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It is time to get serious about a lot of things.  Just look around for a moment.  Problems and challenges are everywhere, even where they are not supposed to be.  I remember a pleasant evening in Florida back in 1977 while as a young computer engineer having a conversation about the future with Bud Parrish of Systems Engineering Laboratories, we concluded that if the human race could make it through the 1980s without a nuclear nightmare, life would become less risky.  We certainly were naive. The world is more-risky than ever, and business and government leaders are hard pressed to understand it all.  In many cases, experts offer opinions as solutions and fail to remind the public that they simply do not know how to solve many of this world's current crop of problems.  After all, being a human being is difficult. We are paradoxical creatures - forward living and backward thinking. 

Today, many consultants and experts talk about "the paradigm shift" in business, government and science.  They argue that as the 21st century approaches, new forms of business organization and corporate and government leadership are required to offer hope of human progress in the decades ahead.  Indeed, some argue that executives are transforming the business corporation into a learning organization via a new organizational model that is evolving from the expanded paradigm implicit in system thinking.  Others refer to the organic or biological perspective as the more appropriate model for describing the human condition, be it in government, business or academia.  It is apparent to even the most cursory observer that "something is afoot," as Holmes would say.

While interested persons are met with a wave of books and tapes on the new paradigm in business and government, they do not find their curiosity met in any organized way.  The full scope of what is happening today is hidden behind a veil of commercialism and under-conceptualism.  The reader is likely to remain ignorant about the more important aspects of the current paradigm shift and what it truly means to his or her life.  As Phillips (1976) once observed, the reader may not be aware that the current discussions over the paradigm shift "are related to those over system theory, over organicism in biology and psychology, over structuralism and functionalism, and over internal relations in philosophy" (p. 2).  It is no wonder that confusion is the hallmark of developed society.  While a clear statement on the central ideas of the current age is difficult to find, failure, insecurity, instability, anxiety, hopelessness, helplessness, waste, cynicism, and all the rest are consuming this and the generation to come.  While we have missed some great opportunities for human achievement in the past, history is destined to repeat itself if we overlook our responsibility to guide our own evolutionary unfolding that will be realized in the decades to come. 

The paradigm shift is not a simple idea to present.  Unfortunately, the pundits of the paradigm shift explanation of modern life often fail to provide an in-depth explanation of what it is they mean by paradigm shift.  What, for example, are we shifting from?  And to what?  What are the philosophical challenges and presuppositions implied in this shifting scene?  Moreover, are we really revisiting current territory in a new language, a repackaging of familiar goods so to speak?  Or are we really moving into a new dimension of human understanding, and with all that this may mean?  Perhaps the new shift is really the received view obscured by the good intentions of under-conceptualized innovation?  Better yet, maybe the recent shift is really ancient thinking rediscovered by amateur exploration and entrepreneurial spirit?  My experience is that the paradigm shift is probably all of these things.  For example, the organic analogy, an important aspect of the paradigm shift, was successfully introduced by the tribune Menenius Agrippa in his effort to quell an outbreak of civil disobedience long before Miller (1978) wrote his great work Living Systems.  It seems that the longer we endure, the more we demonstrate that nothing under the sun is new. 

This book presents a platform for answering many of the questions posed above.  It reflects on the core issues of emerging thought and clarifies a few of the more significant implications that this thought raises in the academic, business and government communities.  It provides a guide to leaders to help them get serious about a lot of things in their lives, and the lives of those in their care.  This book covers an enormous body of thought.  I wrote it with the belief that it is possible to discuss the relevant issues of this age while laying the foundation for solving important problems in business and government that impact performance and productivity in the workplace.  In its totality, this book presents an organizing perspective for thinking about work performance while introducing an operational framework and human systems design methodology for changing the essence of the workplace.  While the systems perspective and Living Systems Theory informs the operational framework, the human systems design methodology lays the foundation for the design of workflow systems in the office environment.  To keep the book on the path forward, the author remembered the admonition of Arthur O. Lovejoy who summed up the current age of the paradigm shift when he wrote:

You may...find much of the thinking of an individual, a school, or even a generation, dominated and determined by one or another turn of reasoning, trick of logic, methodological assumption, which if explicit would amount to a large and important and perhaps highly debatable proposition in logic or metaphysics.

Orlando, Florida  R. L. N.

August 16, 2025
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PERFORMANCE, PRODUCTIVITY, quality, and design are the forces driving the business agenda for the 21st Century.  While hypergrowth is their child, Information Technology (IT) is their tool.  Strategic business issues provide the rationale for embarking on any IT program.  In the drive to attain ever higher levels of productivity, experience has taught the business executive that the office environment is the focal point of corporate and business productivity.  Performance is the reward for a carefully designed office environment that managers operationalize through the implementation of optimized workflow systems.  If we wish to change the "essence of the corporation," we must change the design of the office environment. 

