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'\ 2 — what are the limits to
/ ' being strategic at the level of
the organization as a whole?




The challenges created
by going ‘Relational’?




The Positional vs Relational Strategies of
Suppliers*®

Positional VS Relational
Variety-of-product based Access-to-solution based Needs-of-client based
organised around organised in relation organised in relation to
supply-side to targeted demand targeted context-of-use

RN N NI NI NI N

Strategic SBU 3
Business Unit Cluster ‘B{llfgﬁgss
- - - Unit
business business business
unit 1 unit 2 unit 3
D Client's -
% demand Need
| ‘ Z> situation ggirsglgd
- -
Positioning , Relation i
determines g determines g}’%’éﬁggh
Task System Complexity complexity is dynamic
dominance

Market-Channel

dominance
[customer Intimacy**]

Product/Service

Category dominance
[product leadership**]

[operational

Relational
excellence**] elatcs

dominance

* From Porter, M.E., What is strategy?, in On Competition. 1998, Harvard Business School Press: Boston. p. 39-73.

** From Michael Treacy & Fred Wiersema, Customer Intimacy and Other Value Disciplines. Harvard Business Review Jan-Feb 1993
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Value Propositions and their relation to
the Client’s context-of-use

Today’s P-type proposition becomes
tomorrow’s K-type proposition becomes
the day after’s c-type proposition.

We will enable you to define the nature
of your problems in ways that will

enable you to solve them better propositions client’s
in clitentt’s context-
contex 3
We will use our know-how to - of-use
provide solutions for your problems S‘“’"‘V
K-typtp
; : ; propositions
We? WI/./ provide you with in a P-type ;‘:’igll.;'lllel(.)lsl >
customisation that you can use as invesltment

context

part of how you solve your problems

supports

c-type
propositions utilisation_of
in a K-type suppliers >

capacity

context

supply-side r-type propositions

We will supply the underlying component
products that we can repeat in quantity
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Which

<ind of relationship is the

- value creation?

basis o

Relation to the

Client Demand Domain of Relevant differences

Amazon “ (from which data is captured)
retail
Architect’s practice ]
T~ client-within-
client-as- insurance company managing
Sctive customer (Eontex.t-o:-usel B chain of events following a
: ’ ) . -type in the real T~ . .
. The client’s ) K-iir;[z‘lirlwr;:xt) time of the cIient’s\ \\ b
Basis for involvement with context-of-use) [N~ . / —
Oreanisin . . managing complex & chronic
& . & the way the health conditions
Behaviours demand is client-as- client-as-
responded to : consumer ‘patient’
passive . ] :
(r-typeina (K-typeina
c-type context) P-type context) ~
7/
A :
PPE . : Teaching
equipment Ina way that is Ina way.that is hospital

organised around organised
what the supplier around the
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auto-driving

client’s situation Tesla

The way the client’s
demand is responded to

can do
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> Targeting
Effects Ladders

Relationship of rcKP-services to the
client’s context-of-use (the effects ladder)

The domain in which the

Problem Demand demand gl r’z g;;ﬁ’n‘:;’egicr;"g =
Domain Situation e drivers p p
s isfying this situation is th m o _ The level
] satisfying this situation is the nowledge- i
Problem/Pain (P-type) most cohesive response to the ceiling above which
no-one knows

proposition

provides a way of organising the
Effects Ladder to create a
cohesive response to the

Demand Situation as a whole ~

demand situation possible

customer
situation

satisfying the situation below
supports the satisfaction of
the situation above

how...

4

Both c-level

Knowledge [ . "”dl t’;“-’
. nowledge-
Know-how (K-type) Domain ceiling rise
proposition over time
provides orchestration and
synchronization of capabilities to
satisfaction of this situation
c-level The level
below which
customisation (c-type) context may
proposition reproduction (r-type) be ignored

provides customizable capability in
support of a K-type proposition

customer
situation

proposition
the specification of the situation is defined
in a way that is context-independent
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How does knowledge
diffusion change the ways
in which a supplier can
capture value created?
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The life-cycle of different kinds of value
proposition from the supplier’s perspective

Very
Strong

Early development leading to N
an r-type proposition

Substantial K-type spin-off with ——

eventual c-type support J/

Customer
Engagement

Weak

JWe will enable you to define the\

before helping you to solve them

nature of your pain/ problems
L for these kinds of situation )

/ We will use our know-how to )

— manage how solutions are
provided for your problems for

\these kinds of problem domain )

4 We will provide you with )
customised services which you
can use in how you solve your

problems in these kinds of

_K knowledge domain 4

None

The speed and nature of the\/
cycles will depend on what
happens to the basis of the
provider’s competitive
advantage
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We will supply you with the N
products you need that repeat a
given price/quality requirement

in the context of these kinds of

Profit Potential
from Defensibility

service j

High .



