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Complexity: Its Constraints on Social Innovation

This paper reviews som2 general problems associated with innovation in a
complex social environment. Specifically it is concerned with the vital
impertance of innovation in the structures and procedures used in support

of social innovation - on the basis that there are characteristics of existing
organirzations, meetings and information systems which cen be a major factor

in hindering or even preventing the changes they are themselves supposed to

be facilitating, These and related points are explored in more detail in
the accompanying four papers:

- Presentation of information and its educational role in response to
complexity

= Orgaenizational forms in response to complexity
- Organization of meetings for the discussion of complex issues

- Institutional "games” and strategies as a response to complexity

Complexity: an overview

As the supporting papers make clear, many authorities are concerned at the
increase in complexity of the social environment and mankind's apparent
lack of ability to respond adequately:

What is significent of our present era is the emzargence of a degree of

social organizational complexity and a rate of coalescence of previously
segregated populations that defy our current efforts at symbolic reductionism.
Larger and larper parts of the lives of more and more people are being

lived in conditions of environmental turbulence. (F E Emery and E L Trist.
Towards a Social Ecology]).

While the difficulties and dangers of problems tend to increase at o
geometric rate, the knowledge and manpower gualified to deal with these
problems tend to increase at an aritbmetical rate. (Yehezkel Dror,
Prolegomenon to policy sciences, AAAS symposium, Boston 1869).

Many of the problems we experience today have been with us for a long

time and those of recent vintage do not seem insurmounteble, of themselves,
the feature thet 1s wholly new in the problematic aspects of our situation
is rather a frightening growth in the size of the issues and a tendszncy
toward congealment whose dynamics appears to be irreversible. The
congruence of gvents appears suddenly possessed of a directicon and 2

total meaning which emphasizes the insufficiency of all the proposed
solutions increasingly and reveals rigidities that are not stable or

set, that do not confine thes problems but enlarge them, while also deepening
them. This suggests that cur situation has an _inner momentum we _are

unable ?hlly te comprehend; or, rather, that we are trving to cope

with it by means of concepts and languapes that were never meant Lo
penetrate complexities o this kind; or, agein, that we are trying to
contain it with institutions which were never intended for such use.

{Hasan Ozbekhan. JToward a general theory of planning. In: Eric Jantsch (Ed).
Perspectives of Planning. QECD, 1969, p. 144)

That these matters are of current intarnational concern is illustrated by

the fact thet the World Future Studies Federation recently sponsared a post-
sraduate summer school on “How to cope with complexity; new trends and
developments in humanities and social sciences” {Romania, 1978) which was the

rimvsmome.
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Comnlexity: the simplistic response

0f necessity there is increasing awareness that previously isolated matters
are naow interlinked and thet every issue has to be examined in terms of its
potential relationship to other issues. But in debate on any matter, there
is s ldom consensus on how issues should be distinguished and interrelated.
One common respaonse is to consider issues in isolation and assume there are
no relevant interconnections.

Where there is consensus on the importance of interconnections, the only other
response 1s to attempt to consider everything in every forum of date. ("Every
issue in every contaext”). The impossibility of doing so is then used as an
excuse for simplifying the issues and picking out those which are "most
important”. ‘

Consequently whatever the macro-issue under discussion, debating points on

any related topics are considered relevant. However, since the relative
importance accorded to such points is based on changing politicel considerations
rather than substantive ones, such debates are unable to converge on any
mplementable prosramme of significance.which takes account of the manner

n which the problams thamsslves are interlinked. Such debales then become
arenas in which the desire to resclve the issues is merely reaffirmed and the
participents blamm each other or third parties for not coming to grips with

a situation they are unable to focus upon.

e

[N

An allied aporoach assumas that no particular remedial project is of significance
unless the whole system is chenged. ("Everything must be changed before anything
can be changed.”) This tends to focus resources on total change at some future
time and diverts resources from the particular projects which are feasible

at the present time. Perhaps this will prove to have besen the best apprcach.

Ironically, the proponents of & parlticular Fform of change tend to perceive

it as the only viable or significant form {(e.g. to a politicel activitist

only political change is of significance). They are consequently unable to
detect the manner in which their action is counter-balanced, checksd, containned
or aven undermined by other Torms of change. It is not yet possible to determine
how different kinds of change strategy can be blended harmoniously together

into a mix whioh is appropriately innovative. No body has a mandate to

attempt this, and no integrative discipline exists to legitimate such an
approach. )

Complexity: the operation supports for innovative action

It is the argument of this paper that whatever the societal problem or the
nature of the remedial project, such activity is at some stage [(if not for its
duration) dependent on the supportive operation of

- organizations
- information systems
- meetings

The guestion is whether the prevailing concepts underlying the use of such
devices in fact ensure that they are structured so as to be able to function
effectively as suppert mechanisms in the ¢a~w of a certain degrec of socicl
complexity. The eccompanying papers suggest that there is evidence that
they are not adeguate to the demands nlaced upon them.
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What is the meaning of "edequate” in this context? Fortunately, this has
been clearly established through a general law (Ashby’s Law of Requisite
Variety) which emerges from cybernetics and the mathematics of control in
all systems: :

"The shundance of alternative control actions (variety of control actions)
which a control mechanism is capable of executing must be at least equal
to the abundance of the spontaneous fluctuations {variety of fluctuations)
which have to be corrected by the control mechanism, if the control
mechanism is to perform its function effectively. In other words,

only a greater amount of variety in a regulator can control the variety |
in a given system; only variety can destroy variety." (W R Ashby. Self-
regulation and requisite variety. In: Introduction to Cybernetics. 1856)

This means that unless the organizations, meetings and information systems

used to respond to a problem complex embody in their structure a depree of
complexity equivalent to or greater than that of the probkm complex in gquestion,
then their response will not be "adequate” as remedial action. In other

words, for example, a simole organization structure cannot eliminate a

complex problem,

This is intuitively obvious but its consequences for the manner in which
support structures are conceived, designed and used are not so clear,

An interdisciplinary conference was held in 1868 on the effects of conscious
purpose on human adaptation, under the sponsorship of the Wenner-Gren
Foundation for Anthrolopogical Ressarch. The conference considered the
ability of man and his institutions to recognize and respond to the complex
of sociasl problems. In her concluding remarks at the conference, the editor
of thea procesedings notes one conclusion on which there was soms consensus and
which helps to clarify the points above:

Each perscon is his own central metaphor....Any kind of reoresentation

within a person of somethine outside depends on there being sufficient
diversitv within him tn reflect the relationships in what he perceives...
The peesibility of seeing something, the possibility of talking about
1t...dencnd in every case on arriving in yourself at a comparable complexity,
which depen He in turn on the kind of diversity existing within yourself,
Another way to put that would be to say that if human beings were tdaslly
nan-comparable in the degree of their internal complexity to what's

outside, then there would be no chance of any kind of valid internal
representation of what lies outside them....We can't relate to anvthing
unlaess we can express its complexity through the diversity that is
ourselves....Now, the question of consciousness brings up the fact that

we heve incomplete access to the complexity that we are. We've blocked

out a great deal of it...by rejecting it...we're just not organized to

be aware of it. (M.C. Bateson. Our Own Metaphor. Knopf, 1972, pp. 285-288).

Clearly this point is only made explicitly with regard to the individual,
but it also applies to the soclal structures through which individuals work
collectively. The chairman of the above conference, using the phrase

"We are our own metaphor” {ibd, p. 304), implicitly scknowledged one
particinant's recognition of this with respect to the dynamics of that
conterence.
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In & very real sense therefore a meeting, for example, through the way in
which 1t is organized and functions

{a) mirrors the participants’ collective ability to represent the society
about which they are concerned, and

(b} mirrors any lack of integration between perspectives and priorities (in the
external world) represented by participants, and the consequent ability of
society to respond to that complex situstion '

The organizations and dynamics of the meeting iiself may therefore represent
very clearly, through its own defects, the defects of the society or social
group whose condition it was convoked to alleviate. Similarly, an institution
or an information systemn constitutes, through its structure and operations,

a formslization of a perception of socisty and of any (inl)ability to respond
adequately to its problems.

For this reason it is important to look very carefully at the structure and
dynamics of these operational supports for innovative action to determine
whether they are in fact capable of

(a) bringing into focus the problem complex on which they were designed
to act, without distortion or oversimplification

{b) dinterlinking the intellectual and other resources which can usefully
be brought to bear on the problem complex.

An ohviocus corollery of Ashby’s Law (cited in the Yearbook of World Problems
and Human Potential) might reed:

That any attemnt to control a psvcho-social system with a control
system gf less complexity {(i.e. of less variety] than that of the
psychao-social system itself can only be made to succeed by suppressing
or ignoring the verlety in the psycho-social system so that it is

less than the relative simplicity of the control system.

Such "supnression” tends to lead directly to violence end the multiplication
of other probless.

Complexity and the change agent

Although it is not the main concern of thig series of papers, it 1s nevertheless
important to link the perception that "Every person is his own central metaphor”
to a point mads in Appendix 1. It is a pareadox of social innovation, whose
intent is in some way to develop man and his condition, that the effectiveress
and scepe of the programmes to do so are necesserily bound and constrained

by the degree of personal development of those involved in their conception

and implementation, In addition, it is through their devebpment and use of
preganizations, meetings and informatiocn systems that individuals provide themselves
with "learning environments” and the necessary experiences to support their

own personal development. It is for this reason that it is alsoc importent

to look at the place of "games"” played by people and institutions (see the
fourth peper in this series) as a way of structuring their experience in such
environments, Such pames may actively oppose or hinder innovation, or possibly
support it undar conditions which remain to be determined. They are obviously
also an importent equilibrium~maintaining device in a sociely excessively
sensitive to change.
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The paradox, both with respect to the individual and to his 2perational
supports, is that innovative responses have to be engendered by outdated
structures and processes. The question is can the key innovative concepts
specially needed at this time only be genera®d and delivered through innovative
structures or are the outdeted structures adequate to the task?

Interlinking opserational supports for innovative action

The previous section discusses the ability of organizations, mestings or
information systems to contain separately the complexity with which they

were designed to deal. 1In practlce, however, these operational supports are
used in a mutually dependent fashion. (Organizations depend on information
systems, meetings are used by organizations, etc.). Now, whilst one of these
operation supports may contain the complexity with which it has to deal in

an adeniuate manner, the other supports on which it depends may not, thus
negating the effectiveness of the whole: In effect in order for a problem
complex, handled adequately in a meeting (for examplel, to be "transferred”

to an organization or to an information system, the latter must be of matching
complexity (both to the mzeting structure, and obviously to the problem
complex) for the problem to remain "contained” during and after the transfer.
In fact, it may be necessary to use the mutusl reinforcement of meeting,
organization and information system to keep track of an evolving problem
complex,or even to use a number of carefully interlinked meetings, organizations
and information systems to ensure containment. The design of such linked
support structures has not been adequately considered in relation to problem
complexity,

The situation may best be summarized by the diapram and commentary in Appendix 2.
This shows, for example, the weakness in having an excellent meeting without
sdenuats organizational follow-up. Although this is intuitively obvious,

there is clearly a significant danger in assuming that a problem complex is
contained because of the positive aura of highly successful operational

support - which is wusually ell that is required as evidence of activity

to suppress possible criticism in the politicael arena.

Clearly thers are other forms of operaticonal support which could have been
considered herg {and included in Appendix 2}. Examples are legislation,
funds, human resocurces, etc. These are, however, all a subject of much
attention in organizations, meetings and information systems. The letter
are therefore in one sense "more fundamental” but, as the accompanying
pepers show, nevertheless do not appear to receive the attention they merit
{(partly because of the embarrassing questlions this would raise about the
adequacy of the forum through which thils was done).

Attention of this kind would ensure that an operational environment was
created which wonuld promote and support a multiplicity of mutually reinforcing
innovative projects and approaches, rather than isolated, vulnerable “"gne-off"
projects, as at present. . -
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. APPENDIX 1

Interaction betwesn sccial change and personal change

The fcllowing gquotations indicate the importance of the relationship betwsen
innovation in society and the prersquisite changes in the individusal for such
innovation to ensue, and to be considered significant:

The fact which confronts us is that cultural change is limited bv the
restrictinng dmposed on change in individual human nature by concealed
neurotic procasses. At the same time there is continuous cybernetic
interplay between culture and the individuasl, i.e. between the intra-
psychic procasses which make for fluidity or rigidity within the
individual and the external processes which make for fluidity or rigidity
in a culture. It would be naive to expect political and ideological
liberty tn give internal liberty to the individual citizen unless he
had already wan freedom from the internal tyranny of hiw own neurotic
mechanisms. .. Therefore, insofar as man himself 1is neurotogenically
restricted, he wiil restrict the freedom to change of the soclety in
which he lives. This irerplay is sometimes clearly evident, someiimes
subtly concealed; but it is the heart of the solution of the problem of
human progress. (Lawrence S. Kubies. The nature ofpsychological change
and its relation to cultural change. In: Ben Rothblatt (Ed]) Changlng
perspectives on Man, 1868)

We can either involve ourselves in the recreative self and societal
discovery of an image of humankind appropriate for our future, with
attendant sociegtal and personal consequences, or we can choose not to
make any choice and, instead, adapt to whatever fate, and the choices
of others, bring along. {(Center for the Study of Social Policy of
the Stanford Research Institute. Changing Images of Man, 1974).

The relations between world culture and the unified self are reciprocal.
The very possibility of achisving a world order by other means than
totalitarian englavement and autaomatism rests on the plentiful creation
of unified personalities, at home with every part of themselves, and

so equally at home with the whole family of man, in all its magnificent
diversity... In brief, one cannot create a unified world with partial,
fragmentary, arrested selves which by their very nature must either
produce aggtessive conflict or regressive isolation. Nothing less than
a concept of the whole man - and of man achieving a consciousness of the
whole - is rapable of doling justice to every type of personality,

every mode of culture, every human potential. AL this point a further
transformation, so far not approached by any historic culture, may

well teke place. (Lewis Mumford., The Transformations of Man, 1936).

