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AHSC 270 – Intervention in Human Systems
Class 1 – September 8th  
Lecture 1

WHAT HAPPENS WHEN HUMANS GET TOGETHER
· They organize.
· This creates a human system.
· Communication

WHAT ARE SOME EXAMPLES OF HUMAN SYSTEMS?
· Family
· Friends
· School
· Church
· Work 

WHY INTERVENE IN HUMAN SYSTEMS?
· To foster positive change
· To improve human and social relations
· To increase the system’s effectiveness (not efficiency because that relates more to a business context)
· Create spaces where people can be mostly themselves.

WHAT IS A SYSTEM?                   SYSTEM VS HEAP
· System
· Works as one, as a whole. Studying the whole in order to understand the parts. 
· Number of parts that work together as a single entity.
· Organized, structured and complete
· Interdependent
· The parts function as a whole
· Changes when pieces are changed
· Arrangement of parts crucial
· Parts connected and work together
· Behavior depends on total structure, how they parts are connected rather than what the parts are. 
· Heap
· Not together, apart
· Disorganized
· Unstructured
· No relation
· Collection of separate parts
· Essential properties remain the same
· Arrangement of parts irrelevant
· Parts function separately
· Behavior (if any) depends on number of pieces


A SYSTEM IS…
· … an entity that maintains its existence and functions as a whole through the interaction of its parts
· … a number of parts acting as a single entity

6 FEATURES OF A SYSTEM
1. Emergent Properties
2. Simple and Complex Systems
3. Systems as a Web
4. Open/Closed Systems
5. Principle of Leverage
6. Side Effects





1. EMERGENCE
· Systems have emergent properties that are not found in their parts. You cannot predict the properties of a complete system by taking it to pieces and analyzing its parts.
· Systems function as a whole.
· Therefore, they have properties beyond the properties of the parts that comprise them
· These are known as emergent properties
· Although we take them for granted, these properties are often unpredictable and surprising
· The essential properties of a system cannot be found by taking the system apart, only by “running” the system. They “emerge” from the system when it is working.
· If you take a system apart, it loses those properties and ceases to be that system
· Remember we are part of the system, for without our senses these properties would not exist. ex: consciousness (billions of interconnections in the brain allow the feeling of being aware of ourselves), see, hear, touch, taste and smell. Your life is dependent on your parts working together. When parts are isolated from the body, they die. Think of how we see. Put an eye by itself on a table and it would not see anything. 
· Second example: the movement of a car is an emergent property. A car needs a carburetor and the fuel tank in order to move, but put those to components on the road and see how far they go on their own. 
· More examples: music, whirlpools, temperature, emotions, hunger laughter, pain, dreams, life, tornadoes, computer graphics, rainbows, culture, flames, clouds.

ANALYSIS AND SYNTHESIS 
· Analysis = taking things apart to find out how it works. However, you cannot understand the whole system properties by breaking the system into its constituent parts. 
· You gain knowledge through analysis.
· Synthesis = building the parts into a whole
· You gain understanding through synthesis.
· The only way to find out how a system functions and what its emergent properties are is to see it in action as a whole.

2. SIMPLES AND COMPLEX SITUATIONS
Quiz: Are the following systems simple or complex?
· A light switch : simples
· A small group working on a project: complex
· An automated bank teller: simple
· The weather: complex
· A family: complex
· A 3D jigsaw puzzle of Montreal: both
· An iPad: both
· The human brain is the most complex system.

TWO TYPES OF COMPLEXITY:
The first lesson of systems thinking is to know whether you are dealing with detail or dynamic complexity  a jigsaw puzzle or a chess game.
· Complexity of detail:
· Having many different parts.
· Consider a 1000-piece jigsaw puzzle.
· Dynamic complexity:
· Parts relating to each other in many different ways because each part has many different possible states. It all depends on the degree of dynamic complexity. 
· Consider a business project team. Each person’s mood change from moment to moment and there are many different ways they can relate to each other. System therefore has a few parts but a great deal of dynamic complexity. 
· More example : the game of chess


A system functions through the interaction of its parts, so it is the relationship between parts that is important, rather than number or size of parts.

3. THE SYSTEM AS A WEB
· Complex systems are bound together by links, so they are usually very stable
· Because the pieces are all linked, change in one area will create change in another. For this reason, systems will resist change
· Resistance comes not just from part where change is being attempted, but from all the other parts it is bound into.



4. OPEN AND CLOSED SYSTEMS
· Open system:
· A system that continuously interacts with its environment
· Assumes there are supplies of energy that cannot be depleted – come from the environment
· Is a process that exchanges material, energy, people, capital and information with its environment.
· Basic characteristics of an open system: 
· environment, 
· input, 
· throughput/transformation,
· output
· Closed system:
· A system that is isolated from its surrounding environment. 
· The term often refers to an idealized system in which closure is perfect. In reality no system can be completely closed; there are only varying degrees of closure. 
· Contains limited energies. 
5. PRINCIPLE OF LEVERAGE
How do systems change? 
· You need to know how the system is made up to know where to intervene. Look at the connections that are holding the part you want to change in place. Cut or weaken these and the change may be easy. This is a key principle of systems thinking.
· Built-up pressure: happens relatively rapidly, drastically and organically
· Using leverage: by knowing how parts of a system are connected, you can intervene in the right place so that small effort can have a big result
· Key question for the human systems intervener: What stops change?
· Very often, the most critical point for leverage in a system is the beliefs of the people in it because it is the beliefs that sustain the system as it is. 

6. SIDE EFFECTS
· This leads on to another consequence of the connectedness of the pieces in a system. 
· When one part of a system is changed, there is a ripple effect across the system  The Butterfly Effect
· When dealing with a system, you can never do just one thing
· Consider medical drugs as an example. All drugs have side effects.
· Expect side effects. When you do understand the system you can begin to predict them, so that you can design your change to have the desired change as a side-effect of another change by applying the principle of leverage. 

EXERCISE: IDENTIFYING SYSTEMS:
1. Watch the following news clip about the 2010 BP oil spill and identify the various systems affected by the spill.
2. Work with a partner to create a web diagram of interconnected systems.






HOMEWORK:
* Please read Article # 1 in your Coursepack:
O’Conner, J & McDermott, I. (1997) “What is a system?” In The art of systems thinking: Essential skills for creativity and problem-solving. London: Thorsons, 2 25.


AHSC 270 – Intervention in Human Systems
Class 2 – September 15th  
Lecture 2 – The Family As A Human System

WHY USE FAMILY AS A FIRST EXAMPLE?
· We can all relate to this human system
· The family demonstrates all of the core features of a system

FAMILY SYSTEMS, LIKE ALL LIVING SYSTEMS, INCORPORATE TWO TYPES OF CHARACTERISTICS:
A. A set of system elements
B. A set of processes that help the system function

A. SYSTEM ELEMENTS: These are the physical features of the family system. (6)
1. Interdependent Components
· The parts that work together to create the system as a whole. (Number of people and the roles they perform for the family system)
· Action of components exerts a mutual influence (interdependent factor)
· Roles are the set of functions that individual members are expected to perform (caregiver)
i.e. the behavior of one component affects, in a noticeable way, the other components

2. Inputs and Outputs
Information that flows into the system and the products or energy of that information returned to the suprasystem. 
· Inputs are received and used by system to perform its function or achieve goals. (newspaper, phone calls, radio broadcasts)
· Outputs are by-products of the system’s activity that are returned into the environment. (work, volunteering, money to charity)

Examining the ways in which inputs and outputs are processed by the system allows you to identify the rules of operation that influence the family system as a whole and to understand better its place in the larger environment. 

3. Boundaries and Hierarchies
A boundary is an arbitrary dividing line that defines the inside and outside of a given system. It’s created to separate elements of the system that have frequent interaction with each other. The system hierarchy defines the relationships among two or more system boundaries. This can all provide considerable information about the family functioning.

· Subsystem – a smaller system including components of the larger system. 
· Suprasystem – a larger system composed of other identifiable systems. Extended family network, the neighborhood, larger community. 
· Systems are commonly thought of as containing a hierarchy of subsystems and hierarchy of suprasystems

Boundaries have varying degrees of permeability. This indicates the degree to which a system is open or closed to its environment. The permeability of a boundary generally lies on a spectrum as follows:

Rigid	------------------------   Diffuse

· Rigid boundaries are clearly defined and difficult to penetrate.
· Diffuse boundaries fluctuate freely and are easily permeated. 

4. Rules for Operation
These rules specify which behaviors are allowed, recommended, expected and forbidden within a system.
They provide a framework or structure within which system components are connected and must operate.
· Roles for family members
· Subjects that can and cannot be discussed
· Ways of expressing anger or affection
· Authority among family members

5. Family System Goals
· A system goal is what the system attempts to accomplish at any given time.
· Family system goals are not always clear, conscious or articulated.
· Often ascertained through conversational themes.
· Continually change as family evolves.
· Example: family system goal might be to raise children in a loving environment. 

