Wicked Problems & Clumsy Solutions
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Change

1. The Problem of change

2. What kind of a problem are you facing?
« Tame, Wicked or Critical?
« Elegant Solutions to Tame & Critical Problems

3. Addressing Wicked Problems
 Why Elegant Solutions don’t resolve Wicked Problems
 Why Clumsy Solutions to Wicked Problems might work
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The Problem of Change The NHS: ¥ century of change (AKA' Rgftrg?turmg)

1982: Abolition of Area Health Authorities E‘g
1982-85: Introduction of general management
1985: Creation of NHS Board at the Dept of Health
1989-93: Establishment of NHS Trusts
1989-95: Creation of GP Fundholding & Commissioning
1989-95: Setting up NHS Management Executive (later NHS Executive)
1990: Replacement of FPCs (Family Practitioner Clinic) by FHSAs Family Health Service Authority
1991-97: Reconfiguration of Health Authorities
1991: Restructuring of NHS Organisation Boards
1994: Reorganization of RHAs (Regional Health Authorities)
1994: Abolition of FHSAs & incorporation into Health Authorities
1995: Reconfiguration of Acute Services & Trusts
1996: Abolition of RHAS, incorporation into NHS Executive
1997: Abolition of GP fundholding, replacement with PCGs (Primary Care Group)
2000: Abolition of NHS Executive, incorporation into the Dept. of Health
2001: Abolition of NHS Executive Regional Offices, move to Regional DHSCs
(Directorate of Health & Social Care) at Dept of Health
2001: Replacement of larger health authorities with SHAs (Strategic Health Authorities)
2001: Replacement of PCGs with PCTs (Primary Care Trusts)
2002: Creation of Foundation NHS Trusts
2002: Creation of Health and Social Care Trusts
2005: Merger of 300 PCTs into 100 larger PCTs
2005: Merger of 28 SHAs into 10 larger SHAs
2006: Reorganization of Dept. of Health to split NHS and DH responsibilities




The Problem of Change

Drowning in the waves of change

BOHICA



Top ten critical change issues

The Problem of Change

1. An accepted need to change
2. A viable vision/alternative state
3. Change agents in place
4. Sponsorship from above
5. Realistic scale & pace change
6. An integrated transition programme
7. A symbolic end to the status quo
8. A plan for likely resistance
9. Constant advocacy
10. Alocally owned benefits plan



The Problenwith Change:

@ 75% of change programmes fail in their own terms



The Problem with Change

Do dfferent kinds of problems require different kinofschange?

1. Critical Problems: Commanderjs
2. Tame Problems: Management ‘l

3. Wicked Problems: Leadership
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Problems, Problems, Problems

Critical Problems: Commander

Portrayed as self-evident crisis; often at¢attevel

General uncertainty — though not ostensiblydywmander who provides ‘answe
No time for discussion or dissent

Legitimizes coercion as necessary in the circumesafur public good
Associated with Command

Encouraged through reward

Commander’s Role is to take the required decisive action — that is to:
provide the answer to the problem




Plato’s Philosopher-Kings:
Omnipotent and Omniscient Commanders

White Elephants:

1. Albino Elephant: Deity - Omniscient & Omnipotent
2. Expensive & Unnecessary & Foolhardy Expense



Problems, Problems, Problems
Tame Problems: I\/Ianagement —Tame and Wicked Problems (Rittell and Webber, 1973).
Problems as PUZZLES — there is a solution
Can be complicated but there is a unilinear satutoothem —
these are problems that management can (& hasopisty) solved

The problem of heart surgery is a Tame problem
It's complicated but there is a process for solving it
& therefore it has a Managerial Solution/Answer

Launching a(nother) new product is a tame problem

Relocating is a tame problem

Management’s role is to engage the appropriate process to solve the TAME problem




Problem

Management as a Science
F W Taylor’'s engineering:
the application of science to achieve the one best solution

Solution




Wicked Problems have no simple solution because

Either novel or recalcitrant ’

Complex rather than complicated (cannot be solvesbilation)
Sit outside single hierarchy and across systems — ‘solutieates another proble

They often have no stopping rule — thus no definibbsuccess
May be intransigent problems that we have to leativé with

Symptoms of deep divisions — contradictory certitudes
Have no right or wrong solutions but better or worseedbpments
Super surgery
Securing the ‘right’ answer is not as important as seguollective consent.
Feasibility not optimality; coping rather than solyin

Uncertainty & Ambiguity inevitable — cannot be detktbrough correct analysis —
Keat’'s “Negative Capability”

Problems for leadership not management; requiréigadlicollaboration not scientific
processes - role is to ask the appropupiestion& to engage collaboration




Leaders as wheelwrights: Leadership as an art

3C. BC Emperor Liu Bang held bangquet on consolidabibChina

Surrounded by nobles, military & political experts.

