STREAMS: An Ongoing SPIRAL DYNAMICS Process

for INTEGRATING, ALIGNING, and SYNERGIZING FUNCTIONS

1 - DECIDE WHAT BUSINESS YOU ARE REALLY IN

While there will already be some consensus and general agreement in your city, decision-makers may find they are pursuing multiple goals, some of which may well be contradictory. If the participants are not in the "same" business, that diversity will negatively shape strategy and tactics. Hidden agendas and the pettier side of politics can sabotage the process and erode necessary levels of cooperation and trust. If the business is simply keeping the function in business, there is not way to deliver quality services.

The perception of "the business" of practically every governance structure is changing as it is opened to more in-depth analysis and questioning with new leadership. This redefinition of "the business" can expose new avenues of thinking. However, it can present a threat those who are entrenched in old-time missions and cannot adapt to a changing municipal, regional, and national situations.

Once you have a good idea of the business(es) you are in, declare an initial encompassing statement that clarifies you broad mission and objectives - "what do we want to be when we grow up? why are we doing this? where do we want to be going?" Some of this is already coming from various charters, codes, policies, and administrative decisions. However, many components must be fashioned "on the fly" to reflect the unique situations different parts of your municipality will confront.

2 - CHART BIG PICTURE PATTERNS and FLOWS

The city must power-up its capacities for serious environmental scanning. The watershed of your city's stream must be carefully surveyed, looking for the first signs of new objectives or radical changes coming downstream. Assess the entire domain, both the river bed and banks, to spot potential threats and opportunities.

Then look at the flow around you. Search for the well-springs of change within government and your constituencies. What forces are at work right now? Next, look down-stream at what's already gone by. Survey the city's and region's history and what got you where you are. Acknowledge and honor the strengths of the past so you do not sacrifice them in the name of progress and change for its own sake; but do not let the past drive the future. Entities in transition often "throw out the baby with the bath water," then struggle to rebuild the very things they already had if they had only recognized its worth. Finally, force decision makers to step away and look at the overall system, not just the events flowing by right now. Assess the Spirals of those significantly impacting you. Where are they? What is next for them? This search for flow-state patterns, although tentative and often fuzzy, is critical. Far too many decision teams launch into strategy and tactics before they understand the forces at work in the real world where they must function. These forces arise both inside the group and from without. Often, they are surprises.

3 -TAKE INVENTORY of RESOURCES, CAPACITIES, and their LIFE-CYCLE STAGES

When you are re-engineering an entity, be certain you have taken inventory of available resources. You must know what your assets and liabilities are. Draw three spirals, one for Human Resource Competencies, one for Technology/Equipment, and one for Management/Information Systems. See how well they align for your city. Do your competencies outstrip your technologies, or do your machines exceed the skills of their operators. Does the coordinating system enhance or interfere with outputs? How can the three be better aligned? This appraisal is not just for personnel and programs, but those things plus their life-cycle stages. Leadership must identify these developmental positions of personnel, equipment, and of managerial maturity. When realigning an existing system, you must audit its flexibility and possibilities in terms of the 6 Conditions for Change:

•
Potential for change in the brain syndicate and realistic possibilities for the future

•
What issues are driving the system for-better or for-worse and how can they be resolved

•
Whether dissonance is present to make change initiatives desirable and accepted

•
The level of insight about alternative ways of doing things, fresh approaches, and creativity

•
What barriers exist to preclude or delay change, both inside and outside the entity

•
Access to means for supporting a change initiative and acceptability of some risks

Here are the essential questions: "Where can this thing go? If it needs to change, change from what to what?" Some entities simply cannot be transformed or realigned in spite of attempts to jump-start change, especially if it is driven top-down. There may be too much psychological luggage in the organization. One (or more) of the three spirals may be in real trouble. The entity may be too tied up in an older paradigm or way of doing business. It may not even understand the business it is in, and thus improves continuously at doing what is, essentially, irrelevant.