Shaping the

£ volume
of sales

What this looks like
depends on the
particular market
situation

-

\_

The mix and relative
contribution are being
changed by supply-side

commoditisation and
increasing demand-side

dominance

Proposition Mix

% margin

: c-level

-

|/
\
R

reproduction of a
product independently
of client’s context-of-
use
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on sales

With supply-side \
dominance, these
margins are foregone
by the supplier as an
‘investment’ against
future r-type returns /

r-type c-type K-type P-type

As the demand
tempo accelerates,
the propositions
shaping the
competitive
ecosystem have to
move higher and
higher up the
effects ladder

relationship to the client’s context-of-use

The capability level above which there must be a }
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Distinguishing the commercial frame and task
organisation*

N '\\\
Organization as ‘actor’ establishing a governance relation spanning primary task for this
task systems bounded by their relation to the intended outcome client designed to ‘ \
) | client-as-actor’

— | satisfy demand

executive processes

N

boundary derived
from definition of task
systems designed to

deliver outcome : ~
context-of-use particular
o to the client in which
task systems within a system- . .

. . . Demand for an outcome is experienced
of-interest defined by their Outcome N J
relation to the outcome** | N .

p,
Organization- Client-
** See Ryan, A. (2006). "Emergence is as-Actor cont\r\act as-Actor
coupled to scope, not level." Complexity - S
Complex Systems Engineering 13(2): 67-77. 15t order task 2" order
organisation commercial frame
* See Baldwin, C. Y. (2007). "Where do transaction
Transactions come from? Modularity, Task System Task System

transactions, and the boundaries of firms."
Industrial and Corporate Change 17(1): 155-195.

2:38/10
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The role of bundling and unbundling in
the development of propositions

The ‘thicker’ the market,
the more choices there are
in how to systematise...

new ways are introduced
| of networking inter-operating
products, services and support

v

- t M/’,h' h :’_ systemisation Systemic q Cemisati
Igita .ISG IO.n dline of * problem-based e-systemisation
makes it easier bundling o 7 L
) differentiated ... some combinations
to systematise products, services ~ / P-type propositions quickly unbundled
and support
/
/ ..
K-type ‘propositions
Aligning ol Service PI‘OduSCt . Customising
» supported by Product supported by Service functionality
basis of
accessibility delivery-based product-based
and timing c-typeypropositions
_ itisati r-type propositions
de-commoditisation ype prop commoditisation
customisation differences : .
introduced for different CommOdlty d}ffﬁrencqs d
contexts-of-use quickly copie
cost-based
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The impact of Knowledge diffusion on the
life-cycle

These kinds of problems  —

are commonplace, and
there are widely shared
ways of solving them

There is an inevitable
process of knowledge
diffusion, which changes
the balance of power
between supply and
demand.

_— ]

Use-value engineering

Dependent on (accelerated diffusion)

Contractual the client’s
relation to context
Demand

The real challenge becomes
how you get to grips with the
particular situation in which this
kind of solution is being used...

... which may lead to a
‘jump’ in the ontic approach
to defining new problems,
leading to new cycles

independent
of client’s
context

Knowledge Engineering
(abduction from the
particular)

tacit within

task-system S/he knows how to solve

structures Product/ these kinds of problems
. ico- through innovation
Transactional ervice-baseq Product/service
means of created differentiation

(hoarding of IPR)

Providing from codified

designs There is a codified way of solving

these kinds of problems

See Boisot, M. (1994). Information and Organizations: the Manager as Anthropologist. London, Harper Collins. and
Boisot, M. and L. Xiaohui (2009). Competing and Collaboratingin Networks: Is Organizing Just a Game? Strategic
Networks: Learning to Compete. M. Gibbert and T. Durand. Malden, Massachusetts, Wiley-Blackwell: 151-169.
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The value stairs as a way of
defining the conditions
under which value can be
captured

Lorsch. 1967. 'Differentiation
and Integration in Complex
Organizations', Administrative
Science Quarterly, 12: 1-47.
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Understanding span-of-complexity
Design Structure Matrix (DSM) Analyses

A DSM can be derived from the modeling of task networks. -

thin crossing point - the juncture of the two subnetworks, within each

one of which most task-relevant information is hidden, and between  pewign [ xx % | x x x|
. . . . Dirive KN . X X X
which only a few, relatively simple transfers of material, energy and system  fx k x . x x KKK X
. . Ed k4 R 3
information need to pass. koxx x| % xflx i‘|‘ x
Prgduce XK K K K[
thick crossing point — a crossing point that is not thin, for which there Sy, E Rl il"‘m
are two extreme transaction designs, which are respectively minimal 1l rE— -
and maximal in terms of mundane transaction costs. Design S ol xxx al x
. Cp epens Laptop K XK . XK K
Across this boundary there are a range of possibilities, from formal to XK xx AKX XK. K X
. . . . K K K X K K K
relational contracting, to creating a transaction-free space through an x x X xxx . alx
K X K .
appropriate form of encapsulation. Such possibilities reduce Produce | XA KRR KR
L. . Laptap KK KHNNNKEK
opportunistic transactions. XK KKK KK
N K KN XK K N K

Thick crossing
point

Thin crossing
point

transactions

contracts

Multiple
complex
circular
interactions

Relatively few
simple linear
interactions

Encapsulated
(within transaction-
free system)

