive years

from nowis not where we will want to be when we get there. Things will happen
betweemowandthenthatwill affectourgoalsandobjectivesBy focusingonwhat

we wantright now,we caneliminate thatpotentialsourceof e r r (p. 87 Through

my numerous objectiveetting deliberations, | attempted to compressthpsed
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time for the organisation, where the team cchdgleachieved desired objectives,

and use this as the base for practical future planning by duly setting objectives by
internalising probable constraints and challenges. Hence, althougippiheach

may seem preseifidcused, it was aptly used in the intervention to create a strong
foundation for futureprojections.

A flexible mindsetallowedusto go beyondour comfortzone.As afacilitator, it
waschallengingor meto breakdownacomplexmodellike IP for easilyconsumable
stepsandprocessethatwouldnotconfuseheteam putwouldallow theparticipants
to seamlesslghareexperiencegetinto the blendof thediscussionso let meelicit
what | wanted to as facilitator. The participants also had to go beyond thein
comfortzonesandtheytooktimein doingso.Howeverasthediscussionprogressed,

I managed to navigate the deliberations for me to address the pointers that were
necessary to build a childrotection framework for UTSAH considering current
realities and future projections. This was achieved with patient, griefiective
navigationof theconversationthatwasaspeechactinH a b e r partascéspeech

act is discussed at length in Chap.

7.6.3 Building a Learning Organisation

A key message borrowed from the IP approach was to incorporate the learning
character in the framework. It was understood by the team that there needs to be
enough agility in thesystem so that it can respond to changing circumstances and
emerging demands in the environment. This led the framework to include a set of
critical succesfactors(CSF)againstachobjectivethatwouldbetreatedasdynamic
inputstowardstheachievemenof the coreobjectives As Ackoff etal. (2009 note,
ithe way of dealing with more contingen
to design into the organisation or institution enough flexibility and responsiveness
so thatit canchangerapidly andeffectivelyto meetwhateveite n ¢ o u (pt54).r s 0
Regulareviewof theCSFsvould surfacecontinuingoremergingconstraintswhich
could be in turn used by the team in their planning and implementation. It was also
important for UTSAH to learn as it operated, and with thigiéw, a Governance
Framework was put in place that identified responsibilities and accountabilities of
keymembersincludingauditandreviews Mechanismsvereputin placethatwould
assess impinging threats and periodically incorporate changes as demanded by the
internal and externanvironment.

Learning ability is at the crux dfexibility, as we discussed in Chap.Incor
poration of learning means adaptiveness and being open to change. Learning and
adaptivenesalsohelp organisationsemainagile andnimble at the time of unfore
seen circumstances and axgency.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

206 7 Building Systemic Capability in An NGS8ketting

7.6.4 An Approachthatis Participative,Deliberative
and Accommodative iesign

Theinterventionwasdesignedo be participative deliberativeandaccommodative.

A rangeof stakeholdersvasincludedin theexercisevhereveipossible Apartfrom

the core team members of UTSAH, volunteers and employees of the organisation
also played amdive part in meetings, focus group discussions and thinking ses
sions. The Hafiznagar community was consulted in a proactive manner in order to
understantheirrequirementandchallengesT hiswasenabledhroughvariouspar
ticipativeworking committeedeliberationsvith differentgroup® wo me mé & 6 s
and chil d&wvharélmoadhasen digrisssions were held in ordeartive

at a comprehensive understanding of development areas that finally impinge upon
the weltbeing of children. Childn wereinvolvedin the formative understanding
andexpectatiorsettingphasesandthroughthefi Ri @féd 1i fexetcisetheywere
proactively engaged in the situation appreciation oktargegroup.

7.6.5 An Outcome that is Holistic an€Comprehensive

Theoutcomeof creatinganoverallframeworkfor child protectionthroughcommu

nity actionwasa key strengthThe methodologycalledfor a practical participative
anddeliberativeapproacHrom the beginningthatresultedin the emergencef key
pillarsin theframeworld coreobjectivesguidingprinciples,enablerd foundedon
robust action points, execution tools and identified critical success factors. Whilst
the core objectives brought in an intent and a focus, the guiding principles seek in
graininga DNA for all memberof theorganisationAt the sametime, theenablers

help cultivate the conducive factors that can fuel the machinery to function and
deliverresults Efficiency andeffectivenessrebroughtaboutby theexecutiortools
direded to reap the identified action points, contingent on the articulated critical
successactors.

7.6.6 Thinking Sustainability

The element of sustainability is core to the operating model, brought to life by a
defined 3year partnership between UTSAH dathe community,to be carried
forward by capability building, awareness and systamiiEew mechanisms put in
placepostthe3-yearengagemenParticipatoryAction Committeesveredesigneds
selft-directedteamdo sustairthedesiredchangeAudit indiceswereputin placefor
externalstakeholderso bereviewedbasedntheircommitmento thecommunity.
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A systemicmindset supported the team to think success, not only in terms of
efficiencybutalsoeffectivenesswhilst efficiencyis aboutdoingthingsright, effec
tiveness is about doing the rightngs.

In order to measurefficiency, specific targets were allated foreveryaction
pointandperiodicperformanceneasureacrosseachactionpointwereidentifiedin
terms ofquantity, qualitycost and time.

Themainthoughtdriving effectivenesmeasurevasto ensurehattheprogramme
engagemennadeadifferencein thelife of thechildrenliving in thecommunity.In
ordertoascertaireffectivenessftheinterventionsl| reliedontheResiliencenodelof
DanielandWassel(2002). Resiliencds definedasii t tapacityto transcencdver
sityd maybeseerasaguidingprinciplewhenplanningfor youngpeoplewvhosdives
havebeendisruptedby abuseandor neglectandwho mayrequireto belookedafter
away fr om h olé9d.orhe(Resilidnteimgdelitself is a comprehensive
one covering the overall psychological and emotional development of the child by
measuringsetof definedmetricsthroughthreeevolvingsphered (1) thechild, (2)
family relationships and (3) the wideommunity.However,considering relevance
and practicality, only the SeEsteem dimension was arrived on, as an indicative
measure to ascertain effectiveness of the programmeESelem is defined as an
fi i ntsenseafwdrkandc o mp e tirgheresdiéncemodel(DanielandWassell
2003. Througharesearchedbackedsetof questionstheselt-esteernof thechild is
assesseldeforeapartnershipvith acommunitycommencesandwhenit drawsto a
closeafter3yearsThismodelwasintroducedo ascertaireffectivenesi thefuture
programmes o) TSAH.

Theaboveindicesto bringin efficiencyandeffectivenesinto theframeworkcan
beseerascrucialfactorsto bringin sustainabilityfor thesystemgduringandbeyond
the3-yearprogrammengagementt wasalsoimpressedipontheteamthatperiodic
reviewsallowedfor revisionof targetsandrevisitingof successriteria. Thecreation
of frameworks at UTSAH did natean rigid directives, but they were directive in
nature always open to change ad@dptation.

7.6.7 Focuson CommunityAction

One of the strengths of the framework developed is that it is underpinned en com
munity action. The community stands at the cor¢hef model to ensure sustain
ability of impactthroughcollaborativeassessmengndfacilitation,evenbeyondhe
defined3-yearengagemesdt enabledby identified participativeactioncommittees.
Thisfacilitatesgreatetbuy-in andownershipof theinitiativesundertaken.

Similar sentimentfiavealso been noted by Jimen&009 with his experience
of using Ackoffds approach infAAckaff §pd
modelof participatoryplanninghasprovedto bevery usefulin applicationsn rural
communitiespermittingnotonly communitylevelinputin design butinnovation,
adaptationandmodificationof thelearningexperiencéo permitfurtherlocalcontrol
of resour c2608p.416)Ji menez
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7.6.8 Complementarity in thépproach
and in theFramework

Creative application of IP as an approach allowed complementarity both in the
approach undertaken and in the emergent framework itself. Reflecting on the
approach, although it falls under the broadebretta of interpretive thinking, |
introduced elements of structure, systematic evaluations and predictable processes
in the intervention. This was reflected in continually leading the discussions to let
theteamcomeupwith controlvariablesn orderto keeptrackof bothefficiencyand
effectivenesin thesystemOn onehand thenatureof accommodatiorstakeholder
participationandarticulationof guiding principlesasfundamentapillars, reflected
interpretive characteristics. On the otlhend, introduction of specific objectives,
settingtargetsprioritisationmatricedn actionplanning efficiencymeasuresffec
tivenessneasurethroughnumeriaating,andsettingupofaGovernanc&ramework
toensureadequateontrolpointsin thesystemreflectedunctionalistcharacteristics
in thesysteml broughtin toolssuchasthe River of Life andimportancé Certainty
matrix (from SAST)from completelyseparatbrancheso enrichtheapproachThis
i s akin itnot etghreathifounl lof t19%)halks apautgdiffer t h at
ent types of integration are discussed in CI8pAs better articulated by Jackson
(2000, Ai0One of the undoubted strengths of
seesystemsagethinking assimply replacingmachineagethinking. Ratherhesees
themascomplementarandallocatespacdor thesolvingandresolvingapproaches
within hisbasicallydissolvingorientatiorto socialsystems ¢ i e(pp243d 244).
The case under consideration aptly exemplifiesstiaisement.

JacksonZ000 summari ses the overall strengt
paricipative and has, at its most original element, the idea that the phases of the
planning process should be centred on

met hodol ogy t hat effectively realises |
endorsing tiin its philosophy and providing a set of practical procedures through
which the philosophica43). message i s empo

7.7 Conclusion

In this chapter, | presented a discussiorhow Interactive Planning (IP) was used
as an approach to create@nmunitycentric child protection framework and pro
gramme delivery model for an NGO in India. | started with a brief background on
child rights and child protection in India, leading to an introduction of the-back
ground of UTSAH. Following this, themerging requirements in the context were
discussedipllowed by adeliberatioronhowIP emergedisapreferredapproactor
theintervention A detaileddiscussiorof theinterventiorfollowed. Theintervention
reflectedtheessenceftheTheoryof Changenodel.Havingintroducedhemodel,|l
sharedny perspectivesnthesameasl walkedthroughthestage®f thelP exercise.
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Finally, | sharedmy reflectionson theinterventionbothin termsof the processand
the experiences through teame.

Emotionally,it wasanexcitingopportunityfor the UTSAH teamandmeto par
ticipatein this exercisethatinvolved conceptualising frameworkthatcouldcreate
conditionsthatfacilitate equitableaccesgor individualsto realisetheirright to life
thathasfreedom dignity andmeanin@ especiallyfocusingon childrenasits core.

To give shapeo thisthought,a communitycentricchild protectionframeworkwas
createdwith coreobjectives guiding principlesandidentified enablersLeadership

and execution responsibilities were clearly identified by constituting a Governance
Framework. Stakeholder paipation andnvolvementvas facilitated guided by the
tenets of critical systems thinking. One of Key strengths of this framework stems
from the fact that the community was considered to be at the centre of the
implementation model with the beliefahchild protection and community action
are inalienably interlinkedl all this aligned to the overall vision and mission that
was articulated in the very beginning of thiervention.
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Chapter 8 m)
Organisational Collaboration sl
in a Professional Services Firm

8.1 Introduction

Organisational collaboration facilitates team engagement, boosts innovation and
enhancegproductivity. Collaboration, as much as it is a function of attitudes and
personalitiesis equallyabouttheformalandinformal structuregshatanorganisation
putsin placeto operationalis@s businessin thischapter) will sharemy experience

of theapplicationof creativesystemshinkingandapproachew introduceanorgan
isationstructureto facilitate collaboratiorandmoreeffectiveleadershippracticesn

a professional service firm india.

At theveryoutsetjt isto benotedthatfor thisinterventionsystemsnethodologies
were not used in its purest form, but the systems paradigm was applied to inform
the context under considgion to facilitatecreativity,inclusiveness and holism in
intent and irform.

The intervention was undertaken in a Public Relations (PR) firm, Potential PR
(pseudonym used for anonymity), keeping in mind productive collaboration within
a set of geographc al 'y spread out teams -paced supp
growth. | first published a case study of this intervention in 2011 to highdeght
insights from systems thinking that were used in designing and leading the inter
vention, andkey message that surfaced during and at the end of the intervention
(Chowdhury2011). A rangeof methodologief amix-andmatchmannemasincor-
poratedwith adiversesetof managemenbolsthreadedy asystemmindsetln this
chapter, | will delve into the flexibility aspect of the intervention and dishoss
theconcepbf RequisiteOrganisatiorappliedin theinterventionalignswith systems
thinking. Further, | will take the reader through tievinitiatives undertake post
theinterventionis seekingto enablegreatercompetitivenessf thefirm.

Partof thischaptehaveappearegreviouslyinfi Or g a n i Designandk-inmaWide Collabora

tion: Retrospectivéppreciatiorof aChangeLed Consultingnterventiorin Indiawithin aSystems
ThinkingP a r a dautigoredy RajneestChowdhury(2011). System&esearctand Behavioral
ScienceJohnWiley & Sons;29(4);pp.402 419.Reprintedwith permissiorfrom thepublisher.
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8.2 Organisation in Focus

PotentialPRwasestablishedn theyear2000andhadwitnessedapid growthwith
officesin BengaluruNewDelhiandMumbai.At thetimeof thisinterventiorin 2008,
PotentiaPRhad75employeeswho camefrom awide variety of backgroundspart

from PRthatincludedjournalism,IT, defencelaw andengineeringThefirm prided

over its niche services and value relationship with its clients developed through
trustful proximity with them,drivenby committedandcollaborativeteamwork.

Thef i r coréapproactio PRwasstakeholderelationshipmanagemen#part
from this, it also introduced several valadded servicesverthe years including
managing internal communications, crisis communication and leadership develop
ment.

Intherecentyearsgprecedingheintervention PotentiaPRwitnessedomesteady
changes in itewncharacter as an organisation and the nature of employee interac
tions.Thiswasaresultoftheo r g a n i evaldtionfomdeinga smallboutique
firm to being a midsized concern with about 50% of its headcount added during
2006 2008.Theteamconsistef forward-thinking careerdrivenprofessionaléed
by ahighly capableCEOwhosawanincreasingheedore-emphasisandre-establish
the firm in a strog public light in the dynamic Indian RRdustry.

The firm started with five people in the year 2000 in Bengaluru, and by the year
2008, the firm grew rapidly in headcount and revenue and saw a spate of highly
successful corporations added to its list oégpigious clientele, includingn di a 6 s
foremosttompanyoperatingn thefield of InformationTechnologyandinformation
Technologyenabled Services (IT ad@leS).As the firm made its way forward, two
more regional offices were set up in Mumbai and D&h¢ater to clients in the
respective geographical areas and further expand its services in those regions. An
increasingly diversified portfolio of clients and nature of work also began to emerge
following which the companyidentified three areasof expertise: Technology,
Healthcare an@onsumer.

Potential PR operated a locatibased structure for its management purposes
where the three offices catered to the three respective geogéadeagaluru for
South, Mumbai foWestand Delhi for North. Althagh crossfunctional expertise
existedacrosshethreeoffices therewasanemergingendencyor employeesoclub
undertheir ownrespectiveffices. As thefirm grew,thiswasbecomingachallenge
asemployeesverealsobeginningto losethepersonatouchandrapporttheyusedto
havewith oneanothemwhenthefirm wassmall.As aresultof this,theircollaboration
andinformal networkingfor productiveresultswerealsofacingachallenge.

As time passed, Potential PR recognisedeimerging competitiveness of the
IndianPRmarketandrealisedhatif it hadto establishtself asa successfuhational
player, it had to reconsider its nature of teamwork, management and charket
opment, with a certain degreeiafmediacy.Therefoe, the leadership team of the
firm was going through a radical shift in 8n mindset. It did know that the firm
had to transform radically to be competitive and capitalise @witssuccesshut
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realised that the siloed working of employees where limits were being defined by
regional offices would not support its ambitious objectives.
Inthewakeoftheabovedewelopmentstheleadershipeamof thefirm decidedhat
theyneededo bringin anexternakonsultantvhowouldbeableto lendanobjective
andexpertiseview ontheintendedchangeprocesof thefirm. Theleadershigeam
comprisedf theseverseniormostmember®f thefirm andincludedthefollowing:
CEO, Principals(four) andAccountDirectors(two). This teamwasresponsibldor
leadingthefirm fromthefrontasafacetotheexternalworld, supporbusinesgrowth
andsustenance, ensure that systems and processes are established, and develop the
firm to face the exigencies of tfigture.

8.3 The ConsultingMandate

Themandatdor thisinterventionrwasawardedn November2008,to beundertaken
in a period of 3 months. | waskay member of the consulting team that leads the
design and implementation of thirgervention.

The objective of the mandate was to redesign the organisation structure to make
it more effectivein order to susia the rapid growth of the firm through collabo
rativeworking, along with supporting the leadership team in developing its people
skills sothattheywereequippedo leadtheorganisatiorto its future of growthand
transformationWe (the consulting team) agreed a scope to critically appreciate the
asis organisatiorstructureandvalues,andarriveata moreappropriatestructureto
support higher collaboration. It was agreed that unique roles would be profiled, the
leadership team wouldebassessed and mentored on behavioural skills, and-a com
munication process to support the change would be faciliteiedlly, the change
impact in the firm would baudited.

It was agreed that the organisational values identified during the procelss wou
supportenhancegroximity betweertheteamandthefirm thatwouldin turnenable
creatingandsustaininghechangenomentumDueto the natureof theindustry,the
ability of the team to be nimble and agile was an unszédl.

8.3.1 ThoughtDriving the Programme

The mandate for this intervention from Potential PR was to bring about a desired
changen thefi w ghyjngswork aroundh e rtheodighandwith theintentof enabling
organisatiorwide professional collaboration. Thigvolved not only restructuring
the firm but also bringing about a behavioural transformation amongst the team to
supporthechangen asustainablenanneralongwith energisingheteammembers
to contribute proactively for the ambitious future offilm.

Theimportanceof professionatollaborationin organisationwiasbeenwell doc
umentedin managemenliterature.Rhoten (2002, borrowing from the Drucker
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Foundationdefinesorganisationatollaboratiorasfi r e | a t thatpmsdeoppors
tunitiesfor mutualbenefitandresultsbeyondwhatanysingleindividual, discipline,
programmeteamor othersuborganisationalinitof work couldrealisea | o (p.8)0
Collaboration entails widening the horizons and perspectives of the mind, leading
to creation ohewideas and opinions, crucial for a creative industry like PR. Some
authorshavealso associated collaborative attitude with the sense of proximity that
professionalbavein theirwork situationsForinstanceSchampetal. (2004 referto
organisationgbroximity asthatii b e t engpleyeesfamulti-plantfirm whoiden

tify with eachotherasaresultof belongingo thesamedirm andof theirknowledgeof
firm specific routineso (p. 609). Geogr
team members due to regular conversations in both formal and informal situations.
Othershavealso addressed the conceptproximity taking the criterion beyond a
physical proximitybased definition to address other forms like institutional prox
imity (Kirat andLung 1999, organisationaproximity (MeistersandWerker2004),
cultural proximity (Gill and Butlei2003, social proximity (Bradshaw001) and
technological proximity (Greun2003. Professionals may dewg proximity as a
virtue of working within the same set of values and guiding principles, the same
organisation, a similar socitultural affiliation, and by and through technological
associations facilitating greater virtual identities. Such proximitatee stronger
grounddfor professionalso collaborateanddisplayintegratethinking for enhanced
organisational and businessults.

Organisational valudsavea considerable influence on employees being able to
identify with the specifigprofessional context and thereby build in organisational
proximity. Organisational values link to competencies and therefore hold great sig
nificancewhenwe aretalking aboutcollaborationled changenitiatives. According
to GorenakandFerjan(2015: i T ktancepof linking organisationavaluesto com-
petencies is linked with organisational culture, as organisational values are a part of
it and as such they attract people with similar value principlekramdledge, skills
and abilities. In other words, certain competencies influéieeeorganisa tional
culture is createdodo (p. 69). | t1989as bee
Kaufman and Herman1991) and Simmerly 1987, that articulation and
clarificationof valuesform akey partin organisationaandstrategigplanning.

Although a collaborative spirit may commonly exist without a formal recogni
tion of the same in stattp organisations, this may tend to fade away as team sizes
increase due to greater geographical spread or specialisation in specific areas of
work, or due to mistrust that may appear as people come in from diverse and unfa
miliar backgrounds. Nokkala2007) not es t hat fAbarriers t
lack of trustbetweemarties difficulties in relinquishingcontrol,the complexityof
joint projects anddifferentability tolearnnews k i (p.6)sSamilarly, Powelletal.

(1996 talk about leadership, size and position, technological affiliation, resource
availabilityandprofessionadlliancesasfactorsthatmaydeterminenowprofession

als choosea collaborate. These may be reasons that instigate teams to form silos
andrestrictinteractionwith otherteamsdn differentgeographiesspecialisationand
functions.Thereforethereneeddgo be considerablemphasigivento valuedriven
collaborationwith thethoughtthatidentificationwith acommonsetof corebeliefs
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and values wouldacilitate the employees to overcome organisational barriers that
could exist.

In the context under consideration, there were multiple factors emerging that
needed to be addressed in order to bring about an impactful change. These factors
included the folbwing:

6 Organisational Structure: The asis geographybased structure was creating a
silo environment at Potential PR. The problem structuring surfaced the need for
creatinganorganisatiorstructurehatwould notonly besolelyfocusedondriving
busness, but also driving collaboration and tegmergy.

¢ Capability: Given the rapid transformation the organisation was going through,
it was required to realign the right leadership capability in the right direction;
capability identification and emimcement were clearly called out as needs. In
addition, teams needed to be brought together in a process-appedfciation
and capacity building to brace themselves for changing times, greater challenges
and more exciting work.

& Collaboration: Thiswas the stated need when we (the consultants) received the
mandate from Potential PR. Collaboration is key in a professional services firm;
collaboration enables innovation, teamwork, pride and employee morale.

| realisedthatourinterventionhadto addressll theabovekey aspects$o support
the organisation leap into its future of promi&éventhe multitude of factors to be
considered for a peoplriven industry, the systems perspective came as our
overarching guidingrinciple.

8.3.2 Systemsas the Overarching Guidingfrinciple

Approaching the problem situation from the System Of System Methodologies
(SOSM)(JacksorandKeys1984) framework(discussedh Chap.3), thethreeareas

of intervention aligned with three different positions in the mathig.required an
objective lens taarrive at an organisation structure that catered to the vision of
PotentiaPRd theinspirationherewasdrawnfrom thesimpleunitarycell, wherethe
Viable SystemModel (VSM) fitted well. Inspirationof B e e (19Y3 Viable System
Model(VSM) wasdrawnto appreciat¢hatthereshouldbedifferentialvaluecreation
atdifferentlevelswithin anorganisationln anorganisatiorstructureyvalueneedso

be contributedatthelevelsof Implementatior{thosewho dothejob), Coordination
(those who coordinate between teams and functions), Control (those who establish
checksandbalances)Developmen(thosewho gatherandinfer from externalenvi
ronment) andPolicy (thosewhodrivethestrategy)Talking aboutcollaborationwe
requiredto takeinto consideratiothumarnrelationshipsinterpersonatlynamicsand

team synergies, apart from therfacelevel aspect of geographical isolation. The
requiremenin thiscasewasmoresuitedfor thecomplexpluralistcell of the SOSM.
Hencejnspiratiorwasdrawnfrom SoftSystem#ethodology(SSM)thatfitted well

to aspectshathadpluralistperspective$or bothsimpleandcomplexsituationsas
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inthecaseoh professional services firm. | nf
(1990 Soft Systems Methodology (SSM), we selectively used Rich Pictures and
CATWOE as informative tools. Rich Pictures are pictorial depictionpe&fop | e 6 s
individual perception®f currentandfuture statesof affairsasthey seeit, within an
environment of interrelationship€ATWOE stands for Customéréctors Trans
formatiori Worldviewi Owner$ Environmental Constraints, the themes that ought
to be considexd to bring about a viable chandealking about capability and cel
laboration, we had to understand who the organisation is designed for and whose
purpose it was serving. Capability is a complex aspect to handle; understanding
powerdynamicsbecomdamportantin suchsituationsaswell. Hence weresortedo
drawinginspirationfrom Critical SystenHeuristic§ CSH)thatcaterdo understand
ing complexandcoerciverelationshipshatfall in thesimple coercivepositionin the
SOSMgrid. Thephilosophyof Critical SystemHeuristics(CSH) (Ulrich 1983 was
consideredwherein,drivenby a senseof purposefor the professiorandits people,
well-beingandemotionalupliftmentof employeesvereof utmostimportance.

With this understanding, we initiated the design and implementation of their
intervention. We applied the concept of Requisite Organisation for the case under
consideration. In the following section, I will introduce Requisite Organisation.

8.3.2.1 RequisiteOrganisation

The term Requisite OrganisatiRO) was coined by Elliott Jaques and it brought
to life theconcepbf StratifiedSystemsTheoryfor organisatiordesignandrestrue
turing. RO is a systemic effort to rethink organisational struetand leadership
practices in terms of work complexity and human capability in order to enhance
business alignment and effectiveness. Accountabilities are clarified and measure
ment metrics can be aligned to both expectations of the role and the aiganisa
RO enableghealignmentof humancapabilitywith therequirementsf therole and
createsvorkflows for efficientflow of informationbothvertically andhorizontally

with adequate control being retained. Articulation of leadership roles, vehich
oftenbefluid, is easedvith adequateinderstandingf whatcanbeexpectedasper

the requisitdevel of respective organisations, depending onlével of impact of
theorganisationCredibleassessmemhethoddo assestalentandunderstandingf
leadershigpotentialhelporganisationso hire, placeanddevelopthedesirechbeople

to contribute towards organisatiorfectiveness.

Dutrisac et al. Z007) talk of RO as one of the most researched aatidated
managemertonceptshatlink severabspectsftheorganisatiorn aholisticmanner
thatensuresight organisatiorstructureright peoplerightaccountabilitiegndright
leadershigpracticegDutrisacetal. 2007 p. 28). Dutrisacetal. (2007 goonto say
thatimplementatiorof RO hasrecordedsignificantpositivevaluefor organisations
includingincreasingrofits,enhancegrowth,costreductionjmprovedproductivity
andincreasednarketsharelt hasalsoseenmprovemenin customerelationsand
greater employee satisfaction (Dutrisac eP@07).
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Theconcepbf organisationastratas centrato thework of Elliott Jaqueslaques
saysthatvery oftenorganisationgutin placeseveralevelsaspartof its structures
that create unnecessary hierarchy and addezhucracy. Levelseed to be created
to cater to a successilavel of work complexity. These levels need to be fillday
managerial leadership that is progressively higher as the manager movesméom
levelt o t he next . Jaqul®shixtgrsiva gseach bagks dim Cl e n
to advocate that an organisation needsatgea maximum okeven levelto cateto
anyform of complexity(the sevenlevelsarediscussedn furtherdetail later in this
chapter).Effective communication and control within these levels and with the
outside environment, if managed well, can take organisations towards greater
performance. He says that organisations need to be ghidsttong values and
principlesto makeit i r e g u all svork pecessewithin theorganisatiomeedto
flow from its valuesandprinciplesthatgiveriseto theorganisationatulture.At the
samdime, organisationsieedto beflexible andadaptiveto caterto changingneeds
of the dynamianarketplace.

The levels of worlhavea set okeydimensions that shape edekiel. These are
as follows:

& Value Contribution : Everylevelhasaspecificvaluethatthejob holderisexpected
to contributein hisor herrole. As onemovesuptheladder thevaluecontribution
is expectedo gohigherwith respecto dealingwith complexity futureorientation
and more outsid®cused.

& ResourcesA job holder needs access to resources like petgalenologypud
gets, skill set and knowledge in order to deliver to the complexity of his or her
role. As one moves up the ladder, the requirement will be for more sophisticated
or enhanced resources.

& Problems Everylevel comes with a set of problem situations that need to be
addressediVhereastlowerlevelsproblemsarevisible, clearandidentifiable,at
higherlevelsproblems are ambiguous, discrete andlearHence, more sophis
ticatedmodellingandproblemsolvingmethodsarerequiredasonemovesup the
ladder.

¢ Discretion: Thisis abouttheautonomyajob holderreceivesoinnovateandmake
changes at his or hégvel. At lower levels, discretionary powers mawolve
bringing about an improvement or changing specific work processes. At higher
levels, discretionary powers entail bringing about breakthroughs and completely
newthinking ino n eafes of work or in thandustry.

& Collaboration: This refersto the extentto which thejob holderneedgo interact
andcollaboratewith teamswithin andoutsidetheirdepartmenttaterally. At lower
levels,suchcollaborationis confinedto justwithin o n edarmmor departmentAt
higher levels, collaboration is organisatiside and has nmoundaries.

& Context: Involvestheextento whichthejob holderhasto interactwith theoutside
environmenincludingcustomerssupplierspartnersregulatorybodiesandcivil
societyorganisationsAs onemovesuptheladderthescopeof externainteraction
increaseandmovesheyondo n an@imediategeographicaboundariesindacross
nations.
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& Time Horizon: Thisis aboutthetime overwhich decisionf thejob holdercan
beseeno yield result.Accountabilityandtime framesareshorteratlower levels,
but at higher levels, the time horizon extesidaificantly.

Weled the intervention in a highly participatory mode so that concerns of all
section®f employeesveretakeninto considerationWedrewreferencdrom Critical
System Heuristics that is described in the sextion.

8.3.2.2 Critical System Heuristics

Critical SystemdHeuristics(CSH)is anapproachhatoffersanunderstandingf the
core,intermediaryandperipheratolesstakeholderplayin asystemandappreciate
thesocialandpersonalorldsof thesituation Drivenprincipallyby thephilosophyof
Kant,HabermasandPopperCSHis anapproaclexpoundedy Ulrich (1983 which

puts the position and activity of thevolvedand affected people in planning into
scrutiny.To becritical meandi td@scernortojudgec a r e f(Ulrichl 1988 p. 19)

thevery normsandvaluesoneis situatedwithin. Kantrendersriticism anabsolute

statudi twhicheverythingmustbes u b j e(atedie dirich 1983 p.20).Ul r i c hdé s
conceptualisation of systems is again heavily drawn from Kant, where he says that

Kant fAunderstands it [ sy slevwmoridtioasonr ef er
which theoreticalor practicaljudgementsdepend,including basic metaphysical,
ethicd political, and ideol 4983 m al). Tes pr i o

follows theconcepbfthei wh g ly s t vehithis,alwaysto beregardedtritically
asit isnotpossiblego comprehendhetotality of awholesystempecausdoundaries
of systemsarealwayschangingHeuristics,accordingo Ulrich (1983, is theart of
discoveryt he art of t h eelewvastarngceewloe d giepor otbhd emr o
theproblemitselfd anartwhichis beyondthescopeoffi r a t ii roq wAlsitlyich .
(1983 commentsit A ¢ ¢ o r Hyi heugistigs ,we understand not a collection of
prototypical problem solutions or problesolving techniques, but rathére art of
making 6the prob2emé the problemodo (p.
CSHis typified by askinga setof 12 questionsn thefi i andthefi o u grioded
For example, we can elicit and understand the difference in answers when we ask
the question, fi Whfo tihse tshyes taecmisu ad e scil g ne?ndt
be the actual client of the systems des
Chap.13.
Thel2polemicalquestion®f CSHmaybeusedo explorefundamentatélements
of social and personal aspects of stakeholder dynamics in implementation of any
social intervention, and to also understémodv stakeholder knowledge is defined
andcodified.
Thisperspectivefferedvaluabladmpetusrom ourinterventionin termsof appre
ciation of internal stakeholder positions angbectations.
Having introduced the consulting mandate and the thought driving the interven
tion, I will now turn to sharing our experience as we went about the process.
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Table 8.1Stages of the intervention

Diagnosis and design Analysis and Execution and change
recommendation management
Expectation setting with top | Review ads organisation Design and implement
management structure communication plan
Levels of work audit Dialogue with top Facilitate offsite workshop
management to evolve-tze
structure
Assessment of individuals Evolve tebe structure Changampact assessment

8.4 The Intervention

The intervention was initiated in the following three stages: Diagnosis and Design,
Analysis and Recommendation, and Execution and Change Management. Refer to
Table8.1that articulates the key aspects of every stage.

I now discuss the three stages in detail below.

8.4.1 Diagnosis andDesign

This primary stage was meant to understand the problem areas of Potential PR and
accordinglyinform thedesignof thetwo stageshatfollowed. Thiswasahighly par
ticipatorystagevhereemployeesepresentingariousevels functionsandlocations
weremetandinteractedwith. This stageconsistedf thefollowing steps.

8.4.1.1 Expectation Setting with Top Management

This involved appreciation of expectations of the top management from this inter
vention andhow it would support thé i r wisidrs of the desired future. The top
management constituted the CEO and one of the senior most Principals, who had
beerakeydriverof thegrowth andstrategidirectionof thefirm. Weheldoneto-one
interactions with the top management covering various areas including the current
stateof thebusinessprganisationaandhumarresourcegproblemareasrevenuelif-
ferentiationpusinesandmanagementhallengesstrength@andweaknessesuture
direction,andstrategimbjectivesTheinteractioralsoinvolveddecidingonresource
requirements and the matrices for measuring success imténisntion.
Cuesweredrawnfrom the CSHapproactof Ulrich (1983 thatmeantthatthese
interactionswverefacilitatedwith anintentto understandhedesirablestateof being
for all levelsof employeesasperceivedoy thetop managemeniThe questionnaire
guidelinewasdesignedo explorenotonly thejourneythatthefirm madeandhowit
wantedo moveforward,butalsoto critically explorethethencurrentstateandhow
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it differedfrom theintendedstate CSHalsoinformedthequestioneto beconstantly
probing of the internal and external stakeholders who were actively or not actively
involved and affected by the intervention. This included employees atzosis
(career progression lines would be touched) and the clients (the serviceydeliver
model would beémpacted).

Thetop managemerttighlightedseverabriversthatneededo beconsideredor
arriving at various options for the restructuring. These were considered under the
CATWOE framework to facilitate thinking about a wider range ofiatales.CAT-

WOE is a mnemonic that stands for ACust
Worldview,OwnersE n v i r o andi@mspabtof theSoft Systemdvethodology
thatwasdevelopedy ChecklandandScholeg1990. In thiscasetheunderstanding

centres on théllowing:

& CO Customers for which the firm exist&@doth internal and external. Any inter
vention had to offer customer value as the main intent.

6 Ad Actors, who aatally carry out the work in the organisation; in other words,
all employees.

& Td Transformation process that receives inputsamyertshem to desired out
puts.

& W6 Worldview that drives all belief systems and actions behindybtem.

& 08 Owner(s), who have the formal power to take decisions.

6 E& Environmental constraints including resources limits and operating within
ethical considerations.

A rangeof customergbothinternalandexternal)wasproactivelyarticulatedand
impact of thef i r empleyees service delivery was discussed to understand client
impactthroughthetransformatiorprocesshatthef i r serdicesvouldentailin the
new structure schemdasiventhe dynamic nature of the employees, tipgirspee
tivesand worldviews were explored, and their aspirations and career progression
options were understood. Respective ownership for operations, value creation and
clientmanagementereclearlyarticulated With theadviceof thetop management,
all change drivers and recommendations were placed on the table to cneate a
structureschemahatwould potentiallyraisethebarof PRin theboardroomnthrough
distinctive client value creation and influencicitange.

Thisledto theidentificationof the organisatiordriversfor the firm, whichwere
asfollows:

& Scalability andyrowth,

¢ Intra-firm collaborativespirit,
¢ Process efficiencgnd

¢ Organisationaintegration.

8.4.1.2 Levels ofWork Audit

This stage was about ascertainingttien-current state of operation of the roles and
therelativevaluecontributionthatemployee$adin theirrespectivdevels.The
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framework used here wdsvels Of Work (LOW) that was developed by Elliott
Jaques and Gillian Stamp, as a result of some of the most extensive research work
carried out in the Human Resources field. TRV framework was adopted to be

in syncwith theVSM modelof Beer(1972 thatmeanthatwe exploreddifferential
value contribution to differeriévelsin the organisationith the systems perspec
tive in view andtheinfluenceof Beer,we endeavouretb understad thekeyaspects

of organisation sustainability from the cybernetic principles of communication and
control. As defined in the VSM model, they driver for flexible organisational
sustenancandsustainabilityis effectivelyinterveningwith theinternalloci of com
munication and control. THEOW framework enabled the use of various tools and
approache# orderto havethisappreciatiothroughaseriesof definedandfocused
comprehension questions and critical examination. This enabled dieestanding

of where internal control balances lied dmavthe schema existed in a recursive
fashionin theorganisationAreasof repetitionandduplicationof work weresurfaced

and noted for change as a result of ghigly.

The LOW framework considerBow an incumbent handles available resources,
timeframe of decisiomaking, discretion, organisational collaboration, their value
contribution problemsandenvironmentatontextjn theirday-to-daysituation.This
framework advocates that as peopievethrough their career, their capability of
handlingthesefactorsundergoes shift; professionalsransitionfrom a statewhere
the relative Acomplexityd increases fro
dictableandstraightforwardo wherethesebecomehighly unpredictabl@nduncer
tain.JaquesindClement(2002 notethatfi ¢ o mp lisafunctibnof thenumberof
variablesoperatingn asituation theambiguityof thesevariablestherateatwhich
they are changing, and the extent to which they are interwoven so that they can be
unravelledn orderto bes e e(m 22). Accordingto Jaquesastheincumbentrises
up the organisational ladder, he or ghariablyhas to face greateomplexity,for
which more resources including workforce are required. Hence, his or her span of
control also getaider. This expansion of resources in turn also adds to aniethedr
of complexity for the manager.Therefore,moving up the organisationaladder
invariably entails moving up the cognitive capability to handle greedenplexity.

As amanagemovesuptheladderauthentidlexibility becomes coretrait asoften

decisionseedto betakenin ambiguousituationsandthesameneecto berevisited
fromtimetotimedueto constantlynamismin marketrealities Internalrelationships
keepchange®othfromtalentandbudgetaryperspectiveandmanageileadersieed
to stay agile and resilient in sucincumstances.

Juxtaposing this schema wihe e mdilal, we understartibw differentlevels
of controlpointscanbeassociatedith differentstructuralevelsin theorganisation.

The framework advocates the following seven Levels of Work:

6 Level-1 Quality: The incumbent is expected to do specific work within clearly
definedquality, quantityfime and resources, within a concrete environment with
known and measurable variables.
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& Level-2 Service The incumbent is expected to support the Ldv@b holder
wheneveralledfor to manageroblemsandissuestakinginto consideratiorihe
organisational ethos amalues.

& Level-3Practice Theincumbenis expectedoimplemenbrganisationadystems
andprocessem theirareaof concernandtakedecisiondor particularunitstaking
into consideratiomow it will impact on the other units axépartments.

& Level-4 StrategicDevelopmentTheincumbentsexpectedobringaboutchanges
in productsor servicesn theorganisatioror with outsiderelationshipsstructures
or systems that would ensure that the organisation ctaysetitive.

& Level-5 Strategiclntent: Theincumbenis expectedo establisha strongconnect
with thelargersociceconomicenvironmentandbring aboutstrategicchangesn
theorganisatiorthatwould ascertaithelong-termviability of thebusiness.

& Level-6 CorporateCitizenship Theincumbentsexpectedo establistandsustain
stronglocal, regionalandnationalpresencesuccessfullyntegratingandaligning
human sensitivities, crossultural needs and global economic transformations.

6 Level-7 Corporate PrescienceThe incumbent, by virtue of their insights and
opinion, could redefine value systems at a glddadlthat would shape current
and futuregenerations.

We deployed royaltybased proprietary tools to conduavels Of Work Audit
(LOWA) across all the ais roles at Potential PR. These included CE@nck
pal/Account Director, Manager, Supervisor, Senior Executive and Execlitive.
obtain a comprehensive appreciation and establish the reliability of the tool, a ran
domsampleof 25role holderswereinterviewedacrosghelocationsandlevels.Eah
interactionspannediroundtwo hoursandexploredvariouswork aspecténcluding:
summaryofthejob, job purposekeyaccountabilities;esourceavailable challenges
facedin therole,thediscretiorthatcomeswith thejob, internalcollaboration,associ
ationwith theexternalcontext timeframefor decisionmakingandfinally, thefi f e e | 0
of beingassociateth thatrolein thefirm. The LOWA tool hasspecificpointersand
guestions to guide and direct the interaction in a specific daddadmannerThe
LOWA questionnaire cannot be shared due to licensigglations.

The role interactions alsavolvedcomprehensive appreciation of the organisa
tional culture and val wiensThi§was captured by e mp |
exploringwith therole holdersabouttheir everydaylived-in experienceat Potential
PR.

8.4.1.3 Assessment ofndividuals

Two specifc onlineassessmenisModified CareerPathAppreciation(MCPA) and
Linked Psychometric AssessméhPA)d wereadministered to abevermembers

of the leadership team. These tools are based drOeframework andhavebeen
accredited by the British Psyclogiical Society. MCPA assesses the individ al 6 s
currentcapabilityof dealingwith complexity,andhowthisdevelopsvertime. It also
helpsidentifying howthei n d i v cudrentcdpabsitiesmatchwith the
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complexity they face in their role, based on various dimensions mentamkeet.

LPAis an integrated competency assessment tool that combines six expert psycho
metricelementsConflict Handling, TeamOrientation Personality| earningStyle,

Work Style and Managerial attribute.

Theseoolsweremandatedo beusedby PotentialPRin orderto gaugethecapa
bility and competencies available in the leadership team, and accordingly counsel
and mentor the team members so that they may deliver on the expectations set on
them todrive the changes that would be brought about byiritesvention.

Being able ® manage change and lead the organisation through its qualitative
transformation weréey traits of leadership effectiveness that were assessed. This
includedtheability of manageileadergo sensandrespondn atimely andeffective
manner tocontingencies without any evident manifestations of resistance or road
blocks.Remaininglexible andadaptivealongwith displayingcalmandcomposure
are hallmarks of such leaders. A leader needs to be able to extend his-ottigsali
to influence ad control their surroundings including theswn teams (Fielder
1967). Thisrequiresa high degreeof cognitivematurityandemotionalintelligence
(Atchison and French967).

Post the assessments, all #evenindividuals went through a mandatory two
hour interaction with an accredited consultant from our team. The purpose of these
interactions was not only to offer feedback to the incumshéut also validate the
answerandobservationshattheywould havesharedatthetime of takingthetests.

8.4.2 Analysis andRecommendation

Thiswasthe secondstageof theinterventionthatentaileddetailedreviewandanat
ysis of the data and knowledge assimilated in the first stage, leading to customised
solutions for the firm. This stage included the followsteps.

8.4.2.1 Review Asls Organisation Structure

Wemet withkey staff members toeviewthe asis (current) eganisation structure.

This involved study of correlation between the structure andUB&/A outcomes
arrived at in the previous stage. The variables that were considered in this stage were
the business environment, organisational culture and power dys)ang@ws of the
leadership team ankky internal stakeholders. Existing organisation strategy and
business objectives were understood and alignment with its current structure was
sought. A thorough study of the performance measureskeyg@rocesses was
undertakenCuesthatemergedn theorganisationavaluesfrom interactionsn the
previous stage were kept as a context for inference intéps
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There were six roles identified as HAul
the same nature of work and value contribution. These roles were

¢ Executive,

¢ SeniorExecutive,
& Supervisor,

& Manager,

¢ Director,

¢ Principaland

¢ CEO.

These roles were analysed in etalled manner taking into consideration the
following aspectsPurposef thejob, Key ResultsAreas(KRA), Dutiesandrespon
sibilities, Valuecontribution Capabilitiesandcompetenciesequiredo perform,and
Fitment d the profiles of the leadership team members with theis asles. The
profiles of the members of the leadership team emerged froM@RA and LPA
assessmentlatwerecarriedout. Theroleswerefoundto beoperatinghroughthree
progressivdevelsin theLOW framework:Quality, Service andPractice.

Thefollowing observationandkeychallengegmergedsaresultof theanalysis:

& Theasis locationbasedstructureandreportingmechanisnwascreatinganarti-
ficial divide between themployees in the three offices. Employees were being
segregatethasedon the geographyratherthanon skills. This wasleadingto col-
laboration taking a toll in therganisation.

& Thelocationbasedstructurdimited informationflow within specificoffices.For
instance, circulation of crucial HR information was done within the office itself
rather than across the organisation. This was leading to a lack of cohesion in the
organisation, and communication and collaboration being initiated witthin
specificoffices.

& Variousroles within the organisation including leadership roles demonstrated a
strongtransactioriocus.Thiswasalsotakingleadershifocusawayfrom strategic
value contribution and thieey people dimensions of developmt, bonding and
collaboration.

& Thereweresignificantoverlapsn expectations,olesandresponsibilitiebetween
thevariouslevelsandlocationsIt wasfoundthatattimestherolesacrosghehier-
archieswerecrampedn thesamedevelor gapsin structurdeadingto seniorstaff
beingpulleddownto performwork of thejunior staff. Therewerealsoconsider
ableambiguitieswithin the setup aboutresponsibilityof busines®perationsand
locationwise administrativeesponsibilities.

6 People were being promoted acrossl#velswithout significant change in their
role,leadingto perceivedsensef stagnationThiswasalsoresultingin asituation
wheregoodperformingstaffwasbeingpromotedbuttheydid continueto perform
similar work as in their previousles.

6 Locationbasedstructurevassomehowimiting crossfunctionalflexibility across
teamsacrosggeographiesSpecificteammembersn onelocationcouldbeinter-
estedn workingwith aclientor in aspecificsolutionin adifferentgeographybut
theway the organisatiorwasstructureddid notallow themto do so.
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Fig. 8.1As-Is organisation structure

Figure8.1is a depiction of the ais organisation structure that was arrived at,
based on the study and on the LOW framework.

8.4.2.2 Dialogue with Top Management to EvolveTo-Be Structure

The understanding that emerged out of the above analysis was shared with the top
managemerfor dialogueandvalidation,andobtaininputsfor thenewstructureThe
facilitation of this dialogue waisifluenced by a Critical Systems Heuristics (CSH)
perspective where we encouraged the top management to thimbwostructure
dimensionsotonly in termsof businesgrowthbutalsoin termsof wardingoff fac-
torsthatwerehinderingapositiveandcollaborativeenvironmenin certainpocketsn
thefirm. Thisthereforanvolvedfi s w e & pnf@mugchmarl 968 of considerations
ofthefii nv oandiead d glrichel€l8d partieswithin theorganisationThere
weremultiple dialoguesonclarity of rolesandexpectationssareepaths communt
cationfora,transactionaHR issuessuperiof subordinateelationshipandemployee
mentoringacrosgheboard.Thesedialoguesverepromptedoy theindicatorsfrom
CATWOEthat guidedus.
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The following design variables were identified for the new structure:

& Relationship Management This term denotes the nature in which internal and
external relationships would be managed at Potential PR. It emergedkthat a
management requirement of the firm was to nurture a healthy relationship with
its team within the firm and externsflakeholders, including clients and service
providers. Keeping this in mind, it was agreed thatriée structure would be
designedn amannein whichtherewouldbeanunderlyingthemeof collaboration
through the firm; professional teaming feffective client delivery could not be
letto sufferdueto geographicatlistancesreatedby the organisationastructure.
Client relationship and interaction would be seen as a unique skill and task that
wouldbehandledy certainuniqueroleholdersandvenda relationshipsndother
administrativeresponsibilitiesvould be managedy anadministrativedesignate
in each location. Hence, strategic and transactional functions were to be clearly
delineatedMoreover.to maximise and foster internal relationships, the structure
would beevolvedin such a way that critical interactions like grievance redressa
and performance appraisals were handled by specified unique and capable role
holders.

& Industry Focus Thistermdenoteshespecificindustry(or industriesthatPoten
tial PR would want to serve. As the firgnew,there were three specific indost
areaghatemergedThesewnereHealthcareTechnologyandConsumerln thedue
course of the analysis, it emerged that as the firm grew and developed, it made
moresensdor teamsto be organisedaroundspecialistverticalsratherthanloca
tions.Thiscouldalsoaddressheissueghatcreatedmpedimentsn collaboration
due to a geographlyasedstructure.

& Geographic Spread This term denotes the geographic focus and structure that
Potential PR would want to adopt going forward. It emerged that the current
organisation was structured with a focus on the location. Staff in all the three
locations reported to a Principal, wha@s also heading that particular location
administratively However,as the specialised vertiebhsed structure would take
shapeijt wasagreedhatoneseniorpersorin everylocationwould beresponsible
administratively for that location, but staff widureport only to their specialist
servicevertical,irrespectiveof theirlocation.Thiswasbelievedo enablesuperior
clientdeliveryanddevelopedetterskill setto supporigrowthof theorganisation,
which would be a separate focus from administeasupport for the locations.
Thiswasalsoexpectedo bring in crosslocationcollaborationat work.

6 Value Contribution : Thistermdenotesheuniquevaluethateachuniquelevelin
Potential PR would be expected to contribute. It was deliberated thagweith
level,thereneedgo beadifferentialvaluecontribution.To supportthefirm move
intoits plannedrajectoryin thefuture, it wasenvisagedhattheorganisatiorcould
be designed in three superior levgsienthe stage at which the firm was in, as
pertheLOW framework;theseareService PracticeandStrategicDevelopment.

& DecisionControl: Thistermdenotesvhatdecisionsvouldbetakenatwhatlevelat
Potential PRToovercome ambiguity and confusion in the authority and respon
sibility in the firm, emergingout of overlappinghierarchylevelsandreporting
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relationships, this aspect was considered leesydiactor to influence the organi
sationdesign.lt wasagreedhatdecisiongelatingto staff evaluationappraisals,
developmentainterventions and career paths would be handled by the reporting
managers. Decisions relating to administrative support and seamless functioning
of thebranchesvouldrestwith thedesignateddministrativesupporbfficial. The

role of HR wasagreedo bethatof facilitating the newstructuredriving collabo
rativeengagementsuggestionsf improvemenbpf peoplepoliciesandensuring

their implementation as an effective supgoriction.

8.4.2.3 Evolve To-Be Structure

Basednthedesigrcriteriaevolvedandconsideredn thepreviousstepswe pillared

the new structure with a view to merge the existing locatizased structure and

evolveaverticatbasedstructure Threespecialisederticals(HealthcareTechnology

andConsumerWwereclearlydelineatedto be headedy individual Principals who

would reportto the CEO.In orderto supporthetransitionof the organisatiorto the

anticipateduture,thepositionof Principalwassculptechigherto Director,with the

identification of clearly differentiated roles spaced as per value contribution across

thelevels.lt wasagreedhatbeingin thespecialise@ervicendustry thefirm required

tooperatatServicé Practicé Strategidevelopmentevelsin theLOW framework.
Figure8.2 depicts the proposed structure.

) Firm-wide
Cleorly differentioted Roles 1 I

Development

.............................................

Locations Merge As Vertical Structure
emerges

Fig. 8.2To-Be organisation structure
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The following seven unique roles were redefined as per the organisational and
business requirement, and based on the LOW framework:

& Executive Provideoperationakupporto SeniorExecutivesin tacticalandtrans
actional execution of PR activities for tbleent.

& SeniorExecutive Engagen primaryclientdeliverabledy executiorof mandated
work.

& Supervisor. AssisttheManagersn clientrelationshipnanagemerdgnddriveday-
to-daytactical/operationadPRactivitiesfor anaccountandfocuson executionas
planned for and expected by ttleent.

& Manager: Managetheoverallmanagementf clientdeliverablesandall PRexe
cution activities for allocated accounts throwgffectiveunderstanding of client
needs and distribution of accountabilities to junior members in the team.-Excep
tional issues would typically be escalated toDirector/Principal.

6 Director: Relatimship contact for the client and ensure business sustainability
througheffectivemanagement of resources in the tedmprovide broaebased
strategid®Rcounsefor thevertical/clientandto provideinputsfor buildingexpert
knowledgewithin theteamandin settingup of processes/systenrsthefirm.

& Principal: Build, growandexpandhefirm asacrediblecommunicationsonsult
ing companyin thespecifiedverticalby wideningreach clientbaseandredefining
approachio PR.To managahegrowthof theverticalinternallyby settingup new
processesystemandmechanismgo ensurehighquality of deliveryby building
effectiveteams andtrategies.

¢ CEO: Build thebrandof thefirm andmakeit thetorchbeareof thePRfraternity,
leading the cause of emphasising the credibility and importance of PR in the
corporateboardroomTo beaconsultativepartnerfor the clientsby addingvalue
tothePRofferings Equippingtheorganisationvith therequisitevaluesandvision.

Thesix uniquerolesweremappedo four Levelsof Work cateringto the current
and future strategy of Potential PR. The principles of communication and control
weredrawnfrom B e e modledto designthenewscheman amannethatdistinctive
accountabilities were set in distifetelsand value creation is clearly identified as
one moves up the organisationatlder.To live the structure, clear detailed role
descriptions were created feveryrole, based on the above parametbed artic
ulated the expectation, deliverables, performance measures, internal and external
collaborations, discretion, timeframe and resources for the roles as gedWie
framework. Thenewstructurevasthenvalidatedwith theleadershigeamaftersev-
eralroundsof discussionsThekeylessordrawnfrom softsystemshinkingwasthat
inspirationfrom theVSM modelwasnotusedasalifelessdesigntool for immediate
replication in the situation. Rather the same was dovetailed into the business and
cultural context of the situation, afided and translated through th®©W frame
work and tools. This approach not only helped customise the solution to thte clie
requiremenbut alsofacilitatedgreatetbuy-in by theteamat PotentialPR.
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8.4.2.4 ConvergenceWorkshop with Leadership Team

Oncetherewasanagreementith thetop managemerantheto-bestructurejt was
realised that this needed havean equal collaborative btip from the leadership
team,sothatimplementatiorof the newsystemamongsthelargeraudienceacross

the company could be carried out with minimal resistaWéi¢h this in mind, we
conducted a onday workshop where all members of the leadership team were
present in the month of March 2009. The workshop was designed keeping in mind
the folowing characteristics:

¢ Dialogic: Enabling participants to present their views and engage in a dialogue
in the process, so that the workshop did not seem like an information download
exercise, but a collaborative knowledge sharing platform.

