	[image: image1.jpg]


Whitewater            Strategies






The Way of WWS

Choosing the path with heart


The source of change
It often begins with an inexplicable sense of unease. Something's happened.  Something's changed.  Something fundamental.  But what?  Is it me?  Is it the organization I belong to?  Is it "society"?  Or the spirit of the age?

The answer is probably yes, to all of the above.

A great sea(change now seems to be at work in the mind and in the institutions of people around the world.

The essential nature and direction of this change is well‑documented. It's talked about in classrooms, kitchens and cars, in temples, taverns and even on TV.

You can see it happening in magazines and movies, in politics, religion, business, education and the arts.

It's everywhere. But still, somehow, it's not fully understood until it happens personally. Until it happens in you.

That uneasy feeling may be your signal that it's happening in you now.

"It" is a major shift in perspective, the birth of a new way of understanding and of dealing with yourself and with your world.  A way that is at once more satisfying, more deeply meaningful and more productive.  

Carl Jung calls that uneasy tug the "urge toward individuation," toward becoming in reality all that you potentially can be.

Because that urge is being felt and acted upon by so many, Scott Peck insists that our times mark the dawn of an unprecedented new age, indeed, "an evolutionary leap for mankind."

And Russel Ackoff agrees:

"We have entered into a period which will be to the future what the Renaissance was to the past."

Individually and collectively, it seems, we are being pulled by an irresistible force toward the fulfillment of some larger purpose:  "Wholeness."  "Integration."  "Excellence."  "Transcendence."  

The goal and the way to the goal are described in different terms by different people.

For many of those concerned with improving organizational effectiveness, the words "sociotechnical systems" carry all the promise of a superior new reality.  A reality that cannot be captured within the boundaries of mere words, nor contained within the old categories.

Even the shorthand version(WWS(has come to embrace more meaning than any simple definition could possibly convey.

WWS is the most current label for a diverse and growing body of organization theory, research and field‑tested methods.

It suggests the ends as well as the means for creating and sustaining organizations that are more truly fit for the new age.

Finally, WWS implies a profoundly felt internal shift, a powerfully‑expanded point of view, and a living experience.

The transformation

The WWS approach is often called "innovative" or "participative."  It is more than merely innovative. It turns many of our traditional assumptions and practices on their head.

It goes beyond the common understanding of "participative" too.  WWS presents managers and workers alike with a profoundly challenging call to put their deepest values and highest hopes to work.  At work.  

To make it work almost always takes new knowledge. It also takes integrity, commitment, courage.  And even wisdom.

But it's not just theory any more. After 40 years of experimentation, the results are in.

Hundreds of organizations, now, are structured and managed along the lines proposed by the sociotechnical systems model.

Thousands more are on a transition track, moving toward the new image of perfection for the workplace.

Almost routinely, they report significant improvements in flexibility, productivity, quality, safety, turnover, grievances, commitment, satisfaction and morale.

It's little wonder that the people who've built and worked in such organizations have been so eager to spread the word.

WWS concepts and methods are promoted by some as creativity‑unleashing, dynamic, moral, and even visionary.

Others point to its highly logical, analytical and scientific elements.

And still others see it all as just plain common sense, applied.

The WWS approach, in fact, puts all of these components to work.

The destination

The goal is to create a flexible, self-managing and self‑sustaining organization that produces nothing less than extraordinary performance and member satisfaction.

The way to the goal is through a continuing cycle of nine careful steps, with the central aim of achieving an ever higher degree of creative adaptation in the service of common purpose.

WWS is an invention born of necessity.

To meet the demands of an increasingly turbulent environment(with its new, global economy, new technologies, new employee expectations, and new pressures from every corner of society(new forms of organization are clearly needed.

The rigidly hierarchal, bureaucratic, and highly specialized organizations of the past are out of place in this new world(less able to cope, and less satisfying as places of work.

The alternative is an intelligent, democratic‑participative way of organizing and managing human effort.

WWS presents a responsible and well proven way to "jointly optimize" the best of technology with the best of the people who use that technology.

The WWS approach also acknowledges and responds to the need for an appropriate "fit" between the system as a whole and the larger social, economic and other "outside" systems in which it operates as a living, co‑producing part.