Relational
contracting

Formal
(contingent
contracting)
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Upstream (Disk Drive)

Downstream i Laptop)

As the crossing points become thicker, so more
complex contractual approaches have to be used

From: Baldwin, C. Y. (2007). Where do transactions come from? Modularity,
transactions, and the boundaries of firms. Industrial and Corporate Change , 1-41.
For the foundational work on the nature of the firm per se, see Coase, R. H. (1937).
"The Nature of the Firm." Economica 4: 386-405.
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Understanding how requisite variety is
operationalised - Levels of span-of-complexity*

* from Jaques, E., R.O. Gibson, and D.J. Isaac,
7. Total coverage - state and disseminate the values of the whole; consider how eds. Levels of Abstraction in Logic and Human
these values may best be expressed in contexts with different value systems and Action. 1978, Heinemann: London.

different social and political economies; design contexts for the future of the
whole in places or activities that may appear peripheral but will eventually be
sources of strategic advantage; sustain the whole by producing new strategic whole
units by acquisition, mergers and joint ventures and divesting where appropriate.

Board Governance of the

Only needs-based
approaches are
driven by demand-
side individual
customer/client
differences

6. Multi-field coverage - monitor, obtain and shape intelligence about external
contexts; protect the strategic units against excessive turbulence, alerting them of
opportunities and likely pressures; representing the organisation in external
contexts; judge priorities for corporate investment. P-type problem-
based (Problem)

5. Field coverage - represent the organisation to the external context; act as the
source of the mission and as the source of both current and new technologies;
relate the separate activities of level 4.

4. Comprehensive provision - coordinate and supply resources for the practices
that are already in place; develop new systems or practices; meet changes in
purpose; terminate those means that are no longer realising the purpose.

K-type solution-

3. Systematic provision - imagine all the possible practices and systems that based (Know-how) - The Executive
might be used; select those that are appropriate in the light of local conditions;
make the most of the people, the finances and the technologies in order to realise
those that have been chosen.

2. Situational response - comprehend each particular situation by exploration, c-type product/service-

imagination and appraisal, and then resolve it; explain why work is to be done in based (customized)
a particular way; explain/demonstrate how a particular task is to be done.

1. Prescribed output - use expertise in practical judgement in such a way that r-type cost-based
resources of time, skills, equipment and materials are not wasted or misused. (reproduction)
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But what

Profit-
sharing-
A based

kinds of Commercial Frame are needed?

rtype  c-type

K-type

P-type

Here the danger is in
making excessive
investment in relation
to the underlying
requirement

VI.
Joint
Venture

V.
Demand-Side

Strategic Alliance

Output-
based

(Competitive pressurew
determines where on

the ‘value stairs’ it is
possible to be

Input-
based

Commercial
Frame

Value Proposition

V.
Supply-Side
Tactical
Alliance

Il
Full Project
Responsibility

am

Here there will be
problems of quality,

because the

?
=

< -
organisational
mandate is not there
1. 2. 3. 6.
prescribed situational systematic Comprehensw coverage of one  coverage of
output response | (closed system)  (open system) Y type of demand multiple types of
provision provision 5|tuat|on demand situation

Commons Copyright © Philip Boxer 2019 — Attribution- ShareAIlke

Il
Project
Control

.
Resource
Provision



Sustaining the right level on the ‘value stairs’

the hole-in-the-middle Finding the right level of system depends on
establishing what the client really wants...

This ‘hole-in-the-middle can be the O
best ground on which to compete O ‘ Cah we
deliver here?

) 7
Developing

Profit- : (
. In-field :
sharing- S > (collaborative)
based PP <\ Systems of Systems

A
Output- Guaranteed Sub-system ubcontractor to
based in-service integration solution owner
=
| I—
Input- Selling Box
based bodies/boxes installation
\
Commercial r/c-type Production/ K-type Installation/ P-type Solution
Frame delivery integration development/
know-how know-how \implementation know-how
Value If we behave as box installers we
PfOpOSitiOﬂ > will fail to gain maximum advantage

Commons Copyright © Philip Boxer 2019 — Attribution-ShareAlike 2:17



Taking a client up the stairs means that
their strategy ceiling is lifting

Over-investment Commercial
difficulties r/c-type K-type P-type Frame
i’ VI joint venture
Profit-sharing : K J
Agreements
g |/ i j V  strategic alliance
e’ g > h IV tactical alliance
Output-based
Agreements c e f > I full project responsibility
(
a' C d > I  project management
Input-based <
Agreements .
a b > I resource provision
Pre-contractual level from which /
Purchaser makes contract
> 6 covarage of multiple types of client situation
, /5 f ondt f client situati
Provider’s level at which value cove.rage © On ype of client situation
proposition is contracted for 4 comprehensive provision
3 systematic provision

Value 2 situational response Quiality difficulties

Proposition 1 prescribed output

Commons Copyright © Philip Boxer 2019 — Attribution-ShareAlike
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The Value Stairs describe the growing role of the
knowledge-based sectors in shaping demand