6. Feedback Mechanisms
Information provided to the system about progress toward or away from its goals.
In families, communication and communication patterns often provide this feedback.

B. SYSTEM PROCESSES
Characteristics of human systems that describe how a system functions through time. (4)

1. Nonsummativity
· A system is more than the sum of its parts
· One can’t understand a family by simply adding up the characteristics of individual members.
· This is the outcome of interdependence. System components working together can often achieve what individual components working alone cannot.
2. Stability
· Establishing a balanced state that will ensure maintenance of the system.
· Families are continually confronted with input from the environment.
· Within the family system, members are also changing a growing.
· It is the task of families to find and maintain a degree of relative constancy
· This is achieved through feedback mechanisms.
· The family’s tendency to seek stability is called morphostasis.
3. Change
· Refers to tendency of family systems to reorganize themselves in response to “developmental imperatives”.
· Systems, generally, evolve as they encounter novel events for which they have not developed a standardized way of responding.
· Families tendency to change over time is called morphogenesis.
4.  Equafinality
· The same end point can be reached from differing starting points and in different ways.

THREE APPROACHES TO FAMILY SYSTEMS THEORY
1. Interactional View
· Studies patterns of interaction in families.
· This helps define the nature of relationships in the family system.
· It is the pattern, rather than the content, that is deemed important.

2. Structural View
· Focuses on social organization and role structure
· Emphasizes how dyads are organized 
· Examines patterns of triangulation and role conflict
· Looks at the way families negotiate psychological distance and closeness
· Identifies functions particular members play

3. Constructionist View
· Focuses on meaning-making processes
· How does family view the world and their relationship to it?
· Looks at beliefs, paradigms and interpretation of events to understand their behavior
· Pays attention to the narratives or stories told in the families


REVIEW
If a family’s boundaries are too diffuse they allow to much input from the environment.

A constructionist’s view looks at beliefs, paradigms and interpretations of events to understand behavior. = TRUE















AHSC 270 – Intervention in Human Systems
Class 3 – September 22nd 
Lecture 3 – What does it mean to be “human”?

WHERE ARE WE NOW IN THE COURSE?
· So far, we have looked at what a system is, in a general sense including its elements and processes.
· Today, we will consider the “human” within the human system.
· From here, we will look at how human systems learn and change.
· And finally, we will look at how we can affect this change with intervention.

WHAT IS THE HUMAN SYSTEMS PERSPECTIVE ON WHAT IT MEANS TO BE HUMAN?
· Our perspective is drawn largely from the field of psychology known as humanistic psychology.
· The values and beliefs inherent in human systems intervention are also aligned with and influenced by the emerging field of positive psychology.

5 POSTULATES OF HUMANISTIC PSYCHOLOGY
(TAKEN FROM VIDEO THE HISTORY OF PSYCHOLOGY VOLUME III: ETHICS, LOGIX & TRUTH)
1. Human beings cannot be reduced to components. (can’t take humans apart)
2. Human beings have in them a uniquely human context. (distinct beings)
3. Human consciousness includes an awareness of oneself in the context of other people. (systems theory don’t exist in isolation)
4. Human beings have choices and responsibilities.
5. Human beings are intentional, they seek meaning, value and creativity. (act on our environment, not passive)

ABRAHAM MASLOW – HIERARCHY OF NEEDS

[image: ]
ABRAHAM MASLOW - SELF-ACTUALIZATION
· Maslow’s studies of self-actualization did not begin as studies at all.
· As a young intellectual, he sought to understand two of his teachers that he greatly admired; he wanted to understand what made them so different from others.
· As he “studied” them, he realized that their two patterns could be generalized and sought to find out whether this pattern could be found elsewhere.
· He named the pattern self-actualization.
· This level is a growth need. Systems help provide an opportunity to achieve this.
· One this level is achieved, you experience “flow”, loss track of time and sense of self, transcending factor, doing something you love so much.
· 4 lower levels are deficiency needs, very significant. Lack of these would result in illness. 
(Maslow, A. (1971) The farthest reaches of human nature. New York: Viking Press)

CORE BELIEFS OF MASLOW’S PSYCHOLOGY OF HEALTH
1. We all have an essential, biologically based inner nature.
2. Each person’s nature is, in part, unique to him/herself and, in part, species wide.
3. It is possible to study this inner nature scientifically and discover it.
4. Rather than being “evil” this nature is either neutral or positively good.
(Maslow, A. (2011) Toward a psychology of being. Blacksburg, VA: Wilder.)
5. Since this inner nature is good or neutral, rather than bad, it is best to bring it out and encourage it. If it is permitted to guide our life, we grow healthy, fruitful and happy.
6. If this essential core of the person is denied or suppressed he/she gets sick, obviously or subtly, immediately or later.
7. This inner nature is not strong and powerful but rather delicate, subtle and easily overcome by habit, cultural pressure and wrong attitudes toward it.
8. Even though weak, it rarely disappears.
9. It is through discipline, deprivation, frustration and other difficult experiences that our inner nature is fostered and fulfilled. (through difficult situations, one’s inner nature is revealed: core beliefs).

SELF-ACTUALIZATION…
1. means experiencing fully, vividly, selflessly, with full concentration and absorption.
2. is an on-going process of growth choices. (make decisions toward growth)
3. implies that there is a “self” to be actualized. “Listening to the impulse voices” allows that self to emerge. (being very clear about who you are).
4. involves being honest with oneself and taking responsibility for one’s actions, thoughts and feelings. 
5. requires a deep knowledge of oneself.
6. is a process rather than an end-state. It involves actualizing one’s potentialities at any time, in any moment.
7. sets up the conditions for peak experiences and recognizes them when they happen. (discovering what excites and motivates you)
8. involves giving up pathology, defenses and dysfunctional ways of operating in the world.
9. tends to involve dedicating oneself to some task “outside oneself”, such as a vocation, duty or beloved job.
· People who are self-actualized involve themselves into something beyond themselves for the betterment of others.
· They listen to their own voices; they take responsibility; they are honest; and they work hard. They find out who they are and what they are, not only in terms of their mission in life, but also in terms of the way their feel hurt when they wear such a pair of shoes and whether they do or do not like eggplant or stay up all night if they drink too much beer. All this is what the real self-means. They find their own biological natures their congenital natures, which are irreversible or difficult to change.
(Maslow, A. (2003) “Self-actualization and beyond.” In Goud, N. & Arkoff, A. (Eds.) Psychology and personal growth. 6th Ed. Boston: Pearson, 151-154)

POSITIVE PSYCHOLOGY
History:
Prior to WW II, psychology focuses on three missions: 
·  Curing mental illness, 
·  Making the lives of people more productive and fulfilling
·  Nurturing high talent (genius)
· Post- WW II, funding in the area of psychology focused on treating mental health, and the field shifted to focus on that mission
· The result was a field focused on illness and pathology
· Positive psychology aims to redress the imbalance of focus by studying “strength and virtue”
· Consider strengths as well as weakness

Around 2000, this new field of study emerged. 
· It focuses on illness and pathology.
· Readdress the imbalance of focus by studying strength and virtue.
· Study of individual’s past, future and present. (How we experience our roles.)

POSITIVE PSYCHOLOGY EXAMINES:
Subjective experiences:
· From the past: well-being, contentment, and satisfaction
· For the future: hope and optimism
· In the present: flow and happiness
Seligman, M. & Csikszentmihalyi, M. (2000) Positive psychology: An introduction. American Psychologist, 55(1), 5-14.

Positive stages: happiness comes from being very socialble.
Positive interventions help improve happiness. Philanthropy is doing something nice for someone else’s welfare. This gain is long-lasting. 

Individual traits:
Capacity for love and vocation, courage, interpersonal skill, perseverance, forgiveness, originality, wisdom
Group traits:
Institutions that move individuals toward responsibility, nurturance, altruism, civility, moderation, tolerance,  work ethic

THREE THREADS OF INTEREST:
1. Positive experience.
2. Positive personal traits: subjective well-being, optimism, happiness and self-determination
3. Recognition that people and experiences are embedded in a social context.

VIDEO

Not only should psychology cure the mentally ill, but it should help people live happier lives.
1. Pleasant life: savoring mindfulness to enhance pleasure, work, love, play.
2. Good life: engagement, pleasure versus flow, time stops, being one with yourself.
3. Meaning for life: knowing your highest strengths.

Change Page 119

Humanmetrics Jung Theory Test
ENFJ
· Moderate preference of Extroversion over Introversion 33%
· Moderate preference Intuition over Sensing 38%
· Moderate preference Feeling over Thinking 38%
· Moderate preference Judging over Perceiving 33%

· Personal growth and understanding for self and others
· “To thine own self be true”.
· Driven by personal value, idealist
























AHSC 270 – Intervention in Human Systems
Class 4 – September 29th  
Lecture 4 – MBTI

· MBTI reflective toward your preferences
· Started with Carl Jong who studied personality
· Theory: 2 mental processes
· How we take in information
· How we make decisions based on that information
· We live in 2 worlds;
· Outer: people, surroundings
· Inner: feelings and thoughts
· Myers combined the dichotomies that Jong established and created Personality types.