I1 faudrait que les mentalités evoluent avec les transformations du monde,

mais 1l'esprit humein est naturellement conservateur et la résistance au
chengement, si elle se manifeste de maniére éclatante dans les structures,
existe d'abord dans les esprits...lLe décalage permanent entre -lss situations

et les mentalités qui résultent de cette résistance tend & augmenter puisqu'il
y a accélération du changement...Cependant la résistance au changement, est
telle qu’il arrive gue 1'on se borne & greffer des structurss complémentaires
sur les structures anciennes, sans s'interroger sur leur compatibilité, ou

méme que 1'on reproduize fidélement les structures anciennes...lLe probléme
central est donc bien ecelul des "struchures mentales”. Certaines d'entre
elles ne cnrrasnondent nlus sux réalités ot nous encombrent: ellos suseitent
I'apparition d'un conflit de modeles, t'est-d-dive un divorce entre les
représentations que nous a lépuées le passé et celles gui sont nédcessaires
pour appréhender le monde d'aujourd'hui...Nous sommes inadaptés & la croissance
et au mouvemsnt, (Centre d"Etudes Frospectives. L'Homme Encombré. Prospective
15, Avril 1964, pp 48-49)
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APPENDIX 2

Interrelationship between oneration support structures

Information

Organizations

systems Meetings

Complexity contained by operatiornal support structures

ABC Orpanizations, meetings and information systems effectively interlinked.

Complexity uncontainad by operaticnal support structures

A Organizations unrelated to meetings or information system

B Informaticn system unrelated to organizations or meetings

c Meetings unrelated to organizations or information systems

AB  DOrganizatiuns effectively linked to information systems but unrelated

to meetings.

BC

Meetings effectively linked to information systems but unralaéed to

organizations

CA

NOTE:

Meetings effectively linked to organizations but unrelated to
information

systems.
roo

-

This 1illustration is clearly an oversimplification, but it does show that
only under "conditicn ABC” can the problem complex be in focus. Omitted
from the diagram are:

4. other operational supports (e.g. legislation, technology, etc.)

2. the necessary integration between operational supports of the same
kind (e.g. organizations), if several are requlred to contain the
problem ‘

3. the effect of the lack of integretion under certaln conditions or
during certain periods of time

-







Presentation of Information aend its Educational Role in Response to Complexity

It is obvious that with the increase in complexity of society and its
problems, there is a much greater dependence on information. The point

was recently made by Helmut Arntz, President of the International Federation
of Documentation:

"Quiconque dans cette situation se hasarde & faire des pronostics

sur 1'avenir de 1l'humanité, ne peut pas ignorer 1'antithése entre

le pouveir inoui que nous confare la technigque (y compris celui

ge nous détruire nous-médmes), et la faiblesse de notre volonté, la
médiocrité des moyens intellectuels dont nous disposons pour son
application intelligente,..,Aujourd’'hui, nous 1l’'avons vu, l'information
n'ast plus en premier lieu 1l'étendard triomphal du progrés. C'est

18 seul mayen de garder suffisamment le contrdle de 1'évolution

pour que 1'humanité, forte de ses connaissances et de ses expériences,
tirant habilement parti de toutes les données de l'information,
conserve toujours unpe avance sur la menace qui peut mener & la
catastrophe.”

A distinction must, however, be made belween (a) the increasing quantities
of information required, (b] the increasing gquality end accuracy " demanded,

and (c) the improved structuring of the information necessary to facilitate
its use.

In a social environment in which the problems may be considered relatively
isolated and easy to place within the mandate or field of concern of a single
orgenizaticn or discipline, the methods of structuring that information

can be simpie (e.p. alphabetic order, hierarchically structured classification,
gtec. ). Unfortunately, the social environment is now highly turbulent and
information can no longer be adequately handled by such approaches, as the
following quotations make clear:

"The problem is that in most, if not all spheres of inguiry and

choice, quantities of raw information overwhelm in magnitude the

few comprehgnsive and trusted bodies or systems of knowledge that

have been perceived and elaborated by man... Where, for example,

does the novice urban mayer turn toc comprehend the dynamic inter-
relationships between transportation, employment, technolepy, pollution,
rrivate investment, and the public budgel; betwzen housing, nutrition,
hoalth, and individual motivation and drive? ‘Where does the concerned
citizen or Congressman interested in educational change go for the

best availahle understanding of the relationship between communications,
including new technology, and learning?” (McGeorge Bundy. Maneging
knowledge to save the environment, US House of Representatives, 1870)

- "Many of the most sericus conflicts facing mankind result from the
interaction of social, economic, technglogical, political and
psychological forces and can no longer be solved by fractional approaches
from individual disciplines....Complexity and the large scale of problems
are forcing decisions to be made at levels where individual parficipetion
af those affactad is increasingly remntes, producing a crisis in political
and soclal development which threatans our whole future.” (QECD,
Bellapgio Dacleration on Planning 1958)
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"The most probable assumption is that every single one of the old
demarcations, disciplines, and faculties 1s going to becoms obsolete

and a barrier to learning as well as to understanding. The fact that :
we are shifting from a Cartesian view of the universe, in which the
accent has been on parts and elements, to a configuration view,

with the emphasis on wholes and patterns, challenges every single div-
diding lines between areas of study and knowledge." (P.F.Drucker,

The Age of Discontinuity; guidelines to our changing society. 1968)

In such a complex context a key issus is therefore how to select, structure
and represent information in order to facilitate, rather than hinder,

social innovation, And in a very real sense the ability to engender
appropriate social innovetion is directly dependent upon the innovative
character of information delivery to the user. If the user is obliged to
devole a considerable proportion of his aveilable time, energy and resources
to compensating for inadequacies in the nature of the information delivered,
it 1s much less likely that the available information will provide a constant
stimulus to innovation. It will also be much easier for some to adopt

a strategy which denies the possibility gf-‘ innovation.

The above problems of information delivery and the possibilities for th
solution, can be usefully discussed in terms of the following interrela
areas

ir
ed

2
t

1. Kinds of information
Information is mainly collected about

"subjects” as distingulshed in a variety of document classification
schemras, A subjec‘" is a very general concept covering a hodgepodge
of tonics ranging ¥rom fields of knowledge and skill, through areas
of experience and belief, to concern with & particular region, place
or person., Classification schemes have not attempted to distinguish
and interrelate the different kinds of "subject” 1mportant to social

>

innovation. Documents on subjects are often only classified by author.

b."subjects” as identified in a population census, registers of companies,
employment- detegories, economic sectors, etc. Because of its nature,
such informetion tends to be mainly quantitative and of necessity
mainly processed into an aggregated form in which the individual subjects
cannot be either distinguished, interrelated amongst themselves or
with subjects of a different kind.

Consider the Tollowing Kinds of subject which are not generally distinguished

as such and yet which would each appear to be important and distinct
components of any information facility in support of social innovation,

- problems for innovative solutions are required

~ oreganizational units acting in some way in response to problems

- inb 1]Prtua} d1501ulwnns relevant as a body if conceptual tools to the

- information sources on problems or their sclution

= legal instruments relating to particular problems

-~ human values in terms of which problems are perceived and remedial action
is undertaken,

- innovstive projects applicable, as proven "blusprints” to the solution of

similar problvmq "in other locations.
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Such different Kinds of information need to be distinguished and
interrelated in ordar to clerify the options for sccial innovation
and resource allocation. So far this has only been systematically
attempted at the international level through the experimental project
resulting in the Yearbook of World Problems and Human Potential.
Similar work remains to be done nationally. An internationasl data
bank on proven social innovetion techniques and proposals does not
yet exist,

Multi-purpose information system

Information relevant to social innovation is used in different ways
by bodies having very different priorities and mandates. Generally
these very differences are considered adequate justification for the
establishment of distinct and unrelated information systems for
purposes such as:

- research on problem/programme relationship
- education about programme

- nolicy-making to determine programme

- programmz management

- public information on programme

o

- public participation and programme monitoring

The separation of these systoms leads necessarily to lack of corregspondence
between the information they contain about the same problem area and

consequently aperavates dangerously the discontinuities and delays in
social change processas and their comprehension, As Sir Robert Jackson
notes in the Capacity Study of the United Nations Development Systems,
for exs-ple: "In short, theres are now simply too many separate,
inconsistent, incomplets information systems relating to some facet

of developmant cooperation activities.” {(p. 223, vol II) and "The

mere description of the present structure for development cooperation
identifies its major shoricomings: it is far too fregmented,; and has
large areas of overlap which create major problams of coordination and
an unnecessary degree of bureaucratic complexity." (p. 288, vol 111j.

The challenge is to design multi-purpose systems which can filter ocut
information of excessive complexity (or simplicity) sccording to the
requirements of the user. Such systems provide a guarantee that

policy is bessd on the same information as research, for exemple. They
also constitute a needed chellenge to develop means of educating people
to handle complexity rather than to deny or ignore it.

Flexible data structuring

Information on a complex dynamic environment 1s of limited wvalue i¥

it is collected and structured in terms of one organizetion's under-
standing of a particular problem domain in relstion to s perticular
{short-term) programra ohligation. Much information is handled in
this way end connot be adapted to new perceptions and later programme
requirements. Typically the conceptual assumptions and simplifications
about the way in which the problem complex is organized and handled by
particular programmes are built into the structuring of the data

{e.g. in computer flles and sofiwars). The data is not structured

to permit later incluslon of alternative relationships between dota
elemznts. Typically also the analysis tends to focus primarily on the
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data elements in isolation rether than on the nature of the (chanpging)
relationship between the elements - which is & prime characteristics
of complexity. (This is one advantasge of the network-orientation

on which the Yeerbook of World Problems and Humen Potential has been
based.] Much work has been conducted on the theory and design of
flexible general data structures for computers. Unfortunately, this
has not yet been applied to information relevant to social innovation.

Information representation

It is one thing to have physical access to informstion on all the
coreponent elements of a complex situation. It is guite another to be
able to represent and display this information in a variety of formess
according to the preferences and abllities of the user and his degree
of tolerance of diesplays of different degrees of complexity. The
conventional approach is either to deny theé complexity and to produce
a simplified diagram or metaphorical representation, or to accept the
complexity and produce a matrix-type representation or equivalent

dota plot comprehensible to specialists only. The problems of representing

complexity have only been systematically studied in relstion to the
layout of (airspace vehicle] instrument panels. The myth persists
that & complex sucietal situation can still be adequately portrayed to
a "cultivated generelist” on a single sheet of paper, and anything
omitted by this degree of data reduction is of necessity irrelevant.

A number of techniquss have been developed for representing complex
situations but these heve not been applied to information directly
relevant to social innovation. Examples are network maps, and computer
interactive display devices capeble of handling ordered siructures

{as opposed to pictures or lines of text].

It is probable that without such technigues, it will be unlikely that
we can peonetrate the complexity of social situations and communicate
whatever insights are obtaired. The conseqguenca is poor policvy and
inability to form a consensus about key issues.

Inter-organization information systems

Information systems are generally designed for cne organization to
serve itspfedefined purposes. Occasionally, such purposes may include
granting access to other orgenizations whose purpose it approves.

This is a very restrictive and inhibiting approach to the facilitation
end catalyzation of inter-organizational activity. This point may
best be illustrated by contrast with the telephone network which is
employed by each user for his own purposes which change constently
over time., Access is not repulated in terms of the use to which the
the fecility is put. As a result the facllity makes possible many
different and unexpected contacts. No equivalent facility to
stimulete contact between bodies relevant to social innovation

exists, As a result coalitions form and break up slowly and there

is considerable lag in response to any emerging problem situakion,

or elternatively a very poor follow-up to any spontansous activity.
Information systems should be designed to support inter-organizational
activity to facilitate rapid response to new conditions,
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Imzges of Man

)
Social innovation is stimulated and guided by changing concepts of

the nature of man. A recent study by the Center for the Study of
Social Policy (Stanford Rescarch Institute) makes the point that
"Images of humankind which are dominant in a culture are of funda-
mental importance because they underlie the ways in which the

society shapes its institutions, educates its young, and goes about
whatever it perceives its husiness to be. Changes in thess imapgss are
of particular concern at the present time because our industrial
society may be on the threshold of a transformation as profound

as that which came to Europe when the Medieval Age gave way ta the
rise of science.and the Industrial Revolution..." The concepts of

man are howsver themselves cdeveloped by the innovations which are
implemznted as René Dubos has pointed out: "The environment men create
through their wants becomes a mirror that reflects their civilization;
more importently it slso constitues a book in which is written the
formula of life that they communicate to others and transmit to
succeeding generations,” More succinectly Winston Churchill's point
about huildings that "We shape our biildings and then our builldings
shape us"” could as well be applied to the information systems we
choose to create,

The question is what effect does the selection of a particular information
strategy have on our changing image of curselves and how does this

relate to the kinds of social innovation we consequently prefer?
Conversely, what resistance to social innovation arises from our
reluctance to adapt to an alternative image of man?






Crganizational Forms in Pesponse to Complexity

As the following quotations maske very clear, there is now a widespresd
recoggnition our institutions are unable to respond adequately in the {ace
of the increasing complexity of their environment, particularly since they
are handicapped by the attitudes and consequences of their own traditional
approaches to such stresses:

Evidence is mounting that the environment which managers seek to control -
or, at least, to guide or resirain - is increasing in turbulence and
complexity at a rate that far exceeds the capacity of management
researchers to provide new and improved methodologies to affect
management's intentions. Faced with the consequences of force-fed
technological change, and the concomitant changes in the social,
political, psychological, and theological spheres, there is real danger
that the process by which new concepts of management control are invented
and developed may itself be out of control relastive to the demands that
are likely to be imposed upon it., {(Introduction to a 1868 management
conference session of the College of Msnagement Con trol Systems,

Thz Institute of Management Sciences)

Sociael institutinons face growing difficulties as & rasult of an ever
increasing complexity which arises directly and indirectly from the
development and assimilation of technology. Many OF the most serious
conflicts facing mankind result from the interacticn of social, economic,
technological, political and psychological forces and can na longer

be solved by fractional approa es from individuel disciplines. (Bellagio
Declaration on Planning. In: Erich Jantsch (Ed) Perspectives on Planning.
Paris, GECD, 1869).

tists end businesss and nolitica? leaders in virtually every country

coming iYLFBdﬂjH“lV aware that the human race is facing more crises
n its social and political institutions can handie adequately...

important steps are now being taken to meet these problems. ‘hese
steps, however, are ofien shaped to fit existing iﬂ%tifUtJDnbl natierns
or to be politiselly or commercially expedient, while other measurss of
pRTHhaps equcl or graater importance have not yet been qtart°d. Moreover,
the multituds ©Ff crises and their complexity and intsractions so over-
burden the machanisms that have besn designed to handles them that there
is a valid fear that these mechanisms will break down at the critical
marment and make the disasters worse. {(R.A.Cellearius and John Platt,

ilz of Urgent Studies, Science, 25 August 1872, pp. 670-676).