¢ Participative: Design and facilitation of the workshop in such a manner that the
team was involved in various activities like benefits analysis, anticipating chal
lenges, debating options and exploring possibilities. Rich Pictures were drawn by
the partigpants to depict their perceptions of the change and how they saw this
intervention impact the firm in the future. The concept of Rich Picture was
borrowed from SSM (SSM is discussed in detail in Ci&p.

¢ Integrative: Apartfrom communicatinghenewstructureto theleadershigeam,
it was also our mandate from the top management that this workshop needed to
achieveanintegrativespiritin thefirm atthelevel of theleadershigeam.There
fore, the modules and exercises were designed in such a manner that it enabled
the participants to see the Potential PR team aermitg, with owncharacter and
personality, rather than a discrete set of professionals clutngether.The
emphasionfirm-wide collaboratiorwasmaintainedhroughoutheworkshop.

8.4.3 Execution and Changéanagement

This was the final stage of the intervention, which focused on executing the agreed
structureandmanaginghechangeeepingn mindtheconcernsandchallengeghat
theemployeedadsurfacedwith regardto thisintervention.This stageconsistef

the followingsteps.

8.4.3.1 Design and Implement CommunicatiorPlan

Thiswasseerasacritical stepin thechangerocessTherewerealreadyconsiderable
confusion and questions in the minds of employees regarding what the outcome of
the intervention would be arwwthey would be personally affected as a result of
this. The communication plan was designed in a manner that such concerns could
beresolvedsatisfactorily Forthisto beachievedthefollowing wascarriedout:
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& A onedayworkshopwasorganisedn eachlocationto orientthestaffonthenew
structure and unique requirements of tesvroles designed. These workshops
followedthetenetsof beingdialogic, participativeandintegrativeasdiscussedn
the previousection.

& Contact details of the consultants (including mine) were shared with the teams
across locations and they were given open access to us for any queries and clari
fications.

& One designated membebpin each location was specially trained on the change
intervention and made the change champions for their respective locations. The
role of thechangechampionsvasto playthego-to persoratthespecificlocations
to address any doubts or concerns. Tieye to work closely with th¥ertical
leads and th€EO.

8.4.3.2 Offsite Workshop

It was realised by the leadership team that posting all the individual lodz&ad
workshops, there would be a requirement of bringing the entire team together in one
location and createa collective and collaborativemomentumto implementand
sustain the change. It was also intended that the organisational values would also be
collaboratively articulated during this offsite. This workshop was facilitated in mid
2009 fa over2 days.

Thedesignof theworkshopwasdonein away thatit couldbring aboutanemo
tional integration of the team with the larger intent of PotentialTeRRnable this,
right through the project, individual stories were collected, owttaEh common
themes were derived. These themes were presented in various formats to explore,
reflect and debate during the two days. Rich Pictures were used to facilitate unhin
deredrepresentationf thinking. Facilitationof boththedayswasdoneby the CEO
and our team with a focus and emphasisow team collaboration needed to be
fostered and nurtured in the firm as it delved intoesv form as a result of this
intervention. Theworkshopenabledhefirm to clearlyarticulateits corevaluesthat
theteamthoughtdrovethem,andthatgotreflectedn thewaythingsgetdonearound
here These core values that were articulaiede

& Integrity (honesty, genuineness, commitment, humility, courage),

6 Excellence (resulterientation, structure and accountability, teamwork),

¢ Passion (Freedom/Innovation, pride, positive attitude, focus),

6 Balance (work environment, interpersonal relations, empathise),

6 Trust (suspend judgment, empathy, walk the talk) and

6 Entrepeneurship (leverage diverse perspectives, try new things, innovate, chal
lenge people, reward merit, actively develop people).

Thesevalueswerefurtherusedto reflecton storiesthattheteamthoughtshaped
their thinking and association with the firm. Intense emotional experiences were
shared that contributed to thee a oobesive identification within itself and this
provided an onus to work collaboratively into fheure.
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A phased implementation plan was presented forautlof the new structure
during the workshop.

8.4.3.3 Change Impact Assessment andudit

It wasadvisedby thetop managemerthataformal auditprocess$e putin placeso
thatthechangémplementatiorwassustainableandthatanydiscrepanciesouldbe
detected and corrected as and when teeyr.It was agreed that a oy review
every6 months for two sessions be conducted after the projecveas
Thisinterventionvasprimarily initiatedto facilitateintegrationandenhancement

of collaboratioracrosdocationsandteamsat PotentialPR,drivenby apracticaland
feasibleorganisationadtructurego enabldghefirm leapintoits nextorbitof growth.As
aresultof thisexercisethefirm wasbracedo breakawayfromits conventionalvork
styleof siloedlocationbaseso anenvironmentvherecollaborationvasdesignedo
flow acrosdocationsandbeingspearheadelly capabldéeammembersatthesenior
level. As theauditswerecarriedoutin late-2009andmid-2010,following werethe
organisational changes that weed:

& Employees were found to be more interactive across the offices resulting in
enhanced intelocation collaboration. This was a direct outcome of the 4inter
vention design.

& Therewasincreasedamiliarity of employeesicrosdocationsdueto greaerinter-
actionandnewinitiativesbeencarriedoutlike blanketinformationsharingpnHR
updates.

& Thenewverticatbasedstructurecreatedlifferentloci of expertiseof professionals
with specialised skills and interests. This resultegraater cliensatisfaction.

& The momentum generated through the workshops and offsite was sustained by
the employees supported by the leadership team. This resulted in greater organi
sational, cultural and professional fip

Asaresultofthenewfi p r o x thatwasforndingatPotentiaPR,valueaddition
atwork andknowledgdormingandsharingwereemergingn variousways;thiswas
apart from the intentional formal ways of periodic business updatesiewfora.
Thiswastheinformal collaborativespirit thatwasforming from which thefirm was
benefitingin morewaysthanwhatwasintendedat the startof the intervention.We
mayreferto Gibbonsetal. (1994 andconnotethisform of knowledgeasii Mo @ &
knowledgewhichis oftenfoundto bemorepowerfulandrelevanthanformalforms
of knowledge creation and formation (Nokka@07).

Postimplementatiorof thenewstructuretherewerealsovariouschallengeshat
surfaced for Potential PR for the top management of the firm. These challenges
appea ed at the |l evels of soft skills of p
sustain the change, aadenthe leadership e a abilitgto relate and lead the larger
teamthroughthenewenvironmenbf dynamismandgrowth.As aresult,the
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top management further mandated our team to intervene in the situation to address
these chllenges, as part of a different intervention (some reference is provided in
the discussions that follow).

8.5 Appreciating the Intervention from a Systems
Perspective

The overall intervention was carried out under a systems thinking perspective to
introduce aneworganisation structure that would enable collaboration at Potential
PR.Inclusivenesandflexibility wereimportantdriversfortheprogrammeAlthough
theoverallthinking thatdrovethisinterventionwasbasednthesystemgparadigm,
no systems methodology was used ineitsirety, but in mixandmatch with one
another, more as an influencer. Our approach also set the tone for the organisation
in a specificdirection to enable collaboration and cultural proximity that was to be
internalised as its futunenfolded.

| will present an appreciation of the case from two ledsegthodological and
organisational.

8.5.1 Methodological

As consultantswewereableto applyarangeof methodologiethatwerepertinento
theintervention Amongstthethreemembeteamfrom ourside,l wastheonlyteam
member who was trained in systems approadiesever,all the three of us were
trained in applying th&evelsOf Work (LOW) framework that is a licensed from

the Brunel Institute Of Social Science (BIOSS). | was able to bring in the systemic
perspectivao our approachn alignmentwith the LOW frameworkandthroughthe
change managemeptocess.

Table8.2summarisebowsystemsapproachesereusedn thisinterventionand
to what impact. It is to be noted that this is not an index to relate tool to usage and
impact,butit is only aschematicepresentationf howtheovemall systemghinking
frameworktrickled throughoutheintervention dueto a consciousffort.

The mixandmatch approach has been prevalent in the systems dovain.
ous academicians and practitioneavedocumented the benefits of this kind of an
approach. havediscussed this in detail in Cha.

Beinginfluencedby the Critical SystemHeuristics it wasalwaystheendeavour
thatboththeinvolved (consultantsCEO andleadershipeam)andaffectedinternal
stakeholders (employees) were engaged through the transformation process. It was
a conscious decision that aksy conclusion about the current state of affairs or any
future change recommendation would be made by mbmhtive process and
without neglectingcrucial inputsfrom employeesacrosshe levels. The senseof
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8.5 Appreciating the Intervention fronSgstemdPerspective

Table 8.2Application of creative systems thinking in the intervention

233

Perspective

Insights drawn for
the intervention

How it was use

Impact

Critical system
heuristics

Inclusionof
stakeholderinvolved
and affected in an
intervention

Intervention design
to make the process
inclusive using
participatory
techniques to
embrace the involved
and the affected

Greater buyin of the
recommendations
across the
organisation

Fair representation o
employees across
levels in thedesign
and implementation
phases

Creation ofrustful
relationship betweer
employeesfthefirm
and theconsultants

Design of
guestionnaires
exploring critical
areas of
organisational
context and culture

Recommendations
closer to the
organisational
realities to make an
actual difference

Viable system model

Differential value
creation across
organisational levels

Analysis of the
organisation to
understand ais
levels and value
creation

Detailed analysis
exposing repetition
of tasks across leve
resulting in senior
management time
loss

Application ofLevels
of Work framework
in order to create a
practical and
adequate new
structure

Objective assessme
resulting in
significant role
changes in the new
structure with
identified value
creation in different
levels

Soft systems
methodology

People involvement
to enable enriched
collaborative
appreciation of the
context

Use of Rich Pictures
to appreciate

empl oyees
perspectives in a
creative manner

Employees tdehave
in a more natural
fashion overcoming
their inhibitions

Use of CATWOE
tool to prompt the
consultants imegular
routineinteractions

Obtain a real picture
of what could work
closest to the
situation under
consideration

Underlying themeEnhanced organisational collaboration
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collaboration received a new high by tmecific workshops conducted at various
stages of the intervention, targeted to create an atmosphere where the employees
could express themselves in an inclusive andintmidating environment.
Theconclusioronthespecificlevelsin theneworganisatio structureor therole
descriptiorfor everylevelwasarrivedat, therewasthoroughengagemenwith select
employees in the organisation acrosslévelsand functions. The momentum and
spiritthatwasgenerateduringtheexercisesveresustainedhroughoutheinterven
tion. This sense of apolitical engagement led to an unseen interest in collaborating
professionally in formal and informal manners duringititervention.
Methodologically, this intervention achieved the following foe theople it
touched:

¢ Inclusion of the involved and affected parties in the transformation process,

& Recommendations being made keeping in mind key inputsdropioyees and

& Trust being explored by consultants to enhance internal engagements and over
come personal differences between certain employees.

As a team, they were able to demonstrate flexibility from a methodological per
spective to offer maximum vaduto the client. The systems and BIOSS platforms
wereableto accommodat#exible thinkingandleverageoolsin anintegratednan
nerthatcouldembraceheinvolvedandaffectedpartiesthroughtheintervention.

On the flip side on the methodology, quersonal interactions also meant that
certainemployeegxpressetlighly confidentialdetailsabouttheiropinionswith the
current state of affairs, arfbwthey expected that the situation would change as a
resultof theintervention Thedangemwith thisbeingthatmanyof suchexpectations
wereoutsidethe scopeof the project. Theseincludedinitiativeslike teambuilding,
executivecoaching, conflict management, etc. The very fact that some employees
disclosed certain specific information, yhexpected that we would address all the
issues; but that was not feasible. As a result of this, there were certain employees
whocontinuedo approachheleadershiggeamwith enquiriedor resolutionof issues
that were surfaced during tlirgeractions, and many of such issues were not being
immediatelyaddressedl hereforetherewerecertainscarcanstancesvherecertain
employees felt that the intervention did not help thelmweverwhat was missed
outwasthatthisinterventionwasintendedo beorganisationalandnotpersonal.

Overall,from theleadershigeamandC E O posmtof view, thisinterventionwas
deemed to be a successful one. This ensured Potential PR to come back to us to
support the firm with a range dfitiatives including focused trainings, leadership
assessmentmdorganisatioreffectivenessasasecondtagel wasalsoloopedin a
yearlaterto conducta leadershiplevelopmenworkshopwith 25 emergingeaders
of thefirm.
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8.5.2 Organisational

Here | reflect orhow this intervention touched the organisation at an ovéred|
and its impact on the nature of collaboration through and beyond the intervention.
Rightafterayearof concludingtheassignment,engagedh adialoguewith asenior
Principal of the firmywho was part of the top management) to obtain their view on
the intervention and itsnpact.
Prior to the intervention, it was observed that collaboration occurred between
team members specifically at the location level, which was largely due to physical
proximity of the people. This proximity was also used to be the primary factor
consideredh clientdeliverythatwasagainsegregatedsperlocations Howeveras
aresultof thisinterventioncollaborationwasestablishe@crosgshethreelocations.
The intervention exposed the need for more geographical mobility across the
offices. As clients of specific industries werew being managed by teams across
the offices, it meant that professionals from one office needidvelto other
locationsif therewereclientsin the sameindustrythatwerebeingserved.andif
there were no local expertise in that particular geography.

As aresultof theabove theleadershigeamfelt thatnewjoineeswould benefitif
theyspentspecifichnumberof orientationdaysin differentlocationsasapartof their
inductionin thefirm. This practicealsotook off later;theincumbentstartechaving
a higher degree of comfort and association with professionals across the locations
and this led teenhanced belongingness to finm.

Due to the need for greater collaboration at all times, there was also greater use
of technology such as video conferencing facilities. These facilities were increas
ingly used in weekly update calls, for tBeE O tessages to the team, conducting
recruitmentinterviews,andalsofor VerticalL e a doan&ctingvith incumbentgor
performance appraistdedbacks.

Changewvasbeingnoticedin thefollowing keyways:

¢ Fromlocationspecificteamdo skill-specificteams,

¢ From basic technology use @dvanced technologyse,

¢ From limited to greater social orientation feewjoineesand
¢ From siloed working to collaboratiweorking.

Additionally, atanorganisationalevel, therole of HR itself startedto belooked
at from a moreevolvedperspectiveWith the thrust on organisational development
that was introduced with this intervention and related events, the leadership team
realisedthatPotentialPR needed capableprofessionalvhowould beableto drive
and sustain the momentum brbwtigbout. Therefore, there wamavefor HR from
being a transactional function to being a transformational support. The firm
eventuallyrecruitedanexperiencedHR managerTheHR managehadamandate¢o
enhancandsustairthecollaborativespirit gainedthroughbestpracticeestablished
in the firm through severalewinitiatives.
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8.6 Current Realities Facing theOrganisation

Theintervention(discusse@dbove)madethefirm fi f u ¥ @ ra & tyaversehrough

aseriesof progressivehangesThef 1 r empleyeestrengthreachednehundred.

With morepeoplecamemorecomplexity.Thenatureof work thefirm wasbeginning

to attract was beyond the traditional work of PR and was edging in the space of

management consulting; this included work in the realm of research and business

advisay, Indiaentrystrategyfor internationaklients,public affairsandstakeholder

engagementdVith higher complexity of work, the firm required to up its talent and

also attract teams from research and advisory background. There was greater

diversity of serviceghatthefirm hadto integratelike design digital andcontentto

cater to integrated solutions that its clients were beginning to demand. This created

theneedfor betterintegrationandmoreeffectivecollaboratiorbetweercreativeand

knowledge workers, demandimgnovativeapproaches aniewthinking.
Changingmarketrealitiesled thefirm to re-evaluatsts organisatiorstructureto

stay competitive and align the right skill sets in the right direction. In light of the

newrealities facing the firm, five functions were created to direct specific focus on

specific aspects dsllows:

¢ Strategic Planning A specialist function foideation and concept creation for
client servicing and campaigns.

& Client Servicing: Focusingonclientserviceexcellenceo drivevalueandservice
quality.

& Market AccessExternafacingfunctionfor marketintelligencepartnershipand
businesgrowth.

¢ Human Resource For talent management and optimal serdelevery.

¢ Finance Financial management apdudence.

The organisation overall continued to follow the structure that was adopted as a
resultof ourpreviousnterventionacrosdive levelsof theLOW framework.Inspired
byS e n 1®%)searningorganisationPotentiaPRadoptedheprincipleof contin
uallearningfor allteammemberandinitiativeswereputin placearoundnternships,
knowledgesharing.coachingandmentoring,andrewardandrecognition.Potential
PRcontinuedo attractpeoplefrom arangeof nontraditionalbackgrounds$o work
onprojectghatencompasexcitingwork in stakeholdeengagementgublic affairs
andreputatioradvisory.Variousinitiativesby HR createdaculturein thefirm where
team members operate with little supervision and constantly challenged by their
seniorgo displaycompetencef thenextlevel. Thisenabledheleadershifgo widen
thespanof controlwith analignedorganisatiorstructurethatfocuseson competen
cies andperformance.
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8.7 Organisational Flexibility

Eversincemyfirst associationvith thefirm, | viewedPotentiaPRasanorganisation
that is flexible, accommodative aadaptive.

It was a forwarethinking moveway back in 2008, when the firapproached me
for a consulting intervention, being a small firm at that time. It was significant
financialinvestmenfor thefirm for externaladvisorsandit wasflexible enoughto
makethebudgetsavailableseeinghepotentialbenefitof theintervention. Thelead
ership team in the firm displayed openness and acceptance for the frameworks that
wehadintroducedor theconsultinginterventionandeagerlyembracedhechanges
thatwe hadrecommendeétrom structuralandtalentstandpointsThroughtheentire
interventionteammembergrom variouslevelsandverticalswereloopedin for sen
sitisation, deliberations and radut of thenew structure and articulated structure.
Theinclusivenatureof themanagemergnabledringingin diverseperspectiveand
opinions that eventually led to better bunyof therecommendations.

PotentiaPRremainedn touchwith mebeyondheageof theinterventiorfor var-
iousotherprogrammeso addressispectsroundsustainingheinitiative. Weunder
took various additional projects addressing performance management, employee
engagement and capability development. This displayefl the ahibtysto adapt
to changingrequirement®sf theindustryandequipitself diligently to facechanging
marketrealities.

Theadaptivenesandopennes$o changen thefirm hasalwaysbeendrivenata
very strategidevel and this is evident in the way the management has approached
thevery structureof thefirm itself asanadaptivesystemThemanagemergtructure
of the firm continued tevolveto adapt and respond to changing business needs and
increasing competitiveness of tlredustry. The firm continued to push itswn
boundaries anteinventitself from time tatime.

Learning and Developmé was also looked at flexibly in the organisation to
supportits evolvingnature Differenttracksaddresslifferentlearningoutcomesnd
aspectdike rewardandrecognitionhavebeenalignedto suchoutcomego makethe
learning lifecycle holistic anddxible. Again, attention to detail is also seen with
adaptation of the syllabi for leadership and emerging leader levels; there is no one
solutionto addressll issuesEveryoneat everylevel requiresits own attentionand
focus, and thestratified learning approach at Potential PR was a response to this
need.

Flexibility of thinking, availability of flexible approaches to management and
timely acces$oresourcemadetheorganisatiorevolveasacomplexadaptivesystem
to remain adaptivandrelevantin the dynamic markemnvironment.
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8.8 Conclusion

Thischaptepresente@casestudyof howanorganisationatlesigninterventiorwas
carriedoutwith theobjectiveof enhancindirm-widecollaboratiorandsupporbust
nesgrowth,within asystemshinkingparadigmThePublicRelationgPR)industry
within which the organisatioroperatesvasintroduced alongwith the organisation
itself. This was followed by a discussion on the emerging needs in the organisa
tion. Following this, the approach and methodology along with the change impact
were discussed. Thehapter finally engaged in a retrospective appreciation of the
intervention and its impact on firwide collaboration, using a recently developed
systemdgramework.

This case introducdswthe systems paradigm was used as a perspective, from
which cues were used to inform and design the interventfaw it influenced the
choice of particular approaches (suchLaselsof Work) and the tools that were
usedto engagenternalstakeholdersf thefirm. Suchinitiatives supportedhecol-
laborativespirit both duringtheintervention andthis wasalsoreflectedin thework
and management style of the firm post the intervention. This case can be treated as
falling within the soft systems paradigm, where engagementramt/ementof
people can be taken #ee core in designing and affecting business growth through
and for enhanced organisatiocallaboration.

I wrapped up the discussion with averviewof the current realities facing the
organisationl alsopresentedhow| seePotentiaPRasaflexible organisationgiven
its approach to change and adaptiveness through the petiioe of

References

Atchison T, French W (1967) Pay systems for scientists and engineers. Ind Relat J Econ Soc
7(1):44 56

Beer S (1972) Brain of the firm. Allen Lane, London

Bradshaw M (2001) Multiple proximities: culture and geography in the transport logistics of
newsprint manufactured in Australia. Environ Plan 33(10):17Z39

Bryson JM (1989) Strategic planning for public and nonprofit organizations. JBsssy San
Frarcisco

Checkland P, Scholes J (1990) Soft systems methodology. Wiley, Chichester

ChowdhunyR (2011)Organizationatiesigrandfirm-widecollaborationretrospectivappreciation
of a changded consulting intervention in India within a systetngking paradigm. Syst Res
Behav Scihttps://doi.org/10.1002/sres.1139

Churchman CW (1968) The systems approach. Delacorte, New York

DutrisacM, Koplowitz H, ShepardK (2007)Ane x e ¢ uduideto &@-lzasedrganisatiordesign.
In: Gray JL, Hunt JG, McArthur S (eds), Organisation design, levels of work, and human capa
bility. Global Organisation Design Socieyntario

Fielder FE (1967) A theory of leadership effectiveness. Mc@GtdlyNew York

GibbansM, LimogesC, NowotnyH, Schwartzmai$, ScottP, Trow M (1994)Thenewproduction
of knowledge Thedynamicsof scienceandresearclin contemporargocietiesSage,Thousand
Oaks,California

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
https://doi.org/10.1002/sres.1139

References 239

Gill J, Butler RJ (2003) Managing instability in cross cultural alliances. Long Range Plan
36(6):543563

GorenakM, FerjanM (2015)Theinfluenceof organizationavaluesoncompetenciesf managers.
Ekonomie a Mana8(1):67 83

Greun4. (2003)GeographicallyndtechnologicallymediatedknowledgespilloversbetweerEuro
pean regions. Ann Reg S37(4):657 680

Jackson MCKeysP (1984)Towardsa system of systems methodologies. J Oper Res Soc 35:473

Jaqueg, ClementS(1991)Executiveleadershipapracticalguideto managingcomplexity.Cason
Hall Publishers, Falls Church (VA)

Jaque&£, ClementSD (2002)Executiveleadershipa practicalguideto managingcomplexity,8th
edn. Blackwell Publisher§xford

Kaufman R, Herman J (1991) Strategic planning for a bstigety http://www.ascd.org/ASCD/
pdf/journals/ed_lead/el_199104_kaufman.pitfcessed 12 Feb 2019

Kirat T, LungY (1999)Innovationandproximity: territoriesasloci of collectivelearningprocesses.
Eur Urban Reg Stu6i(1):27 38

MeistersC, WerkerC (2004)Physicahndorganisationgbroximity in territorialinnovationsystems:
introduction to the special issue. J Econ Gddiy): 1 2

NokkalaT (2007)Networkbuilding, motivationandlearningin inter-organisationaR&D collab-
oration projects: theoretical considerations. In: Nemo working paper 4. Universiyricdy,
Surrey(UK)

Powell WW (1996) Interorganisational collaboration and the locus of innovation: networks of
learning in biotechnology. Adm Sci Q 41:116

RhotenD (2002) Organising change from the inside out: emerging models of intraorganisational
collaboration in philanthropy. The Hybrid Vigor Institute, San Francisco

SchamEW, RentmeisteB, Lo V (2004)Dimensionf proximity in knowledgebasechetworks:
thecasef investmenbankingandautomobiledesign.Eur PlanStud12(5):607 624

Senge PM (1990) The fifth discipline: the art & practice of a learning organization. Doubleday,
New York

SimmerlyRG (1987)Strategioplanningandleadershipn continuingeducationJosseyBass,San
Francisco

Ulrich W (1983) Critical Heuristics of social planning: a new approach to practical philosophy.
Haupt, Berne

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
http://www.ascd.org/ASCD/pdf/journals/ed_lead/el_199104_kaufman.pdf
http://www.ascd.org/ASCD/pdf/journals/ed_lead/el_199104_kaufman.pdf

Chapter 9 m)
From Restructuring to Optimisation: sl
Enabling a Sales and Marketing Function

9.1 Introduction

Changingequirementsfthecorporatesetupgeadfirmstorevisittheirownorganisa
tionsfrom timeto time. Triggersfor suchchangesrisefrom arangeof factorssuch
ascostreductiondiversificationor specialisatiorbusinesgptimisationtechnology
implementationtalentmovementsmergesandacquisitionsandconsolidationThe
organisation structure is the backbone to a corporate setup that immediately needs
to adapt and/oevolveto suchtriggers.

In this chapter, | will present a case study of my experience of being part of team
that was engagedn restructuringthe Salesand Marketing function of a major
manufacturingcompanyin Indiaoperatingn theiron andsteelindustryin 2013.

Our (the consulting team) engagement with the client was a journey where we
werecalledin purelyfrom theintentof rightsizingthe organisatiorwith ascientific
restructuringnethodology However,our engagemernmnadeour mandatdransition
from amindsetof restructuringo optimisation from rightsizingto developmenand
from changemmediacy to learningrientation.

9.2 Organisational Restructuring

9.2.1 OrganisationStructure

Senior and Swaile201) defi ne an organisation as
people and processes exist working seamlessly towechieefined business goal.
However theygo beyondthe simplicity of this definition anddiscussorganisations
asdynamicentitiesbroughtto life by humaninteractionsn aculturalclimatethatis
drivenby nominated or emerging leaders. Any system that has pieepleement
alsohaspolitics andemotions An organisatiorstructureplaysanimportantrole in
howpeople interact in the system and the emotiogsrierates.
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An organisation structures the backbone for administrative management of a
companyA structure defines reporting relationships, articulates roles and respon
sibilities, clarifies decisionmakingprocessandalignsefforts of differentfunctions
within the company to itstrategic vision. The business vision informs the organi
sationalstructureandthe structurealsoinfluenceshe cultureandnormsof working
in the company.Organisation structures need to be agile and flexible enough to
adapt to changing business piti@s and the environment the business operates in.
In addition, structures need to enable teams to work efficientlefiectively. Just
astheright kind of anorganisatiorstructurecanenableseamlesinformationflow,
teamengagemerandsharedvision, gettingthiswrong canhaveequallydisastrous
consequences for the business. Several sthdiepreviously been undertaken to
understand the impact of organisation structure on efficiency and business results
such as those by Glisson and Marti®§0, Ostroff and Schmittl993, Biloslavo
et al. 012, Boehm 2012 andothers.

There are four commonly observed kinds ofasmigation structures that are as
follows:

6 Functional: This is the most prevalent type of structure that groups people as per
their respectivefunctions such as humanresource finance, procurementgtc.

Every function is normally represented by a fiilmal head, and all functional
heads report to the head of the business. This kind of a structure creates a high
level of clarity, controlandpredictability, but hasthe dangerf peopleendingup
working insilos.

& Product-based This type of arorganisation focuses on a specific product or a
service and pulls in all efforts from different processes (or functions) aligned in a
mannerthatthe end productor serviceis delivered.Completelydifferent prod
uct/service lines can be created withie Bamecompany.This kind of structure
enhances high focus aadality, but can also create replication or duplication of
functionalprocessewithin the sameorganisationf product/servicdinesarenot
streamlinedeffectively.

& Customer-centric: Thistypeof astructurekeepghecustomein mindandaligns
all services and efforts towards the same. This type of a structure is normally seen
in highly specialised fields. A customeentric structure enhancesality,
innovationand differentialcustomeexperiencebutcanmaketheproduct/service
an expensiv@roposition.

6 Matrix structure : This type of a structure creates both vertical and horizontal
reporting relationships, with employees being part of both their functions
andspecificprojectgroups.Thiskind of a structurebringsin peoplefrom differ-
ent teams and employees axpected tdbehavan a mature manner prioritising
theirownwork for theinterestof the projectandtheorganisationA matrix struc
tureenablesrossfunctionalworking andcreativityto addressomplexbusiness
issues, but also automatically rendersag responsibility to employees to make
informed judgements about their work gibrities.

There is no one right way for an organisation structure. Structures are defined by
business priorities, capability, size, technology enablement@mnglexity of
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the situation. A large transnational conglomerate hesedifferent structure clus
ters defending on itgeographybusiness and market strategiéth technological
advancementye arerapidly seeingheriseof virtual organisationgsaviablealter
nativeto traditional structuresTeambasedworking and sporadic projefbcused
emergent teams are also seen for speciatisettiates.

No matter whatever the structure is, employees need to be clear of the same.
Structures are meant to enable the business, and hence it is important that they do
notcreateestrictivetendencieandhampeinnovation.Thesignificanceof informal
teamingand organisationatulturemustneverbeoverlooked Aboveall, leadership
plays thekeyrole in setting direction, defining values and articulating expectations
to steer the organisatidarward.

9.2.2 Restructuring

Therearevarioustriggersthatmayleadmanagemertb rethink their organisations.
Restructuring is the process of taking a fresh lookaat an organisation is cur
rently clusteredn termsof reportingrelationshipgo align towardsdeliveringonits
busines®bjectivesjn somecasesthis maybe minor adjustment®r additionsand
deletionsandin othersjt mayinvolve acompleteoverhaulin theentiresystemead
ingtorepercussionis all aspectsf peopletechnologyandprocesses heseanclude
changes in business goals, attaining cost competitiveness, redefinition of products
and services, employ@apability,the intent of downsizing or rightsizing, technol
ogy introduction, and issues relating to organisational collaboration andec(dtu
wediscusseih Chap.8). EbyandBuch (1998 notethatorganisationalestructuring
canbetriggeredby avarietyof factorsbeyondjustcreatingefficiencyandlowering
costsRestructuringnayincludechange operationastructurefinancingstructure
and governance mechanism (Gil#i¥)7) that although may seem like a etirme
initiative, may actually be an initiative that is carried out friime to time for a
business to stay relevant in @sosystem.

Forthepurposefthischapterywewill belookingatonly operationatestructuring
that usuallyinvolvesrevisiting functional/divisional boundarieldowever for such
initiatives to be successful, organisations need to think beyond just divisions and
reportingrelationshipsandalsofocusequallyon howtheycanbesustainedhrough
capability developmenperformance measurement metrics, governance structures,
and finally culture and valuedVell thought through restructuring initiatives can
resultin increasingefficiencyandenhancingffectivenessor organisations.

HirschandDe Soucey(2007) studiedthetermfi r e s t r drantauvocabuiagy 0
perspective and understotdw the narrative of the term hawvolvedthrough a
period of time. They say that corforatet er m
language in the 1970s and hadhegativeconnotation during that time and was
associated with economic distrestowever,as time passed, the narrative around
the term also underwent changes and #dre
bushess response to the prevalemtironment.
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The case under consideration here ishier Sales and Marketing function of an
organisation. | will spend some time on understanding marketing productivity to
build a context before | come to the case.

Productivity,in general, can be defined as the conversion of input resources to
output result in economic terms. Whereas input resources can include workforce
time, infrastructure and capital, output results in economic terms include sales and
earning (Solowl956. Marketing productivity cannot be looked at in jfor that
matter productivityitself cannotbelookedatin silo asit isacombinatiorof various
factorscontributinggoonea n o t dffectivénessEachfunctionaddsacertainvalue
to anothetthatis accruedn termsof the overallvaluecreationfor the organisation.
Whenit comesto marketingproductivity,asimplisticway maybeto saythatit is the
proportionof the combinationof time spentby the marketingteam(consideredsa
salesk marketingeamfor relevancen thecontextunderconsiderationjnvestments
in salaryandanycapitalexpenditureo resultansales Goingby thisunderstanding,
highersalescanbeattributedto higherproductivity of the marketingteamandpoor
sales can be attributed to pgooductivity of the marketing team. But it is not as
simple as that; consider the followisgenarios:

& The marketing team may be highly capable and efficient, but the organisation is
unable to address the complexities that come with higher salemedioth in
terms of production and aftsales service, leading to backlog and eventual
customedissatisfaction.

¢ The product itself is a niche one or the brand itself has a dominant market share
supportedy strongproductionfacilities andaftersalesservice andsaleshappen
by virtue of the novelty of the product or theand.

& Organisatiotlegacywherehierarchyandcompartmentalisatiobuilt upoveryears
hascreatedcultureof complacencystrongpatriarchal naturedelationshiphave
resultedn guaranteegbb securityandalevel of toleranceo inefficiencyleading
to productivitylapses.

& The team is capable and has the desidetiver. However,the organisation has
not evolvedwith changing times and hdailed to innovate in its products and
servicesAlso, it hasnotbeerabletoadoptechnologyto supporinterdepartmental
working andcollaboration)eadingto thet e a imedbibty to catchup with market
requirements.

The above scenarios can leaditop in productivity of the marketing team. As
Sheth and Sisodi&2Q02 sayymar ket ing productivity i
systemandcannobetreatednisolation.Whenascenaridike theabovesrecognised
by theorganisation as a problem, the management can sponsor strategic initiatives
to relook into its structure with interventions spanning across people, process and
technologyThis can be then referred to as a restructunitigtive.

| will now turn to the ase under consideration.
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9.3 About the Organisation

This case is set in 2013 with a company | call Potential Steels for the sake of
anonymity.Headquartered in Mumbai, Potential Steels was one of the largest man
ufacturersof cold rolled steelandgalvanisedsteelin Westernindia. Thec o mpany 6 s
manufactuing facilities were located in the outskirts of Mumbai. The facility was
strategicallyjocatedneartheseaportswhich providedthecompanywith easyaccess
toimportsandexportsof rawmaterialsandfinishedgoodsapartfromgiving it acost
leverage on transportation. The plant had a facility of-colléihg hotrolled coils,

with a capacityof 1,000,000onnesperyearandgalvanisingof 750,000tonnesper
year.A dedicated service centre was set up to directly interface with customers for
theiruniquerequirementsf sheet@ndcoils.Presencef awell-establishedesearch
anddevelopmenteamensuredhatdifferentsteelgradesveredevelopedn regular
intervals, which not only saved costs for the customer but also improved product
performance.

The company had an export orientation and more than half of its products were
exportedo nearlyl50countriesacrosgheworld. In thelndianmarketthecompany
cateredotheautomobileswhitegoodsgconstructiongeneraéngineeringanddrums
and barrel$ndustries.

PotentialSteelgprideditself with thequality of its productsmanufacturingexcet
lence, customer loyalty and expanding international footprint. It was also awarded
thehighestexporterawardby the Engineering=xportPromotionCouncil(EEPC)of
India for the previous 17 years in succession. The company believed in continuous
improvementsn its manufacturingprocesseandupskilling of its workforceto cre-
ateoperationakfficiency.As partof its modernisatiorprogamme PotentialSteels
madestrategidnvestmentso increaséts productionof highervalueaddedoroducts
with bettermargins.

9.3.1 Potential Steels ProblerBtatement

In early 2013, the Potential Steels management approached gsifthdtants) to
support the company to transform itself in the following years to be able to gear up
for aggressivgrowth. Transformatiorwasspelledout asacceleratinghe speed of
businesspecominga quality focusedand customeiresponsiveorganisation and
building ownership, clarity and a culture of performance. The company wanted to
focus equally on products and building its customer footprint, including being the
supplier of choice to Original Equipment Manufacturers (OEMs). The Managing
Director (MD) expressed his desire to build accountability at all levels to make his
plans hit the tarmac. The time was right for Potential Steels to reflect on its
capabilities and equip itself with the right management ammunition to gear up for
the fuure direction. The MD perceived employees as the most impaltiaet to
achieve thegoass gani sationods
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For the purpose of the discussions in this chapter, | will refer to the MD and the
CEO of Potential Steels as the top management. They expressed concern with the
SalesandMarketingdepartmentf theorganisationTheyfeltthatthedepartmenivas
overstaffeddid nothavethedesirectapabilityandthattheteamwerenotfocusingon
value-addingactivities. Theyfelt thatlot of the salesof thecompanywashappening
as it had legacy customers and that the custémodprint was growing because of
referralsandtheproductportfolio thecompanyhadin anycaseandnotnecessarily
dueto theeffortsof the SalesandMarketingteam.Thetop managemerfelt thatby
reducingtheteamsizeof thisdepartmenthy streamliningactivitiesandby building
the right capabilities, the productivity of the team wouléiganced.

Theiraskfor uswasto completelyrestructureheSalesandMarketingdepartment
with a vision to achieve tHellowing:

& Alignment: Thecompanywantedto movefrom its overemphasisn productto a
focuson customersThisinitiative wasexpectedo alignthe SalesandMarketing
departmento theoverallorganisationastrategywith anattentionto streamlined
busines®perations.

¢ Clarity : Establish predictability in operations by clear roles and responsibilities
to eradicatereplicationandduplicationin thesystemEveryrole expectedo have
measurable outcomes in terms of defikey Result Area¢KRAS).

This restructuring was expected to enhance the Sales and Martkedirsgon® s
ductivity by aligning sales delivery to business requirements, and by eliminating
redundancies and introducing efficiencies.

9.3.2 Our Appreciation of theAsk

Evidently, the narrative driving the thought process of this restructuring exercise
was to bring in a cost leverage through downsizing and enable collaboration and
flexibility.

As much as addressing a client requirement, the responsibility of the cagsultin
team was also to advise the client on approaching the situation at hand in a more
holistic and sustainabl@annerOur interest was in coming up with a solution that
would approach the restructuring initiative not only to respond to the client need but
also create value for th&ey internal stakeholdedsowners, management and
empbyees (Drljaga 2015 by bringing abou optimisatian in the system.

| take up the nuances of each of the above internal stakeholders in turrirbelow
coniext of PotentialSteels.| draw from thework of Drljaga (2015 to appreciag the
lifeworlds of each of these stakeholdehorts.

& Owners. The MD of thecompanywho was also the principal sponsor for this
project,wasthe majority shareholdeof PotentialSteelspy virtue of this,hewas
thefi o w nadthecompanyHe alsohailedfrom thefoundei promoterfamily of
thecompanyThe MD, with the promoteflamily, defined the vision for the com
panyandits long-termsustainabilitypy supervisingandguidingthemanagement.
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& Management The CEO,referredto earlieraspartof thetop managementyasa
professionalncumbentwho wascloselyalignedwith the MD to setthedirection
of our project. The management was at the intersection of the owner and the
employees, who was supposed to achieve optimglomes for both sides. The
managemenwasresponsibldor smoothoperation®f thebusinessn adherence
to the practicesof goodgovernanceethicalpracticesandregulatorycompliance.

& Employees In this casewasthe SalesandMarketingteam who wasexpectedo
work aspertheiremploymentontractsn alignmentwith thebusines®bjectives
set by management with tllew n evisionsin mind. They had their targets and
clearly articulated KRAs which were expected to be delivered with a degree of
desiredcompetence.

I will nowturnto adiscussiommntheconsultingprojectandleadthereadethrough
the experiences of going through the initiatives. | will focusow our approach
and methodology changed the nature of the initial ask convinciagthe project
sponsors andowwe demonstrated flexibility and openness through the process to
make thishappen.

9.4 The Consulting Project

Westarted the project in March 2013, with an®nth plan. Our team consisted of
threeconsultanteindwewerebasedn-sitefor thedurationof theproject.Thenature
of interventiorrequiredusto becloseto theclientandbuild trustwith theemployees
we were interfacingyith.

Weadopteda 360°view of thesituationin orderto arriveataholistic solutionfor
PotentialSteelsTodothis,it wasnecessarfor usto considettheasis situationand
understanadvherewe wantto bein thecontextof thebusinessaluepropositionand
employeg@romiseofthecompanyOurconsultingrameworkis presenteth Fig.9.1

The asis appreciation was about delving deep into the state of affairs of the
business, the value creation process, and the challenges and opportunity areas.

The aspirational tie state had two maimperatives: First, the business value
propositionwhichwasaboutthealignmentof people procesandtechnologywith
thestrategicvision of the companyandsecondthe employeeromiseof thecom
panythatwouldaddres®othtechnicabndbehaviouratompetenciesf employees.

The tebe recommendations centred on added value creation for the Sales and
Marketingteamin alignmentwith industrybestpracticesthe businesstrategyand
keeping in mind employee relationships.

Our framework atbwed for action planning to conclude the project. This was
plannedo beacollaborativenorkshopbringingtogethethemanagemenif Poten

tial Steels to deliberate on the findings of gtedy,decide on priorities, agree on
timelines and allocate spéciresponsibilities.
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As-Is Appreciation Potential Steels To-Be State Aspiration

* Understanding overall process

value-chain

= Value contriution by unique:role
holders

* Time investment in various work
categories Transformation from Trade to OEM focus

= |dentify bottlenecks &
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Alignment of value chain to strategy

Leverage modern technology

} = » |

Identify

s

Alignment of the team to the new organisation

Aspired
Value
Creation

peat Employment
ErActices Relations
Insights Enhanced technical acumen

P »

To-Be Recommendations

Fig. 9.1Consulting framework for Potential Steels

Our consultingframeworkwouldtouchtheownersmanagemerdandemployees
at Potential Steel8Vewere also cognisant of the fact that we were not blinded by
the top management brief on purely restructuring the department but approach this
moreholistically.

Working under the agreed framework, our project involved the following four
phases:

¢ Project orientation ardksign,

¢ Datacollectionandvalidation,

¢ Analysis and gap ldentificaticend
¢ Recommendations amdporting.

| will now discuss each of thephases below.

9.4.1 Project Orientation andDesign

This phasevasmeanto setthetonefor restof theproject. Thefirst phasdncluded
understanding the ds organisation structure from an overall perspective. The
macralevel structure of the organisation is presented in %R&.There wereseven
departments reporting to tiGEO.

The Sales and Marketing department was entrusted to achieve budgeted sales
keeping in mind profit margins and customer deligbitzen that the focus of this
intervention was specifically on this department, we started digging deeper into it.
The SalesandMarketingdepartmentomprisef 78 peoplespreadacross teams,
represented in Fi@.3.
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Fig. 9.2Potential Steels organisation structure
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Fig. 9.3Sales and marketing department structure

As part of the data collection phase, we undertook leadership interviews with the
CEO and the Head of the Sales and Marketiegartment to identify specific
departmentabbjectivesandagreeon overallmethodologythatwe hadadoptedWe
alsoconducteda working sessionwith SalesandMarketingteamto understandhe
overall value chain of thkeyfunction of thedepartment.

Figure9.4identifies the Sales and Marketing value chain at Potential Steels.
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Fig. 9.4Sales and marketing value chain at Potential Steels

9.4.1.1 Primary Stakeholder Listening

Theaboveledusto identify four mainstakeholdecohortsthathadto beunderstood

in greater detail in terms of their experiences of dealing with the team and their
expectationsWeheld individual working sessions with these primary stakeholder
cohorts. Insights from the working sessions helped us identifgeyenperatives

of change for the team. Some of the takeaways from these sessions are presented
below.

Customers

Theprojectsponsorhadclearlyarticulatedtheirinteresin movingPotentialSteels
into a customefocusedcompany.

Customers spoke positively abobetquality and range of products and high
lighted the technical acumen of the team. They said that the company was open to
challenges and had a solution orientation. Ownership and responsiveness were
identified as displayed qualities of tteam.

Howeve, they also faced delays in delivery and faced challenges with non
adherencéo time commitmentswhich theyattributedto problemsn internalcoor
dination and logistics. They talked about the laclefféctive MIS giving rise to
internalconfusionsLack of supporfor the SalesandMarketingteamfrom theplant
washighlightedasa majorproblem.Weinferredthatcustomerperceivedf Poten
tial Steels to be working in silos separated by departments and not as an integrated
teamwherethecustomewroicedoesnotbind theprocesseandteamsendto-end.

Whenaskedaboutthe competencietheywould like to seein the SalesandMar-
keting team, they spoke of responsiveneagularity, consistencypproachability
andtransparencyCustoners also highlighted the importance of the Sales and Mar
keting team to think laterally and not just in terms of product sales. They looked at
the team interfacing from Potential Steels to offer them solutions aralf-tiaix
thinking rather than just oedbooking.
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Employees

Althoughemployeegnjoyedtheir freedomandautonomyatwork andweredriven

by customessatisfactiontheyalsocomplainedf valuabletime beingspenton MIS
anddatarecordingthatcould haveotherwisebeenspenton customeinterface.The

need of more back office support was highlighted along with the need for more
training on products, technology amdrket.

Employees talked of a lack of cooperation from the production team on timely
deliveryof ordersalongwith alack of responsivenessom them.The plantwasin
theprocesof SAPimplementatiorthatwasexpecte to resolveseverakuchissues
including making raw material readily available fwoduction.

Teammemberdighlightedspecificcompetencietheywoulddesiranthemselves
inordertodeliverontheirresponsibilitiegffectively.Thesancludedresponsiveness,
persistencegonsistencyn communicationteamwork patienceandimmediacy The
value-adding element was not overtly called out by the team. But it was clear from
ourinteractionwith thecustomerghattheywantedthe SalesandMarketingteamto
addvalueandthink laterallyratherthaninterfacingin solelytacticalmanner.

Production Planning and Inventory Control (PPIC)

The PPICteamwasresponsibldo ensureiimely productionof ordersaspertargets
ensuringoptimumresourcautilisation,quality managemerdndcostsavings.

TheSalesandMarketingteamhadexpressedlissatisfactiorof dealingswith the
PPIC team, for which we had decided to interact with them to obtain their side of
thestory.

ThePPICteamcounteredhecomplaintsof the SalesandMarketingteamsaying
that the latter needed to provide realistic delivery dates to the customers keeping in
mind past orders and not bowing down to all demands frorustemerThe PPIC
teamwasof the opinionthatdueto pressure®f achievemenof salestargets, the
Sales and Marketing team would agree to very short delivery timelines to the
customer that would in turn put unnecessary pressure @hatiite

The PPIC team also highlighted their ongoing emphasi®mwitargetin-Full
(OTIF) manufacturing and elimination of several productietated issues. They
believedthatthe SAPimplementatiorwould furtherstreamlingheprocessStream
lining for thePPIC teamalsomeantawarenesef andinvolvemenif thewholeteam
with the customer that included knowledgeswénthe firstline worker of the end
productthatis beingproducedor theendcustomerTheybelievedthatpoorverbal
andwrittencommunicatiobetweerandwithin theteamsvasaroadblockin making
thishappen.

The PPIC team expressed the importance of the Sales and Marketing team to
have adequate technical information of the product coupled with behavioural and
communication skillsThey expressed the need for all teams to follow systems and
processes to cut down nealueadding activities and duplication of work.
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SAP Implementation Team

Basedonvoicesheardfrom variousSalesandMarketingteammembersaninterac
tion wascarriedoutwith theinternalSAPteamto understandheir perspectiveand
experiencefworkingwith theSalesandMarketingteam TheSAPteamquotedheir
projectwith PotentialSteelsasoneof thefastesandmostsuccessfulvith the Sales
Distributionmodulethathadshapedip brilliantly with all processes anembedded
manner.This would contribute to creating a horizontal nature of the organisation
fromtheerstwhileverticalnature Minor glitcheswereuncovereandwereregarded
as usual in the process of largeale technology implementatiprocess.
Amongstchallengesthe SAPteamhighlightedcertainsystemidssuesncluding
theabsencef appropriatgricing schedulesCustomeccountManager§CAMS)
needed to speak to their seniors, who in turn whialeto speak to the segment
head, who wouldentually need to get an approval from the Head of Finance and
Accounts after bouncing off the quotes from the Head of the Sales and Marketing
department.
Additionally, the SalesandMarketingteamwasnot activelyinvolvedduringthe
SAP design phase lead to a lack of required inputs and reduced-buwt the
junior levels.Theteamswerestuckin existingmindsetandcomfortof workingwith
old system that added imefficiency.Change resistance was commonplace and the
team expected thavereports in theiownindividual styles as it used to happen in
the legacysystem.

9.4.1.2 Setting theTonefor the Project

The leadership interviews and the working sessions idéhtified primary stake
holder cohorts helped us understand the qualitative shifts Potential Steels would
need to make for it to be competitive in the long run. And this was just more than
bringingaboutefficiencyby rightsizing.Figure9.5representtheseshiftsasamove
from transaction focus to value focus, from closed communication to transparency
and openness, from task focus to people focus and finally from vertical thinking to
horizontal thinking. At the coref these shifts, lied the creation of a symbiotic
interrelationshigetweerthe productionplant,logisticsandmarketing(represented
by the Sales and Marketimgpartment).

We sharedurunderstandingsrepresentedh Fig. 9.5to thetop managementf
PotentialSteelgo obtainago-aheador ourprojectdesign.Thisengagemertielped
usto bealignedwith theprojectsponsorsvhohadinitially calledusin with aspecific
objective inmind.

Oncewe hadthebuy-in andgo-aheadrom theprojectsponsorswe developed
detailed research design for datdlection.
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Fig. 9.5Shift in focus required at Potential Steels

9.4.2 Data Collection andvalidation

Thiswasanintensivephasef theprojectthatinvolvedinformedthinkingandmetic
ulousinformationgatheringlntuitive interactionavereneededo questioranddelib-

erate orspecific aspects and not to accept information that were simply presented
to us. The time spent in the previous phase helped us to keep the organisational
sensitivities in mind and also acclimatise ourselves to the business to carry out this
phase. | willnowdiscuss the main steps/olvedin thisphase.

9.4.2.1 Identification of Unique Role Holders

Out of the 73 employees in the Sales and Marketing department, 24 unique roles
wereidentifiedasaresultof thevaluechainanalysisandinterviewwith the Headof
the department. Theseere

President and Head of tdepartment;

Head Exports;

Head Arising;

Head, Original Equipment Manufacturi@EM);
Head,Trade;

Head,Marketing;

Head,Branding;

Segment Head)EM,;

HDHHHDHHH»H®
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& Associate, Exports Ord@&ooking;

¢ Associate, MISreation;

¢ Associate, Statistical Datnalysis;

¢ TeamMember,TradeAuction Arising;

¢ TeamMember, CustomeSBervice;

¢ TeamMember, Salegccounts;

¢ TeamMember,TradeSalesAccounts;

¢ TeamMember,Recovery;

¢ Customer Accounts Manager (CAM), OEM ahhde;
¢ CAM, Trade;

& CAM, OEM;

¢ BranchManager;

& CAM, Depot;

¢ TeamMember, BaclOffice;

& Manager, Marketing Coordinatioand
¢ TeamMember, MarketingCoordination.

All 73 employees were mapped to the unique roles. We worked alongside the
Head of the department to do the mapping to avoidgamg in our organisational
analysis.

9.4.2.2 DataCollection

Given that the focus of this initiative shifted from restructuring to optimising, our
data collection approach was refined to move from just-timetmotion studies to
aspects covering people, techogy and process that would give us a holistic view
of the asis situation at Potential Steels.

Our research instruments were designed to capture the following information
across the identified parameters as represented in 9dble

We carriedout seriesof individual interviewswith uniquerole holdersto under
standtheir work acrossthe parametersagreed Where more thanoneincumbent

Table 9.1Parameters for information capture at Potential Steels

People Process Technology

Number of employees Clear documented processe! Prevalence of automation

Behavioural competencies | Alignment to business Effectiveness in design
outcome

Technical competencies Defined Servicd_evel Implementatiorefficiency
Agreements (SLAS)

Alignment with strategic Performance metrics Integration with other

direction platforms

Readiness for future direction| Effectiveness and efficiency | User engagement
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existed for a unique role, at least two incumbents were individually met across
different locations that includelumbai, Pune, Delhi, Faridabad, Mumbai Port,
HyderabadndBangaloreTheresearchnstrumentapturediatapertainingto daily

time spentprocesdottieneckandimprovementreasThelevelsOf Work (LOW)
framework was applied to understand current capability of role holders as against
desired capabilityevels(the LOW framework is discussed in detail in Ch&jp. In
shorttheLOW frameworkhelpsaconsultanto evaliatevalue-contributionof unique
rolesin the contextof work complexityandhumancapabilitywith anendeavouto

build a Requisite Organisation (Jaques and Clefi@an).

Wehad scheduled weekhgview meetings with th&€€EO of Potential Steels to
validate the information, collect feedback and carry out any course correction if
required.In caseof anydifferenceor disagreemernin theinformationcollation,we
would call for joint reviewswith the CEO andthe Headof the SalesandMarketing
departmentSeverabf suchmeetingaverecalledfor asthecompanywasundergoing
anSAPimplementatiorduringthetenureof this projectandseveraprocessewere
in the transition stage leading to a certain degreerdision.