PERSONALITY TYPES
Extroversion OR Introversion  Where we focus our attention and get energy?
· Extroverts direct energy outward toward people and activities.
· Interconnecting
· Action
· Feed off of the outside world
· Sociable 
· Expressive

· Introverts direct energy inward through ideas and experiences.
· Alone time
· Reflect
· Private
· Communicate by writing
· Stereotype for acting shy, but it’s incorrect

Sensing OR Intuition  The way we take in information such as like and trust.
· Sensing
· describes what they literally see, physical attributes such as color and shapes
· focus on the present realities and facts
· realistic
· specific and literal
· practical
· “What is”
· Intuition
· Interpret
· Seek possibilities an meanings that connect to them
· Future possibilities
· Look at the big picture
· Insights on what they can take away
· Abstract and imaginative
· Theoretical
· “What could be”

Feeling Over Thinking: The way we make decisions.
· Thinking; Concentrate on achieving their desired outcomes
· Frank
· Impersonal
· Objective priorities
· Step back and analyze
· Logical
· Cause and effect reasoning
· Reasonable
· Tough minded
· Firm but fair

· Feeling; Thinks of how the friend will feel at a particular event
· Personal values
· Guided by personal and group values
· Compassionate
· Strive for harmony
· Positive interaction
· Subjective
· Merciful 

Judging Over Perceiving: Our attitude toward external world and how we orient ourselves.
· Judging; Plan everything to cover every contingency
· External world has to be organized
· Orderly
· See decision that need to be made
· Check lists
· Systematic
· Short and long term plans
· Avoid last minute stressors

· Perceiving; Create options and keep plans flexible
· Assumes it will work out
· Seek to experience the world
· Not organized
· Looks at the world and explores other options
· Adaptable
· Curious
· Adjusts flexibly to new information and changes
· Open-ended
· Feel energized by last minute stressors. 

QUIZ MATERIAL
1. O’Conner, J. & McDermott, I. (1997) “What is a system?” In The art of systems thinking: Essential skills for creativity and problem solving. London: Thorsons, 2-25.

2. Yerby, J., Buerkel-Rothfuss, N. & Bochner, A. (1998) “The family as a meaning-making system” In Understanding Family Communication (2nd ed.). Boston: Allyn & Bacon, 53-71.

3. Maslow, A. (2003). “Self-actualizing and beyond.” In Goud, N. & Arkoff, A. (Eds.) Psychology and personal growth 6th Ed. Boston: Pearson, 151-154.

4. Seligman, M. & Csikszentmihalyi, M. (2000). Positive psychology: An introduction. American Psychologist, 55(1), 5-14.

11. Taylor, M. A process guide for learning effectively in changing organizations. The Taylor Learning Process C

PLUS any material presented in class, i.e. Power Point slides

QUIZ FORMAT AND TIME-FRAME
40 Questions
- 30 Multiple Choice
- 10 True/False
1 hour for quiz
Bring pencils and Concordia ID Cards
Nothing may be places on desks except: ID cards, pencils and erasers, water bottle

SCHEDULE
11:45-11:50	Arrive, settle in, and distribute quizzes
11:50-12:50	Quiz
12:50-1:00	BREAK
1:00-2:30	Class
























AHSC 270 – Intervention in Human Systems
Class 5 – October 6th, 2014  
Lecture 5 – The Process of Change

WHY PEOPLE RESIST OR WELCOME CHANGE
Most people go through a process when faced with a change. Transition process.

Reasons for resisting:
Comfortable with the way things are, familiarity, routine, fear the unknown, unsure of the outcome or success of the change, uncertainty, pride
- Perceived personal loss
· Security, money, pride, satisfaction, friends and important contacts, freedom, responsibility, authority, status, good working conditions
· Belief there is no need for change
· Belief change brings more harm than good
· Negative attitude toward person responsible.
· More time and effort
· Poor timing 
· Peer pressure (people don’t want to be unpopular with coworkers)
· No input from those impacted by change. (no one likes to be told what to do)

Reasons for welcoming:
Need for something new in life, challenge yourself, learning something new, adopt new skills
-Perceived Personal gain
· Security, money, authority, status/prestige, responsibility, better working conditions, self-satisfaction, better personal contacts, less time and effort. 
· Perceive to provide new challenge and/or opportunities (interesting and exciting)
· Positive attitude toward the source
· People are asked to do things differently or better yet asked for input before that decision is final (more willing)
· Just the right time
· Peer pressure 
· Whether or not they were part of the decision making process

STAGES OF PSYCHOLOGICAL REACTION







FACTORS AFFECTING EXPERIENCE OF CHANGE
· Importance of the transition
· Whether perceived as gain or loss
· Intensity of impact
· Existence of other transitions
· Personal resilience

1. Awareness/Shock
· Characteristics:
· Feel overwhelmed, paralyzed
· Operate on “auto-pilot”
· Facilitative action:
· Prepare the ground: create climate of receptivity
· Involve people in decision-making wherever possible
· Plan announcement carefully
· Recognize people may be temporarily less productive

Shock






2. Denial
· Characteristics:
· Retreat from reality of change
· Negative changes minimize
· Minimize the impact of change.
· Energy devoted to known an familiar
· Keep doing what you know; stability
· Facilitative action:
· Confront what is being denied
· Repeat the message
· Demonstrate what change will involved
· Set timetables, get people involved in tasks
· Move people from denial stage to reality






3. Depression
· Characteristics:
· A feeling that situation is beyond one’s control
· This is where the change begins to feel stressful
· A sign that reality has become apparent
· This is really happening. Acknowledgment that things can’t stay the way they are. 
· Facilitative action:
· Provide support, listen, adopt non-critical reaction to expression of feeling.
· Having expressed feelings, help individuals focus on options & benefits, their strengths and areas of potential influence
· Give them space and help them focus on what the options are. 
· What strengths do you have personally to influence this change. 
· What can be done to alleviate the worries with change.




4. Letting go
· Characteristics:
· This is the turning point.
· When people feel their most depressed and pessimistic stage.
· Involves accepting reality and letting go of past. Embrace change
· May entail process of mourning
· Facilitative action:
· Frame change in terms of benefits rather than problems with past
· Reminisce in way that brings best forward
· Mark with ritual/ceremony
· Point out where the change is beneficial; what’s exciting about it. 
· Emphasize what’s positive about what’s coming. 






5. Testing
· Characteristics:
· Active, creative experimental involvement in new situation
· Similar to Taylor’s Green Zone Exploration
· How can we make this work?
· Anger may still be easily aroused if new behaviour not successful
· Facilitative action:
· Promote creative thinking
· Discourage premature closure
· Hold people back from making up their minds too early
· Avoid punishing mistakes; praise and support success




6. Consolidation
· Characteristics:
· New ways of behaving are gradually adopted as new norms
· Parallels testing
· Involves reflecting on new experience and building on learning 
· Once the new ways of doing things become the norm. Higher level of reflection, a little bit of distance. 
· Facilitative action:
· Review performance and learning
· Help to identify more desirable state
· Share learning and broadcast success
· Keep emphasizing this learning, help identify where people want to go.






7. Internalizing, reflection and learning
· Characteristics:
· Changed behaviour is normal and unthinking
· Able to reflect on what the activity and emotion really meant
· Recognize the learning and personal growth
· Look at the change process, emotions people went through to have a better understanding of their own learning and expressions. Looking back on their attitudes.
· Facilitative action:
· Help individuals review the experience of change
· Conduct formal post-implementation reviews
· Get individuals to help others
· Support the capacity for learning, help them talk through what it meant, and what they learned. Review of what they can do better still in the future. 





VARIATIONS
· The wave can be shallower or deeper
· Time taken to pass through phases varies greatly
· People may regress and slip back to earlier stage
· People can get stuck at any phase and not complete the cycle

Homework
This weeks readings:
Article 12, 13, 14 Hayes and Kirkpatrick 
Know what the steps are. 



AHSC 270 – Intervention in Human Systems
Class 6 – October 20th, 2014  
Lecture 6 – Learning Organization

Dr Peter Senge Notes:
· Need for a vision to keep people motivated
· Systems thinking
· Ability to reflect to having self-awareness

CHRIS ARGYRIS & DONALD SCHON
Background:
· Responsible for coining the term “action science” as a field of inquiry.
· The basis of action science is “a strategy for increasing the skills and confidence of individuals in groups to create any kind of organization and to foster long term individual and group effectiveness”.
· Using the basis of action science, developed theories that examined how people interact with organizations.
· Credited with being the first to develop models of organizational change

Importance of how different people understand their work to better understand how they interact in their organizations

WHAT IS AN ORGANIZATION THAT IT MIGHT LEARN? (ARGYRIS, C. & SCHON, D. (1978)
“…there is nothing so problematic as solutions.” 
(p. 9)
· Problem-solving has generated unintended consequences and, often, new problems.
· Organizations live in environments that are predictably unstable.
· Requirement for organizational learning is continuous and endemic.
But how does an organization learn?