. ‘Above the customer strategy ceiling’

Through Life- Through-Life  Through-Life
. . Bl Purchaser pre-contractual
cycle Capability Capability _
(of system, (system- equipment- (cohesion through [ Provider Contract
equipment or or platform-based)  orchestration & [ Provider subcontracted
platform) synchronization)
[ A 1 [ \ l D Potential for open-sourcing

Arms- ‘Smart’ TLAM TLCM TLCM+ 4
Iength (availability (capability No Ionger based on

management)\ management particular systems,
equipment or platforms

VII. Decisive Points

The purchaser is buying:

Mission Capability in Theatre
e.g. Sensor data fusion in response to CCIRs

VI. Mission Command

Deployed Operational Capability

V. Agile Force Structure e.g. UAV sensors on station in support of mission

Operational Capability across DOTMLPF

e.g. UAV available for operational use in Theatre

IV. Operational Capability

‘strategy ceiling’

Defense Equipment & Support

ll. Fielded Equipment e.g. fielded UAV

Defense Equipment

[l. EQuipmen
quipment e.g. UAV

7]
5|
4
3
2

Basis of value is changed as demand tempo
moves value proposition to the right

c-type K-type P-type

Commons Copyright © Philip Boxer 2018 — Attribution-ShareAlike 2:13 2/19



The effects of tempo on
the structures of
governance




Working up the value stairs...
to what extent must the architectures be competitively

responsive?

... but what happens when the

Competitive tempo of del}vgnd exc?ed;s the

tempo of integration:
Organisational Level of ApproaCh
Process Organisational
Flexibility \ > O
7 . 9 |
Creating new . . o i Here the business depends
contexts in which ommerci elationa on its role within an
to do Business Architecture > AN
+WHOM A ecosystem...
Teaming . > /
between Implementation Positional \— Strategy
Businesses Architecture .
Ceiling
+WHO A
Excellence /
within e[i(;ﬁ Technical ) B /
Architecture Functional
+HOW B _
- Basis of
Category _Channel \ Relational ¢, 0
Dominance Dominance ) Dominance 4,100
Variety- Access- Needs- Relationship
based based based to Market

ric-type  K-type P-type
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Developing new ways of doing business in
the context of existing business areas

Fit with Values

Extensions to :
. . A requirement for
existing ways of of existing businesses B way of
doing business good poor doing business
(sustaining innovation) \ (disruptive innovation)

Note that a ‘separate
organisation’ can range from an
extension of the existing Group
organisation to a segregated unit
formed through acquisition, spin-
off or other developments.

team within the team in a separate
poor existing organisation organisation
(‘bubble in’) (“transformation’)

Use a heavyweight i Use a heavyweight
Fit with >

Processes of L

existing >
bUSi Development may occur
usinesses Use a lightweight in-house through a
good team within the heavyweight team, but \
isti isati commercialisation

existing organisation Judging where this
distinction falls is critical

organlsatlon

(‘bubble out’) in determining how to
manage development

act|V|ty )

requires a separate

Meeting the Challenge of Disruptive Change. Christensen and Overdorf. HBR March-April 2000
Commons Copyright © Philip Boxer 2017 — Attribution-ShareAlike



Using Business Units to Develop New
Propositions

Within Professional Within Positional At arms-length from
culture culture existing cultures

Characteristic Bubble In Bubble Out Transformation
Location of Unit Within an existing Business of | Outside the existing Business Separate Group financial
financials the Group. organisation, in a newly defined | statements and budgeting to

- P&L statements Strategic Business Unit (SBU), | reflect financial performance

- Budgets but still within the Group. associated with leveraging SBU.

Prime executive

reporting structure.

Within an existing Business of
the parent company (e.g. Unit
leader reports to someone
outside Group Executive.

New reporting structure
attached to current Group (e.g.
SBU leader reports to someone
inside Group Executive.

Executives charged with SBU
responsibilities will have seats on
Group Executive.

Unit staffing roles
& responsibilities

Staff have matrix roles,
responsibilities, and reporting
within current organisation
and new Unit.

Staff have new roles,
responsibilities, and reporting
only within new SBU.

Organisation redesigns roles and
responsibilities across supply
chains to leverage
disintermediating effects of SBU.

Unit degree of
autonomy

Strategic decisions depend on
overall direction of Group.
The Unit competes for
infrastructure and resources
with context of other Business
initiatives .

Strategic decision are made
only within Unit, which is
completely autonomous to
make infrastructure and
resource decisions. Group may
retain branding control and
year-end profit-taking

SBU is, increasingly, the Group’s
business and occupies centre in
strategic decision making at the
Group level.

Source: Meta-Capitalism. G. Means & G. Schneider, Wiley 2000
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* Dynamic a
stratifying

WHY

ignment to demand requires
ayers of organisation

-~

WHoO-for-wHOM

HOW

WHAT

... but once demand tempo exceeds
integration tempo, the business has to
become effects-driven from its edges

relational

positional

Up to this

p
point, a
separate SBU
within a Group
structure can
still
disentangle
‘design-time’
from ‘run-

time’...

