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74% of staff are not engaged in their jobs.
This is not a management problem.
This is a complexity problem.
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Error

Error
Error

65% of customer interactions are failure demand.
' This is not a management problem.
' This is a complexity problem.

Error
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97% of Intellectual Property generates no tangible value.
This is not a strategy problem.
This is a complexity problem.




Innovation: The Performance Disconnect

Averages are meaningless in the innovation context.
140%

120% ] ® y=0.01164x + 0.0832

100% R?=0.0079

e (crackpot rigour)

80%
&0%
40%

Sales Growth %

Indexed R&D-to-Sales Ratio
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197 Hand offs to discharge a patient

Patient

: : GP
Discharge coordinator / Ambulance
Doctor \
Outpatient echocardiology \ / Ward clerk
Consultant \ .~ / X-ray
Pharmacy technician \ -
S 5 Ph
Audiology\ s S ‘—~ : / armacy
A% = : .
CT scan ' " Medical registrar
B
Physio consultant —___ . \ - ___— Family
S \ < =
O — _\/// A \'\ \ il
> N
n— - ~ | Pathology lab
physio —— - :
/ S — \ l
i S - =il
Senior house doctor — W ,
s S, e ™~ B4 nurse
B4 consultant " \ TN - /3
Duty social worker _ Z 7 Porter
2 Ag ¥ / /// \
4 72
Social worker / \ Outpatient
Priest / \ Bed manager

Management.com

Registrar Ward clerk B4 Health and safety accident form

Patient Pathway Trauma
Bolton Hospitals NHS





















“fly as close to your neighbours as possible”
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f(Z)=22+C
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For every complex problem there are thousands
of clear, simple, wrong answers.

For every complex problem there is a clear, simple, right one.
If we understand and affect




Cynefin
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Standardisation

Knowable, Unfamiliar

Known, Familiar

Loss of
control

Unknowable







Cynefin

Standardisation

-

Knowable, Unfamiliar

Known, Familiar

Loss of
control

Unknowable
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Two Or More Humans = Complex

How was the
meal?

The lamb

> e Fine, thanks. tasted like
2 AR B

| ' : \ L - bOOt-leathel’
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“Operational Innovation

Excellence” (complex)
(complicated)

Everything’s working Nothing seems to work

Feels good Uncomfortable/horrible

Clear rules Confusion

Clear Direction Find ‘new rules’

(‘Progress’) Challenge assumptions

Knowledge exists Knowledge has to be found

Routine Creativity
Manage-able (Gantt Charts) Not manage-able
Controllable ‘Out of control’



Cynefin
Complicated

Known unknowng

sense-analyse-respond

Good Practice

=
Chaotic Obvioug
Unknowable unknowng
act-sense-respond unsﬁgﬁgﬁf&iond
Novel Practice

Good Practice
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EMPLOYEE OUR ONE RULE
HANDBOOK Use good judgment

In all situations.

NORDSTROM

Image courtesy of Nordstrom, Inc.
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Optimization & Innovation

INNOVA

INNOVATION
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Optimization & Innovation
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Crossing The

J Threshold
H e ro S Act | Meeting The —

J O U rn ey Separation i Metorg

) Tests, Alies  ACt 11-A
| And Enemies Das cent
LTk '

Of The Call

Approach The

@ Inmost Cave

Call To
Adventure

Ordinary ORDINARY SPECIAL

World |4t @ - ':

1
WORLD WORLD

- 4

The Ordeal

Return With
Elixir

v

Act Il : Reward Act |I-B
N THE HERO WITH
Return Road Back Initiation A THOUSAND FACES
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Hero’s Journey
& S-Curves
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Crossing The
Threshold

—_—

Meeting The
Mentor

Tests, Allies

Refusal
And Enemies

Of The Call

Approach The

Call To
Inmost Cave

Adventure

Ordinary
World
: The Ordeal ?
f ol
Road Back @

Ordinary
World

Return With
Elixir

Resurrection




Death By A Million Tools

Cynefin CppE
Innovation
-
End
Lotus : CPS Analysis
Blossom LActhn TRIZ
Technique earning raguchi

Appreciative
Inquiry

Design
- R | Thinkin
Turning
. g
Charette
Procedure
I FMEA

Scenario
Planning

Fishbone
Diagram

Spiral Thinker Hoshin

Dynamics T -
oys rend

Analysis
Patterns

MmO X0VO T,

Hurson Focus
I Osborn
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Pareto

Biases




Philosophical Coherence — Operational Excellence/Complicated

6o Lean

Philosophy

PERFECTION
LIMINATE WAST

CONTINUITY
EIAMINATE VARIATI

Plan-Do-Study-Act(PDSA)
or

D£fine-Measure-Analyse-Improve-ConXol M et h 0O d Toyota Production System
(DMAIC) and
Or equivalents
Define-Measure-Analyse-Design-Validate
(DMADV)
Pareto Analysis (Taguchi)
(Root Cause Analysis) (TRIZ)
Fishbone Diagrams gpc (QFD) Tool Lean Toolbox
(FMEA) (0]0)

