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Interconnectedness

Systems thinking is . . . seeing wholes . . . seeing
interrelationships rather than things, seeing patterns
of change rather than static “snapshots.”. . .

... systems thinking is a sensibility — for the subtle
interconnectedness that gives living systems their
unique character.

- Peter Senge
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A question for your
consideration

Is there such a thing as a system?

“DESA |



Department of
Economic and Innovation and Digital Government for Public Service Delivery
Social Affairs

@*@ United
¥ Nations

The question:

Is there such a thing as a system?
An answer:

Depends on what you mean by a system.
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The question:

|s there such a thing as a system?

An answer:

Depends on what you mean by a system.

S0, what do you mean by a system?
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A Definition

A system is a collection of
elements or components that
are organized and interact for
a common purpose.

Scribd.com
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Main Concepts of Systems Thinking

Collection

* Identifiable parts and boundaries, i.e., you can tell what’s part of the
system and what’s not.

Organized

« Identifiable structure of the system that shows relationships among the
components.

Interaction
« Identifiable processes that affect the components and other conditions.

Purpose
* One or more identifiable desired outcomes of the interactions.
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What is Systems Thinking?

Goal seeking
and

feedback
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Archetypes

» Archetypes are recurring
patterns of behavior that give
insights into the structures that
drive systems.

» They offer a way of thinking about
systems dynamics across a
diversity of disciplines, scenarios,
or contexts. They are defined as
archetypes, which can be seen
as the storylines of systems in
the world.
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Socio-Technical Systems

Purpose
* |s combination of social and technical outcomes

Components

* Are a mix of social and technical entities
Dynamics

» Consist of interacting social and technical processes
Structures

» Consist of both social and technical relationships
Goals

* Are both social and technical outcomes
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Systems Thinking Concepts

* Process, process, process

» Holistic perspective: big picture view

* Input-process-output-feedback

 Links and loops, not linear chains

« Focus on dynamic complexity, not detail complexity
* Importance of mental models and process maps
 Looking for archetypes
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Basic Ideas

You can't do just one thing!

“The world is filled with relationships,
and an¥thmg we do is going to impact
parts of the system that we may never
have even thought of.”

(Richard Heinberg)

“DESA |




Department of
g V Unlted Economic and Innovation and Digital Government for Public Service Delivery
1’ Nations | social Affairs

Real World Environment

Program, Policy &
Economic Context

“DESA |



7 \ H Department of
@ :,‘// Unlted Economic and Innovation and Digital Government for Public Service Delivery
S22 Nations | social Affairs

Organizations & People

Organizational
Setting

Structure
Staffing
Budget
Linkages
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The Work

Info Flow
= Workflow
Value-Added

Business
Processes
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Technology Solutions & Tools

Technology = hardware
Solution  ————————p = software
= platforms

= infrastructure

“DESA |
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Program, Policy &
Economic Context
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Basic ldeas

Looking for circles of causality, not linear chains

Understanding feedback, delay, and noise

Looking for consistent patterns of change

Paying attention to the big picture
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Recognizing Patterns System Archetypes

* Fixes that fail

 Limits to success

* Drifting Goals

« Escalation

« Growth and Underinvestment
 Shifting the burden/addition

« Success to the successful

« Tragedy of the commons
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SYSTEMS ARCHETYPES

AT A GLANCE

ARCHETYPE

DESCRIPTION

GUIRELINES

In a *Drifting Gash” archeeype, a pap |
becween the gool and current reality |
be resalved by taking corrective action
{B1) or lowering the gal (B2} The
crincal difference i that lowering the |
goal immediately closes the gap, whereas |
cocrective actions ussally take time. (See
The Syrvemse Thinkes, Ocaober 1950

* Drifting pesformance figures are sva-
ally indicators that the *Drifting Geals™
srchetype is st work and thet real cee-
rective actions are noe being taken.

| & A critical spect of svoiding 3 potensial

"Drifting Geals” scerasio o to determine
what drives the setting of the geals.

* Goab leenad ouxads the yptem will e
less unceptible to rifting prals presures

In the “Escalatica” srchetype, aoe
Forty (A) eakes acticas that are per-
ccived by the cther a8 & thaeat. The
cther poty (B} respaods in  simikr |
mannes, increning the theeat 1o Asad |
resulting in mare threatesing ators
by A The reinfoecizg boop is Lraced
cut by fallowing the cutline of the fig-
ure-§ produced by the two lulincag
Joapa. (See The Syatems Thivher,
Nemember 1591.)

To break sn escalatzon structuse, wk the
Sellowisg qeesticax:

| ' Whin s the selative measure that pits

00z parly agaitot the cther and can
you hange w?

» What are the sigrificare delays in the
system thae muay dissoet the tree nature
of the threse?