\_ b4
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Effects
Decisive Points 6 Demand
Synchronization (campaign)
Tempo

Mission Command 5

Composite Capabilities

Edge Organisation 4
Integration

A\ WAWAWAT AU A

(readiness)

Tempo
Operational Capabilities 3
Fielded Equipment 2

Acquisition

e Tempo

%
Equipment 1 >



The demand for Tactical Agility:

anticipating the effects of diverging tempos I e oo to ciian
[ Divergence of tempos increases demand for } [ Divergence of tempos } composite capabilities to demands/

Urgent Operational Requirement solutions increases costs of alignment threats at campaign tempo

Requirement Defense Enterprise\‘
‘ « Acquisition e Gap = Need

o < o (\

® Demands/
i Campaign Threats
Acquisition Integration (D d)
Tempo Tempo cman
| Operational Tempo
Capability

Suppliers

Doctr Operational = v/
octrine Capability ol = /
Organization

Training Operati'o'nal Orchestration
Materiel Capability of Composite

Synchronisation Effect
Leadership Operational of Composite
Personnel Operational Capability Operational
Facilities Capability , ) Capability
Situational

Understanding

Adapted from: Appropriate Collaboration and Appropriate Competitionin C4ISTAR Transformation, Dr Nicholas Whittall RUSI 2007
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Dynamic Alignment of the Proposition Mix
depends on cycling around a ‘double-V’

As the demand tempo

. increases, so these
Milita ry Effects needed geometries-of-use have to
Effects / become increasingly agile
Decisive Points 6 \
relational Synchronization Com pOSitiO NnNo I| ita ry

Mission Command §

Composite Capabilities

Edge Organisation 4

Solution

y

The cycle creating
value for Defence.

Requirement

Operational Capabilities 3

Fielded Equipment 2

decomposition System integration

\AW A4

Equipment 1

System components
2: 26
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Learning from the Non-Profits

Generative Governance is needed to enable strategy to be
effects-driven from the edges of the organisation

... Whereas here it is driven
at the Group level...

... this is “being
strategic at the

level of the high
organisation as

a whole”
N 7 soarp

ENGAGEMENT

low

EXECUTIVE ENGAGEMENT

low

high

—

Type Il - Strategic

Governance by Fiat
Board Displaces
Executives

Type Ill Generative

Governance
Board and Executives
Collaborate

Type O - Absent
Governance by
Default

Trustees and Executives
Disengage

Type | - Fiduciary
Executive Leadership <
as Governance

Executives Displace
Trustees

The collaboration is\
needed to enable
effects-driven
responsiveness at
the edges of the

organisation /

/ Here strategy\

is driven by the
executive
leadership of
the SBU... j

When the engagement of both board and executive in generative work is high (Type Ill), the result is optimal. The other quadrants
depict unbalanced engagements that lead to problematic situations. In Type II, the board commandeers most of the generative work,
and imposes the results on the executive. This might be described as governance by fiat. In Type 0, neither executive nor board attend
to generative work. This produces generative governance by default, where the generative work of other actors inside and outside the
organization (for example, staff, funders, regulators, and industry groups) exert greater influence than board and executive over
strategy, mission, and problem solving. In Type I, the executive dominates generative work, which renders leadership as governance.

Source: Chait, R. P., W. P. Ryan and B. E. Taylor (2005). Governance as Leadership: Reframing the Work of
Non-profit Boards. Hoboken, NJ, Wiley. EXHIBIT 5.2 GENERATIVE THINKING: FOUR SCENARIOS
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Generative governance
faces a double challenge in
sustaining dynamic
alignment
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The Double Challenge in sustaining dynamic
alignment

Dynamic
Congruence

Sustaining Structures of Governance | Relation to Client’s Value Deficit

Cross-boundary relation to
client situation increasingly
at demand tempo

Increasingly
accountable for
performance within
client’s context-of-use

structures of
governance
enabling edge-
driven horizontal
(relational)
dominance

Effects-driven
approaches

Responsibility through Increasingly customised
increasingly horizontal alignment of differentiated

span of complexity behaviours
across an ecosystem

http://www.asymmetricdesign.com/2006/03/the-double-challenge/
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Increasingly accountable

for performance within

client’s context-of-use

Responsibility through
increasingly horizontal span of
complexity across an ecosystem

Structures of
Governance

Commons Copyright © Philip Boxer 2017 — Attribution-ShareAlike

Relation to Client
Value Deficit

Cross-boundary relation to
client situation increasingly
at demand tempo

Increasingly customised
alignment of differentiated
behaviors

2: 159/30
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How the Force operates from within ~ +p e
the capability space

primarily
cognitive
Synchronisation
within Force .
Synchronisation Component Synchronisation Operatlonal Effects

across Force within ORBAT*
Components entity
. . Y o primarily
Synchronlsat/on Of // mission- kinetic
. . ya centric
cohesive behaviours %

generating effects within

De-confliction of
adversary’s context

lines of operation

staff- and
mission-
centric

Institutional
army

simple
staff-
centric

Network-enabled-capabilities
alter the economics and

* The order of battle (ORBAT) of an armed force participating in feasibility of this change
a military operation or campaign shows the hierarchical
organization, command structure, strength, disposition of
personnel, and equipment of units and formations of the armed

force. https://en.wikipedia.org/wiki/Order_of battle.