,_J
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Since prohlems ware for so long deesmed to be imnutable, functions

alreedy assumzd becamz more Jimportant than aims...In the secuel, within
each of these functions, new goals were inferred from extrapolations of
foals alreeady achieved, the functions defined the problems to be met,

and reassessment of the problems at hand did not lead to the redefinition
of the function,..The rigidity, fragmentation, end institutional
conpatitiveness of bureaucratic practices are ohviously bobth causes

and consequences of this state of affairs. Bureaucratic development is
pertly a result of the vapueness of aims pursued. The determination of
new aims is often not suffinient, however, ic overcome these weaknesses,
which slse stem from the inclination of hurecesucracies to resist innovation.,
For theoso reasons, contemporary sonietiasc are celled upon to challenee
coriolin Torms o7 organisation thal can no longer render the services thay
require, toeause in these socielies, change and uncertainty have become
thz conatant comepenions of prospeirity. Tnus, it has becomz a commonplace
that manv new problems, over tha last quarter of a century, have been
recognized too late by the government

2R

e, which has often pgen
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moved to acticon only by the advent of a crisis...For this reason

the identification of emerging problems is a function that tonds to be
cvarlooked b traditional public administration and therefore cannot be
wholly integrated with it... (Orgsenisation for Economic Cooperation

and Deveglopment. Science. Growth and Society, Paris OECD 1971, pp. 60-81}.

«s.increasing specialization makes all problems more difficult. With more
geconomic and social development, the subdivision of labor is carried to
extremzs never dreamt of in previous historic periods. The more effective
and efficient organizations and planning bhodies are those that operate for
narrow and segmental purposes, thereby rendering much more difficult

any effort to echieve mutusl adjustment or coordination. The more able,
honored and highly valusd expert is the one who works within an increasingly
narrow sphere and who has great difficulty in communicating with other
experts &s well as laymen. (Bertram M, Gross. Strategy for economic and
social development. Policy Science, 2, 1971, p. 353).

Institutions, firms and {thanks to television) private citizens today
receive triticel information very gquickly indeed; the aggregate picture
at fTederal level is slow by comparison to materialize. To put the point
theother way round, then, the body bolitic has wildly overactive reflexes.
In the body phys 1olwplc thlq is the condition of clonus ~ it is symptom
of spasticity. If we live, as I suspect, in a spastic society it is
beceuse of clonic response. And by the expoctations of these arguments,
the clonus will get worse. {Stafford Beer. Maneoping modern complexity.
In: Committee con Science and Astronautics. US House of Representatives,
The Management of Information and Knowledge, Washington, US Government
Printing Office, 1870, p. 45].

Many of our institutions seem to have inadvertently reached a critical
izz bhaeyvond which thoy are virtually uncontrellashle in any cohorent

Sy R (AR

gashion, This fact of 13iFc was aptly describad by Richard Bellman, in
accepting the first Norbert Wiener prize for applied mathematics (1370):
'I think it's beginning to be realized that our systems are fTalling apart.
We don't know how to administer them. We don't know how to control them.
And it isn't et all obvious that we can control a large system in such a
way that it remains stable. If may very well be that there is a critical
mass -- thet when a system gets too large, it just pets automatically
unstable.' We see these problems in our educational systems, in our legal
systems, in our bureasucratic systems, in our transportation systams, in
our garhbage collection systems, and so on....Similarly, as the complexity
of societal operations increases, autocratically and hierarchically
organized buresucratic strotures (whether business, educestion,ggovernment)
thenddto develop communication overloads near the top end discouragements
to entreprensurship and responsibility lower down...There is a serious
mismatch between modern industrial-state culture and institutions, and

the emerging new imape of man., This mis-match produces such rsactions

as the growing challenge to the leglitimacy of business institutions

whose primary allegiance appears to be teo their stockholders . (typically
other corporations) and managers, the growing disenchantment with the
technocratic elite, the decreesing trust and confidence in governments,
all revealed in recent survey data. The mismatch could result in serious
social disruptions, economic decline, runaway inflation, and even
institutional collapse. (Centre for Lhe Study of Sooisl Policy. Changing
Imares of Man. Stanford Resecarch Institute, 1874, p. 230, 232, 240),

(‘-\

These quotelions do not however wmake glear whal kind or orpenizational forms

would be most sopropriaete to this complex environmant or, more importsnt, how

to facilitate the continuing emergence of more appropriste organizational forms

in response to the changing configurations ot the problems they seek to encompass.

. e ]

To fulfil its funclion, any such facilitative open-ended process neecds ta



avold pre-defining the nature of the forms to which it will give rise.
Whilst at the same time providiacg a context from which such forms can smerge.
One of the sources quoted above recommends that:

In order to sustain our co-plex societsl system, we may systematically
reconstitute massive bureasucratic structures into organizations with
relatively autcnomous subsystems (in effect, decentralization). This
adaptive form of organizetion would seem better suited both to cope with
complex tasks and to provide more satisfying work for the people involved.
{Changing Images of Man, p. 232]).

This is only one component of a possible solution however and ignores the
unresolved question of the nature and dynamics of the linkages to be maintained
between the decentralized units and how to enable the use centralization when
it is appropriate. The problem is clarified in the following:

The map of organizations or agencies that meke up the scciety is,

as it were, a sort of clear overlay ageinst a page underneath it which
represents the reslity of the society. And the overlay is always out of
phase in relation to what's underneath; at any given time there’'s
always a mis-match betwsen the organizational map and the reality of the
prooblems that people think are worth solvoing...There's basicelly no
social nproblem such that one can identify and control within a single
system all the elements required in order to sttack that problem. The
result is that one is thrown back on the knitting tr-osther of elements
in networks which are not controlled and wnere’ PLLWDLK‘$UﬂtTﬂuPs 77l

the network olc:* yecome critical. (Donald Schon. Beyond the Stable State;
public Jnd private learning in a changing scciety. London. Temple
Smith, 1971].

The key auestions therefore concern the nature of any alternative organizational
forms which might be usefully explores and the problems of facllitating the
emzrrence of orpanizational natworks, their auto-gslvanization, their trans-
formztion into other coﬁ?igurations, when aporopriete, or even their dissolutien.
(On this latter point it is important to recall that many corganizations are

often simply memorials to antiquated perceptions of problems.)

Alternative Forms of Nrganization

1. It is & fxOCLont cnﬂplalnt of those dissatisfied with existing organizations
that most of these bodies are based on a western model or concept of
organization, As such it is claimed that they do not reflect the stvyle,
practice or tradition of orgenization in non-wesstern societies. This said,
however, the formal organizations in such socleties tend to differ very little
in structure from the western model, except perhaps in the degree of
direct or indirect government influence on their activities. Whether
organizational forms currently emerging from the Chinese social experiment,
for example, could be employed in other contexts is a matter for attention,
but there seems to be little evidence of any widespread use of such distinct
forfs.

2. There has besen much discussion of the forms of organization which could
result from increased worker (or student, ete.) participation in management.
Whether such forms are sufficiently distinct to result in the desired
J,mpx oveinmnt In abllity to I‘c..apu'?d tc & complex environment is a matter
for discussion,



3. Delibersate efforts have been made in some cases to create minimallv structured
organizations which blur into formal networks of individuals, groups or
institutions. The Club of Romz is one example. The conditions under
which such forms are anpropriate need to be clarified, as well as the
specitic possibilities of minimal structuring. Note the commune-type -experiments.

4, The pattern of links between organizations across geographic boundaries
or fields of concern may be such that the resultant network effectively
constitues a loose organization in its own right but at a different level.
Such "orgsnizations” ermerge without being deliberately designed and created,
It would be useful to know how this process could be facilitated.

5. The relation bstweezn members in an orgenizetion are conventionally governed
by statutory and procedurel provisions deteiled in appropriate documents.
With the advent of computer data networks linking widely dispersed
terminals, a new form of computer-hbased organization is emerging, The
rules governing the interaction between the members are precisely embodied
in the computer software via which the member users interact through the
data network. This technique, known as computer conferencing, has given
rise to what are being called "on-line intellectual networks”. GSome of
these already cross national boundaries, linking many institutions (including
institutional investors). Clearly the rules governing the participation
of membor-users can bo modificd to include most of those which are
essential to the functiconing of a rnormal orpganization.

6. The increased use of the technique noted in the above paragraph could
also be accompanied by sophisticeted modifications to control procedures
in orgsnizetions. The current range of orgenizations is limited because
of the need for simple voting and control procedures and easily under-
standahle membership groups. The calculating and display power of the
computer nermits the use of pomplox weightsd voling lLechnigues to alliow
for e considsrable variety of pessible distinctions and neans of safe-
guarding against abuse., For example, one member might be allocated
10 vates on one issue renge and 70 on another, with the totael votes from
particular voting blocs being welghted in terms of a complex index itself
governed by a weight changing at an agreed rate over the life of the
organization. This would permit a much more sublte mske-up of orgenizstion
memrbership, rgflecting more closely the relative interests, capabilities
and aualifications of members. The variety of organizational structures
would therefore increase. Such "computer-structured organizations” could
be sucressfully created from combinations of members which would currently
be considersd improbesble or unstable.

7. The above techniques meke possible the existence of organizations which
only "cohere” and "exist” on particular issues, or which might have a wide
voting membership on one issue, but a very limited voting membership on
another. This takes us to a point where the concept of an organization
as a distinct and well-defined structure [other than in computer terms)
is replaced by sn emphasis on the potential components of a structural
pattern at any one time and the stimulus necessary to call each of them into
play. This formalization of inter-organizsticnasl dynemics is foreipgn to
conventional thinking about formel organization but is close to the normal
intuitive understanding cof the operation of networks of small groups,

izovions and pressure groups. (This concept of a "potential
sssociation” is discussed below as a possibility for network desigﬁ?TMﬁ"ﬂ‘
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8, Clearly the above trends would encourage the emergence of issus-oriented
crganizations, presenting all the characteristics of a permanent formal
organlzation except that they would be designed to terminate after a
period of days, weeks or months. Such bodies might even be rapidly
"created” by computer from e ponl of members who have registered interest
in perticipating in any such bodies activated by a sufficient number of
requests in response to an urgent issue. The whole procedure of informing
mambers, registering statutes, obtaining funds and initiating action would
be handled through data networks. A situation might emerge in which
considerably more temporaery "computer-formed organizations” of this kind
existed then those of a more permanent conventional nature. Clearly this
would have many implications which cannot be explored here.

Network design

Just as the distinction between an organizational system and an organizational
network has not been resolved (see Appendix), so there is a paradox involved
in implying that networks cen be "daosigned” and “"operated” rather than that
they emerge and evolve in an essentially unpredictable but synergistic fashion.
(It may be that designed or coerated networks should more appropriately

be called systems,) vhatever the case, the following represent some lines

of davelopment which merit further discussion.

1. Inter-organizational design
There is little available knowledeze on inter-organizational design for the
vhvious reason that whenever there is any organizationel initiative, there
is a natural tendency to desipgn a single organization, however large and
cumbersoma, and little incentive to explore the possiblility of inter-
grganizational networks with a minimum of centralized control, if any.
An editorial comment introducing a chapter of readings on "designing an
managing interorganization svstems” states: "Given the state of the art in
research on interorganizational relations, it may seem both premature and
hazardous to concern onesalf with normative questions of designing and
redesigning intercrganizeticnal systems.” {(Williem Evan. Inter-Organizational
Relations. lLondon, Penguin, 1978]).

The three articles included as illustrations of potentially useful approaches,
make the poiqt that much remains to be done. One deals with strategies

for resolving interorganizational conflict, the second focuses on the
Antitrust Division of the US Department of Justice, and the third examines

ithe role of computer-based communications systems in effecting inter-
organizational linkages (in a product marketing context). None gets to

grics with the actusl dosign of interorganization networks and the paradox
that implies. There have however been a number of studies of decision-
making in an interorgenizational environment.

2, Matrix organization

This approach, developed and implemented by NASA for the moon project,

is-a major step toward network design but falls {in that respect] since
it is a single-purpose structure in which the purpose is Formufated by
onz body. Within the matrix structure, each participating body, whether
controlled by NASA or not, is considered to be at the infersection of
infiusnces from other parts of the streoture and itself in turn influences
Hminigh the visibility of

tive mode. Operating
alized units strugpling

soveral obthers, Tt is a system which tends fo d
rity and to emphasize consensus as an opera
icns are part of the give and take of speci
Tor a share of the system's total resources.
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3. Ad hoc networks
The insights derived from use of a network mndel as a way of structuring
percentions concerning society can be used to move towards the development

of an alternative style of organization.

In testimony in 1875 before the Committee on Foreign Relations of the
United Stetes Senate, Alfvin Toffler outlined this possibility in the case
of international associations (NGDs), in response to a question on how to
organize a wide variety of interest groups into a coherent network:

"The question raises extreme difficulties. When you say I mistrust world
government, what I mistrust is centralizabtion of power, and I think

we should not find ourselves in a positicn of opposing the notion of
world order basecd on decentralized power or pluralistic power,. We

have got to find an slternative structure which deasls with both these
quastions, The re=sdy assumption that if we can centralize power we

will bes able to solve our problems, 1s a traditional assumption that
grows out of our industrial-era experience. I think it applies less

and less. One of the reasons I argue the case for much more attention

to the NGO's is that the NGO's form the potential for any number of
temporary, mission-oriasnted consartia that could G brought together,
whethar tRey are environmental organizations or scientific organizations
or organizations concernsd with community development of food or whatever
the issuus are, It is possible to put together temporary concortia

to deal with specific problems. Now, in order for that to work you have
to have some coordinatiosn or management. But what I am describing need
not be a pyramid.