9.4.3 Analysis and Gapdentification

Weundertookadetailedanalysisof thedatacollectedn line with thepeople process
andtechnologypillars. Specificnuancesvithin eachparametewereexplorecto let
us havea holistic view of theasis situation. These nuances were across the value
chainof thedepartmenthatwe hadalreadyidentifiedandpresentedn Fig. 9.6. To
let ushavean overviewof the whole department, we created a heat map of where
each fllar needed most focus across the valoain.

Figure 9.6 represents the value chain heat map across specific aspects of each
pillar. Fourcolourcodeswereadoptedo indicatefour levelsof maturity of theasis
parameters:

¢ Red fornon-existent,
¢ Yellow for partly existent oevolving,
¢ Green for satisfactory dvlature

Asrepresenteth Fig. 9.6, technologyenablemenappearedo bethe mostprob
lematicarea.Thiswas,howeverpeingaddressedith the SAPimplementatiorthat
was being undertaken by the company to streamline effectiveness, efficiency and
integrationof technology Processameasthe secondproblemareawherewe saw
an absence of defined Sendcevel Agreements (SLAS) leading to reduced -effi
cienciesatwork. Technologyenablementvasexpectedo significantlyaddresshis
aspect as well as SAP would need clarity and predictabilgyetystep anchored
on defined SLAs. When it came to people, clearlye anal ysi s showed
everyaspect when it came to the number of employees staffed, but behavioural
competenciewereachallengeA lack of adequatalignmentwith businesstrategy
andalack of readines$or thefuturewasalsoobservedn severakases.
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A detailedworkloadanalysisof thedepartmenacrosshethreepillars of people,
processandtechnologywasalsocarriedoutin termsof threekindsof allocations:

¢ Strategic: Activities that were longerm; involved decisions that impacted the
vision and business direction.

& Operational: Primaryactivitiesthatfurtheredtheexecutiorof strategypecisions
that enabled businesperations.

¢ Transactional: Activities that were immediate output oriented; tactical actions
whose results could be directly observed.

In-depth workload analysis anélidation revealed that amount of time spent in
strategic work done by the senior team was far less than what was desirable. There
was a wide prevalence of transactional work across leM@M! analysis revealed
that in several cases, value addition wigsificantly below than what was ideally
expected at thdevel. Figure9.7 represents the workload allocation for unique role
holders.

Wewent on to further study the value contribution of the top team within the
departmenin the LOW framework to understand leadership challenges. Leaders
within teamglaythemostcrucialrolein definingtheprecedencor anorganisation;
hence, thidevel of deepdive was mandated. In the previous chapter, we discussed
the seven levelsf work in detail. The reader may refer to Ch&jif they wish to
understandhelevelsandwhattheysignify in anorganisationatontext.

For the Salesnd Marketing department, we mapped the three allocations of
work to specificlevelsof work to understandalueadditionateverylevel. Figure9.8
representtheaccountabilitiegxpectedateverywork level,mappedrom level1 to
level5 for thedepartment.

(_Pittars Driving Success | Sales & Marketing Value Chain

Index:
Pon existent/ Not mature Customer

Order Order Fleld Visits/  Order Execution/ Communication, Complaint
Lead Booking Booking Market Internal Deliveries, Handiing Post
volved/ Outstandin Generation  (Repeat) (New) Intelligence  Communication Collection Scheduling Sales

Poople
Number of employees

Behavioral Competency
[Technical Cox

P Y
=Ll ) — with >

[Employee readiness for future
Process
IClear documented processes [ I
flignment to business outcome
identified SLAs

Process performance metrics
Process effectiveness & efficienc I I l
[Technology
Prevalence of automation | [ l
Effectiveness in design
[Efficiency in implementation
integration with other piatforms

xmpany

Fig. 9.6 Value-chain heamap
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Fig. 9.7 As-is workloaddistribution of Sales and Marketing team
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Fig. 9.8Desired top team operating level

In Fig.9.8, the desiredkvelis indicated in the last column for the top team across
the lowi mediuni high sublevelswithin every level. The upward arrows for the
Presidentole indicatethatalthoughtherole existsin a high StrategidDevelopment
level, it should touch the low Strategic Intdetel, due to the expectations of this
rolein contextof the businesglirectionPotentialSteelswasundergoing.

Mapping of the desired levels of value contribution across the top team was
followed by mapping of current levels through the LOW framework. Figu®e
represents the comparison between #ardd and current levels.
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Fig. 9.9Actual top team operating level

It is clearfrom Fig. 9.9thatthetop teamwasoperatingonelevel belowthatwas
suboptimal. The most important President Sales and Marketing that was supposed
to operate at a high Strategic Developnlerél was operating at high Practice
level, which is more managerial than strategic. At a Strategic Developmait
the role expectatiomvolvedaspects such as integration of disciplines for overall
businesperformancereview/correctiowith regardo businesstrategyandchange
management. But at a Practice level, the role ended up delivering aspects such as
departmental service and operatiodalivery, continuous improvement and best
practices development. Similar was the case for all the top team in thendept
l eading to alefessompressionodo of

Following are some of the areas where challenges surface due to level
compression:

& Alignment: Theteamis notclearlyableto understanthestrategiariveandvision
of theorganisationDiscrepancyarisesbetweerindividualgoalsandorganisation
goals leading to confusion around responsibilities and accountabilities. This also
impacts the role incumbent as then d i v ipaeat@lldées not get directed
towards optimal value creation; salary structures lack parity and gets misaligned
with the jobworth.

& Effectiveness Misalignment of role antevelcan lead to a lack of effectiveness
in thenatureof interface;for the SalesandMarketingteam this maymeanalack
of customer focus and poor customer relationships. The misal@gedisation
pyramid leads to senior people time being overspemdwivalueadding work
characterisetly excessivdollow-ups,meetingsandreviews.Thereis alsoalack
of clarity on who hasuthority.
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¢ Efficiency: Delaysareobservedegularlyleadingto adepletingsensenf respon
sivenessandurgency.Therearedelaysin responseo opportunitiespothinternal
andexternal Overlappingwork leadsto lesseningesponsibilitiesDelayeddeck
sionsleadto frustrationin stakeholder¢hatalsoemanatefrom redundancieand
duplicationatwork. Suchanenvironmenis characterisetdy resourcemisutilisa
tion in terms of time, financial and workformesources.

In order toconvergetowards the project objectives, we began to focus on the
dimensions of people, process and technology for our data analyskmked at
each unique role and identified activities from a range of perspectives to consider
how these could be streamlined to bring in more efficiency in the system and to
enabladesiredvalueaddedatspecificlevels.Someof theseconsiderationscluded
thefollowing:

& Activities that could be delegated so that as employees moved up the levels of
work, they could make the desired value contribution.

& Activities that could be outsourced so that +oame work did not take up much
internal badwidth.

& Activities that could be automated that could bring in speed and accuracy (lot of
which was already taking place due to the SAP implementation).

& Activities that could be eliminated to reduce duplication and replication.

& Activitiesthatcouldbebetterintegratedsothatcustomefocuswasmorestream
lined.

The analyses were carried out at variwelsfrom the three pillars identified
across the value chain and across levels. Gaps were identified around the aspects of
transactionfocus, closedcommunicationtask focus and vertical thinking. These
weretreatedasopportunityareado arriveatintegratedecommendationfor Poten
tial Steels tamovetowards value focus, transparency and openness, people focus
andhorizontalthinking. ! will discusghesalientfeaturef theserecommendations
in the nextsection.

9.4.4 Recommendations anBeporting

Thefirst aspecbf ourrecommendationsonsideredhowemployeegouldmoveinto
morevalue-addingrolestodeliverattheirdesiredevels Weanalysedndreportedn
howeveryuniquerole couldbeenhancedh termsof people procesandtechnology
sothattheconcernsurfacedrom theprimarystakeholderguringthefirst phaseof

the project could be addsged. Detailed nuances eferyaspect were explored to
reportonhowstrategiandoperationatime spentin thetopteamcouldbeincreased
andhowtransactionalitne spent could be reduced. It is also to be noted that all roles
did not need an increase in strategic time spent and were just fine with tieir as
focus on operational and/or transactional time spent. Such roles were left as they
were. In addition, weunderstood the shift in mindset and leadership qualities
required for this to benabled.
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Fig. 9.10Shift of roles for top team (I of Il)

I will cite the eight top leadership roles here as examples.

Figure9.10representhowtheasis levelsfor threetop leadershipolescouldbe
mademorevalueaddingto deliverattherequiredlevel. Forthe PresidenSalesand
Marketing,astrategicshift wasrequiredby changingthe businessnix andcreating
high-value relationships. For this, there needed to be a change in role expectations
(shiftawayfrom daily transactionatiuties)andalsocorrespondingipgradeoncapa
bilities. For the Head Exports, an incorporation of a strategic focus on building the
customer base was required. For this, there needed to be a reduction in some of the
simpler operationalaspectf order booking, suchas salesorder authorisations,
which couldbedelegatedsperarevisedapprovalmatrix. ForHeadOEM increase
in strategicactivitiesto build the OEM businessanincreasen operationaupport
to branches was required. This could be done through reduction in transactional
activitiessuchastroubleshootingindfollow-up,andensuringknowledgetransferto
branches.

Figure9.11representhiowthe asis levels for theemaining five top leadership
roles could be made more value adding to deliver at the required level. The Head
Arising required increased focus on operations and value adding for scrap, through
less focus on physical followp and approvals. Head Trade wi&gd a role shift
from transactional followup to valuable customer relationships through capigpil
upgrade Head Marketing requireda changein role focusfrom transactionato a
combinatiorof strategi@ndoperationathroughgreateiownershipf businesplan
ning andmorerelianceon marketintelligence BranchManagerrequiredincreasing
strategic focus on customer managemEgimally, CAM OEM required increasing
focusonoperationabspect®f thejob andreducingtransactionaadivities.

Ourrecommendationalsoincludedaspect®f processfficiencythroughelimi-
nation,delegatiorandautomatiorthatled usto understandhow departmentaband
width couldbefreedup.Werecommendetighervalue-addingactivitiesin line with
the business direction of the company to make each role more substantiak Unnec
essary approvals and passage of files through différesisin the hierarchyere
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Fig. 9.11Shift of roles for top team (Il of Il)

eliminated A horizontalview of thedepartmentvasfocusenwith thecustomeiat

theendof thetunnel,ratherthanthe departmentathierarchy Our recommendations
alsofocusedon specificqualitativeinputsfor the SAP teamthatwould bring about

greater integration between the Sales and Marketing department and PPIC with a
shift from vertical linkages to horizontal linkag&ehad to keep in mind that pro
cessesreatedalsoneededo addresshe concernthatthe customersawin the Sales

and Marketing department and Production as two separate entities with inadequate
communication between them. For the <cu
had to be created and our recommendations articulated nuances across all the three
pillars of pele, process and technology with the value chaniird.

A snapshot of how shift in time allocation could be created as a result of the
execution of our recommendations is presented ingigfor all unique roles.

As presented in Figd.12, the yellow bars represent theiagime spent by the
current role holders across the strategic, operational and transactional allocations.
The yellow bars represent theiagime spent. The greenrigarepresent the antici
patedreducedime spentafterstreamliningof activities. Thebluebarsrepresenthe
recommendetime spentafterthe additionof valueaddingactivitiesin accordance
with the desired contribution at the respective levels. Tiggested increase in the
recommended time spent was mostly for activities such as customer management,
marketintelligenceandorderbooking.Ourforecastingcalculationgevealedhatby
streamliningthe asis operatingenvironmentnonvalueaddingwork equivalento
over130 h per day could breduced.

Our endeavour was to achieve a reduction of-velneadded activities like
removingbottleneckseliminatingredundanciedalancingutoverlapsandstream
lining workforce numbersWe focused on increasing activities that contributed
towards greater value creation, capability building, aligning workforctrategy,
incorporatiorof bestpracticeandcompetitivenesandfinally establishinginatmo
sphere of customeielight.

on
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Werealised the change in the balance could only be possible if adequate focus
wasdivertedto capacitybuilding of employeesTheteamhadto think laterally,take
stretchandlook atinnovationin everystepto build a sustainableustomesfocused
organisationWith thisin mind,wearticulatecdbehaviouratompetenciefor theSales
and Marketing department that wendormed by the leadership vision, extensive
listening workshops carried out with the diverse stakeholder cohorts and industry
benchmarks. Behavioural competencies are the knowledge, skills and attitudes that
are required for professionals to deliver efifegly on theirjob. The behavioural
competencies were balanced under tlotesters:

6 Thought: representingognitiveabilitiesto think differently,andanticipatestated
and unstatedequirements.

& Action: representing ability to takeharge of situation and act in order to make
desired change happen.

& Relation: representing relationship and collaboration with internal and external
stakeholders to create strong partnerships.

Selectcompetencieied backto addresgoncernghatwere surfacedduringthe
first phase of this projectWeheard concerns around product knowledge, commu
nicationefficiencyandmanagingnterdepartmentalifferenceshatwereaddressed
through specific behaviours that were articulated toelyiired in the competency
framework. Continual learning and capability development were treated as central
elementdor theteamto be equippedwith to catapultPotentialSteelsnto its future
direction; for this learnability wastroduced.

Articulation of the competency framework shifted our focus from rightsizing to
developmentWerecommendetheframeworkasthereferencgointfor developing
capabilityof employeesothatfreedbandwidthcouldbeleveragedor highervalue
addingwork. Welookedatfreedupbandwidthnotasanopportunityto downsizebut
aleveragdor theorganisationabusinesalignmentWerecommendedmployees$o
betakenthroughstructurecassessmeiiddevelopmenprogrammegDevelopment
Centres}o understanavheretheir asis competenciesestedandwheretheywould
need to be for better busindsgerage.

Toconclude the project, we made a top management presentation articulating the
asis stateof affairsin theorganisatioralongwith ourrecommeadations Giventhe
fastpaced growth and promise of the organisation and the role the Sales and
Marketingdepartmenhadto playin this path,our recommendationaerecentring
on streamliningactivities,incorporatingoestpracticesandcapacitybuilding, rather
thanadepartmentabverhaulin termsof structureandworkforcenumbers.

Wefollowedthisupwith anactionplanningworkshopwith theSalesandMarket
ing teamwith thedetailsof bottlenecksstreamliningecommendationsndindustry
best practices for each unique role across the value chain. Our advisory saw a shift
from change immediacy that was the tone of the client brief to that of a learning
orientationthatwill placethe organisatiorin goodstandin the short andmedum-
term.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

264 9 From Restructuring to Optimisation: Enabling a Séles

9.5 Reflections

Here,l will deliberateonthesalientfeaturesof this projectandtalk aboutmy expe
rience of working as part of the client engagentesin.

| referto Drljagats (2015 referene of two types of restructurilg to locat our
project from a business imperative point of view and | will then dishassour
approach navigated the complexities associated with the same. The first type of
restructurings defensivaestructuringvherethedriveris financialcalibration.This
is dore as a reactionary response to unfavourable business results. These are nor
mally impromptu decisions to cut costs by employee downsizing. Impact isigbar
and shorterm. The second type is strategic restructuring wherdriher is future
readiness.This is done with a longerm view of the business to recalibrate
resourced human, capital, technology and infrastructure. Impact may take longer
to be seen but is more sustainable and moséive.

It isinterestingo notethatPotentialSteelsnitially reacheautto uswith anintent
of strategiaestructuringTheaskwasto maketheorganisatioruture-readywith the
business transition it was undergoing of moving from a product focus to customer
focusandwhenit wasatthecuspof rapidinternationagrowth. Thetopmanagement
realisedhestrategidmportancef theSalesandMarketingdepartmenéndtherefore
highlightedtheneedor capabilitydevelopmenof theteam Howeverwhenthebrief
wasgivento us, the client focused oastructuring the function and emphasised on
rightsizing of the team, which was more in terms of a defensive restructuring. As
consultants, we did not accept the brief as it is, but took an immersive approach to
hearthevoicesof importanimmediatestakénoldersto understanavhattherealneed
was and where the actual challenled.

Ouroutreachto multiple stakeholde® leadershipemployeesgustomersPPIC
andSAPteand stretchedheboundarie®f inclusionandexclusionof stakeholders
in theapproachwithout gettingblindedto justthe brief of the projectsponsorsThe
symbioticrelationshipof the SalesandMarketingteamwith the PPICteamandthe
SAP teams then work in the technology enablement and were surfaced during our
stakeholder inteactions that led us to include them in the design stage. This was our
processof making stakeholdercohortsit s a ¢ asbethgdirectly involved in the
envisioned change process (the systemic
discussed in Chapg).

Our ability to critique boundaries and sweep in multiple perspectives helped us
articulatethevisionfor thisinterventiorthatwasatransitionfromtransactioriocused
to valuefocusedclosedcommunicatiorto transparacy andopennesgaskfocused
to peoplefocused andverticalthinking to horizontalthinking. We camealong way
from a restructuring project to an optimisatjmoject.

Ourwork onaddressin@spectsike leadershigcapabilityacrosdevelsof work,
streamlining of activities towards creating mefféciency,creating process align
mentsanddevelopingpeoplecapabilitycameasaresultof flexibility of thinking in
partof the consultant@ndalsoin partof theclient. Our discussionsvith the project
sponsorsshiftedto the tone of organisatioroptimisation.Khare (2006 describes
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organisation optimisation at the intersection of utilisation, efficiencyedfiedtive
nessUtilisation is the proportionof time deployedof workforce.Efficiency canbe
understood as parallel to productivity that is defined earlier in this chapter as the
conversion of input resources to output results in economic terms. Effectiveness is
the act of achieving something that was actually intendachieve.

Therecommendatinswe presentedh this projectaddressedll thethreeaspects
of utilisation, efficiency and effectiveness as interconnected aspects without treat
ing themin isolation.Our approactrom the perspectivef increasingvalue-added
activitiesandreducingnonvalue addedactivitiesaddressedothutilisationandeffi-
ciency.Utilisation because of elimination, reduction, delegation, outsourcing and
automatiorof severahctivitiesthatfreedupworkforcetime; efficiency,becaus¢he
return on regurces deployed was anticipated to be significamtiper. Alignment
of processes and technology addressed the effectiveness aspect of the department.
Welooked at the departmental optimisation as catering to the business vision of the
organisation. Therganisational structure supports the business vision antesys
and processenablethe structureto function. Organisationaprocessesannotbe
treatedn isolationfrom thestructureandthesamecannobetreatedn isolationfrom
thebusineswision. Ourfinal recommendationsiappedndividual processeacross
thevaluechainandidentifiedstreamliningpossibilitiesin light of howtheprocesses
interactwith oneanotherThis systemsiew enabledheteamto understangbrocess
improvementnotjustasindividual correctionshutassystemidnterventionsMiles
et al. 978 note that an organisation is a synthesis of its purpose and the-mecha
nismsthatexistto achievethesame Thethreeelementsareinterconnecte@ndit is
thisholistic view thatled usto approachheinitial organisationatestructuringorief
not jug from the standpoint of rightsizing, but from that of optimisation. Mutual
connections and interactiogaverise to anewunderstanding of both the brief and
thesolutionfor PotentialSteelghatled usto makerecommendationsn avariety of
factors bgond just workforcanumbers.

Here,l drawreferencdromthework of Capra(1996 whotalksof therelationship
bet ween structure and pattern, who says
weigh things. Btterns,however,cannot be measured or weighed; they must be
mapped.Tounderstand a pattern we must map a configuration of relationships. In
other words, structurievolvesquantities, while patterngvolvequ al i t i es o ( p
In thecaseof PotentialSteels patternsvereemergenbutof theprocessedt wasthe
immersivanteractionghatgaveusaglimpseof thepatternandthedeepdiveprocess
mappingandvaluechainanalysidet usunderstandvhatactuallygaveriseto those
processesNhenwe spokeof organisatioroptimisationor the pathto transformthe
departmenin alignmentwith thebusinessision, it wasthepatternsvehadto change
and the processes we had to intervene on, not so much the structure itself. Hence,
our work also was hedy inclined to address patterns rather than restructuring per
se, in its purdorm.

Our work on developing a competency framework and recommending develop
ment centres for employees kept in mind ldagn capability building of the team
to taketheorganisatiorforward.Developmententresveremeantto beacontinual
processo berepeatedromtimeto timeto takestockof teamcapabilityandalignthe
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mostappropriatkindsof developmentahterventiondo sustairthegrowthjourney
of theindividuals.This thinking alignedour work to thatof alearningorganisation
whereboththepeopleandtheorganisatiorcouldadoptlearningasa cultureandnot

as arevent.

Ourapproactwasadaptivethroughthelifespanof theprojectandit cateredo an
optimisation mindset for the long haul towards building a Requisite Organisation.
Theprojectsponsorslisplayedlexibility in adaptingo ourapproachTheywerealso
open to the longerm adaptation we had recommended for the departnemtiroy
a shift from immediatehanges.

It was the conviction and grit of the leadership at Potential Steels that built their
openness and confidence in our recommendations. Numerous interactions with the
leadersaandour ability to drawinsightspertinento thecompanyhelpedthemseethe
optimisation opportunity for the department. Flexibility of thought,-tegking and
belief in their team played a significant role in §hiecess.

Finally, I will reflect onhowthis exercise corresponds tettype of structure as
per the ideal types | introduced at the beginning of ¢hegpter.The vision was
certainly to align with a customeentric structure that keeps customer value in
mind andalignsall activitiestowardsthe sameBut whatwe arrivedatwasahybrid
between a functional and a custorsentric structure. Being a legacy organisation
andconsideringve did notwantto createanyfi s h oircthe gystemwe considered
a smooth transition without creating personnel tension. Our approdicé t@lue
chainmappingandworking backwardgrom the concernareaghatemanateaut of
it wascertainlyaneffortto catertowardsacustomeexperiencarivenby innovation,
valuecreatiorandqualitywith processtreamliningandcapacitybuildingatthecore
of theintervention However,atthelargerorganisationalevel, thetypical functions
were not interfered with and their umbrella existence continued within which the
Sales and Marketing department yasitioned.

9.6 Conclusion

Thischaptesharedny experienc®f undertakinganorganisatioroptimisationexer
cisewith the SalesandMarketingdepartmenin amanufacturinggompanyin India.
Thediscussiomevolvedon howbeingableto challengeboundariemandopennessf
thinkingin partof theconsultantsandflexibility andrisk-takingattitudein partofthe
project sponsors shifted the project mindset from restructuring to optimising, from
rightsizingto developmentandfrom changeémmediacyto learningorientation.

| began by introducing the concept of restructuring. | went on to talk about the
organisatiorin focusandthe statedoroblemstatementl describedhe consultative
anddeliberativeprocesshatdelvedinto the statecoroblemsandhowwe articulated
the inherent issues thgaverise to problems on the surface. | presented alstep
step discussion on the main stages of the pi@®jpobject orientation and design,
data collection and validation, analysis and gap identification, and reauame
tionsandreporting basednaholistic frameworkthatwe hadarrivedat.| finally
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presentedomereflectionson the projectandhighlightedhow our outreactto mul-
tiple stakeholdefs leadership, employees, customers, PPIC and SARSteeas a
demonstration ohow we stretched the boundaries of inclusion and exclusion of
stakeholders in the approach without getting blchtiejust the brief of the project
sponsors.

This casestudybroughtto theforefrontkey tenetsof holistic thinking andflexi-
bility thatwerewoventhroughtheentireprojectthathelpedt concludewith holistic
recommendations arsilistainabl®utcomes.
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Chapter 10 m)
A Holistic Approach to Employee sl
Engagement

10.1 Introduction

Engagingwith employeedasalwaysattractech degreeof mysteryfor corporations
andmanagemeracrossheworld. Thenatureof corporationgandmanagemerstyles
hasevolvedovertime with moresophisticatedvorkplaceunderstandingechnolog
ical developments, amiewsocietal norms and trenddowever,the need to touch
peopleto keepthemmoreengagedndeventuallymoreproductivehasalwayssur
faced newechallenges.

Not too long ago, a purely functional approach wdwgeled management to
consider employee sataction (rather than engagement) as a factor of monetary
payoutsThislaterchangedo theinclusionof fun andcamaraderiattheworkplace
ascontributingto creatingamoresatisfyingandrewardingwork experienceOrgan
isationsmovedfurtheronto give employeeshe opportunityto learnanddevelopas
betterprofessionalgpartneringwith themto give backto thesocietyandevenletting
employees do what they would like to do where the organisation simply offers the
most fertile soil foremployees tdlourish.

Despite a range of academic deliberations and management experimentations,
employee engagement still remains a mystery for many.

This chapter presents the mainstream discussions and models on employee
engagement. | will draw on my p&rience of working in talent consulting with
variousclientsin differentsectorsandpresent casestudyof anemployeesngage
mentprojectthatl led. My argumentsvill focusonhowwe canhaveamoreholistic
approachio employeeengagemertonsidenng themultitudeof dimensionghatare
atplayfor anindividualin anorganisationChallengesppportunityareasandlearn
ingfromrealtlife experiencevill bepresentetb bringhomethefactthatengagement
is notastandaloneconceptputis anintegralelementor thebusiness.
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10.2 What Is EmployeeEngagement

The understanding that people are an important aspect of managing a business has
existedsincethepostTaylor agein someform or theother.However,it wasonly in
1990thatemployeeengagemertfirst appearedsamanagementonceptdefinedas

ié the harnessing of organisation- membe
ment,peopleemployandexpresshemselvegphysically,cognitively,andemotionally
during rol e pelX90@r6v.Kabnewasdthe (firkt daoharticulate a
roundedapproactio engagemenvhenhesaidthatane mp | o yeketsdbasutthe
organisationalignmentwith valuesandassociationvith leadersaindwork processes
impacthow he or she is able to perform and contribute to his or her role €xpec
tations. Strong references to emotive elements like values, leadership and culture
elevatedhe concept of engagement from being just a state of physicddement

of anemployedo thatwhereoneis emotionallyinvolvedandpsychologicallyasse

ciated with the organisation. Meeting the right combination of physical, emotional
andpsychologicaheedf employeegnablegshemto contributepositivelyto their
organisations.

Catering to emotional needs of employees can create a better attitude in people
and also helps them cope with any stress that is likely to appear at the workplace.
Positive emotions let people think in a more open and flexible manner lgading
greatercreativityandenergy.This canin turnleadto moreefficiencyandworkplace
productivity. In this context, Seijts and Crin2Q06 talk about the importance of
creating and implementing targeted plans in orgditiss that address behavioural
change through physical and emotional interventi@isilarly, Robinson et al.
(2009 talk of creation of an environment with employees at the centre, and where
attributedike positiveemotonsandworkplaceprideareharbouredThis,heopines,
contributes to organisational performance and cordittiision.

To end this section, | would like to quote The Conference Board that defines
employeeengagemerdptlyasii aeighteneg@motionatonnectiorthatanemployee
feels for his or her organisation, that influences him or her to exert greater discre
tionary effortto hisorhewo r k 0 .

10.2.1 Engagement Is NoSatisfaction

It is common to observe the overlap in the usage oftdlras engagement and
satisfactiorin everydayparlanceOftenconfusionis alsoobservedn theliteratureto
distinguishbetweerntheconceptsYu (2013 studiedselectdefinitionsof engagement
andsatisfactionandfoundthatfi j satisfactioris moreandmoreusedasameasure
ofe n g a g e(pnE nYu (@013 goesonto quotethatanextensivestudyconducted
by Harteretal. (2002 wherethe conceptof employeeengagementadsatisfaction
measurement as itore.
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Engagement and satisfaction are closely linked but they are not the Eame.
explain the difference, | borrowd e r z b @964 Mativation-Hygiene Theory
wherehearticulatedhebasicrequirementi anorganisatiorfor oneto carryouthis
or herjob asagainsthehigherorderpsychologicabndemotionalfactorsthatdrive
them togive their best to and be committed to their workplace. He calls the former
hygiene factors and the latter motivation factors. Represented ih(ighygiene
factorsincludeaspectsuchaspayandbenefitswork conditionsjob security desig
nation leavesandwork hoursamongsbthers andmotivationfactorsincludeaspects
such as work challenge, recognition, responsibilities, growth prospects, learning
opportunities and sense of achievement amongst others. Whereas hygiene factors
are the minimum required for employees to be working in lalestand satisfying
mannermotivationfactorsdrive peopleto seemeaningn theirwork, stretchthem
selvesgivein the extra and feel a connect with their organisations; in other words,
they contribute towardsngagement.

Hygiene factors are essential for motivation factors to be realised. Therefore,
employeesatisfactiorcanbe seerasa steppingstoneto employeeengagemeniThe
ADP Institute(2012 articulateghedifferencebetweersatisfictionandengagement
with the followingdefinitions:

EmployeeSatisfactiorisameasuremerdfane mp | o fy ke & @ 13 with eusrentipb and

conditions;it doesnot measurdnow mucheffort theemployeds willing to expend.

Employee Engagementisrae asur ement of an employeedbds emof
organisation; it takes into account the amount of discretionary effort an employee expends
on behalf of the organisation.

As Newmanretal. (2010 say whereasatisfactioris aboutsatiation engagement
is aboutpassion
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Thetermengagemennightnothavebeenclearlydistinguishedrom satisfaction
as done clearly by the definition of Kaht®90, but reminiscence of engagement
was observed in past literature as w¥ll.(2013 argues that some of the earlier
researchers such as Crod49713, Hackman and Oldhanl975, Khaleque and
Rahman 1987, Scarpello and Campbell$83, Smith et al. 1969 and Yuzuk
(1961 hadelementf engagementapturedn their connotatiorof satisfaction.
Ken Oehler, global |l ead at Aonbés Cul tu

The concept of employee engagement is often confused with satisfaction or happiness, but

i tréally aboutae mpl oyeeds psychological invest ment |
tion to produce extraordinary results. Companies with employees who are above average
engagemerievelswill seebetteremployeeroductivity Jowerturnoveratesandhighercus
tomersatisfactiorscores all factorsthatcansignificantly contributeto improvedfinancial

performance.

Research by Aon, the leading global taleahsulting firm, further finds that
employee engagemelgvels havea direct correlation with th&otal Sharéolder
ReturngTSR)of acompanySimilarly, Maslachetal. (2001 suggestethatengaged
employee$avevigour,dedicatiorandabsorptiorthatdirectly contributeto produc
tivity andperformanceTheydefinevigourashighlevelsof energyandanunwavering
ability to stretch at work, dedication as a sense of deegvementand pride and
absorption as a pleasant immersiomin e 6 svork. wn

Just as higher engagement leads to positive business results, lower engagement
can have equally negativeconsequences. Kahiq90 in his research found that
disengageémployeesvereunableto performto theirfull capacityandweresimply
mechanical at work without display afeativity, enthusiasm anénergy.Ao n 6 s
researchindicateshatjust asorganisationshathavea high engagemerdcorehave
aTSRof 20%aboveaverageoprganisationsvith alow engagemergcorecanhavea
TSRof 60%belowaverageTheorganisatioris neverableto leveragehepotentialof
disengageémployeestheyendupbeingastrainin resourcesAs foundby Fleming
etal. (2009, negativeemotionseemanatingutof disengagemermancostcompanies
upwardof USD 300Billion peryearin lostproductivityin the United Statesalone.

10.2.2 Benefits of an EngagetiVorkforce

An engageavorkforcecanbringin arangeof benefitsatvariouslevelsd individual,
team,business and societal. | will elaborate tHsstow.

10.2.2.1 Individual
Higherengagemerttaspositiveoutcome®ntheindividualemployee An engaged

employee displays the qualities of enthusiasm, passion and connectionleStress
els arebettermanagediueto the emotionaland psychologicalassociatiorof the
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employee that leads to better health outcomes. Employees feel in better control of
themselves and their work, and aretivated to contribute at their optimuevels.

10.2.2.2 Team

Positive individual spirits lift up team spirits. At a collective level, people are able
to functionhealthy,performbetterandcreatemutualvalue.Accordingto Bindl and

Parker 2011, engaged employees are better able to navigate change and are able
to better deal with uncertainty. Engaged teams display higher maturity irt taicer
situations. Knowledge sharing becomes more seamless and empémeisdrow

by sharing rather than withholding information. Collaboration, and not- com
petition, becomes more evident. This helps better tapping into tacit knowledge that
restswith individualsandteamsBetterteambondinghelpsin betteralignmentwith
organisationavaluesandgoals.Thisenhanceseamspiritandhigherperformance.

10.2.2.3 Business

Variousstudieshavefoundthatemployeeengagemerievelshaveadirectcorrelation

to business performance. The example from Aon on TSR is alsbatgd above in

this discussion. Aon further says that engaged employees are better brand advo
cates, stay longer and contribute more in their jobs. Gallup, another leading global
engagementonsultingiirm, foundastronglinkagebetweerengagemenevels,and
business growth and profitability (Gall2915.

Organisational alignment and understanding of the vision minimise the gap
between people and the organisation. Higher engagement leads to greater stretch
takingability andcreativityattheindividuallevel. Teamspiritis heightenedknowl-
edge sharing is enhanced and employees are better able to navigate change. Put
togetherhighly engagesgmployeesreableto contributeexponentiallybetterthan
thedisengaged.

| quote Mehta et al.2016 who cite a study by Towers Perrin that found the
following (quoting Mehta et aR016 p. 7):

6 84%of thehighly engagedmployeesreconfidenttha theycancontributepos
itively in improving their products and services, as compared to the 31% of the
disengaged employees who latk

6 72%o0fthehighlyengage@mployeesanpositivelyaffectcustomeserviceversus
27% of thedisengaged.

6 68% of highly engaged employees know that they can help in cost reduction in
their job or unit compared with just 19% of the disengaged.
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10.2.2.4 Societal

Thelong-termpositiveeffectsof anengagedvorkforcecanalsobeseenn thewider
societal context. An engaged workforce is likely to be less stressed at work that can
createpositive healthoutcomedfor the individual. Betteraligned peoplewith the
visionareabletoworktogethemsresponsibléeamso maketheorganisationvorkas
aresponsibleocialentityratherthanjustfor its financialgoals Engagedmployees
tend to take a more proactive part in corporate social responsibility initiatives of
companies and display ownership to connect with their commulmétites.

Needlesso saythatcreatinganengagedvorkplaceitselfis astrategidmperative
for managemenwith threedrivers.Thefirst is to createastrongemployetbrandthat
is ableto attract retainandrewardthe besttalent.Seconds to existasaresponsible
socialentity. Third is better financial outcome for theganisation.

10.2.3 A Stratified Approach to Employeengagement

Employee engagement has a set of drivers and enablers that | will discuss later in
detail.Howeverji t i s i mportant to note that not
applicable to all kinds ofmployee cohorts. Different kinds of people in different
professiongredrivenby differentkindsof triggersanddrivers.Theyhavedifferent
thoughtprocessesnotivationsandintellectualstimulators Theyalsohavedifferent
worldviews thatresult in their motivation drivers. Here, | will discuss sawerall
engagemerdriversspecificto differentemployeecohorts Thisis meanto bepurely
representative and ndefinitive.

10.2.3.1 Professional

| categorisgrofessionaaswhite-collarworkerswhoareinvolvedin manageriahnd
administrative roles. These roles may spread across general management, human
resources, sales and marketing, legal, consulting and so on. People in this cohort
carrytechnicalandfunctionalqualificationsandbring a specificskill to theirroles.
Employeesn suchsetupsarenormallyableto applytheir skills acrosgunctionsand
industries.

Theprofessionamaybegenerallyengagedby thequality of work andtheirability
to createvaluein thepositionstheyoccupy.Theymaypreferto work in asystematic
environment that is predictable and streamlined. A push to excel and performance
rewards are highly appreciated by them. They are able to stgdteh,monetary
rewardsarecommensurateo their work andcontribution.They constantijlook for
opportunitiedo learnandgrow andkeepapplyingtheir skills at higherlevels.
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10.2.3.2 ServiceOriented

They are peoplawvolvedin highly systematic and predictable work delivery that is
standardised and streamlined. Senacented people are typically associated with
setups like outsourcing and shared servicasst Work processes are highly defined

and employees are expected to work as per standard operating procedures.
Deviations are not encouraged. Employees in such shaygtransferable skills

within the industry or across industries within their spetifictions.

Employees in a servieeriented setup prefer fixed work hours and predictable
deliverables. They prefer clarity in roles and expectations. Motivation comes from
being able to deliver efficiently in short time spans. Quakardand recognition
systems keep morale high. Employee camaraderie is appreciated that comes along
with gettogethers andntertainment.

10.2.3.3 Researchers

| refer to the scientific and academic community here thatvislved in active
researctandknowledgecreation Thiscommunityis highly qualifiedandindividuals
areexpertsn theirowndomainsTheyholdhigheracademiqualificationsandoften
spend their lifetime on specialised areas of researchxgharation.

Researchers adrivenby the ability to work autonomously arfiéxibly. They
believein creativethinking andcritical inquiry thatdo notdo well with predictable
processes. For thernpntribution to knowledge is more engaging than monetary
rewardsTheyexistwithin communitie®f practicewithin whichtherearesignificant
knowledge sharing and valagesation.

10.2.3.4 Specialists

Specialists are people such as doctors, lawyergagitheers who focus on highly
specialisec@reasf work andhavenontransferableskills andcapabilitiesTheyare
highly qualified and experts in thewnrights.

Specialisteanbeindependenar affiliatedto acertainorganisationln eithercase,
they normally prefer to work in an independent setting without much interference.
Theynormallycommandamonetarypremiumdueto their specialisknowledgeand
skills. Specialists also prefer to work in theiwnterms and conditions due to the
premum they command in the markstenario.

10.2.3.5 Operators
Referringto blue-collarworkersin thiscontext Operatorganbeeitherskilled,semi

skilled or unskilled. The nature of work is repetitive, defined and predictable, and
can be oftemenial.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

276 10 A Holistic Approach to Employdengagement

Operatorsaredrivenby immediategratificationin termsof monetaryreturnsand
workplace benefits. Tlyeare normally guided by legal and regulatory frameworks
that protect their rights and privileges. Community engagements form a large part
of theirengagemenrdctivitieswherefamiliesgetanopportunityto minglewith one
another.

Having presented the above employee types, it is important to realise that there
is no universalapproachto employeeengagemenDifferent personasredrivenby
differentneedsandmotivationsWhatisrequireds astratifiedapproacho employee
engagemerthatwill yield the mostoptimumoutcomefor the organisation.

10.3 Employee Engagement Frameworks andpproaches

Here | bring to the reader three of the most popular points of view on employee
engagement from three leading consulting firms. Each of tfess bases their
perspectivesndecadesf researclandadvisorywith topemployersnternationally.

Their work and partnershigsavehelped them build great workplaces amalve
furthered the field of human resour¢etR).

I will begin by presenting th&allup framework, followed by Great Places to
Work and finally the Aon framework.

Each of these frameworks attempts to present a holistic approach to employee
engagemertbuchingarangeof elementattheworkplace No particularfframework
isbettetthantheother buteachofthembringsin theirownuniquewayof appreciating
employee=ngagement.

10.3.1 Gallup

Whenit comedo employeeengagemenGallupis perhapshemostwell-recognised
brand.The companyleverageslataandanalyticsto offer expertadviceon attitudes
andbehaviour®f employeescustomersstudentsandcitizensfor clientsacrosshe
world.

Based on over three decades of research touching over 17 million employees,
according to Gallup:

Engagedemployeesreinvolvedin andenthusiasc abouttheirwork. Theyare100%psy
chologically committed to their role. They are thrilled at the challenge of their work every
day.Theyarein arole thatusegheir talents theyknow the scopeof their job, andtheyare
morelikely to look for newanddifferentwaysof achievingthe outcomef theirrole.

Ga |l | apgrdach on engagement study is based on 12 credible questions, Q12,
that effectively measure tHevel of employee engagement in organisations and is
ableto establistacorrelationwith performanceutcomesndbusinessmpact.Q12
was developed by researchers using data scierareveat 12 items cameasure
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thestrengthof aworkplacecenteringaroundtherole of themanagerThesel2items

are not exhaustive to capture all elements in a workplace, but they capture the core
elements that indicat®hether employees are getting their performance needs met.
These elements indicate the requirements to attract, focus on and retain the most
talentedemployees.

103.11 Gal | Qo6 s

The hall mark of Gallupés employee enga
Gallup, the Q12 is based on the progression of human needs. | will discuss the 12
guestions below under this progression.

Basic Needs:

1. Do | know what is expected of mevabrk?

Thisquestiorexploresf theemployeéhasclarity overtheirroleandexpectatios
fromtheemployerlf rolesarenotclearlydefined thereis atendencyf deviation
andoptimaldelivery.Performancenetricsandsucces$actorsneedto beclearly
articulated so that the employee kndwesv he or she is being assessed as per
setexpectations. Role clarity brings in focus and direetestgy.

2. Do | havethe materials and equipments | need to do my wight?
Inordertodeliverontheirrole,employeeseedaccessoresourced knowledge,
hardwaresoftwarefinance® fromcaseocaseTheorganisatiomeedsomake
the right resources available to employees so that they are able to deliver on
expectations. Managers neechtvean oversight of requirements and address
any gaps that magccur.

Management suppb

3. At work, do Ihavethe opportunity to do what | do besteryday?

Addresses the issue of alignment betweeam ecépability and the opportunity
offered.Theorganisatiomeedgo understana@vhattheemployeédringsin terms

of capabilityandcompeteng, andwhattheywouldlike to achievean theircareer;
accordingly bring to them the optimal job mix. Mutual discussion between the
employee and the manager plays an important role ingpect.

4. Inthe last 7 daydavel received recognition faloing good work?
Understandthecultureof recognitionfor goodwork. Therearebothformaland
informal means of recognition. Managers need to be responsible for frequent
andinstantaneougecognitionandpraisefor goodwork of theirteammembers.
Goodspiritis contagiousindhasthepowerto lift upteamspiritandmotivation.

5. Does my supervisor, or someone at work, seem to care about me as a person?
It is often said that people join companies &avemanagers. Employees are
humanbeings andnotmachinesCare respectsupportandsensef securitygo
a long way in touching people and make them feel at home in an organisation.
Managerseedo playaproactiveolein buildingrelationshipshroughagenuine
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sensef responsibilitytowardstheirteammembersOpencommunicatioranda
trusting equation arkallmarks of thigienuineness.

6. Is there someone at work who encourageslevelopment?
The term Adevel opmentd needs to be tre¢
vertical movement up the corpordselder.Development is about the overall
leverage offie qualities that an individual brings to the organisation in terms of
their capabilities,strengthsand competenciesand the careeraspirationghey
haveset for themselves. Every employee is an individual and the organisation
needs to provide the ferilplatform for them to develop as people and as pro
fessionals.

Teamwork:

7. At work, do my opinions seem tmunt?

Participationin decisioamakingandorganisationalunctioningis animportant
element that makes employees fieeblved. This question exjplres if people

feel theyhavebeen proactively encouraged to speak and are listened to. The
feelingof beingleft outcreateglisharmonyamongsemployeeshateventually

leads to a drop in enthusiasm and interest fooithanisation.

8. Does thamission/purpose of my company make me feel my job is important?
This questionrmeasureghe alignmentof valuesbetweertheemployeeandthe
organisationCommunicatiorplaysanimportantolewheremanagemergeeks
to provideconstantlarificationaboutthe purposeof theorganisatiod why it
exists and what it standgr. Connections based on values alignngine rise
to a sense of belongingness and commitment that lets employees exist as part
of a wider system, rather thanigolation.

9. Are my caworkers committed to doing qualityork?

This involvesa common understanding of expectations frormvookers in
alignmentto thecustomed bothinternalandexternal Clarity in quality stan
dards and their constant reinforcement is important so thatelifte in inter
pretation between eworkersdecreases.
10. Do | havea best friend atvork?

Afi b d gt eferdt@someonavithwhomoneshareshesamevaluestrusts
in sharingfeelingsandinformation,andthereis mutualcareandrespectSuch
arelationshipatwork builds confidencecourageandtrustthatin turn leadsto
enthusiasm, commitment and the abilitysteetch.

Growth:

11. Inthe last 6 months, has someone at work talked to me about my progress?
Exploresheexistencef feedbackanddevelopmentahteractionsGoalsmay
besetandtrustbasednteractionamayhappenputwhatpeopleneedis some
one to mentor and take stock of where one has progressed against the goals
articulated. Progress tracking and feedback need to be seténgda formal
mechanism.
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12. This lastyear, have had opportunities at work to learn agrdw?
Engaging workplaces provide opportunities to their people to leargraid
bothpersonallyandprofessionally Formaltrainingandeducationaplatforms
areputin placethatconstantlycontributetowardsbuilding capacitiesCapacity
building may not just be limited to formal educational programmes, but can
alsoextendto externakventsandconferencethatgiveemployeesnexposure
to best practices, benchmarks and madkgtlopments.

Using the Q12 analyses, Gallup perforomgoing research to establish correla
tions between engagement scores and business outcomes that include productivity,
customer ratings, shrinkage/theft, turnover, absenteeism, safety and quality. | will
discuss some of these perspectives in the nexbeect

10.3.1.2 Perspectives fromGallup

Extensive research and analytics carried out by Gallup throw up startling statistics
aboutthestateof employeeengagemernh corporationgndit influencesonbusiness
andsocietaloutcomesThefindingsof this researcthavebeenpublishedby Gallup

in a gl obal report call ed20l®VWomR2G12tb he Gt
2015,Gallupaggregateéxhaustiveesearcliatafrom its globalsurveysepresent

ing 158 countries. Responsgsre categorised as engaged, not engaged or actively
disengaged. The analysevealed:

People who are engaged at work are more involved in and enthusiastic about their work.
Theyareloyal andproductive. Thosewho arenotengagednay be productiveandsaisfied

with theirworkplace puttheyarenotintellectuallyandemotionallyconnectedo it. Workers

who are actively disengaged are physically present but intellectually and emotionally dis
connectedTheyareunhappywith theirwork, sharetheirunhappineswith their colleagues

and are likely to jeopardise the performance of their team (G2UWf{ p.5).

In the same report, Gallup defines a good job as one that has at ldapeB0
weekof consistentvork with a predictablepay. It wasfoundthatglobally,only 12%
of employees having a good job were also engaged. The report goes on to create a
model based on the component of Afgood
positive outcomes for their busirses andsocietyl t cal |l s t his mode
Macr oeconomiled.Patho (Fig.

Gallup uses this model to advise companies and governments to create healthy
work environmentsStartingwith the basicsof law andorder,food andshelter,and
socialinstitutionsfi g oj oodbosntacritical enablein thispathasit hasthepotential
to addresghe social,emotional psychologicabndfinancialneedsof anindividual
that can create webeing, which at a largdevel contributes to macroeconomic
development for aation.
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10.3.2 Great Places t&ork Institute

Great Places to Work (GPTW) Institute is a leading global body that recognises
outstanding workplaces through credible study, and provides consulting services
and certification programmes. The GPTW model is based on research spanning
internationally for nearly 30 years and is applicable to companies in all industries,
nonprofits, edication and government organisations.

GPTWplacesemployeexperienceandengagemerdtthecoreof building great
workplacesThe GPTW perspectives thate mp | o gxpeeendis thebestwhen
theyconsistently:

¢ Trust the people they woftr,
¢ Havepride in what they dand
¢ Enjoy the people they workith.

Theabovesxperiencearebasedntheconcepofii t r astbeddiiningprinciple;
this sets the culture of great workplac@grustis defined with the following five
dimensions bYGPTW:

¢ Credibility : The core of the culture of trust is the organisation being seen and
experienced as believable atrdstworthy.The three sugimensions are com
munication, competence amategrity. Clear and unambiguous communication
createsransparencgndremovesanyinformationgap.A competentnanagement
is able to create an optimal organisation by bringing about efficiency and effec
tiveness for judicious utilisation of resources. Integrity is established when there
is consistency in words and acti@md where promises atept.
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& Respect Thisis mutual.lt is notaboutgreetingsaandprotocols putit is aboutsup
port, collaboration and care expressed by management towards employees. Sup
portis bothaboutmaterialandinformationresourcesnadeavailableto employees
in orderto deliveronexpectationsandalsoaboutopportunitiegprovidedfor skills
enhancemermndcareedevelopmeniCollaboratiorisenabledyaninclusivecul
ture and participative decisianaking. Caring is signified by the extension of a
ma n a getatiodshippeyondbeingpurelywork relatedout throughanextension
toaninteresin bringingaboutmprovementop e o ppersodalives.Employees
need to be seen as people and individuals, and not justssuece.

& Fairness A fair workplace is one that demonstragegiity,impartiality and jus
tice. Employeeseedio beseerfrom alensof equity(notnecessaryneaningseen
as equals). This characteristic is brought to life by balanced treatment of people
andequitableacesgo rewardsandrecognitionsFairandimpartialpracticesieed
to drive decisionmakingandanyamountof favouritismis seenasunacceptable.
Thisis extendedo all practicesncludingrecruitmentspromotionscareerdevet
opment, access tesources and opportunities, rewards and recognitions, task
allocation and performance measurements. A fair work environment eliminates
politicking, unproductive distractions apdejudice.

¢ Pride: Thesensef prideboostsenergyandenthusiasntevelsthatgetreflectedn
greatpassiorfor theworkplaceandgreatwork delivery.Prideemanatefrom the
job, coworkers and the company itself. Pride in the job can be aboue 6 s o0 wn
work, theirownteams or the extended workgro@pn e 6 swoik 8 abouthe
differenceanemployeanakego thecompanyand/ortothec o0 mp acosyomers
by virtue of beingatapositionheor sheis in. Pridein thecompanyarisefrom its
contributionto businesssocietyandthe environmentRecognitionof goodwork
andcontributionby managemertangoalongwayin instilling asensef pridein
employeesA sensef pridecanmakeemployeestaycommittedto longertimes
to theircompanies.

¢ Camaraderie: Measured by the feeling @ftimacy, hospitality andcommunity.
This is where a workplace needs to be looked at beyond serving the purpose of a
place that is meant for just work. When it is about human beings, it is about
emotionsandfeelings.A workplacethatis warm,friendly, norrintimidating,open
andinclusivehasthepowerto embracgeopleandmakeghemfeelathomeoutside
of home.A senseof communityis wherepeoplefind a commonvision andalign
with acommormpurposeA workplaceneeddo behospitablavherepeoplecanfind
supportcooperationtelationship@ndmostimportantly,enjoymentn everything
theydo.

G P T Wivesdimension®ffocusfor atrustbaseaulturearefurtherbrokendown
into subdimensionghatencompasthe operationabspecbf talentmanagement.

GPTW has put in place a focused survey
with their organisations around the five dimensions and their corresponding sub
dimensiongo arriveataTrustindex. TheGPTWmodelhasasetof questionspecific
to each suldlimension that measures themp | o gssoeidien with the respec
tive factor. Individual dimensionwise scoresare obtained;an organisatiorlevel
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Trustindexis calculatedasa consolidatiorof all dimensionwisescoresThe Trust

Index wascreated by Robert Levering and this was based on extensive study and
analyse®f employeesurveysspanningovera decadewith leadingcompaniesThe

index provides a benchmark for organisations to identify strengths and opportunity
areasandwork with corcertedeffortsto build greatworkplacesGPTW (2017 has
foundthatatrustbaseccultureto beastrongdriver of successfubusiness.

GPTW found that in 2017 employees who associated themselves with a great
place to work demonstrated that they were 13 times more likely to stay with their
employers for a long time and 20 times more likely to say that their workplaces
exhibited innovativeraits as compared to its peer companies (GRZD&J).

10.3.3 Aon

Aondefineengagemerdsi t sychologicahndbehaviourabutcomeshatleadto
betteremployee e r f o r Bvalvedoeertwin decadesfglobalresearchhrough
outAsiaPacific,Europel atin AmericaandNorth Americaandsupportedy organ
isationalpsychologythe Aon model examines engagement atehel of the indi
vidualandteamoutcomesicrossarangeof validatedengagemerdrivers. Themodel
talks about three attributes that demonsteagagement:

& Say. Engaged employees carry a positive tone of voice about their organisation.
They speak in a healthy manner about the organisationtwdcers, potential
employees andustomers.

¢ Stay. Engaged employees demonstrate an intense sense of belonging to their
organisation. They desire a lotgrm association with their organisation with a
sense of commitment amdnnection.

¢ Strive: Engage@mployeeslwaysgivetheirextratowardsdriving theirrolesand
the organisation into higher degrees of success. They are motivated to do more
andcontributebeyondtheir contractuabrrangementvith their organisation.

Engaged employees demonstrate all the three behaviowiameously. Any
missing behaviour does not sum up to the overall characteristic of an engaged
employee. For example, an employee may speak positively about their organisa
tion and may be staying long, but may stive at work; this leads to the under
optimisationofo n gdtential. Consideanotheicas® anemployeenaybestaying
long andstriving hard,but constantlyspeakingnegativelyabouttheir organisation;
this createsmegativeenergies internally aneixternally,and eventually majmpact
the brand. Also, an employee may be a brand advocate and work very hard, but
staysin theorganisatiorfor avery shortduration;the organisatiorwill beunableto
leverage on the strengths of #maployee.

Aonresearclshowcaseseverabusinessutcome®f anengageavorkplaceg/Aon
2018. These include thi®llowing:

¢ Talent: Higher engagement increases employee retention and reduces absen
teeism. Contributes to overall health and wellnesadifiduals and the team.
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& Operational: Increasan employegroductivityis seen Employeedeel safeand
secure at thevorkplace.

