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ENVIRONMENTAL SYSTEMS ANALYSIS


Part One: The search for fitness in a new age
The organization in harmony with its environment will thrive

No organization is an island, complete unto itself.

Like any other living thing, the organization exists only in the context of its larger environment.

All of the organization's needs are drawn from this environment; all of its products are returned to the environment.

To recognize this is to see the transparency of all rigid distinctions between "us" and "them."

The boundary that separates inside from outside is permeable indeed. It is a door,'more than a wall; a bond, more than a barrier; a concept, more than a firm reality.

Across the invisible boundary that divides them, transactions between the organization and its environment are governed by a set of elegant natural laws.

You don't have to be a scientist to understand these laws.

Think of biospheres, ecology, bees and flowers. Think of organisms, rather than mechanisms.

The organization and its environment are living entities, united in time and space. They are inseparable, interdependent, and mutually‑creating.

Like two sides of the same coin, each is required for the other's existence.

The organization exists by the "consent" of its environment. The environment, in turn, is defined and changed by the action of the organizations in it.

Purpose is the central value that unites inside with outside. The right purpose, rightly understood, radiates vitality in both directions.

The organization's central purpose, and the way that purpose is pursued, must be wanted and supported by its environment.

In the pursuit of its purpose, or "core mission," the organization may identify any number of particular objectives. Many, if not all, of these will be imposed by the environment.

And all of these objectives must be defined, integrated, and acted upon in ways that are both internally congruent and(externally(compatible with the environment's own many demands and needs.

In short, the organization that lives in harmony with its environment will thrive; the organization that is unresponsive will wither and die.

All of this is so obvious it hardly bears repeating. It's a given. A set of basic assumptions to be taken for granted.

In times of relative stability, there is no pressing need to elaborate on the required "fitness" between the organization and its environment.

Not much is happening out there. So the organization's adaptive response capability goes little tested.

In times of mounting turbulence, however, the organization's very survival depends on its ability to respond quickly and well to the new environment springing up on all sides.

These are such times.

Consider the massive changes reshaping the face of the whole world today, and the increasing speed, complexity and unpredictability of all these "megatrends."

Consider the impact of this tidal wave on the particular environments most relevant to your own organization and on the technological, economic, social, geographic and other fields in which you operate.

Consider, too, how vastly different are the expectations and demands of your many stakeholders now, compared with those of times past.

Customers, suppliers, lenders, owners, workers, and every other direct participant in the enterprise has shaped and been shaped by those same still rising rivers of change.

Organizations that choose to ignore these developments do so at their own peril. The pressures mount. The questions persist.

Where are these new streams taking us? How can we navigate their powerful crosscurrents? What kind of ships must we build to master these turbulent waters?

These are the questions that must be asked and answered by every kind of organization today(questions of adaptation and survival, transformation or decay. These are big questions, eve ultimate questions.

But they can be answered.

Organizations are human inventions, structured and managed for the conditions of the times. They can be reinvented for new times, even for times that demand continuous adaptation.

It's no small task.

All of the organization's seemingly inseparable pieces must be taken apart, examined, and put back together again(refitted to a new pattern.

The process begins with a careful look at the organization-environment "set" of the past, its features in the present, and the choices available for the future.

Before the group meets to develop shared view, the members should clarify their own thinking.

Working alone, then, please follow the directions on the next page.

Identify major trends

John Naisbitt has identified 10 "megatrends" transforming the modern world at every level.

You may wish to add a trend or two of your own.

First, look over his list, below. Then add any other trends that strike you as especially important.

Next, before going on to the next step, choose the three‑to‑five trends that you think are most relevant to your own organization's past, present, and future.

Circle the ones you've selected.

1.
Industrial society

Information society

2.
Forced technology

High tech/high touch

3.
National economy

World Economy

4.
Short term

Long term

5. 
Centralization

Decentralization

6. 
Institutional help

Self‑help

7.
Representative democracy

Participatory democracy

8. 
Hierarchies

Networking

9. 
North

South

10. 
Either/or

Multiple option

11.
Others:

Identity relevant environments

With those general trends in mind, it is important to identify and confront the particular, concrete issues they raise for your organization.

In preparation for this phase of analysis, it helps to conceive of the larger environment as if it were segmented into a number of environments:  technological, political, social, economic and physical, for example.

As L.E. Davis reminds us: (Each of these environments is changing, interacting, and generating demands for the organization."

Understanding these environments and assessing their implications in depth is crucial to organization design.

Your group may spend a good deal of time on this step, sharing individual perspectives and developing a thorough analysis as a team.

Here's what you can do to get ready:

First, examine the list of environments below.

Next, add any environments that you feel have special significance for your organization.

Finally, select only the three environments that, in your opinion, present the most pressing demands on your organization, right now and in the foreseeable future.

Circle the names of the three high. priority environments that you believe deserve special attention in the group's analysis.

1.
Technical

2. 
Social

3. 
Economic

4. 
Political

5. 
Physical

6. 
International

7. 
Other:

Identity key stakeholders

The organization's viability depends on the continued participation and support of many stakeholders.

Stakeholders are all of those in the extended field of your "larger system" who confront the organization with particular objectives of their own.

Stock owners, users, suppliers, workers or members, for example, all come to the organization from the environment, bringing resources from the outside in exchange for the resources provided to them.

Other stakeholders(communities and government agencies, for example(provide particular supports or sanctions of many kinds, in exchange for obligations to be met by the organization.

Clearly, the "care and feeding" of all these stakeholders is as vital to the organization as its own good health. Indeed, they are one and the same thing.

Who are the stakeholders in your organization? What are their expectations? And how are these expectations changing?

These, too, are critical questions that must be fully explored by your group.

To help focus your own thoughts, study the list of stakeholders below, then add any particular stakeholders that you consider especially important to your organization.

Then, identify just the three stakeholders whose demands and requirements of the organization are changing (or have already changed) the most.

Circle the names of these three key stakeholders.

1. 
Customer/users

2. 
Workers/members

3. 
Managers/leaders

4. 
Owners/shareholders

5. 
Local communities

6. 
Government agencies

7. 
Other:
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