Now, here is one way to verbalize the elternative organizational struscture.
Think of the pyramid. Then think of a thin freme, a very thin frama
which is essantislly coordinative, “hl”h iz o thin laysr of

3 <3

Wl
and direction, with 3 whnle saries of szsantially temporary cnal
clusters of modules that have rrldtlvelj short life spans, and among whlch
poople floal quite freely. They move from one module to anoither rsther than
being frozen in a single buresucratic niche. If we pump some funds into
the non-governmental sector, we might help to create precisely this thin
coordinative system at the top. We would then have a basis for a very
large, very diverse, very flexible, ad-hocratic organization that could
operate in the international field."

Nor does Toffler limit this technique to NGOs:
"o..we need to think in terms of the creation not of a single center,

or @ signel world government that will some day _govern the nations of the

world, but rather in terms of a self-regulatory network of transnational

institutions, multiple institutions, a polyceniric system. Such a

transnalicnal network can provide a higher degree of stability for the

planet than the centralized model based on a single international

governmental organization....ws must first recognize that the U.N. is

only a tiny piece of a swiftly emerging transnatiocnal mesaic or network

of institutions which are part of the new super-industrial ygtor This

network consists of thousands of organizations and millions of individuals

around the world in continually shifting relationships with one another.”

ot{iser, ligarings befure Lhe Senate Committee on Foreign Relations,
ess, 1st Session, 1975).
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Potentisl association

An Innovative response to the new operational requiremesnts necessitsted

by the approach suggested by Toffler is that of the "potential association”
Such an association would, as such, not have "members” in the conventional
sense of a defined set of individuals or units of organizatio subscribing
in common to & particular set of views. The emphasis would be switched

to objectifying the tenuous concept of @ group of bodies which could

link together in different transient peatterns under different appropriate
conditions. The need to centre sttention on existing organizations

{with their tendency to self-perpetuate and constitute nbstacles to social
change] is diminished in favour of recognition of the range of potential

pattgzng inte which the component entities in the potential pool could
"eel” in response Lo new conditions. A meaningful and dynamic social

framework for conventional, "parmanent” organizations is thus supplied.

Thus whilst society may, with the use of an approach of this type, form

a highly orderad (low entropy) complex at any given time -~ satisfying
short term, stability requirements - the high probability of switching

to cownlptely different high order patterns at later points in time supplies
the "randumness” (high entropy) condition essential to the facilitation

of social change and developmant in response to new conditions,

In other woirds we have a means of ensuring high social stability at

each point in time with low predictability over time, or altsrnatively,

and paradoxically, we can think of it as a potentially (i.e. unrealizsble)
highly ordzred sitwuation over time which "contains” a seqguence of very
disordersd situations. An advantage of this is that people and power
groups have somewhat preater difficulty in teking up faudalistic roles
in potential structures (if in fact it is possible to do sol,.

Organizational tensegrity
There @onears to be an unexpected farmal analapy hetwesn some architectural
design constraints and aspects of organizstion and networks design,
Architecture is no longer restricted to simple arches and domes which
derive their stahility by allowing structural weight to impinge on the
compressive continuity of bearing members end protecting the resuli by
cceasional tensional reinforcement - an approsch which bears considerable
resemblance to the conventional hisrarchicel organization. Instesad of
thinking 1n ferms of weight and support, the space enclosed may be
conceived as a system of equilibrated omnidirectional stresses. Such
a structure is not supported by the lowest level. It is pulled cutward
into sphericity by inherent tensional forces which its geometry also
serves to restrain., Oravitation is lerpgely irrelevant {(cf. R. Buckminster-
jog
1

uller. Synergetics. New York, Macmillen, 1574).

Many psrallels can be explored with the orpanizational development from
hierarchies to networks and away from oppressive structures (including
the structural implications of worker {(or student, etc.) participetion in
management ). The value of this is that considerable thought has already
been given to the nature, construction and stabilizing forces within

the ressyltant architectural geodesic and texdpgrlty structures. It may
well be that this will provide the necessary clues on how to design some
useful organizational networks for those cases where the hierarchical
form is no longer sppropriate.




Scire Policy Implications

1.

Facilitation of network processes

It is clear that intra- and inter-organizational networks are growing,
nmultiplying and evolving in response to perceived social problems and
pessibilities for action. These changes are in large part unplanned .
{and unfinanced] from any central point and appear to be self-correcting
in the ‘excessive’ development is compensated by the emergence of
counteracting networks, Little attention is given to facilitating this
growth so that in some cases it may be considered dengerously spastic.
Despite this the network of organizetions (international, national, and
local) of every kind and with every pre-occupation, represents a major
unexplored resource. The (SYhergistic) potential of this network, if
its processes were facilitated, is unknown,

Possibilities for fTacilitating these processes include:

- Facilitetive (as opposed to obstructivel legislation

- subsidized postal and telephone communications

-~ creation of facilitative environments where orgenizations and
people can meet and interact informally to catalyze, wherever
nassihle, the emergence of acticon programmos or formal collaboration

- creation of information systems and devices to facilitate the development

of new contacts in response to new issues (e.g. social action vellow pages,
neiwork maps, on-line intellectual communities, community intaraction
software packazes, etc.)

- gxamination of the significance of the number and reticulation of
organizetions in & society as a sociel Indicator, both in terms of
developma2nt and quality of life.

Netvark organizstional stratepy

The =lements of the sirategic problem at this time include:

- a vast and largely uncomprehended network of perceived problems
and problem systems, on which no single body has {or possibly could
have) adeqguate information.

- a vast and fragmented network of conceptual tools and knowledge
resources, which is not {and possibly could not be) comprehended
by any single body,

- g vast and largely uncomprehended network of egencies, organizations,
groups and active individuals spanning every congeivable human interest
on which no body has [or possibly could or should have) adequate
information. .

These networks, end others, are not static structures. They are changing
rapidly in response to pressures and opportunities perceived in very
different parts of the social system. As such they, and component
sub~networks, are nol controlled or controllabls by eny single -body,

if only because the complexitiy cannot be handled by any singlie body or
group of bodies,
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The strategic preblem therefore is how to ensure that the appropriate
organizational resources omsrge, and are adequately supportad, in

respaonse to emerging pressures end opportunties. But it would ssem

that this must be achieved without organizing and planning such organized
response - for to the extent that . any part of the network is so organized,
other parts will develop (and probably should develop) which will favour
and implement alternative [and partially conflicting) approaches.

The challenge is therefore tc devslop the meaning and constralnts of
what may be termed a network strategy. This is an approach which
facilitates or catalyzes (rether than organizes) the emergence, growth,
develepment, ddaptation and galvanization of orgsnizational networks

in response to problem networks, in the light of the values perceived at
each particular part of the social system.

Network vocabulary

Whether amongst acadsmics, policy-makers, administrators, or other
practitioners, the freguency with which "network” is now used is not
matched by any increasing {facility in distinguisbing between types of
netwark. Becausc clear and simple concepts are lacking, together with
the appropriate terms, discussian of such social complexity can only be
accomplished, if ot all, by the use of extremely cumbersome and lengthy
phrasas which tend to create more confusion than they eliminate. A
vocabulary is reguireq which is adapted to complexity., In the absence
of such a vocabulery, debate tends to avoid discussion of issues which
emerge from such complexity and concentrates on issues which can be
adeqguately axpressed via the existing vocabulary. This creates the
illusion that the issues which can be discussed are the most important
becausze of the visibility accorded them by the vocabulary st hand.

There is therefore a real challenge to the social sciences to identify
concepis amsociated with complexity and to locate adeguate tevms with
which {o label them ip thelr relation to systems (see Appendix). The
developmant of such a petwork vocabulary would provide a powsrful means
for objoctifying and de-mystifying the complexity of the organizational,
problem and conceptual networks by which we are surrounded and within

which most of our activity is embedded.

! .
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APPENDIX: "System” versus "Network"”

The definiton of "system" (like that of "structure”) is the subject of
continuing confusion and often heated debate. It is not surprising therefore
that the implication that "network” is in some way distinct from "system”

tends to give rise to vigorous debate as recently occurrad in Montreal.

It is the math-basad pure and applied sciences which are most disturbed by

the possibility of any distinction. Clearly, in purely formal mathematical
terms, both system and network consist of an interconnected set of elements,

But once account is taken of the nature of those elements, the manner of their
interconnection and the properties of the resultaent whele, then the distinclions
between definitions of sytem and of network became confused especially where
value-related qudstions are raised concerning the relative equitability of
different sccial structures.

The question of interest may be less the distinction, if any, and more the
connctations of the terms in contexts associated with international and
organizational activity. The guestion may then be why is there a preference
for "network” instead of "system” under certain circumstances. Consider

the distinctions in the case of a road system/nstwork, a telephone system/
network or a concept system/network before reflecting on the case of an inter-
organizational sytem/network. Under what circumstances is there a negative
connctation to either term?

The following suggestions have been made as to how the distinction tends to be
made in practice.

1. Systems tend to require nore information for their description then
networks, since flows must be described as well as structural relationships.

2. Systems are described primarily with quantitative information (which is
both difficult and costlv to obtain and has a shart useful 1ifel, whereas
nelworks may be described with ron-gusntitetive structurael information
{which 1s more readily available at lower cost and has a longer useful

ifel.

3. Systems tend to have & unique [or ultimate] controller regulating the state
of the system as a whole, whereas networks tend to have a plurality of
controllers (if any), with a realatively high degrees of autonomy. {In
other words, ‘systems tend to be centralized in some sense, whereas networks
tend to be decentralized or polycentricl.

4, Systems tend to be associeted with imposed structures or patterns {even
if limited to the cholice of the system boundary), wherzas networks tend
to be essociated with emergent structures or patterns.

5. Systems tend to have well-definad boundaries [(even if they are open-systems)
whereas the outer-limit {or firne detail) of a network is ill-defined and
not of major significance to its description.

6. Systems tend to have well-defined, stable goals or functions, whereas
networks, 1f they have any, may have ill-defined goals, a plurality
of gosls (possibly fairly incompatiblel, or may change goals reletively
frequently.
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7. Systems tend to have a more limited tolerance of changes to their
environment, whereas networks tend to maintaln a fisr degree of invarience
and ccherence even in the event of highly turbulent transformations
to their environment. .

8. Societal system descriptions tend to be meanineful only at a macro-level
to detached observers, whereas network descriptions retain their utility
even when limited to the immediate environment of an involved participant
at & particular node of the network,

9. Systems, and particularly their dynamics, tend to be difficult to
represent, whereas complex networks can be represented with relative ease.

Rather than attempt to resolve the distinction between system and network, it
may be useful to conceive of the two terms as being different but complementary
conceptual appreaches to a structure-process continuum., When a system
perspective is used, in practice the emphasis is on the properties and the
characteristics of the whole conceive~ as a set of interlinked processes
(over which & meesure of centralized control is described)}. 7The structure

. v the procssses nsidered at a4ll, is perceived and represented
in terms of ite gross features. When a network perspective is used, in practice
the emphasis is on the properties and characteristics of the continuous pattern
of linkapes constituting the structure. The processes which may eccur in the
network, if considered at all, are perceived and represented in terms of the
sathuays throuph the network (the mapping of which constitutes the initial
challenge). As the concern with processes builds up, the perspective shifts
towaras the system focus. Whereas concern with detailed representation
of the structure shifis the perspective towards the network focus. The
system perspective therefore tends to be used when the structure is assumed
to bo rolavively sinpis and concebiually wall-defined but where the cemplexity
of thz processas poses a challenge to conceptualizastion and represantation.
The network perspective, conversely,is used when the processes are assumed to
ba relatively simple and well-defined but where the structural complexity
posas a challenge to conceptualization and representation,
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Expressed in these terms, the complementarity of the two perspectives highlights
the problem of description, analysis and policy-formulation in relaetion to
society. A focus on the system process dynamics, as typified by the current
approsches to world modelling, is obliged to eliminate structural (and

especially fing structurall features to reach a level of aggrepgaticn which
renders the analysis viable. A focus on the network of fine structure

would presumably only be practicable if the complexity of process characteristics
was highly simplified. E&ither filter can be employed, but both cannot vyet

be removed together and result In any practicable comprehensible investigation.
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Organization of "eelings for Discussion of Complex Issugs

With ihe increase in the complexity of society and its problems and with

the increase in the number of groups and institutions whose views must be

interlinked to ensure an innovative response to any new issue, it is obvious

that the roule of meetings as focal points has becoms of considerable importance.

But whilst the number of local, national and international meetings has
Cincreased, as has the variety of issues with which they deal, the form

of such meetings has remained essentially the same. Although not applicable

to all types of meeting (see below) it is nevertheless valid to note that

the basic form of a mesting has not changed over the last hal+ century or

aven a longer period - despite increasing recognition of the complexity of the

issues discussed and despite considerable increase in understanding of the

psycho-dynamics of meetings.

It is still standard prectice to rely heavily on what can be achieved in a
plenary session governed by & rigid time schedule with the consequent
emphasis en the contribution of main speakers from an organizer-controlled
podium and with effective limitation of the open discussion period. Where
the technique of commissions or small group discussions is used, there

is still a major problem for participants to allccate their time hetwsen
parallel] groups on related topics, and for the meeting as a whole to receive
and inteprate the work of such groups ence coinpleted,

In & very real sense the content and results of the meeting are predeterminasd
by ths choice of:

1. the main invited speakers
Z. the potential participants informed, invited, or even subsidized,

3. the physical constraints of Lthe space for piernary, porallel and
small group sessions.

4, the geographical location of the meetdng in relation to the location
of potential participants.

5. the time available.

-

] i

6. the constraints imposed by a multilingual audience.