4-ESTABLISH CULTURAL and VALUES SET-POINTS

Every culture - corporate or municipal – has flywheels. Once they start rolling, they maintain a momentum that is both difficult to stop and hard to redirect. Their hubs are anchored to the cultural memes and values set ​points that define the character of a city. Flywheels are self-sustaining principles, assumptions, and beliefs that are part of any community or profession. They may appear formally in print as policies or vision-mission-goals statements, be loudly proclaimed in executive briefings, or just be passed around informally in coffee shop chatter. In any case, these are the memorable events and core beliefs that bond people into extended families, neighborhoods, service clubs, and other collectives. They will vary a bit by region and according to functional areas. They should be put "on top of the table" early on so their momentum can be dealt with appropriately. Otherwise, genteel Ping-Pong games at the surface will mask bowling balls being hurled at people's shin bones beneath the table, and games of NIGYSOB - "now I've got you, you SOB" - will prevail: New managers bring their own flywheels with them and must communicate the stylistic and priority differences up front. At the same time, they must recognize and respect what is already there.

5- DEVELOP and PROPAGATE a STRATEGIC VISION

The future should play a more powerful role than the past in shaping the present. "Strategic" means determining how to get from Point A in "the present" to a future condition defined as Point B. It is useful to set up a sequential measurement process to determine how well you are doing at each stage along the way. Otherwise, business-as-usual tends to win out. Most cities have this step in place, but few apply it to the whole stream to link past, present, and future with all the stakeholders in the community.

This A-to-B "strategic vision" is in step with the overall definition of "the business we are in" and what you intend for it ultimately to become. Point B may not be that ultimate aim, but it is the realistic next step enroute to it. A visioning process adds some concrete, objective means for getting there. Obviously, the planning process must begin at the top executive level and fit into an overall, integrated city change initiative. Yet many constructive incremental improvements will be possible at virtually any level and the system should be open enough to permit creative initiatives anytime.

It is essential that this set of premises be shared and propagated among everybody in the city, at all levels, in terms that are meaningful to them. Too often, "strategic planning" and "visioning" activities are for the elites; the people outside the power loops either know nothing or feel ignored. Everybody in the municipal sphere should have a sense of what they are doing and what lies ahead. It is best when they can be involved in developing the strategy, based on their relative competencies and access to information and know-how. However, if the grand vision is already set, then sharing it accurately, openly, and genuinely becomes critical. This means doing more than printing nice posters, newspaper fillers, and glib vision and motivation statements. People must become convinced you are, serious and the vision is more than pie-in-the-sky, "just another round," or obvious double-talk. They must trust the governance structure and the people in it.

6-CONNECT EVERYTHING to EVERYTHING ELSE

Traditional hierarchies, particularly in government, freeze position power and pecking orders. They define organizations as assemblages of particles, not living waves in a constant state of flow. Bureaucratic structures fail to recognize the natural, often informal, patterns in which people really interact. They pretend that the boxes on organization charts are truly meaningful and that real power is measured by office space.

In opening up hierarchical thinking, link the critical elements of input, throughput, and output together. The forms that emerge will trace the work to be done, the services to be delivered, the outcomes to be achieved, or the information to be disseminated. The structures that arise naturally from such an activity may take one or a combination of several forms: networks, clusters, clover leaves, capsules, organisms, or even pyramids. The optimal shape morphs itself to fit the mission and the available means of accomplishing it. It must fit the available human competencies, the technology, and management/information systems. The key is to build forms around functions so they fit naturally rather than having to force square pegs into round holes.

The entity must constantly recognize the contributions of its parts to the quality of the outputs of the :hole. Thus, nobody is positioned to say "that's not my job." The mission and objectives become everybody's responsibility and all are accountable. At the same time, all must sense a personal benefit from their contributions. The three dynamics of POA - Politeness, Openness, and Autocracy - when appropriately delivered, allow the flexibility to cross borders and eliminate dysfunctional barriers.
.

7 - DESIGN an IDEAL HYPOTHETICAL MODEL for

FITTING STRUCTURES with FUNCTIONS

At this point you will create a hypothetical model, an idealized, tailored organization that fits with the design constructed in the first six steps. The goal here is to build 'a structure that manages, surrounds, and nourishes the natural flow of work according to the shared vision. The structure you design must be congruent with the flow of work itself, the people you are working with, and the requirements of the city.

You must always have firmly in mind what it is you are changing to and what it is you are changing from. If you do not, the entity will just go in circles as have so many organizations that took Total Quality, for example, as a set of words and activities rather than integrative process. It will be seen as change for change's sake, reengineering to please a boss rather than enhance results. Also, remember that this is only a hypothetical model at this point. You will have it in mind, not set in oncrete, so it can adapt to rapidly shifting conditions. The spiral is always in motion.