Composite
Capabilities

complex
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Zig-zag evolution of structures-of- 3¢

governance

Increasingly
mission-centric
under deliberative
Power-at-the-edge Joint Command
synchronisation
increasingly driven by
situational understanding //
Synchronisation
of cohesive _End State

behaviours €= == == = Defined by
: ndirect effects
generating effects
within adversary’s
context

It is not possible to move directly from
here to pursuing indirect effects
because the command-at-the-edge
capabilities are not yet there Staff-
centric

Commons Copyright © Philip Boxer 2018 — Attribution-ShareAlike

Mission- Effects-based

End State
Defined by
Direct effects

A

Defined by

nature of

Campaign
Plan

Operations

It is not possible at scale \
to move directly to
mission-centric command
from here without clear
deconfliction within a

Defined b campaign plan j
Services | —
Hierarchy

To Command
is to Control

Force
Composition



Understanding how urban governance supports
the demands of citizens within an ecosystem

Competitively
The horizontally-dominant - sustainable
‘govern‘ance needs to b?comg, pu |c-pr|v§te organizational
increasingly focused on ‘public exchange is entities
notions of the good... constrained competitive Design-time
by the LEoD governing the dV”am'Cla';V
projects within the domain of entangle
. (demand-side
relevant differences driven)
managerial Design-time

disentangled
& defensible
(supply-side
driven)

professionals:
provider contracts

public-private
exchange is
enabling

prgrowth
businesses:
partnerships

civic leaders:
deliberation &
participative
distribution
Welfare state:
influence networks
& equitable
edistributio

consensual political exchange
pragmatic policy style

exclusive local state-citizen relationship

positive pattern of subordinationto markets _

Identity
aggregates of
‘others’ (markets|
and shared ‘mora
imperatives)

No direct route without conflictual political exchange

first developing a ideological policy style g hlnd|,v|dua| A
structural understandin inclusive local state-citizen relationship others (Of‘e’, v
g negative pattern of subordination to markets one ‘ethical

of entanglement imperatives)

Heterogeneity of

available services

within the larger
ecosystem

public-private
exchange is in
conflict
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OPA - Old Public Administration
NPM — New Public Management
NPG — New Public Governance
OG — Open Governance

See MEIJER, A. J., LIPS, M. & CHEN, K.
2019. Open Governance: A New
Paradigm for Understanding Urban
Governance in an Information Age.
Frontiers in Sustainable Cities, 1, 1-9.

public-private
exchange is
concerted

Pierre, Jon. 1999. 'Models of Urban
Governance - The Institutional
Dimension of Urban Politics', Urban
Affairs Review, 34: 372-96.
modifiedin

Pierre, Jon. 2011. The Politics of
Urban Governance (Palgrave
Macmillan: New York).
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Understanding how organizations support
the demands of clients within an urban ecosystem

Competitively
sustainable
organizational
. entities
Design-time
dynamically
entangled
(demand-side
driven)

Individuals taking up roles in
edge-driven organisations
and/or startups

Design-time
disentangled
& defensible
(supply-side
driven)

private good e.g
Google, Facebook,
Amazon

The governance challenges

facing (e.g.) the NHS, or (e.g.)
urban governance are in
democratic anchorage of
developments

Individuals taking up roles
in vertically-dominant
forms of organisation

Corporate
architectures
e.g. Exxon,
Ford, Dow,

P&G dentity
aggregates of
‘others’ (markets
and shared ‘moral]
imperatives)

value deficit
of the ‘other’

No direct route without
first developing a
structural understanding
of entanglement

professionals e.g.
therapists, doctors,
lawyers

Individual
‘others’ (one-by-
one ‘ethical’
imperatives)
Heterogeneity of
available services
within the larger
ecosystem

* Number of firms offering a given product or
service — a function of the relation of firms’
structures of fixed cost relative to market size.

Individuals in
practices
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The changing relation to Trust that is implied

Authentic Horizontal
Trust (juridical)
Trust created by

personal relationships.

The way(s) in

Widely shared which
Commodity Trust — Trust L.
in the quality of service aUtho_r'zat'on
arises

Trust in Vertical
Authority
(sovereign)

provided by the police.

under-
determined
frame

Localised Network Trust - the
police do not operate in
isolation but in collaboration
with other bodies such as social
services, health, education and

the judiciary, as well as
community groups.

over—/

determined
frame

Emancipatory
— fragmentation

(2" dilemma)
For many citizens, the

police force both

symbolizes and realises a
form of social authority.
This authority is reinforced
by police procedure, and

Conjectural
insignificance
(3 dilemma)

Instructional
—alienation <
(15t dilemma)

i i Revelatory over- : '
No direct route without g i by wearing th ;
i termined y g the unitorm.
— impotence €
content

first developing and
ability to work in relation
to multiple frames

under-
determined
content

What arises here is the
‘immunological
response’ in which the
frame itself is rejected.