As is wall known, much is alsc predetermined by the ("behind-the-scenes"”)
srtivities and irtentions of the organizers end sponsors in structuring the
programmne and ensuring that the meeting "flows smoothly”. :

It should not be assumed that these are new observations, for already it 1s
possible to detect the conseguences of such abuse of meetings. Questions
are incroasingly raised concerning the real benefit to be obteined from
holding a particular kind of meeting. : .
Concider, for example, the following extract from a letter recently published
in Internstional Associations (1976, 1):
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{ am writing to you on behalf of a group of international NGO executives who
have just returned from a meeting of two hundred persons from all parts of the
world —— namsly, the International Conference of... On the way back home
we began talking about the effectiveness of such events. Some of us attend
meetings like this regularly and we are questioning their value. This last con-
ference on the... issue was just as sterile as the previous ones in spite of hopes
that we could start afresh. One sees the same faces, only at different meeting
sites; one hears the same positions defended and one sits in the same kind of
hotel or conference room. Somehow we must find another process for such
international gatherings.

As we talked on the way home, we agreed that such meetings of 100-200 parti-
cipants (assembled at cosis estimated at $ 100,000 as a minimum) are like
eight cylinder engines running on only two cylinders. We estimated that 85 %
of the group listened while 15 % spoke. Not only is this an extremely ineffi-
cient use of human resources, it means that many travelied all this way without
ever having the opportunity {o express their needs and ideas. The more aggres-
sive persons, those speaking the conference language fluently — the confer-
ence professionals, still dominate these events. Frankly we feel such meetings
are often oppressive...

Many key individuals who used to attend mepetings now find that they can allocate
their time and resocurces to more beneficial forms of activity. (They use
phraszes like "there are too many meetings”, "al1l1 talk and no action”,

"the matiar has alresady been adeguately discussed elsewhere”, "what is the use
of another set of resclutions whan nothing was done ashcut those from the
previcus meetings”, etc.) Their sbsence reduces the quality of the meetings
actually held and their lack of interaction with "novice-mesting-participants”
means that the latter have to waste more time in learning the limitations of

the meeting environment.

Clearly many mestings are simply "badly organized”. 8ut a significent number
of conferences, whether national or international, may be judged a fallure
or a waste of resources desplte the fact that:

1. 211 conventional physical, technical and administyative facilities and
services are used competently with the guidance of experienced parsonnel;

2. the programme of the conference is well-planned and conforms to the
interests andrpriorities of the different groups of participants;

3. the meeting sessions and the social sessions are"well-organized”and efficiently
run.,

The quection to be raised here is tho extent to which the conventisonal approoch
to organizing e meeting results in a relatively blunt and crude instrument for:

1. the clarification of complex matters

2. the interaction between groups and organizations whose relationship to the
issue and to each other is to be clarified during the meeting. -

3. the stimulstion of the emergence of innovative and alternative approaches
to the issues

4. the initiation of joint projects between the individuzls er groups present,

JEtea e et et LR A0S LY =
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Types of meeting requiring improvemant

Four basic types of meeting can be usefully distinguished (see Appsndix 1):

1.

Aspects of meetings reoubing

—————

1.

Hiererchical, podium-oriented meetings used by organizers for informing
or exhorting participants or for ceremonial and prestige occasions. This
form is extremely well-developed for its purposes and need not be
discussed further, except in so far that it is more or less deliberately
used to prevant or control communication (including group formation)

l, A

botween participants within the session or between sessions.

Small group meetings used for open exchange of views on a specific guestion.
This form kﬁq been well explored and need not be discussed further, except
in regard to the preblem of integreting small group activity into o larger

conforonce framework.

frmrphous, unstructured meetings characteristic of fairs, receptions and
varmua klnds of "happening”. This form has been quite well explored

and neod not b2 discussed further, except to the extent that the relotive
isol=aticn of participanis prevents spontaneous formation of issue-oriented

¢

Sami-siructursd, network meetings intermediate in characteristic between
archical and amorphous meetings and providing a framework for many
imultaneous small group meetings. This ferm is only just beginning to
be explored by those dissatisfied with conventional methods of organizing
larger meelings,

L_H

improvement

3 t >y

Communication between nar+1cnpanbs

A frequ=wb source of PdlthLant frustration within a "well-orpanized”
maeting is thn lachk of adequate and meaningtul contact between participants
in terow of their nrofessionsl interests or erganizatisnal responsibilities

y
&

{namely other than purely social contactl). Whilst many conferonuas are

mrganizeH“BF?harilv for ideal participante in the light of a set of iss

and priorities definecd by the orpanizers prior to the meeting, increas 1ngly

conferencrs must respond to a greater degree to the issues and priorities

racognized hy'thc real purtjciuentd or emerging from their interactions

during the ne ’t.l"l;f

The more experienced participants do not want to be only consumers of what
spaakera produce,  Conferences are for the bencfii of perticipantz and

the constituencies they represent not just for the beneflt of speakers

and organizing bodies. Conference participants are increasingly critical
and less passive in their response to sterile meeting environments and

to seemingly arbitrary imposition and manipulation of particular communication

patierns during the course of a conference. Experienced participants and
organization representatives have a number of reagsons for attending a
given conference and Justifying the allocation of time and resources.

The challenpge is to maximize the benefits to participants arising from

any such concentration of human resources, given that the organizers will
benegfit most if the participants are well-satisfied by the exercise
(irrespective of the origina) intent of the organizers).




Innovation is most likaly to be facilitated if:

1.contact between participants with complementary interests and commitments
is Tacilitasted

2.participants are assisted in their attempts to: initiate new action,
inform and involve other participants in projects of mutusl interest,
and form groups and formalize group action {to the degree necessary].

Such processes could occur either during a meeting session {as a parallel
comrunication activity during periods of formal apeeches) or between
sessions within the same conference framework. A guide to the possibilities
in thi arza is given in 3 Fhﬁck1w st _of possible participant communication

s (Appendix 2J. This pfrectlvely emphasizes the rights of ths

¥ having peid to participate as opposed to the responsibilities

of well-behaved participants (namely a code of conduct) as conceived by

the organizers,

Commnunication between participant stereotypes

There is a tendency to assume that meeting participaents conform, or should
conform, to & certain mode or code of behavicur. Much of the valug and
interest of n;cglngs {particularly internaticnal mestinpgs) derives from
the unusual diversity of participants and their interzsts, This divarsity,
if it is not respeciad and allowed to influence the organization of the
meeting, may however lead to the isolation and frustretion of stersotyped
EZEE”E,O{ participants In this way the valus of the conference as a whole

is significantly redured and little benefit is derived by anybody Ffrom the

variety of perspectives represented which should in fact nourish and orient
any innovative antivity and be roflected in its constraints

LA UL e

The stereotyped groups which tend to emerge or be deliberately ignored
may be lvosely categorized in terms of the following:

(a) culture (Moslem, Christian, Japanese, etc.) as a determinant of

conmunication modes; custom (forms of address, eating habits, etc.)

as facilitators or obstacles to communication; language {English,

Europoon, non-Eurcpean), as a determinant of communicable concepts
and styles of communication.

(b} davelopment priecrities, namely the challenge of Third World

represaentation; ideology (socialist, capitalist, etc.}, namely the
challenge of integrsting conflicting socio-political assumptions.

(c) age as a determinant of meeting dynamics (the challenge of youth in
meetings; integrating perspectives of older generstions); sex, as a
determirmant of mecting dynamics (interrelating male and female

© viewpoints)., .

{d) expertise {expert and non-expert), namely the challenge of communicating

commlpxity, cormmitment (naive enthusiast and hardened professionall,

namely the activist challenge; status (official and unofficial
participents), nanely the challenge of wider public involvemesnt.
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(e) discipline, namely the challenge of inter-disciplinary meetings.

() structural preference (formal versus informall}, nainely the challenge
of relatively unstructured meetings; activity mode (cognitive,
af fective, physical, etc.], namely the challen?P of the experiential
mode; activity priorities (debate, information, contacts, demonstrations,
etc,) nqm01y “the challenge of blending distinct meeting objectives;
media preference {(speech, discussion, text, audio-visuals, etc.),

waualy the challenge of non-lecture communicetion.

The qguestion is therefore what techngiues can be used, other than in
small group mestings, in order to breakdown the barriers between groups
characterized by such differences, whilst at the same time integrating
the special perspective which they represent in society at large.

Interlinking topics and lssus  areas

In the case of a conference to deal with & stralghtforward issue of a Kind
which has arisen occasicnally in the past, clearly there is a fund of
experience and allied meeting procedure to ensure that all aspects of the
matter arg adeguately discussed by concerned parties., But in the cese

ot a cvormplex, ill-defined issue whare the terminology, categories and
sction priorities remain to te clarified, speclial care is required.

A conventional meeting approach may oversimolify the discussion procass
ignore many TBthﬁHt side issues and concernsd bodies, and generate

resolutions which are inefrective, irrelevant, iwpossiole to implement,

or positively harmful,

As was implied egarlier, thz actusal cholice of tha meeting space and duration
is & major Tactor in determing how the issue can be discussed. lime

and space factors ?UVQTH the extent to which the issum can be broken down
into sub-inssumes, possibly to be discussed in parallel. The relationship
batwsen meeting rooms on related igsues influences the manney in which such
issues are linked. The presence or absence of a common, neutral ground
betwaen the meeting rooms, and tha guality of that space, influences

the extent to which participants cen and will interact freely and fully.

1t is in that space that links are born and nourished and that innovative
projects tahe shape.

The actusal programms structure is larye]y determinad by these tima/space
constraints. Many organizers masy ignore these constraints by simply
multiplving the number of conference and discossinn rooms, increasing the
number of porallel sessions, or increasing the duration of the meeting.

But although sach sub-issue may be discussed, there is as yet no satisfactory
way of interrelating the discussions and conclusions on related issues where
this is justified - or in fact of clarifving the degree of relationship,

if any is suspected. A complex network of sub-issies cannot be satisfactorily
handled within a mesting governed by a threc-dimensional programms matrix.

It has frequently been noted that it is simplistic, even naive, to expect

that an interdisciplinary (or multi-viewpoint]) synthesis will necessarily
emerge simply by collecting into the same space-time framework the specialists
Trom different disciplines or schools of thought, Svnthesis is even less
likely 3if thelr views are expresspd in perallel sessions end funnelled through
the traditional technique of the "group reports to the plenery session” -
which leaves Lhe synihesis Lo ithe closing words of the chairmoan or to the
reader of the procazedings. Efforts towasrds improving this situation are
urgently remuived,
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4, Flexible prorramme restructuring

Clearly there are many restrictions on a conference which is bound to a
programme structure daterminad many months before the mesting itseldf,

In the extreme casg, som2 sessions must be held even though there is no
current interest in them; some speakers must be heard, even though most
particinants would prefer their time to be used otherwise; some new topics
cannot be discussed because there is no space on the programme, even though
many participants consider thz questions to be of greeter impertance2 than
other topics on the programme.

The dynamic programming flexibility required by the orpanizers is summarized
in the following points:

(al Necessity for organizers to be able to re-schedule, during the courss
of the conference on an hour-by-hour basis in the light of information
received at that time:

- the allocation of pre-planned sessions to particuler rooms,
according to the number of persons who indicate they will attend,
{This might include the cancellation of some sessions to give
place to others. )

- the alleocatlion of rooms to new sessions proposed at the last
mimute on the basis of interests that have emerged during the

course of a particular session,

- the ellocation of asudio-visual eguipment and simultaneous inter-
pretation facilitiss to meetlng rooms according to revised requirements.

(b]

sity for orgenizers tn be ahle to exert the optimum degree of
0l over the flaw of cormmunications in order to maximize inter-
arvicipant contact and formuletion of new activity without completely
isrupting the conference or exceeding the possibilities of the
available facilities.
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(c] Necessity for organizers to be able to shift the balence of communication
patterns between

- an essentlally hierarchical mode
-~ & small group sessicn mode
- an amorphous meeting mode
in order to achieve the advantages of the network mode wherever possible.
Clearly whenever the meesting is moving towards sterility, increased
- perticinant inter-action should be facilitated, but whenever this
increases beyond the ebility of the conference to contaein it, then the hier-

archical mode should be used to a greater extent,

Clearly orvanizerc

vith the problem of handling flexible evolving
Cu-nn.u once px u; LLI I ;RFMJI.I L!ft_, l” I’(‘JL!J.LLU 'dl ,J.l UBESI‘mLHBO COn"‘ erence
nrogrammsa. These - 5 have not yet been explored to any degree
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Expertise required to improve meetine dynamics

Thers i1s considerable expertise available to improve small group meetings

(10-40 peoplel in a unilingual environment. Very little attention has been
given to improving the dynamics of larger meetings especially in 2 multilingual,
multicultural environment. It is of course in the latter kind of meeting that
many projects are formulated, acquire necessary support, and approved.

Some of the new skills that could usefully become as common as that of
conference secretary or interpreter are: meeting dynemics medizte inter-
cultural mediator, inter-disciplinary mediator, meetlng analyst, meeting
gvaluator, contact specialist, presentetion advisor, etc. Some of these are
‘reviewed in Appendix 3.

Technical facilitation of maeting dynamics

Considerable attention has been piven to technical equipment for conferences.
Almost all such equipment is concerned with facilitating the task of one

person in informing many others of his views under the control of the chairman

of the session. Little of it, if any, is concerned with facilitating the

two-wey communication bztween narticipants., As an example, it is still very

common for 500-1000 particlipants to attempt to communicate via & crude

"messapge board” {iF thz organizers permit it) on which notes are pinned in

the hope that the sddressees will find them. Many other technical and procedural
devices are possible to improve mseting dynamics. Some are reviewed in Appendix 3.

Alternative forms of meeting

The use of the methods noted in the two previous sectinns offer a means of
modifying meeting dvnsmics modestly or very significantly depending on the

risk whinh the organizers and participeants are prepered to take. Some of those
arising from the previous section, particularly:

- pairticipant-controlled communication devices
- computer—da51ated contact formation
- on-site computer-conferencing

would LF.uctivgly result in a different and much more dynamic stvle of
meeting. Some effects are reviewed in Appendix 3.