MGP (Kano analysis)

(assorted statistical analysis tools) ~ Process Mapping
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N L rw MY e

Wit Il BuisinessWeek

Wrong Time e

3M’s INNOVATION CRISIS

How Six Sigma Almost Smothered Its Idea Culture

Reduce Waste
Reduce Variation
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Philosophical Coherence — Innovation/cComplex

Design
Thinking

Excellence

Ideality
Resource
Functionality

Contradiction
pace/Time/Interface

Philosophy

Contradiction
Rapid Learning
ustomer Empath

ARIZ
Systematic Innovation Meth ()d
Method (SIM) Empathize-Define-ldeate-Prototype\est
Define-Select-Generate-Evaluate (Divergence-Convergence)

Inventive Principles IFR

_ Contradiction Matrix Trends
S-Fields Function Knowledge/ S:bvzlers_ion TO 0] I ili q t lat
Bl Tools  Analysis Effects nalysis (a million-and-one templates)

Trimming Resources Separation Principles
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Cynefin

Standardisation

-

nowable, Unfamiliar

Known, Familiar

Unknown

Loss of
control

Unknowable
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COBRA

Compass Outcomes But's Resources And’s
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Tangible Intangible
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COBRA+

...establish

where you'’re

heading...

...map stakeholder
Compass outcome needs...
Input (0]
é\/@:ﬂ Controller ‘I:r}‘ Process :C)gﬁ\)
+ Outcomes
...establish how
well solutions ‘ .
match need and Tangible Intangible
deployment y ;
capabilities, And S B Ut S
then iterate as z
appropriate. .. .
Resources
...establish
‘yes, but’
| || barriers...
...generate
solution clues... ...identify
available
resources. ..
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@ Loop l“,

PULSE RATE

oopA

Competitor sense-respond cycle time
Oursense-respondcycle time

CERTAIN
TO

WIN

¢ ¢ ¢ ¢ ¢

Chet Richards




COBRA - Compass
Everything Heads
Towards An ‘Ideal’

ldeality =

Perceived (Benefits)
(Cost + Harm)

ldeal =

Free, Perfect, Now
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Compass Example: Education

Today

‘children educate
themselves’

IFR

Achieve the FUNCTION

MOO with zero cost or harm

Management.com



Free, Perfect, Now  —u=

& NASDAC:
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Embracing Complexity: Cycles

VICIOUS
Cycle

Vi rtuaus

Cycle .

- *> PULSE RATE

Management.com



Embracing Complexity: The Ultimate Winner-Takes-All Cycle

The Virfuous cycle o€ Data
/A Better data -\
More willingness Faster, more focused,
{0 share data ProduS innovaation
Bef{er customer Beffer products

engagement s




Embracing Complexity...
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SUPER-
PUOWERS

CHINA,
SILICON VALLEY,

AND THE

NEW WORLD ORDER
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020 - Online To Offline
| Online (2)

Q. What is 0207?

Simply put, 020 or online-to-offline i CONSUMER GOES ONLINE China,s Big CompleXity Management

the link between ‘online discovery’ and

actual commerce in the physical world The online component Ad V an tag e .

helps consumers discover
a product and pay for it.

ACTUAL
CONSUMPTION

DATA

e 100Ms of O20 transactions daily
The meta-data never lies
(but it does speak a different language)

T ELLL L)
sEAngs

e B '-‘-.-
\J L 4
= IR

Management.com



Tencent’s WeChat & Complexity

¢ Back BE T IR A I

= AT

| RramEmt

€ RGN 5.40-

| Bt

@ KhESE 2.9560:
@ TEHAEEIA 3.0170-

Unsecured loans of up to £30,000 |
App assesses a person’s trustworthiness @ *E%?Ef,.___:.._ +25?
and likelihood of paying based on thousands | |
of automatically gathered criteria:
- remaining battery-life
- how quickly you typed your date-fo-birth (o] 0] 503
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Culminating In: Social Credit System 23 million ‘discredited’ citizens

(2018)
17million barred from flying
5.5million barred from rail travel

3.5M social credit tax sanctions

Management.com
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Complex Systems + TRIZ

Need to manage the
‘operational excellence’
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need to manage the
‘operational excellence’