The content of
behaviors being
framed
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Structures of governance must span the

whole space as demand tempo accelerates

Increasingly accountable
for performance within

. horizontal
client’s context-of-use

relations
dominant

Zig-zag evolution
of structures of
governance to

the point where
they can sustain
the whole space

vertical
relations
dominant

culture
(lattice*)

span-of-
control
dominant

, span-of-

- complexity
Responsibility through dominant
increasingly horizontal span of

complexity across an ecosystem Structures of

Governance

* Benko, C., M. Anderson and S. Vickberg (2011). "The
Corporate Lattice: A strategic response to the changing
world of work." Deloitte Review.

https://www.asymmetricleadership.com/2013/10/requisite
-authority-when-is-triple-loop-learning-necessary/
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Cross-boundary relation to
client situation increasingly

at demand tempo
cross-boundary

coupling

within- dominant
boundary
coupling
dominant

centre-
defined

dynamic effects of
diffusion of
knowledge on
competition within
the ecosystem

Rroduct/servicg

edge-
driven

Increasingly customised
alignment of differentiated

Relation to Client behaviors

Value Deficit

Our interest is in situations where
there is not congruence between
the vertical and the horizontal -
and why this arises
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Targeting Effects Ladders
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Positioning on the Effects Ladder

Major drivers
determining nature
of demand situation

Zoning of ladder by type
of competitive presence

Defining problems in
the Effects Ladder

Grouping of problems c-level indicating level
below which there is an

by shared proposition
arms-length procurement

N ' relationship
Big
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P - domain

argeting the Value and Zoning

Demand situation
- Cellular service requirement

Qther, demand
situations

- Fixed line
- Power/utilities
- Computer

Where the money will be made
in this effects ladder

[ An acquisition will give them these...

¢ -level

(E)

Power

design/sp
ech

1

Network
\
PTT

Remote
monitoring
B) E

Delivered

power
systems E

Equipment
Mfr

How do we
leverage the
Asian
experience?

Existing

Commons Copyright © Philip Boxer 2018 — Attribution-ShareAlike

B
Batteries
£




he C4ISTAR Effects Ladder...

“War in the public eye
sustainability

Minimum collateral damage

Global deployment Major drivers

Dioctrine

T, T3 & Nato inter-operability determ in ing

Commercial technology tempe

Threat asymmetrics

Delivery of

Force projection Security/vulnerability nature of demand
> Rapid & flexible response Il'l]lllaly capabil . .
Grouping of _ y Pty T Budaet situation
Multiple rules of engagement Capability uvpgrades/Tuture proofing
prOblems by Fodomam Deterrence & copteror TE economyijobs
proposition

~

This is the crucial
ground to ‘take’
‘Open’ competitively
through establishing
design leadership
/

Specialisi

Players

Information
operations

Zoning of
ladder by
Transport, type Of
(g g competitive
infrastructurgh
specialists presence J
c-level indicating level below which there can
be an arms-length procurement relationship _
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... and where we could be positioned

Minimum collateral damage

War in the public eye
sustainability

Global deployment
Doctrine

Commercial technology tempo

Threat asymmetrics TN, T3 & MNato inter-operability

Security/vulnerability

Delivery of
_ military capability

Force projection

... while finding a
way of entering at
this level...

Rapid & flexible response Budget

Capability upgradesffuture proofing

Multiple rules of engagement

P-domain Deterrence & cogreor

We need t
be able to
‘take’ this
ground...

‘Open’
... Without
Information letting up on
operations the
opportunities
created by
... and leveraging this

our strength

positioning. j
here...

Transport,
training &

infrastructuref:
speciaists

2:42
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The Air Traffic Control Effects ladder

Demand for travel x cost, time etc

sovereignty
Alternative modes of transport

Ground infrastructure investment

Use of Air Space

The ATC
business was

positioned here

Technological possibilities
safety
Military requirements environment
Cost of service over life
—— ¥ e
Government & Mlljlslée;ry Airspace structuring Passenger and freight demand
) The issue was

Inter-national regulation of traffic

its Agenc‘iesAA

how to leverage
this competitively

Restricteq  CONtrolled through slot allocation
Defence Uncontrolled airspace airspace 7
= . - airspace b f|
R ' eazeee.. Y Users needing a ;raialz ow
« - Emmmmmns . » . A : o
: Integrating data 5 , Integrating data for ..,.ﬂ,.gt].t plan g BAA

for military surveillance & monitoring

surveillance &
H monitoring

e

Flight Planning :

AY
o Surveillance that Surveillance that requiry y "'
depends on cooperation no cooperation ”. echtel et al
tlr\1/| |tI|tary Radar Eragmented Connections
at requires no g d Arrival & 3 infrastructure

ware mfrs
En route beacon departure beacon

Oceanic comms _ infrastructure  infrastructure

infrastructure
—ﬂ

\/

cooperation :
P Route charges:

" Ldnding
fees
/
Ground
infrastructure

Tactical Military
contrpllers or Serco
et al

commis infrastructure

Q
B
.
.
.
.
g

-

v ASDE-X
Integrating data in the airplang '.

| Mlmary aircraft ¥
....................... “J-- " Conflict resolution on board "
| . Airlines
Airframe Primes

Airline Operation
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Socio-economics

Primary pathology

DE|egation Inherited factors
Age ese down

Pathways... tifestye

Mechanical Disorders

Effects Ladder
Extra-NHS: PCG — / N T~
‘catchment’ Pharmacist Physiotherapist Chiropodist Chiropractor Alternatives -
.l..T Ty — o Sy — — -
.------"'T...- -_— e am = = e T — —

Presenting of condition
NS

Investigation - Community
eX-ray, Blood test * | Treatment of Trust
i symptoms Physio, etc
Trust Services Podiatrist
. Rheumatology
Investigation .'.

*MRI, Physical,
Blood Test, X-ra¥

Consultant
GP
*
Continued treatment
L
L 4
L 4

[ ]
a of symptoms
.

*

L4
L/
....IIIIII

Acute Trust

. o Drug Therapy

L 4

L .
oy .
N ..lllll-“‘

.. Consultant

ll......-‘Q

Direct
delegation
paths

The way the Trust is organised
determines the landscape that
patient delegation pathways
have to traverse

Orthosis (P/K)

—

Orthosis (r/c/K)

Orthotics operates within
a context defined by other
services

Commons Copyright © Philip Boxer 2018 — Attribution-ShareAlike Apphance



Changing delegation pathways

Acute Care Trusts, under cost pressure and
needing to charge by procedure*, must separate
Acute Care and Primary Care provision
(* Reforming NHS Financial Flows - introducing

payment by results - October 2002)
\I_/ General population
lPatients attending Gi‘s (PC physiostr podiatrists) with Acute or chronic ort?iotic conditionsl

GP's, PC physios, podiatrists
Total current referrals -100%

Patients referred to consultants 40% 6 OO/

or orthotist with condition prot 0

(queuing relieved) \‘\‘
Direct | Acute ACT Clinical services [ Chronic Acute Services |

Acute Departments GP Ortho ics tic
Receive only appropriate Referral
patients to Orthoti

clinic

intervention or likely Interventign Regime & or surgery

Orthotic Clinic

2:45
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Double Diamond
congruence



Increasingly accountable
for performance within
client’s context-of-use

Responsibility through
increasingly horizontal
span-of-complexity
across an ecosystem

Commons Copyright © Philip Boxer 2018 — Attribution-ShareAlike

Structures of
Governance

Relation
to Client
Value Deficit

Cross-boundary relation to
client situation increasingly
at demand tempo

Increasingly customized
alignment of differentiated
behaviors
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Increasingly accountable
for performance within
client’s context-of-use

SBU leadership had nervous
breakdown fighting corporate
culture providing ‘top cover’

while whole modus operandi
of business was being changé

Run on a ‘bubble-out’ b

Adding new kino

of contractual %@
>
&
N
\,So
X
&
< O‘&
o 60&{?0%/0&
(e
K

Responsibility through
increasingly horizontal
span-of-complexity
across an ecosystem

Structures of
Governance
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Melinar — Capturing
Value Downstream

Cross-boundary relation to
client situation increasingly
at demand tempo

X
K 's§ Researching users’ needs (e.g.
*ooobo& o"? bottling) in supporting their
& 9 ants (e.g. drinks mfrg) with
O ght barrier properties.
L o
M &
[SugENY)
A x Business ended up becoming a
¥ top-performing SBU
O A
NEAR)
ki
¥ & Supporting
'&*5090 Client Product
A.”OQ Selling
(o) Processes
o molecules \‘
Designing ‘0’
¥ Production
processes
0, ey
Qf«
<%
%‘)('?(
%
Relation
to Client

Value Deficit

Increasingly customized
alignment of differentiated
behaviors
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Increasingly accountable
for performance within
client’s context-of-use

There was a fundamental
problem with the architec
of the networks and the'k

BT Global

/ technology 6{5&
X
K%
ooi‘?&
o /obo’é’\}

Responsibility through
increasingly horizontal
span-of-complexity
across an ecosystem
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BT
Retail
& Central

&
control of \'&o\'
networks & x

BT 0@, o&’lo :59’
s 5 q&' o&&
KO

Structures of
Governance

Cross-boundary relation to
client situation increasingly
at demand tempo

British Telecomm —
opportunities for
retail and global
businesses from

Couldn’t say how Retail
customers were different
from each other on basis of

d|g|ta||zat|on epo b,o existing data
& o
O
¢ R . . .
iy ole-in-the-middle’ with
6 x, al clients because of
o &> etworks were run
Q,Vob,o &\‘9 Different
%&&‘90 services for
A.” R different types
O e of custome
& Bespoke
. services for
BT Retail Global

orporates

Relation
to Client

. Increasingly customized
Value Deficit

alignment of differentiated
behaviors
49