& Customer. Higher efficiency leads to more higher customer satisfaction. This
resultsin customerstayinglongerwith andahigherNet PromoterScore(NPS).

¢ Financial: Theaboveresultsin increasedalesandhigherrevenuegor anorgani
sation.Operationaincomeis enhancednarginshetterecandaneventualncrease
in total shareholdeneturn.

Thecruxof A o neligagemenmnodelissixfi E n g a g@rm eutdatdsfidethe
work experienceThese drivers are &sllows:

6 Quality of Life : People work to eventuallyavea good quality of life, which is
ensuredby asecurgob, safeenvironmentlessstresandagoodworki life balance.
Personatime s valuedandoneis ableto developinto aroundedndividualwhen
there is good quality of life. A rounded individual is possible when one does not
haveto constantly worry for the basic conditions in life that the job is able to
provide.

& Work : Workis beyondjob, whereas job equalsa contractuaemploymentwork
equals a qualitative sense of being able to do what one enjoys and what makes a
positive contribution to oneself, the organisation awdnthe society. People
enjoywork thatgivesthemautonomyandindependencandallowsthemto apply
themselves in areas where their skills and streriigths

& People Organisations are about people. Leadership plays an important role in
creatingaconduciveenvironmentfor employeeso work with andlearnfrom. Co-
workersandteammemberdiven upspiritsandcanmakeacontractuakmployment
association substantial anteaningful.

¢ Opportunities: Everyonewantsto learn,developandprogressn their careersA
futurestatecreatesnotivationanddrivethatcreateapull factorfor peopleto strive.
Organisations can go a long way by providing the right kind of opportunities to
theright kind of individualsthatbenefitboththe organisatiorandtheindividual.

¢ Total Rewards Totalrewardis beyondthe pay check. This is the overadward
thatanindividualaccruessaresultof theirassociatiomvith anorganisatiod both
tangibleandintangible. Thisencompassebepay,benefitstheexperiencebrand
mileage, development and the qualitylié that the organisation offers to its
people.

& Company Practices Thisdefinestheorganisatiorandis anamalgamatiorf the
systemsandprocessegracticesjnfrastructureandcommunicatiorthatform the
lifebloodto makeanorganisatiorwhatit is. It is thecompanypracticeghatmake
an organisatiofi r e al 0.

Figure10.3presents the Aon engagement drivers and their constituents.

Having introduced, three leading employee engagement framewevikisnow
present a case study of my experience of leading an engagement study and crafting
its consequent recommendations.
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Job Security = * Empowerment/Autonomy
= Sense of Accomplishment

» Work Tasks

Safety »
Work/Life Balance =

Communication =

Diversity & Inclusion =
Enabling Infrastructure =
Performance Management =
Customer Focus

» Senior Leadership
» BU Leadership

* Supervision
Innovation = F

Talent & Staffing »

» Collaboration

Brand/Reputation
Pay »

Benefits »
Recognition =

= Career Opportunities
= Leamning & Development

Fig. 10.3Aon engagement driverS@urceAon)

10.4 Employee Engagement Casstudy

Here | will share my experience of leading an employee engagestoelyt! was
theprojectleadof afour-membeteam(includingmysdf); two membersvereclient
facing (includingmyself)andthe othertwo wereoffice-baseddataanalysts.

10.4.1 About theCompany

Forthesakeof anonymity,| will callthecompanyPotentialEarthmoversThecom

pany was a leading manufacturer of earthmoving and construction equipment. Its
Indian headquarters were in Delhi National Capital Region (N@®h a large
globallegacy the company manufactured woitthss equipments in three state
the-artfactoriesin India(thisexpandedo five factoriesatthetime whenthis chapter

was written). The plants also operated as the global manufacturing hub, with prod
uctsfrom theseplantsbeingexportedo over50countriesn theworld. Thecompany
hadthereputeof introducinginnovativeproductgo themarket.lts premiumpricing

did not deter it from holding a majority market share of 75% in India due to the
quality of its products and brand reputation it enjoyed. Potential was a pioneer in
terms of prodat quality and their sales model and was the first amongst players in
the construction sector to sell products through dealerships in India. The company
did nothavea cookiecutter approach and customised its products and offerings to
the Indian market ahthe Indiarterrain.
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Customergnjoyedexemplaryserviceandexcellenfproductquality. In theprevi
ous 6 7 years, potential had enjoyed a Compounded Annual Growth RGA@R)
of 45%.

The company employed around 3500 people at the time of this study and had a
network of over 50 dealers and 500 outlets across India.

Potential Earthmovers had a wisiof continuing to provide unparalleled share
holdervalue.Tothisend,it realisedt hadto staycompetitiveto respondo changing
marketrequirementandhighercustomeexpectationsTheywereunderpressureo
constantly innovate and explore newer markets, especially rural. They were focus
ing on buildingnewproducts and had built a parallel organisationriewlines of
businesses.

As the organisation was building up preparing from transformative groleh, t
management realised that people werdétgsasset and that the HR interface was
crucial in navigating the same. A mindset of passionegy and team synergy
wereidentifiedasthekeyfocusareador PotentialEarthmovergo staycompetitive.
Despte being the market leader, the management wanted to continually learn and
evolvewithout letting complacency set in the organisation. The top management
wanted to create a workplace that constantly challenges its peopleyskwiag
benchmarksandalsorewardhigh performersTheywantedateamwith enthusiasm
and pride that would be difficult to replicate. The management in the organisation
realisedhatemployeeengagemeriied atthe coreof everythingit wantedto do.

10.4.2 The Consuting Mandate

Thecases setin theyear2011.TheHR Directorof PotentialEarthmoverseached
outto us(theconsultantsyvith aproactivemandatédo carryoutanengagemerstudy
for the organisation. The organisation was going through a reajansion in its
facilities to cater to its growing market share in India and increasing focus to make
Potential 6s positi on HhlhTheHRgem redisedthah e gl
to caterto theambitiousbusinesglansof the companytheir appro@hto employee
engagement had to become more focused and nuanced. Hence, the need-for a pro
fessional engagement study veasfaced.

The objectives of the study were as follows:

6 Assese mp | o atttudesabidbeliefsabouttheirwork activities,opportunities,
quality of work life, companyproceduresndpolicies,rewardsandpeoplein the
organisation.

6 Assess employee understanding and support of the business goals and strategies
of Potential and identify key drivers of employasgagement.

¢ ldentify the extent to which employees were observing and managers were sup
porting the desired behaviours throughout the organisation.

¢ Reinforce the idea of shared responsibility for improving busiessits.

¢ Learnwhetherdifferentgroupsof employeefaddifferentneedor issues.
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Analysisand

Reporting Recommendations

Survey Design Administration

Fig. 10.4Engagement studgrocess at potential earthmovers

& Seek support in a focused action planning workshop to agree on a way forward
for the HR function in line with business requirements.

Our study process went through four steps as presented itOHg.
The entire study was mandated to complete within 3 months.
I will nowdiscusgaclstepin detaildrawingfrommy experiencéromtheground.

10.4.2.1 SurveyDesign

Thisis thefirst stepthatwasmeantto setthetonefor the study.We nevertreatedan
engagemerstudyin isolationwith thebusineswision. Westartedoy anexpectation
setting workshop with the HR team where we identified the triggers fosttia.
The following aspects were discussed duringwiuigkshop:

& Key Result Areas (KRAs) of the HR team. This helped us understand why HR
would like to understanthe pulse of the organisation andwwe could support
the team to be successful by drawing out desired insights frostuitiye

¢ Future direction of the Potential Earthmovers and how HR would drive this path
together with the top management.

& Challenges that the team faced both at strategic and operational Vggelere
interestedo find outhowthestudycouldunderstandud challengessopportu
nity areas for HR taddress.

& Understanding of the complete organisation structure including loeat&m
setup, levels, staffing, reporting and team dynamics.

& Any sensitivematterghatwe hadto becognisanbf aswewereaboutto deepdive
into theorganisation.

The HR team workshop was followed by three individual leadership interac
tionsthatincludedthe ManagingDirector(MD), Headof SalesandMarketing,and
Head of Manufacturing, who were all based out of thadguarters in Delhi NCR.
These interactions were meant for us to understand the strategic direction of the
organisationhowthey see their business evolviogerthe following 3 5 years, and
understand their expectations on the organisation as an empiayal.We also
understoodhe aspectsaboutthe companythey were most proud aboutand the
aspects they wanted to chariigenediately.

FromtheHR teamworkshopandleadershipnteractionsye understoodhatthe
managemergensedomplacencyn theteamwhichwasnotahealthytraitasit could
eventuallyleadto depletionof challengeenergyandpassionPotentiaEarthmovers
wastheleadinghaman all categorie# operatedn andcommandednincomparable
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brandmileageat thattime, whennewinternationabrandswerestill trying to make
theirmarkin thelndiamarketlts brandreputatiormeanthatcustomersvhowanted
avaluepropositiorwouldgoto Potentiain anycaseThiswasgreatfromthebusiness

standpoint, but interestingly this was
g r a n Busidedsvasasusual,andstretchandnewthinking werebeingobserved
only in specific pockets. For majority

(inIndia,thefi ¢ h & b teranrefersto theattitudeof complacencyndoverlooking
andletthesituationbeasit is). Yetthemanagementealisedhatwith thevisionit has

for Potential in India to make it the leading global manufacturing hub, this attitude
had to change. They were also aware that employees cherished the brand mileage
andthattherewasanoverallhealthylabourrelationsatmospher@ thecompany.

Asimportantoutcome®f thisworkshopweagreednthelocationgo becovered
and total number and profile of the respondents to be covered stuthe The
locations selected were Delhi NCR and Pune. Delhi NCR was selected as this was
wherethecompanywasheadquartereandits complexalsohousedheirmajorplant.

Pune vas selected as this was a large manufacturing site faothpanyWewere
informedthatboththelocationshadtheirown culturesIn additionto themainplant
locationswe alsoincludedemployee®nthefield, whoweremainly from the Sales

and Marketing function. The field staff was constantiytrawel for meetings with

deals across India and connecting with customers who use the machines. They did
not haveregular touchpoints with the main organisatiogemeral.

Weagreedatinviting40%employeessrespondentumberghatcoveredatotal
1420 employees (14 employees left the organisation when the study commenced).
Therespondentsoveredboththecohortsof bothwhite- andblue-collarworkers.

For the whitecollar workers, weagreed to conduct an online survey in English.
Fortheblue-collarworkers apenandpapersurveywasagreednwith thequestions
translatedo Hindi, whichwasthepreferredanguagdor boththeplansin DelhiNCR
andPune.

Wereached an agreement dretquestions to be covered under shevey.The
consultingfirm | wasassociateavith hadanengagemergtudyplatformandaques
tion bankoutof whichwe couldselecspecificquestionslignedto whatwasrelevant
for themanagemerexpectationQuestionsverealsocustomisedo measurespecific
nuancesgiventhefocusontheorganisatioron thisaspecttthatpointof time.

The design phase took us the first month to complete.

10.4.2.2 Administration

The surveyadministration was planned with the following success factors in mind:

¢ Clear Communication on the Objectives and Importance We wanted
employees to take this survey seriously and not just filling up answers because
they were asked to do so by theirmagementWith this in mind, all communi
cationwasdraftedincludingemails,postersaandscreerpopupswith messagesf
why employeaesponsewereimportantfor managemertb makechangesn the
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organisatiorthatwould benefitall. Al communicatiorwascreatedo encourage
employeeso expresshemselvesvithoutanybarrierslt isonly by expressingne
selfthattrueemotionsandperspectivesrouldbesurfacedhatcouldhelpbuilding
abetterorganisatiomndabetteiworkplacefor all. WesupportedPotentiato create
focussednessaging@nddesignghatwereusedin all employeecommunication.

A calendamwasdrawnoutto chartouthowandwhendifferentlevelsof commu
nication would flow out right from the MD to the reportimgnagers.

& Maximising ResponseRate: It wasimportantfor usto havemaximumresponse
ratesothatagoodrepresentativiandscapéor theorganisatiorcouldbecaptured.
Clear communication was they behind this. Managers were oriented by the
department heads to encourage their teamssfwrel to thesurvey.The online
survey was left open for 3 weeks with an extension of a further 1 week; hence, in
total the survey was open for 4 weeks. Reminder emails were scheduled from
time to time through the timgpan.

¢ Ensuring Respondent Confiegntiality: Employees were sharing highly confi
dential views about their organisation both as means of ratings per very specific
questions and in the op@mded question. Complete confidentiality was ensured
to all respondents. It was assured that aniglris and perspectives will be used
and shared in a generalised manner that was unidentifiable to the source.

6 Ensuring Reliability and Validity : Our question bank itself was highly reliable
duetotheextensivaesearchhatledtothedesigrof thequestionsHigherresponse
rate was again a measure to ensure reliability of the study for which dedicated
initiatives were beingindertaken.

Validity camefrom thesimplicity of craftingthequestionsln addition,adedicated
support line was open @l respondents if they wanted to clarify any question or
had any question. For bhomllar workers, we facilitated workshops as part of the
datacollectionprocesgo clarify everyquestionandhowtheyhadto respondmore
in the nexipoint).

6 EnsuringBlue-Co |l | ar Empl oy e elswas nDtadryacon@amfdr u r e
us to carry out peandpaper studies due to the complexitieslved.Apart from
translations,every responsehad to carry a unique code so that they could be
analysessperthedesireddatacuts.Whenit involveslarge scalestudieschances
of errors are high and meticulous planning need to be carried aubitsuch
errors. Once responses were received, we also had to manually feed in the data
into the online system as the oakranalyses were carried out by the software
system. Errors needed to be avoidee@nat this stage whilst sieving through
hundredof responssheetsTherespondentalsohadto besensitisedboutwhat
thedatacollectionwasaboutandhowtheyweresupposedo fill in theresponses.
Weplanned a series of workshops across the two locations to carry out the study
to optimise time and reduce variations in understanding the questisosuch
workshops each were carried out in bothltizations.
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Wecreatedseveralespondentutsto sliceanddicethedatasothatin-depthunder
standingabouttheorganisatiorcouldbearrivedat. Someof thesecutsincludedgen
der,performancéevel,function,grade gducatiomualification,age tenureJocation
and online versus pen apdper.

ThestudywascarriedoutasperscheduleHowevertherewerecertainchallenges
mainly in soliciting adequate responses. In case of the osuivey this wasover
comeby callingfor ameetingwith all reportingmanageralongwith theDepartment
Headdo reiteratetheimportanceof havingresponsesMlanagersventbackto their
respective teams to reinforce the messages and encourage them to cooperate with
speedy responses. In case of the-getipaper response, the challenge was getting
therespondenttogetherAs thiswasa manualinterventiontheworkforcehadto be
availableatonetimetogetherfor thebriefingsanddatacollection.Takingworkforce
out of their work during an operational plant meant affecgirgductivity. Hence,
therewereseveratancellationandrescheduleBeforeawemadehesessionactually
takeplace.

Once data collection was done and the overall results were available with us, we
conducteda seriesof FocusGroup DiscussiongFGDs) with selectedemployee
cohortgto furtherunderstandhetraitsandobtainmorein-depthinsights. Eightsuch
FGDswerefacilitatedd two eachfor white-collarandblue-collaremployeescross
both the locations. Each FGD lasted for around 2 hours where we went with an
outlineof pointersto probe.But thediscussionsveremeantto befreeflowing.

The survey administration phase ended by the second month.

10.4.2.3 Analysis andReporting

Thisstagdlowedthroughthewholeof thethird monthwhenwe deepdivedto make
sensef thedatacollectedandcull insights.Ouranalystaisedsophisticateéh-house
platforms to churn out the reporid/e understood and interpreted all outcomes in
light of the context aided by the range of interactions, workshops and immersive
sessionwvith employeesHerel will discusghehigh-leveloutcomesnd emphasise
specifically on the aspects that demonstrated our systems mindset in connecting
disparate attributes in tleeganisation.

Theoverallengagemenrdcorefor PotentialEarthmoversvas69%. Our research
indicatedthatorganisationsvith engagemergcoresabove65%consistentiydeliver
better business results. The engagement score for Potential placed the organisation
in the AfAhigrAangper f or manceo

Wei dentified the distribution of-engag
ees were engaged in the organisation. Understamdiwglose to ohowfar away
people are from being engaged helped idetiify large the task was of engdgg
more people,ie t he more people that were fAnear
itwould be toconvertt hese peopl e to fenkgydryesdad by f
the organisationConverselyt he mor e peopl e that were
difficult and slower itwould be toconvertt hese peopl e to fAengac
Earthmovers, there was a significant opportunity to increase engagement
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becaus@1%of peoplewerefi n e & nlg ya % af émployeesverei c omp | et e |
d i s e n gThiggeodpof employeesouldbeactingagainstheorganisatiorand
negatively impacting the engagement of ticelieagues.

Further, our analyses showed that at Potential Earthmovers, employees were
strong brand advocates of the organisation. More than 75% of employees would
proactivelyrecommendheorganisatiorasanemployerandwould tell greatthings
abouttheorganisatiorasaworkplace Theorganisatiorwasdoingbetterthancom
parator benchmark$oweverthere were still grounds to cover compared with the
fi b eantp | o in eceuntry. The maximumgapobservedvaswith the element
of inspirationthattheorganisatiorprovidedeverydayto employeeso do their best.
Detailed analysis was carried out across various parameters in the organisations to
obtainanfi Xr a gf theorganisatiorfrom anemployeesngagemerperspective.

I will now discuss some of the overall highlights across séegtirivers that
wereculledoutfrom theopenrendedsectiorandemployedocusgroupdiscussions.

& Recognitiort Potential regularly celebrated achievements and employees were
recognised and rewded for their efforts and for achievement of results.
However,the need tdiaverecognition and appreciation as part of the processes
was stressed on. Employees sought better clarity in their roles and responsibili
ties through propekey Result Area (KR\) setting in the beginning of the=ar.
Concern was expressed with the lack of transparency during appraisal time on
what goals were assessed against achievements. Employees felt that the sense of
urgency was sometimes misleading for certain orders t@ me& u rdglieem t 0
ablesthereled to significantlapseof processeandquality. The feedbacksystem
was expressed as relatively biased and needed more comprehensive inputs from
different quarters. There was a feeling that the above challenges codfdde e
tively addressed by an able leadership team that would be able to instil a culture
of objectivityandensureghatfi s e of 8 B g e wasalsomethodicaratherthan
being ad hoc at times ekecution.

& Brand Alignment: Employees deriveg@ride of being associated with the most
reputed brand in the market. They felt recognised and respected by outsiders for
being part of Potenti al and how the ¢
growth story.

However,some also felt that the sense oidprwas often observed to translate

into a sense of arrogance and that needed to be changed. Employees desired to
seeastrongerconnecbetweertheoutstandingexternabrandto aninternalbrand

through a strong employer valpsoposition.

& Innovation: The organisation offered employees the liberty to excel on innova
tions. Kaizen initiatives enabled an environment of innovation where operations
andsupporfunctionscouldwork togetherThesensef urgencydroveemployees
to innovationandperformingbetterwithoutresortingtoanyfi s h o r Employt 0 .
eesexpressethatthespiritof innovationshouldlink to recognitionandindividual
KRAs to promote a culture @inovation.

& CareerOpportunities: Employeeshoughtthattheorganisatiorwasagoodplace
toenhancanddevelopmanageriaskills. Theorganisatiomprovidedopportunities
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to employees to attend development centres to enhance their professional skills.
Employeeseceivedopportunitiedo exploreandwork ontheir self-development.
It was observed that employees who had spent between 10 and 15 years were
most engaged witthe organisation and quoted the autonomy and freedom they
experienced that allowed themsimive andgrow.
However,it was also expressed that there should be stronger role fitment for an
i ndi v skilaufer b&ter performance. They also wanted aartcansparent
careemprogressiomprocessTheneedto havemultiple careepathsvasexpressed.
Employeesvhowerein theagebracketof 18 25yearsparticularlyquotedalack
of exposureo differentdepartmentthattheybelievechamperedheirgrowthand
careerpportunities.

& Departmental Leadership Senior management was easily approachable and
empathetidcowardsemployeesSeniormanagemerdlwaysrecognisedndividual
efforts put into achieving targets. Employees felt that the organisation had high
calibre leaders who were positive and could be trusted;ghesclear guidance
andpresentedninspiringroadmagor futurestrategiesHoweveremployeeslso
felt thatidentificationandnurturingof leadershigskills amongsturrentemploy
eessagapareaandmoreneededo bedoneto effectivelystrikeabalancédetween
functional and people managemshills.

& Co-workers: A strongsensefcommunitywasobserve@mongsemployeesvith
a sense of belonging and respect. People came together at the time of crises and
joinedhandgo overcomeahemtogetherMutual supportandencouragementere
seenwithin andamongsteammembes. Interestingly employeesvorking in the
field were found tchavethe highestevel of engagement, despite being far from
themainbusinesfiubs.Theyquotedhesensaf belonginganddepartmentaton
nectionsasprimaryreasongor their feeling of attachmenandstrongassociation
with theorganisation.
Blue-collar employees expressed immense appreciation for their union-leader
ship and ceworkers. They further elaborated on the culture of transparency and
teamwork. They also stated thhe facilities and benefits provided to them such
as transportation, medical assistance, family activities, etc. kept them engaged.
Several employees also spoke affirmatively about their salaries in terms of the
guantum and discipline in timely paymenbnge employees mentioned that the
factthattheirfathers/relativebadalsohadlong stintswith Potentialexcitedthem
the most and created a sensbalbngingness.
However therewerepocketsvhereconcerningsoicesweresurfacedThesewere
particularlyonunwantedanguageisedontheshopfloor andatendencyof people
toworkinisolationbetweerdepartmentdn addition theengagemerévelsatthe
Puneplantwerefoundto bethelowest.EmployeeatPunestatedhattherelacked
cohesivenedsetweerdifferentdepartmentandlocations Severabmployeeslso
statedthattherewasalack of alignmentwith the Potentialculture.Employeesn
Pune also expressed some sort of distance in the way they were treated by the
headquarterat Delhi NCR; thereseemedo beasenseoffi u andlii t h e mo .
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Ouranalyticsenabledisto createanengagemeninkagemodelbasednstudying
howthe drivers of engagement impacted each other by their mutual interconnected
interactions. This analysis displays the interrelationships (statistical modelling)
between the drivers of engagement éiphidentify where the primary sources of
engagement existed. The statistical linkage display suggested that the strongest
roadmapoenhanc¢heoverallengagemergtPotentiaEarthmoversiedin consider
ing RecognitionBrandAlignmentandSeniorLeadershimsfocus.Theorganisation
neededo work on creatinga robustrecognitionprogrammeasa priority, supported
by objective roleclarity, goal setting and performance management system. This
could enable the strong external brand to besteded into an employdgendly
internal brand for its people. This needed todbeen at the highestevel by the
Senior Leadership &otential.

Detailed cuts were presented to the HR team that went into various data cuts to
understand the organigat from various dimensions. These provided important
cuesfor themanagemertb takecorrectivemeasurestvery specificlevelsto bring
about a positive difference at PotenEalrthmovers.

10.4.2.4 Recommendations

Thiswasthefinal stepof theprojectattheendof thethird monthwherewe brought

the management together to agree on next steps in line with the learnings from the

engagemerdtudy.Thiswasdesignedo beahalf-dayworkshopwherewereiterated

thekey highlights,followed by sharingsomebestpracticesrom theindustry.
Wefollowedthisby makingspecificrecommendatiorecrossheidentifieddrivers

within two correspondingarameterd FrameworkandDesignElementandimple-

mentation and Communicatiérthe former dealing wit the actual changes and

interventionghatneedto bedesignedandimplementedandthelatter dealingwith

the enabling factors. | will share some perspectives from our recommendations in

the followingdiscussion.

Recognition

Recommendatioreroundrameworkanddesigrelementsoughtoestablistgreater

clarity andtransparencyn the systemby cleararticulationof a policy onemployee
recognition.This would considethowindividual andteamachievementsontribut

ing to any process, function or the organisation could be recognised. Celebration of
success was recommended to be a way of life and not ad hoc. Differemgjorage

of recognition programmes were recommended for curating; these included spot
recognition, peerto-peer programmes redemptionprogrammes.companylevel
annualawardsandotherhighvisibility norrmonetaryrecognitionin bothshort and
long-termschemes.
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Implementation and communication of the recommendations could be enabled
by

¢ Defining of Key Performance Indicators (KPI) for execution of the recognition
programmethatcouldbetrackedandmonitoredby aseniorcommitteeappointed.

¢ Creating a process to solicit nominations from managers and employees on a
regular basis as per policy guidelinedd&Pls.

& Weavingn thecultureof recognitiorintotheinductionprogramméor newjoinees
so that they were in sync with the value of professional contribution that the
companyfostered.

& Highlighting notable contributions from individuals and teams and talking about
thesamein variousinternalforumsthatwouldinstil asensef achievemenasse
ciated with thecontribution.

& Mentoring of line managers was highlighted to be an important element in the
process.

Brand Alignment

Framework and design elements sought to revisit Potéhtiat t h nEompleyerd s
Brand to ensure that it was consistent
objectives and customer bragtbbally. It was meant to incorporated the attributes
that wauld attract, engage and retain talent in line with the external value proposi
tion. It had to be compelling and differentiating to stakeholders (including current
and prospective employees), apart from driving engagement and helping focus on
the intendedrganisational objectives. It was recommended that HR worked on an
alignment of people programmes and practices in line with the employer brand.
Implementation and communication of the recommendations could be enabled

by

& Developingastrongcommunicabn strategyto socialiseheemployetbrandboth
internally andexternally.

& Creating brand awareness through identified employer brand champions.

& Developing collaterals to reinforce the brand through handbooks, posters, videos,
etc.

6 CreatingrobustStandardperating®roceduresSOP)to live thebrandessencen
various HR systems anmtactices.

6 Appointing a Cross-unctional Custodian Team that would track implementation
of the employer brand deliverables on a regh&sis.

& Charting out a roadmap with the external communications team to socialise the
employer brand externally in public discussion forums or customer collaterals.
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Innovation

Implementation and design elements sought to establish organisational leadership
to reinforcetheimportanceof innovationin orderto createadirectbusinessmpact
andachievadits strategiobjectivesThesewould propagate culturethatfostersand
encouragemnovationby creatinganongoingsystemati@rocessln orderto ensure
that theculture of innovation is sustainable, it had to be provided with a conducive
atmosphere so thakwideas could create measurable business impact. Hence, it
wasrecommendethatadequatdudgetsvereallocatedor suchinitiatives,success
criteria and mesurable success indicators were defined, and that initiatives were
organisatiorwide and not specific to individual departmentteuels.

Implementation and communication of the recommendations could be enabled
by
¢ Creating a procegs

T Solicitinnovativeideas fromemployees.

T Reviewideas and suggestions in accordance with organisation priorities and
expected success/valaeeation.

i Link rewards for ideas generated amgplemented.

¢ Introducinginnovationasameasuref performancénthee mp | o sc@esads,
whereverapplicable.

& Settingupaninnovationtaskforcetosupporemployeesndintegrateheinitiative
throughout therganisation.

& Providing employees with a flexible work environmenirteolve themselves in
special projects within and beyond their job requirements.

& Creating an online collaboration portal to deliberate on new ideas and have feed
back on practicality of the same.

Career Opportunities

Framework and desigalements sought to ensure that there was adedithed
careerdevelopmenframeworkandprocessem placethatclearlyarticulatedposst
ble careepathsandmultiple optionsavailableto moveupthespecialisor generalist
route.Organisationatriteriato bearticulatedo objectivelylay outcareemovement
requirements and ensure that employees gienthe opportunities to undertake
crossfunctionandgeographiassignmentst wasrecommendethattherecruitment
process shad be strengthened by introducing internaljoistings.
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Implementation andommunication of the recommendations could be enabled
by

& Creating an employee communication handbook as a career and future reference
point that would include the following:

i A matrix to categorise differetgvelsof employees.

i Map the above witlemployee performance apdtential.

i FormulateaKey Performancéndicator(KPI) matrixfor targeffilling of vacan
cies through internal jopostings.

¢ Circulating a training calendar to all employees periodically and solicit nemina
tionsfrom employees/manageiar participationin thesameo enhanceheir skill
sets for careanovements.

Leadership

Framework and design elements sought to ensure that middle management vision
wasalignedto seniorleadershiprision by cascadindgeadershigperformancescore
cardsappropriatelyacrosdevels.It wasrecommendethatseniorleaderdostereca
spirit of teamworkandcollaborationby regularinteractionwith employeeshrough
town halls,informal sessionandpersonatonnectshrough well-definedplatforms.
Specificcustomisedeadershiplevelopmeninitiativeswereto beadoptedasen
individual psychometric profiling, comprehensive stakeholder feedback and align
mentof individual aspirationgo theorganisationabision. Businesscritical projects
wererecommendetb beled by the leadershigeamwith atargetteamengagement
score to be a KPI for senicaind middlelevelleaders.

Implementation and communication of the recommendations could be enabled
by

& Objectivegoalcascadsystenfrom organisatiorstrategyto leadersandindividual
managers within a comprehensfvamework.

& Revisiting relevance of the existing leadership assessment methods and tools in
line with organisation and people requirensent

& Critically looking into the current behavioural competency framework with spe
cific focuson elementndrive, accountabilityandcascadindeadershipsothat
the overall vision could be trickled down thiganisation.

& Designingactionleaming projectscentredaroundcompetencieselatingto lead
ing people andccountability.

Co-workers
Framework and design elements sought to put in place rotational assignments and

opportunities for employees to work multidisciplinary teams. More interactions
wereencouragetetweeremployeesitdifferentlocationscrossfunctionaltraining
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programmes. It was recommended that occasions were created for all employees to
interact with one another, communicate, exchange ideas and create a sense of
community among employees. Emphasis was laithlding social networks by
movingemployeescrossunctions,businesseandcountriesaspartof their career
development. HR to sponsor groapentsand activities such as sports coaching,
CSRandotherorganisatiorwideinitiativeswhereemployeegsould meettheirpeers
in more often in noiwork settings.

Implementation and communication of the recommendations could be enabled

by

& Creatingacrossfunctionalteamthatwould spearheatheseinitiativesacrosghe
organisation.

& Clearcommunicatioramongstll employeesegardingsocialactivitiesto solicit
greaterparticipation.

Performance Management

Framework and design elements sought to create a transparent performance man
agemensystemthatwould be consistenticrossall busnessunitsanddepartments,
andalignsemployeegoalswith theo r g a n i goals.Thesyst@nwouldinvolve
theproces®f anorganisatiorscorecargreparedy theleadershigeamwith inputs
fromrelevantsstakeholderthatwouldbecascadetb thebusinessinits. Thebusiness
uni tsdé | eadership would cascade the san
andtargetfor measuremen®©ngoingmentoringbasednacontinuougperformance
focuseddialoguebetweemanagerandemployeesvasrecommended?erformance
reviewto be institutionalised in periodic intervals complemented bféective
mechanism to solicit feedback from relevstatkeholders.

Implementation and communication of the recommendations would be enabled

by

¢ ldentifying process champions who would spearhead the performance manage
ment process with the HR department.

& Makingline manageraccountabléor closingperformancecorecardandtargets
in specified timgperiod.

& Chartingoutacalendaatthebeginningoftheperformanceyclethatwouldclearly
indicate milestones for execution of individual targets and clear communication
to remove any ambiguity in th@ocess.

& Investingmorein equippingmanagerso providedirectiontoe mp | o gare&s 6
by trainingthemon conductingcareeiconversationandby providingclearcareer
planning discussioguidelines.

Managers came up as a critical link in driving employee engagement. Managers
are the lifeblood between the organisational vision angl@yees. Our analyses
surfaced a direct bearing on how managers can drive the recommendations made.
With this in context, we offered to create Manager Scorecards for identified roles
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at Potential Earthmovers. Manager Scorecards brought focus and accountability to
make things happen as per implementation of action plans and imbibing of the
recommendatiorig its ethosManagemerandHR canonly putin placeframeworks
andmakeresourceavailableButit isthemanagewhoistheenableof engagement.

It isoftensaidthateachliine manageis alsoanHR managerntroductionof Manager
Scorecards meant that managers would be tracked by the management on progress
made on their scores amdw they havecontributed to the overall culture of the
organisation.

We formed HR workgroups in the organisation who would be responsible to
implement the recommendations that were made. The workgroups included repre
sentation from senior managers and teams across departments and locations. Clear
timelines and metrics were agreed for the HR team to track progress.

10.4.3 Reflections

This casestudy brings to the forefront several aspects of an employee engagement
project that may be valuable for business. | reflect on some of these aspects below:

¢ Defining Engagement TheapproachHookedat multipleangledo defineengage
ment. The diffeent drivers of engagement considered are aspects that touch the
fundamentalsf anorganisatioormanagemenihesub-drivershelpedopenupthe
mindsto considetthedirectimpactthatpeople processeandtechnologycancre-
atein employeeengagemenOur interventionsoughtto touchthe psychological
andbehaviourabutcomedor people andthemodelourwork waspinnedonwas
holistic andimmersive.

Employee engagement is meant to be a multidisciplinary field and needs under
standingrom fields suchaspsychologysociologyandgrouptheory(Kahn1990.
Further, organisational life is emotionally charged and psychologically complex
(Kahn1990. A disciplinelike employeeengagemenhatis anamalgamatiorof
commitmentjoyalty, productivityandownership(WellinsandConcelmar2005

cannot be dealt with by addressing specifi&aa in isolation, but needs integra

tion of thought, action and resources. The approach that was applied at Potential
Earthmovers was defined by this veryderstanding.

& The Approach: We adopted an imnsive approach that connected our model
with the client. As consultants, we had a standard credible question set, but we
investedn understandinghe organisatiorthroughHR workshopsandleadership
interactions. This helped us customise and contextutilesejuestions so that
responses wenelevanto the organisation. Being a manufacturleg business,
werealisedheimportanceof includingtheblue-collarworkforcein ourstudy.For
this, we furthercontextualiseaur questionsandworkedcloselywith plantlevel
line managers to reach out to respondents. Our task did not just stop with rolling
out thesurvey,but we worked to increase response rate and adopted different
strategie$or boththewhite-collarandblue-collaremployeecohortsfor thesame.
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Ourapproactwasguidedby holisticthinkingandflexibility alike;bothwenthand

in hand Holistic thinkingwasatthecoreof ourframeworkthatbroughtogetheits
driversandunderstandingtthelevel of systemicity(discussedh thenextpoint),
flexibility -enabled contextualisation averystep and address the requirements
and unique nuances of data collection ati¢frel of blue-collarworkers.

& Systemicity. | refertothetermsystemicitytorefertocomplexdynamidoehaviours
displayedhsaresultof theinteractionwithin acomplexsystenitself or within sub
systemgChecklandl999. Thenotionof interconnectednessuniversalunder
standing interconnectedness between subsystems is the only way to understand
emergent characteristics of the larger system.edgagement linkage model
helpedusexploretheselectimprovementindsustenancdriversin theorganisa
tion not in isolation bubhowthey interacted with one another to impactakier
all engagement. Sak&q06 talks dout absorption while discussing employee
engagementAbsorptionis anintenselypsychologicabndemotionalassociation
thatisnotreliantononespecificaspecbutrestonsystemicityduetothecomplex
ity of interactingvariablesnvolved.Similarly, Xanthopoulowetal. (2009 quotea
rangeof interconnectionbetweerjob resourcesautonomysocialsupportmen
toring, performance feedback and career opportunitiesersime impacting
employeeengagementnterveningn employeeengagemerns aboutunderstand
ing complex interrelationships in a formal social settingedethe organisation.

Our linkage analysis suggested the strongest roadmap to enhangerhe

all engagement as Recognition, Brand Alignment and Senior Leadership. This
understandininformedourrecommendationacrosghedriversin termsof both
framework and implementatiolVeadvised the organisation to consider these
recommendationisolistically sothatthedesiredoverallimpactcouldberealised.
Approaching them in isolation could only touch limited change at the surface
level. Eachdriverwas a subsystem of influence and the linkage analysis was the
realisation of the concept sfstemicity.

¢ Inclusive Flexibility : Our approach considered sweeping in the perspectives of
blue-collar workers into the fold as a crucial aspecbwdrall employee engage
ment.Ourapproachwasflexible to adopttherequirementseededo captureheir
perspectivesWetranslated the questionnaire to Hindi, a preferred language for
workersatboththeplantlocationsIn orderto accommodatéor alackof technot
ogy familiarity, we movedfrom anonlinesurveyto penandpaperdatacollection.
Toincreasaesponseate,we adoptedaworkshopmodeof datacollection.These
sessionsverealsousedto sensitiseespondentaboutthe study,familiarisethem
of thedriversandmakethemcomfortablewith the processTheflexibility in our
approach made our model inclusive gadticipative.

Working specifically in the manufacturing setup where workfoireelvement
andproductivityis a crucialdeterminanbf successye hadno choicebutto bring

in theperspectivef theblue-collarworkers Mehtaetal. (2016 saythatinvolving

employees enables management in overcoming the challenges collaboratively as

it instilsasensef ownershipandstrongetbondwith theorganisationthisin turn
results in an Aupwar d s pBlueadlarwankgrs cy c |
arethebackbonef thelndianmanufacturingndustry.Malladi andBhatt(2018
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quote:ii Al t h90% aflhn d latzodr $orce continues to be in the unorganised
sectortheproductivityof theorganisedectomwith 10%of thetotallabourforceis
around900%morethantheunorganisesgector,andcontributego almosthalf of
thelndianNationalDomesticProduct{ N D PBrirdging this cohortinto a strong
consideration set can serve a long way to contribute towards their engagement
beyond what is guaranteed to them by prevailing labour laws anddomgset
tlements between employee groups and employers. Labour laws in India already
specify qualityof working conditions, method and quantum of wage payments,
working hours, provisions for statutory savings and methods to resolve disputes
alongwith necessaryightsto workmen(Malladi andBhatt2018. Ourapproach
helpad ustolookbeyondheguaranteedndunderstandspectsouchingemotions

rather than legajuarantees.

& Action Orientation: Ourfocuswasnotjusttheassessmermf employeesngage
mentbutasinceranteresto bringaboutrealchangen thesystemWeintroduced
employee FGDs across locations and respondent types to delve deep below the
surface of engagement scores to interpret why the scores were as they were and
what certain opeended comments could be better contextualigésfollowed
this up with a workshop to identify priorities and draw out an implementation
roadmagpn light of theindustrybenchmarkandrecommendationdVith thereal
isation that managers are the biggest link between the organisation management
andpeople we creatednanagescorecardshatservedo drive accountabilityon
themto bring the changewe wantedto see.The scorecardsverealmostmeantto
serve acarids®pofrdr managers on their wo
place. TheHR workgroupswerecreatedo ensureexecutiorof recommendations
within agreed timelines. This brought in greater rigour and sincerity to the entire
initiative.

Giventheconsiderationsf ourdefinition,approachyunderstandingf systemicity
and operating under the mindset of includieaibility, our action steps and way
forwardrecommendationseremeantto becontextuallyrelevantandsustainable
for PotentialEarthmovers.

For the organisation itself, Potential Earthmovers displayeecsgtfality and
learnability by its proactive initiation of the engagement study. Despite being the
market leader, the management wanted to continually learn and evolve, without
complacencyset into the system. This requires flexibility, openness and tkmgy
horizon in part of the top management.

10.5 A Holistic Approach to EmployeeEngagement

A holisticapproacho employeeengagemertakesa 360°view of howanemployee
relatego hisorherorganisationhowtheygetinvolvedin deliveringontheirrole,and
thephysicalandpsychologicatonnectiortheybuild with theorganisationGiventhe
multiplicity of elementénvolvedin achievinghisandthecomplexityin theelements
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themselves, there cannot be any singular approach for employee engagement. In
commonparlancewhenspeaking aboutemployeeengagementhereis atendency

to refer to fun and entertainment at the workplace, but this is an extremely narrow
view. Employeeengagememequiresan evolvedperspectivavhereonehasto look

at the various dimensions that exist impiple and in practice at the workplace as

we haveseen in the various models explored in dhiapter.

The role of the manager has been highlighted in several instances as the link
between the management and employees. The role of the managejust not
allocate tasks and monitor progress, but to coach, mentor and enable the success of
their team. Regular ethejob coaching carhavea direct positive effect on an
e mp | o pedoendasce and that can eventually lead to positive financial results
(Xanthopoulowr009. Themanageis alsoresponsibldor providingthe conducive
resourceandenablergor employeeso deliveronexpectationsandthis canleadto
enhancing the overall engagemksvels(Mauno et al2006).

The Gallup model is pinned on the Q12
oversight on an employeeds progression
to teamwork to growth. At BheatiohsicomAi rt el

pany, focus on associate engagement is part of all manager KRAs. Managers are
trained through ofthe-shelf programmes to connect and coach their teams and in
HR processes such as recruitment and performance management system to ensure
consisency.

GreatPlacesToWork (GPTW)andAon chartsoutalist of dimensionanddrivers
thatarenearexhaustivefkeyaspectd physicalemotionabndpsychologicad that
cometo play whenworking on creatinganengagingvorkplace GPTWalsoarticu
latestheimportanceof giving backto thecommunitywith employeenvolvementn
CSRascreatinganimportantsensenf responsibilityandcommitmento their roles
aspartof anorganisationMore andmore,peopledesireto beassociatedvith organ
isationsthatareethicalandresponsiblendnotjustfocusedon revenuegyeneration.
Millennials aredrivenby an atmosphere that allows them to follow their passion,
createvaluefor themselvegjivebackto thesocietyanddowhattheywouldlike todo
beyondtheirjob. Differentinitiativeshavebeenundertakerby variousorganisations
to intervene into the drivers of engagement and touchpbeple.

The wayrewardand recognition programmes are institutionalisede been
relooked into by leadingrganisations that include initiatives such as spot reeogni
tion by managersiedemptiorpointsprogrammesprganisatiodevelannualwards
and highvisibility non-monetaryrecognition.

In variousorganisationgjefinition of careemovemenhasbeernbroadenednore
effectivelyinthee mp | o mpirmd® imaudenotjustupwardgprogressiomandlateral
movementput alsogrowthwithin the existingrole, growthwithin thefunctionand
growthoutsidethefunction.Focusoninternaldevelopmenihasbeerheightenednd
formally definedcareepathandsuccessioplansto enablehesameareputin place.

This hasbeencomplementedy role changesn periodicintervalskeepingin mind
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ani ndi v cacceradpitasons and organisation needs. The Aditya Birla Group,

I n d leadidgsglobhconglomerate, has a coherent HR strategy to connagists
employee base of 40 nationalities. The CEO personally monitors top 100 leaders in
the group. Focus on employeesd careers
careeprogressiomossierandfocusedievelopmentthroughaworld-clasgraining
academyThegroupworksin over4000villagesin Indiain thespace®f healthcare,

education, sustainable livelihood and infrastructure, where employegs/ana

chance to contribute arghiveback to theicommunities.

Internalcommunicationplay animportantrole. Thereis a high degreeof corre
lation in the direction establs hed by the CEO, HR strate
understanding of the strategic objectives for the best employers. Leading organisa
tionsareproactivelyworkingontranslatingheir customepromiseto anarticulated
employer valugroposition to be lived in through organisational systems and pro
cesses. This is significantly fostered by the organisation leadership and facilitated
by HR. Forbes Marshall, an Indian engineering and energy conservation solutions
provider, has an inititve calledvValue DilemmaWorkshopghat are conducted by
businessinitsandHR to fosteracultureof transparencywheremembers&reencour
aged to openly discuss their dilemmas on the way that values are practised within
the organisation. Dilemmas agellected and clarified during the workshops. The
onesthatarenot clarified aretakenup with the seniorleadersf the organisatiorto
understand the rationale behind thas#ons.

Leadership communication and management connect is an integral element of
internal communications. For organisations that spread across lodadiogson
siderablescaleandwork acrosgimeshiftsandzonesgcreatingsuchaconnectequires
greatetthoughtandeffort. Everyemployeecounts At HyattHotels,aleadinginter
nationalhospitalitybrand theNight Owl Breakfastsnitiative allowsanyleademwho
haseverhadagoodn i g blgegiosspeakpassionatelaboutthe valueof areliable
overnightteam.Thesefi n i @w It eovessédhesafetyandwell-beingof anentire
hotelfull of guestsThesdi n i gvinlt edonstbaveadequat®pportunitieso com
municate with the hotel leadershifo bridge the gap, Hyatt Hotels regulahgsts
i n i avhBreakfastsofacilitatebettercommunicatiombetweertheovernightstaff
and hoteleadership.

Collaboratiorbetweeremployeesslookedintowith greatfocusbyleadingorgan
isationsandseniormanagementmainspersonallyinvestedn effortsonthesame.
Coaching and mentoring programmes are put in place to equip employees with
behavioural and attitudinal skills to work together and overcome apparent tensions
thatariseattheworkplace Organisationfiaveinstitutionalisedoracticeshatcollect
feedbackvith differentintentsothatamoreengagedvorkplacecanberealised For
instancelnterGlobeEnterprisesaleadingindianconglomeratehasasystenof suc
cessivdeedbaclcollectionmechanisnafteranemployegoins.Day-1feedbaclaims
to understand the onboarding experience of the employee and their clewdbrt
Day-7 feedbackaimsto understand theemployeéhassettledinto theorganisation.
Day-45feedbackaimsto understandvhethertheemploye hassettledinto therole.

Finally, Day-90feedbaclaimsto understangharametersuchaswork environment,
supervisor, communication and teauiture.
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Organisationsrealsoworking proactivelyon makingworkplacesmorewomen
friendly. Womenareincreasingy encouragedb takeup keymanageriabr technical
roles. Infew organisationsevena certain percentage &éy roles are necessarily
supposed to be filled by women employees and such efforts are tracked as part of
management KRA. Flexible work practices are introduced to support women
employees balance work and family commitments. These include flexible working
hours flexible working week,parttimework, job sharingandwork from home.

A systemic approach to employee engagement needs both holistic thinking and
flexibility. Systemghinkingallowsmanagemertb considewnariousdimensionghat
directly and indiectly make a workplace more engaging for employees dmawe
seen with the models and examples above. Flexibility allows greater options and
more creativity in conceptualising and introducing practices that make the systems
perspective amenable to creatigeas.

10.6 Conclusion

In this chapter, | led a discussion to understand the various facets that contribute
towardsaholisticapproactioemployeengagementarguedhataholisticapproach
is one that considers the physical, emotional @sythological drivers that engage
peopleattheirworkplacesandleadto greateproductivityandoverallorganisational
performance.

I begarthediscussioyintroducingvariousdefinitionsof employeengagement.
| argued that the concepts of satisfactand engagement are essentially different
although satisfaction drivers form an element of engagement. | went on to discuss
howengagementanyield benefitsfor theindividual,team businesandthesociety.
Thiswasfollowed by thediscussiorthattheconcepbf employeesngagemeris not
generic and different professional cohorts may value different engagement drivers
and may be motivated by factors specifithiem.

| talked about three prominent models from leading consultingaavisory
firmsd Gallup, Great PlaceBo Work Institute (GPTW) and Aa# and introduced
the subtleties of their points of view and approach to assessing engatmamisat
the workplace. | discussed a detailed case study of my experience of leading an
engagenent study project with a manufacturing firm in India that | called Poten
tial Earthmoversl took thereaderthroughthe projectlifecycle of themandateThe
approactandanalyseslemonstratedowunderstandingterconnectiond|exibility
in approach and ability to see beyond functional barriers could make recommenda
tions that were systemic and mamgactful.

| closedthechaptemwith anoverallnarrationon a holistic approacto employee
engagement.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

References 303

References

ADP Institute (2012) Employee satisfaction vs. Employee engagement: are thegmthe
thing? https://wwwadp.com/~/media/Rl/whitepapers/Employee%20Engagement%20vs%
20Employee%?20Satisfaction%20White%20Paper.adbgessed 13 Aug018

Aon (2018) 2018 trends in global employee engagement. Aon Corporation.
file:///C:/Users/PRactice/Downloads/Aon_2018_Trends_lob&l Employee_Engagement.pdf.
Accessed 20 No2018

Bindl UK, Parker SK (2011) Feeling good and performing well? Psychological engagement and
positive behaviors at work. In: Albert S (ed) Handbook of employee engagement: perspectives,
issues, research andhptice. EdwareElgar Publishing, Cheltenham, pp 3898

Checkland PB (1999) Soft systems methodology: &€&0 retrospective. In: Checkland PB,
Scholed J (eds) Soft systems methodology in action. Wiley, New York, pa661

Cross D (1973) The worker opam survey: a measure of shfipor satisfaction. Occup Psychol
47:193 208

FlemingJH,CoffmanC, HarterJK (2005)ManageyourhumarSigmaHarvBusRev83(7):106 115

Gallup (2015) Wherethe greatjobs are. https://www.gallup.com/file/services/186197/
GlobalGreatJobs_Report_-1B.pdf Accessed 10 July 2017

GreatPlaces to Work (2017) Three predictions for the workplace culture of the fattps:/
www.greatplacetowork.com/images/reports/Fortune_100_Report_2017_FINAlApdéssed
13 Aug 2018

Hackman JR, Oldham GR (1975) Development of the job diagnostic survey. J Appl Psychol
60(2):159170

Harter JK, Schmidt FL, Hayes TL (2002) Businestt level relationship between employee
satisfaction, employee engagement, and business outcomes: Aamadtsis. J Appl Psychol
87:268 279

Herzberd- (1964)Themotivationhygieneconcepandproblemsf manpowerPersAdm (27):3 7

Kahn AW (1990) Psychologal conditions of personal engagement and disengagemewotlat
Acad Manag J 12:69724

KhalequeA, RahmarMA (1987)Perceivedmportanceof job facetsandoveralljob satisfactiorof
industrial workers. Hum Reld0(7):401416

Malladi KC, Bhatt N (2018) The Indian manufacturing séory time for change. Total Rewards
Q Aon 6(2). http://aorhewitt.co.infHome/Resources/TotalRewafdsarterly/Vol6-Issue2/The
Indian-ManufacturingStory-A-Time-for-Change Accessed 16 Sept 2018

Maslach C, Schaufelli WB, Leiter MP (2001) Job burnout. Annu Rev Psychol 3232 RMauno

S,KinnunenU, RuokolainerM (2006)Jobdemandsndresourceasantecedentsf work
engagement: a longitudinal study. J Vocat Behav 70(1) I/4R https://doi.org/10.1016/j.jvb.
2006.09.002

Mehta M, Chandani A, Nair M, Chandran P (2016) Trends in employee engagement practices in
global and indian companies: a technique to curb attrition. Indian J Sci Technol({@s)/
doi.org/10.17485/ijst/2016/v9i15/92128

NewmarDA, JoseplDL, Hulin CL (2010)Jobattitudesandemployeeengagementonsideringhe
attitudefactor.In: AlbrechtS (ed)Handbookof employeeengagemen&dwin ElgarPublishing,
CheltenhamUK

Robinson D, Perryman S, Hayday S (2004) The drivers of employee engagememnt.
employmenistudies.co.ukAccessed 13 Oct 2016

Saks AM (2006) Antecedents and consequences of employee engagement. J Manag Psychol
21(6):600 619

Scarpellov, CampbellJP(1983)Jobsatisfactiorandthefit betweerindividualandorganizational
rewards. J Occup PsycHs$:315 328

SeijtsGH, Crim D (2006)Whatengagesmployeeshemostor,thetenC do§employeengagement.
Oxford University Pres€xford

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
https://www.adp.com/~/media/RI/whitepapers/Employee%20Engagement%20vs%20Employee%20Satisfaction%20White%20Paper.ashx
https://www.adp.com/~/media/RI/whitepapers/Employee%20Engagement%20vs%20Employee%20Satisfaction%20White%20Paper.ashx
https://www.adp.com/~/media/RI/whitepapers/Employee%20Engagement%20vs%20Employee%20Satisfaction%20White%20Paper.ashx
https://www.gallup.com/file/services/186197/GlobalGreatJobs_Report_11-19.pdf
https://www.gallup.com/file/services/186197/GlobalGreatJobs_Report_11-19.pdf
https://www.greatplacetowork.com/images/reports/Fortune_100_Report_2017_FINAL.pdf
https://www.greatplacetowork.com/images/reports/Fortune_100_Report_2017_FINAL.pdf
http://aonhewitt.co.in/Home/Resources/TotalRewards-Quarterly/Vol-6-Issue-2/The-Indian-Manufacturing-Story-A-Time-for-Change
http://aonhewitt.co.in/Home/Resources/TotalRewards-Quarterly/Vol-6-Issue-2/The-Indian-Manufacturing-Story-A-Time-for-Change
https://doi.org/10.1016/j.jvb.2006.09.002
https://doi.org/10.1016/j.jvb.2006.09.002
https://doi.org/10.17485/ijst/2016/v9i15/92128
https://doi.org/10.17485/ijst/2016/v9i15/92128
http://www.employment-studies.co.uk/
http://www.employment-studies.co.uk/

304 10 A Holistic Approach to Employdengagement

SmithPC,KendallLM, Hulin CL (1969)Themeasuremertf satisfactiorin work andretirement.
Rand McNelly,Chicago

Wellins R, Concelman J (2005) Creating a culture for engagement. Workforce performance solu
tions.www.WPSmag.comAccessed 02 Aug 2005

XanthopoulowD, BakkerAB, DemeroutE, SchaufelWB (2009)Reciprocatelationshipdbetween
jobresourceqersonatesourcemandworkengagemenfVocatBehav74:235 244.https://www.
wilmarschaufeli.nl/publications/Schaufeli/308.péiccessed 15 d 2018

Yu D (2013) A case study of employee engagement in AkzoNobel Corporatettii//essay.
utwente.nl/63833/1/MSc_Difeng_YU_Rena.pdtcessed 11 Sept 2015

Yuzuk RP (1961) Theassessmemtf employeemorale:a comparisorof two measuresOhio State
University, Columbus, OH

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
http://www.wpsmag.com/
https://www.wilmarschaufeli.nl/publications/Schaufeli/308.pdf
https://www.wilmarschaufeli.nl/publications/Schaufeli/308.pdf
https://essay.utwente.nl/63833/1/MSc_Difeng_YU_Rena.pdf
https://essay.utwente.nl/63833/1/MSc_Difeng_YU_Rena.pdf

Chapter 11 )
SustainableUrbanisation sl
and Community Engagement

11.1 Introduction

Cities are growing at a rapid pace. This pace is fuelled by economic development
andanunprecedenterhigrationof peoplefrom ruralto urbanandsemturbanareas.
Urbanexpansioritself createsonditionsfor furthereconomiaevelopmentUrban

isation is not only a spatial and economic phenomenon, but it affestpeople

live, interact and develop relationships between ametherUrbanisation impacts
livelihoods and culture, and gh@societies.