* What are the dozp-roceed asmumpeions
thut ke bencath the actioes taken in
repurne 1o the three?

| returas to s peevioes Jevel or becomes
| worse. (See Tae Spaterus Thinder,

| the furure if capaaity invesoments ace

I2 3 "Fixes That Fail” situatica, @
problem symploes cries cut foe reselu-
ticen. A seluticn is geickly imple-
mented that sllevaes the sympsom
(B, bt the umistended comsequences
of the "fix” exacerbate the pecblem
(R2) Over time, the pecblem sympeom

Nevember 1590)

* Beeaking 4 "Fices that Fail” cpcde w-
ally sequizes ackoowlodging that the
fix is merely allevisting 3 symptues,
and mukicg 2 cmmmitment 1o whee
the eeal peebilem svar.

* A wwo-proaged attack of spplying the
fix and planrang st the soduton will
belp casure that you dont pet caughe
in & parpetual eyele of lving yeser-
ays “sabutions”

10 & "Geowth and Underinvestment”

sschesype, groweh appeoaches a limit
that can be diminaned or peshed i

made. listead, performance stadards
sre bowered W pustify wederavesuncae,
leading 10 lower performance whech
further vl wmdennvetmen

(Ser TAs Spvestr Thinkes, Jonouly
1592)

* Digimo the msmumpens which drsve
capacky mvestment decincns. If past
perfocmance domisancs s 4 conmsider-
annn, iy o balance that perspoctive
with & fresh book a1 desand and the
facrces that deive it groweh.

* If there 5 posentiad for growed, beild
Capacry is anticpaticn of fuseee
denand.

B

ARCHETYPE

Limits to Success

DESCRIPTION

GUIDELINES

In & "Limits of Swcoma™ scerasio, con-
wmued effors initilly lead 1o
impruved pesformance. Orer time,
however, the system encouncers a
Emit which cawes the performance 1o
show down or even dechne (B2, even
= cfforts contizuc t sise. (Soc The
Spever Thiades December

1990 Tazuary 1991)

In 2 “Shefting e Becden” 2 problem is

“slved” by applying a sympaomaric
sobuhon (B1), which divens ansatico
aoay from ssoes fusdumenal slutioss
(R3L (See TAs Sywemus Tivinker,
Sepmber 1990 1In an " Addicticn”
swructure, 3 “Skafting dhe Berden™
degrades imo aa addictive pameen in
which the sde-effect gers w0 entreached
th it oseraheims e ongind probiess

| sympenen. (See The Spateres Thinker

Apeil 1992.)

2 2 “Success t the Succenful™
archerype, if one pecson o grosp (A
i given muee resoerces, ithas 2
hogher Bkelihood of succonding than
B fusaming they arc oqaally capable).

| The ininal socess jusifies deveting

mare resources 1o A, and B anccen
Aminishes, forther justifying more
resores allocatioo so A (R2). (See
e Syuzevws Phnades March 1992)

In 2 "Tragedy of the Commons™ wruc-
Dire, each person pursoes acthons
which arc individwally bencficial {R1

* The archetype is moet hedpful when it i
wed well in sdvence of any problemns,
10 see borw the cumdative effects of
caennued wicoess might bead 10 futee
probilema.

* U the acchetype t exploes queitiom
sk 28 What kindh of prestures are
buidisg up in the ceganieson o &
resalt of e growiks

* Lok foe ways 0 eehese presures o
rexmve mits defane 3 orgaaizatioosd

ket blows, N

* Problom sprepscera are uanlly easer 1o

recagnizes than he other ehaments of the
Mricrare

* [f the ade-effecr bas becone the preblen,
you mery be dealing with as *Addictisa™
sracmare.

* Whether & sedutica is “spmgmomatic™ or
“farslarmeral” ofin dependsan coe's per-
spective. Exglore e problem from a dé-
feriag perspecnve 0 order 1 comee %0 4
moce compeekersve voderstading of
what the furdassenal solation may be.

* Lok for reasara why the spaem was sec
UP 1O Create jost one “wirner”

* Chep off ane half of dhe archecype by
focusing «ffoers and ressuress on ane
proup, racher than creating 3 “winne-
rake-all® competiticn.

+ Find ways to make teams collabocares

rodes than competiton.

* Bcmnify grals or objectives tha define
socess o & bevel higher than ehe individ-
wal flayers A aad B

* Effective soluons for™ Tragedy of the

Ceomnmora™ senanio never bie ar the
Aviduoad bevel

and K2). Uf the amoent of activiy
grows 300 barge far the spatem to vep-
pore, bowerer, the “commoes™
becomes experiszces dimirishing ben-

| efits (BS and BOL (See The Sprever
| Thinker Augu [991)

® Ask quessnas vech ac “What are the
inceonives for indivaduals e perst
their actioass™ “Can the loag-sem cdl-
bacrive boss be made more real and
immediate 3 the individeal actoss!