THEORY IN ACTION
· All human beings need to become competent in taking action and simultaneously reflecting on that action
· Deliberate action has a cognitive basis – we hold maps in our heads about how to plan, implement and review action.
· Therefore human learning is not about “reinforcement” or “extinction” of behaviour, rather is the construction, testing and restructuring of knowledge

1) Espoused Theory: 
· The theory of action that one communicates to others, i.e. what we say we do.
· What you do when you first meet somebody. “Introduce myself, be king, respect other’s dignity”.

2) Theory-in-Use: 
· The theory that actually governs actions, i.e. what we do. May or may not be compatible with espoused theory.
· This is what people observe us doing. 
PERSPECTIVES ON ORGANIZATION (WHAT AN ORGANIZATION IS)
Mob: 	
· a collectivity, not an organization
· collection of people.
· cannot make a decision 
· boundaries are vague and diffuse

Mob 		Organization
How does a Mob become an organization? When they create procedures that allow them to make decisions.

Devise procedures for:
· Making decisions in the name of the collective
· Delegate authority to individuals to act for collective
· Set boundaries between collective and rest of world

Polis = political entity; an entity that can make decisions for its benefit

· Rules established formally or tacitly
· Rules for conduct; ways of behaving
· Behaviour becomes rule-governed, so organization continues even if members come and go
· Example: Education facilities sustain when students come and go.
· Organization can be said to have “theory-of-use” that can be identified by observing organizational decisions and action

ADDITIONAL TERMS
· Agency: When collectivity begins to decide and act on continuing basis, becomes an instrument for continuing collective action, or, and agency. Agency is an answer to a problem: how to develop health systems to help promote health to the population. How to education population? ->  schools

· Task system: Pattern of interconnected roles providing a design for work and a division of labour. An agency creates a task system; how tasks will be completed, delegation of how who do what


· Organization’s Theory of Action: Complex system of norms, strategies and assumptions seen in operation of task system.

ORGANIZAITONAL THEORY-IN-USE
· Espoused theory reflected in official documents, such as organizational charts, vision and mission statements, job description, company website
· From the outside, theory-in-use is determined by examining performance of task system and behaviour of members. Ex: observing work dynamics of clinic by sitting in the waiting room
· From the inside, need to understand the “maps” that people hold in their minds about how the organization functions and how one needs to behave within it. Understand the mental maps people have in their heads to understand how an organization functions
· Each member of organization constructs own representation or image of theory-in-use of the whole.

ORGANIZAITONAL LEARNING:
DETECTING & CORRECTING ERROR

1. Single-loop learning:

Members of organization respond to changes in environment by detecting errors, which they then correct so as to maintain the central features of the theory-in-use. See a problem and fix it with existing resources within organization. (sales are down get cheaper resources, fire people)

· Look for another strategy that will work within governing variables.
· Goals, values, plans and rules are assumed and accepted, rather than questioned.
· Thermostat analogy

2. Double-loop learning:

Organizational inquiry which resolves incompatible norms by examining, changing or restructuring the norms as well as associated strategies and assumptions. Sales are down; ask yourselves if the market is changing? Are our assumptions outdated? Answer could be to change the product entirely. The need to reflect, have open-mindedness will result in lasting change. Example: The website Mooc is an online school that offers free courses to students who cannot afford tuition. This resolution solves the issue of students wanting more education but don’t have the means to register. 

· Question the variables of problem themselves, leaving them open for criticism.
· Leads to altering the variables, shifting the way outcomes and strategies are viewed.
· Creates alternatives and solutions not initially perceived.

Both learning styles are necessary, however the Double-loop learning doesn’t happen so often.
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3. Deutro-Learning
· Learning to learn” : Members of organization reflect on and inquire into previous contexts for learning.
· They discover what promoted or inhibited learning, design new strategies for learning and evaluate these strategies
· Strategies for learning are integrated into the organization’s theory-in-use.
· Because change is continuous, the need for learning is continuous.
· Examining what gets in the way of learning. Asking difficult questions

PETER SENGE: THE FIFTH DISCIPLINE – 1990
Learning organizations are:
· ”organizations where people continually expand their capacity to create the results they truly desire, 
· Where new and expansive patterns of thinking are nurtured,
· Where collective aspiration is set free,
· And where people are continually learning how to learn together.” (p3)

Working against tendency to work in a rut. Collectively organizations need to create a vision and it should be updated regularly together

“In the long run, the only sustainable source of competitive advantage is your organization’s ability to learn faster than its competition.” Peter Senge

THE FIVE DISICPLINES
Five components need to come together for organizations functions:
· Distinguish the learning organization from the traditional organization.
· All five are concerned with a shift in focus from people as ‘helpless reactors’ to ‘active participants’.
· People create the future instead of reacting to the present.
· People collectively create their future rather than reacting to what needs to be fixed in a particular moment

                              

1. Personal Mastery
People with high level of personal mastery are able to consistently realize the results that matter most deeply to them.
Discipline of 
· Continually clarifying and deepening our personal vision
· Focusing our energies
· Developing patience
· Seeing reality objectively

Cornerstone of learning organization: an organization’s capacity for learning can be no greater than that of its members. 

People who are clear about what they most deeply desire, and the ability and discipline to make the aspirations happen. Individual clarity and visioning. Examples: Accomplishment, success, transcendence, stress free, love, bliss, confidence, self-awareness, work and travel, financially comfortable

2. Mental Models
· Deeply ingrained assumptions, generalizations or even pictures or images that influence how we understand world and take action.
· Reason many good ideas never come to fruition is that people’s profoundly held “mental models” reject the untried and unfamiliar.
· Discipline of mental models requires turning mirror inward, unearthing internal pictures of the world and holding them to scrutiny, i.e. “Is this really true?”
· How do we understand our world, organizations? Deeply ingrained assumptions of how we take in information and how we see the world.

3. Shared Vision
· Traditionally vision dictated to the organization through “top-down” process.
· Becomes shared only when connects to personal vision of people throughout organization.
· Shared vision creates a spark, excitement.
· Allows group to discover insights not attainable individually.
· Shared vision means people doing work because want to, not have to.

4. Team Learning
· Teams are the fundamental learning unit is modern organizations.
· By pooling knowledge, expertise and intellect, results greater than sum of parts – teams produce successful results, individuals grow faster than would have on own.
· Begins with practice of ‘dialogue’: capacity of members to suspend assumptions and enter into genuine “thinking together”.
· Also requires recognizing patterns that undermine learning.
· If teams cannot learn, neither can the organization.

In a team people can challenge each other’s mental models. In a team they can create a vision. Practice of dialogue, people are genuinely thinking together. Ability to reflect on their own learning.

5. Systems Thinking
· The discipline that integrates the other four, fusing them into a coherent body of theory and practice.
· Any of the disciplines on own won’t result in sustainable change and learning.
· At heart of learning organization is shift in mind. Systems thinking helps us do this.
· Helps us see how we create our reality.
· Helps us understand and describe complex issues.
· Assists us in stepping back and viewing from a distance.

This ties it all together. Look at the big picture. Provides the means for understanding complex issues. 
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SYSTEMS THINKING – FOUR CONCEPTS

Concept 1: The seven levels of living system:
1. Cell
2. Organ
3. Individual
4. Group/team/family
5. Organization
6. Society/Community
7. Earth/World

“Collision of systems” among these levels, especially 3,4,5 & 6 that creates complexity and chaos we experience.

· Relevant levels of action within organization:
3. Self (Self-mastery)
3 A. One-to-one relationships (Interpersonal skills)
4. Work teams/Groups (Team effectiveness)
4 A. Between Departments (Conflict/Horizontal Cooperation)
5. Total Organization (Fit)
5 A. Organization-Environment (Strategic Plans)

All these levels must be addressed and be a source of learning.

Concept 2: System Dynamics

· There are 12 “Natural Laws” in systems thinking taken from General Systems Theory (Miller, 1995)
· These can be compared to typical analytical dynamics.
Look at 12 natural laws of systems thinking in the readings and be familiar with them*





	Natural system law
	Typical analytical dynamics
	Systems principles
	Systems questions

	1. Focus on the whole
	1. Focus on the parts
	Problems cannot be solved at the level where they were created.
	What is our common higher-level goal?




	Natural system law
	Typical analytical dynamics
	Systems Principles
	Systems Questions

	2. Open systems: aware of and responsive to environment
	2. Closed systems: low environmental awareness
	Systems first require work and alignment from the outside in, not the inside out
	What is changing in the environment that we need to consider?
Is the system relatively open or closed in its interactions with environment?