However,urbanisation has unwanted consequences of congestion, pollution and
crimedueto thechallengeposedy growingnumberof vehicles gexcessiveisageof
perishableesourcesnadequatevastenanagemerandunequabhccess$o economic
opportunitiesOftentheconcernis thatthe paceof urbanisatiors unsustainabldue
to challenges going out of control for the people who inhabit and manage urban
centres.

Creation of sustainable urban centres requires ssiakeholder engagemt.
Communities that inhabit urban centres need to be at the heart of such-engage
ments. This chapter draws from my experiences of conceptualising and managing a
community engagemenprogrammetowardsenablingsustainablaurbanisationin
thecity of Bengalurun Southerrnindiaduring2014and2015.Theprogrammenas
sponsored by a leading multinational corporation, and was commissioned keeping
in mind sustainableirbanisatiorasthe key businessmperativefor the company A
multi-stakeholdeprogramne wasdesignedindimplementedvith theprinciplesof
Social SystemBesign.

In this chapter, | will share my experiences of bemglvedin the programme
from thestateof conceptualisatioto designto implementationl will takethereader
through the creative process that led to the birth of the programme, the challenges
and opportunities, and the various approaches we adopted to bring this programme
to life.
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11.2 Urbanisation in India

Itisusuakoassociaténdiawith largeruralpopulatiorwith anencompassinggrarian
economyHowever] n d urlzadcentresaregrowingatapacethathasbaffledurban
planners. Before we could internalise the realities, India has cohsvésome of
themostdenselypopulatedsomeof the mostpollutedandsomeof themostcrime-
pronecitiesin theentireworld. Theunprecedentedrowthof Indiancitieshasbeen
fuelled by aneweconomic push and global financial impetus with investments in
infrastructureheavyindustriesandnewageecoromiesthathavenotonly provided

a fillip to growth in these sectors but also in allied sectors. Currently, with about
35% of the entire population in India living in urban centres, the McKinsey Global
Institute (MGI) predicts that by 2040, n d urbadmopulation may touch nearly
600 million (MGI 2010, which will be 40% off n d papuwation. The report by
MGI goesonto saythatwith thecurrentrateof urbanisationgnanylndiancitieswill
become larger than macpuntriesoday.

11.2.1 Challenges olUrbanisation

Citiesoffer apromiseto peoplé apromiseof bettereconomicopportunitiesanda
better and higher quality of lifédowever there are risks and challenges that come
with urbanisationhatmayposeathreatotheverypromisehaturbancentregpresent.
Ahluwaliaetal. (2014 tracethisphenomenoiotheconcepofia gg |l omthatat i on
has an inbuilt tendency to continue unless the costs of agglomeration outweigh its
benefits.Urbanisatioris aclassicexampleof agglomerationvhereaspecifictrigger
at an urban centre results in attracting more and more people to agglomerate to a
point where there is enough tension to challenge its state of equilibrium (Overman
andVenable2010. Ahluwaliaetal. (2014 arguethattheself-reinforcingdynamics
of agglomeratiorreatesstateof entropyin thesystendueto thewedgebetweerthe
perceivedeconomidenefitsof movemenbf peopleto citiesandtheactualscarcity
andoverusage of finite resources that citiesveto offer. This happens due to the
factthatindividualsareunableto internaliseheexternakffects(oftennegativethey
produce dudo the agglomeration, as a result of which more and more individuals
continuemigratingto citiesleadingto overurbanisationfAhluwaliaetal. 2014).

This canleadto aFrankensteisituationwherepeoplemaybeluredto comeinto
the city in large numbers due to the promise of better livelihoods and public good,
but the city may be not be evolving at the similar pace with the infrastructure and
civic provisiongequiredo caterto therapidlyincreasingpopulation Thepopulation
with disposable income can purchgs&atemodes of transportation and the rapid
riseof two-wheelersandfour-wheeleranayoutgrowwhatthecurrenttransportation
networkcansupportOvercrowdingof citieswith vehicledeadto poorquality of air
andrelatedhealthproblemsMore andmorepeoplecancomeinto citiesconsidering
the economicexternalities but soonthe populationmay outgrowjob availability,

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

11.2 Urbanisatioim India 307

leading to unemployment. The urban poor end up living in illegal settlements with
noregularincome Jeadingtoincreasedrimein neighbourhoodanddepletingsocial
security.Solid wastemanagemerntomesasagravechallengdor town plannersand
administrators whiiaveto manage huge amount of waste generated by increasing
populationandaparallelgrowingeconomyandindustrialisatiorthatsupportghem.
Policymakersandadministratorgontinueto addoninvestmentso industrialisation

and infrastructure for the cities to cater toemergrowing population leading to
graveimpact tosociety,environment, public health and the letegmeconomy.

Urbanisatiorhascomewith its ownshareof problemdor Indiawith mushrooming
city dwellings,unplanneexpansiormndunauthorisethndoccupationd.ittle regard
has been paid for infrastructure, public transport, wstgply, sanitation, waste
managemenfublic healthandsecurity Entropicconditionsin Indianurbancentres
arefailing its own citizenswith Indiafalling desperatelpehindin deliveringevena
basicstandaraf living for its residentsAccordingto theMGI, with thecurrentrate
of growth of Indian citiesevery keyc i t i z e n s 6hawete bevampdifeed by i | |
five-to-sevenfoldf growingdemand®f urbandwellingsneedto be met. However,
with thecurrentstateof affairsin India,thecountrymayfall woefully behindoy 2030
in meetingtheseservicedMGI 2010. Rightfrom watersupplyto transportatiorio
waste management to housing, #werage citizen could be greatly impacted with
thiskind of agapby 2030leadingto irreversibleharmfor urbancentres.

The manner in which urban centres are growing in India is not sustainable in the
long term. As we saw earlier in the argument preskbyeAhluwalia et al.Z014),
population migration to cities push policymakers to take drastic steps to promote
industrialisation and create infrastructure to cater to the growing needs of the
population, which in turn is aelf-reinforcing loop. Such measures come at a
heavy cost to the environment as environmental considerations may not always
feature high in the consideration set during urban planning stage due to the speed
required for such change to be brougibut.

Growing affluence and disposable incomes in urban centres lead to a rise in
greater demand for power to support homes, industrial zones and publie infras
tructure. Majority of the power in India is coal generated that has andgative
environmentalmpactbecausef theimplicationsof demandrelatedminingandalso
emissionrelatedpollution. Excessiveburningof coalfor powergenerationeadsto
tremendousmissiorof greenhousgasedeadingto respiratoryailmentsanddeplet
ing environmentabalance.

Mobility is an important element that keeps cities moving. Adequate infras
tructure enables people tovebetween home and workplaces, and provides the
arteriesfor goodsandservicego reachbetweerthedesirechodesof production and
consumptionHowever,due to unprecedented population increase, roads in urban
centreoftengetchokedwith privatevehiclesownedby alargenumberof thepeople
who can afford the same. Existing public transport systems become inadequate for
thevastmajority of people Upsurgeof bothlicensedandunlicensedhreewheeler
sd bothmotorisedandunmotoriseé areseerthatfill thegap.Urbanplannersieed
to promptlyactandrethinknewtransportatiosystemsndbringin innovativeways
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of traffic management. The last decade has seen metros being introduced across
main cities in Inéh and also experimentation with Bus Rapid Transport (BRT)
corridors to channelise movement of public and private vehicles in select routes.

Unlike leadingcitiesin thewestthathavehadalong historyof plannedorogress,
in Indiaurbansettlementsreorganic,andoftenboundariesrenotclearlydefined.

Gradually expanding urban boundaries and unforeseen increase in population lead
governments and industries to continually keep adding to their delagacity.

The same is not true fanodel cities of the world. Consider Singapbra city that
charted out a 5§ear plan in 1971 with a provision of reviewing and updating the
sameevery5 years (Muggal2017). Unlike such model cities, no such concepts
exised in India until a decade ago and today policymakers and administrators are
grappling with an urban system that is chokindsalf.

Urban planning goes beyond just infrastructure, power and transportation. It is a
complexdiscipline encompassingocial, political, cultural and regulatoryaffairs.
Significant st akehol dievolvereentig @ugialineiman a n d
planningprojects However,dueto thehasteof responseequiredatthehandsof the
dynamic changesinurbancentresf t en t hese fAsofterd di me
andplansgetmadeandexecutedhatsolveashorttermissueratherthanaddressing
a longtermproblem.

True that Kar/l Pol anyi once wrote of

Whilstworkingontheconcepfor theprojectthatl will discussn detaillaterin the
chapter] wentinto aliteratureresearctof variousexistingframeworksandmodels
thatattemptedo understandhe centralissuesof urbanisatiorin Indiancities.| will
makereference to a specific white paper by Janaagraha that greatly influenced me
through the creative process. Janaagraha is a Bendslaad registered N&tor-

Profit organisatiorthatworksfor bringingaboutpositivetransformationn thelives
ofpeoplel i ving in the city and beyond. It
government reforms through civic learning, civic participation, and advocacy and
reforms.The casestudyl will discusdaterin thechapteris alsobasedn thecity of

Bengaluru.

Ramanathan2005 , f ounder of Janaagrahkey i den
issueseachhavingmultiple elementghatarecentralto urbandesign.Ramanathan
(2005 talksabouttheintegrationof theseelementghatis necessarfor thecreation
of meaningfulandsustainableirbanspacesTheseelementdaveoverlapsjnterde
pendencieandcongruencethatareto beleveragedor aholistic strategyfor urban
planning. Iwill briefly talk about the five dimensiorlow.

6 Urban design In India, urban design and planning are carried out by the local
developmenauthoritiesoftenin isolationfrom the public andthe citizenswhose
livesthesadecisionsvould touch.Externalfactorslike political influence market
dynamicsandhavingto give answergo evidenturbanproblemsdrive authorities
to take decisions in haste and with skterin solution orientation without cen
siderationof i h aasshapeenvironmets with a high quality of community,con
venienceandwebb e i ng 0 ( RAOHawidertissuespertaining to social,
complianceresponsibilityandeconomicenvironmentreoverlookedatthe cost

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

11.2 Urbanisatioim India 309

of closureof plansaimedatspecificprojectsaroundre-zoningandexpansionSuch
urbandesignsaaindplansfail to addresshecreationof urbanfi s p atbagpsodide

ease, comfort, security and meaning to people. Citizens need to be engaged as
activeleads in urban design and planning because such measures are ultimately
ai med f obenefits. t i zensd

& Core city issues With increasing urbanisation, core city issues of unauthorised
settlementspollution, crime, inadequatgublic transportatiorandlack of access
to housing and civic amenities wdppearGoing specifically with the metros in
India,all thecitieshavdargeindustrialzonesn theirperipherieshatareconstantly
expandingevenbeyond state boundaries. These cities are witnessing floimish
growth in the new economyenabledby information technology,information
technologyenabledservices creativeandadvertisingndustry,specialisservices
such as advanced health care, and entertainment and leisure. Big cities see not
only an agglomeration of people but also an agglomeration of industries. This is
a selfreinforcing system wherpeople and industmyrive each other leading to
evengreatercorecity issuesCorecity issuesseepinto thegapsthatexistin lack
of alignment and coordination between macro city plans and requirements, and
nuances of specific locations and sitesisTeads to provisions of public institu
tionsthatmayendupbeinginaccessiblefacilitiesthatmayendupbeingunusable
and spaces that are soulless ar@éningless.

¢ Outer urban areadevelopment | haveearliermadereferenceso citiesexpand
ing beyond their defined limits to engulf peripheral areas. Often expansions can
evenmovebeyondstateboundariesgasdn pointis Delhi NationalCapitalRegion
(NCR) that spans across the states of Delhi, Uttar Pradesh and Hamadia.
tionally, it is seenthatthefocusis alwayson the corecity andthe peripheriesare
ignored as industrial zones and migrant settlemétaaiever,with the unprece
denteddevelopmentseenin thelastdecadeandhalfin Gurugram(Haryanajnd
Noida (Uttar Pradesh) in the periphery of Delhi (capital city of India), tzere
themselvebecomanajorsub-citieswith theirownperipheriesn themaking.This
hascompletelyredefinedhenotionof peripherategionsby creationof sub-cities.

¢ Governance Effective governance in urban management establishes- trans
parencyaccountability and resilience. The quality of governance is translated to
actual life experiences for peopleffective governance is not only a factor of
effecive systems and processes but also of rat#tkeholdeinvolvementn these
systemsthat includes corporates,government,local administration, NGOs,
activists, media, academia, civil rights groups and ttanks.

& Community involvement Ramanathan2009 argues that historically urban
design and planning in Indiaavebeen isolated from publimvolvementand
participation. Decisions that affect local people are made at the pebieithat
worksatadifferentplanefromreality. Thepublicisnotfi | i stt evimerpdlicies
areframedandexecutedThisleadsto anfi u setsusi t h enemiality,whichis
unproductiveEffectiveurbanplanningrequireitizensandthegovernmento be
working togetheias partners and not as contenders. Ramana?@@3) (further
argueshatii d e mo basta@ewlyefurtherandgobeyondepresentatiotowards
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constant engagement by the citizens. That is thegea@ a true partnership in
natonbui |l dingo (p. 27).

Issues appear at several levels in the process of creating citibavb#ie vision

to be sustainable, inclusive and aspirational. Considering the multiplicity of such
issuesB0o0z& Co (2010 summarisethechallenge®f urbanisationn Indiain two
categoried structural and executi@hunder which several of the issues discussed
above can belubbed.

& Structural challenges India today is witnessing therggest urban movement in
theworld andthe closesmatchis only China.Indiahasmultiple modesof urbar
isationsuchasorganicagglomerationsndustrialhubsandsatellitenode$® both
planned and unplanned. Whereas there has been a hanpliathoéd greenfield
projects 60%of theurbangrowthin Indiahashappenedhroughorganicincrease
in population.5 of the20 mostdenselypopulatectitiesin theworld arein India,
with MumbaiandKolkatabeingthew o r Imdsé@idenselypopulatedTheprojected
urban population of 600 million by the year 2040 is itself a mammoth number to
fathom from a structural perspective for uripdemners.

& Execution challengesThe system is plagued by limiténsparencyGovern
ment and civ@ bodies operate like a black box that is isolated from the general
public. Accountability is fragmented between several policymaking and imple
mentingagenciesvith uncleardemarcationsf wherethebuckstops Thisis also
aresultof incongruentity divisions;Bengaluricanbetakenasanexamplevhere
acountof 88 wasrecordedor policing and39 for electricity(Booz& Co2010.
Thisalsoresultsnfi | e a lofaegoairoebetweerwardsandauthoritiesMunic-
ipal expenditure is at a dismal 0.5%lofn d Gss Homestic Product (GDP)
which is set on a narrow revenue base with inadequate capabilities (Booz & Co
2010.

Understandingssuesn categorie®f structuralandexecutioncanhelpurbanplan

ners in approaching them with different attention. Whereas structural issues can be
approached from a perspective of strategy and design, execution issues can be
approached with capability and governandewever,these categorisations are not
watertight.Plannersandexecutionerseedflexibility to seeissuesconstantlytrans
forming, evolving and permeable between categories, whétaveearlier also
referred to as seleinforcing dynamic ofirbanisation.

11.2.2 TowardsSustainableUrbanisation

Addressing the challenges posed by the urban phenomenon in India needs an
approachhatis longterm,holisticandflexible. Urbanplanningandmanagemens

a multidisciplinary science that needs to bringether variety of expertise such as
town planners, sociologists, historians and administrators. This needs to be pinned
onmulti-stakeholdeengagemerihatbringstogetheprofessional¢hegovernment,
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local administrative bodies and councillors, NGOs, think tanks, residents welfare
associations, individual volunteers, the media and other influencers.

Going by the definibn of the United Nations, sustainable urbanisation can be
defined as urban growth that meets the needs of the present without compromising
the ability of future generations to meet thaivn needs. This can only be possible
if developmentanhavefi me a naittathgedo it notonly for thefuturebutalsofor
thepresentlf weneedo createajustandinclusivesocietyfor thefuture,thepresent
will haveto demonstrate equity and ethics. Economic independence and viability
cancreatetheconditionsthatenableequitableandaccessiblsolutionsto becreated
for the public.Finally, economic viability and development cannot be at the cost of
theenvironment.

Forurbanisatiorto bemeaningfulandsustainablethefollowing threegoalsneed
to be achieved: sociaquity, economic viability and environmental sustainability
(Booz & Co02010. Such outcomes are only possible if a holistic and integrated
approach is undertaken that cuts across the various memE urban planning
encompassing governance, business model and infrastructure (Boo281Qo
Effective governance can ensure accountability and delivery by removing -unnec
essarybureaucracyincreasing transparency drenforcing regulations. The right
businessnodelscanbringtogetheicorporationsgovernmenandthecivil societyto
own andself-generatesustainableolutionsfor livelihoodsandurbanmaintenance.
Adequatdnfrastructurds atthe coreof enablingmobility of peopleandgoodsthat
serveasthelifeblood for urbancentresAdequatdnfrastructureneed<€o bebacked
by viable technicasolutions.

AhluwaliaandMathur(2014) highlightselectarea®ffocusfor sustainablerban
isation. These include tHellowing:

¢ Economising electricityse,

¢ Sustainable urban transpeststems,

¢ Sustainable water and sewerage systamas
¢ Solid waste management aswktainability.

Theaboveocusareadavesignificantoverlapandpermeablédoundaried all more
reasongor integratedhinking, flexible approacheandadaptiveplanning Needless
t o say t lineolvementandipartecipasiolh need to be at the crux of such
approacheasall effortsaredirectedto createsustainableitiesnotasanendin itself
butasameando anendof grantinga healthyandmeaningfulliving for citizens.
Putnam(1993 noteghatengageditizenshelpin betterresourcenobilisationand
bringsin collaboratiornthatcreategyreatereconomicvaluein the ecosystemwhich
in turnexertsapositiveinfluenceon citizensthathelpthemsucceedn otheraspects
of life. He goesonto saythatengagedaitizensaremotivatecdto proactivelyadvocate
for moreeffectivelegislationandexpeceffectiveperformancérom governmenand
civic authorities.
Nair (2017 talks about a range of benefits to bring in the public for city design
andplanning for specific intervention areas (hecessarily not always for-aaje
programmes). These include the following:
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& Allows peopleto addressssuesatthelevelofii ¢ o0 mms p a ¢hataréintegral
to communitycohesion.

& Enableslesigrandimplementatiorio bemademoresafe practicalandmeaningful
thatcancatertoneed®f awidevarietyif requirementscludingthosefor children,
the elderly and the speciatipled.

& Crowdsourcingf ideasfor urbandesignmakegsheprocessnoretransparenand
increases buyn; this needs thiappen at the polidgvel.

& Encouragesesidentof neighbourhoodto solvetheirown problemsandfostera
sense of pride amthmaraderie.

¢ Increases public trust in tlyggvernment.

However,t r ansl ating the intent opréactseintn zens
institutionalisedmanneris alot moredifficult (Sager2013 TewdwrJonesandAll -
mendingerl999. Realisingthisintentin practiseneeddrive, passiorandwill from

multiple stakeholdersThejourneycanbelongandbesetvith challengesespecially

when governments keep changing, community leakavedifferent agenda, and

when planners and influencers fail to seeyte.

11.3 The CaseBackground

Having set the background for sustainable urbanisation and the core debates of the
same, | willnowturn to present the castudy. Set in India during 20142015, the

casestudy exploresthe specificaspectof c i t i paeigipatibnand community
involvementin a sustainable urbanisation programme. The programme was spon
sored by the India unit of a leading American multinational organisation (referred

to as the Asponsor organisationod from h
During the programme conceptualisation and execution, | was associated with The
PRactice, a leading public relatiofirsn.

11.3.1 The SponsoiOrganisation

Thesponsoporganisations aleadingAmericancorporatehatspecialise thefield

of commerciaberospaceajefencemobility, climatecontrolandbuildingindustries.

It ranks among thev o r Imibst respected aridnovativecompanies. During the
time of this project, the sponsor organisation had kegbusinesses in India. The
sponsor organisation is a leagliplayer in India in all the sectors it exists in €on
tributing significantly tothen at i o n 6 semplaymentogengration and social
responsibility creatingvaluefor customersemployeesshareholderandthesociety
alike. It hadalwaysconsideredustainabilityasvaluedriver for businessvherethe
long-termpaybacks high, bothdirectly andindirectly. Thecompanyhasalwaysset
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expliciti g r @ e aforstsbusinessew drive behaviourathangeandtechnology
adoption.

The sponsor organisation considered efficient mobility and transportation as
essential pillars for the future of sustainable cities mubgnises peopleentric
policiesasits enablerlt haspartneredvith severalgovernmentn leadingcities of
the world to support design and execution of peapletric sustainable solutions.

Toenablethe samethesponsoorganisatiorhadcreatedstrongcollaborationsvith
stakeholder groups, citizensd organisat
create a symbiotic ecosystem for people and businesses to succeed in a manner that
is financially viable, socially responsible and environmentallgtanable. It
endeavouretb createsingleintegratedsolutionsfrom complementaryechnologies

to increaseefficiency andenhanceeffectivenesso delivervalueandachievescale.
Forthesponsoporganisationthisintegratiorwentbeyondits immediateechnology

and business and haderthe yearsjnvestedheavily in building a vibrant global

dialogue to sensitise the public on the necessity of balancing the built environment
with our natural environment as part of a shared vision fduthee.

11.3.2 ProjectBackground

Thesponsoirganisatiorpartneredvith The PRacticdmy thenemployer)in 2014
toinitiate adiscussioronhowwe cancreatea strategiccommunityengagemerro-
grammehatwouldenablec i t i paréicip&idnin bringingaboutapositivechange

in the urban spaces théiye. The programme wouldrive a businessligned and
impactful community engagement programme centred on the principles of sustain
ableurbanisation.

In the recent years preceding this intervemtithe concept of sustainaldevet
opment had begun to be applied proactively in the field of urban planning in India.
Citiesin Indiawerelearningto adoptbestpracticemandwerebecomingsmarteiin the
way they operate. The development of snoéies was important to sustainability.
India had recently also seen growth amongst social enterprises in the space of sus
tainable development. There was an influx of grants from foundations, incubators,
fellowships and competitions for earfyage entgrrises in thesector.Sustainable
urbanisatiorwasbecominganareaof activepublic debateduringthetime thespon
sor organisation initiated its discussions with

Considering the rapid pace of growth of urban centres and the impinging chal
lenges,several opportunity areas were evident for the sponsor organisation in the
spacef sustainablerrbanisatioracrosghespectrunof energyconservationmobil-
ity, housing, zoning, community and regeneration, amongst others. This was there
fore seemasabusines®pportunityfor thecompanyasthec o mp afuuredasgely
depended on progressive urbanisatgivenits leadership position imobility, cli-
matecontrolsandsecurity.Thecompanyandthecitiesneededh mutually symbiotic
relationship. Wilst urban centres were economic drivers for the sponsor organisa
tion, the corporationprovidedthe solutionsthatthe centreneededo moveforward
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andfoster.Focusingon communityengagementvould contributetowardsbringing
the brand closer tpeople and the communitiesérved.

A well-planneccommunityengagemergrogrammeor thesponsoorganisation
could bring the company close to the communities it exists in, create goodwill and
bring in longterm businesbenefit.

| was the lead for theesearch and strategy for the programme.

11.3.3 WayForward

We realised that the key to open the door to this window of opportunities was to
make communities owners of their own future and equip them to take decisions in
their own hands.

The way forward was a complex road to naviggitenthat sustainable urban
planningwasstill nascentn Indiathatlackedproperstructureandhadweakor nor
exi stent ci t i Werenlsddl that orgatinig @ progemrhe. that would
address thehgective for the sponsor organisation would need to bring together a
varietyof stakeholderé asystemiananneroveralong periodof time. However,n
consultatiorwith the sponsoiorganisationywe decidedthatwe will createadefined
project for aspecific urbarcentre.

Weagreedo embarkonanapproactthatwouldbeinformedbythorougtresearch,
involve citizens from various walks of life, bring in subject matter expertise, create
aplatformfor ideationanddebateandwould befocusedon executionandcreating
realimpactwithin SMART paramete® SpecificMeasurableAssignableRealistic
and TimeBound. These would need to be aligned with the core business value
drivers of the sponsor organisation. As a project team, we had to be hégitbyef
and adaptive in our thinking and approach, and be agile in being able to navigate
roadblockghroughtheimplementatiorof theprogrammeTheprogrammatselfhad
to go through various changes and adaptations as we progressed through the work
asseveralvariableskeptchangingandtensionsverecreatechtseveraleveld both
in termsof vision alignmentwithin stakeholderandadministrativehurdlesfrom an
implementation point ofiew.

I will now take the reader through my experiencesmofking through the
programme.

11.4 CaseNarration

The project team consisted of four core members including myself. The journey of
working through the concept, strategy and implementation was compieted
periodof oneandhalfy e atimé.lswill benarratingthecaseunderthreebroadseg
ment® creativedeliberationprogrammestrategyandexecutiorandhandholding.
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11.4.1 CreativeDeliberation

Creative deliberation was tlstage of untangling the problem situation and make
sensefacomplexaskto identify aspectshatcouldbeeasilyassimilableandaction

able. During this stage, intervention areas had to be defined, the urban centre for
interventionhadto beagreedn, partnershadto bedecidedanda brandidentity for

the programme had to be created that would make the programme distinctive and
identifiable.

11.4.1.1 Defining Intervention Areas

Werealised that business alignment was crucial for freezing thesémigon pri
orities.Workingon sustainable urbanisation needed technical expertise and subject
matter understanding. Being a leader in technology and innovation, the sponsor
organisatiorhadthe expertiseo supporttheinitiative, notjustin termsof financial
resourcebutalsoin termsof technicakapabilitiesWetookaholisticapproachiden

tifying linkagesbetweerthesponsoo r g a n i ®chnicalexpedise|ts business
driversandtherequirementsf the projectin orderto maketheinitiative meaningful

for the project sponsors and other stakehold&fsexpected such an approach to
creatggreatewvaluefor thesponsonrganisationThisinvolvedaproces®f thought

ful mapping between the various elements for busiakgement in a methodical
manner that was influenced by a functional approach of creating-aadsffect
linkages.

With thisin mind,wecommencedurcreativedeliberatiorwith understandinthe
businesslriversfor the sponsoiorganisatiormandhow ourinitiative couldalign with
thesame Weidentifiedthemasincreasingefficiency,reducingenergyconsumption
and enabling environmental impa€b achieve this alignment we realised that we
had to leverage the business strengths of the company and undéstathese
could be leveraged to inform and support the initiativéertaken.

Wemapped out thkey aspects of sustainable urbanisation relef@nthis pro
grammebasedn extensivditeratureresearcl{someof which havebeenmentioned
above)andinterviewswith subjectmatterexpertsdbasedacrosdNew Delhi, Mumbai
and Bengalurwver2 months. Based on all the data collected, we articulaged th
focusareador thefuturethatwe hadto considerto createour programme:

& Energy efficiency andonservation,

¢ Transportation/mobility across and within urlzmtres,
¢ Community service andpliftment,

¢ Creating attractiveness of small and medaentres,

& Management of obsolete industrial facilitesd

¢ Zoning and housingatterns.

Asaparallelactivity, westudiedhefive businesserticalsof thesponsoprganisation
andidentifiedtheirrespectiveexpertiseareaghatcouldberelevantandtransferable
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to address the articulated focus areas. As a subsequent step, we mapped out th
relevantandtransferabldusines&xpertiseof the sponsoiorganisatiorto thefocus
areas for sustainable urbanisation to determinédetletof alignment that could be
achievedetweernthetechnicakxpertisghatcouldberequiredo approaclihesame.
Thisenabledusto clearlyarticulatehow differentteamswithin theteamcouldlend
their expertise in various aspects of a sustainable urbanipatieqt.
Wefurtherwentonto highlightrepresentativampactareasacrosgheopportuni
tiesfromthesustainabl@rbanisatiorfocusareasndcreatedanindicativealignment
of eachof theseareaswith thesponsolo r g a n i Buainessiovers. s
Specific teams within the sponsor organisation offered technical support for
respectiventerventionareagduringtheprogrammeexecution.This exercisehelped
uscreatgyreateibusinesalignmentor thecompanywhereprojectsverenotchosen
in isolation,buttheywerealignedwith thebusinesglriversfor thecompany.
The following successnperatives were agreed on for the programme:

& Need to create a vision for sustainable urbanisation for the target urban centre.

6 Structured planning to aid the project implementation in a directed and focused
manner.

& Place citizens at theentre of the initiative so that they take their own futures into
their own hands.

¢ Leverage the strengths of partners to executprogiramme.

¢ Branding the initiative to create excitement andz.

The above success imperatives are refletttemighout the deliberations on the case.

11.4.1.2 Bengaluru as the City forintervention

In discussion with the project sponsors, we agreed on Bengaluru as the city for the
programme considering several factors. Bengaluru is the capital dfigroataka,
a progressive state in Southern India.

Bengaluru was one of the fastest growing cities in India that is expected to be
more than 50% urbanised by 2030 (MZRI10. It had, over the years successfully
emerged as aosmopolitan city that people across age ranges and from different
parts of India had preferred to call home. It competed with other Indian cities such
as Hyderabad and Chennai.

The rate of growth and expansion of the city highlighted the need of greader ur
efficiency for Bengaluru, in order to create the conducive platform to make it a city
of choice in the future. Compared to other cities in India, Bengaluru also presented
agreadegreefreceptivenedor stakeholdertotakekeeninteresin civic issuesThe
city had significant civic awarenessvith proactivec i t i kodiessuéh as the
Bangalore Political Action CommitteéBPAC), Bangalore City Connect and
Janaagraha, amongst others that were engaged in bringing about real change in the
city with strongadvocacyandvisible impact.Thecity harbouredseverakuccessful
businesses and business leaders of national and international repute, and who had
played influencing role in nationpblicy.
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In theareaof urbanplanningandcivic enablementyodiessuchastheBangalore
Development AuthoritfBDA) and Bangalore Metropolitan Region Development
Authority (BMRDA) were able to facilitate conducive urban infrastructures for the
city to grow and thrive. These bodies had also integrated the guidelines of national
bodies like Jawaharlal Nehru National Urban Renewal Mission (JNNURM) in its
city planninginitiatives.

Thesepolicy initiativeshadbeentranslatedo on-groundCity DevelopmenPlans
(CDP), with the first plan being initiated in 2003. This was aimed at compact, bal
anced and equitable arglenurban growth. Directive principles were identified to
ensue economic efficiency and socidyuity. It also sought to promote and protect
thenaturalendowmentsndhistoricalheritage 2015wassetasthetimelinefor the
renewal of theCDP.

Talking about he receptiveness of Bengaluru asitg, one could not overlook
the contribution of its worlatlass education and research institutes like the Indian
Institute of Management Bangalore (IIMB), Indian Institute of Human Settlements
(IIHS), ManipalInstituteof Higher Education(MAHE) andIndian Instituteof Sck
ence (l1Sc), amongst others, who through their expertise of international standing,
hadbeentheharbingermf knowledgecreation collaborationranddissemination.

Howevereverysuccesstorycoexistawvith challengesandneedlesso say,there
were several of them in Bengaluru. The biggest being the existeseeasélirban
planning and community developmentinitiatives that existedin isolation. At a
nationalpolicy level, the CDP andJNNURM stoodon two independenpedestals.
Thereweresituationsof lack of accountabilityin deliverablesindtargets Although
therewerevariousinitiativesatthe nationalandstatelevelswith afocusonthecity,
severabf themwerebeinginitiatedwithoutanintegrativeapproachandhencdot of
the execution efforts were piecemeal and unsustainslioieeover,implementation
of the CDPitself hadfacedseriouschallengesiueto political misalignmentandfor
gettingcaughtin thegovernmat redtape.Objectivesanddirectiveprinciplesof the
CDPhavebeentalkedaboutabove butunfortunatelythesehadnotbeentranslated
into real action that could benefit the residents and the communities. Hence, at the
time of its renewalwe did notseeanyimpactor visibleimplementatiorof this plan.

The plan has remained paper.

Reflecting on both sides of the coin, we realised that Bengaluru could offer an
opportunity to create a success story by taking a fresh perspective to the situation
andgarnersupportof identifiedinfluencersandcreateanimpactful planthatcould
touch the city and its communities. There were opportunities in the fieldeody,
infrastructuremobility, healthcare environmenteducatiorandrecreatiorthatcould
beexplored.

Seeking support of key influencers of the city and enabling integrated projects
through multistakeholder engagement could see fructification of plans into real
action and impact.
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11.4.1.3 Partnerships andAlliances

The nature of the project demanded itneolvementof several stakeholders from
Bengaluruhroughthestage®f ideation executiomandimpactassessmeriVewent
onto evaluatearangeof partnerdor the programmeacrossstakeholdecohortsand
metwith potentialleadsacrosghecountry.Wehadto bepatientandflexible through
thisjourneyasmeetingwith suchawide variety of seniorindividualsfrom different
walksof life meantthateachinteractionrequiredaspecificmessagingndaspecific
approach. Ouown priorities also underwent change from time to time as we met
morepeopleasthedesignandapproachof the programmeéhadto be coevolvedwith
our partners and ndtivenby us or the sponsor organisation in silo. This made the
process long drawn and beset with the challenge of aligning different points  of
view into a common agendaVe eventually identified select roles for specific
partners to help us see through thegsramme. Even though the stage of designing
the programmestrategytherewerechangeshatwerebroughtaboutin the partners
due to changing priorities and focareas.
Ourproposatothesponsoprganisatiorincludedhefollowing recommendations
on patnershipengagements:

& Academic institution: We provided names of select institutions and centres of
excellencehatspecialisedh thearea®f municipalfinance urbanadministration,
legislative reform and public servidelivery.

& Thought leaders Thought leaders from select walks of life like urban ptang,
social entrepreneurship, Corporate Social Responsibility (CSR), business and
academiavereproposedo be broughttogetherto form a steeringcommittee to
provide the overalldirection to the programme, advice on overcoming bot
tlenecks and exert the right influence to steer the programme to success. A list of
such influencers was recommended. This also included technical experts who
couldguidetheteamwith thefiner nuance®f urbandesignandplanning.

s Ci t i greup:Th@nameof BangalorePolitical Action Committeg BPAC)was
proposed as the citizensd group that w
thisproject. BPACasanorganisatioppromotedagoodqualityof life for all citizens
of Bengalurweity by advocatingo improvethequality of infrastructuren thecity
based on global high standards. Over the previmngyears, it had successfully
conceptualisedndimplementedeveralmpactfulprojectsaroundwalkingzones,
solid waste management, sewage management, and geographic and monumental
revivalin thecity. The committee regularly brought together leading citizens of
the city to deliberate on a betfature.

Along with BPAC,we brought in the Centre for Public Problem Solving (CPPS)
Bengaluruac i t i groepthatactivelyworkedin on-groundchangdacilitation

to addresgivic problemsthatpeoplefaced. The CPPSeamhadthe capabilityof
undertakingesearchfacilitate changeandrun largeprojectspertainingto public
issues.

We anticipatedB P A drivelvementas a strategic partner to be crucial for the
successf thisprojectthatwill exerttherightinfluencesn steeringtheinitiative
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in the desired direction. Whilst we relied on BPAC as the influencers, we relied
on CPPS as the change agents.

6 NGO partner: Toimplementheactualprogrammewe hadto work with astrong
NGO partner who would be responsible to mobilise resoudr®® projects on
ground and coordinate between the diverse range of stakehaNiEpsoposed
the name of UnitedVay Bengaluru (UWB). UWB seeks to engage with and
empower local communities with a worldwide network of local chapters, where
eachchapteraddressethe key challenges$acingaparticulargeographicommu
nity. UWB strives to analyse the root cause of societal problems, sensitises and
mobilisedocalcommunitiesandpromotesocialandpolicy changehatstrength
enscommunities.

& The community: Engagingwith thecommunitywasakeyagenddor thesponsor
organisationThroughvariousstagestheprojectteamwouldactivelyengagevith
thecommunityatvariouslevelsto understandts needsindchallengesndinvolve
themin ideationonwhatcouldbedoneto changeéheon-groundsituation.Thiswas
expectedo beachievedhroughfocusgroupdiscussionsindengagingnterfaces
that will enable the community to be part of the soluti@king.

¢ Civic authorities: Theconfidenceandtrustof civic authoritiesuchastheBanga
loreDevelopmenguthority (BDA), BangaloréMetropolitanRegionDevelopment
Authority (BMRDA) andBruhathBengaluruMahanagar&alike(BBMP) (or the
Greater Bengaluru Metropolitan Corporation)saaucial for a programme that
couldbring changedo critical aspect®f urbanplanning.Any on-groundproject
execution would require clearances and approvals from such bodies, and they
would haveto bekeptinformedandinvolvedin crucial stagesf the project. The
role of thekeyinfluencers was most important to thisd.

& Auditors: Theprojectwouldrequiretwo kindsof audit® effectivenessuditand
compliance audit. Effectiveness audit entails measurements that would ascertain
thealignmentof theprojectto the coreideaandoverall objectives.This couldbe
handled internally by the sponsor organisation or outsourced to an external part
ner.Effectivenessauditsneededo befrequentandregular. Thiswould inform on
impactmeasue, coursecorrection supporrequiredandvariousotherparameters.
Compliance audit is accounting related and mandatory as part statutory-compli
ance.Suchauditsaregenerallyundertakerby authorisecexternalauditors.

We proposedurteamfrom The PRacticeo play therole of the overallprogramme
management.

11.4.2 ProgrammeStrategy

The programme strategy was geared towards enabling an ecosystem that would
facilitate citizefi government engagement in decisioaking on matters related to
sustainable urbanisation. Formal urban planning and design developments were
beingcarriedoutanywaythroughthe MasterPlanandotherinitiativesdrivenby the
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governmentTheseplanswereoftenregardedsindispensablandtheonly wayfor-
wardtowardsenablingbettermenin thecity systemsHoweverwe realisedhrough

our studythatsustainablsolutionscouldonly be createdy bringingcitizensatthe
core of problersolving for themselves rather than solely relying on government
schemes.

Wewantedto challenge the apparent comprehensiveness of formal government
drivendesignsandgiveachanceo citizensto comeupwith theirown solutionswith
theirownworldviewsto createareality thatis closesto them.Neitherwerecitizens
proactivelyinvitedto participatein makingdecisionsabouttheir owncommunities;
norwereurbandesignsarrivedatwerecomprehensiveo address i t i pzoblens,6
although on papers they were meant to be. Referring to the work of Churchman
(1979, Jacksor{2000 talksaboutsocialsystemslesignwith peopleatthecentreas
theactof usingthefi t h e o indéspensaldlityof comprehensiveystemslesignas
anidealstandardo forceusto recognisgherequiremento reflectcritically onthe
inevitable | ack of i ncompr eheWewanee nes s
citizensto takeovercontrolandourvisionwasto createafertile platformthatwould
work in thedirectionto achievethe samegarneringadequatesupportwhereverand
wheneverequired.

Wereachednagreementvith United Way BengalurUWB) astheleadimple-
mentatiorpartnerffor ourprogrammeQurstrategywasto work alongsideommunity
leadersandcivil societyorganisationso identify, incubateandexecuteprojectsthat
would contribute towards navigating Bengaluru on the path of a sustaiigble
Armed with the strength of partners identified, the programme would work along
with urban planners, youth from schools and colleges, community members, busi
nessesiradeandprofessionabrganisationsgivil societymembersacademignsti-
tutions working on urban sustainability
and designersfahe city, local civic bodies and otheities.

This programmestrategywasgearedo addressssuesattheexecutiorlevel,and
not structuralevel of urbanisation challenges (Booz & @0610. Wewere not set
to find solutions to migration, rate of urban growth and structural pi&asather
aimed at hitting micrassues that touched citizens on a-tiaxgaybasis.

11.4.2.1 Two-ProngedStrategy

Weatrticulatedatwo-prongedmplementatiorstrategythroughadeficit mappingfor
thecity of Bengaluruandaneighbourhoodmprovemenprogrammeor on-ground
impact. This is further explaindzlow.

6 Deficit Mapping for thecity of Bengaluru: Planningn Bengaluruasmostindian
cities, was a vestige of an era and the approach was of limited relevance for the
city of thepresentThroughourresearchwe hadarrivedattheunderstandinghat
althoughtherewereseverabrogressivenitiativesandprojectsbeingundertaken
by thegovernmenfor Bengaluruthecity lackedacleardeficitmappinghatcould
serve to work towards a vision for thigy. Wefound our programme wetiimed
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with amajorinitiative by the stategovernmenof Karnatakahathadthenrecently

commissionetheNetherlandshasedrganisatiorio undertakehemammothask

of developingamasteplanfor Bengaluricity. However we understoodhatthere

werenodefinedmeasuresoincorporatec i t i voieesirstitatMasterPlan.Our

discussions with civic authorities such as the Bengaluru Development Authority

(BDA) andBangalorévietropolitanRegionDevelopmenfuthority (BMRDA) led

usto find anavenueo capturec i t i voieesandfeedbacknto the MasterPlan

initiative througha consolidatedieficit mappingreportfor the city of Bengaluru.

Thisdocumentvould spelloutfirst-handwhatcitizenswould desireto seein their

owncity of thefuture.

This was also a way to appreciate multiple worldviews and rtategéicted to

theoreticahnalysesndrelyingsolelyonwhatexistedonofficial plansanddesigns

for the city. Werealised thaeverypoint of view is biased with inherent drivers

andthebestway to havea systemigerspectivés to be opento listento different

and differing opinions and works towards making thimgspen.

The deficit mapping would be widely shared among the relevant stakeholders and

woul d serve as the for mal i nput of cit

Bengaluru. Tk def i ci t mapping with <citizens

catalyst for the official Master Plan for the city of Bengaluru.

Wecreateda frameworkto captureoutcomefocusednetricsthatcouldalignwith

Bengal ur u6s WdirsgCammittee las nonstitdted to undertake the

exercise that had representation from all sections of the society and senior

leadership of the sponsor organisation. The constititedking Committee was

facilitatedby BengaluruPolitical Action Committeg( BPAC),anorganisatiorthat

wasextensivelyworking in thecity toimproveaccountabilityfrom thelocal civic

bodies andjavea voice to community members. The constituted working-com

mitteewould havetheprimaryrespasibility of ensuringhatlargesectionof the

community membersé voices rmemund pl ace
& Neighbourhood Improvement Programme (NIP): Our endeavouto makecit-

izens custodians of thedwn futures led us ta@onceptualise the Neighbourhood

ImprovemenProgrammégNIP) astheessentiaglemendf ourinitiative. While the

deficit mappingreportandc i t i visiermwasineantto capturec i t i voiees, s 6

the NIP was meant to provide an opportunityctanmunity members to work

along with local civic bodies, urban planners and civil society organisations to

improve theimeighbourhoods.

Webuilt amodelto facilitate this with excitementinda senseof competitiveness

to recognise and support outstandidgas from neighbourhoods to bring about

changen theirowncommunitiesTheNIP wasdesignedo encouragéocal com

munitiesto submitproposaldo improvetheirneighbourhood€Communitymem

berswereencouragetb submitproposalalongtheinterventionareaof mobility,

waste management, environment arader,public spaces, public safety and-off

the-grid power.A high-profile panel was created to identify model projects that

wouldbefundedby thesponsoprganisatiorior executiorwith multi-stakeholder

support.
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11.4.2.2 Programme Brand Identity

The programme required strong branding
recall value and so that it could garner high participation of people for the award
entries and their engage meWaconsiderebtheg h t h
following imperatives for the programme that drove our programme strategy (the
programme imperatives directly fed into the programme brand identity):

& Upgrade: We created a framework plan that identified areas of sustainable
improvement for the city of Bengalwrand this was the lynchpin on which the
programme was based. The vision was to upgrade conditions in the city.

& Involve: Weagreednanapproacho establistdirectc i t i cormectbypreach
ing outto 1500citizensindividually to gathertheir viewsfor thevision of thecity.
Thesewereusedasdirectinputsfor the deficit mappingandeventuallythec i t y 6 s
MasterPlan.TheNIP wouldbringtogethetideadrom citizensthemselve$o make
adifferencan theirownlivesthroughcorporatesponsorshipndmulti-stakeholder
support.

& Transform: Weenvisionedransformatiorof thecity to bebroughtaboutthrough
implementatiorof selectprojectsby citizensoveraperiodof time. Weenvisioned
the best ideas to sipported with a grant and technicalubation.

& Celebrate Wedid not lose sight of celebration to recognise the good work hap
peningandhighlightgreatpotentialthatcitizenscouldbring from theirown com
munitiesto makea changen theirownlives, if givenaplatform.Theideawasto
celebrate the cneatdtdon of fAthe city we

We constitutecbur own creativeteamat The PRacticeo deliberateovertheimpera
tivesof theprogrammeAfter severaroundsof discussionsvith thesponsoorgan
isation, we arrived at the brand name @
logo for theinitiative.

The PRactice creative team came up with brand guidelines that would be used
for creation of all collaterals and publicityaterial around the initiative. Our team
also took up the responsibility of managing the social media for C4C to spread the
message, and create adequate awareness and buzz amongst target audiences. Apart
from amplifying the programme per se, our social imedessaging also centred
around sensitising people with ntechnical information about what sustainable
urbanisation entails.

Our programme strategy was developed keeping in mind -stakeholder
engagement due to the complexitiegolved. Weinvolved key stakeholders as we
worked through the strategy as it requiredHoujrom all of them. As programme
leadswehadto beflexible andaccommodativéhroughtheprocessaseveryinvolved
partyhadtheirownobjectiveghattheywantedto achieve andourrole wasto bring
all synergies together in the common direction to work towards the fundamental
objective.
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11.4.3 Execution andHandholding

I call this step fiexecution and handhol
programme to fruition. This was not just about bringing the partners together and
lettingthemmoveforwardwith thedeficitmappingandtheNIP,butwasmuchlarger
thanthat.Ourroleastheprogrammeéeadentailedaligningstakeholderssensitising
the public about the initiative, offering adequate support to implementation teams,
bringingaboutcoursecorrection havingaforesightonimpact,andaboveall, over
cominginterpersonaissuesvhenevetheysprungupfromtimetotime. Tomeetall
suchexpectationsye hadto exercisggreatamounif foresight flexibility andgrit.
The deficit mapping was carried amtera period of 4 months between November
2014andFebruary2015.Thestudywascarriedoutby theCentrefor PublicProblem
Solving(CPPSandwasanchoredyy BengaluriPoliticalAction Committeg BPAC).
1500 citzens were reached out to across neighbourhoods in Bengaluru as planned.
While the aim of this exercise was to plug the deficit of the current Master Plan
and provide a check for the next, it also propagated the idea and provided direction
for howcitizenscould reclaim the right to shaping the future of thoitir. As the
exercisgrogressedt alsobegarto beseenasawayto refineourapproacHor the
NIP and understand how we could intervene at a mgoromunity level.
The outcome of thdeficit mapping led to a series of deliberations between the
sponsoprganisatiorandThePRacticeThisled usto freezeon specificintervention
areasFollowing werethefinal interventionareaghatwe definedfor the NIP:

¢ Mobility,

¢ Wastemanagement,

¢ Environment andvater,
¢ Publicspaces,

¢ Public safetyand

g Off-the-Grid power.

TheNIP waslaunchedn early2015atapubliceventin Bengaluruwith participation

from all involved stakeholders. The media was leveraged to amplify the message

acrcss the city along with social media initiatives to achieve maximum reach. A

website wawnvcitzensfartheeity.cod t hat was t he cent

of all information pertaining to the prograrenmrhrough digital media, we reached

out to a large number of interested audiences to solicit their participation in the

programme, both as volunteers and for the gapptication.
Communitymembersncludingcivil societyorganisation®nbehalfof theurban

poor were encouraged to apply for the grant to improve their neighbourhoods. The

grant application process was entirely online through the programme website and

applicationgrom anywherearoundheworld wasacceptedaslongasthegeography

of interventiorwaswithin thecity of BengaluruThefollowing criteriawerelaid out

as the basis for applications to be consideredvfaluation:

¢ Innovativeidea,
& Impact on quality of life in theaeighbourhood,
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& Implementability, considering governmentaimpliance,
¢ Execution timeline of $nonths,

¢ Visibility within the defined neighbourhoaahd

& Replicability.

The UnitedWay Bengaluru (UWB) team extended due support to the applicants all

through the application process. This support was required as the application form

hadseveratechnicaldetailsthathadto becompletedOftenthe generabublic who

were bidding for the awards had great ideas but lacked technical adver@ade

sure that everyone who was deserving had the adequate suppbexteta fair

opportunity. The UWB application completion support ldegas open to all

applications who qualified the firsbund.
Morethan150registrationaverereceivedand90 proposalsverequalified after

the first round of evaluation. The percentage split of applications across the impact

areas is presentdxtlow:

& Waste:25%,

¢ Public spacest3%,

¢ Public safety12%,

¢ Off-the-grid energy and watet0%,
¢ Mobility: 22%,

¢ Environment and lake: 11%nd

¢ Others:7%.

TheWorking Committee assessed the 90 shortlisted proposals and presented to the
Bruhath Bengaluru Mahanagara Palike (BBMP) for evaluation. The evaluation
included finer elements of the parameters shared aboadly, 14 most deserving
project proposals were seledtto be supporteavera period of 9nonths.

The selected projects spread across the city of Bengaluru and were meant to be
incrementaktepsowardsaddressingomeof themostpressingchallengegitizens
werefacing.Noneof theprojectsweremeantto bemoonshotsvith grandiosescale,
butonesthatcouldbe managedocally andhavelocalimpact.Our programmenvas
meant to create real impact on the grodridenby the common person and all the
illustrated projects had the sainéent.

Handholding the teams through their execution meant that we had to navigate
several changes with partners, the programme plan and teams. Roadblocks from
civic authorities appeared from time to time that had to be overcome, which often
entailedextensivgaperworkandstakeholdeinfluence CCP Splayedthefacilitator
role in bridging the gap with regulators with adequate paperwork and adherence to
all compliance.

At the time of commissioning of the grants, we realised the importance-of for
malisedsubjecmatterexpertisehatwouldberequiredohandholdheteamgowards
executiorof theprojects Webroughtin EMBARQ tofill thisgapandmadesurethat
theneighbourhoogrojectsreceivedadequatenentoringandsupport EMBARQ is
an organisation that catalyses and helps impleraswitonmentally socially and
financially sustainable urban solutions to improve qualitifef
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Over a period of 9 months, the, UWB worked with the project teams to bring
their ideas to fruition by bringing in the rigtechnical mentors and support, aided
by individual financial grants awarded by the sponsor organisation. The PRactice
operationalised robustgovernancérameworkthatensuredhatthe Working Com-
mitteemetregularlyeverymonthto takestockof theprogressof projectswhichwas
reported in byJWB.

Theprogrammesvencreatedpportunitiegor thesponsoo r g a ni enployi on 6 s
ees to be closelinvolved with the projects in a voluntary manner to lend their
technical expertise wherever required.
involvedright from the beginningto designthe deficit mappingstudy,collatingand
analysingdata participatingalongwith communitymemberso executeheNIP,and
overseeing implementation of the projects ongiteaind.

We concluded the programme towards the end of 2015 with the sponsor organ
isation deciding to roll out the initiative to other corporatgsaner and sustain it.

11.5 Reflections

TheCitizensfor the City initiative wasbornoutof aninherentcall to createsustain
ableurbanspacesandac o r p o rdasirdooreatireclusivechangeWeplayedthe
role of catalystby giving form andshapeo theprogrammeandby bringingcitizens
totheforefrontof participativedecisionmaking.l will reflectonthiscasestudyfrom
two anglesthe systemgerspectiveandthe perspectivef corporataeputation.

11.5.1 Systemgerspective

Thisexercisas reminiscenbfthephilosophyof SocialSystem®esign(Churchman
1979 that can be discussed under the following four aphorisms as articulated by
Jackson(2000.