Guest asked Chen Cen (military expert) why Liu Basag Emperor.

Chen Cen: ‘What determines the strength of a wheel?’

Guest: ‘The strength of the spokes’

Chen Cen: ‘2 sets of spokes of identical strength odichaecessarily make wheels of
identical strength. The strength was also affectedhégpaces between the
spokes, & determining the spaces was the true areaffieelwright.’



Differentiating ‘Authority’
(legitimate power)
Command, Management,
&

Leadership Command  Management Leadership

Space Tactical Operational Strategic

Time Short Term Medium Term Long Term

Problem Critical Experienced New/recalcitrant



Differentiating Management, Leadership & Command

Command: just do it (it doesn’t matter what you think)

Management: déja vu (I've seen this problem before;
| know what process will solve it)

Leadership: vu jadé (I've never seen this problem before;
| need to get a collective view on what to do about this)



Problems & Power

Crisis Tame Wicked
Coercive Calculative Normative
Command Management Leadership

Etzioni’s forms of compliance




Increasing
uncertainty about
solution to problem

LEADERSHIP:
Ask Questions

WICKED

MANAGEMENT

TAME Organize Process

COMMAND:

Provide Answer

CRITICAL

Increasing
requirement
for
CACULATIVE/ collaborative
RATIONAL compliance/
resolution

v




WHAT KIND OF PROBLEM IS IT?

DO YOU KNOW HOW TO SOLVE THIS PROBLEM?

YES / \ NO

v v

IS IT ACRISIS? | ¥reeu, ... DOES ANYONE KNOW TO SOLVE THIS?
......llllllll YES{ ﬁ()_
YES NO I

CRITICAL PROBLEM TAME PROBLEM WICKED PROBLEM

ACT AS ACOMMANDER | ACT AS A MANAGER ACT AS ALEADER

BE DECISIVE USE S.0O.Ps. ASK QUESTIONS & USE CLUMSY SOLUTIONS
PROVIDE ANSWERS




Addressing Wicked Problems:

« Why Elegant Solutions don’t resolve Wicked
Problems




Four primary ways of organizing - and understanding - social life
(Weberian ideal types via Douglas)

High

A

GRID:
Rules

Roles

»  High
Low

GROUP ORIENTATION
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GRID:
Rules

Roles

Low

Elegant Solutions are elegant because they
rely upon a single — internally consistent —
mode of understanding and action

More power, rules &

There’s nothing we can do :
enforcing rules

More freedom IAN
to use rational choice Greater solidarity
Logic, Rationality

High

\4

GROUP ORIENTATION



But while Elegant Solutions may solve Tame &
Critical Problems they may not solve Wicked Problems

High
A
There’s nothing we can do VIOKE POWET, TS &
enforcing rules
GRID:
Rules
&
Roles INDIVIDUALISM
More freedom IAN
to use rational choice Greater solidarity
Logic, Rationality
»  High
Low

GROUP ORIENTATION



More freedom to pursue rational logic as the Individualists’ elegant solution to the
Wicked Problem of making followers comply

Argument & the limits of elegant logic




More freedom to pursue rational logic as the Individualists’ elegant solution to the
Wicked Problem of making followers comply

Festinger’'s Cognitive Dissonance
‘Dissonance: discord

Aesop’s Fable: The Fox and Grapes

Pragmatics of Change






Festinger’'s Cognitive Dissonance

The power of faith: the god Sananda cult
Midnight 21 December 1954: global flood
Press release from Marion Keech

Phone call: ‘Hey, there’s a flood in my bathroom annwa come over
& celebrate?’ = Sananda’s special assistant