The nine‑step path

The path of transformation begins with the discovery of new age "systems thinking." In essence, this step demands a confrontation between the conflicting assumptions of the machine age and those of the new model.

Next steps include a thoroughgoing analysis of the current situation and the organization‑environment "set," along with creation of a clear charter and a transitional structure to guide the organization in its efforts to build a better work design.

The technical system is analyzed as a transformation process(converting needed inputs into wanted outputs(rather than as a fixed set of tools or procedures.

And the workforce is defined in new terms as well:  as a unique social system, organized around the work itself and the purpose of the work, rather than force-fitted to a pre‑determined set of narrow, task‑specific job descriptions or a tall stack of boxes on an organization chart 

Finally, a new design is conceived, to better optimize the fit between the people and the work they do, and the fit between the system as a whole and its shifting environment.

The design is seen as provisional, open for change as changing circumstances and new knowledge warrant.

And the process goes on:  through detailed implementation planning and execution, measurement and evaluation, and continuous adaptation over time.

It's an iterative and cyclical process, with the discoveries made at one step often prompting a jump ahead or back to keep the system's many interrelated parts in balance, integrated, and moving in concert toward the same central purpose.

Like life itself, it's a never‑ending cycle, to be repeated again and again in the natural course of organizational life.

The choice

It's an attractive and workable model. But choices must be made.

For WWS is not just another way to smooth the path we've been on. It's a new path entirely; a fork in the road.

It demands that we let go of old baggage, leave sight of familiar terrain, and strike out in new directions.

Confronted with such a choice, the Yaqui Indian is advised to "choose the path with heart."

Since the final destination is unknown in either case, the right course is the one that strikes the most resonant chords of the human mind and spirit.

In our age, the choice is clear. The way of the past is mechanical, fragmented, anemic and unnatural. The way of WWS is the path with heart.

Points of departure
(When Frederick W. Taylor set out a century ago to make manual work productive, he assumed that there would be (one right way(...but his assumption has proved wrong, especially for work requiring skill and knowledge. "(Peter F. Drucker, Managing In Turbulent Times

On this page are 10 values that have developed around Frederick Taylor's ideas of scientific management.

Contrasted to these are 10 values articulated by Eric Trist and other advocates for a new model.

Many organizations today adhere to neither one nor the other model, but could be said to be in‑between, in a state of transition or uncertainty, with a foot in each camp.

Before you meet with your group, please think about these opposing viewpoints and the different kinds of organizational behavior they imply.

Instructions
1.
Taking one set of conflicting values at a time, circle the number on the scale that best represents the actual value state of your organization today (as seen in practice, rather than as a value that merely espoused).

2.
Next, circle the number on the same scale that represents, in your opinion, the attainable ideal (the highest value level your organization might be capable of reaching in actual practice).

3.
Third, draw an arrow connecting the two numbers you've circled, and pointing in the direction of the movement that will be required to bring the organization's values and practice into harmony.

4.
Finally, in the space provided beneath each value scale, write‑in one concrete example of organizational behavior to illustrate the kind of change you have in mind.

For example:  For item number six, you might point out that five levels of management approval are now required to hire an entry‑level person versus your ideal of having such people hired by the first‑line supervisor or even by their peers.

5.
After you've put some of your own thoughts on paper, please meet with your group to share your ideas.

	Machine Model
	Systems Model

	1.
Optimize technology
	Joint optimization

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	2.
People as extensions of the machine
	People as complementary to the machine

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	3.
People as expendable spare parts
	People as resources with further potential

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	4.
Maximum task breakdown: simple, narrow skills
	Optimum task grouping: multiple, broad skills

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	5.
External controls: supervisors, specialists, procedures
	Internal controls: self-regulating sub-systems

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	6.
Tall organization chart: autocratic style
	Flat organization chart: participative style

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	7.
Competition, gamesmanship
	Collaboration, collegiality

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	8.
Organization(s purposes only
	Members( and society(s purposes

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	9.
Alienation
	Commitment

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:

	10.
Risk-taking discouraged
	Innovation encouraged

	1.............2.............3.............4.............5..............6.............7

Behavior now:


Ideal behavior:
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