& The systems approach begins when first you see the world through the eyes
of another
TheC4Cinitiative broughtaboutt i t i paréicipaidmotinasuperficiaimanner,
butatthelevelof intent. Thiswasdoneby atwo-prongedstrategyFirst, thedeficit
mapping took into consideratiani t i voieen Bydetting them spell out their
vision for the city; expectations from the same were fed into the Master Plan for
the city of Bengaluru. Second, the approach of letting general people come up
with proposaldo changeheirownneighbourhoodandcommunitiedook power
away from established institutions to ordinary citizens, who are often ignored in
civic issues handled by governmertiaties.
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Thesponsoorganisationgdespitebeingtheprojectsponsortook aconsciouall
to play an enabler role and not in one instance pressemtireideas or agenda
in the project. Thetopteamsponsoringhe programmempowered he PRactice
andUWB for key decisionswho togethemediatedhe procesof ideation,con
ceptualisation and implementation of the programme. The sponganisation
wasableto disassociatéself from theinitiative andthis confidencecamefrom a
profoundsensef trustin theprocesstself thatallowedpeopleto taketheirneigh
bourhoodsnto theirownhandsThesponsoorganisatiomemaineccommittedto
the causewith its financialandtechnicalsupportfor the projects,andemployees
sawthroughtheprocesswith therequiredtime commitmento bring theinitiative
to life.
Thiswaspossibledueto ourrecognitiorof thepowerof subjectivitythatweneeded
to approach reality through the eyes of another and not get carried away by the
formalline of decisiormakingthatis thelegitimategovernmentatoutethatcan
be isolationist and distant from real issues on ground. Planittegetl by one
sidedviewpointis biasedaseveryviewpointemanatesutof a priori assumptions
and knowledge. System designers need to recognise multiple worldviews and
challenge taken for granted assumptions (JacR&dn) . Chur t99man 6 s
philosophy talks about systenesigners and beneficiaries that | would equate
with the government urban planning authorities and citizespectivelyin this
caseSystendesignerfiavetheresponsibilityto facilitateinterventionghatwould
enablebetterconditionsof existencdor beneficiariesThiscanonly happerif the
former is able to appreciate the needs from the eyes ddttee For cities to be
created as livable, sustainable and meaningful, the residents ndtawelp be
involvedin the process of planning and dgsibut also supported with the right
capacitiesThiscanonly happenf we areableto makethementalshifts,challenge
traditionalapproacheandcreateavenuedor participationandpartnerships.

& The systemsapproach goesonto discoveringthat everyworldview is terribly
restricted
Our programme brought together a range of stakeholders in a serious effort to
welcomeandembraceliverseskills setsandcapabilitiesTheotherwayto look at
thismandatevould havebeerastraightforwardinearapproactof commissioning
thegrantmoneyto anurbanplanningexpertbodyto comeupwith away forward
for sustainablerbanisationButwe choseotaketheoffbeatrouteto conceptualise
and launciH n d firgt degyhbourhood improvement programme that was by the
citizens, for the citizens and of the citizefebring this vision taeality,we had
to look beyond civic authorities andeavein the strengths of influencers,
governmentgivil society NGOs,citizens andthemedia.Everyworldviewfound
a place through debate and deliberation. As programme managers, we had to be
flexible and agile to accommodate as many worldviews as possible. It was this
diversity thatgavestrength to the C4@itiative.
Convergene did not always come easily. When there are multiple stakeholders
involved in a complex setting, there are bound to be difference of opinions and
disagreements. The PRactice played the role of the informed mediator bringing
teams together, highlighting s of disagreements and facilitating consensus.
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Difficult discussionsverealwaysbeendrivenby adialecticthatrestedonreason
andlogicto bridgethethesisandantithesisandarriveatasynthesisortheHegelian
philosophy of dialecticlebate.
Our programmestrategycameto surfaceasaresultof extensiventernalcreative
deliberations within Thé®Ractice and several rounds of presentations with the
sponsoprganisationThis requiredusto pushourownboundariesndsignificant
risk taking to embark on an initiative that was the first of its kinaeebeen
undertakerin the country.Thecreative deliberationcameasaresultof our ability
to critiqueourownmentalboundariegandremainflexible to convergeondiffering
objectives of stakeholders and embrace variety of diffefewpoints.

6 There are no experts in the systemapproach
Thisaphorismwaswell depictedn thenatureof the NIP programmatself. Ideas
came from the common public and along with them, came their approaches for
executionThebestideasweresupportedbothfinancially andtechnically to see
themthroughto fruition. Therewasnofi e x puebanplanningbodythatimposed
anythingontheprojects Expertiseheredefiedformalestablishedystemsandwas
spurt from communities ameighbourhoods.
Bringingaboutanoverallimprovemenin thesystenwastheendobjectiveandthis
ledtheinitiative to providetheadequatsuppord bothfinancialandtechnicad to
select projects that demonstrated the potential to show results and scale. In other
words,expertiseherewasenabledvheretherewasasignof potentiality. Thiswas
an immensely empowering experience for citizens of Bengaluru who wanted to
Aibe the changeetthey wanted to
Thisdemocratigrinciplecreatedsubsystemsf neighbourhoodthroughtheC4C
initiative thathadsocialequity,economicviability andenvironmentasustainab#
ity, some of thekey tenets of sustainable urban centres. Solutions came from the
commonpeopleandthedemocrati@pproactbroughtbuy-in andownership.
The flexibility in our approach of partnerships aisdicated that we continually
critiguedexpertisgositionsandthisdid notdissuadeisfrom partneringwvith new
agencies through the programme. For instance, our partnershig MBARQ
came in much later after C4C was launched. This partnership wiasulzeaty
excitingfor usdueto E MB A R @érisin thegrassrootmplementatiorievel for
cities across the worl d. They understo
and appreciated the nuances required to be considered in situations like the one
we were operating.

¢ The systems approach is not a bad idea
Jackson 2000 notes that ithe attempt to tal
worthwhileideal,evenif its realisations unattainablen p r a c (p.i223eCon
sidering our limitations, the C4C initiative made an attempt to think systemic
through the entire thread beginning from the concept to the idea to execution and
sustenance. The concept in fact started from a business understanding of the
sponsoprgansationarticulatingthec o mp abosynéssiriversandthenitsinter-
linkagesbetweerits technicalexpertiseandhowthesecancontributeto thepieces
of the sustainable urbanisation focus areas. This led to the identification of rep
resentativeénterventionareasandindicativeprojectsthatformedthebasisof our
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discussions to understand the problem situation and deliber&i@naine same

could be addressed. The tenets of Critical Systems Thinking (CST) (CST is dis
cussedn detailin Chap.3) flowed throughthe stagef the programmestrategy

that led us to constantly push our boundaries, use multiple methodologies and
focus on the improvement of citizens through a process that was inclusive and
empowering.

Here | would like to make a reference to the metaphoricéletypes that con
tributed to our creative approach in making it more focused and directive (the
concepbf metaphorhasbeendiscussedh detailin Chap.3). Beingableto refer

to metaphorical archetypes enablesearchers and social scientists understand
complex situations in terms of characteristics and attributes, and approach them
with specific strategies. Reference to metaphorical archetypes has led to several
works by scientists and planners as a processiehtific inquiry that can aid in
thedevelopmenandadoptionof differentframeworksrespectiveo attributesof
metaphorgBerggrenl963 Black 1962 Schonl1963 Hessel966 Brown 1977).
Thecreativedeliberationin this casded usto understandheproblemsituationin

terms of three different metaphorical archetypes as highlidpeted.

A mechanistic archetype to understand the alignment with the sponsor organisa
t i obmsiness expertise, design and planning for a complex project, and moni
toring and coordination between various stakeholders in order to ensure smooth
execution.This archetype led us to bring order and predictability in the process
that was much required when we had to work with multiple stakeholders. Set
ting governancenechanismandundertakingcoursecorrectionsvheneverctual

work on the ground differed fro plans were features that helped the initiative
stay ontrack.

A culturalarchetypeoinform desigrandplanningof acitizen-centricporogramme;
thisletsplannerdistenandassessituationdrom thepointof view of thecitizens.
Perspectivemergingoutof listeningandneedsassessmethtelpscreatingcondi
tionsthatcanlet plannersandadministratorfiavebetteroversightof thesituation.

The cultural archetype constantly brought us together as a team to deliberate on
challerges that could surface, sensitivities that could emerge and conflicts that
could arise within communities and between stakeholders through the life of our
programme. This led us to appreciate probable risks, dependencigs\ard
nance.

A transformativearchetypehathelpedexplorehow peoplecanlink theirthought

and action to transcend their alienation created in the system. This paradigm
informed us to enable a system where citizens could createctheifuture.
Handing the power of change in the situation back to the hands of the citizens
throughthe NIP wasintendedon transformatiomot just physicallybut alsoatan
emotionallevel.
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Workingthrough the C4C initiative made mealise that systems is a state of mind
anddoesnotneedto bealwaysappliedwith frameworksandmethodologiesThisis
especiallytruein casesvheretherearemultiple stakeholdersvith varyinglevelsof
understandingndwhereintroducingformal systensterminologiesandmethodole

gies may confuse or complicate the design and planning process. It was a systemic
mindset that tricked through the entire programme in this case through ou+ under
standingof metaphoricahrchetypesindhowtheir distinctcharacteristicsouldbe,
respectivelyhandled. Flexibility of thinking, ability to make choices, complemen
tarity of resources and ability to challenge were tenets that brought to life the ethos
of Social SystemBesign.

The C4Cprogrammevasasteptowardscreatingsustainableitieswithc i t i zens 6
involvementat the core. The ethos of Social Systems Design was reflected through
the programme with its variodacets.

Howeverseveralargeraspectsf creatingsustainableitiescouldnotbetouched
in thisprogrammeAs wediscusseearlier,aholisticapproactwill neecto takeinto
consideratiomrbanplanninganddesignurbancapacitieandresourcessmpowered
and legitimate political representation anghsparencyaccountability and partic
ipation. It is only the last aspect tthnsparencyaccountability and participation
thatthe C4Cprogrammaevasableto makeaninterventiontowardsa modelconcept
for replication. A whole system intervention will require shifting mindsets of the
governmentcorporationsandsocietyatamuchlargerscale andis amatteroutside
the scope of thishapter.

11.5.2 CorporateReputation

Building corporateeputations along-termjourneywherestakeholdeengagement
is thecorestrategyl will discusscorporatereputationn detailin Chap.17. Making
areferenceo thearguments havepresenteith Chap.17, it is sufficeto sayherethat
the C4Cinitiative broughtthe sponsoiorganisatiorin closeproximity to key stake
holdersthroughanintenseengagemenihecompanywasableto addres®neof the
most pressinghallenges the world is facing todagustainable urbanisation. The
sponsor organisation engaged with a variety of stakeholders with areas of-engage
mentgthatconcerror interesthemspecifically.Researclbodiesnvereengagedvith
for problem structuringndrelevantanalyses. NGOs were engaged with for actual
changemanagemenilhe governmentvasinvolvedfor all approvalsandtheinitia-
tive itself complemented thg o v e r nafi@ta forGidan improvement. Citizens
were empowered to come up with idga improve theiown conditions and were
provided with required resources to achievestmae.

Communication on the initiative through media, social media and public
announcements were substantiated with actual change efforts driven by a genuine
corporat intent to conduct responsible business.
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11.6 Conclusion

In thischapter) narrateda casestudyof my experiencef beingpartof asustainable
urbanisatiorprojectwith afocusonc i t i irvavenseBandparticipationBranded
ACitizens for the Cityo, this initiatiyv
India, conceptualised and managed by The PRactice, and had astakéholder
engagement approach atdtse.

| began by introducing the nuances of urbanisation of India and discussed the
importanceof sustainableirbanisatiorto makeour urbancentresnoremeaningful
andfulfilling for citizens.l discussedhevariouschallengesissociatedvith urbani
sation in India and highlighted select approaches to addresantige

| then led the reader through the detailed narration of C4C touching upon the
genesis othe project, the creative deliberation, progranstategy and the final
executiorandhandholdingtagesThecasenarratiorhighlightecthevariousgenetof
SocialSystem®esignthatshapedhevariousstage®f theinitiative. | describediow
we,astheprojectlead wereableto appreciat¢heinterconnectionbetweerbusiness,
sustainable urbanisation and the community in a holistic manner and articulate a
coherenprogrammehatconnectedhedots.Systemss amindsethatinformedand
ledourdeliberationsandapproachThroughtheprojectjourney,we madeanattempt
to see the world through the eyes of the other recognisingvbkatworldview is
restrictedwechallengeaxpertisendempoweredhecommorpeopldan theattempt
to let then take the power to change in theiwn hands, and led a programme that
waspinnedonchallengingestablishedpproached:lexibility andagility in thinking,
approaches and resources made our programme see the lighdayf. the

Finally, I alsotouched upon how C4C also contributed to building the sponsor
organi sationédés reputation.
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Chapter 12 )
Electronic Public Health ook for
and eGovernance

12.1 Introduction

Thischapteprovidesasystemi@ppreciatiomf avisionaryframeworkfor electronic

Public Health (ePH) that | had built in the year 2010 in collaboration Deepankar
Medhi,C u r a Distingsighed’rofessoattheUniversityof MissouriKansasCity
(USA) (Chowdhury and Medh2010. This framework is in context of enabling e

governancaddressingspecificaspecofhealthandwell-beingj.e.PublicHealth.
When complexity is high and the range of interrelationships betweesusari
elements is varied and diverse, it is important that any Public Health initiative is
ableto capturdifferentcoexistingfactorsthatinfluencesuccess;onsidetheinter-
relationships between different elements in the environment, and unddrstand
because of the interrelationships, the system as a whole transformesohres.In
orderto appreciatehis,we haveresortedo takingasystemgperspectiven evolving
an architectural framework for the ePH. The understanding draws heavily from the
Indiancontextasthe countrypresentg&ninterestingarrayof thechallengeshatwe
havementionedibove Furthermoretatherthanbeingdrawnfrom existingICT, our
proposed approach is visionary and forwtrhking in terms of what we want to
seein futurelCT in orderto enableheePH.Indiais alsoonthevergeof significant
change in terms of ICT in public services and relatgd\ernance initiatives. The
frameworkthatis proposeawill notonly berelevanto India, butlearningfrom this
can also be inferred for other countries with a similar environment.

The conceptual ePH remains visionary aelévantin the current times in the
absencef anysuchsolutionghatwearticulatedn 2010.In thischapter) will delve
deepetinto the nuance®f puttingin placesucha systembothfrom conceptuaand
implementatiomperspectivegndeadadiscussiomnhowtheePHcanbepositioned

Partsof thischapteihaveappearegreviouslyin fi ESysterm~or PublicHealthin India: Towardsan
Architectural Framework I ncorporating 111l itere
Chowdhury and Deepankar MedR0(0. In J.R. CordobaPachon & A. E. Ochcérias (Eds.),

Systems Thinking and-Barticipation: ICT in the Governance of Soci€pp. 69 91). Hershey:

Idea Group. Reprinted with permission from plodlisher.

© Springer Nature Singapore Pte Ltd. 2019 333
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemehtfps://doi.org/10.1007/97881-13-85308_12
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in theschemeof e-governanceMy discussiorherewill becontextualisedor India
and my déberations will keep in mind the nuances and realities specific to this
context.

12.2 What Is Public Health?

Public Health can be defined as the study and practise of those activities-and ini
tiatives that result in the prevention and redwcbf illnesses and diseases in the
population. What accounts for rectification of diseases when there is an outbreak,
does not represent Public Health; rather, the process of designing and implement
ing initiatives that will result in the prevention sdich incidences in the first place

will account for Public Health. These may include educating the public and raising
theirawarenesef health anddiseasespecificissuesandimplementinghealthand
hygiene initiatives. Hence, Public Health does notmmeeatment. Public Health

can therefore be classified as being proactive rather than being reactive, and being
preventiverather than being curative. Dasgu@a@5 notes:

Publichealthservicesarearchitecturallydistinctfrom medicalservicesTheyhaveasakey
goaltoreduceap o p u | @&xpaswordo diseasefor examplethroughassuringood safety

and other health regulations; vector control; monitoring waste disposal ancsy&ttans;

and health education to improve personal health behaviours and build citizen demand for
better public health outcomes ().

PublicHealthnormallyconsist®©f communitywide healthandwelfareinitiatives
thatareideallyfacilitatedby thegovernmentandin certaincasesupportedy Nor-
GovernmenOrganisation§NGOs),internationabodiesandself-helpgroups.

ThePublicHealthscenaridn Indiapresentsiconcerningicturewith thecountry
desperateljaggingbehindin healthoutcomesAt thetime of developingourmodel,
we collatedinformationfrom GaraiandShadract{2006) thatdepictedaconcerning
scenaridor Indiawith alack of adequatenedicalattentionresultingin onematernal
deatheveryfive minutes existeninfant mortality rateof 70 per1000live births,the
highest number of cases of HIV/AIDS outside of South Africa, high incidences of
non-communicablaliseaseandanestimated4.7million deathsausedveryyear
dueto water contamination, poor sanitation and go@iene.

Thesituationhasnotdrasticallychangedoday.Poorgovernmentioctorto popu
lationratio,inadequatdospitalbedsfor thesick, highinfantandmaternaimortality
ratesandhighincidence®f communicabl@ndnoncommunicableliseased, ndi a 6 s
Public Health scen&0lo is alarming (D6C

Howeverthe lastdecade has witnessed shifts in policies, practices and attitudes
in Public Health in India, with average life expectancy increasing from 64 years in
2005 to 68 years in 2015. JaiP0(L8 notes the following changing trendsthe
public health scenario in India in the last decade:

& Downtrend in communicablediseasesA concertedyovernmenpushandcivil
societyawakeningled India to be a polio-free nationin 2014 and tetanusfree
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nationin 2015.In addition,thecentralgovernmentstategovernmentandmunic

ipal administratiorarepursuingstricttargetdor theeliminationof malaria tuber

culosis and lymphatic filariasis. Tlieo v e r npughowdrds cleanliness and
hygieneatamegascalewith its SwachtBharatAbhiyan(CleanindiaMovement)

is carryingforwardtheagendao reduceopendefecationincreaséhandwashing,

enable better solid waste management and reduce the spread of communicable
diseases.

& Focusonprevention: Preventivaneasuresspeciallyfor non-communicablelis
eases such as hypertension, diabetes, cardiolzasliseases, stroke and cancer
are at the forefront of advocacy dialogues and civil society narrative. The recent
pasthaswitnessedncreasinghumberof wellnesscentresandpreventativénealth
centresacrosghe country. Thecentralgovernments focusingon all-roundwell-
nessAdditionally, theemergencef theNationalHealthMission(NHM) tofocus
ondiseaseontrol, preventiorandsurveillanceasaresultof themergerbetween
theNationalUrbanHealthMissionandtheNationalRuralHealthMissionin 2013
is an important testament of the same (28ib3.

¢ Reducedneonatalmortality rates: Improvemenin neonatamortality rateshas
beerasignificantachievemenrfor Indiafrom57deathger1000live birthsin 2005
to 37in 2015.This hasbeenachievedhroughmultiple interventionsncludingan
increasen institutionalbirthing,immunisationcoverageandimprovedsanitation
(Jain2018.

& Tackling antimicrobial resistance Lack of awareness, irresponsible patient
behaviour and unregulated availability of prescription drugs in the cohatey
led to the general population consuming antibiotics in an irresponsible manner,
leadingto peopledevelopingdrugresistanceThegovernmenhastakenproactive
steps to regulate the industry through introducing directives to discourage sales
and sensitise the general public on the dangers of consuming antibioticsutith
proper prescription through the 2017 National Action Plan otindicrobial
Resistance and Red Line campaign (28ih3).

& Improved nutrition : Government initiatives, multilateral aid apdvatesector
effortshavehelpedmprovenutritionamongsthildrenandadultsin Indiasteadily
overthe lastfew decades. This has dramatically reduced anaemia and childhood
stunting. Over the next 10 years, the country plans to introduce fortified food to
two-thirdsof thecountryvia the NationalFoodSecurityAct (Jain2018).

¢ Digital transformation : The Ministry of Health and FamilWelfarehas taken
variousinitiativesto improvetheefficiencyandeffectivenessf thepublichealth
systenin India. Conceptsuchasdigital healthandartificial intelligencefor social
impact are part of the governmental grtvatesector discourse in theuntry.
Someof thekey initiativesundertakerby thegovernmentn thisareaare:

i National HealthPortal: To provide information to citizens arglakeholders in
different languages (currently six languages: Hindi, Engligtmil, Gujarati,
BengaliandPunjabi).Theportalalsoprovidesfor voice-basedsupporthrough
a tol-free number 180080-1104 and mobilapplication.
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e-Hospitat A hospitaimanagemerstystenfor governmenhospitalghatcovers
majorfunctionalareasuchaspatientcare Jaboratoryservicesworkflow-based
document information exchange, human resource and mesiioatls.

Online Registration System (ORShis provides services to citizens for tak
ing online registration and appointment, payment of feane viewing of
diagnostiareports,inquiring availability of bloodonline, etc.in variouspublic
hospitals.

fi Me A a p at (RadidntBeedbackPpplication Throughwhich patientscan
providefeedbaclon healthcarservicegshroughamulti-channebpproachyiz.
SMS, outbound dialling, web portal and mobile application. This empowers
citizens to participate in improvement of healthcare sedabeery.

Centr al Drugs Standar ds Camalles online Or gar
submission ofpplications, their tracking, processing and grant of approvals
mainly for drugs, clinical trials, ethics committee, medical devices, vaccines
and cosmetics, in order to provide a singiadow for multiple stakeholders
(pharma industry, regulators, ciias,etc.).

Mobile Applicatons Range of mobile appli<cation
hanush | mmuni sationodo that supports pa
their children, ANHP Swasth Bharato
ease] i festyle and first aid, ANHP- Dir ec
tion related to hospitals across | ndi

A b h i yoarepartingpregnancycarerelatedinformationfrom acrosstates.
HealthManagemeninformaiton SystenfHMIS): A web-basedportalfor mon
itoring the programmes under National Health Mission (NHRurently,
approximately200,000facilities areregularlyreportingon the HMIS portal.

& Strongergovernmentaccountability: Fordecadedndiahasbeerplaguedylow
spend®f annuabudgeto healthcareyunderus®r inadequateiseof theallocated
funds, and a lack of trained professionals to serve the hinterldod&ver,we
haveseerheightenedjovernmenaccountabilitto makechangehapperwith the
government committing 2.5% of the GDP to health care by 2025 and a push for
new and moe effective programmes to use 100% of the allocated funds (Jain
2018. These programmes agléven by inclusive approaches bringing together
both government angrivatefacilities.

The establishment of the Public Health Fdation of India (PHFI) in 2006 by the
government as a premiere independent body was another feat that brought Public

Healthto theforefrontin policy advocacycapacitybuildingandchangéacilitation.

PHFlisconstitutedisapublici privatepartnershipnodelandaddresseBublicHealth

notonly from aclinical perspectivdutalsofrom asocialperspectivePHFI brings

in integrativeapproacheandbestpracticefrom aroundtheworld andtailorsthem

for Indian conditions torecompass promotiv@reventiveand therapeutic services.

The integrative model of bringing together both the public@itesectors

havebeenstrategicallyapproachethy thegovernmentvith the Nationallnstitution
for Transforming India (NITI) (the centrgl o v e r npreeiere thisktank), and
theMinistry of HealthandFamily Welfareproposingsuchamodeltofii n ¢ the a s e
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participation ofprivatebusiness in public health system, and sharing-statdnos
p i t ambudadceservicesploodblank,physiotherapyervicesmortuaryservices,
in-patientpayment ount ers and hosp2017%al securityao
Needless to say that the intent, strategy and action are in the right direction.
However,India hasstill alongway to goto makeadequatgrovisionsandfacilities
for PublicHealth for thec 0 u n titizgn® s
The focus of the next section will be on electronic Public Health (ePH) in the
context of egovernance.

12.3 ePH in the Context ofe-Governance

Electronicgovernancere-governanceefersto thedeliveryof publicservicesinfor-
mationexchangeransactionandcommunicatiorwithin thegovernmenmachinery
betweerthegovernmenandbusinessandbetweerthegovernmenandpeopleusing
InformationandCommunicatiorTechnology(ICT) (Kanungo2004). e-Governance
can increase the effectiveness of public services, enable more efficient information
fow,create transparenengageamend enhance citi z
Bannister and Connolly2012 make reference to a wide variety of definitions
pertaining to egovernance, such as

& Theuseof ICT tosuppor{interalia)publicservicesgemocracytheprivatesector,
etc.,

¢ Technologymediatedservices,

¢ Something that includesgovernment,

& A model ofgovernment,

& A commitment taechnology,

¢ Functions that empoweitizens,

¢ Internally focussed use of ICT lgpvernment,

¢ About networks andelationships,

¢ Use of ICT to improve the quality services giorernance,

¢ Something that eninges edemocracyand

¢ A technologymediated relationship between citizen and stat®)(p.

e-Governancén Indiahashadits naturalevolutionovertheyears Startingfromcom-
puterisatiorof departmentfr documenmanagemeranddepartmentahtegration,
today there is increasing conversation on citizentricity, service orientation and
transparencyl hesdnitiativesencompasthecentral stateandlocalgovernmentev-
els.Thecentralgovernmenhastakenaprogrammati@ppioachfor e-governancef
thecountrywith a clearvision (Ministry of ElectronicandinformationTechnology,
Government of India2018):

Makeall Governmensgerviceaccessibléothecommormanin hislocality, throughcommon

servicedeliveryoutlets,andensureefficiency,transparencyandreliability of suchservices
at affordable costs to realise the basic needs of the comanon
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To bring this vision to life, the government has constituted the National e
Governance Plan (NeGP) with a programmatic approach that enables andyess
specificinterventionareawith aclearfocusonresults Thishasthepotentialto save
costs shareresourcesgstabliststandardsindcreatenteroperability . Thishas been
enabled through a countwide digitalinfrastructure.

e-Governance can beelivered seamlessly if a number of enabling factors are
providedfor. Thesespreadacrosgechnicaljnstitutionalandcapability.Joshi(2008
talksaboutfollowing keyimperativedor e-governancén the contextof India.

& Technical infrastructure/framework : Complete, efficient and integrated hard
wareandsoftwareinfrastructuraneedo bebuilt connectinghotonly urbancentres
butalsothehinterlandsAvailability of multilingualinformationandconsideration
of the specially abled for access to informatioreduired.

6 Institutional capacity: In the form of training and development for government
employees and collaboration with external expert bodies and consultants. This
needs to be a retar and continual feature to keep up with changing needs and
advancing technological developments.

¢ Legal infrastructure: Legal frameworks are fundamental for amgw public
systemto functionin atransparenandaccountablenannerBeinganewsubject,
e-governance legal provisions need to be instituted to accommodate nuances of
newtechnologyandtheemergingcomplexitiesassociateevith thesame Aspects
suchasprivacy,accesspeutralityandsafetyneedo beconsideredThereneedgo
beadequatgudicial sensitisatiorondigital andnewtechnologysothatcustodians
of thelaw havetherequiredknowledgeto carryouttheirresponsibilities.

¢ Information availability online: All publicinformationneedso be madeavait
ableonlineandin all official languaged-doweveravailabilityof contenin regional
languages is a challenge. Even though the reasons cited for this usually points at
lack of universaktandard$or scriptsandfonts,inputmethodstransliteratiorand
trarslationsoftware thefactis thatstandardandguidelinedor textandinforma
tion Technology(IT) localisationdoesexistin theecosystemTherealproblemis
low awareness and adoption of game.

¢ Centrel State partnership: The federal setup of the government in India neces
sitates close partnership between the central and state governmexftsctive
delivery of egovernance (or for that matter any) services. This also means that
paceof technologyadoptionanddigital maturity levelsacrossstateseedto have
some degree of parity aednsistency.

¢ Standards Including standards on interoperabiliggcurity,technology, quality
and skills. Standards enable consistency and predictability.

& Awarenessand sensitisation Finally, therealtestliesonthedigital literacylevels
of policymakers, implementers and citizend.ieracy is thekey and again, the
public andprivatesectors need to work hama-hand to put in place provisions
andincentivesfor moreandmorepeopletofi goon | i Corgimuallearningneeds
to be encouraged and the government must make time and finances available for
publicsectoremployeeso continuallystayaheadf thelatestdevelopment IT.
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Provision of Public Health service is an essential elemengivernance where a
holistic approach needs to keken considering technology, information, access,
awarenesandadoption PublicHealthis notaoneway streebf pushingnformation
fromasourceo thepublic,butitisanareawherec i t i parécipaidnandengage
mentplaysa crucialrole for theadoptionof informationandaccesso provisionsas
made available by publiostitutions.

It is understoodhatelectronicPublicHealth(ePH)initiativesexistin developed
countrieswith a certaindegreeof maturity,giventhereadyavailability of fundsand
the relative homogeneity of the population. Our interest was in evolving an ePH
architectural framework for a geography that poses challenges of a very different
kind in termsof its sociceconomidnequalityandculturaldiversity. Suchasituation
presents it®wnuniqueness.

Indiahasapopulationof overl.2billion people Thepopulationis spreadveran
enormous landmass spannioger 3,287,263 krfithat includes mountains, deserts,
swampsrainforestsyalleysandplains,nurturingarich andequallydiverseecosys
tem. The massive population harbours a huge array of languages and dialects, and
it follows differentfaiths. While thenumberof languagesusedin Indiacanbeiden
tified to beoveronethousand, 22 of these languages are recognised by the Indian
Constitution. The majority of the languages stem from two families:-Aslan and
Dravidian. The former is spoken by about 70% of the paijoumand the latter is
spoken by about 22% of the population. The rest of the languages stem from
families like Dardic, TibetdBurman and Austrd\siatic families (Kanung@004).

The primary religions to be found in the country are Hinduism, Islam, Chrigtiian
Zoroastrianism, Judaism, Buddhism and Sikhism. A majority of the population
follows Hinduism, followed by Islam and Christianity. Furthermore, Hinduism has
numerousectsandsubfaithsthatyield differentlevelsof influencesandbeliefs.

Thisdiversityof Indiais nolessreflectedn its economicscenarioAn aggressive
growthrate,rampantndustrialisationunprecedentetechnologicalnnovationand
heightened Faign Direct Investments (FDhavecreated a class of people who
havebeen immediately and directly benefited from the situation and who lead a
lifestyle that isextravagantelitist and indulgent. There is another class of people
who havebeen completely left out of the benefits of econopmmsperity who live
alife of severaedeprivationWheread n d 108wealthiespeopleareworth nearly
than USD 500 billion according tForbes (Karmaf2018), thec o u n tankin@is
130 out of 138 countries in the latest human development rankings released by the
United Nations Development Programme (UNDP) (UN I2dia8).

Demographic, economic and linguistitversity, coupled with a lack of coordi
nated effortsgiverise to a situation where the population has varying degrees of
understanding of heahtelated issues due to varying literacy levels, and varying
kinds ofaccess to Public Health facilities. This ngiye rise to a situation where
theaccesanduseof anyICT enablemenin PublicHealthgetrestrictedonly to the
literate and privileged sections of theciety.Therefore, our interest is in working
towardsanePHarchitecturaframeworkthatwill benefitheunderprivilegedections
of thesociety.
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12.4 Systemic Appreciation for ePH inindia

A socialsysteminvolvesinterrelationshipasedn codesf conducthataremutu

ally agreeable in terms of language, ethics and resources sharing. Information and
communication play a crucial role heréth language with universally acceptable
Afspeech acto (di s 8).uHsveerdCTihas grdagiytshifited oui n Ch
understandingf thesocietyin termsof anetworkof informationflow therebyalter

ing thweadgida@anof communi camannern i tself in

12.4.1 Key Emerging Issues from a Systeferspective

In thissection| will discusssomeof thekey emergingssuesn thisregardfrom the
perspective of critical systentisinking.
12.4.1.1 Equity of Information Access

It is true that ICT has made information readily and easily available to citizens.
However,access to information is not equitable. Transformation brought about in

the information society i s nohtanugned oamd
Apockets of st asarietyléadingrtodwhat CardodRachon dne
OchoaArias 2010 call | fiinstituti on ssbciety,msgifta ct s 0.

tional impacts are a result of multiple infornmatinodes that are getting created in
the society due to inequitable access to information; and inequitable access to
informationhappenglueto uneveraccesdgor avariety of reasonsncludinglack of
resource, inadequate knowledge and insufficient provisions. Such conditiees
created specific sections of the society Wiawegreatly benefited fromiCT, and
equally sections whbaveb een Al eft behindo. Fof inst
dousamountof valuableinformationonlinepertainingto healthcare However,only
sections of people who are digital literate, communicate in Englishhavethe
resourcesvailableareableto accessuchinformation.A pseudedigital healthcare
institutionhasbeencreatedhathasnotevengivenachanceo alargesectionof the
society.This is a seHperpetuating institution that is burgeoning at the cost of huge
sectionof thesociety(Toffler 1992. Thereisatendencyfi n o r ma asiysteinn g 0
at the cost of inclusiveness and respediversity.

Equity of information access can only be enabled if the right conditions are put
in place that leads to enabling access not only in form but also in intent. Whereas
access in Aformd could mean enabl ement t
Aintento could mean comprehension of ir
language diversity of the information when it is made available, amongst other
aspects. Undetanding of power relations can play an important role in furthering
thisargument.
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12.4.1.2 Power in thelnformation Society

The primary stakeholder ingovernance is the government and the agencies it
deploysthegovernmenbeingtheprincipalsponsofor e-governanceGovernment

is about power and power mever evenPower includes and excludes. Always!
Sections of the public, beingvolved and affected parties, can adopt, resist or use

it for their own purposes (Bloomfield and Coomi$92 CordobaPachon and
Robson2008. Power is estaldhed, challenged and perpetuated by contradictions
and opposing voices, and it is always one power centre that eventually emerges
victorious and legitimises itself in the society $eif-perpetuation.

Power needs to be an important aspeatafsideration for @overnance. As
CordobaPachon 2010 says, consideration of power bringsdomplexity. This
emanateslueto themultiple nodesof powerthatexistwithin thesocietyd seenand
unseed beyondheoverallgovernmenitpublicpowerdivide. Thisunderstanding
borrowedfrom Foucault{(1972 who talksabouttheexistencef powerrelationship
in everyinteractionandateverylevelbetweerindividualsin thesociety Building on
thistheoryof powerfrom Foucault,CordobaPachon(2010 goesonto develophis
powerbasedpatternof e-governmenthatexploregsheconcepofii e t lsiudglect s 0
in thecontexiof e-governancedefinedbythefi p o s s iabdcohstrdini$tbag] have
to do with whowehaveb e come i n practice and what
Citizenscanbeincludedor excludedn thedesignanddeploymenbf e-government
initiatives.Inclusioncanbein differentdegeedtself. In thisregard ppenandflexible
informationtechnologiesanplay afacilitative role in openingup newpossibilities
for citizens and systems of governance itself (Cog20019).

Thegovernmenandits agencieseedo playafacilitatorrolein bringingtogether
diverseopinionsandinteresgroupgogetherpptimiseresourceandleveragexper
tise to put in place ePH strategies that are inclusive and flexible. A giagsed
pattern of egovernanceri the context of ePH would mean consideration for the
marginalised, embracing diversity and being constantly adaptive as power itself is
an evolving and transitionary concept thahéverstatic. This also means system
designers need to plan and preparebbth intended and unintended consequences
of theePHdesignanddeploymentCordobaPachorn(2010 highlightsthefollowing
emphasi$or apowerbasegatternof e-governmenthatl will discussn thecurrent
context:

6 Awarenes®f andplanfor bothintendedandunintendedconsequencesf system
design.Variousscenarios need to be considered whilst developing the ePH. As
an example, curating and presenting content itself can be a sensitivgveask
cultural nuances and consideration of what is ethical and what is not. System
designers may go ahead with specifontent that is accurate and to which the
publicneeddo besensitisedbutsectionof thesocietymaythink otherwise This
may lead to rejection and social unrest that was completely unintended with the
system.

csBeing cogni s ansessment andnscbpevof conieet theibowra s
possibilitiesandconstraint$n themacrolevelpowerrelationghatexist.Carrying
forwardtheaboveexamplethequestionthatcanbeaskeds whatstopsthestate
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and | ocal g ov er n melp greups toacontt uwith theave n s 6 s
micro ePH.Thefederalstructureof thegovernmentn India meanghatdifferent
parties can be in power in the centiahd statdevel governments, and different
publichealthePHcanbeputin placeif thestategovernmentsowish.Howeverto
establislgreatepredictabilityy, controlandaccuracyfinformationthatisrequired
for a subject like ePH, a consideration needs tgiento all such possibilities,
and the government and citizens need to work towards building a system that is
set on standards and tamsistency
e Ci t i abdityteubelCTinanfi e t hmaored&ndtogethewiththis,p | anner s 6
ability tointroducesystemsvithinthefi e t h ip € a Imi gireits. BHHgystems
need to be secure and permissible for use only for its intended puvjitise.
regarddop | a n mteodusifgsuchsystemsnfi et h ip @ a Imli wnanndr,| e 0
significantfocuson socioculturalndreligiousaspectsieedto beconsidered.
cPossibilities of fAnormalisationo- of re
not be a onesided system being imposed upon the citizens by the government
and expect this to be a fAnorauthoritplf r eal i
normalisatioris enforcedjt is besewith poweranddominationCi t i @Eadi;a s 6
ipation and engagement aneicial.

| will take this deliberation forward with a discussion epagticipation.

12.4.1.3 e-Participation

Participationn strategydesigrandimplementatiorenhanceswnershipandbuy-in.
Castellg2004 talksaboutcollectiveactionthroughtechnologyto upholdcommon
values and ideologies to create empowerment. Critical thinking is at the centre of
participationthatinformsusto extendourboundariesembraceliversityanduphold
dialectics. Cordob#&achon and Ochefrias 2010 note that fAcriti
needed not only to engage people buetdewthe assumptions and litations of
thenetworkideaandimplicationsforp e o pplartcipationin societakffairs(p.3 ) 0 .
e-Participation needs to be at the core of a networked society if technology has to
show meaning to itstakeholders.

Beyondstrategydesigrandimplementationparticipatiomneeddo befosteredas
acontinualprocesshatallowsfor usergo shardeedbaclandbepartof development
inputs in the process of ICT enablement. For this to happen, one imaveéfrom
a fAcoHdswkear (2008terigagknzentin the information society to one
where participation iglriven by true intent. Layne and Le@Q0J) talk about the
progression on-government in terms of four stages as presented irlBig. The
stage of fAengagemeemddeé totheoriginal maddl thatt willo n |
discuss.

LayneandL e gZD8] stagesrebasedntwo axe® degreeof complexityand
degreeof integration Degreeof complexityrefersto thenatureof participationthat
is being desired or provided for in a particular system; this automatically means
considerabn of variousfactorssuchaslanguagesocioculturahuancesaccessind
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Degree of
Complexity
Engagement
Interaction
Integration
Transaction
Catalogue
Degree of
Integration

Fig. 12.1Stages of @overnment (adapted from Layne and Re61)

level of eliteracy. Degree of integration refers to the extent to which electronic
systems within and between departments are connected. Going by these$wo
Layne and Lee200]) talk about the four stages:

¢ Catalogue Where information is merely stored and presented. This is one sided
and the system is merelyrgpositoryImagine a website that lists names of gov
errment polio centres that parents can view and take newborns for vaccinations.
The information is available only in one language.

& Transaction: Allows for two-way interaction individually between a system and
its user.lmaginethewebsitereferredaboveallowsparentdo chooseheir nearest
centre and fix a vaccinati@ppointment.

& Integration: WheredifferentsystemsareinterconnectedNow imaginethepolio
centre records details of the newborn that is made available to a primary and
secondary care centres. If the newborn has to go for secondary care, the hospital
would alreadyhavetheir vaccinatiordetails.

6 Interaction: This is anevolvedsystemthat wouldhavetaken into consideration
citizensd participation for design and
referredohadtakernp a r deedbacindexperienceandincorporatedhesame.

Howeverl woul d go f ur t herenwiatghe noennet bavetrhea ts t\
citizens as an inalienable part of the system that is put in place to serve them.
Engagemertanonly bepossibléf hurdlesdiscussedindertheprevioussectionsare

overcome and there is genuine intent. A critgygtems approach would embrace
diversity, remain adaptive and provide for differing requirements to truly engage
citizens to make them part of the journey of ePH, a crucial aspect for effective e
governanceThisiswhatl wouldcallthefifth stageof theintersectiorof thedegree
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of complexityanddegreeof integrationthatis alwaysat a stateof constructiveflux.
Totalk aboutsucha state,OchaArias (2010 refersto Feenberd1992 andsays:

€ an understanding of technology as providin
collective construction of the future by considering technological devices and rationale as

the most advanced stance of human beings in
sapienso (p. 23).

Suchastatecanseec i t i empowarrdeniieadingto evenownershipof ICT as
aneffectivemeans of governance. Policy and decisioaking in government need
to movebeyondtraditionalone sidedapproacheto thosethatareinfluencedby crit-
ical thinking; policymakersieedto bepreparedor unintendedonsegenced both
technologically andocially. Reaching thdevelo f fi e n g a g-govegnariced i n
in a rewarding state, yet one that is beset with challenges, and need sophisticated
planning and engagemangethods.

12.4.2 Approaching the Situation with a Systenvindset

For the ePH to be successful in the Indian context, it needs to be positioned within
a multicontextual situation considering social, political, economic, demographic
and cultural factors. Therefore, architecting an ePH framework will entaithtbat
above elements are considered, not in isolation, but in interaction witmotteer.

Any ICT infrastructure will need to be able to capture and address factors that are
beyond those that are directly lifestyle and illness related, towards thoseethat a
inherently related to the multimensional factors mentioned above. As Midgley
(2006 observes, ithe whole concept of put
healthandillnesshavecause®r conditionghatgobeymdthebiologyandbehaviour

of theindividualhumanb e i (p.4686).ArchitectingeffectivelCT for publichealth

will need to adopt approaches that are able to recognise interrelationships between
elementstabilisedifferenceof opinionsandemancipatep whateveextentpossible,

the voices and opinions of those sections of society that are easy to be ignored or
overlookedThereforeijt isimportanto approachhearchitecturaframeworkdesign

of anePHfor theIndian contextfrom the standpointof critical systemghinking. In

the context of Public Health, Leischow and Milste20@6) note:

Equallyimportant[to consideringdirectly healthrelatedaspectsis anemphasignrelating
different types of stictures that shape our lives, including the biological systems of our
bodies, the organisational systems in which we work, and the political systems with which
we govern public affairs. Although there is no single operational method for identifying and
interpreting these relationships, there is, in fact, a common architectural orientation
recognisablasasystemspproachit isaparadignor perspectivéhatconsidergonnections
among different components, plans for the implications of their interaimh requires
transdisciplinary thinking as well as active engagement of those who have a stake in the
outcome to govern the course of changel(3).

A range of systems approaches and methodoldgigsbeen used in various
waysin PublicHealth,reseach planningfor healthcareandinterventionrandpolicy
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formulationfor healthcare.ThemethodologiesindtechniquesisedincludeSystem

DynamicsCritical SystenHeuristics SoftSystenMethodology StrategicAssump

tion Surfacing and'estingand Interactive Planning and Strategic Choice (Cohen

and Midgley1994 Sudhir et al1997 Maani andCavana200Q Fahey et al2004;

Chowdhury2006 Chowdhury et al2007 Chowdhury and NobtZ008).
Consideringourdiscussioronthe socioceconomidiversityof Indiaandthefac-

torstha interplaytherein,we haveplacedthe Indian contextunderconsideratiorin

thecomplexcoercivespaceof the Systenof Systemsviethodology(SOSM)frame

work (SOSMis discussedn detailin Chap.3). This directsustowardsconsidering

a postmodernist approach in the architectural framework design for ePH that will

appreciateéhediversitythesystenwill dealwith. A postmodernistystemapproach

will encouragappreciatinghediversityof factorsthatinterplaybeyondthesurface

leveland considehow an attempt can be made to reach out to the benefits of the

subalterranddeprivedsection®f thesociety A postmodernisapproactappreciates

systemsn flux andis ableto bringinto fold complexpowerdynamicseemanatingut

of avarietyof factors.In Chap 3, | talkedaboutthethreemaintypesof uncertainties

TaketandWhite (2000 thatwe needto considemhilst seekingsolutionsfor sucha

problemsituation:

¢ Uncertainties about the workimmvironment.
¢ Uncertainties about guidinglues.
¢ Uncertainties about relatei®cisions.

DesigningandimplementinganePHsystenin acomplexcoercivesettingwill need
cognisancef all the threekindsof uncertaintiesas!| havediscussedn this chapter.

In thislight, we focuson proposingavisionaryarchitecturaframework ratherthan

being tied bywhat is possible within the current ICT systems such as the ones
proposed as afate.

12.5 Requirements for ePH inindia

An effectiveePH architectural framework is one that would enable holistic-infor
mationavailability of adefinedrangeof healthrelated topicsaidedby userfriendly
interfacesanddeliveredoy effectivelCT. An ePHapproactwill needo dealwith the
scaleof healthrelatedinformationthatneedso be sharecandthevariousmediums
bywhichthisisprovided Accordingto GaraiandShadracl{2006), thecommonways
by which ICT supported Public Health initiativeavebeen implemented or cen
ceptualisedn Indiaincludediseasespecificwebsitespnlinetrainingto paramedics
and nurses-learning packages like interactive wbhsed portals and GROMS,
knowledgegatewaydor personalised¢ounsellingservicesyirtual knowledgecom
munities for sharing of information and experiencespesultations and online
repository of latest meditgournals and periodicals.Havecited more integrated
initiativesfrom therecentpastearlierin this chaptethatseekgo streamlinefforts

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

346 12 Electronic Public Health aredGovernance

between different departments, facilitate tway communication between service
provider and the public, drintroduce mobiléased solutions.

However, it is crucial to note that where the level of complexity and diversity is
exceedingly high, as in the case of India, there will be a requirement that the ePH
architectural framework has the followiagalities:

¢ Inclusive: The ePH needs to be inclusive so that it caters to the requirements of
the underprivileged sections of theciety.For instance, a significant population
of India remains notliterate yet they must stihaveaccess to Public Hth
information.A traditionallCT approaclis notsuitablefor this population Rather,
there may be a requirement to develop a-tes¢ User Interface (Ul) for this
population(Medhietal. 2005 MedhiandKuriyan2007). Evenwithin non-literate
users, there is a cultural difference between different religious communities in
understanding information. It was found that while fliterates among Hindus
expect time to flow from left to ght, the noHiterate Muslims expect this in the
otherdirection,althoughtheydonothaveanyknowledgeof Arabicscript(Donner
et al.2008. In other words, the ePH needs to be outlined in such a way that it is
ableto takeinto consideratiovariousrequirementandsensitivitiesn thedesign
and implementation phases, so that the system is inclusiadure.

¢ Dialectic: In a climate that is diverse, it is very commorhavediametrically
opposingriewpointsandapparenthopposingdeologiesabouthowtheePHneeds
tobedevelopedwWemaytaketheexampleof sexeducatiorin schoolsn India.Ear
lier in 2008,the healthministry proposedo introducecompulsorysexeducation
for schoolchildren to increase awareness of sexual health and reduce incidences
of sexually transmitted infectionlowever this attracted tremendous resistance
from a section of parents, whelieved that sex education would infringe upon
themorality of their children.Thedebatdodayis strugglingto achieveabalance
betweerrationalityandmoralityin thecountry. TheePHisrequiredto bedesigned
considering such diametrically opposiggas and approaches rather than trying
to discounthesame Publicparticipationshouldbedialecticandbeableto arrive
ataconsensusf notagreemenin orderto havetheePHthatis ableto addresshe
differing needs and belief systems of suiety.Dialectic debate is the process
in whichopposingdeasareputforwardin front of eachotherby their proponents
and dialogued tarriveat an agreement. The value and contribution of dialectics
in theevolutionof humanthoughthavebeenextensivelydocumenteéh socialand
management theory (StumMp89 McTaggart1964 Eemerer2003.

6 Adaptive: Techrologyis changingrapidly andsoarerequirement®f andexpee
tations fromtechnologyWhat is therefore required is an ePH that has the ability
to beadaptiveto changeandinnovation.Thiscanonly beachievedy avoidingan
ePH architecture that igid and straightjacketed. Architecting ePH needs to be
ableto makeprovisionsof asystenthatis ableto appreciatendaddresshevari-
etyin theenvironmentThis shouldbedesignedn theline of acomplexadaptive
system that can change and shape itself according to the demands¥ithe
ronment, so that control and order become emergent, rather than predetermined
(Dooley1995.
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& Evolving: Adaptivenessgsthepreludeo evolution.An ePHshouldbeableto adapt
to differing requirementén a continualmannerputattheendof aparticulartime
span, the resultant character of the ePH should ideally be qualitatively different
from andsuperiorto whatit waswhenit started Thisis importantbecausg@ublic
health requirements can themselves chavgea period of time. For instance, in
India, plaguewasanissueof severepublic concernin the 1990s.However,the
concern gradually moved to HIV/AIDS a decddtr. Currentlythere are other
forms of ilinesses such aBvian Flu and SevereAcute Respiratory Syndrome
(SARS) that are capturing the attention of the public and the policymakers. The
way the ePH willhaveto address these differing health requirements needs to
evolveasthequality, quantity,sensitivityandmodesof deliveryof theinformation
(pertaining to the different demands) will aldwange.

& Robust It isimportantthatwhilsttheePHneedgo beinclusive dialectic,adaptive
and evolving, it also needs to be highly robust with the ability to withstand the
test of changing times and demands. The challenges that thiggweitise to are
the ability to be robust yet flexible, to be system defined yet adaptive and to be
specificationcentricyet evolving. However robustnesi this caseis understood
notfrom negatingts counterpointsbeit inclusivenessdialectic,adaptiveneser
evolutionary but by being able tderiveits strengths from thesegations.

& People SensitiveAny ePH must be people sensitive; this means that it must be
able to absorb the dynamits/olvedin peoplé machine interactions within the
existingsociopoliticaframework With newtechnologicaprovisionsanePH may
seemlike a liberator.However,the environmentwithin which this architecture
needgo be managednay haveacculturatecdaindingrainedlogics of working that
may beaverseo theuseof ICT aswell. Conventionaplannersandpractitioners
maybehighly conservativeboutthewaytheyhavebeendoingaparticularjob for
quite some time, and they may not want to bring about changes in their working
patterns. Hence, the framework should also be able to absorb such resistances.
Change management can appear to be a challenge, and innovation acceptance, a
threat to estaidhed practices. The analysis and understanding of the human
elementreof utmostmportancen consideringhesuccessfuhtroductionof new
ICT systemsUnfortunately plannerdendto paymoreattentionto thetechnology
element rather than the peoplement.

Fromtheabovediscussionye arriveat theunderstandinghatanePHfor adiverse
populationwith challengesroundanguageliteracy,povertyanddeprivationneeds
anapproachhatis ableto encompasthesdactorsandlook attheproces®f working
towardshisframeworkin aholisticandsystemianannerThisholisticandsystemic
approach will not only be required in the conceptual stage of working towards the
ePH architectural framework but also in its planning and implementdimether

with this, arangeof differentapproachewill berequiredto takeinto considerabn
thepluralismof elementghatexistin interplaywithin the systemandhowtheycan

be integrated to make further application sense for the targetation.
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12.6 ePH Systems Dimension an@ategorisation

With the above background and in order to presemrehitectural framework for
the ePH system, we proposed our thoughts on an architectural framework for ePH.
In order to do that, the following important primary dimensions were identified:

& Populationfactor: WhiletheePHsystenis meanfor all citizens therearecertain
aspectabouthelndianpopulationthatmustbetakeninto considerationConsider
thatthetop 5% (FarrellandBeinhocker2007) of thepopulation(themiddleclass)
is highly educated and has either access to computers easin@r computer
with aninternetconnectionThis groupalreadyhasthe knowledgeandresources
to knowwhatto look for in termsof understandingboutaparticularpublichealth
need. In fact, this group is well versed in the English language and can use any
popular search engine such as Googl¥aooto search for information about
any public healthissue.Thus,in the systemsonsiderationywe assumedhatthis
populatbn group is not the primary target for the ePH in India. In other words,
the target population group for this ePH system is the lower middle to lower strata
of the society.In the contextof India, this group can be further divided into
differentcategories by considering the following factors: language, demography
andliteracy.

& Mode of access to informationThere are various modes of providing informa
tion about public health to citizens: television, print medium (e.g. newspapers),
billboards, the Internet and mobile phones. India uses billboards to make its cit
izens aware of a particular public health concern {¢l'g-AIDS). Furthermore,
television and the print medium (newspapédrayealso been commonly used
overtheyearsfor thesamepurpose Two of thesemediumg(print andbillboards)
assume that the target group is literate. Three of these mediums (television, print
and billboards) do not fall under our consideration. In other words, we focussed
primarily on the following two modef®r access to ePH: the internet and mobile
phones.

Internetacces$rom desktopcomputerss nowavailablein manyplacesincluding

in rural areas where this access is available at community centres through the
effort of theNationallnformaticsCentre Besidesuchlnternetaccessthemobile

phone is an important component of the ePH system for India. There are four
primaryreasongor this: (1) thenewemobilephonesiaveanumberof capabilities
suchasamultimediadisplay;(2) dueto infrastructurdimitations of wired phone
connectivity,the mobile phonebavemade inroads to the remotest parts of the
countryevenin placesvheretheavailability of electricityis limited. In manyrural

areas in India, the wireless bagtations for mobile phone services are routinely
powered by diesgbowered generators; (3) from a communication technology
pointof view, theinfrastructurabkideof providingmobilephoneservicess moving
towards the Internet protocol (IP) technology,bie in common with the wired
Internet; (4) web access is already available on many mobile phones, albeit for a
fee.
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& Public health priorities and types of information: While the basic architec
tural framework should not depend on a particular public hesibhity, for the
purpose of illustration, we must prioritise public health informatioterms of
disseminatiomf informationin two directions Onewouldbefor routinelyknown
needs such as AIDS, malaria and so on, and the other for newly emerging issues
on a short or near term basis, for example, the impaéviah Flu, Swine Flu,
SevereAcute Respiratory Syndrome (SARS), Chikungunya, Dengue, Coronary
Heart Disease ardiabetes.