	Natural system law
	Typical analytical dynamics
	Systems Principles
	Systems questions

	6. Willing to consider multiple goals and outcomes
	6. Utilizes more rigid either/or thinking in planning goals and outcomes
	Systems are naturally goal-seeking and will self-organize to do so
	What are the desired outcomes, i.e. where do we want to be in the future?



	Natural system law
	Typical analytical dynamics
	Systems principles
	Systems questions

	9. Hierarchy: flatter organization, self-organizing
	9. Bureaucracy:
Command and control
	All systems are linked to other systems (some larger, some smaller) in the hierarchy.
Multilevel systems are too complex to fully understand and manage centrally.
	How can we move from complexity to simplicity and from rigidity to flexibility in the solutions we devise?
What levels of the overall entity do we want to change?


Concept 3: The five-phase systems model – The Organization as a System
(drawing, look at Powerpoint Class 6, Slide # 32)

Concept 4: The Roller Coaster of Change
· Cycles of stability-change-instability-new stability and change again are normal and natural.
· The task is to learn to manage self and others through the stages of change.
Homework: This week’s readings
16. Argyris, C. & Schon, D. (1978) “What is an organization that it might learn?” in Organizational learning: A theory of action perspective. Reading, Mass: Addison-Wesley.

15. Senge, P. (2006) “Give me a lever long enough and single-handedly I can move the world.” In The fifth discipline (rev. ed.), New York: Doubleday.

9. Haines, S. (2002) “Systems thinking and learning: From chaos and complexity to elegant simplicity.” In Biech, E. (Ed.) The 2002 Annual: Volume 2, Consulting. New York: Pfieffer.


Class practice questions:
1) According to Hayes (2002), stages of psychological reaction to change, in the shock stage we would likely see people
a. Operating on auto pilot
b. Retreating from reality of the change (Denial)
c. Mourning the past (letting go)
d. Becoming angry if their efforts are not successful
e. Reflecting on new experience (consolidating)

2) Which of the following is the most likely reason a person would welcome change?
a. Reduced responsibility
b. Wants to work downtown
c. Was asked for input into the change (#1 reason)
d. Will be supervisor more tightly
e. To please the boss

Final Exam: Dec 15th 9-12pm

Poster Presentation: Dec 2nd  Introducing poster project next class


















AHSC 270 – Intervention in Human Systems
Class 7 – October 27th, 2014  
Lecture 7 – Open Space and Technology

OPEN SPACE TECHNOLOGY
· Process brought to organizations by Harrison Owen in the early 1980’s
· Originally used it to structure annual Organization Development conference
· Later, tried the same process with a corporate client
· Now estimates that over 100,000 open space meetings have taken place
· Massive group can organize into smaller groups of interest 

WHAT IS IT?
· A process that provides structure for large, self-organizing meetings
· Sets the conditions for fundamental organizational change: self-managed groups are the norm, leadership is constantly shared, diversity is a resource rather than a problem to be overcome, and personal empowerment is a shared experience
· Two fundamental components: passion and responsibility
· Offering leadership when there’s something they are passionate about
· Passion, people, groups are self-managed, responsible.

THE PRINCIPLES OF OPEN SPACE
· Whoever comes are the right people
· Whatever happens is the only thing that could (a process for meeting)
· Whenever it starts is the right time
· When it’s over, it’s over

THE LAW OF 2 FEET
· Take responsibility for what you love
· If you are neither contributing nor learning where you are, use your two feet and go somewhere else

MODIFIED OPEN SPACE
· Flipcharts and tape at front of room.
· If you are interested in a particular system or issue or population, write it on a piece of flipchart. You might want to write something else important to you about project, e.g. “want to start working right away”
· State it to the room and find a place to hang it on the wall.
· Stand by your flipchart and wait until others interested in the same topic join you.
· Mingle and discuss until you have formed a group of 4. Submit your names to Jess.






AHSC 270 – Intervention in Human Systems
Class 8 – November 3rd, 2014  
Lecture 8 – History of Systems Thinking

WHERE DO THE IDEAS THAT SHAPE HUMAN INTERVENTION COME FROM?

Cybernetics:
· Focus on systems which adjust automatically to feedback
· Idea dates back to time of Aristotle, e.g. self-regulating water clocks
· Modern cybernetics can be dated to WWII and the Macy Conferences from which Norbert Weiner coined the term and defined it as “the science of communication and control in animal an machine”. Weiner (1948) Cybernetics. Boston: MIT Press.
· Our body is an example of self regulation 
· A self-organizing system is cybernetic
· A cybernetic system includes organism (or machine or organization) AND its environment
· Cybernetic theorists more interested in what a system does than what its components are, i.e. focuses on relationships, activities and feedback
· More interested how parts work together, what they did rather than what they were
· Information is the “electron” of the cybernetic circuit
· Cybernetics involves studies of goal-oriented, functional systems, e.g. machines, animals, computers, ecosystems, the mind, societies

“The characteristic of a non-trivial system that is under control, is that….
…despite dealing with variables too many to count,
…too uncertain to express,
…and too difficult to even to understand,
…something can be done to generate a predictable goal.”
Stafford Beer (2002) What is cybernetics? Kybernetes, 31 (2), 209-219.

SECOND ORDER CYBERNETICS
· Heinz Von Foerster, 1960s
· Explores how people construct a model of the systems in which they interact
· Observers cannot be separated from system they are observing, so must be feedback between observer and system
· Influential in family therapy and analysis of social systems

GENERAL SYSTEMS THEORY: LUDWIG VON BERTALANFFY (1901-1972)
Biologist in 1920s and beyond, focused on organismic biology:
· Consideration of organism as a whole, or system
· Main objective of biology the discovery of the principle of organization at different levels

KEY PRINCIPLES
Open System
· Organisms have a clear boundary, so one can distinguish inside from outside
· Both matter and energy can cross the boundary
Dynamic Equilibrium
· An organism is constantly changing while maintaining its basic form
· In fact, it needs to change component parts to maintain its form

GENERAL SYSTEMS THEORY: PRINCIPLES VALID FOR PRINCIPLES IN GENERAL 
· Interested in discovering models, principles and laws that could be applied to all systems.
· Classified different types of systems and worked out mathematical models for describing them.
“It seems legitimate to ask for a theory, not of systems of a more or less special kind, but of universal principles applying to systems in general.” (p. 32)
Von Bertalanffy, L. (1968) General System Theory: Foundations, Development, Applications New York: George Braziller.

APPLICATIONS
· Systems thinking has broadened into many areas
· Physics
· Cosmology
· Evolutionary biology
· Anthropolgy
· Medicine
· Computing
· Our focus is organizational learning and change

KURT LEWIN (1890 – 1947)
· Participative Action Research
· Force Field Analysis
· Change Model
· Group Dynamics
· Leadership Training
· T-groups
· Feedback and Sensitivity Training

PARTICIPATIVE ACTION RESEARCH
· Origin of participative management unlikely: wartime effort to reduce consumption of rationed foods
· Understood importance of identifying gatekeepers, i.e. those who control a situation
· Experiment:
· One group of housewives attended lectures by expert nutritionist.
· One group were given the facts and invited to decide together what to do.
Which group reduced their consumption of scarce meat?

CORE PRINCIPLES
We are likely to modify our own behaviour when we participate in problem analysis and finding solutions.



FORCE FIELD ANALYSIS
· After WWII, moved these principles to industry by including workers in discussions about how to best get work done.
· Developed concept of force field analysis
· For every desired change, there are
1. forces driving movement toward the goal (helping)
2.  forces blocking movement toward the goal (hindering)
· External job changes (i.e. those made by people not responsible for doing the work) increased restraints.
· Direct participation removed restraints.
· No two force fields will ever be the same; every situation is different.

LEWIN’S CHANGE MODEL
· Unfreezing: Reducing negative forces with new or disconfirming information
· Moving: Change in attitude, values, structure, feelings, behaviours
· Refreezing: Achieving new status quo with support mechanisms to maintain desired behaviours

ACTION RESEARCH TODAY
Lewin’s major contribution to management:
· Every change requires a new participative experiment.
· This is the central tenant behind the learning organization.

GROUP DYNAMICS
· Lewin considered the founder of the field of group dynamics as an area of study and training.
· Wartime experiences led Lewin to conclude that workplace participation required skilled leadership
· 1946 founded Research Centre for Group Dynamics (RCGD) at MIT.
· Aimed to train leaders to become skilled at improving group relations and managing change: leadership training is born.
· Group “experiments” governed by code of ethics
· No manipulation
· Only honest, above-board objectives
· Socially acceptable procedures
· Involving those whose attitudes were to be studied and altered a bedrock principle.
· Having suffered anti-Semitism since childhood, aimed to use action research to combat bigotry.
· In 1946 started the Commission on Community Interrelations (CCI), which went on to do 50 community-based action-research projects

NTL: NATIONAL TESTING LABORATORIES 
· 1946 commissioned to help train leaders to combat racial and religious prejudice
· Designed Basic Skills Training for teachers and social workers to increase skill in changing attitudes, understanding prejudice and dealing with resistance to change
· Participants were to study these processes in themselves
· Concurrently research team studying how training transferred to workplace.
· Research team observed groups and reviewed observed interactions at night with staff.
· Participants asked to join evening sessions and were privy to observations of their behaviour
· Group discovered the power of feedback for learning.
· Developed guidelines still used today:
· Be specific
· Nonjudgmental
· Express your own feelings
· Don’t “psych out” the other person
· Don’t give advice

OTHER LEARNING
· Learning from the training course was more likely to be transferred to workplace when 2 or more people from same institution attended.
· Over time, concluded that individual training, no matter how powerful, cannot be the only strategy for organizational change.
· Further, must be a vehicle for involvement in policy, procedure, strategy, goal setting and/or work design for training to make an organizational impact.
· This initial experience led to the creation of NTL in Bethel, Maine, which still exists today.