The well entrenched practice of implementing "vertical" information systems and computer software packages in the office is quickly becoming an artifact of the past.  Pressures of competition are forcing executives to view IT as a strategic resource that impacts all efforts to: (1) initiate business reengineering, (2) encourage process innovation, (3) or redesign the office through downsizing and the migration to client-server architectures.  Such pressures call for the design and implementation of new approaches and methods of office design based on the optimum use of IT in the office environment.  The generic model presented in this paper offers such an approach.  With this approach, the designers of workflow systems can at last provide tools that help offices design themselves.

In this book, I focus on a topic that is vital to organizations that depend on complex information technologies.  While providing a model for the design of workflow systems that employ this technology, it frames critical issues that arise between management and technical professionals.  Derived from an information systems case study for building a theoretical model of a strategic workflow system, this work offers a foundation for executives and managers to both define performance criteria and design productivity systems for their organizations.  The work presents an expansive view highlighted by several domains of interlocked disciplines:  systems theory, performance evaluation, philosophy of science, organization inquiry, sociotechnical systems design, and process innovation through the reengineering of work.

The book proposes general systems constructs derived from Living Systems Theory as a framework for designing models of workflow systems as human activity systems.  It is intended to assist executive level decision making in regard to change in organizations to enhance productivity.  The work presents a generic model of the human activity systems that engage in office productivity.  The focus of the generic model on human activity systems as the work system is a departure from current models which either concentrate on the optimization of hardware and software integration while ignoring the people who use them or focus on the optimization of the social system while ignoring the technical systems aspects.  Unlike technical systems, human systems are marked by complexity and uncertainty.  Complexity is defined as the fuzziness resulting from the lack of knowledge about ill-structured problems and uncertainty is confronting the inexplicable or unknown.

An important question raised in this book is the problem of viability of a living system in respect to structure versus function.  For even today, it is not so clear what is structure and what is the relationship of structure to function.  Is a living system viable simply because it consists of all 19 critical subsystems identified in the Theory of Living Systems (Miller, 1987)?  Or do criteria exist that demand acceptable levels of performance to exercise the 19 subsystems adequately?  An important finding of this book is that the generic model provides an executive level methodology for creating and leading fundamental change in organizations.  

This book explores the use of Living Systems Theory as a conceptual framework for designing human activity systems as workflow systems that engage in office productivity.  Workflow systems employ computer technology to enhance, manage and control work performance guided by the dual aim to increase work productivity and help executives determine the feasibility of a proposed strategic organizational redesign.  The design of workflow systems is not only concerned with the automatization of routine office tasks as some authorities argue (Hales & Lavery, 1991; Berson, 1992; Dyson, 1992; Smith, 1992; Stark, 1992).

Additionally, through design inquiry, the Workflow Systems Design Methodology (WSDM) had to become a generic, human systems based metamethodology for designing not just specific workflow systems (WFS) but also strategic organization redesign methodologies.

Going into this project, the author fully understood that this single work in itself would be insufficient to convince those who need convincing or persuade those who need persuading that Workflow Systems Design Methodology (WSDM) based on Living Systems Theory is the framework of the future for modelling the types of sociotechnical systems (STS) that WFS represent.  The author hopes that this book will lead other designers to see the "beauty" (Ramirez, 1991) and value of the WSDM in strategic organization redesign and further develop the methodology presented here.

Ramirez (1991) without hesitation argues that: "An organization is nothing but that - the experience each of us has of the experiences of other organizational stakeholders' of other organizational stakeholders' experiences (and so on)" (p. 2).  The WSDM is a metamethodology for describing and, to a point, understanding the "social architecture" (Perlmutter, 1965) of an organization.  The WSDM outlined in this book presents: "Another way of determining what the manifestation of an aesthetic dimension in the experience of an organization revealed" (Ramirez, 1991, p. 12).

The WSDM obtains its significance from Living Systems Theory (LST) as a "distinctive way of beholding and/or contemplating" (Ramirez, 1991).  Morgan (1986) writes that "our theories and explanations of organizational life are based on metaphors that lead us to see and understand organizations in distinctive yet partial ways" (p. 12).  As a metaphor, LST "proposes a conceptual framework that throws light on ways in which stakeholders sometimes relate to, and in so doing actually constitute, the organization of which they form a part in ways that alternative available perspectives have not" (Ramirez, 1991, p. 26).  For this author, the ways stakeholders relate to and constitute the organization form patterns which are beautiful.  LST presents patterns that reveal structure, process and relationships with systems and environments which consists of the similarity of differences in a common scheme.  To the author, LST reveals organization beauty in living systems and suggests a way of modelling organizations unlike previous ways of seeing and understanding organizations.  Ramirez (1991) writes:

`Pattern' has to do with regularity, with shape, order, form.  Pattern consists of the similarity of differences, that is, in the commonness in the way in which two things are different from the context.  Pattern is a recurring similarity in the differences that distinguish things from the `other(s)'. (p. 39)

WSDM is a systems-oriented metamethodology.  Unlike other authors who believe that the systems approach is only one of more than "twenty scientifically valid ways of studying social organizations" (Ramirez, 1991), the author views the systems approach as a meta-approach which can include aspects of other approaches using Complementarianism.  The systems perspective sees other approaches as equally valid epistemologically.  Like other meta-theories, the author formulated the theoretical foundation of WSDM by systematizing a set of independent methods and techniques, or independent axioms.  Productivity designers can employ WSDM from many diverse and complementary starting points.  Using the conceptual framework of LST, the author indirectly proposes a theory of social organization which leads to understanding of the experiences that organizational subsystems enjoy with each other.  The insights and the understanding achieved through the application of WSDM provides a foundation for evolutionary design and illuminates the path to the attainment of evolutionary competence in organizations.