Vieeling lypes

it is useful to distinguish betwesn four
basic types of moeling which are best
suited to diiferent purposes. The four
types are of course exireme cases
which in reality blend into one another.
The relationshins between the extremes
can however be usefully illusirated by
the accompanying diagram (see Dia-
gram A).

[T fidrerchical meeiinag(see Diagram
1}
a. Protocol and policy : These tend
to involve a speech by an eminent
person which participants must listen
to either as a gosiure of respoct, of
for reasons of protocol, or as a
matter of good public relations, or
because it may outline new policies
for the first timne.
b. Exhortative : These tend to in-
volve a speech by a respecled per-
son exhoiting participants {o some
new effort, namely a speech by a
skilled orator conceived as a means
ot arousing enthusizsm or of chan-
ging belieis in support of some new
action.

c. Inforsination : These tend to invol-
ve A spaech Ly some technicaily
competent person in which new
facts are presonted, or the resulls
of programmes. or a detailed outline
of new programmes.

d. Administration @ These tend to
invelve the gresentation of annual

ficers, etc.

hoventages : These inclede the absence
of restriction on the number of partici-
pants; the ahility for those organizing
he moetng to inform farge numbers of
some current situation: and the ability
of participants to hear the views of in-
dividuals who would ctherwisg be in-
accessible to them.

s : These include the res-
triction ondparticiparat expression; the
suppression of viewpoints not in accord
with those of the organizers of the mee-
ting, or at least not envisaged within
the programme framework; and the
channelling of periicipant

Disacivantage

via ihe podium rather than directly be-
tween pariicipants.

smses
t

ysj(see Diagram

a. Workshop : These tend to concen-
trate on the exchangz of experien-
ces. discussion of proposals, and
clarification of issues.

b, Commitiee : Thoce tend to con-
centrate on the elaboration of spe-
cific proposals, drafting of reports,
ete,

Advantagos o These include the ability
to focus in dstail and at oreat length
on  compiox matters; the facilitation
of exprassion of minority viewpoints;
and the ability of all vresent to parti-
cipate fully in discussion,

expression’

Disadivaniages : These include the dif-
ficully of informing any plenary ses-
siton of the substance of the discussions,
of taking into account the viewpoints
of parallef group meetings on related
topics, and of integrating the conclus-
ions into the larger perspective of the
plenary body.

[3_Zmorphous mesting sl (Diagram 3)

a. Exhibitions : These invoive the
free movement of participants and
their exposure to a wide variety of
information an exhibit stands, ancor-
ding to their special interests,

b. Scciai occazion : These include
unstructured receptions and parties
involving much self-selected interac-
tion belween participanis.

c. Open-meelings : These are un-
directed, or minimally directed, large
meetings, with much movement and
interaction  bctween  participants.
There is frequenlly relatively free
access to the public-addiess system.

Advantages @ These include conside-
rahle  opportunity for particinants to
make contact with one another on the
basis of their special interests and to
choose the manner in which those in-
terests should be deveioped (whether
by holding 2 small meeting immediate-
ly, or planning some collaborative en-
terprise for some later date).

Disadvaniages : These include a consi-
derable restriction on general coordi-
nation and consensus formation verging
in some cascs on a general staie of
disorder.

4. k mectingsiDiagram 4)
This is an emergent form of meeting

organization characterized by the fol-
lowing :

a. Flexibility 1 Rapid conversion, in
the light of emerging consensus
during the course of the meeting. to
and from the other forms of meeling
organization.

b. Emergent issues: ldentification
of emergent issues and formation of
subgroups to clarify them rapidiy
so as to maintain the momentum of
the meeting.

¢. Alicrnative sessions : Organiza-
tion of alternative sessions nol origi-

nally envisaged in the programme .

or rooin allocation, where signjficant
numbers of participants find that
they have more in common on sub-
jects not schaduled in the pre-esia-
blished meeting programme.

Advanlages @ These inciude a much
gieaier response to the needs of parti-
cipants present rather than the impos-
tion uporn ihiom of a programime which
may not reflest their pre-occupations or
the areas in which they consider inter-
action to be both possible and useful.

APPENDTY 3
Disadvantages : These include a consi-
derable sirain on the abililty of the con-
ference organizers to maintain the co-
herence of the mealing withcut having
it endanyered by emerging issues and
desires for programme restructuring.

The first three types of mecting have
been weil-explored. The dynamics of
such meetings and the fechpical pro-
blems of organizing them are weli-known.
Considerable expertise and technical
equipment is available to ensure that
such meetings function efficiently and
to the satisfaction of participants con-
tent with the set-pieces of the pre-es-
tablished programme,

Such meetings require that paricipants
function in a predictable. well-behaved
manner within the framework provided
and that their satisfaction with the mee-
ting should primarily be derived from
the speakers, panelists and modera-
tors of the sessions established in the
printed programime by the organizers.

The focus of such meetings is therefore
on the pre-determined meeting session
framework. Considerable problems atize
if there iz any question of modifying the
prograrmmme and the room aiiocation in
the light of emerging requirements

during the course of the confererce, Yet
it is precisely the emergence of these
requirements which shows that the con-
ference is an occasion on which so-
mething naw is occurring.  Because all
significant interaction is supoosed to
take piace within the planned sessions.
mediated by the epeaker and chairman,
no allention is normally given to the
probiems of the intsracuon petween par-
ticipants independently of such sessions.
other than during ihe formal sccial
events. Contact belween participants is
facilitated solely by receptions, parties
and banquets. No serious attempt is
therefore made to establish contact be-

. tween participanis ¢n the basis of their

professional interests or commitments.

Such conlacts may of course occur as
a result of chance introduciions during
social oceasions.

— from conference
organization for
well-behaved

. participants 1o
conference
crganization
the satisfaction
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APPENDIX 2

Checklist of possible participant communication requirements {teniative)

A participant may well be prepared to pay whatever reason-
able cost is necessary in order to have good communication
guaranteed by technical support and thus ensure significant
benefit from his investment in the (usually considerable) cost
of rarticipation in meetings. The participant may be assum-
ed to want the following cornmunication probiems to be rescl-
ved for him during an ideal conference. The {ollowing list
does not take into account the conventional problems of
sound amplification, interpretation. audio-visual assistance
and other facililies increasingly considered as normal.

1. Communicaiion by a participant
vithin a particular session

a. Ability of a participant to inform (@) the speaker, and/
or (b} the chairman, and /or (c¢) all participants, and /or
(d} a selected group of participants of points such as :
(1) his agreement or disagreement with the speaker

{2} his agrecement or disagreement with a proposal under

discussion

{3) his desire 1o move onto the next agenda item

{4) his desire {or clarificzl.on of the point being made
{5) his desire for the speaker io make his point more
rapidiy

(6) his desire to adjourn the scssion

{7) his desire to break into small group discussion ses-
sions.

b. Ability of a participant to participate in electronically-
assisted weighted voting on issues in order to arrive at
consensus without polarization and oversimplification
of the issues under discussion.

c. Ability to receive an exitensive summary of a session into
wiich he has come lsie, or A priel summary of the past
510 minutes of the session if he has been otherwise
temporarily cccupied,

d. Abitity to convey a2 mescage to any cther participant he
can identify during the course of a meeting session (e.g.
to the last speaker from the floor to several speakers
from the floor with whom he is in agreement).

e. Ability to exchange messages with one or more known
people during o session to determine a common course
of action {e.g. on feaving for a discussion over coffee, or
discussion on how to vote).

2. Communicaiion by a participant
within the conference framework

2.1 With the organizers

a. Ability to convey messages to (and receive messages
from) the administrative officer responsible for rev-
1sing travel, hotel and cother such arrangements.

b. Ability to receive up-to-the-minute information on
(1) the conference programme amendments
“(2Y the realiocation of rooms for meeting sessions
{3) any rescheduling of his own time in the tight of the
previous points, particularly when he has commii-
ments in particular sessions.

2.2 With ether participants in general

a. Provision of a {regular updated) list of names of
pcople present at the conference with some indication
of how they may best be contacted.

b. Provision of a (rcgular vpdated) list of namos of peo-
ple present at the conference with interests and com-
mitments similar to those he has indicatad ae his own,

2.3

2.4

¢. Ability to inform all (interested) participanis of
(1) a proposal for a new issue for discussion or
action.

(2) a proposal for the organization of a new working
group

{3) the announcement of a briefing session or audio-
visual event

(4) a proposal for a new resolution

{5) names proposed for election and to receive the
names of the persons interested.

d. Ability to leave messages for (and receive messages
from} people he is not able to contact directly with the
minimum of delay before the messages are received,

e. Ability to have a series of contact meetings (two or
more persons) scheduled and re-scheduled according
to the changing availability of his prospective con-
tacts, the respective priorities he attaches to them, and
his and their respective fixed commitments.

f.  Ability to specify which portions of his time are
(1) definitely committed to particular sessions
{2) delinitely committed to his own private schedule
(3} deiinitely committad to particular contact meetings,
however the other person may want them re-scheduled
{4) currently available for automatic schoduiing and
ve-scheduling of proposad contact meetings.

g. Ability to re-specify his interests and communication
preferences as new issues emerge during the conferen-
ce or as more desirable communication possibilities
become evident.

h. Ability to acquire a mailing list of participants having
certain types of interest in order that he may send to
them (1) during the conference, or (2) afier the confo-
rance, a copy of some texi/reporl/brochire/ navci
ing invitation, ate.

i. Ability to indicate the specific areas of activity in
which he has engaged in the past. possibly with an in-
dication of the resulting reports (or articles), so that
other participanis can leave messages indicating that
they would like to be sent copies (or reccive further
details) after the conference.

With much-solicited key persons (in the case of a non-
key person)

Ability to indicate to a selected eminent person this par-
ticular interest and reason for & private discussion, given
that such persons are usually faced with the need to reduce
the numbier of people with whom they interact on such
occasions.

With non-key persons (in the case of another key person)
The following measures are required, particularly by po-
pular or eminent persons, 1o pravent exposure {o a fiood
of comrpunication which they may not be able, or wish,
to handle, {They are specially required to reduce com-
munication from persisteni, or even eccentric, paruci-
pants.}
a. Ability to specify
{1} from what categories of parlicipant he does {or
does nol) want ta recasive communicat
{2) from which specific participants he definitely doos
{or does not) want lo receive communicalions
b. Ability to specify
{1} to which csiegories of participant he may be avai-
lable for contact, if there is similarity or complemen-
tarity of interest,

ns
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{2) in v/hat sort of context he is prepared to make
conlact (private meeting, coffee sessions, interaction
with a group, talk to a small meeting, or prepared con-
ference, etc.)

{2) what maximum period he is prepared to allocate
to suci a contact

{4) what he is prepared to do in any session specifically
arranged for his participation.

Ability to exchange messages with (possibly unknown)
participants to ensure, if necessary, that they define
precisely the purpose of any proposed contact mesting.
Ability to specify

{1} which people should be able to leave priority mes-
sages for his altention

{2) which pcople should only be able to leave non-
priority maessages for his attention.

Ability to specify which people should be informed,
bui not consulied, about his re-scheduling of his con-
tacts with them.

Abilily. in the case of a speaker, to receive messages
containing the names and addresses of participants who
request a copy of the text of the speach, when available.
Ability not to have his name listed in the general lists
of participants and their intercsts 2s distributed to cer-
tain categories of participants, but only a contact num-

ber, in order that he can assess the quality of the pro-
posed contact before responding.

2.5 With key persons (in the case of another key person)
The following measures are required in order to facilitate
communications between-key persons present at a confer-
ence.

a.

Ability to specify which people should be able to con-
tact him immediately and directly, without the neces-
sity of leaving messages, or by leaving priority mes-
sages.

Ability to specify

(1) which {even more eminent) people have the right
to re-schaedule their planned contacts with him, without
consuliation

(2) which people he must consult before re-scheduling
his contacts with them,

3. Communication by a participant with the outside world
a. Ability to receive messages from his home office and

b.

send messages to his home office.

Ability 10 cormiunicaie (i.e. leave and receive messa-
ges) with othear individuals unable to attend the confer-
ence physically because of commitments elsewhere,
such that for many purposes they may be considered
to be present at the conference.




Possih i': ios for technical
guppo! ox‘ improved meosting

A simple device can be developed and
distributed to participants, in the same
way as earphone devices are currently
made availaeble, which would permit

each padicipant to indicate any or all

of the fellowing :

(1} agreement or disagreement with the

speaker

agreement or disagreemernt with the

proposal under discussion

(3) desire to move onto the next point
on the agenda

(4) desire for clarification of the point

being made

caire to adjoun (e session

fecire to break into small group
discussion sassions

or similar poinis,

(2
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The device given to each participant
would consist of a set of 6 {or more)
switchcs corresponding to each of the
above points. The swilches would be
finked to a counting device such that
when 27 participants prossed the first
switch a countar visihle to all pariici-
pants {including the speaker and the
chairman) would indicate « 27 ». The
total for each other point would also be
indicated atl the same time. In this way,
ai @ giance, ail participants in the mee-
ting swssion could determing with grea-
ter accwacy the sense of the maeting
and how it should be centinued, This
would help  to  avoid  meandering

sossions which tend to make cohfe-

rences a disappointment and a waste
of time.

The device as described could be nut
togethier  from  simple  items already
marketed, A similar davice technically
is already used in come special cless-
rooms 1o enable the teacher to obtain
feedback from pupils. A simplified de-
vice would in fact be particularly use-
ful in lecture-type situalions whether
in classrooms or in conferences.

The great advantage of the device is
that it halp to change the pattern of
communication. Instead of all com-
munications being mediated by the
chairman or speaker, pariicipanis are
able to indicate o one another their
assessment of the meeting in a way
which prevents the chairmman from man
pulating the meeling on the basis of
his own interpiatation of the desires of
perticipants. The use of such '1 de-
vice would introduce much more imme-
diacy into ¢shates since  at every
inomant, in clieot, a continuing vole Is
being made on 4 number of fcq-
tures of the meeting. (if recorded, as is
teshnically feasible. this weuld be ex-
tskrejy valuable dala for the evalua-
tion of mecling effectiveness, paruicu-

-g: ooy oy
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and partic

larly if a normal voice recording was
also availabie in paralicl).