Homework: Readings for the next two weeks:
5. Weisbord, M. (2004). “The learning organization: Lewin’s legacy to management.” In Productive workplaces revisited: Dignity, meaning and community in the 21st Century.  San Francisco, CA: Jossey-Bass, 93-111.
6. Weisbord, M. (2004). “Open systems and the new paradigm: How Emery and Trist redefined the workplace.” In Productive workplaces revisited: Dignity, meaning and community in the 21st Century.  San Francisco, CA: Jossey-Bass, 171-198.
7. Everard, R. (1980). “Consequences of and prospects for systems thinking in organizational change.” In T.G. Cummings (Ed.), Systems theory for organizational development. NewYork: John Wiley, 5-13. 
8. Emery, M. & Purser, R. (1996) “Open systems thinking and the power of human ideas” In The search conference: A powerful method for planning organizational change and community action. San Francisco, CA: Jossey-Bass, 74-96.

Practice Questions: 
1) An organization’s espoused theory can be found: Observe behaviour of members and talking to people and gaining a sense of maps of people.
c) Reviewing official documents such as organizational charts, visions and mission statements and work flow charts. 

2) According to Peterson exploring mental models involve: Looking at the beliefs you hold and allowing people to look into them.
a) turning the  mirror inward, unearthing internal pictures 



AHSC 270 – Intervention in Human Systems
Class 9 – November 10th, 2014  
Lecture 9 – History of Systems Thinking Continued: Open Systems Theory

What systems principles are described in the video?
· Whole consists of parts that affect each other
· Interdependence: each part when it affects the system is dependent on another part.
· Defining properties of the system are properties of the whole that none of the parts alone have
· When taken apart, the system loses its essential properties. They are product of interaction
· System is not the total of the sum of its parts but the total of their relationships to one another. Whole is greater than the sum of its parts. 
· Improving quality of the parts must be coordinated with improving quality of the whole
· Improvement needs to be directed at what you want, not away from what yuou don’t want
· Creativity is key
· “Quality” needs to contain the notion of value

OPEN SYSTEMS
· Eric Trist, 1909 – 1993, British then American psychologist
· Fred Emery, 1925 – 1997, Australian psychologist
6. Weisbord, M. (2004). “Open systems and the new paradigm: How Emery and Trist redefined the workplace.” In Productive workplaces revisited: Dignity, meaning and community in the 21st Century.  San Francisco, CA: Jossey-Bass, 171-198.
8. Emery, M. & Purser, R. (1996) “Open systems thinking and the power of human ideas” In The search conference: A powerful method for planning organizational change and community action. San Francisco, CA: Jossey-Bass, 74-96.

· Open Systems theory is concerned with how wholes are related to their environments.
· Closed systems thinking considers system sufficiently independent to allow it to focus most of its attention internally.
· Open systems thinking works on premise that no living system can be understood separate from its context.
· No living system can be understood unless you fully understand its environment

TWO WAYS OST BUILT ON GENERAL SYSTEMS THEORY
1. Identify  “The Causal Texture of Organizational Environments”
· Describe how outside events interact to produce conditions organizations can neither control nor ignore.
· Coined the term “turbulent” to define the modern social field: relentless, unpredictable swings in communities, governments, markets and technologies.

BEYOND THE STABLE STATE
In 1970, Donald Schon wrote:
 I have believed for as long as I can remember in an afterlife within my own life – a calm, stable state to be reached after a time of troubles. When I was a child, that afterlife was Being Grown Up. As I have grown older, its content has become more nebulous, but the image of it stubbornly persists. The afterlife-within-my-life is a form of belief in what I would like to call the Stable State. Desire for stability and calm. 
Schon, D (1971) Beyond the stable state. New York: W.W. Norton & Company

Impact of technological and social changes 1940s-1970s:
· We cannot expect new stable states that will endure even for our own lifetimes.
· Society and all of its institutions are in continuing processes of transformation.
· We must learn to understand, guide, influence and manage these transformation. This must become integral to ourselves.
· In other words, we must become adept at learning.
· Big changes, people’s shift in systems thinking, radical changes in defying authority.

2. Recognized human beings as “purposeful”
· Possess the capacity and freedom to make conscious choices
· Display will
· Possess the capacity for ideal-seeking: imagining outcomes that become a source of hope and long-term guidance when trying to deal with uncertainty
· That ideal end point that becomes a source of hope and guidance as you move through change. 

DEFINING A SYSTEM
Unitas multiplex, or system principle
· What is the unique relationship between an entity and its environment
· A statement of system principle can be found in mission, goals, statement of purpose, primary task
· Answers the question: “What business are you in?”
· What is the reason that your system exists. System’s purpose and functions.

ENVIRONMENT
· Since a system principle describes relationship between an entity and its environment, the system can only be characterized if we characterize the environment
· The environment is a social field consisting of changing values and expectations
· An open system is a transaction between a system and its environment
· You can only know a system by knowing the environment it operates in. 


[image: ]

ENVIRONMENTAL SCAN
· What changes are happening in the world right now that affect you as university students?
· What changes are happening in the world right now that are affecting your system?
· School fees due to massive budget cuts.
· Globalization, more competition for jobs at the end of our degree
· Public transit

ACTIVE ADAPTATION
· When a system makes changes that are coordinated with changes in the environment, the relationship is said to be adaptive
· Three major sets of adaptive relations
· Between people and their immediate task environments
· Between organizations and the social field (environment)
· Between people and the social field) environment

Three sets of adaptive responses:

Systems
Environment
People














· Organizations often focus on the first set of relations – between employees and the immediate task, and pay least attention to the relationship between people and the environment
· This is changing as the environment enters into the organization through peoples attitudes and values, e.g. changes in expectations of worklife

WORK DESIGN
· Began with a study of English coal mines post WWII
· Production down, despite major investment in increased mechanization
· High employee turnover and absenteeism
· Discovered areas where local coal mine management and workers had made changes to the way they worked and organized their work
· Were able to work with the technology in a way which recovered the work group cohesion and self-regulation that had existed in pre-mechanized era



SOCITOTECHNICAL SYSTEMS DESIGN
Sociotechnical design evolved as a way to extend democratic values into the workplace. Systems where people work with technology and design systems to work with that technology

· A system will include technology, such as software, and mechanical, electrical and electronic hardware
· People are responsible for the installation and operation of technology
· Need to look at technology and people together as one integrated system and look for the ideal fit between the two
· Example of a technical system: A word processor used to write a book
· Example of a sociotechnical system: A publishing system to produce a book.

KEY PRINCIPLES AND CONCEPTS
· Leaders as “boundary managers”: teach, link with other departments, rather than overseeing the work itself
· Redundancy of function: multiple skills for all members of a team to allow flexible work loads within and between
· Informed self-control, not close supervision the only way to operate new technologies without making major mistakes

Six intrinsic factors that make work satisfying
1. Variety and challenge
2. Elbow room for decision making
3. Feedback and learning
4. Mutual support and respect
5. Wholeness and meaning
6. Room to grow – a bright future

Six extrinsic conditions for employment
1. Fair adequate pay
2. Job security		
3. Benefits 	
4. Safety
5. Health
6. Due process	

· This is for work to be meaningful to the worker
· The first three are optimal levels, right amounts of each of them
· 4-6 have no limits.

· Focus on involvement, rather than representation
· Given the nature of turbulent environments, organizations must think about society at large as the context for effective work design.
· Core values: dignity and worth of each person, free choice and free expression, social responsibility coupled with personal opportunity



Practice Exam Questions:

1. One finding from Lewin’s Force Field analysis is that external job changes (ex: those made by people not responsible for doing work)
a. Reduced restraints to change
b. Increased restraints to change
c. Removed restraints to change
d. Had no impact on restraints to change

2. A self-organizing system is cybernetic
a. True
b. False

Mid-Term Exam:
· 65 questions
· 50 multiple choice
· 15 True/False
· Covers readings #1-#16, excluding #7 and #10. 
· No guest speakers information on the exam
· Use powerpoint slides to guide you on the readings
· Be aware of Hayne’s 12 Laws
· 1.5 hours
· Remaining class time will be used for group work. 


