Attitudes reoriented to fit behaviour/reality’

Public statements at variance with private beligfiserate change in
private beliefs

Humans are rationalizing rather than rational atsma



Festinger’s Cognitive Dissonance

The power of money: spools, pegs

$1 or $20




Festinger’s Cognitive Dissonance

Humans are Rationalizing creatures not Rationatares

Turandot (Puccini)

Designer : Paul Steinberg




But elegant solutions don’t solve Wicked problems

High
A
HIERARCHY
There’s nothing we can do IR POWET, s o
enforcing rules
GRID:
Rules
&
Roles INDIVIDUALISM
More freedom IAN
to use rational choice Greater solidarity
Logic, Rationality
»  High
Low

GROUP ORIENTATION



Rule-following as the solution to the perennial problem of leaders:
how to stop followers “using their initiative”







But elegant solutions don’t solve Wicked problems

High
A
There’s nothing we can do VIOKE POWET, TS &
enforcing rules

GRID:
Rules

& EGALITARIANISM
Roles

More freedom e
to use rational choice = Greater solidarity
Logic, Rationality
»  High

Low

GROUP ORIENTATION



Why the elegance of egalitarians’ solidarity doesn’t solve Wicked Problems:
Group think & Peer Pressure as regressive

Space Shuttle Challenger disaster 28 January 1986

NASA managers had known that contractor Morton Thiokol's design of the ‘O’ ring
seal on the SRBs (Solid Rocket Booster) contained a potentially catastrophic flaw in

the O-rings since 1977, but they failed to address it properly. They also ignored
warnings from engineers about the dangers of launching on such a cold day and
had failed to adequately report these technical concerns to their superiors.




Why the elegance of egalitarians’ solidarity doesn’t solve Wicked Problems:
Group think & Peer Pressure as regressive

Latane and Darleyf he Bystander Proble(m9o68)

Room 1 has an individual staging an epileptic fit
Adjoining room has:

1 person = helps 85% of the time

5 people + = help only 31% of the time

Smoke emerging from room reported
/5% of the time by lone passers by
38% of the time by groups passing by
Groups diffuse responsibility




So how do you address wicked problems?

* First, recognize that Elegant Solutions probably wo n't work

» Second, consider the pragmatic utility of Clumsy So lutions




Clumsy Solutions for Wicked Problems:

Creating a Clumsy Solution Space

From elegant to clumsy; from straight line to crooked; from architect to bricoleur
‘You shall love your crooked neighbour with your crooked heart’

(W H Auden: As | walked out one morning)
‘Out of the crooked timber of humanity no straight thing was ever made’ (Kant)

Indivi li i '
dividualists Hierarchists

Egalitarians



But Elegant solutions don’t necessarily provide solutions for

Wicked Problems: Scissors, Paper, Stone

Individualists

Individualists good at Hierarchists good at decision-making but:

innovation & protecting self
but markets rely upon:

» Hierarchies to develop
system to promote exchange
» Egalitarians to protect
community

 without distrust generated by egalitarians
likely to degenerate into corruption &
 without creativity of individualists they
stagnate

Egalitarians

Egalitarians good at consensual processes but poor at decision-making & cult-like

expulsions common — need:
 Hierarchists to get decisions &

* Individualists to protect individuals




High

GRID:
Rules

Roles

Low

Elegant (single mode) Solutions to Global Warming

>

GROUP ORIENTATION

UN Framework
Convention on
Climate Change

High



Clumsy Solution for Wicked Problem of global warming

Individualists

Technical innovations Hierarchists
Stronger global regulation of

t lobal
0 address globa carbon emissions AND ...

warming at every level
AND ...

Egalitarians
Change in consumption patterns & more sustainability AND ....




Wicked Problems require Bricoleurs not Rational Calculating Machines

Those who can prosper in a clumsy pragmatic way, not those
restricted to elegant single logics:

those who ‘do it themselves’, who experiment, & learn from mistakes

Bricoleurs make progress by stitching together whatever is at hand,
whatever needs stitching together to ensure practical success.

Not clean world of analytic models & rational plans for progress to
perfection




So how do you address wicked problems?