A future development, less easy to
implement, is the possibility of arran-
ging for padticipant-to-participant infor-
mation flows so that sub-group forma-
tion could be facilitated as opposition
or support for a particular issue crystal-
lized during the course of a meeling
session.

Travelling microphone

It frequently happens that a meeting
room has no facility for equipping in-
dividual participants with a microphone,
or that this is considered economically
unjustified, Either the session is then
conducted (a) without parlicipation from
the floor, or (b} pasticipanis come to a
microphone at the front, or (¢} a mi-
crophone on 2 long icad is faken to
them by a hostess. Thess technigues
arc eoxtremely crude in practice and
seriously inhibit involvement of parii-
cipants -— they destroy the dynamics
of a meeling, particularly when the
microphone is nccessary for the inter-
pretation.

It is not difficult to envisage a simple
piece of cguipment that could be por-
manent, or installed if required prior to
a meeting, of possibly in a few minutes
prior to a discussion period. This could
consist of parallel wires or rails, run-
ning the length of the room some three
metres above the ground, and suppor-
tcd in tension Dy vertical posts. The
microphone would move over the width
of the room. belween the parallel rails,
on a wire, The connection to the paral-
el rails could be so arranged that the
microphone coud be moved the length
of the room, or across the room, and
then lowered to the person desiring to
speak. This movement could be done
electrically or simply by a hostess at the
side of the hall. Several microphones
could be availablc on the same sei of
paralle! rails.

An even simpler approach to this pro-
blem would be to make use of direc-
tional microphones operated from one
or more sirategic positions in the mee-
ting hall. (Whether these devices are as
suitable to meetings as they are repor-

ted {o be for various forms of espionage
remains to be seen). -

sultants

Miceting con

The concept of a consultant to advise
on the organization of a conference is
well-secepted, as i the concept of a.
public rejations oxpert to as::‘st in the
smacth running of the conicrence n
orcer to creale the right |mpr sgion. It
would seom thal other tynes of consul-
tant could alse be vsclully considerud
in order {o facilitate the moeting dy-
nantics,

(2
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The follewing, lor example, could
assist :
(a) in an advisory capacily, for the

conference dynamics as a whole, or

(b} in an advisory capacity during a
particutar mesting session or

(c) by intervening in pre-determined
ways in order to improve the dynamics

(1) Meeting dymamics consuitant : con-
cemed primarily with : the general
pattern and intensily of communica-
tions flow; the dimination of bottie-
necks and sterile palches and abu-
sive manipulation of communication
opportunities; and attempling to
prorote the emergence of synergism
from the totality of isolated contacis
and group interaction.

(2} Wnicr-cultural  consultant : concer-
ned primarily with bridging culiural
gaps and creating an awareness of
cuiturai  sensibilities which might
otherwise be ignored creaing of-
fence or ctherwise hindering the
establishment of good communica-
tions between participants.

—
&

Imer-disciplinary consultant 1 con-
cerned primarly, in the case of in-
terdisciplinary meetings, with brid-
ging the gaps in the communication
betwecn people with difterent dis-
ciplinary backgrounds.

With the progressive increase in spoci-
abizstion, the fuldre way see the ener-
gence of 2 new type of conference pro-
iessional, nzmely the interterminology
inlerpreter as contrasted with the pre-
sent inler-lanquage interpreter. Intet-
disciplinary interpretation could now be
said to be achieved in the same way
as interlanguage conference interpre-
tation fifty years ago.

ing of discussion

{1} 1t is possible 1o produce one or
more maps showing the relationships
between the issues which are the
conccrmn of the conference as a
whole or of a particular mecting
session. These'serve {0 sharpen the
focus of debate and are a basis {or
contact between similarly concer-
ned participants. Clearly such maps
may be modified during the courss
of mesting sessions,

-~

The future may well sec the wmer-
gence of a new type of cenference
professional in contrazt to the pre-
sent sianagrapher o1 minute wriler.
This would be a nerson able 10 iso-
late, display and interrelate, on a
large-screen graphic display device,
the points and refationships as thay
are made and recognized by a spea-
ker, as wall as those ahcs.cl\c(! by

him B AT me o
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or reinfarced by his supporters. Such
a display, and it reproduction as a
map or series of maps at the ad-
journment{ of each session would
considerably  sharpen  the focus
of debate and give precision to the
pattern of contacts sought and made
between participonts and opposing
groups.

Multi-mectings

There is increasing use of parallel or
concurrent group and ceonwnission mee-
lings duiing a conference. At present
each such meeting session is parl of
one programme established by a single
organizing commitiec. However, parti-
cipanty often have interests in a num-
her of related organizations which each
hold conferences. Occasionally soveral
such bodics egree to held their mee-
tings concurrently, or with a partial
overtap, to permit participants to attend
sessions within both programme frame-
works. This « multi-mesting » techmoue
cuuid be developed, particularly with
adagquate {ochnical support, 1o parmit
a variety of organizations to hold their
conference simulianeously, with over-
lap and joint sessions wheraver feasible.

Costing formal mesting

Se5GioNns

A spacial type of clock has hean deo.
velepad in Denmark to time meetings of
coipura.we exccutives. Boiore the mce-
ting the salarias per nunute of ecach
cxocutive present s fed into the clock.
As euch minute of the meeting passes
the clock then also shows the total
cost of the meeting up 1o thal time. An
alternative for international meetings

would be to show the cosl per_minule .

in relation to the travel oxpenses of
pariicipants, or in terms of an appro-
priate portion of the conlerence budget,

Particinant communications unit

Individuale can already obtain brief-
case size portable communication ter-
minals which can bz used to interiace
with a telephone system or a computer
system. Just as conference participants
are issucd (possibly on payment of a
deposit) with multi-channel earphone
systems for use during a canference. so
it would be possibie to issue them with
communications unils for use anywherce
irn ihe conierence compiex or in their
hotel rooms. This would be an ideal
means {or sloring and transioning mes-
30508 and other mfenaaton (1) from
the orramizers 1o all (or selecled) par-
ticipants o () between padicipants as

desited,

Computer-assisted voting

1. Mechanical voting : The concept of
a voting board whereby each partici-
pant can indicate, using a button on his
desk, his vote on a particular issue is
now well-understood. This technigue is
however only used for formal voting
and not for the expression of participant
opinion during the course of a debate
(as suggested in point A above). Future
developmunts of this technique will
require that participants first identify
thernselves in some way (by inserting a
card or a special number) before their
votes are accepted.

2. Weighied voting systems :

(1) Card assisted: By extending
the use ¢f ihe electronic voting sys-
tem noted in the previous paragraph,
it will bocome possible to allocate
a definite number of votes to each
participant  according to some
agreed criteria. Once ne identifies
himsel, ha is then able to allocate
however many voles he has ejther
for {or against) a particular issue,
or else to some other participant
whom he allows to vole for him.

{2) Consensor: A device, known
as the « Consensor », already mark-
keted in the Uniled States (by App-
lied Futures Inc., Connecticut), is a
guantifying voting device which can
be used by paiticipanis to exnlore
and ciarily attitudes and judgments
conceriing the questions and pro-
blerns that a meeting has set cut {o
discuss. A3 currently marketed, it is
suilable for meetings of 5 to 16 par-
ticipants.

The hand-held unit enables each
participant to express his views by
means of two switches : one to se-
lect between the alternatives being
voted upon; a sccond to indicate
the intensily with which the partici-
pant is in agreement or disagrec-
ment. The results are indicated on
a visual display unil visibie to all
participants.

{3) Complex woling: By using a
computer to caleulate and interre-
late votes, there is virtualiy no limit
to the complexity and subtlety permis-
sable in & meating veling system,.
Beyond the one-participant-one-vote
system, and the simple weiglited
vating systems lie many possibili-
ties for interrelating and weighting
votes, These have not been expiored.
They are particularly significant be-
cause i may well be thal only in a
meeting  environment equipped to
facilitate such complex decision-
making will i1 he pozsible o esia-
blish the very dalicale coatitions
{conditional and temporary) of par-
tislly opposing groups which may
be the only degree of consensus
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which can emerge. The technoiogy
and software capability is avartabie
The cost of the necessary electrenic
calculators now brings them within
the reach of every conference-goer's
pocket. Such caiculalors couid be
specialiy programmed or designed
for conference-goers (as they are
for other specialized tasks).

Compuler-assisted contact
formation

The use of computers {o assist in the
organization of conferences, particu-
larly the administrative problems of
matling and registration, is now be-
coming accepled. Software packages
are being doveloped. This use of the
computer docs indeed assist the con-
ference organizer but it does not help
the conferenca participant - it may even
give him a hecightened impression of
being 2 numbered body in a participant
piocessing machine.

Compuler softwarc packages can also
be developed o move the dynamics of
a conference onto a new level in order
to facilitate the kinds of communication
noted in the checkiist.

The technique could work as follows,
for example :

1. Individual registration cards ; These
would be an extension of the existing
registration document. Different cards
wowld be requircd for : {aj non-specia-
list visitor; (b} specialist visiter (¢} or
dinary participant; (d) eminent partici-
pant (specialist); (¢} eminent partizipent
{non-specialist), etc. On these cards lhe
participants would indicate (if they
wished to benefit from contact assis-
tance) :

1.1 Profile
a. Topics of special interest
b. Preferred method of treating
such subjects.

The participants wouid be able
to modily any such profile during
the course of the conference as
new issues emerged or alterna-
tive contact opportunities be-
come evident.

1.2 Availability
a. Which categories of partici-
pant should be informed in the
case of complementarily of in-
terest and commitment.
b. Context preferred for explo-
ring the topic (e.q. individuat
contact, small group, large group,
guided tours, etc.j.
¢. For what maximum penod.
d. Wha! he is prepared to con-
tribute to & group session on the
topic.
¢, elc.
The participants would be able
to modily any such protie dunng
the course of the conference as
the charactenstics of the partici-




pant categories became clearer
and as his zvailabie time was re-
duced.

2. Eventregistratisn card : These would
be prepared for each :

(a) exhibition stand: (b) plannsd mee-
ting sossion; (¢} planned informal ses-
sion; {d} audio-visual display; (e} guided
tour; (fy etc. -

On these cards would be indicated :

2.1 Profile
a. Topics emphasized.
b. Method of treating the topic.
c. Preferred range of participant
types.
d. etc.
The responsible officials would
be able o modity any such pro-
file during the course of the con-
ference if the range of topics in-
cluded, or the nature of the meno-
ting, was changed in the light of
prececding events,

2.2 Restriction on pariicipation
a. Which catzgories of pailici-
pant sheuld be informed in the
case ol complementanty of in-
terest.
b. Maximum number of partici-
pants.
¢. Ability of the responsible body
to supply further information, if
requesicd.
d. Ete.
As  before. these restrictions
could be changed during the
course of the conferance in the
light of partcipart reaction 10
the planned evont within the con-
ference {ramawvork.

3. Compuleranatching @ The informa-
tion on all the cards would be sorted
by computer in order to supply perio-
dically (e.q. 2 to 5 times per day) :

a. To each participant : a persgna-.

lized list of people with complemen-
tary professional interests or com-
mitments.

b. To each organizer of a planned
event @ a list of people who have in-
dicatidl an interest in thal event as
described.

¢. To each organizer of a proposed
event : a list of people who have in-
dicated an interost in that event as
described.

d. To all concerned : a revised allo-
cation of meeting rooms and meeling
times, in the light of the interest ma-
nifested for particular events and the
physical and technical constraints.

4. Dynamics : By responding to the in-
formation received, all concerned can
inodify ihcir actions within the conlc-
rence environment according to their
best advantage and in the light of the
posaitilities which omeigo from cach
now  contact made. Such a syslem
lends itself to many other possibilities,
nctuding lnlsgration with convainiunal

sdministration of the conference, or

with the computer conferencing tech-
nique described in the next section,

Computer conferencing

The computer conference is a new
communication technigue which is al-
ready in use in a number of situations
in the United States. Further davelop-
ments are envisaged but basically it s
a means of enabling many people to
« attend » invisible mestings that run
continuously 24 hours a day for as long
a2s the participants want. At ils simplest
level, it is a written form of a conference
telephona call. A participant can com-
municate with a group of people by
typing messages and rcading, on a
display screen or a printout, what the
other people are saying. The computer
automatically informs the group when
someone leaves the discussion, per-
mitting him o continue once again
when he rejoins the group. ~

Major advantages over verbal commu-
nication are :

— participanls can be boih geographi-
cally and ‘chronologically dispersed;
many pcople can talk and listen si-
multaneously;

-— paiticipants can contribute at their
own cenvenience, rather than having
to wait until other speakers have
iinishad, or being obliged to speak
avickly with inadeguala time for ro
fiection;

—— ali messanas for him are stored until
he wanis to reply to them in the
order he chooses;

— participant contributions can be
anonymous or identitied by a num-
ber, leading to more uninhibited
discussions;

— results of votes are presented only
as distributions and are thereiore
adequatcly secret;

- during the conference, participants
may communicate privately with one
or more other selected participants,
leading to more rapid resolution of
important issues;

— a permanent record may be kept,
and possibly indexed for selective
retrieval.

Long-disiance computer conferencing

This « glamorous » form of computer-
conferencing is unpopular with the or-
ganizers of conventional meetings be-
cause it may lead to {ewer internatio-
nal meetings being held. In particular
it offors a means of linking by saiellite
contiguous regions botween which tra-
vel s difficult (e, the West African
countries). These possibilities are cur-
rently being explored for some deve-
loping regions.
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Computer conferencing during large
confeiences at one {ocation

The techniques being developed for
long-distance computer-conferencing
can be used at much lower cost during
the course of a large conference. Bek-
cause of the scepticism of conventional
conference organizers, this possiblity
has not been considered. There is ho-
wever no reason why participants should
not have access to terminals, whether
in the meeting rooms, in special rooms.

o7 in tiweir hotel rooms (or witn the use

of the Participant Communications De-

vice described under point G above).