AHSC 270 – Intervention in Human Systems
Class 11 – November 24th, 2014  
Lecture 11 – Intervention

FINAL EXAM INFO
Exam date: December 15, 2014
Time: 9:00-12:00 am
Location:	ABO – BRO H513
		BUH – MAH H531
		MAR – ZIM H535
· Multiple choice questions is only from this class and next class
· Open questions will material from end of the first quiz (not including first quiz not 5 articles)

WHAT IS INTERVENTION
Intervention can be defined as the process of entering into an ongoing relationship with a client system (people, groups, communities or organizations) with the expressed purpose of improving human and social relations.
· In relation to groups, intervention is “any action or set of actions deliberately taken to improve the functioning of the group”.
· It is like holding up a mirror to participants so they can see what they are doing and take steps to correct/improve action.
· Intervention is always an interruption, so needs to be done cautiously and thoughtfully. 
· Client system can be a family, organization in a community and the purpose is to improve the way people in the organization function
· Having the intention to help the other person
· Intervention is always a disruption of flow. 

INTERVENTION TAKES PLACE…
… with individuals (ex. Rehab)
… with couples/pairs (ex. Couple therapy, 2 friends in conflict and a third party individual intervenes, work groups.)
… in and with groups (ex. AA meetings, sports team)
… in organizations (Strategic plan to fix problem and create flow once again)
… in communities

THREE STRATEGIES FOR NTERVENTION
Rational-Empirical Strategy
· Belief that all people are guided by reason.
· People will use rational judgment to advance their self-interest.
· Assumes knowledge is the main source of power.
· Provides evidence and facts to support reason

Power-Coercive Strategy
· Power is based on the use of political, economic and sometimes moral sanctions to achieve a desired outcome.
· Assumes people with less power will comply with plans, directives and leadership of those with more power.
· Someone who is idolized and known to have power and admiration. 

Normative Re-educative Approach
· People need to be involved in all aspects of change process.
· People’s actions are directed by normative culture, i.e. agreed norms of a social system.
· Brings together the organization’s perceived need for change with the individual or group’s perception of the way that change will affect daily practice.
· All levels of an organization involved in the change process
· The model that AHSC operates from. 
· Change norms to change behaviors. 

PRINCIPLES OF HUMAN SYSTEMS INTERVENTION
· Fostering participation
· Collaborative inquiry
· Process facilitation and consultation*
· Experiential learning
· Action research


PROCESS CONSULTATION: EDGAR SCHIEN
· “the psychological and social processes that are involved when one person tries to help another person”.
· Emphasis is on process, i.e. how things are done between people and in groups, rather than what is done.
· Consultation = helping
· Process: how are people working together through their tasks

MODELS OF CONSULTATION
· Different styles of helping have different tacit (unspoken) assumptions about clients, the nature of help, the role of the consultant and the nature of the reality in which client and consultant operate.
· The helper must choose from one moment to the next which style or model of help to use.
· No matter, which style, the concept of helping is central.

Expertise Model: Selling and Telling
· Assumes client purchases some information or an expert service that she is unable to provide him/herself.
· Assumes client knows what kind of information or service he/she is looking for and that consultant able to provide it.
· Problem: Clients frequently dissatisfied with results and rate of implementation is low.

The Doctor-Patient Model
· Consultant invited in to asses an organization, diagnose the cause of current problems and make recommendations.
· Uses assessment tools such as questionnaires, skills inventories, interviews.
· Consultant then brought in to administer the change program.
· Problem: Often the intervention doesn’t “sit well”: consultant doesn’t have access to all relevant information, operates from a different reality, client unable to make recommended changes.
· The diagnosis itself is an intervention: asking questions causes people to focus and think differently.
· Consultant is more involved than in expertise model

Process Consultation
· Clients often do not know what is really wrong. Consultant helps diagnose the problem, but client “own” the problem.
· Clients often don’t know what kinds of to seek. Consultant clarifies types of help available.
· Most clients want to improve things but need help identifying what to improve and how to improve it.
· Most organizations can be more effective if managers and employees learn to assess own strengths and weaknesses.
· Main model we would operate from.
· Assumes that people do what’s needed to move toward improvement
· Only clients know what will work in their organizations.
· Decision-making remains with the client: unless client learns to see problems for themselves and to think through own solutions, they will be less likely to implement solution.
· Aim of process consultant is to pass on skills of diagnosis and intervention so that clients can continue to improve organization on their own.

COMPARING THE MODELS
· Expert and Doctor models considered to engage in single-loop learning: they aim to fix the problem.
· Process Consultation considered double-loop: aims to increase the client’s capacity for learning so they can fix own problems in the future.
· Although all the models are can be appropriate, depending on situation, Schein maintains that the helping process should always begin in the process consultation mode.

CHALLENGES FOR INTERVENERS
Imagine one of the following scenarios.
You have been invited into an organization to design and implement an intervention aimed at:
· Increasing activity levels of sedentary older employees.
· Reducing bullying among grade eight (Secondary II) girls.
· Preparing youth in social services care to transition to independent living.
What are some of the challenges you might face?

ARGYRIS – EFFECTIVE INTERVENTION ACTIVITY
Discrepancies
· Between the intervener and the clients’ views on the causes of the problem
· Between the intervener and the clients’ views on how to create effective change
· Between the interveners ideals (what they want to do) and their behaviour (what they actually do)

Marginality
The intervener is part of two overlapping, but different worlds.
This can cause confusion about appropriate behaviour.

Perpetual client mistrust
Often clients will find change challenging
Are likely to cope by reinterpreting data so it aligns with existing views
Interveners perceptions are then questioned and mistrusted

Minimal feedback about effectiveness

QUALITIES NEEDED BY INTERVENER
· Confidence in own intervention philosophy and process of change
· Ability to continue to provide accurate perceptions and observations, even when under stress
· Capacity to accept “push back”, to view attacks and mistrust as clients’ attempt to reduce their own anxiety
· High degree of self-trust
· Ability to turn discrepancies, dilemmas and conflict into learning opportunities. “The interventionist strives to create the conditions of psychological distress”.
· Understanding there’s a process for change. 

EXAMPLES OF AN INTERVENTION METHOD: APPRECIATIVE INQUIRY
· Large systems intervention
· Initially an organizational intervention aimed at shifting organizations away from “problem-based management”
· Key principle: human systems grow in the direction of what they persistently ask questions about.
· Operates from the positive core of organizational or community life, i.e. what “gives life” to an organization

Appreciative Inquiry (AI) is both a process and a philosophy.

Process: AI has a number of steps or phases or cycles that an AI practitioner follows in working through the process with an organization.

Philosophy: AI emphasis collaboration and participation of ALL voices in the organization, approaches change as a journey rather than an event, and has a systems orientation that focuses on changing the organization rather than the people.
· Appreciate: valuing; recognizing the best in people and organizations.
· Inquiry: the act of discovery, exploration, examination, looking at, investigation and study.




DIFFERENCES BETWEEN PROBLEM SOLVING AND AL
Problem-solving:
· Identify the problem
· Conduct an analysis of the causes
· Analyze possible solutions 
· Plan some action or treatment.

Appreciative Inquiry
· Appreciated and value the best of “what is”
· Envision  “what might be”
· Dialogue about “what should be”
· Innovate and create “what will be”

Deciding what’s the best of what’s going on around us
[image: ]

THE AL PROCESS
Discovery – mobilizing a whole system in a multiple stakeholder inquiry into the positive core. People interview each other, ask questions and start a change
Dream – creating a results-oriented vision based in discovered potential and questions of higher purpose, “What is the world calling us to become?”
Design – Creating “possibility propositions” for the ideal organization
Destiny – strengthening the capacity of the whole system to sustain and initiate ongoing positive change

TWO FEATURES OF THE AL PROCESS IN MORE DETAIL
1. “Affirmative topic choice”
· This is the starting point and most strategic aspect of the process
· Becomes the agenda for learning, knowledge sharing and action
· The questions we ask shape our thoughts and actions.
· First choose your topic, how do you word it. 
Examples:
· British Airways: “Exceptional Arrival Experience”
· UK National Paediatric Liver Service: “Best professional patient interactions”
· United Religions Initiative: “Promoting and creating peace”

2. The Appreciative Interview
· Central technique of AI
· One-on-one dialogue among organization or community members 
· Use questions on “high-point” experiences, valuing and what gives life to the organization or community
· Interviews take place across organizational levels
· Data generated feeds into dream, design and delivery/destiny phases
· The act of asking the question itself is an intervention

Asking people about their experiences.
Topic: Creating Excellent Educational Experiences
1. Describe a time in your educational experience that you consider to be a high poin t- a time when you were most engaged and felt alive and vibrant.
2. What do you value most about yourself as a student and about the institutions in which you have studied?
3. What are the core factors that you give life to your educational experience? 