Adopt the role of the bricoleur: stitch together a clumsy systems’
solution comprised of elements of all three ‘elegant’ modes

Individualists Egalitarians

Questions not Answers Collective IQ not Individual Genius

Reflection not Reaction Positive Deviance not Negative Acquiescence

Empathy not Egotism Community of Fate not Fatalist Community

Hierarchists
Relationships not Structures
Constructive Dissent not Destructive Consent

Extraordinarization of the Mundane




Individualists

Questions not Answers

Reflection not Reaction

Empathy not Egotism



Questions not Answers

Pre Katrina briefing for George Bush

Max Mayfield, National Hurricane Centre: “I don’t think anyone can tell you
with any confidence right now whether the levees will be
topped or not but it's obviously a very very grave concern”

Michael Brown, Director FEMA, “My gut tells me this is going to be a bad
one and a big one ... | don’t know whether the dome roof can withstand a
cat 5 hurricane”

George Bush asks no guestions

George Bush on national TV on the eve of the hurricane
George Bush: “l want to assure the folks at home that we are fully
prepared”

George Bush just after the hurricane: “I don’t think anyone anticipated the
breach the levees

George Bush, February, “see here’s the problem, there was no situational
awareness ... we weren't getting solid information



Reflection not Reaction

Buncefield fire as a Wicked problem



Empathy not Egotism

If people are primarily self-referential

Then we should build this into the change model
Sun Tzu’s Golden Bridge




Empathy not Egotism Allan Leighton

. . Royal Mail
How to acquire empathy: become an anthropologist
(Drew Jones: The Courage to Innovate, 2008, Triarchy Press)
Walk a mile in my shoes:

Go back to the floor

or reverse this -

Become a mystery customer

Not what people say in focus groups or in surveys — these are artificial environments

but what they do under normal circumstances

Bruce Parry



Egalitarians

Collective 1Q not Individual Genius

Positive Deviance not Negative Acquiescence

Community of Fate not Fatalist Community
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Lieberman, M.V., Lawrence, J.L and Williams, M.D. (1990) ‘Firm Level productivity and Management Influence’ Management Science 36(10)): 1193-1215.

Collective intelligence not individual genius — this IS a systems’
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GM: Firm level productivity and leadership (1970 = 100)

Lieberman, M.V., Lawrence, J.L and Williams, M.D. (1990) ‘Firm Level productivity and Management Influence’ Management Science 36(10)): 1193-1215.

Collective intelligence not individual genius
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Lieberman, M.V., Lawrence, J.L and Williams, M.D. (1990) ‘Firm Level productivity and Management Influence’ Management Science 36(10)): 1193-1215.
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Collective intelligence not individual genius —
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Mazda: Firm level productivity and leadership (1970 = 100)

Lieberman, M.V., Lawrence, J.L and Williams, M.D. (1990) ‘Firm Level productivity and Management Influence’ Management Science 36(10)): 1193-1215.

Collective intelligence not individual genius
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Toyota Firm level productivity and leadership (1970 = 100)

@ TOYOTA
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Comparing Random and Scale-Free Distrib&@val{asi)

In the random network, the five nodes with the most links (in red) are connected to
only 27% of all nodes (green). In the scale-free network, the five most connected nodes (red)
are connected to 60% of all nodes (green).

RANDOM/EXPONENTIAL SCALE-FREE

Collective intelligence not individual genius —




Collective intelligence not individual genius —

Whole Systems or Hierarchies?
Wholes or Horizontal Slices or Vertical Slices?

IKEA & Ektorp sofa: 48 hours to change the system

2003, Future Search (Weisbord and Janoff)

52 stakeholders & 18 hours to redesign the product
& system




Positive Deviance not Negative Acquiescence

If you don’t have the answer find those that do:

Positive Deviance

Via Maria Zeitlin:
Why, in the midst of malnourishment are some children well nourished?

-Because they adopt deviant practices
-Jerry & Monique Sternin field test in Vietnam for Save the Children 1990
-TBU: Conventional wisdom on malnutrition is TBU: true but useless
-poor sanitation,
-food-distribution,
-poverty,

-poor water:

-all these take time



Positive Deviance not Negative Acquiescence

Positive Deviance: Malnourishment in Vietham (Stern  in)

1. Don’'t assume you have the answer

2. Ildentify conventional wisdom:  what do the majority do?:
Avoid food considered as low class/common
Don’t feed children with diarrhoea
Let children feed themselves or twice a day max.