This technique could provide the basis

for fulfilling all the requirements noted

in the participant communication check-
list, including :

— ability of a key person to respond
sclectively to questions addressed
to him.

— facititation of interest group forma-
tion in the light of emergent issues.

— ability of all participants to exchange
and channel messages in paraliel
with any forinal meeling sessions.

— ability of organizers to contact any
groups of particinants,

— ability to rescheduls meeting ses-
sions and individual contaet.

— ability to buiid up select lists of par-
ticipants with particulat interests,

— ability to use computer analysis of
the strerigths and weaknesses of
the communication patterns during
a particular period,

— &ability fo arrange for the accurate
invaicing  of the communications
sent and reccived, with the hihity
to subsidize (completely or partially)
some kinds of communicatisn,

— stc.

Concilusion

This paper has attempted to show that
there is a whole range of meeting tech-
nigues requiring new kinds of ‘echni-
cal equipiment and support. These ma;
net be necessary for many conventional
conferences but unless they are avai-
lable for some kinds of conference, the
cost of such occasions will be recogni-
zed as increasingly unjustilied. Expe-
rience with such techniques and their
technical support "could prove a deter-
mining factor in atiracting conicrences
to particular conference centres.

Clearly once a particular international
Crganization. conlarence orgunization,
or conference centre becomes known
for the manner in which it guarantens
a quantum jump in participant interace
tion ard sense of saiisfaclion, the mee-
tings it organizes will become worth
the extra expenditure to gt {o wherevor
the meeting is held and bensafit from
the use of such facilities. (8]



Institutional "Games®” and Stratepices as a Response to Complexity

The complex intra- and inter-organizational environment constitutes, for

many people in industrislized societies, a reality which is as substantial as
that of the natural environment with which previous generations felt themselves
to be in closer contact. Within such a context in which those involved must
simplify their perception of their surroundings in order to be able to act

and survive, additional dynamics occur. Individuals, groups and institutions
use that part of the environment upon which they have some conceptual or
operational hold as a "tervitorial” base from which to interect with others.
Thers therefore emerges a form of territorisl behaviour in which each attempts
to bulld up the significence and size of his own territory at the expense of
others. This occurs between organizations, between disciplines or schools

of thought, between languspes, between cultures, between ideologies, between
religions, bstween values, etc.

Having acguired a hold on a part of any domain, the individual ar group in
effect transforms it into a fortress which has to be defended against

enemies from without and ageinst rivals from within. Survival demands an
expertise in stratepy and tactics which may well involve obstructing the
development of thas portion of the domain over which control has been achisved.

Fullification of innovation

Cleavly thers is a discreopancy between the declared resson for the existence
of an organizetion and its behaviour in practice. It is widely assumed that
people or organizations acting on sccictal problems are attempting to improve
the sysiem es a whole or in part., But in the case of politiclans, academics,
and orranizstions in zeneral, it is not always the substantive problem which
is important. This is in many cases merely a symbol for the territory
C tituted by the issun.
a., In the case of diplomscy or politics, for example, issues may be viswad
as an opportunity for advancement of the nation or party, o for the benefit
of its public imape, and only incidentally as a question which requires
solution in its own right, independent of national interests or party
politics.
o )
b In the academic environment, agein it is territory which is often the
prime concern. A new hypothesis or psaradigm may be viewed, if at =211,
as a territorial intrusion. Even if it is satisfactory, in terms of
explanatory power, it may be analyzed in terms of opportunities for
publishseble criticism or counter proposals which will improve the academic
status of the scholar. A scholer must dissent to distinguish himself from
his fellows,

c.0rgonizations in general, including international agencies, are locked
into complex "games”. Again 1t is not program effectiveness which tends
to be the final criterion but rather the territory constituted by the
problem for which the programme was created and its implicatibns for the
survival of the organization, Organizations become "learning snvironments”
and role habitats and have a system maintenance, rather than a system
change, function. "“The organization is the message” to borrow from




Activity in politics, organizations or scadems may thus be more direcled to
stanlizing a conditien of fulfilling behaviour. As a result "more effective”
or "more truthful” may becomne interpreted as doing more activity of the same
kind eng avoiding or opposing innovation. The tension involved in the

process of problem identification and solution, and the associated behaviour;
may be considered a desirable feature of the environment and therefore oppose
convergence to any "solution” which would terminate the problem solving
activity., Much activity is therefore a questipn of "tourner autour du pot” in
order to ensure maintensnce of the status quo. Such activity may effectivaly,
but indirectly and invisibly nullify any innovative activity as Stafford Beer
has made clear in his adaptation of Le Chatelier's Principle to social systems

"Reformers, critics of institutions, consultants in inngvation, people in
short who 'want to get something done', often fell to see this point.
They caennot understand why their strictures, advice or demands do not
result in effective change. They expect either Lo achieve & measure of
sucpess in their own torms or to be flung off the premisass, But an
ultrastable system (like & social institutionl)...has no need to react in
gither of thess ways. It specializes in equilibrial readjustment, which
is to the obscrver a secret form of change requiring no actual alteration
in the macro-systemic characteristics thet he is trying to de something
(Stafford Bner, The oybernetic cytoblast -- management itself.

.

airman’s Address to the International Cybernetics Congrsss, September 1969)

Provlem displacement

Closz analysis of “successful” social innovalion may therefore reveal that

the particular problem has been eliminated to the satisfaction of 211 concerned
{from the electorate to the policy-maker) by eliminating the particular s=t

of symptoms by which it was recognized and which pave rise to the call for
remedial action. But action of this kind mav merely have ensurad that a

noew sot of S\rntnms emarges in some other social domain, The new set may

well be corsidered more eccentable, or may be iess easy to focus oin as the
basls for an effective coampaign for remsdial action. Soms time will alsn be
required before the nsw set of symptoms can be effectively recognized. It

may in fact be very difficult for en organization to see that its programmes
merely displace a problem into the jurisdiction of some other body - whose

own acticns will eventually result in the problem being displaced back again
or into the juritdiction of a third body. (Institutions may deliberately
engers in proalnm djvplacpmenf throughout a network of jurisdictions as a way

LN g thlﬂbun contlnucd axistence. ) Such di%plagbwent may be
TITFIe0Tt To Cotncs Bacause ono sot of symptoms may be apparent in legislation
{e.g. lepal discriminatiaon], but when eliminated may then take on an economic
character (e.g. economic discrimination) which if eliminated may then take on

a social charscter (e.g. sncial discrimination), and then a cultural character,
etc.  Such displacement chains may loop back on themselves and develop side
chains which are difficult to detect since each orgaenization is only ssnsitive
to the problem symptoms in its own domain and considers symptoms of the samg
problem in other domains to be acceptable or of secondary lmnorLanLe. This
situation makes it difficult to compare the presence or absence of problsms

in different geographicel sreas because of the different Torms its symptoms take,
the acceptability of soms forms in some areas, or the lack of sensitivity to
them.




E3

Insubstanidiality of corplex prohlsms

i s s ey S

The fluidity and complexity of this situation is reinforced by the nebulous
character of societal problems. Such problems are the artefacts uf concerned
minds; their shadowy nature derives from the fact that thev repraesent in part
an abjective state of afrairs and in part a subjective state of mind., Wheat

is 2 criticsl problem tn one perscn may appear unimportant, not a problem at
all, or even an aspect of a solution, to another person. There is no paradox
then in finding that some complex industriael societies, having & comparatively
high plane of materisl 1life and repid advencement of cultural valuss, may
nevertheless be regarded by their members as more problem~ridden than other
societies with substantielly less materiel wealth and cultural achievement.
Problems thus bear a resemblance tu "negative theories”, namely they "exist”
in the some way {het theories exist (besring the same reletionship to datea

ond valuss), but instead of providing explanatory and predictive power to

link related phernomzia within a coherent framswork, they mark the presence

of confusion and unpredicteble relationships between seemingly unrelated
phenonena.

Structuring the societal environment

nhual environment udaad almost entirely on the movement

throuzh information systems and the media, individusls

‘ions may well, in the absence of grounded realitics, engender
themselves analogeous to those under censory deprivation.

A gﬁneralizad sense of oventlessnoss may thus provoke the emergence of compensatory
ions (having an illusory quality), which can be called socletal

problems, end to which the collectivity can enthusiastically respond with

positive innovative activity - thus structuring its experience

the temntation in our position at the present time, vis-a-vis this
1 mplex oat of probiems, is Lo grab quick, guick, but quick,
yihing that will cbscure the darkness of tha suhizct and, above &ll,
give us someihing Lo do, preferably with our larger muscles.” (Gregory Bateson,
rence summary., In: M C Bateson. Our Own Metaphor. 1872)

In the case of an individual there exists a phenomeznon known as stimulus-

hunger, which may be partially trensformed into recognition-hunger. These

both express thz meed to avold sensory and emotional starvetion which lead to
hioclogical detericreticn. Structure-hunger is a further phenomencon through which
the individunsl, in order to avoid boredom and eventual emotional starvation,
experiences the need to structure his time ~ most commonly through some project
or activity designed to deal with the material of external reality.

There are several options for structuring time in an intra- or inter-organizationsal
gnvironment, In order of complexity, these ares rituals, pastimes, games,
intimacy, end ectivity (which may form a matrix for any of the others].

The goal of the individual then becomes that of obteining as many setisfactions

o0s possible from his tronsactions with others., The satisfactions of such social
contact revolve around somatic and psychic equilibrium and are releted to:

1. the relief of tension

2. the avoidance of unwelcome situations

3. the procurcment of reccgnition

4. Lie maintensnce of an established equilibrium,
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Whilst much could be said about rituals and pastimes 2s a substitute for
ectivity on problems, the concern at this point is specifically with "ogamasg”

as one form of activity which may govern the dynamics of an intra- or inter-
organizational environment and structure individual behaviour in it.

Eric Berne (suthor of Games People Play; the psychology of human relationships,
1966) provides a definition:

"A game is an ongoing series of complementary ulterior transactions
progressing to & well-defined, predictable cutcome, Descriptively it is
a recurring sst of transactions, often repetitious, superficially
plausible, with a conceasled motivation; or, more colloguislly, & series
of moves with a snare, or "gimmick”. Games are clearly differentiated
from procedures, rituals. and pastimes by two chief characteristics:
{1) their ulterior guality and (2) the payoff. Procedurss mav be successful,
rituals effective, and pastimss profitable, but all of them are by definition
candid; they may involve contest, but not conflict, and the ending may be
sensational, but it is not dramatic. Every game, on the other hand, is
bazically dishonest, and the outeome has a dramatic, as distinct from
merely excliting, quality.” In contrast to a mathematically definaasble
pamz postulaling completely rational plsvers, this type of game is
"un-rational, or even irretional, and hence more reel.”
In esddition to the satisfaction thay provide, which do not necessarily imply
fun_or cnjoyment, people play such games for a variety of reasons:

1. to avoid confronting reality

2, Lo conceal ulterior motives

3. to raticralize their ectivities

4, to avoid any real participative ectivity.

.
H

Clearly all thess reasons and the games to which they give rise, may constitute
signiticant obstacles to effective innovative activity. For whensver the
individuals involved are in key positions in their respective organizstional
games they play will effectively determine the positions, policies

and aotivities of their unitis,

. :
It is for this reason thot it is important to understand the nature and range
of such games, It is characteristic of the current approach to such matters
that the gemes are only referred to in a. humorous context, as coffee-table
gossip, which thus prevents any formal recognition of their implicetions for
innovative activity.

As all who are directly involved in organizational activity are aware, such
games may be the occasion for humor, but their existence and acquisition of
expertise in them can only be ignored et the risk of hecoming ingffective in
the initiation and implementation of any project.

It is significant to note that a recent in-depth study of institutional
executives concluded that a new type of person is taking over the leadership
of most technically advanced corporations in the U.S.A. The study names
this type a gamessman, deoscriboed as follnws:




The modern gamesman.,.loves change and wants to influence its course.

He likes to tehe calculeted risks and is fascinatzd by techniguas and new
methods, Hz sess a daveloping project, human relations, and his own career
in Lerms of options and possibilities, as if they were a geme. His
character is a collection of noar paradoxes understoed in terms of its
adaptation to the orgenization requirecments. e is cooperative but
competitive; detached and playful but compulsively driven to succeed;

a team player but a would-be superstar; a team leader but often a rebel
arainst bureaucratic hierarchy; fair and unprejudiced but contemptuous
of wegakness; tough and dominating but not destructive. Unlike other
busincss types, he is energized to compete not because he wants to build
an empire, not for riches, but rather for fame, glory, the exhilaration
of running his team and of gaining victories, His main geal is to
be known as a winner, and his deepest fear is to be labled a loser.
{ifichasl Maccoby. The Bamesmen, Simon & Schuster, Inc., 1976)

OFf special intercst is the pamesman’s attitude toward chanpe end innovation,

for this is in contrast to the status quo orientation noted ahove as characteristic
of perticipnation in most games in institutional settings. Perhaps these new
gamesmen should be considered as super-skilled at the games st which the

vast majority are merely novices, The study concludes that "given our
sonciceconomic system, with its stimulation of greed, its orientation to control

and predictability, its valuation of power and prestige above justice and

creative hemsn davelopment, these fair-minded gamesmen may be as good as we can
expect Trom corporate leadsrs.”

The key guestion is whether, through the various existing semi-humorous
percentions of the kinds of game which are played, it is possible to develop
preater rocognition of their importance both for advencing social innovation
or for retarding it.  In doing so,it is important not to luse sight of the
positive function of games for the individuals who piav them, and for the
organizotion units they represent. If, as Eric [Berne notes,

cossary and desirable, and the only problem at

ramas are both nsc
issue i3 whether the pames played by an individusl offer the best yield
for him.”

Then in ordasr tofstaailize a highly innovative environment, it may bse necessary
to ensure the ehergence of more sophisticeted creative gemes and more skilled
players., Such games might then be both directly supportive of social
innovation and of the fulfillment of the individual players, The highest

form of game skill, with the most benefits for society, may presumably bear
some resemblance to the attitudes finally developed in the Eastern

martial arts.