* Fird ways 1o reconsle shees-term

q A g &
By hat is cartered with the winain-
bikity of the resvarces limi e bedp.

FEGASUS COMMUNICATIONS,

(DT

WHNN . PEGASUSCON.COM

SYBYENE THINKING TOOLS n




7 \ H Department of
@@y Unl!:ed Economic and Innovation and Digital Government for Public Service Delivery
57 Nations | social Affairs

Stakeholder Analysis

“DESA |

27




Department of

Economic and Innovation and Digital Government for Public Service Delivery
Social Affairs

7
() Nations

Stakeholder Analysis

What is it?

What is it good for?

Some Limitations

How to get started
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Stakeholder Analysis: What is it?

A structured analysis of the main logic of a program or systems initiative

Objects of analysis include

» Customers @

» Resource suppliers

* Expected results : :
» Possible tools ﬁ

A programmatic assessment

A business case

DESA |
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« Understanding the external environment of an
agency or program

« Discriminating among stakeholder groups

« Specifying the possible results of an innovation
* Matching stakeholders with results

« Estimating impacts on stakeholders

« Making a rough assessment of data availability and
data needed for a more complete evaluation

« Choosing a “good” problem
 DESA |
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Stakeholder Analysis: Are there Limitations?

* Makes assumptions about causal relationships
and processes

* Mixes qualitative and quantitative impacts

* Does not gather or generate enough hard data to
draw solid conclusions
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Strategic Thinking

“A strategic orientation, whether in government or business
has five distinguishing features:

* Concerned with mission-critical activities
« Time dimension is long-range

» Looks outward, beyond organizational boundaries
« Seeks maximum ROI

* Places high value on technological, human and information
resources’

(Anderson, Belardo & Dawes, 1994)
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Strategic Framework: What is it?

An analysis of the internal and external factors that
a public organization must consider to achieve a
program or service objective.
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Strategic Framework
New Partners

Internal ‘ External

Resourcess==—p 4— Customers

Information Inside the Agency

Other Resources 1 External

Innovations

Products Services
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Customers

A person or organization who makes use of the
service you intend to provide.

New Partners

Internal External
Resources Initiative Customers
Information Inside the Agency
Other Resources ) External
Innovations
Products Services

“DESA |



Department of

Economic and Innovation and Digital Government for Public Service Delivery
Social Affairs

\%@ United
¥ Nations

=7

Partners

A partner is a willing participant in a joint enterprise who
invests staff time, equipment, money, or credibility in the
creation and operation of the service. Partners share costs,
risks, and benefits and engage in active, trustful working
relationships with one another.

New Partners

Internal External
Resources Initiative Customers
Information Inside the Agency
Other Resources ) External
Innovations
Products Services
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Innovation

Products and services that could be used to design,
develop, or deliver a new service or to offer an existing
service in a new way. In the example, the World Wide
Web is an innovation that allows customers to be able to link

to data sources 24 hours a day.

New Partners

Internal External
Resources Initiative Customers
Information Inside the Agency
Other Resources ) External
Innovations
Products Services
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Resource

Something of value that is necessary to the success
of the service. When using the Strategic Framework,
it is usually useful to specify what resource (s) are
associated with an organization, rather than just the
organization’s name.

New Partners

Internal External
Resources Initiative Customers
Information Inside the Agency
Other Resources ) External
Innovations
Products Services
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Strategic Framework: What is it good for?

* |Identifying potential partners to help achieve those
objectives

« |Identifying information and other resources that will be
needed

* Identifying innovative products and services that might be
relevant

» Getting more specific about the customers of the service
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Strategic Framework: Are there Limitations?

« Focuses on “enablers” but identify barriers

 Lacks the detail need to craft a project plan or
design a system
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» Group Formation
» We will form 3 groups

» Count off by 6s

« All#1s & #2s are Group 1
» All #3s & #4s are Group 2
» All #5s & #6s are Group 3

* Move to your small Group location.

@@ United
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« Group Assignment
« Each group will be assigned 2 dimensions
* There three Exercise Instruction Sheets for this section. Each exercise
builds on the next so please do them in order.
» Exercise Instruction Sheet 2.4.1.a
» Exercise Instruction Sheet 2.4.1.b.
» Exercise Instruction Sheet 2.4.1.c.

Small Group Activity

» Group Process
» Refer to the first Exercise Sheet 2.4.1.a.

“DESA |




Department of
Economic and
Social Affairs

7)) United
2 Nations

Innovation and Digital Government
for Public Service Delivery

Thank You!