VWorsening ply }lniang.bles Measure | Harm
Feature = | = — = ~ — =§
— E E g g 3 S (3z|z8|&g2| = | & EElEsgsE ]
improving 5l i PE £ g B sE|EE|EE| 2 | B FH e
Feature ) = = il = = L) RN T =) 1 55 Ery 35| o6 B =3 ) a0 o e e ry a5
' el FEEEEE B EE FR R R RS B B B FHE R R ) B PR S
D I R R e A P AR R S e e e e [t o e
B I EE S A ] A EE P RS FREE R BN A A B O S B P B B ER RS
S| S e O o [ e s [ e ] o [ e
P e ] R B AR R B R R S o A A S BRI P B B R
L3 el el IS o R I R SRR R EEHEE R el il PSR il 4 el Pt ey v P e e
| e F I Pt e e P e ) P AR R ] R P B A SR PR R S A P B S PRI P
e ey e e P ey B T SRS Pl i | A AT
= B I ER O BRI Y ] Ot P s i IR BN B PR RN R R B B B R A
I | e e e e o e I ] R P B P N P ER B
[ = OH B ER PR A HH B EH A R IS A I B e ] P e A B
= 2 I P AR I A P I S ) I T e e e e s e
= e ] ] I ) O P ER I I ] B e PR e I P BRI T PR R R O B B E B
N | o e | P e s [ e o [ e e e e [ e e e R o P e 0 B e
. [ e ] KK I s e 6 e PR ) I ) ) I S R R B I BRI 1 B R R S E R B
B FEH R R N R PR S ERPE e R e e B PR i o) o Pgod B o] Y B Il Dl e
We I n nova e B B FH PR P B B B B B BRI R B B B B ER R B B ER FH B FR EEH R P
§ e HH A PSR B BN B R RS R B B B R RIS et i IR B i i) Pl P s A Il i
2N D i R A R B PR BRI e B R B R 25 IR R A R B ER B PR ER R
B B EEEE B R P B B ENEE B B S B B R PR R P A bl i Pard Bl ] I e D] i
N B A P PR A R B R B EH S B S B P R A N alel ek I B P B R R EFH R EH PR ER R R
2 | B B B B EH RN R EE EE R B B R R R
1 Bl FR EN R R FR B PR R B FREE B B EE R S ik v R B R RS P FH R B FE B PR R PR FH EH PR
S [ e - B B A B B EF PSR B P B ] B R E I B P N S A R B B ] i R B R B B B R
B e E s I N e o] 0 e el I B P R R B R B | PR R FH B i FEE ] A A R e ] R B A R e L B BRI FE B
e e o s [ e e ol e i P e O e [ e s o e e ol o e e
B I P e FE ] B N P R P ) IR B A ) ) o PR I ] 5 ] Y I 5 R S R N P e ) ] B P
= B e E ka0 BN o ] AR A R ] R I DA s e ] A ) e O I 2 il - - e e e e e O ] S P
F N B e - N N e I P R B R P I ] i e RS ER N R B I P R I ] B I ) e 0 e ) B S R R E R
B e 7 e e o o e e e s s e [P e e N P et e o [ s e
Bl e A R EA e e ] O R P ] I Y ] Y S R O O ) ) I T O I I R S ] o P s E R
B | e s s 0 ol | et o e s s e e (e s e e e e P B e
B I P R ) PR e R PR E B ) R e P i S P B N A B B B P B B R A P EE P R
) el e e e e e [ i s e o s s o o
B I ) i R R B Y O A P ] ) o e I N [ ] Y P ] S P e e e s ) ] I ] 3 S ] I O A
e o e e s e e e e P e e g o e s s [ [ o [
- B P AR P 0 P P P A e P ] ) e e I ] e s O ] e ] e | e e A e B 3 I ] e s A
= |= Trust B EHENIES R B R EE R PR R EN B FE FE RSP
0 e - e R B A O B R ERE RN R B P R R SR E
@t Msaning FEEE FEEE R FEEH FE EEEE B EH PR B N B EFER RN B
P R ] P G P A I G e P I it P R PR R -
wrescarement eorac | 7T 25| T 1|40 241 24 4[10 25| = 24| 26 =] 5 2s |57 as|esaf 5m 2|5 an| 37 s[ao o 7 sl = es|or slzs r(r kies a7 19
| Spovem Gomeroned 25 23| 35 5 = AEEEE EE R R .2 |e
-

TR0, I Consutiants Lid all rights Feserved ' ' 10 - Preliminary 23 - Feedback 16 - Partial or 24 - Intermediary
Action Excessive Action

M

Project’....=

Management.com




Contradiction
Solvers...
And Not...

\/":
. MIE
PI’OJeCtQ,,.m‘

Management.com

What made
Napoleon so

successful?...

5

....and then
not?




‘-‘f What made

The Rise and Fall of Napoleon, 17951815

Napoleon so
successful?... ... and then )\
not? 181 5 |
Suffers final
1795 1799 1804 11805 1806 1808 1812 defeat at
Defends the | Seizes Makes l Loses the Blockades Sends army 10 | |nvades Waterloo
National control himself 'Battle of British Portugal, Russia
Convention of the emperor of | Trafalgar shipping tnggering the | and loses 1813
from royalists | government | France \ to the Peninsular War | 400,000 Suffers
continent men defeat at
Leipzig

| | N | :

1803 1804-1805 1807-1812

Sells the Conquers Maintains the French Emgire 1815
Louisiana country after at its greatest extent 1814| Returnsto
Territory to the country Gives up his | France and
United States tllrone and raises
i is exiled another
army
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Better (PM) Questions

‘Ideal’ Compass

Vicious/Virtuous Cycle Pulse Rates
Contradictions

‘Critical Mass & Critical Point’
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