4. ldentify & analyze positive deviants:
Use low class/common food — it’s nutritious: field shrimps, small crabs & sweet potatoes
Feed children with diarrhoea — it's critical to recovery
Actively feed children many times during the day
- self-fed children drop food on floor so it's contaminated
- children’s stomachs can only take a finite amount of food at any one time

5. Enable self-adopting behaviours don’t teach new knowledge in a class-room

6. Track results & publicize them

Pragmatics of Change



Community of Fate not a Fatalist Community

Panorama: Taking Back the Streets BBC One 8.30pm on

Anne Glover
Braunstone in Leicester

"It never ceases to amaze me how a minority can
control an area where a majority of people live... all
because of the fear factor. If you stick together on an
iIssue they can't intimidate you."

Anti Social Behaviour: Social Capital & Leadership

Monday 3 March 2008



Hierarchists

Relationships not Structures

Constructive Dissent not Destructive Consent

Extraordinarization of the Mundane




A Reminder: Relationships not Structures




RelationShipS not Structures The NHS: % century of change (AKA Restructuring)

1982: Abolition of Area Health Authorities

1982-85: Introduction of general management

1985: Creation of NHS Board at the Dept of Health

1989-93: Establishment of NHS Trusts

1989-95: Creation of GP Fundholding & Commissioning

1989-95: Setting up NHS Management Executive (later NHS Executive)

1990: Replacement of FPCs (Family Practitioner Clinic) by FHSAs Family Health Service Authority

1991-97: Reconfiguration of Health Authorities

1991: Restructuring of NHS Organisation Boards

1994: Reorganization of RHAs (Regional Health Authorities)

1994: Abolition of FHSAs & incorporation into Health Authorities

1995: Reconfiguration of Acute Services & Trusts

1996: Abolition of RHAS, incorporation into NHS Executive

1997: Abolition of GP fundholding, replacement with PCGs (Primary Care Group)

2000: Abolition of NHS Executive, incorporation into the Dept. of Health

2001: Abolition of NHS Executive Regional Offices, move to Regional DHSCs
(Directorate of Health & Social Care) at Dept of Health

2001: Replacement of larger health authorities with SHAs (Strategic Health Authorities)

2001: Replacement of PCGs with PCTs (Primary Care Trusts)

2002: Creation of Foundation NHS Trusts

2002: Creation of Health and Social Care Trusts

2005: Merger of 300 PCTs into 100 larger PCTs

2005: Merger of 28 SHAs into 10 larger SHAsS

2006: Reorganization of Dept. of Health to split NHS and DH responsibilities

Structure
Process

Relationships & ldentity:
Not - what do you do? (e.g.,
how many operations have

you undertaken)
But — what are you? (e.g.,
what is your purpose?)




Destructive Conse

Air Florida 90 (‘Palm 90’) (737), January 13 198Recut14.15 to Fort Lauderdale.
Captain Larry Wheatoni1Officer Roger Pettit
Take-off check list commences
Pettit: Air conditioning & pressurization?
Wheaton: Set
Pettit: Engine anti-ice?
Wheaton: Off
15.59: cleared for take off & throttles open
Pettit: ‘It's real cold, real cold’
Wheaton: It's spooled. Real cold, real cold.
Pettit: God, look at that thing. That doesn’t seaghtridoes it?
Uh, that’s not right.
16.00 Wheaton: Yes, there’s 80
Pettit: Naw, | don’t think that’s right. Ah, mayligs. iﬁ;nif‘NFaSJ?YétESSé?éf’e vanagementsysiem
Wheaton: 120 Navy: sl
Pettit: | don’t know
Wheaton: V1. (Lift off, but nose rises too quicklyady. V2
16.01 Crashes into bridge over Potomac: 6 survivors



Sloan’s Dilemma

‘Gentlemen, | take it we are all in complete agreation the
decision here?’

Consensus of nodding heads.

“Then | propose we postpone further discussiomisf iatter
until our next meeting to give ourselves time toalep
disagreement and perhaps gain some understanding of
what the decision is all about.’
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