& Content type Any information about a particular public health issue may be
availablen four basicmodedor onlineavailability: text, picture, audioandvideo.
A T e meaadsawebpagethatmayincludesomegraphicsasnecessaryi Pi ct ur e 0
means depicting a particular piece of information pictorially for ease of under
standingthistypeis meanto servetheneedof nonliterateor low-literatepeople
who would benefitfrom havingthisfeature.i A u dréfersho theability to listen
to public health information, be it via the Internet or a mobile phéiné.i d e 0 0
refers to a video clip to explain a particular public health issue. In general, audio
andvideoareimportantfor non andlow-literateusersastheycanlistenor watch
to understand phenomenon.

Theabovefour dimensionareinter-relatedfor theePHconsiderationForinstance,
a particular public health priority may be available priiigan one of the content
types,butnotall. Thatis, from anarchitecturapointof view, it is notimplied thatit
is necessaryo haveall informationcontentsavailablein all modesDevelopmenof
thesewill depencdbon costaswell asneedsSecondwhenthepopulationfactorwas
considereandthemodeof accessyecouldseehatit isnecessarto catettodifferent
needsForexamplefor anonliterateusertheassumptiorthattheinformationthat
isavailablethroughaclassicatext-basedJserinterface(Ul) onacomputetis viable
is neitherpracticalnorsufficient.Ratherfor anontliterateuser thereis astrongneed
for atextfree Ul. Such texifree Uls can be pictorial in nature so that the user can
click on a button to understand what type of information it refers to; not only that,
the button, when the mouse is moweer,plays a small audio to explain what the
buttonis about.In the caseof amobile phone,anaudioservicemaybeprovidedso
thattheusercandirectlytalk to, whichin turn,theserviceunderstandandinterprets
theinformation.Notethatunknownto theuser thefeaturemaygenerate call to an
automatedsystem or an actual person, who can then offer feedback to the user on
therequiredinformationeitherasanaudioor avideoclip or atextmessage.

L e tfodusontheuserghemselvesin India, therearemanydifferentlanguages
anddemographigroups further stratifiedby economidactors.For instancepusers
in a particular language may be more 4itgrate than users in another language.
Secondgvenamong literate users, a significant portion of the population does not
know or uerstand EnglisiCurrently,India has deployed computers in many vil
lagearea® with its Englishbasednterface butonly asmallfractionof theliterate
populatiorcantakeadvantagef simplefeaturesuchaswebbrowsingandsearching;
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thus,suchcomputersarerarelyused While Hindi is anationallanguageonly small
fractionsof literateusersunderstandHindi to thefullest,i.e. theproblemis notsim-
plified if theuserinterfaceis in Hindi. Whatthismeanss thatprovidingatextbased
Ul in justasinglelanguagaeloesotsatisfytheneedof theoverallpopulationln fact,
it is critical to developtext-basedJls in differentlanguageswith theadventof Uni-
code[Unicode],characteri severalndianscriptsarealreadyavailableln fact,this
setencompasseamanylndianlanguageskor example the Devnagariscriptis used
in manylndic languagen thenorthernpartof India; Bengaliscriptin Unicodecan
beusedin BishnupriyaManipuriandMeitei languagesincethe scriptis the same;
furthermore, Bengali script, as defined in Unicode, includes a few extra characters
that are needed for the Assamese langdlabes means the Assamese language is
also covered by Unicode. Thus, itnsw a matter of developing languabased
textbase Uls. The architectural framework proposed here recognises the need for
text-basedJlsin differentlanguage#n orderto reachalargerpopulationgroup.

In summaryby considering different dimensions, we envisioned the following
broadcategorie$rom asystemsapproactperspectivéhatmustbeconsideredn the
architecturaframework:

& ePH content: either routine contents such as AIDS or Malaria, erautime
contentsuchaswhenneededn thecaseof anepidemide.g.avianflu, swineflu).

¢ Information type: text, picture, audio anidleo.

¢ Language factor: a variety @nguages.

¢ Literacy factor: noriterate and lowliterateusers.

6 Us e acdess mode: textased or textree Ul, or mobilgphone.

Thenextquestionis howto considethesecategoriesn thearchitecturaframework

of theePHsystemAlthoughtheinformationavailabilitymodeis viaboththelnternet

and mobile phones, we must address the literacy factor to recognise thad the 6 s
access mode must caterthoee different modes: texiased Uls, textree Uls and
mobilephonesTextbasedJls andtext-freeUls arebothrequiredfor Internetbased
accesdo caterto literate,low-literateandnonliterateuserswvho needaccesgo the

ePH systemMoreover thetextbased Ul must be available in different languages.
Regardingnobilephonesit canbe consideredsasinglemodeor simply,asathird
useinterfaceThisisbecaus&raditionally, atelephoneervicedoesotrequireauser

to beliterate(becauséanguageor written textsarenorrissues)However,atamuch
deepetimplementatiorevel, it would needto havedifferentfeaturedor interactive
sessions for the users of different literacy groups. Consider when a mobile phone is
turned off; it is not uncommon for the caller in India to hear a message in three
languages about the mobile phone being turned off: the local language aHéhdi
English.Finally, thedemographicactordoesnot needto behighlightedseparately;
thiscanbeaddressethroughacombinatiorof thelanguagendtheliteracyfactors.
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12.7 Architectural Framework

Taking a holistic approach along with the critical dimensions for India outlined
above we proposeda conceptuabrchitecturaframeworkfor theePHsystem This
framework is based on the premise of strong functional components and taking
citizens along thavay.

12.7.1 Functional Components

Our architectural framework for the ePH system has four primary functional com
ponents:

¢ User InterfacgUl),

& Informationbase,

6 Request interpretemd

& Contenttranslator/broker.

A pictorialview of theirfunctionalrelationshigor theproposedrchitecturaframe
work is shown in Fig12.2

Request Interpreter

Information

Query/Literacy Handler Base

Request Recognition

User Interfaces Device Handler
Intemet, Mobile Phone

Contents
in Different
Languages
and

edia Formats
(Text, Image,
Audio,
Video)

Content
Translator/Broker

Device
Information

Text Translator
Hindi, Marathi, Tamil. Assamese

Audio Translator
Hindi, Marathi, Tamil, Assamese

Media Translator/Broker
Text-to-Audio, Text-to-Image

Jser
Feedback

Fig. 12.2ePH architectural framework
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Each of the components is elaborated below:

& User Interface: The User Interface (Ul) is the entppint for a user to the ePH
systemFromanactualphysicaldevicepoint of view, this breaksdownfurtherto
a computer for Internet access or a mobile phone. In the case of a computer, we
may havebothtext-basedJls (albeitfor multiple languagesandtextfreeUls as
discussecarlier.

¢ Information Base: The Information base is the storage of public health infor
mationthatwould beof interestto users.Theywould be availablein avariety of
mediatext,picturesaudioandvideo.Furthermoreinformationmaybecontained
atdifferentlevelsof contentdepth,andin differentlanguageslt shouldbe noted
thatthelnformationbasds notmeanto beasingleentity. While from afunctional
pointof view, we referto the InformationBaseasone,it canbebrokendowninto
multiple different entities based on media types such as text, picture, audio and
video, and/or based danguages.
A systenmdevelopmenof thescaleof ePHin Indiamusthaveafeaturebuilt in for
userfeedbacKor its differentinteresgroupsOnoneend,istheendusemwhoeither
may notgettheinformationtheywantor the contents notof anadequateature.
ThereforetheenduserUl mustalsohavetheability to provideuserfeedbackFor
examplefor nonliterateusersthiscanbedoneby askingthemto replyto aseries
of questions after certain information is provided touker.Their responses to
the questions, although to the user they appear to be going sartteesystem,
would in fact go to a functional component that handles user feedback. So that a
user is not Apenalisedodo for not giving
havetheability torandomisdgherequestvheretheresponsearestoredn asecure
way sothatthefeedbaclevaluatodoesnotknowtheactualuserwho providedthe
feedbaclandtheinformationtheusemrovidedis availableonly throughtheu s e r 6 s
anonymity.Such feedback should then go back to the system designer (another
reason for our proposal to consider a spiral model) so that enhancements to the
ePH can be done. Since the specifics of the-fesgthack handling is more of a
software system implementatidevel issue, this is only shown as a component
within the Informaion Basein thearchitecturaframeworkasthe collectionpoint
of the feedback informatioi€Certainly,additional interfacing by external entities
to this component is needed for furtpeocessing.
Besides the end user who provides feedback, the oggsa##m must also allow
other constituents to provide feedback on a variety of things. For example, Non
GovernmenOrganisationgNGOs)aregoingto beanimportantusergroupof the
ePHsystemandtheir needsandrequirementsnaybe quite differentfrom that of
anaverageenduser.In otherwords,p e o pparéc@pationthroughuserfeedback
is an important component éagovernance.
Such useffeedback capabilities go to the heart ejavernance. For example,
electronidfeedbaclcanbeprocessecndsummarisedo understansciewneedsor
changedo the currentlydevelopedsystem Thesecanthenbetakeninto account
quickly to makeenhancements.

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

12.7 ArchitecturalFramework 353

Unlike traditional governance, content for the information base can also be con
tributed by the citizens of the countryrdlugh another User Interface. This will
help speed up information availability to the citizens, especially when it may be
extremely timeconsuming to provideverypiece of information ireverylan
guage and media type. In addition, it is certainly pdsgiat such contents are
not reliable information. On the other hartmhweverwhat wehaveseen with
servicessuchasWikipediaonthe Internetis thatsuchcontentoften convergeso
highly reliable information. Such a system may be supplemented with a scoring
system, where knowledgeable citizens can gigescores on the validity of the
content. Thus,usggr ovi ded i nformation may be cl
apointin time, whenthroughthe scoringsystemjt becomesecognisedhatthis
information hasvalidity. Thus, in the ggovernance context, we see content can
be broadly separated into three groups: user provided but lacking an adequate
scoreusermrovidedthathasanacceptablecoreandapprovednformation(either
generatedby public healthofficials or movedinto this groupthroughthescoring
system).

Theapplicationof theePHmodellecheremayoffer thepublicauthoritiesaframe

work for effective integration of ICT enablement in Public Health. This may in
turn facilitate the access of its services for the diverse population obtiméry.

The ePH architectural framewoekolvedhere can be used as an integral part of
the overall egovernance agenda of the government of India. Integration of this
kind of a framework would enabéficiency,effectivenessglarity, transparency
andaccountabilityof PublicHealthserviceswithin the e-governancéramework.

6 Requestinterpreter : The Request Interpreter can serve a number of different
roles. For instance, a user may request information about HIV/AIDS to be pro
vided in hernativelanguage. In this case, the Request Interpreter contacts the
Information Base for a copto be provided in that language. Another type of
requestmaybethatauserindicategthroughtheUserinterface)oeingnonliterate
but provideshis preferencef nativelanguageThe Requestnterpreterthencon
tactsthelnformationBaseto providetheinformationto theusereitherin apictorial
form, or an audio or a video clip in thies enativetanguage.

¢ ContentTranslator/Broker : TheContenfTranslator/Broketin its simplesform,
works as a simple forwarding function when thé&rmation Base already has
the content that the user requested in the desired mode. Its role, in the more
complex form, is multfaceted. For example, if the request of a user cannot be
served by the Information Base in the preferred type requesteckimgehan
alternate form may be presented. Consider a user requesting information about
malaria in the Bishnupriy®anipuri language in audio form. Suppose that the
InformationBasecurrentlydoesnot haveanyinformationaboultit in thisformat,
buthasadescriptionaboutmalariain textualformatin the BishnupriyaManipuri
languageln thiscasethelnformationBasesendgheresponséirst to theContent
Translator/Brokethatin turndoesatextto-audiotranslatiorin realtimeandplays
it outto theuser.Foranotherequestthe ContentTranslatomight servetherole
of providingtheresponsén analternateformat. For examplethe userrequestsa
video format;howeverthere is no content available in a video format, bbag
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it available in an audio format. Inithcase, the Content Translator/Broker plays
the role of a broker to provide the content in a different format. Over time, with
the advent itechnologya Content Translator/Broker would be able to translate
from onelanguageo anothedanguagen realtime, bothfor textualcontentsand

also for audialips.

Themostimportantaspecbf theproposedrchitecturaframeworkis thatit presents
afuturisticvisionthattakesnto consideratiomherequirementf anidealePHsystem
for acountryof thesizeof Indiawith its diversityfrom manydifferentdirectionsOn

theonehand,it is importantto consideithediversefactors,while ontheotherhand,
thesimplicity of thearchitecturaframeworkis thatit focuseson theimportantgoal

of servingthe diverseenduserswithout unduly complicatingthe framework.From

afunctionalpoint of view, thesefour majorcomponentsvould satisfytheneed.

12.7.2 Taking Citizens Along théNay

Thearchitecturaframeworkpresentetherecommunicateavisionfor ePHin India.
Butthisvisioncanonly berealisedf citizensaretakenalongtheway.e-Governance

needs to be facilitated in a collaborative setting where a shift needs to happen from
passive participation tactiveengagemenof citizens in the process. The aspect of
userfeedbacks discussedhn the conceptuaframeworkin Fig. 12.2 activeengage

ment is much beyond feedback; it is about making citizens equal partners in the
concept, design, execution and improvement of the system. Citizens need to be
gvena voice so that uncertaintiesvabout
uesd &anel at e(fakethrddNhite2000nase @ddressed adequately and
systemically Pluralismwill needto betheguidingmindsetin asituationsuchasthe

one presented here where complexities are high, and so age. #iakdiscussed in
Chap.3, pluralismwill needto bein the natureof theclient(herethe government),
methodologiesthelanguagealeployedandin thenatureof thefacilitator (Taketand

White 2000.

The government and health agencies are constantly under pressure to perform
accordingo changingorioritiesandevolvetheirservicesandofferingsasperchang
ing technological developments. Points of view neecetobdiated and decisions
need to be facilitated in a balanced and rationahner.Consensus needs to be
reflected by accommodation and inclusion of differetarests.

Pluralism needs to be reflected in the way different systems methodologies are
mixed and modified to suit a particular context. A range of methodologies can be
drawntogethetto leverageheir strengthsThefollowing ideascanbeexploredfor a
pluralisticmethodologicahpproactiorc i t i engagesdi{tdaptedromMidgley
2009:

¢ Individual interviews with stakeholders with expertise.
& SurveysandFocusGroupDiscussionsvith neighbourhoods;itizensgroupsand
caregivers.
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& Photographs and cards with evocative pictures to stimulate ideas.

& Rich pictures (discussed in detail in Ché)pfor creative deliberations.

& A synergyof systemiglanningmethodsmplementedn separatstakeholdeand
multiagencyworkshopssuchmethodsanincludelnteractivePlanningdiscussed
in Chap.7) and Critical System Heuristics (discussed in Chap.

sValues mapping (a method we developed
logical connections between them).

¢ Small groupmultiagency actioplanning.

¢ Productionof reports magazinesndposterdor multi-audiencedissemination.

¢ Formative evaluation (feedback questionnaires filled ipdsficipants).

Taketand White 2000 say t hat imet hods change
no better situation than this for the application of inclusive and empowering
approaches/methodologies that nfewethe power to craft aew Public Health

fabric for India.

The role of the facilitator (which may again be an agency appointed by the gov
ernment to bring about this change) does not need to play the role of expert or
advisor (Foucaull972; they simply need to pwide the instrument of analysis to
the problem owners. Creative tension can be generated between and within stake
holder cohorts to visualise what is feasible and what isgn@nsocial, economic
andtechnologicatealities.Thefacilitator will needto berespectfuto participants,
becritically aware not be afraid of self-disclosureandyet haveself-confidencepe
guestioning, be observant, be direct and be confronting rather than confrontational
(Gregory1999.

Flexibility, forthrightness, focus and fairness (Taket and Wa@@0 would be
the hallmarks of the system designers for this proposed architectural framework.

12.8 Implementation Challenges

Having discussed the ePH architectural framework, it is important for us to discuss
certain implementation challenges that can arise for the same.

Consider first the Request Interpreter. This is not to be misconstrued as a basic
webserveror awebclient. In fact, asof now,thereis noknownRequestnterpreter
that can satisfy the need of this architecture. The current search engines such as
Google orYahooare textbased search engines; second, they cannot meet the user
preferenceomingfrom heterogeneoutevicesthird, theycannoserveasaresdver.
ForinstanceaRequestnterpretemmustalsoservetherole of aresolverto different
forms and/or locations of information in the Information Base. The concept of a
resolver has been around on the Internet since its nascent days. An example of a
resolver is when a user requests to go to a web site (suaipasvww.google.
com) thatfirst identifiesits domain(www.google.conr thedomainis first resolved
to a valid Internet Protocol (IP) address to which the request is routed. A more
sophisticatedesolveris the Handle system[Handle]. In this case,the proposed

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com
http://www.google.com/
http://www.google.com/
http://www.google.com/
http://www.google.com/

356 12 Electronic Public Health aredGovernance

resolver is envisioned to work at an applicatievel with a much broader scope as

its role is to resolveequests based on multilingual texts as well as audio requests
with multiplemodef operationsConsidefavoice-commandbasedsearctrequest
through the phone system that is used in many parts of the world. For example, in
suchasystemif ausercallsaphonenumberfor flight information,avoice-prompt
basednteractivesystenidentifieswhattheuserisinterestedn knowing(thespecific

flight number arrival or departureandsoon). This modeof operatioris extremely
important to providevith the textfree User Interface for neliterate users so that
theycanusethemicrophon@nacomputeoramobilephoneo spealkandrequesany
particularinformation.Thus,suchrequestsvill bedirectedto theRequestinterpreter

that mayinvolve a resolver to identify where to direct the request. Note that audio
overthelnternetis now possiblesinceVoice overinternet(VolP) technologyis now

a standardised mechanism allowing users to make voice communicateise
Internet.

In essence, the Request Interpreter is an abstraction for certain types of actions.
For a specific medium, different search mechanisms or a request resolver may be
developed or customised for different types of users. Rather than being kexomp
monolithicsystemtheRequestnterpretefunctionmaybeimplementedisingmul-
tiple differentunitsfor differentpurposedy providingfunctionsfor differenttypes
of searches and capabilities for the resolver function through diffecemputing
units. It is importantto recognisghatunlike awebbrowserthe Requestnterpreter
doesnotresideattheu s eendRathertheu s eendstartswith the Userlnterface
(UI). The Ul is provided with certain intelligence that is more thavehbrowser,
with the capability to direct the request to the right Redn&spreter.

Considemextthe ContentTranslator/BrokerThisis anotherfunctionthatis not
currently available as we are envisioning it and it also does not needstrvael
throughamonolithicsystemInsteaddifferentrequestganberoutedthroughadif-
ferent Translator/Broker in order to meet the needs of the ePH system in terms of
translationfrom onemediumto anotheror beingableto offer alternatesolutions In
fact, goingfrom thearchitecturaliew to anactualcomputingsystemdesignwould
lead to this function splitting into multiple sdbnctions to minimise software sys
temimplementatiorandcomputingsystenmanagemercomplexity.Forinstancea
particularcomputingsystemmayhandleall therequestselatedto thetextto-audio
translator Thus,whenthebrokeringfunctiondetermineghatthis translationneeds
to beinvoked,then the request is forwarded to the appropriate transidtironly
that,suchtranslatorsystemsnaybeorganisedseparatelyor differentlanguagesit
mustbenotedthatwe arenotadvocatinghateverysuchtranslatobedevelopedrom
scratch; rather, there are existing-thfé-shelftext-to-audio translators for some of
thelanguageshatcanbeusedin thistranslatiorfunction.Anothertranslatiorfunc-
tion is whenaspecifictextneeddo betranslatedrom onelanguageo anotherSuch
translationsnaypotentiallychangghesemantieneaning Sincewe aredealingwith
Public Health, it is important to ensure that such translations dgiveinforma
tion that can lead to misunderstandings. Therefore, consistency in vocabulary that
is aligned with the Unified Medical Langua§gstems [UMLS] is important since
UMLS providedacilitiesfor naturalanguagerocessingAlong with this,adomain

rajneeshchowdhury@gmail.com


mailto:rajneeshchowdhury@gmail.com

12.8 ImplementatiorChallenges 357

model that capturesey concepts would be important to consider (OldfizD2).
There has been some work on controlled vocabulary in Public Healh (Niedzwiedzka
et al.2008.

ThelnformationBasds anothefunctionthatservesstheabstractiorfor different
content bases. In practical implementations, this function may be divided based on
languages and different media types. Ithisweve, worthwhile to develop a good
naming scheme for different content identifiers, along with associated attributes so
that it is helpful both for the Request Interpreter in identifying correct documents
(be it text, audio, or video) and for the Translatoolr to further resolve it. The
Documen®©Obijectldentifier (DOI) is awell-developeadtoncepthathasalreadybeen
usedn practice[DOI]. TheDOI systenis currentlyusedfor identifyingdocuments,
including persistentdentification.Eitherthe DOl maybeextendedor the purpose
of theePHsystemor asimilaridentifier systemwould needto be developed.

Consider next the User Interface, in particular, considesftegtUser Interface
for low-literate and nodliterate users. There has recently beeme development
in this regard (Medhi et aR005 Medhi et al.2006 Medhi and Kuriyan2007,
Sherwani et al2007 Medhi andToyama2007ab). Such texffree Ul plays a very
critical rolein theePHsystemgspeciallysinceasizeableaudiencaequiringPublic
Healthin Indiais from thisdemographigroup. In generalmostnortliterateusers,
giventhat they are from the lowest income group, would not be able to afford a
computer.On the other hand, due to efforts by governmental organisations such as
the National Information Centres (NICs) and N@overnmental Organisations
(NGOs) thenortliterateusergroupis expectedo haveacces$o computerstcertain
| ocations (fAicommunity centr edadly,ltiswher e
important that such computers be customised to cater tarigaage (sometimes
multilingual) needof thelocalcommunityaswell aswith thecapabilityfor text-free
Uls with audio capabilities. In some instances, such devices may be customised so
that some user preference/settings may be set up beforehanid; regtrd, some
functional components from the Request Interpreter may beadied to the user
end.

It is crucialtonoteatthispointthatthesystenis proposedvith securityrobustness
and foolproof access to ensure authenticity of information. feki®r is important
notonly to enablehigh-qualityreliableinformationbutalsoto ensurahatthesystem
doesnotfall into thehandsf miscreantlement®f thesocietypromotingtheirown
agenda. This thought is importagiventhe fact that our approach is influenced by
postmodernism that propagates the existence of multiple interpretations; it should
notpaveaway for multipleinterpretation®f healthrelatedandmedicalfacts.Post
modernism influences the approach and model, not the content. For this to happen,
amulti-level governancenechanisrmeeddo beintroducednto the systemsothat
informationgoesthroughseveralevelsof rigorousreviewsbeforeit is deemegub-
lishable.

Wecanseefrom theabovediscussionthattherearemanycomponentshatwould
needo bebuilt tofit into theproposedrchitecturaframework.Certainly,notall can
be accomplished in a short period of time. A systemic approaweded to reach
theendgoal.Earlierin thischapter] discussedhatourapproactio theePHsystem
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with Critical Systems Thinking (CST) put our framework under the postmodern
systemshinkingwithin thescopeof theSystenOf System&ethodologie§SOSM).

In addition, the proposed architectural framework is also partly influenced by the
network-based distributed computing paradigm. (Distributed computing refers to a
systemwith morethanoneprocessoand/orstoragehatis distributedovermultiple
computerdor acertaintask:Attiya andWelch2004). Ratherthantakinga software
process approach to distributed computing, a systems approach is taken here to
identify differentfunctionalcomponents adistributedashion It canbesaidthatour
approachhenisahybridof anN-tierarchitecturéManuelandAlGhamdhi2003 and

a peefto-peer architecture (Ora@001) when we consider both the functional and
subfunctionalcomponentsf ourproposedramework.(An N-tier, typically athree

tier architecture, in a distributed software system is a tkenter architectutbat
includesamiddle-tier thatprocesseac | i eequesiosforwardto theappropriate
server for example, a databaserver.In a peeito-peer architecture, an entity can
servebothasaclientandasaserveratthesameime,i.e.it isaserverto otherswhile

it can take turns to be a client to request fathers).

It is important to point out that neither t8SM nor the distributed computing
addresses the actual development of the overall computing system to reach the end
goal.Giventhat many components are not going to be ready in short time intervals
(both from a logistics and from cost point of view), daual system development
shouldbeaspiratlike approachThespiralmodelis awell-knownmodelfor software
development and enhancement (Boel®88. In this case, the spiral model also
encompasses design decisions anddancement. Here the end goal is not fixed; it
will evolvewith time asnewissuedn PublicHealthneedto beaddressedrhus,the
designphasdrom thearchitecturaframeworkmustbe extensiblewith a spiratlike
fashion, as opposed to a design fauaely closedoopsystem.

Finally,acommenbntheactualcommunicatiortechnologyfor Internetconnee
tivity. Dependingndifferentpartsof thecountry,the networkconnectivitymaynot
bethesamejn fact, certainareagmayhavevery low bandwidthnetworkconnectiv
ity. Thus,in suchcasesboththeUserInterfaceendaswell astheRequestnterpreter
wouldneedo havebandwidthawarentelligencesothattheresponsgrovidedis not
bandwidthconsumingThiswould requirecustomisatioriunctionsasappropriate.

12.9 Reflecting on theePH

TheePHproposedn this chapteiis anattempto addresshePublicHealthinforma

tion requirement$or thediversepopulationof India. It wasrealisedattheoutsethat
giventhe uniqueness of the Indian context and the challenges discussed associated
with this context,theePHwould haveto bedesignedn suchaway thatit is ableto
accommodate the contextual variety aodnplexity,rather than underplaying and
simplifying the sme.Takinga critical systems approach, the postmodernist style
wasadoptedhatled usto considemarangeof desigrvariablesandseehowthesecan
becoherentlyunderstoodvithin aconceptuaframework A rangeof challengeshat
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could emerge for the framework was also consideradtyle that again emerges
from postmodernismandcritical thinkingthatencourageself-critiqueandpaveghe
way for challengingp n eo@rghinking. Thislendstheideathatthereis noabsolute
truth, buttruthis whatwe createashumansout of ourownimpression®f thesitua
tionsaroundus.WeconsidereaurePHframeworkasanimpressionppento debate
and questioning. The attempt has been to propose a framework that is likely to be
ableto accommodatehangingdemandsindsituationsastheyemergean themodel
of a complex adaptive system, taking cues fromitical systems approach. This
has been considered with the proposed integration of feedback loops, spiral design
and a distributed computing paradigm. In so doing, an attempt was made to bring
together various design parameters, includinvglvementof diverse stakeholders
both in the planning and implementation stages. A critical systems perspective has
enabled us to approach the ePH architectural framework in the light of the above
considerations.

The stance we took enabled us to be guided by a seatesfacthat would make
theePHrelevantandempoweringo oneandall. Thesecriteriaare(CordobaPachon
and Orr2010:

¢ Dealing with marginalisation: The information society on one had comes with
allitsbenefitsandpromisesandontheotherhandhasthepowertoi | etae/kei n d o
thecitizenryif plannersarenot sensitiveto its dangersAn informedapproactas
suggested in this ePH has the power to challenge exclusion and marginalisation
and can bring ito the fold diversity pertaining to sociocultural and economic
realities.

¢ Critically informed planning: Thisvisionaryarchitecturaframeworkchallenged
mental models from the perspective of feasibility and curreality. Yes, the
technologyitself hasto catchup to makeseverabf thefeaturesealhere butthis
did not deter us to create a model that is futuristic and not completely dedoab
Hencewe suggestetb startwith aspiraldevelopmenapproactsothatadvanced
features can be added on to the ePH with due technological developments and
learning as we go along the implementation process. Such visionary planning
needscritical thinking, grit anchumility.

¢ Including opposingviewsin debate Giventhesocioculturahuanceghatindia
presents, we suggested critical systems methodologies that can bring together
opposingviewsandhelpplannersandcitizensarriveatagreeableesolutionsWe
need to be aware of both intended and unintended consequences of technology
implementatiorandbringin thepowerof dialecticgo resolvesituationsvhenever
conflicts arise. Linear planning does not work in such situations taneeds
openness to continual debate, creating engagement and embhacigg.

| borrow Table12.1from CordobaPachon and Orr2010 that talks about these
criteria to develomlternative approaches to planning.

Table12.1can also serve as a ready reckoner for government agencies working
in the field of Public Health planning and foigevernance in general. Technology
can either be an enabler fequity and access or it can be a separator and divider,
depending on how technologgnabled systems are conceptualised, designed and
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Table 12.1 Criteriato developalternativeapproaches planning(CordobaPachorandOrr 2010
p.60)

Criteria Description

Dealing with marginalisation | Enablingcontinuous assessment of who is (to) benefited &
marginalised from the process, as well as what is to be
considered relevant as the content of plans

Critically informed planning | Enabling questioning the neutrality of planning tools, sour
of expertise and effects of planning outcomes in groups o
people

Including opposing views Embracing both the intended and unintended potential an
actual impacts of plans and policies

delivered. The ePH architectural framework presented hereast@mpt to align
with the former potential. Realising the reality of the ePH system presented here can
contributesignificantly towardsthe g o v e r n exgevemahaagendafrom the
perspective of Publielealth.

To draw this chapter to a close, | refefias and Chandrashekh&006), who
talk about how governance can contribute towards governance, public services
and management. They highlight the advantagesgaivernance in the following
classifications (Das and ChaaghekhaR006):

Governance

¢ Transparency,
¢ P e o pparéicipationand
¢ Promotion of a democratanciety.

Public services

¢ Efficient, costeffective and responsiygovernance,
¢ Convenient services to citizens dmgsinesses,

¢ Greater citizen access to public informatsord

& Accountability in delivery of services titizens.

Management

& Simplicity, efficiency andaccountability,

& Managing voluminous information and daféectively,
¢ Information serviceand

& Swift and secure communication &).

The ePH presented here can contribute towards adequate governance through the
proposedransparencgndaccountabilityenhanceublicservicedy democratising
healthinformation,andfinally easemanagemertiy bringing in speedandsimplicity

in managing compleformation.
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12.10 Conclusion

This chapter presented a deliberation edectronic Public Health (ePH) and e
governancwith acontextuateferencéolndiaduetothecomplexityanddiversity the
countryprovides. leveragegostmodernissystemso build onthedeliberations. |
first publishedhisarchitecturaframeworkby ProfessoDeepankaMedhiin 2010.
Thischapteipresenteafurtherdeliberatiorof thesamewith perspectivefrom crit-
ical systems thinking anglgovernance.

| first elaboratednwhatwe understandy PublicHealthandthendiscussedhe
challengedn termsof diversitieshatareposedy Indiaasa country.Thechallenges
and nuances of public health in India were discussed in detail highlightingkegme
developments in the space of technoleggblement in the healdetting. | then
elaborated, why as a result of this, systems thinking and approaches can lend a
perspective to work towards an architectural framework for the ePH in India and
consideredhowthis canbewoveninto thee-governancérameworkof thecountry: |
leadadetaileddeliberatioronePHande-governancel. delvedinto thearchitectural
framework in detail elaborating on its features and components, and presented an
argument infavour of public engagement for the system developmEimally, |
touched upon some of the challenges of the ePH that need to be considered during
the implementation aheePH.

AlthoughwetookIndiaasthecasein-focus,thisframeworkcanbereplicatedand
adaptedo othercountrieswith similar situationsor with asimilar stageof economic
developmentywherechallengeposedy illiteracy, ignoranceandlack of accessnay
be of a similanature.

It needdo be consideredhatgiventhefactthatthis frameworkhasbeenevolved
in acontextwherethereis considerableomplexityin theabsencef anysuchprior
framework at the nationdével, it is likely to face certain challenges in its imple
mentation(someof which arealreadyarticulatedn this chapter) Along with this, it
is probablethattherewill becertaincritiquesof thisframeworkitself. Theapproach
presented dodsavean affiliation with the postmodernist point aew, but at the
same time, only two variables of the systems debmrebeen considerédlan
guageandliteracy. This approacneeddo bewidenedwith theinclusionof further
variablesn thesystemslesignLanguagendilliteracy werethetwo majorvariables
identified for this stage of a zetmased design for thePH.
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Chapter 13 m)
Micro -insurance and Community sl
Engagement

13.1 Introduction

In 2018,] publishedapapemwith Dr. Nihar JanglgAdvisor,ClimateRisk Insurance,
GlZ Germany)in the Global Journalof Flexible System#anagementin whichwe
introduceda conceptuaframeworkfor theapplicationof Critical System&Thinking
(CST) in micreinsurance from a community engagement perspective (Chowdhury
andJangle2018. Thisfollowed anoverallliteratureresearchhatrevealedhatthere
washo previousresearcton approachingnicro-insurancdérom a CST perspective;
neitherwasthereanyevidenceof theformalapplicationof CSTin desigrandimple-
mentation of micrensurance schemes. Our framework was inspired by flexibility
in systems design. Application of CST enables tstesn to be consciously agile
andflexible sothatit is adaptiveandsustainabléor thelongrun. Wetookthemicro-
insurance deployment model of the Midnsurance Academy (MIA) in India as a
reference for ouwork.

Thecasean discussiomerescommunitybasednicro-insuranceCommunityled
insurance models facilitate creation of a monetary corpus that can support families
against unforeseen circumstances. The community underpins the success or failure

of such models due to their very nature pérations. CST can lend a strong-per
spective for design and implementation of community engagement frameworks for
micro-insurance due to its focus on challenging boundaries, application of flexible
interventiormethodsindtheinnatedesireto work towardsthebettermenbf people.

In this chapter, | will present a critique of the arguments put forward in the
paper mentioned above. | shall revisit the conceptual model that was earier pro
posed in light of more recent deliberatiortsavehad with tle Founder of MIA,

Dr. David Dror, and his colleagues. My discussions in this chapter will highlght

Partsoftd chapter have appeared previously in ACr
Community Engagement in Micion sur anced authored by Rajneesh
gle (2018) Global Journal of Flexible Systems Managemé&@a(3); pp. 209224. Repringéd with

permission from the publisher.

© Springer Nature Singapore Pte Ltd. 2019 365
R. ChowdhurySystems Thinking for Management Consultants
Flexible Systems Managemertitps://doi.org/10.1007/97881-13-85308_13
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more qualified case for community engagement in micsoirance; | will also dis
cusshow the existing MIA model brings together a seamless combination of both
hard and soft systems to address some of the most pressingsooamic issues
thatexistin rurallndia.My discussionsvill reiteratehenecessitpfaCSTapproach

for successful communitased micransuranceschemes.

13.2 Setting theContext

Theinsurancenarketin Indiahaswitnessedapidgrowthoverthelastdecadduelled
byincreasingwarenesandcustomesensitisationproductinnovationandposition

ing, andmultiple channelof marketpenetratiorby insurers Accordingto thelndia
Brand Equity Foundatior2018), the insurance market is slated to reach USD 280
Billion in India by 2020. A growing middle class and increased financial literacy
haveprovideda strongimpetusfor peopleto enrolmorein insuranceschemes.

The government can play a significant rolepapularising insurance mainly
through mandate or through subsidisation. A mandate requires a compulsory sub
scription to an insurance scheme, which is true for vehicles in India as an example.
A subsidy is a financialvaiver that lowers the premium amoufor a subscriber
with the difference being paid by the government, as it happens in the case of crop
insurancdor farmersin India. Truethatbothmandatingandsubsidisatiortanbring
alargenumberof peopleinto theinsurancdold; moresotruefor low-incomegroups
when it comes to subsidisatiddowever there are limits to both these models and
communitybasedmicro-insuranceffersanalternativeapproactio extendtheben
efits of insuranceo populationsegmentshatmaynot havethefinancialbackingor
access to otherwise subscribe to insuracbemes.

13.2.1 What IsMicro-insurance?

Forthepurposeof thispaperthetermmicro-insurancewill beunderstoodsdefined
byDrorandJacquief1999:fi mi eferstothelevelof societywheretheinteraction

is located, i.e. smaller than national schemes, and insurance refers to the economic
instrumentA moreaccuratelescriptoioftheproposeadoncepmightperhapbevol-
untarygroupself-helpscremedor socialhealthinsuranceFor easeof referenceve
suggest calling it mickd n s u r a n ¢ €8h By(clpamcterising micrmsurance
asvoluntary,groupbased and selielp insurance, Dror and Jacqui&f99 focus
on the process rather than on the sagonomic profile of the clientele or product
characteristics. There are several models of miftsarance that can exist from a
servicedeliveryperspectiveTheschemehathasbeenconsideredn thischaptefol-
lows a mutual/cooperativenodel.In suchcasesthe policyholdersownthescheme,
pooltherisksamongthemselvestheyareinvolvedin productdesignandawareness
creationandareresponsibléor claimsmanagementhepolicyholdersarefromthe
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local community sharing common value systems and characteristics, e.g. members
of a Self-Help Group(SHG)federatioror acooperativeln suchschemesnember

shipis voluntary,andthe businessnodelis inclusiveandnotfor profit. Thescheme
considered in this chapter aligns to the definition of minsurance as defined by

Dror and Jacquierl@99. Giventhe very definition of micransurance considered
here,communityengagemertiecomes crucialfactorfor thesuccessf thescheme

as it is essentially owned and managed by the comritsst

13.2.2 Setting the Imprtance of Communitfengagement

Communitybasednicro-insurancenodelsoperaten localsettingavhereocalsolu

tions aredriven by local a&tors. In such situations, there is a need for operations
research/management science applications that are of a local nature and that reflect
the realities of community life (Johns@012. Going by the very model of micro
insurance considered for this chapter, community engagement lies at the heart of
succes$or suchschemesThecommunitywheretheschemas implementecheeds

to beinvolved,consulted and engaged in an intense and robust manner throughout
the processBeing cognizanf the societal religiousandlocal issueds pivotal for

the facilitators in driving the scheme to success. Community members need to be
involvedthrough the design and implementation process. Trust needs to be created
throughasensef co-ownershipandsharedesponsibility Local communitiesneed

to beinvolved in setting up of guidelines that align with their norms and belief
systems. Dror and Firtt2Q14) argue that in lowand middleincome countrieshie
decisionto buy insuranceas notanindividual, but collective.This addsmoreto the

reason of why the community needs tcebgaged.

The relation between community engagement and success of developmental
schemes is not a subject of deb&tewever,it is important to note that the term
engagemertieredoesnotreferto mereseekingopinionsaboutwhatthecommunity
wantsjt ratherrelatego empoweringhecommunityto makeinformeddecisionsand
enablét to actastheagentof changdor theirown bettermentHere,ahigherorder
of participationis referredto, whichis aboutfi e mp o wpeopietogobilisetheir
own capacitiesbesocialactorsratherthanpassivesubjectsmanageheresources,
make decisions, and control t200padxti vit
This perspectivef engaginghecommunityis importantfor this contextbecausén
amutual/cooperativenicro-insuranceanodelit is thecommunitythathasto manage
theschemeperationallyandtheimplementingagencyjustbecomesfacilitator.

13.3 Critical Systems Thinking (CST) andMicro -insurance

A community exists in a complex ecosystem where thegemultiple social, polit
ical andeconomicvariables.To understandheinterplaybetweercommunitiesand
micro-insuranceschemesetter,a critical perspectiveneedsto be undertakerso
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thatpre-setboundariegreproactivelycritiqued,establisheanindsetsareconstantly
guestione@ndpresciptive approachearechallengedn theinteresof greatelgility
andflexibility. HenceaCritical Systemd hinking (CST)perspectiveancontribute
significantly to understanding of community engagement in the select scheme that
is considered. CSdrivesthe fundamental commitments of boundary critique; plu
ralism and emancipation (discussed in detail in CBap.
BringingaCSTmindsethelpgheinterventionistobeflexibleandaccommodative
in the system design. It helps the interventionist to approach the problem situation
anddesigrthesystenmwith moreopennessothatit isagileandadaptiveor changing
requirementsn theinsurancesnvironmentwhereuncertaintyis theonly certainty,
there cannot be rigid structures to understand and intervene in the system. Issues
andstructuresieedo belookedatasacontinuumpringingin optimalmethodsand
interventionswith differentstepswhenrequired Goingby thedefinition of micro-
insurancehoserfor thischapterthecommunityis attheheartof theschemeAlso,
the very same community is one that is at threat to be marginalised amal/aot
equal access to life opportunities, the reason for which Amsurance iselevant.
Workingin a community scenario may present several challenges. Comprehend
ing thesituation itself is often ambiguous. Societal norms are often unstated yet
stubborn. Behaviour patterns can seem unpredictable foutsitderLet alone the
volatility of thethreatghemselvegshatmicro-insurancas trying to addressln such
asituation, being able to stay flexible and agile is of paramount importance.
CSThbringsin aperspectiveéhattranscendbothfunctionalismandinterpretivism
(these perspectives are discussed in CBaghat can accommodaflexibility and
agility in systenmdesign,informedwith thevaluesof justiceandinclusion.
Thereferencecasechoserfor thisdiscussions basedn India. Thecountryitself
offersarangeof culturalsensitivitiesanduniquenesgyiventhatit is boundin strong
traditions and belief systems. These conditions still define the role of individuals
within the community based on their gender, age, religion and caste. This in turn
presentsts own challengesn the partindividualsplay in thedesignand implemen
tation of anyscheme.
Thecontextunderconsideratiompresentprobableconditionsmostnecessarjor
theadoptiorof CSTo thesituationisfi me swatlyniultiplesocietavariablesyhere
no one method can address the requirement of a holistiefaative community
engagemennodel,andatthe coreof the modellies the objectiveof empowerment
andimprovement.

13.4 Understanding Micro-insurance Implementation
Model

| ventured into tfs project by accident when | was discussing specific nuances of
micro-insuranceschemeseingled by my (then)collaboratorPr. Nihar Janglewho

was at that time Director at the Micro Insurance Academy (MIA). Based dlgvof
Delhi (India), MIA is aleadingglobalagencyin themicro-insurancedomain.
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MIA seekgo bringinsurancesolutionsto someof thew o r Imdsivsinerablecom
munities. The organisation provides technical expertise to help design, implement
andscalemicro-insuranceschemedts expertiséncludesresearchimplementation,
advisoryandinsuranceducationMIA hasbeenservingfour risk categorieshealth,

life, cropandlivestock.acrosvariouscountriesn AsiaandAfrica. MIA wasfounded

by Dr. David Dror.

What excited me about my discussions with Jangle wasiow one of MIAs
flagshipprojectsClimateResiliencahroughRisk Transfer(shortform: RES RISK),
couldbring abouta sortof a positivesocialmovemenby increasindinancialliter-
acyandbringingsubstantiallymorepeopleinto theinsurancdold primarily through
community engagement. Prior to the initiation of REISK, only 22.9% ofdrget
households in Bihar and 5% of those in Maharashtra were insured. Thesé#ictatis
radically increased to 47.2% and 32.8Béspectively,after M1 A fntervention.
Financialilliteracy, misconceptions and lack of trust were understood as primary
hindrances for people to enrol themselves into insuracicemes.

Throughmy discussionsvith Dr. Jangle] learntthatinformal networksplayeda
significantrolefor MIA in enteringhecommunityandunderstandingf localnorms
andvalues,whichin turn actedastoolsof paramountmportanceor theteam.The
MIA teamalsorealisedthatthepeoplein thecommunitiehadaninherentcultureof
risk sharing, where there was a lack of proper access tfumeliioning insurance
and credit markets. People weseen to be leveraging informal arrangements such
as gift exchange, rotating savings and cross lending to support one another during
hard times. This was a way for members to mitigatesoneo t fsksr\Wéthsn the
community,people would always go toeifr friends and families as a first port of
call for support in any financidardships.

The particular scheme that has been taken up for reference in this chapter was
basedn HajipurandBidupurblocksin Vaishalidistrictin theEasterrindianstateof
Bihar. Theimplementatiorof the schemewvaspartof alargerprojectthatwasman
datedby the SwissAgencyfor DevelopmenandCooperatiof{SDC),representeth
India by the Climate Change and Development Division (CCD) of the Embassy of
Switzetand,NewDelhi. CalledRESRISK, thisprojectaimedatenhancingommu
nity resilienceto climatechangeandvariability throughthedesignandimplementa
tion of micro-insurancesolutions.Theoverallprojectareasoveredselectedlocks
in Vaishaliand Muzaffarpur districts in the state of Bihar and Beed district in the
stateof Maharashtral-or the purposeof this discussioronly the schemen Vaishali
is consideredwhereMIA partneredvith aNon-GovernmentaDrganisatiorNGO)
calledNidanfor implementatiorof theproject. Theprojectstartedn 2012with the
field implementation.

Vaishaliharboured communities rich in social capital includim@ me 8Selfs
Help Groups (SHG), organised around common interests. The SHGs régadesen
change agents that focused on social and financial challenges in the community and
mobilised resources to address the same by coevolving solutions. The NGO, Nidan,
had been working for many years in several districts in the area. Nidan had an
establisled credibility and was known tieaveserved as a catalyst in the area by
facilitating collectiveactionandsupportingstructuresvhich cateredo the needof
theunderprivileged.
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MIA follows a ninestep implementation model for michasurance (Business
Process$landbookMIA 2015. Thesestepsare:engagehecommunity identify the
risk, appraise the risk, insurance education, selection of benefits package, setup of
operating infrastructure, scheme enrolment, handholdinglzasEout.

Throughmy discussionsvith Dr. Janglewe realisedhattherewereconsiderable
overlaps between the steps. Often there was also confusion between the terminol
ogy of a step and what actually happens as part of theHiegver,undertaking a
critical analysis of the steps and recommending a refined model for MIA &re ou
side the scope of thishapterThis discussion solely focuses on the experiences of
community engagement throughout the implementation mddehnicaldetailing
of theinsuranceschemas outsidethe scopeof discussionandhences notdetailed
outhere.

In the following discussion, each of the steps has been defined and reflections
are drawn from experiences from the REESK scheme irVaishali, specifically
focusing on community engagement approaches, methods and impact. | will also
refertohowspecific methodologieandtoolsdeployedy MIA werehighly systemic
in nature without having an obvious categorisation as systetiods.

13.4.1 Engage theCommunity

Thefoundatiorof theRES RISK schemeavaswell laidin early2012.MIA andNidan
agreedo enterintoaMemorandunof UnderstandingMOU) for theimplementation
of theschemen Vaishalidistrict. MIA employedonefield managetocatedn Bihar
StateandNidanallocateduptotenfield coordinatordo work for theimplementation
of theproject.

MIA andNidanbroughttogethelSHGrepresentativesndcommunityleaderdor
initial informationsharingsessionaboutheobjectivesf theRESRISK project;the
concepbf communitybasedmicro-insuranceandhowit couldhelpthe community
was shared. Interactive knowledge sharing sessions were carried out by the team
with the community by the aid of PowerPoint presentations. MIA also conducted
FocusGroupDiscussiongFGDs)to getinitial impressionsbouttherisksrelatedto
hedth, cropandlivestockfacedby thecommunity,andtheirinterestin theproposed
approach.

Entering the community was the most challenging part as there needed to be trust
and mutual understanding between both the change catalyst (MIA) and the
community.In the caseof the RESRISK schemeNidanwasalreadyworking with
SHGs in the community; thgreatly helped in easing thecess.

Once the SHG and community representatives bought into the idea of micro
insurancethe nextchallengewasto bring therestof the communityon board.This
wasdoneby trainingthefield staffonhowto engagevith thecommunityanddiscuss
topics related to risk and miciosurance. Orientation workshops were carried out
thatincludedgenerainformationabouttheimportanceof insurancen their specific
context,interactivequestionand-answersessiongsindthroughvariousgames.
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13.4.1.1 CST Perspective

The MIA team appreciated the nuancedhia local situation and realised that a
collective spirit enabled better community bimyand support. Local residents in

the village were used to personal subjugation and financial alienation at the hands
of powerfulmoneylenderdn addition,therewasagrowingmistrustin commercial
schemeslueto inability to understanalausef suchschemesndbeinglet down

by large formal organisations at the time of actual claims. Such factors amplified
hardships in individual families rather than helping them cope with hardships, the
sole premise in which they woulthveassociated with a moneylender or formal
organisition at the first place. MIA recognised that the way to gain trust and break
intothecommunitywasby challengingestablishedtatugjuoandeducatingesidents
onthepowerof thefi w ev@rsusti m eéavms.If individual familieshadto approach
moneylendesandformalorganisationthndependentlytheywould beatthemercyof
thepowerfulandwould probablyhaveanextremelylow powerleveragewith respect

to anexternabody.Hence MIA educatedhevillage residentontheadvantagesf
forming groups and that could be better informed, be able to see a wider range of
choices due to collective capabilities and would allow the poor to voice their needs
against poweodds.

Wo me padtisipationwasleveragedsapowerfulmechanisnio engagevith and
mobilise families.Vaishaliwas plagued with gender inequality where the position
of men and women in the community was
fi u n e q urkidideojogylandswomentol g lestsof thematerialresourcessocial
status, power and opportunities for sattualisation than men do who share their
soci al | 0 c1®936ip.04A9). SuchRdeslagiesrput women at a position of
inferiority andoppressionvheretheyaredeprivedirom decisionmakingandaccess
to resources. This is a vicious cycle that reinforces itsaditime.

M| Adpproaclalsoservedtheunintendecconsequencef empoweringvomen
in aconventionallymaledominatedsetup shalldiscusghismoreaswegothrough
the casaarration.

13.4.2 ldentify theRisk

Oncethespecificinterventiorareaandtargetcommunitywereidentified,thesecond
stepwasto capturethe socioeconomicprofile of the community,identify therisks,
understandheir risk-copingstrategiegfinancialandnon-financial)andassestheir
need and demand for mieosurance. Based on this assessment, initial operating
imperativesvereformedfor theestablishmendf themicro-insurancescheme.

For the RESRISK project, tlis step was carried out through a baseline survey
whichcombinedyuantitativeandqualitativetechniquesndcollectionof secondary
dataForthequantitativestudy,asurveyagencywasappointedo carryoutabaseline
survey coveringverfour-thousand households. The survey collected data around
householdtompositioneducationincomeandexpenditurepracticesn agriculture
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and livestockhusbandryhealthseeking behaviour and risloping mechanisms. A
quality assurance process swvimstitutionalised and the field staff was trained to
monitor the data collection arsanity.

As part of the qualitative study, FGDs, QuestamdAnswer (Q&A) sessions
and Key Informant Interviews (KIlIs) were carried out.

Communitymemberiadalot of queriedor thefield staff. Thesequeriesormally
centred around the premium amount, frequency and the extent of coverage of the
schemeTherewasaninitial preferencdor coveragef high-frequencyeventssuch
asmedicineandconsultatiorcosts putit wasexplainedo thecommunitymembers
thattheserisksarebetterdealtwith differently thanwith insuranceTherewerealso
trustrelated concerns and operatienetated questions, such as who will do what.
Themorethecommunitymembersinderstoodhemodel themorespecificquestions
cameup.By giving specificresponseto thequestionandrelyingontherelationship
with Nidan, the community members finally showed interest in participating in the
scheme in the model that waresented.

As anoutcomeof this step theoverallrisk exposureandcopingcapabilityof the
community were understood depth.

13.4.2.1 CST Perspective

The participatory nature of the model eased the risk assessment process. The inter
viewers were able tommerse themselves in the community due to mutual famil
iarity andtrust.In anypreviousinstanceshatinvolveddiscussionsrroundfinancial
provisionsjackof trustandtransparencplayedasignificantrolein hamperingcon
structiveparticipationandbeneficialoutcomedor the community. The MIA model
overturnedpowerdynamicsby bringing powerdirectly atthehandsof thecommu

nity. Previously,residents in the village ended up signing contracts (if at all) that
wereunfavourabléo them,ortheywereunableto fight for theirrightsattimeswhen
required.The MIA modelengagedvith the communitythroughinformal networks
thatexistedwith tried-andtestednstitutionsof thevillage to understandheir risks
collaboratively.The community saw familiar people who they could trust assessing
their ownrisks. This drove away the fear of alienation and isolation, and allowed
thecommunityto sharetheirresponsespenlyin aninclusiveandnon-intimidating
environmentMutualnetworksandunwrittenrulesworkedbetterin thesituationand
were based on thien d i v lochlurgputaiien that worked better than the formal
structures.

In away, MIA applieda participatoryactionresearchmodelwheretheinterven
tionists worked alongside the community to understand tiveirsituation better
thatwould enablehemto work towardstheir own bettermentCommunitiedelt the
ownership and that was likely to sustain for the rest ofptieeess. Support was
anchoredottomup.

M1 Aléveragedi s otéchnimuesoassimilatéi h a daaboutcurrentinancial
status, risks, expenditure patterns and premium calculation estimates as part of the
baselinestudy.This demonstratedpennesandflexibility in M1 Adpproachtself
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that could bring in a highly technicalibject like insurance into an engagement
medium with locals.