Homework: Readings this week:
#18 Schein, E. (1999) “What is process consultation?”
#17 Argyris, C. (2006) “Effective intervention activity” (USE POWERPOINT AS A GUIDE)
#20 Cooperrider, d. & Whitmen, D. (2007) “Appreciative Inquiry: A positive revolution in change”

Practice Exam Questions
What is the system principle of an elementary school?
a) To promote an education to children
b) To protect children and keep safe
c) To provide recreational services to the community
d) All of the above
e) None of the above

Name 3 features or qualities of a system. 
· Emergent properties
· Whole is greater than the sum of its parts
· If you divide it, it loses its essential properties
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WHOLE SYSTEM LEARNING
· Key task for learning organizations is examining assumptions and encouraging reflective assessment of perspectives and frames of reference
· Need to become aware of how organization subtly repeats its routines without thinking about what want to accomplish; produces unintended results 
· Assumptions of the way the world works. 
· Diagnostic review: analysis of organizations strengths and weaknesses at a given time. Take a look at yourselves now, visions and goals, SWOT analysis v

DIAGNOSTIC REVIEW QUESTIONS
· Where are we now? (situational analysis)
· Where do we want to go? (vision, mission, key goals, objectives)
· How do we get there? (strategies, actions)
· What organizational structures are needed? (structures emerge from above)
· Who is going to pay? (budget, revenue sources)
· How will we know when we get there? (evaluation)

STAGES OF A REVIEW
1. Initial entry
2. Formulating a contract & establishing a helping relationship
3. Diagnostic analysis
4. Goal setting and planning
5. Taking action & cycling feedback
6. Completion & termination

ACTION LEARNING
“reflection on the ways in which our context, values, goals and experiences influence our perceptions” (p. 40)
· When people do not apply action learning, they operate by trial and error
· When they reexamine their strategies and governing values that influence those strategies, they can adjust the gap between where they are and where they want to be
ACTION SCIENCE
Principle 1: Our behaviours are based upon our implicit theories of reality.
Principle 2: Our actions tend to be consistent with our theories.
Principle 3: Our implicit theories of action tend to be unconscious.

UNDERSTANDING OUR THEORIES
· Ladder of inference: explains how assumptions, rather than data, inform decision-making
· Espoused theories: theories we are aware of and can state; what we consciously intend, what we say we do
· Theories-in-use: common assumptions about self, others and the situation, and the connections among action, consequence and the situation. This is what we actually do, these are often unconscious 
· Incongruence between the two must be examined and reduced

ACTION RESEARCH PROCESS
· By failing to consider whether results they produce match intentions, people get caught in single-loop cycle, i.e. plan-do, plan-do, plan-do
· Action research is a consciously directed, cyclical process through which people problem solve following clearly defined phases:
Plan-Do-Check-Act
· This leads to double-loop learning: monitoring behaviour and checking assumptions while in the process of achieving goals
· Only through such examination can we reach our full potential

WHAT IS A SEARCH CONFERENCE
“A participative process in which a group develops a set of strategic goals and action plans they will later implement”
Examples:
· Software developer: To develop strategic plans and actions plans allowing the business to penetrate select market niches. (Trends)
· U.S. Government Agency: To sustain community development after regional loss of $200 million tax base
· Colorado Mountain Community: To search for common group and develop plans for diverse regional interests including education, gambling, farming, commercial interests and recreation
· Where do we want to go and how do we get there.

· Open systems theory states that all systems have permeable boundaries and are, therefore, open to their environments. They have to adapt to changes in the environment
· Open systems theory asserts that for a system to be viable over time, it needs to:
· constantly scan the relevant environments for changes that might affect its viability, and
· actively adapt to new information it receives in such a way that it also influences those environments.
· Close systems will all come to an end.

[image: ]



KEY POINTS
· Search Conference is a practical application of open systems theory.
· Search Conference integrates learning and planning
· Result is active adaptation – change that is “in sync” with the wider environment

IDEAL SEEKING
· Ideals are people’s striving for perfection.
· They provide a source of hope and long-term guidance for people who are trying to deal with uncertainty.
· Ideals are implicit in people’s statements about their desirable future.
· Emery identified a core set of human ideals that curb social turbulence:
· Belonging – human need to belong and identify with others
· Nurturance – need to care for and take care of something
· Humanity – putting human well-being and development above other interests
· Beauty – conscious striving for outcomes that are intrinsically appealing and aesthetically attractive

THE PROCESS
· Changes outside the system
· Most desirable and probable futures of the world outside the system

· Historical events and forces that shaped the system
· Analysis of the present system
· Most desirable future for the system

· Constraints and dealing with them
· Most desirable and achievable system
· Action plans

· SC community diffuses goals and plans

· “Funnel” analogy: participants initially focus on all possibilities and gradually focus on specific best options
· Community building event
· 20-35 people

Key Requirements
· Decide exactly what the system is, i.e. where to draw the boundary
· Determine who does and does not participate
· All levels and perspectives within the system need to be represented
· All participants must have responsibility for some aspect of the job, and therefore the outcome of the Search Conference
· This means stakeholders, such as customers, do not attend

OUTCOMES
· Visible outputs
· Well-articulated set of goals
· Coordinated action plans
· A community of people who have learned how to actively and adaptively plan
· Shared learning, understanding and motivation
· Learning about the environment by all
· Common commitment to implementation
· Shared knowledge about past, present and future
· Common set of ideals 
· Communication
· Environment for open exchange of ideas
· Reduced consciousness of rank/status
· Critical thinking and challenging of assumptions before action

PARTICIPATIVE DESIGN WORKSHOP
· A highly structured and participative process in which people redesign their own organizational structure
· Based upon the foundational understanding that the structure of an organization (i.e. the way it is organized to get the work done) will have a profound affect on the individuals’ experience within that organization

TWO GENOTYPE DESIGN PRINCIPLES
· Design Principle 1 (DP1): The Bureaucratic Design Principle
· “Redundancy of parts”
· People are replaceable parts
· Critical feature: responsibility for coordination and control NOT with people doing the work
· Produces supervisory hierarchy
Manager


Supervisor


				People
	
	
	

	
	
	


				Tasks


· Design Principle 2 (DP2): Democratic Design Principle
· “Redundancy of functions”
· Each person develops more skills than he/she can use at one time
· Responsibility for coordination and control located with people doing the work
· Produces a flat hierarchy

Management team




People

Whole Task










· Management and teams negotiate goals for the team
· Team organizes itself to achieve the goals and monitors progress
· Reward comes from acquiring new skills (i.e. learning) rather than rising up hierarchy
· Double-lines signify relations: two-way communication and negotiation, not supervision











THE SIX CRITERIA
· A set of psychological requirements people have when attempting to do productive work
1. Elbow room: autonomy in decision-making
2. Continued learning, requiring both the ability to set goals and accurate and timely feedback
3. Variety
4. Mutual support and respect
5. Meaningfulness, which consists of a. doing work with social value and b. seeing the whole product or service
6. A desirable future

PROFOUND CHANGE
· Not a “tweaking” method: Effect of the change profound and far-reaching
· Fundamental redesign of the structure results in change in roles and responsibilities of all members or the organization
· Changes the way pay is determined and the way people and jobs are classified
· Top management role changes from managing the functioning of the organization to “riding the boundary” between the system and its environment
· Disseminate knowledge of relevant environmental change
· Update strategic plans and policies
· Ensure overall financial health
· Ensure conditions are right for new structure to proceed

PROCESS
1. Introduction
2. Analysis
· Participants score themselves on six criteria
· Participants identify skills used and needed in their unit
2. Structural redesign
· Participants draw the work flow and current organizational structure
· Participants redesign the structure, not the workflow
3. Practicalities for success
· Participants draft a comprehensive set of measurable goals for each team/unit
· Participants decide on the training required for start-up, what else is required (e.g. means of coordinating with other groups), career paths based on skills development
· Participants show how the design improves scores on the six criteria

GUIDING PRINCIPLES
· The entire entity will move to DP2.
· No designs will be imposed.
· The process is educational. Everyone learns design principles.
· Those who work in a section/unit redesign their section/unit.

OUTCOMES
· Higher productivity and quality. Each team has clear goals linked to organization’s strategic goals
· Increased responsibility and commitment because all members treated as responsible adults
· Reduction in infighting. Each team has identified area of work and interactions with other groups clearly defined
· Increase in multiskilling

Practice Exam Questions
1. [bookmark: _GoBack]Which of the following would be the best example of schein’s description of the expertise model
a. Consultant s higher to evaluate the strengths and weaknesses of the organization provide recommendations and lead the implementation of these recommendations
b. Consultant works with a client to help him or her better understand the organizations needs and various options for intervention
c. Consultant is hired to conduct a survey on employee satisfaction 
d. A senior manager invites an inspirational speaker to motivate employees

2. Choose one stage from Hayes stages of psychological reaction. Name the stage and briefly describe its characteristics. 

Example:
· Shock stage: awareness, operating on auto pilot, numbness
· Depression: reality sets in and stress prevails
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