8 - LIBERATE, REALIGN, and RESHAPE CURRENT SYSTEMS to FIT the NEW MODEL

In reengineering an organization, decisions regarding staffing, facilities design, compensation packages, appropriate technology, and information networks should be made with the ideal model firmly in mind. If the option is to shape and revitalize a pre-existing system and structure, several alternative steps should be considered:

· A match may already exist between the current and projected systems. If so, avoid stirring things up just to be trendy and leave well enough alone. Change does not equal improvement.

· In case of a moderate mismatch, it may be necessary to reassign people to new jobs, arrange a considerable amount of retraining, or even encourage early retirements to open up space for fresh thinking.

· If major gaps exist between what is and what should be, it might be necessary to create a totally different entity for the new paradigm, leaving functioning parts of the old one alone to accommodate those who are unable to work effectively within the new model while moving those who can adapt into the new form.

· If there must be major movement on the part of a large number of people to produce a new congruence:

l. Introduce dissonance into the organization culture to see how the systems define the situation and respond. These trial balloons can give you a good sense of what to expect when real change comes down the pike. These "perturbations," as they are called, may give the wake-up-call to complacency and denial, triggering an interest in something new. If people are trapped or Closed, however, they will be severally threatened by the trial change stimuli. You will need to remove the prod quickly or it may spark a revolution. On the other hand, if that is what you want, just keep pushing and some will bail out.

2. In some cases you can move a system out of danger and into the cooperative range through satiation - fill it up until it can take no more. Find out what flywheels drive the entity and keep them well oiled. This solves Problems at one level, freeing it up to consider new options.

3. In some cases you may have to reassign or even release a large number of people who simply cannot respond to 'the new work challenges and responsibilities. Be kind, be swift, be thorough. Try to relocate, or retrain; redesign is no excuse for cruelty.

9 - PLACE the RIGHT PERSON in the RIGHT JOB with the RIGHT TOOLS and the RIGHT SUPPORT

The term "right" translates as "a proper fit, congruent, in sync with, appropriate to, in harmony with, and tailored for." In other words, doing what comes naturally. Over the past few years, the emphasis in human resources has shifted from attempts to "fix" or "change" people who were indiscriminately assigned to jobs as "warm bodies" to a focus on careful selection and placement up front.

Many variables need to be considered in creating the job match. Education, experiences, job-related knowledge, personality characteristics, and other task-specific traits should be factored into the equation. Also consider metaphors like Elliott Jacques' Complexity of Work Model. Its seven tiers of complexity of thinking required in a job range from (#1) short time-frame work dealing with one concrete task at a time and maintaining a constant work flow to (#7) jobs that involve executive leadership of multinational corporations, governments, and large scale systems involving judgment of social and political milieu in time frames up to 50 years.

10-- BUILD in a CONTINUOUS REALIGNMENT PROCESS for SHIFTS, CHANGES, and IMPROVEMENTS

Stability and permanence are illusions, even if comforting. This is particularly the case in government service. Change will be a constant. Every nanosecond marks small steps or bold leaps in some form of transition.

· Environmental scanning (internal and external) should occur throughout the organism, especially in front-line eyes and ears. There should be a "think-tank" and clearing-house for important insights, observations, and enlightened hunches. Information of all types must be shared through interactive communication networks.

· Freedom to report negative news should not be impeded by the fear the messenger may be "killed." The government must be an Open, Polite system, with the Autocracy dimension always tempered by appropriateness.

· Downplay status levels, political games, turf protection and "hey, that ain't my job" mentalities.

· Reward high levels of trust, proactive inclinations, communication as needed in every direction and from any source, and personal rewards for going the extra mile.

In short, the capacity for minor readjustments and major realignment must be built into governments, into everyone's consciousness, operating assumptions and systems, and into the mainstream of how the city does business. In this era of reengineering, downsizing, and uncertainty, every municipality must embody the efficiency, broad vision, and systemic thinking that they should demand in their suppliers and constituencies. Business-as-usual will never be so again. But "eyes to see" and "ears to hear" what is happening as systems ebb and flow will always be in demand.