13.4.3 Appraise theRisk

Thisstagevasaboutbringingin riskmodellingfor actuariapricingof healthbenefits,
cropindexinsuranceaandlivestockmortalityinsurancéy usinglocally relevantata,
derivedfrom thebaselineandsecondargourcesandnotjustrelying oncountry or
regionatlevelaveragalata.Thebaselinestudyprovidediocaldataonfrequencyand
severity of costs generating headthentsto be potentially covered thugh health
benefitde.g.hospitalisationlabtestingimaging transportatiomndwageloss).The
baselinalsoprovidedestimate®nthemortality rateof livestockrequiredor pricing
ofitscover.Thedesigrof theindexbasedropinsurancdor themostimportantcrops

was based on secondary data for weather and crop yield, interactions with farmers
from the intervention area and with agricultural specialists from local agricultural
universities.

MIA deployed their inRhouse develomkTreasure Pot game, which is played in
group settings within the communities with locally available material. The game is
played in four rounds to bring awareness to participants of the ups and downs
associated with risk pooling should the community/fgrbe hit with any adverse
circumstance. This also brings home the message of the benefit of a community
owned fund as a viable solution foembers.

Topreventhecommunitybasednsuranceschemefacetherisk of runningoutof
moneybecausef suchcovariateaisk exposureandalsoduetoregulatoryobligations
thatrequireto placerisksof this naturewith alicensednsurer,MIA first calculated
thepremiumthatfairly reflectsthelocalrisk, andthenexploredwith severalicensed
insurersanagreemenfior themto accepto covertherisk onbehalfof thecommunity
throughgroupcontractsHealthriskswerenottransferredo thecommercialnsurer,
but fully pooled within thecommunity,while crop risks were fully underwritten by
theinsurer Livestockriskswerepartiallypooled partiallytransferredo theinsurer.

13.4.3.1 CST Perspective

MIA broughtin specialisknowledgewith agricultureexpertsandacademicso pro-
videtechnicalinputsinto therisk modelling. Thiswasin-spiteof in-houseexpertise
presentvithin theteam.Thisdemonstratetheo r g a n i wildingnesstob&citi-
caltowardsts ownknowledgeandbringin multiple perspectiveto arriveatastrong
valuepropositionfor thecommunity MIA alsogamifiedhighly complexconceptdo
make them palatable and manageable forctmmunity.Deployment of gamified
techniquedelpstakingparticipantdo anabstracplaneof understandinghatin turn
aids them in formulating thoughts coherently and wiihity.
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Considerablg@ersuasionvasrequiredin partof MIA to bring on boardlicensed
insurers into an agreement of risk acceptance through group contracting. This was
another instance of the intervention to optimally intersect both hard and soft
approacheto arriveatawin-win modelfor thecommunityandtheinsurers.

13.4.4 InsuranceEducation

Thisis thestepthatcoveredall theactivitiesfrom designof businesprocessegen

efits packages, creating awareness tools and conducting the awareness campaign.
Many of theactivitiesincludedconductingrainingworkshopsn Vaishaliwith rep-
resentatives of the community and the figddtner.

During the business design workshop, the project team explained to the partic
ipants the business processes of the mitsarance scheme. The training covered
the ground structure required tonrthe scheme, roles and responsibilitiekef
functionaries, processes related to enrolment and claims management. The partic
ipants were requested give feedback to fingune the business processes to local
needs. They were aldnvolved in planningthe ground structure, i.&how many
claimscommitteesvererequiredandwhatSHGstheyrepresentedClaimscommit
teeswerecomprisef SHGrepresentativeandwereresponsibldor takingclaims
decisions.

Theobjectiveof the benefitsoptionsconsultationworkshopwasmainly to come
up with four to five benefits package options for the health cover to be used in a
consensubuildingexercisecalledCHAT (CHoosingAll Together)Oncethehealth
risks had been appraised, the team cquigsent a calculator to the community
participants. The calculator allowed for seeing the impact on the premium when a
health benefits package was changed. For example, health benefits could be added
or removedandfor aselectedenefitthe capscouldbechangedo matchtheneeds
and willingness tgay.The community participants also found consensus on some
specificsfor thelivestockcover.Forthecropinsuranceno discussiorwasrequired
asindiceswerealreadydesignedor oneto two maincropsperseasonandfarmers
could only insure those crops that tloeytivated.

13.4.4.1 CST Perspective

MIA largely leveraged women as the community mobilisers. It is an irony that
although rural women play a significant role in the agrarian economy (Ahmed and
Hussain2004), w o me pobtsbution is not adequately recogniseither are
womengiven their due rights of decisiemaking and a fair and equal livelihood
(Akinsanmi2005. Wo me pabtisipationin decisionmakingin rural Indiawhenit
comego financeshashistoricallybeenlow (RajuandRani1991), andthesamewas

also encountered by the MIA team when they initially interfaced with the cemmu
nities inVaishali.
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The RESRISK project went into reverse the gender gap and power equation. It
achievedhis by two ways.First, SHGsleveragedor discussionsindparticipatory
appreciation primarily had women as members. Groups of women were sensitised
about the importance of enrolling their families into the scheme that could secure a
better future for themSecond, it was made compulsory that if any household
wanted to subscribe to the scheme, there had to be at least one nvemberThis
broughthealthbenefitgo thewomendirectly aspartof afamily beingcovered under
theschemdeadingto aparadignshift from amaledominatedsystento one where
everyone could be included irrespective of tlggnder.The CHAT Boards were
being done by women in their homes and brought back to the MIA team with
insurance priorities that in turn helped team in theidpod design. It was also
mandated later that women handled the monetary corpus that was to be paid out
during claimgpayment.

This broughtaboutanearreversabfw o m e mléiis thecommunityfrom being
the fAdependefitde@endalbé¢ idoRavicalya (foanded of b y
MIA) whenl interviewedhim asanappreciatiorof theproposedCSTmodelsin my
previous publication witldr. Jangle.

13.4.5 Selection of BenefitPackage

The benefits package options derived fromlikaefits options consultation werk
shopdifferedin termsof whatwascoveredandthe premiumit entailed. Theoptions
weregraphicallypresente@ntheso-calledCHAT board . CHAT boardswvereexten
sively usedfor the selectionof the onebenefitspackagedo be providedto theentire
community.In thefirst round,CHAT wasplayedatthelocal communitygrouplevel.
After the facilitator had explained the benefits packages in detail and played some
awareness games, each SHG member was asked to choose a benefits package by
marking the choice with a colouresticker. After a group discussion on the indi
vidual choices, the SHG members carried tR#AT boards home to discuss their
choicewith theirhouseholdnembersTheycouldreconsidetheir choiceafterthose
discussionsAboutaweeklater,thegroupmetagainfor the secondoundof CHAT,
where the group members discussed until they found consensus on the most opti
mal models thateflected the preference of the entire group. In the third and final
roundduringthe benefitspackagdinalisationworkshop all the SHG choiceswere
evaluated and the community had to find consensus on one package for the entire
scheme.

This stage is higly interactive and involved creating a relationship of trust with
the community. It also created peer pressure that later encouraged all community
members to join the scheme.
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13.4.5.1 CST Perspective

Benefitspackageselectionwastreatedasaniterativeprocesshatbroughtin easeand
comfort into thecommunity.The MIA team continually engaged with thmen
fromtargethouseholdandinvestedsignificanttimein orientingandeducatinghem
aboutoptions packagesyremiumsandbenefits Womenwereequippedo leadsuch
important conversations in households so that they could influence whenevand
thef a miharge@rmednoneycouldbeparkedasinsurancgremium.Thisfurther
empowered the women as fanependabl ed mem

TheCHAT boardsclearlyearmarkeaptionsbasedn possibilitiesandprobabit
ities. Thiswasalsothefirst timetheadultsin thefamilieswereexposedo analytical
decisionmaking at suclevelswhere they had to understand béesesl probability
charts and make consciogscisions.

Many factors shape the decision of the rural poor in the purchase of insurance
sclkemes. Such schemes to be attractive, needeaviecoverage of multiple risks
andnotcoveragef oneriskin isolation.TheRESRISK projectincludedabundled
package of three risBshealth, crop and livestock. Beneficiaries could bundle the
risksaspertheirrequirementsBundledrisksreducedhecostfor insuranceoverage;
it alsoreducesupply-sidecostsdueto reductionof duplicationandlogistics.Health
remainedhecommondenominatofor memberavho subscribedo thescheme.

MIA demonstrated flexibility in its community sensitisation approach (soft
aspects) and product offering (hard aspects) to enable more informed and better
selection of benefits packages.

13.4.6 SetUp of Operatindnfrastructure

Thisisaverycritical stagevhereMIA buildsinstitutionalcapabilityfor thecommu

nity to operate and sustain the scheme. Specific committees were formulated with
identifiedrolesthatoperatedinderagovernancstructure Thegovernancstructure
consistedf thefollowing parametergdetailsof the governancetructurearetaken

from the MIA Business Process Handb@ild 5:

6 Oversight: Makingdecisionaindensuringhattherulesof theschemeareapplied
equitably to all theoarticipants

¢ Executive Carrying out the activities following rules aregjulations.

& Mediatory : Resolving arbitratinglisputes.

Thegovernancstructurdor atypicalschemégin thiscaseheRESRISK scheme)
is indicated in Figl13.1
Following is a brief description of the governance structure:

& General Assembly Consisted of all enrolled members who owned the scheme.
They jointly decided on its operating rules based on mutndérstanding and
agreement. The General Assembly would decide on the utilisation of the funds
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Fig. 13.1RESRISK governance structure

in |line with the objectives of the scbt
ran the scheme and would have ownership of smooth operations of the scheme.
They would be traine@xtensively by MIA so that they could carry out their
responsibilities.

& Coordination Committee: Members of the Coordination Committee set out
guidelines for the scheme and made sure that the rules were applied equitably to
all. They ensured compliaaawith the decisions of the General Assembly and
woul d also decide on the remunerati on/
Committee was also responsible for all record keeping and would oversee the
functioning of the Claims Committee. The Coordinaticon@nittee reported to
the Generahssembly.

& Claims Committee This resided at the loc#velto reviewand decide on the
claims, and ensure that claims were paid within specified time. They would also
maintain claimgelated records for the duiah of thecover.The Claims Com
mitteewould sendamonthlyclaimsstatuseportto the CoordinationCommittee.

¢ SchemeCoordinator: TheScheme&oordinatomwouldtakecareof theoperational
activities such as entering data related to enroln@aitns, participatory note
modification, renewal in the MIS and generated reports/documents on demand.
They would also maintain thee ¢ h e boekd sf accounts, keep the bank book
andensurghattheaccounpassbookvasupdatedTheSchemeCoordinatolacted
as a liaison between the internal and extestaileholders.

& Schem@Activist: Theyattendohouseholdslirectlymobilisingcommunitymem
bersto becomearticipantsTheywereinvolvedin awarenessreationbeforeand
after enrolment, and wouldelp the participants to complete enrolment forms,
collectscontributionsanddistributegparticipankits beforethecoverbeganThey
would also help participants file claims and disbursed the payout as decided by
the ClaimsCommittee.
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¢ Livelihood Facilitator: They supported the Claims Committee in enrolment,
claims, participatory note modification and renewals. They would also tag the
insuredanimal,maintainrecordf thetagsandupdatetherecordsateveryretag
ging, claim and participatory note modification. They were responsible for data
verification,randomchecksandreporting.Livelihood Facilitatorswereresponsi
ble for coordinating with the Sc-heme
relatedissues.

& Assessmenteam: EachClaimsCommitteenasoneAssessmenteamcomposed
of Scheme Activist, Livelihood Facilitator and two participants from the Claims
Committee. This team would carry out livestock market value assessment, and
decidedonthemaximumcoverandpayablecontribution.lt would alsowork with
the Scheme Coordinator in resolving any disputes with the exiesuwaer.The
Assessmenteamreported to the Claims Coordinator onraditters.

& Ombudsman A respected scheme member would act as the Ombudsman. The
Ombudsman would be responsilite disputes arbitration between the Claims
Committeeandthe CoordinationCommitteeTheO mb u d s mlewodaldcome
into playasthelastresortfor redressabf grievancesTheOmbudsmamvouldkeep
the General Assembly informed sifjnificant arbitratiomlecisions.

By choice, the RERISK scheme, like most of MIA schemes, mainly focused
on women as an entry point to the community.

13.4.6.1 CST Perspective

MIA broughtin consideratiomf communicatiorandcontrolelementsn itsoperating
infrastructurehroughadefinedgovernancstructureExpectationsjecisiormaking

and reporting relationships were laid down clearly to enable the system function in
a smooth and predictableanner.There was delineation of functions in terofs
execution, coordination and decisioraking. The system could recognise difer

ent scenarios and put in place teams and related guidelines for dispute resolution.

Reporting mechanisms ensured accountability and pradéssence.
Womenwereempoweredo play aleadingrolein thesystemThereasorwasthat
womenaregenerallybelievedto bemorereliablewhenit comego managingisks,
more trustworthy when handling finances and tend to think more holistically about
money and risk managemehan men. That is also the reason for the large SHG
andmicro-financemovementn Indiato focusonwomen.Also,N i d é&ShiGswere
allwo me grdéups. The Claims Committees were also comprised of women. The
projectnotonly supportedetterrisk managemertiutalsoempowermendf women
who were trained to assume positionaathority.
The operating infrastructure was able to recognise variety at a dextalybut
there is significant scope for greater appreciatiohaf the external and inteal
environmenbperatedunderstanavhatwould happerif abreakdowroccurredand
how to evenpre-emptand addressany deficienciesin the system.Therewereno
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adequate provisions of external intelligence gathering that is an important element
of a learniry entity. An audit mechanism and developreemnénted function could
address such deficiencies, respectively.

13.4.7 SchemeEnrolment

Theawarenessampaigmwasfollowedbytheenrolmentarriedoutby thefacilitators
and supported by the field stafiouseholds were registered and premiums were
collectedindividually from eachhouseholdTheownershipf theschemevasin the
hands of the enrolled members of tmenmunity,and no individual or stakeholder
made any profit out of theame.

Therewerenosignificantchallengein RESRISK Vaishaliin enrolmenof mem
bershipsTwo factors played a significant role in easing enrolment numbers. First,
Nidan was a trusted name in the local region as a positive change agent. There was
no extra effort requimk to establish its credibility. In addition, the community was
effectively involved throughout the entire process of the situation assessment,
schemalesigrandlaunch HoweverMIA andNidandid hirelocalpeopleto mobilise
household#ndividually andthe SHGsplayeda strongrole asa catalystto convince
households of the benefits of the insurasceeme.

The scheme was launched in July 2014, initially to cover only health risks as
healthis generallyandalsothe highestprioritisedrisk thatis commonto everybody
in the community and especially in tluigse.

13.4.7.1 CST Perspective

The enrolment approach was based on relationship, familiarity and rappert. Per

sonal trust was | everaged f enrolmant.ihme c h an
MI' A team was able to spot these fAsofto
achieving Ahardo outcomes. I't was al so

groups to an extent that they could themselves come upnmitivativesolutions.
Forexampletherewerefarmerswho formedgroupsto actasinsurancemobilisers.
Interactionshappene@dmongspeersandtherewasno disparityin poweranymore

that would otherwise set in with an external agency interface. This sense of equity
in abusinesselationshipestablishedvasalmostlike anunintendedconsequencef
theintervention.

The team was able to engage with the target population and identify their core
andcommonchallengesandleveragehemnotonly for productdesignbutalsofor
schemesnrolmentForinstancehealthwasrecognise@sthecommondenominator
and was presented as a common factor in all product buiidiegmically,the ease
of claimwasalsopresentedo the communityby introductionofafi s i wg hd o wo
system for claims anplayments.
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The RESRISK scheme could challenge conventional insurance boundaries and
come up with solutions and models that were contextual, relevant and meaningful
for the community by combining both fso

13.4.8 Handholding

Oncetheschemavaslaunchedfunctionariesveremaderesponsibldor claimsman
agemenfassessmentdsettlementsandadministrationTheywerealsoresponsi
ble for re-enrolment/renewalafter 1 yearfor thehealthcover.Theseactivitieswere
carried out withsignificant support from Nidan. After each cover period (yearly
health and livestock), policyholders had the option temel or opt out of the
schemeln caseof re-enrolmentminimumproceduresverefollowed asthescheme
already had all the details tife member.The due reenrolment amount was paid
into thescheme.

MIA in the meantime streamlined its implementation strategy and had worked
onthetrainingandeducationamaterial.There-enrolmentgor the July 2016health
cover showed aimcrease beyond the 2014 and 2015 health enrolment numbers.
The enrolments for the crop cover displayed a significant increase from the rainy
season 2016verthe winter season 2015/2016 to the rainy season 2016. Livestock
enrolments increased considerablym 2015 to 2016Admittedly, the enrolment
base was much lower for crop and livestock thaméatth.

The reimbursement process was being executed in a seamless manner.

13.4.8.1 CST Perspective

The MI A approach was to AfAtgwatcthe af imamo ;t o
came to light with the team spending significant time with the community and
equipping them with the required knowledge and skills to understand the system,

and the authdty and controls to operate it. These communities need strengthening

to be selfreliant, to be able to ensure their welfare on their.

13.4.9 Phaseout

MIA constantlysupportedandreviewedthe executionof theschemehroughall the
stages. Capacity building was done by adequate training and imparting of techni
cal know-how through the programme. Once the scheme waga@ht and self
sustaining, MIA phasedut.

With M1 A<fugportin re-enrolmendrive andconstanpartnershp with thelocal
field agency,capacitybuilding initiatives had since been a continual focus. The
RESRISK schemeén Vaishaliwasbeingencouragetb institutionaliseastructured
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monitoring process where regular audits could be carried out to assess systems and
processes adherence during execution of the scheme.

13.4.9.1 CST Perspective

Throughall the phasesuntil phaseoutMIA attemptedawhole systemgransforma

tion for the target geography through the REISK scheme. In a discussion with

Dr. David Dror, he told me that at a very fundamenr&lel, M1 Adpproach chal
lenged the Expected Ut§i Theory according to which the expected value of an
investment is a statistical outcome ofiam d i v vatuatianl obtlseir investment

and that can change from individual to individudbwever,this theory would not
holdwaterin aruralsocietywherecommunitybondandcommunityinvestmenbften
overrideindividual decisionor individual confidencen anyinvestmenschemelt

is this fundamental understanding that MIA leveraged to enter the community and
engagewith its membersThecommunityremainedatthe heartof theintervention.
Thiswasattheheartof themodelof communityrisk pooling,communityenrolment,
community governance and community capacity building that induced open shifts
t owar ds fpcoosnistei nosnusadl .

M1 A @pproach through the nine stages was led with an appreciation of local
normsandvalues It is worthy to mentionthatRESRISK createdconditionswhere
womenwould(eventually)achieveapositionofinfluence putthiswasalsodonewith
subtletyandin anonconfrontationamannerForexamplewhenthenewschemavas
inauguratedthetraditionalfi r i bchuat nt cerengmyfor aclaimscentrewould be
accordedo thevillage head whowould invariablybeamalememberAdditionally,
for public gatheringsit wastheinfluential menwho would beinvited to deliverthe
speeches. These were fAcovert tacticso
fromthecommunitydid notupsethetraditionalpowercentresanddoingthatwould
nothavemade the schenmistainable.

The last phase sought to introduce the concept of audits, that was previously
missing,to ensuresystemhealth.Implementatiorof theauditsystemwould ensure
a more sustainable and foolprazheme.

13.5 Towards a Systemic Modelof Community
Engagement

With context of the RERISK scheme, an attempt has been made here to-under
standhow Critical Systems Thinking (CST) can enable better community engage
ment for the MIA model incorporating the characteristicflefibility and agility

in the scheme. | discussed CST in Chapl will revisit some core ideas here
torefreshourmemoriesCSThbringsto theforefronttheargumentor boundary
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critique, methodological pluralism and improvement in the situation as core to a
systems intervention.

Midgley emphasi ses on the concept o6f fibolt
why and how the interventionistdrawstheir boundariedor the situationthey are
working on. Andchowthese boundaries effect the intervention and those wWivese
are being touched. A further nuance that Midgley introduces is the-istdading
of Amarginalisationo. I n any siwolvedti on,
each party (or each int@ntionist) will bring forward theirown ethics and
judgementdo draw their own boundariesTheseboundariesmay or may not be
amenableo theotherpartiesinvolved.In situationswherespecificaspectsareasor
people are left out due to inclusionsand exclusions from boundaries, nmgye
rise to marginal areas. Hence, depending on the influence the paxéthere will
al ways be a fipri mar y 0 bobndarygideeerthg prianargd a f's
boundary is always the narrower one. The aspacéss or people who are not
includedwithin the primary boundaryarefi ma r g i nthid is tlse@rdaivhere
conflictsarise.Outsidethesecondanpoundaryliesthewider systenthatis notthat
relevant.

An effectiveinterventionists henceonewhoconstanthcritiquestheirownbound
aries and the ones that exist around them. Midgley believes that boundaries are a
prerogative of values judgements that pedyalee which defines what knowledge
and considerations are taken as pertinent and whdt @uke Boundaries therefore
haveconsequences.

CST presents a direct akpoint to the classical concept of social science
paradigmgBurrell andMorgan1979, whereeachparadigmis foundedon distinct
ontologicalbaseswith supposedlympermeableavalls betweerthem.Methodolog
ical pluralism breaks the myth of paradigm incommensurability and creates possi
bilities to operateacrosparadigmsmakingthempermeabl@ndcomplementary.

Midgley (2016 proposesolook atmethodologicapluralismfromtwo stances -
first, where a methodology can be seen as dynamic and evolving, accommodating
learning on an ongoing basis; second, where methods and perspectives from other
methodologies and schools of thought can be mixed and matcjetider.

A CST intervention is ideally directed towards improving a situation. People on
ground need to be empowered in an inclusive environment so that theyvoan
theiractionsto makechange viableandsustainableMidgley (2016 notesthatfi i -m
provement o needs t o b docalynTdigis lsetanse whatt e mp c
may seem as an improvement for one set of stakeholders may not be considered so
for arother. This again has a strong bearing on boundary critique itself with the
guestio® whose improvement is it anyway? Referring to the temporary nature of
all improvementsthepointoneneeddo critiqueagainis if thesituationchangegor
bettermenthowlongwill it lastfor. Thisintroducegheneedof looking for creating
sustainablémprovements.

The following discussion focuses on how CST can be extended to understand the
nuances of every major phase that the MIA model goes throudican CST can
support each of these phases to bring them much closer in engaging with the
community.
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13.5.1 Applying CST to the MIA ImplementatioModel

Thenine-stepMIA modelcanbeaddressebetterby approachinghemunderthree
distinctphasesindunderstandingachphasen termsof the predominanprinciple
that can to be borrowed fromGST perspective. This leads to identifying systems
methodologies that would enable the implementation model reap the best benefits
from everystep.

There are three main phases in MIAS&s

¢ Appreciation andgtructuring,
& Modelling andsetup,
¢ Sustenance arghaseout.

Giventhat betterment and empowerment are the essential eledramds by
M1 Adpproach, each of the nine steps can be better aligned to its vision if specific
systems methodologies can be leveraged for them, undéociie phases. This is
explainedn thediscussiorbelow.In noway, it is attemptedo suggesthatthecurrent
toolsthatMIA usesarereplacedythemethodologies/approachiesroducedbelow.
Ratherthemethodologies/approachbslowmayfurtherhelpin applyingtheexist
ing toolswithin aninformedontologicalframeworkfor betterleverageTheessence
of CSTis to look at systemsasa constructhencethe specificsystemsnethodole
gies/approaches wevediscussed below may help establighthe construct in a
more holisticmanner.

13.5.1.1 Appreciation and Problem Structuring

Thisis thefirst phasewhereMIA entersacommunity.Thetwo stepsin theexisting
modelare:engagehe communityandidentify therisk. This phasds notonly about
information gathering but also about establishing trust irctimemunity.The MIA
interventionist here needs to work intensely with the community to establish the
problem situation of the community with the commuiitie|f.

In this phase, maximum éois needs to be on what constitutes a problem and
why, andhow it can be best structured so that any intervention yields the desired
resul ts. 198)SofkSysiemsd Meshodplogy (SSM) can be a powerful
methodologyo helptheinterventionisappreciatandstructurgheproblemsituation
taking into consideration multiple variables afelwpoints.

Checkland 2000 articulates that the central idea behind an SSM intervergio
the understanding of human activity system. This understanding can be a viable
perspective to approach the first phase of the MIA miilcsorance implementa
tion model to bring in effective community engagement and agreement of working
towards a feaBle change in theommunity.The initial steps of engaging the com
munity andidentificationof risksarestronglypinnedonworkingin the contextof a
humanactivity systemwherelogicalinter-connectiongreto beunderstoodhatare
oftenunarticulatedr non-evident.t is alsoin this phasehatpurposefulnesseeds
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to be identified through the appreciation of emergent properties icothewunity.

This is only possible by working with the stakeholders with diverse worldviews to

build systemianodelsof thesituation Whatis oftenperceivedsarisk by onecohort

of stakeholders may not be considered so by another, or the very definition of the
degree of risk can vary from participant to participant. Hence, the mindset that the
interventionist will need to adopt ismovea way from consi dering
thatof consideringsituationghatarefi p r o b | e laemtificatioaof tiieriskswill

alsoinvolve prioritising and informed segregation of the risks themselves.cahis
beeffectivelyfacilitatedby working with a varietyof models ,optionsandsolutions

within different human activity systems in the sasiteation.

This phaseof AppreciationandProblemStructuringcanbebroughtto life by an
inquiring mindset, understanding different human activity systems that exist in the
same situation anstructuring models of the problemtend.

SSMcanoffer asoundplatformfor surfacingof differentviewpointsfrom stake
holders and the various tools it provides can enable effective predtiapturing
approachefor thefirst two steps.This methodobgy maybeplacedin theinterpre
tive domain of sociologicahinking.

| discussetheseverstepsof SSMin detailin Chap.6. Someof thewaysby which
thesesevensteps can be leveraged for the Appreciation RrablemStructuring
phasewerehighlightedin my previouspublication(ChowdhuryandJangle2018.

1. Stagelinvolvest he gener al recognition and thi
sidered pr obl eigdytemgagmd stage thathisilesl byi estensive
dialogueanddiscussionvith thestakeholder§ndividualand/orgroups)nvolved
in acommorsetting.TheexistingtoolssuchasQ&As andFGDscanbeleveraged
for thisstage.

2. Stage2 involvescreativelyexpressingheproblemsituationin theformoffir i ¢ h
pictureso. Rich pictures may be wused
drawn out that can also facilitate greait@rolvementof the community as it
helps them rdive some of the experiences yhiead in a collective sense. The
idea of rich pictures is not to make the perfect drawing, but to let imagination
andinterpretatiorflow unhinderedsothatpersonakxpressionandexperiences
arecaptured.

3. Stage3isthearticulationofthefl r aefititi o codsideringhe CATWOE(Cus
tomers, Actors, TransformatiohyeltanschauungOwners and Environment).

The interventionist willhaveto play a significant role here with communities
(consideringhatthey maybelessliterate)to helpthemunderstandhe concept
of eachof thelettersin the CATWOE andhelparticulatetherootdefinition. This

is an intensive stage and needs talideenby adequate information and sound
knowledge Existingtoolsof Key Informantinterviews(Kll) canbeusedby the
interventionist to delve deeper into the probktaation.

4. Staged involvest he process of buil ding fconce
based on the root definition. Conceptual models are ideal situations that should
haveoccurred in theeventof a life experience. These would include the ideal
rehabilitation or financiabuffer systems that wouldaveemerged at thevent
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of the community being exposed to a rfaktor. This stage may end up being
highly technicalandbeingalooffrom theactualcommunityM | A Dreasurdot

game is a sound platform to simulate the insurance concepts arrived at for the
community.

5. Stageb demands comparing the models with the-readld situation. This can
bedonepictorially or throughengagingliscussionsExistinguseof PowerPoint
presatations can be leveraghdre.

6. Stageb6 involvesthe participants in debates and discussions about their-world
viewsto bringaboutanaccommodationf perceptionsThisis wheredifference
of opinionswithin thecommunitycanbe overcomewith informeddialogueand
presentationflogicalfacts.Thepreviousstage®f workingontheproblemsitua
tionin arobustandengagingnannewmwill greatlysupporthisstageor agreement
of risk prioritieswheretheremaybedifferenceof opinionsandperspectives.

7. Stage? is the final implementation stage where the derived plans are put to
action. This stage of SSM is nallevanthere as it will fall under the gamut of
the seconghhase.

Teamsof participants harbouring different thoughibpesses can be clubbed in
theabovestagego representlifferentperspectivesConceptuallySSMmayaidthe
interventionisto beopento differentviewpointsof individualsor groups Greatelis
thediversityof thinking, richeris theappreciatiorandinclusionof perspectivesThe
interventioniswill needokeepanopenmindfor interestshatarelessrepresentedr
marginalise@ndtakeproactivenitiativestoincludethemin theproblemstructuring
processThedeliberativeprocesaneffectivelyenabléi a ¢ ¢ o mmoofweoddi o n 6
viewsandperspectiveratherthanseekingi ¢ o mp r ofoonfiicingideasarising
between primary and seconddégundaries.

However,in a later discussion witBr. David Dror, he sugjested that a defined
methodologysuchasthe (model) SSMmaybetoo technicalfor anaudienceVlIA
would haveto work with. In light of this feedback, | am bringing me8&SM as a
possible answer for the interventionist. Me2I&SSM is theflexible and adaptive
form of themethodologythatis morecontextuahndof immediaterelevanceRather
than going through theevensteps in detail, the interventionist can customise the
methodology more as an approach for a specific situation witlotloeving broad
stages:

¢ Rich Picture of the Problem Situation The interventionist can do theiwn
groundwork on the area considered problematical and engage with the commu
nity in afree-flowing creativeexerciseo dive into their life experiencesindrisk
appreciation with rich pictures with the requidicection.

6 Models of Human Activity Systems The engagement can extend to a more
sophisticated level of understanding of the human activity system (described in
Chap.3) through the aid of root definition and conceptual models. Dialogue and
FGDs can lead to this modelling if any challenges are encountered whilst using
specific systems tools.

6 Simulate Organisational Change This is a deliberativsstage on the human
activity system. Series of questions can be asked to appreciate how the situation
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Fig. 13.2Mode-2 SSM (cited from Checklantb99

could be different, what kind of a reality the community might want to see and
how the community might want to engage to bring about the change they would
like to see.

Mode-2 SSM can be represented in Fig.2 (borrowed from Checklanii999
that also talks about key principles to be followed during the process.

Mode-2 SSM is less linear and more interactifée prescribed sequence and
tools(in caseof mode1l SSM)neednotbedeployedandtheapproactcanbemore
iterative, engaging and personal. This makes SSM highly flexibleekehntfor
local conditionsthataninterventionistfaces(Atkinson 1986 Kreher2017). Mode-

2 SSMis in no way meant to replace metl&sSM, but it is only meant to be more
contextual rather than prescriptive. Me2leSSM can ease the process for the
interventionist when the situation calls for a more fapgroach.

13.5.1.2 Product Modelling and SetUp

Thisis the second phase of the MIA implementation model that covers five-conse
guent steps after the first phase: appraise the risk, insurance education, selection of
benefits package, set up of operating infrastructure and scheme enrolment. During
therisk appraisaktep,thebaselinesurveysetsthetonefor developingherisk cov-

ers that form the basis of the midrsurance scheme design and process. This is an
important step that determines tlegel of inclusion and benefits coverage for the

fi r e add®of theommunity.The concept of boundary critique can play a crucial
role here to determine who/what is included or excluded from the baseline study
itself, to start with, and whose interests are considered in the scheme design. Often
the facilitator hasthe tendencyto play the i e x prele thabresultsin design of
programme$rom onevantagepoint. As Churchmar(1970 suggestsheability
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to harbour different perspectives on the nature of the same context underpins the
concepbf boundaryjudgmentsHowever beingableto critiqueo n eod@rghinking
andconceptuaboundarieganbringthemcloserto theparticipantdn animmersive
environmentThis establishesa commitmento thevaluesystem®f thecommunity

rather than tany individual valugudgment.

As a researcher on the baseline study, the facilitator needs to be encouraged to
think of their own and stakehol dersoé bc
the role of an interventionist.

Through the various step$ this phase, there are different priorities that come
to the fore. For the baseline study and quantification of the risk benefits during the
risk appraisabtep thedesignof thestudyitself will needto ensurehatstakeholders
and their interests aiacluded. For insurance education that atsmlvesproduct
designacommitmentothevaluesystemsvill mearthatit isunbiasedo anyspecific
stakeholder, and has financial empowerment of the community as an ideal state it is
striving towards. Forhe selection of benefits package stage, where consensus
seeking is strivedor, the interventionist wilhaveto ensure that both the personal
requirement®f themembersandsocialrequirementsf thecommunityarecatered
for.

The Critical Systemsleuristics (CSH) approach can offer an effective mindset
to the interventionist. CSH offers an understanding of the core, intermediary and
peripherafolesstakeholderplayin asystemandappreciatéhesocialandpersonal
worldsof anyproblemsituatian. | introducedCSHin Chap.8; herel presentheset
of 12 boundary questions that typify CS
(Ulrich 1983. The questions are articulated within four dimensions of the problem
situation that Ulrich callsources.

Source®f motivation: thatdefineswhy acertaininterventionis undertakerin the
first place; the values and motivations driving shene.

1. Who is the actuatlient of the systemdesign?
2. What is the actugdurposeof the systemdesign?
3. What is the builin measure cfuces®

Sources of control: that defines the parameters leading to the success or failure
of an intervention; understands the power structures influencing the situation and
related decisions.

4. Who is actually thelecisionmakef?

5. Whatconditionsof successful planning and implementation of the system are
really controlled by theecisionmaker?

6. What conditions are not controlled by the decisioaker (i.e. are in thenvi
ronmenj?

Sourcesfknowledgethatdefinesvheresubjecmatterexpertisdi es;availability
of experience and relatedmpetencies.

7. Who is actuallyinvolvedasplanner?
8. Who isinvolvedasexpert and of what kind is thexpertise?
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9. Wheredotheinvolvedseektheguaranteehattheirplanningwill besuccessful?

Source®f legitimacy:thatasksthequestiorof i w h sucécesss definedtheway
it has been and the moral basis on which we understand its impact on parties who
havenot been yeinvolved.

10. Who among thénvolvedwitnessesepresents the concerns of tféected?
Who is or may be affected without beiingolved?

11. Aretheaffectedyivenanopportunitytoemancipat¢hemselvefromtheexperts
and to take their fate into th@wnhands?

12. Whatworldviewis actuallyunderlyingthe designof thesystem3s it theview
of (some of) thénvolvedor of (some of) thaffected?

The boundary questions dig deep into judgements, perspective and worldviews
that are shaped by deepated values that people harbour that in turn define their
boundariesThe12 questionaroundthefour dimensiondhavethepotentialto reveal
thesgudgementdgor aninterventionisto work alongsidestakeholderso shapehe
situationin away thatis mutuallybeneficialandsustainableln thewordsof Ulrich
and Reynold$2010:

When people talk about situations, it often happens that their views differ simply because
theyframethesituationdifferently; moreoftenthannot, peopleareunawareof this source

of misunderstandingndconflict, andevenif theyarevaguelyawareof it theydo notknow

howto examinets influencesystematicallyThusseenCSHoffersatool for understanding
themultipleperspectivepeoplebringinto situationsBy examininghedifferentunderlying
boundarjudgementsywe canbetterunderstang e o pdifferénsesandhandlethemmore
constructively (p245).

CSH makes an attempt to bridge the gap between conceptual abstraction and
reality by the use of three interrelated terms that | introduce below (Ulrich and
Reynolds2010:

& Maps: This is a term that we commonly use t@nesent reality in everyday
parlance. The interventionist needs to create a map of the situation through their
critical appreciation to approximate the situation from where a direction can be
chartedoutto moveforward.Mapsarealwaysanearrepresentatioof thereality
and not the realitjtself.

cDesigns Serves as fisignpostso of where wi
realistic, practical and achievable. Designs assume a situational improvement of
the current condition and serveetimterventionist to always think better.

& Models: Serve as abstractions of reality that help the interventionist create maps
and designs. In a rural community situation, the interventionist may take up
creation of models as theiwvn responsibility &er holistic appreciation of the
situation.

Maps, designs and models can enable the interventionist to continually remind
themselves of practically bridging the gap between abstractioneafity. As the
interventionisbuildstowardsthespecificstepgor theproductmodellingandsetup
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phasethe 12 questionswill constantlypushthemto considettheir ownvaluejudg-

ments i n r el adriiemward$ genuiog engagesent will Aelp iden

tification of the primary and secondary boundaries that form in the scheme design

and benefit selection process. Root causes behind emergéidts@an be better

understood with this perspective, which wohlrebeen earlier incomprehensible

andthefacilitatorwould haveliked to makespeedydecisionsvithoutunderstanding
valuesystemsandboundariesBothsocialandpersonaiorldviewsandbenefitscan
beunearthedisaresultof thesame gnsuringsustainabilityof the systemdesign.
Settingup theoperatingnfrastructureequiresntroductionof predictabilityand
control.It involvessettingup of subsystemwith effectivecoordinatiorandinforma
tion flow betweerthemsothatoperationabspectof theschemeareseamlessThe
ViableSystenModel (VSM) canlendausefulperspectivén settinguptheoperating
infrastructure by wunder standi ng2003f
Thisunderstandinggetsusapproactanorganisatiorasalive systemandnotamere
amalgamatiomf reportingrelationshipsandthisis of significantimportancean the
community setting in rural India where social norms and cultural nudranes

=13

s ha

tendency to define structures and processes rather than effectiveness or efficiency

per se. havediscussed VSM in detail in Chaf.
Whilst | discussed VSM in the context of problem structuring in Chalpere |

am bringing in VSM for the design of a more optimal system. Here | will make a
reference tdwow understanding of the five systems can be of leverage for a sound

deliverymodelfor MIA. Thisreferencalsoletsusrethinkthecurrentdeliverymodel
critically and explore areas of improvement for a neffectivesystem.

& Systeml is theimplementatiorsystem where the actual operations or execution

of work takes place. Therefore, there may be several sydtedepending on the
complexity of theoverall system. In the case of a miéngurance scheme,
systemsl may be constituted of Claim Committees, Scheme Coordinator and

Activists, External Liaisons, so on and so forth.
& System?2 istheco-ordinationsystemwhichis responsibldéor maintainingahar

monious balance of functions between the systenisalso serves as a liaison

betweerthesystemsl andsystem3. System2 ensuregnformationis filteredand

moderated between the systeinand the adequate amount of communication is

maintained between systerhsand syster3 for smooth integration of the sys
tem. The MIA model has an already identified Coordination Committee. Its role

will need to be duly articulated to reflect its essence and expectations from its

functioning.

6 System3 is thecontrol system which ensures adherence to policies and goals in

thesubsystemef thelargerorganisationlt ensuregomplianceandoptimisation.
More specifically, it can also be

contrd system. In case of the design of the MIA delivery model, clear
responsibilities and criteria for evaluation need to be introduced to enable the

proces®fobservationcollectionof physicakvidenceinterviewingandreporting;
theseresponsibilitiesarecurrentlyfulfilled by the CoordinationCommittesitself.
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& System4 is thedevelopmensystem. This system is responsible for gathering
information for the organisation from the contingent environment and passes on
informationwith thesystento influencedecisionmakingandadaptatiorio enable
thesystenremainviablein its own environmentThiselements currentlymissing
in the MIA model, which needs to be introduced. This is an important function
that will enable the scheme to be relevant with chargiiogmstances.

6 Systemb is thepolicy making andexecutiveunit of the VSM and is the highest
decisionmakingunitin thesystemlIt balanceslemandéromdifferentsubsystems
and steers the organisation forward in a holistamner MIA will need to work
carefully to identify the one person or teambthis highest body for specific
schemes.

These five systems follow the | aw of
which imply that all the five systems exist and operate within each system.

Applicationof theVSM canhelpsetup of themicro-insuranceschemeperating
infrastructureasaviablesystemTheExecutive OversightandMediatoryfunctions
identifiedin theexistinggovernancstructurewill needto berevisitedin light of this
understandingf communicatiorandcontrolin asystemwheretheexternalvariety
posed by the envir onme n tvariethsBomowinggdromt han t
Espejo(2003, integratingsocioculturahuancesanenablgheinterventionistreate
aviablesystem(in this caseheoperatingnfrastructurefhatdoesnotexistin isola
tion, butis alsoableto createmeaningfor the community.Otherwisethe operating
infrastructurecreatedor the schemeanayendup beingesotericandlack alignment
with what the communitynitially espoused to achieve. Insights brought in from
CSH would bekey here in setting up of a system that is integrated and meaningful,
and capable of serving inclusive values towaalseving empowerment.

Further insights from Beerl®72 can help the interventionist constantly-cri
tique theirown model of implementation towards making it optimised and more
productive ForinstanceBeertalks of thefactorsof actuality,capabilityandpoten
tiality. Actualityis i w hvee are managingo do now,with existingresourcesnder
existing constraint s ocouldbeadoiaghstilrightngw) i s fit
with existing resources, under existing
potential t y i s At bugtato be gloing hyalévelopiag our resources and
removing constraints, although still operating within the bounds of what is already
knowntobef e a s ([Bdeitl3 2 p.207).Theinterventionisneedsowork ontheir
implementation model with thesetiveconsiderations to continually build human
capability,andoptimiseresourceallocationandcontrolsystemawithin theoperating
infrastructureof theschemesothatit is viablein theenvironmenit existsin.

13.5.1.3 Sustenance and’haseout
MIA endeavoursd enableasustainablechemeén thecommunityandtransitionout

after building adequate capacities in the system. It also focuses on building char
acteristicsin the systemthatwill enableit to be agile and adaptiveto changing
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requirement®ntheground.In thisphaseMIA undertakesheprimaryresponsibi
ities of scheme membership enrolment and capacity building. This phase includes
the last three steps: scheme enrolment, handholdingresgout.

MIA undertakes significant community mobilisaiti to heighten enrolment of
membershijin theschemelndividualfamily outreachawarenesbuildingandfacil-
itationsthroughSHGsareundertakenSomemethodologie$or breakingtheice and
engagingvith thecommunityhavealreadybeendiscussee@arlierin thischaptethat
can be used for this phasevas|.

Focusing attention to the intent of capability building to enable a sustainable
system and phaseout, specific approaches can bring in valuable perspectives; these
include ScenariolBnning and Drama Theory.

There may be various situations the system dlleto encounter after launch.
These may includeeveredrop in reenrolment rates, acts of violence and theft,
seriougcaseof transmittableliseases thecommunity etc.Suchcircumstancemay
also call for structural changes in the delivery model or scheme structuring. These
may call for expert help from Ml&venafter MIA moves out, and the community
needdo beawareof suchcontingenciesi-or theschemeo beself-susaining,it has
to be made futureeady by building capacities for it to react to adverse situations.
Oftenthesesituationanaynotevenbeadversebutcertaincaseshatthescheméias
to deal with may be quitsomplex.

Scenario Planning is about congidg challenges and constraints that may
encounter the community in the short, medium and long term. Situations that are
mostuncertairandliableto createhemostimpactneedo bespecificallyarticulated
(Williams 2008. Here,a specificassumptiorratingtool from a systemsnethodol
ogy, StrategicAssumptionSurfacingandTesting(SAST) canbeleveragedo agree
on which scenarios could be most probablbavediscussed SAST in detdn
Chap.6. SASTwasdevelopedy MasonandMitroff (1981 to enablemanagerso
dealwith complexity;theycall suchsituationsfi wi cpkreodb |wheretssuesare
multidimensional, interconnected and uncertain. The interventionist may facilitate
stakeholders to surface the possible assumptions from their perspectives and use a
simpletool with two axesandfour quadrantsepresentinglegree®fii mpor t anc e
and tfad enrt y oowroassuniptioesiof the likelihood of aventto occur.
Assumptionsandprobabilitiesclusteringin the high-importanceandhigh-certainty
zone need to be focused on with higfiority. Refer to Chap6 for examples of
assumptiorsurfacingcharts.

VanderHeijden(1996 andHeyer(2004) talk of five stepdor effectivescenario
planning.Theapproactstartswith identifyingtheissueghatmayariseandthatneed
agreementThisisreferredto asthefocalissue Thisis followed by identifyingsome
of the driving forces lik& societal, political and economic, amongst otBettsat
directly impact the focaksue. Once this is understood, those issues forces need to
beidentifiedthatarewithin thespanof control,andthosethatarecompletelyoutside
0 n espiarof control. Appropriatecautionsandcontingencieseedto beworkedon.
Critical uncertaintiesrethenidentifiedthatareatthemacroor policy level,beyond
thescopeof thecommunity.Basedon all theaboveconsiderationdjnally scenarios
are flesheabut.
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Oncethe ScenaridPlanningis completedit is aboutexposingthe communityto
thesescenariosn asimulatedenvironmentindgivethememberseattimefeedback
on how they havehandled the same. This can be facilitated by the learnings from
DramaT heorythatproposestudyingproblemsituationsandarticulatingresolutions
throughthe useof enactmentsasin adrama.Here,theproblemcontextis seemasa
storyplot andtheparticipantsasactors.Theplotis amplifiedby introducingplanned
or unplannecventsaandtheactorsareobservednhowtheyreactto thesamelevy
et al. 009 articulate thesequence:

6 The scene is first set with the context and story plot; individual actors and roles
are identified.

& The buildup of the story happens as a usual plot develops and the story is built
towards the specific situation aimed at.

6 The climax arrives towards the end of the plot where unfinished deci
sions/resolutions are exposed.

¢ The final part is the decision, where the way forward is agreed upon by the actors
themselves or in discussion with the onlookers for the benefit of shamaihig.

Scenario Planning and Drama Theory can be used jointly, where the former is
applied to identify futuristic circumstances and the latter is used as a capability
building tool to generate awareness and enable degiséiing skills.

13.6 Reflections

CSTcanbeapowerfulapproacHiortheMIA micro-insurancémplementatioomodel,

from acommunityengagemergtandpointThe CSTmindsetbringsabouta consid

eration of wideranging philosophical and practical considerations that enables the
interventionist to focus on the bettern
ficiaryo. Heavily drawn from Kant, Ul ri
of systems as 0r edleeantondiions on which theereticabar a | i t
practical judgementsdepend,ncluding basic metaphysicalgethical, political, and
ideologicalapriorij u d g e rfldricht 1988 p. 21). Thereforea systemis always

to beregardedritically asits boundariesarealwayschangingoasedn judgements

of the partiesnvolvedand affected in/by the system. Hence, the importance of the
system to be flexible arapile.

Select approaches and methodologies recommended in this chapter can support
theinterventionisto work towardsthe sameby virtue of their philosophicaunder
pinnings and handy tools fapplication.

I n the case of SSM, the intervention
lends the benefit of approaching the situation as a learning system where the best
solution cameverbe arrived at one go, but becomes an iterative process to enable
learningandevolution.Thisbeingthecasethereis greaterfuel for thesystemo be
more agile andustainable.
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A heuristicinquiry led by CSHwill constantlypushtheinterventionisto unearth
stakeholders and/or perspectives that wdhddeb e en ear |l i er regar
andnotevenc onsi dered due to a vantaghavepoi nt
unquestionablymposedTherefore CSHprovidesaplatformtofi s w é ecensid
erationsandimplicationsthatcanenablesettingup of asystenthatis moreinclusive,
engaging, ethicandsustainable.

VSM makes the scheme implementation model more robust drawing references
totheconcept®f actuality,capabilityandpotentiality. Theinterventionisis encour
aged to incorporate enablers in he h e auditsgstem to ensure that any under
utilisationof resourcess promptly spottedandthe schemanembersareconstantly
looking for opportunities to make the system more efficiene#fedtive.

Finally, both Scenario Planning (SP) and Drama Theory (DT) can be leveraged
towardshuildingasystenthatis future-ready.Theseapproachesanalsocontribute
immenselytowarddacilitating strongengagementsith thecommunitiesScenarios
can be built in participative ways with titemmunity.Toolslike rich pictures (dis
cussecbarlierin thischapteranbeusedo portraythemin moreuserfriendly ways.
Community members can lie/olvedagain to enact the roles, therefordancing
theirunderstandingf the situationsby exposinghemto anearrealportrayal.

Table13.1attempts to capture the recommendations and anticipated benefits if
the above framework were to be followed.

Theframework proposed above thrives on the concept of flexible integration of
methodologies and tools to achieve set goals optimally in different stages of the
MIA implementation model. Referring back to Ch&p five different types of
integration of techniqudsavebeen proposed in this framework, represented in Fig.
13.3

In our previouswork (ChowdhuryandJangle2018), referencevasmadeto only
two kinds d integration: bothways integration in which different partsvespe
cific objectivesandthemethodologies/toolproposedarealignedto the servingthe
respectivebjectivesandsubmergingvith identity, whichis aboutusingatechnique
completelyasa subsetof alargertechniquepurelyto optimisethe effectivenesof
the latter, yet retaining the distinctiveness offtirener.However as | revisited the
frameworkaspartof this chapter] realisethatall five kindsof integrationproposed
by Sushil(1994) areachievabléerebytheadoptiorof therecommendeftamework.

13.6.1 Benefits of Applying thé=ramework

Followingaresomeof theanticipatedenefitfrom threestandpointd ethical oper
ational and sustainabilidy of thisapplication.

¢ Ethical Standpoint: CST constantlypushegheinterventionisto beopento per
spectives, be conscious of hidden agenda and be accommodativergent
worldviews. A methodology like SSM will not only enable the interventionist to
beopento diverseviewpoints butwill providethemwith theright structureto be
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Table 13.1Conceptual framework for the application of CST in micrsurance

Phase

Core objective

Recommendatio

Anticipated benefit

Appreciation
and

Understanding
the onground

Soft systems
methodology

Thrives on embracing and absorbing flexibilit
in the mosfundamental level in understandin

problem realities and thesituationwith diverseperspectiverivenby
structuring | establishing the spirit of understanding and accommodati
trust with the different human activity systems, SSM prepa
community the system to be resilient and agile right in th
design stage. Through theakning character
ingrained into SSM, it enables the system to
embrace an approach that is ondbstinual
look out for betterment by incorporating chan
in a positive and agile manner
Product Researched Critical system | Enables explication of the core, intermediary
modelling | scheme heuristics and peripheral roles stakeholders play in the
and setup | structuring, system, and the articulation of both stated ar
aligned catering unstated community dynamics. Helps t
to the understandhecontextin adetailedmannewith
community the appreciation of both internal and external
needs flexibilities, which helps in creating a resilient
and sustainable produtiodel
Viable system | Operating in the insurance space, gssential
model for the system to be viable and predictable tc
ensure fairness and consistency. VSM does
exactlythis.Well-definedoopsandrelationships
between subsystems ensure flexibility to be
curated and channelizeffectively. This enable:
addressing tturity of the system at an evolve
level to effectively navigate through processe
interfaces, actors arsfrategy
Sustenance| Building Scenario Crafting contingencies by considering
and on-ground planning challenges and constraints that may encount
phaseout | operational the community and the scheme in the short,
capability in the medium and long term. Scenario planning is
community and based on the understanding that change is tt
enabling a only constantindthatflexibility is amustfor the
sustainable approach undertaken to be able to react and
scheme respond to change. Flexibility is at the heart «
ScenaridPlanning
Strategic Directing focus on the most probable
assumption assumptions and scenarios tokeacenario

surfacing and
testing

planning more effective, hence, giving a
directionto uncertaintyandflexibility. Thisleads
to enhanced performance of the system in th
wake of continuathange

Drama theory

Awareness generation, capability building an
enablingdecisionmaking skills towards
building a system that is futuready. This
addresses the requirement of capability build
and learning of actors to make them more
equipped to operate in a changing system
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Fig. 13.3Integration of techniques

openinaref fective maonempr 6vAét based- on fi

tionso (11 e 200%&is ahe & the rhaa princpres behind the SSM

methodology. CSH, on the other hand, will help the interventionist question the

systemitselfd itsfundametaldefinitionofboundariedJ | r icenbeptgalisation

of systems is heavily drawn from Kant,

[systemshsreferringto thetotality of relevantconditionsonwhichtheoreticalbr

practicaljudgementslependijncludingbasicmetaphysicalethical,political, and

ideol ogical a pr i1e83 p. 2}). Judigmentseare chalengédU | r i

throughthe setof 12 powerfulquestionsandtheresultis the foundingof a social

infrastructure that is stronger, more robust ettical.

Select systems methodologies discussed above help, not only with creating the

mindset of ethical considerations astdvetowards accommodation but they also

provide the interventionistwith the adequateflexibility, tools and methodsto

enable the same. Hence, from an ethical standpoint, it is not just about-the out

comesthatsuchtools provide,it is alsothe procesof inquiry thatthey promote;

Ai mprovement o i n tcdoreofthé changegbcess.n r emai ns
& Operational Standpoint VSM, a methodology inspired by the functionalist

school of thought, brings in predictability and control in the system. It clearly

delineateshe multiple decisionpointsintheo r g a n i stradureandia§sshe

foundatiorfor operationaprocessem beefficientandeffectiveintroducingasys

temic maturity in a state of constant evolution. It also leads the interventionist to

think of previously norexistent functions that will enable opeoats to be more

balanced and resilient. The whole system becomes more standardised enabling

ease of understanding for the owners ofsysem.
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