Ackoff and Emery (1972) describe a system as "a set of inter-related elements, each of which is related directly or indirectly to every other element, and no subset of which is unrelated to any other subset.  Although a system may be part of a larger system, it cannot be decomposed into independent systems" (p. 18).  The WSDM describes organizations as living systems consisting of subsystems whose elements are human beings.  The organization participates in dynamic relationships with several environments and is changed whenever a subsystem enters or exits the system.  Arguments exist over the nature of systems as abstract or concrete.  While some authors see systems as either concrete or abstract, Crozier and Friedberg (1977) argue that systems are both abstract and concrete concurrently.  Ramirez (1991) writes that Crozier and Friedberg (1977, p. 207) see systems as abstract because they are constructions of observers that are not verifiable in reality.  Systems are concrete in that they "explain the persistence and developments of a concrete, delimited, social ensemble" (p. 33).  Systems are not, therefore, a priori to human existence.

Extending Crozier and Friedberg (1977), as human activity systems, organizations are marked by two modes of reasoning: strategic reasoning and systemic reasoning.  Strategic reasoning moves from the individual to the organization to discover not the individual problems of performance but the collective strategies of the organization.  Systemic reasoning moves from the system to the individual to discover the arbitrary dimensions of the system.  WSDM is concerned with identifying and describing the strategic reasoning guiding the organization while defining the embedded arbitrary dimensions of the organization in order to design enhanced workflow systems.  This book develops two related themes.  It progresses from (1) a discussion on the role of executives and managers in increasing productivity and defining corporate performance to (2) a description of the conceptual framework of a Workflow Systems Design Methodology that executives and managers employ whenever they seek to change the essence of their organizations through the design of workflow systems.  Ramirez (1991) translating Crozier and Friedberg (1977, p. 203) writes:  

Without systemic reasoning, strategic reasoning would not be anything other than phenomenological interpretation.  Without strategic verification, systemic analysis would remain speculative -and without the stimulation of strategic reasoning, it becomes deterministic. (p. 34)

This book is both an organization inquiry and a human systems study.  It involves a philosophy of organizations as living systems.  It explores some implications of organization inquiry as a systems inquiry.  It is the exploration of the strategic organization design implications embedded in systems philosophy where strategic design means changing the essence.  "For the inquiry which this book traces, does say a lot about how we know social organizations, about how we know that we know what we do know about a social organization." (Ramirez, 1991, p. 2)  

Many organization inquiries and social system studies begin with the recruitment of subjects, definition of questioning techniques, development of scenarios, production of lengthy transcripts, and the development of support systems.  The author chose another path in this book.  As an executive, management consultant and IT systems auditor, the author has gained much first- hand knowledge about the design of WFS as a strategic program and tactical project.  Living System Theory and Living Systems Process Analysis provided a starting point for launching a systems examination of the design of WFS.  Years of "up close" field experience provided an opportunity to investigate the feasibility of producing a living systems model of human activity systems (HAS) that engage in the design of workflow systems and test the potential extension of that model by arguing its applicability as an organization inquiry tool for designing WFS.  I hypothesized that the living systems model provided by LST suggested an improved clarity of description about the relationships between the structures, processes and environments of an organization in respect to strategic and systemic reasoning.  I believe the methodology outlined in the dissertation offers executives, managers, senior organization designers, and technical project managers an important approach to redesigning their organizations.  Using the WSDM helps designers better clarify the types and classes of activities in which human activity systems engage.  The consulting environment provided a test of the author's ideas and suggested a practical foundation for implementing them.  The systems perspective provided additional insights about the success or failure of the design of workflow systems that is overlooked using the traditional project management approach.

Ramirez (1991) discusses his theory of organizational beauty by arguing that "there are no `recipes' for beauty."  Rather there are "criteria which help one to understand what one means by `beauty'; criteria which are very much applicable to social organizations" (p. 3).  For Ramirez, using the systems approach, beauty is found in the relationship between four elements: beauty, the experience, the object, and the subject.

Viewed from the aesthetic theory of Plato found in the Republic, the Ion, the Timaeus, the Symposium, and the Phaedrus, where Plato suggests a recipe for beauty, Living Systems Theory is likewise concerned about the beauty of social organizations.  Hickey (1972) writes that in the Republic, Plato argues that "there are three arts concerned with any object:  the art of using it, the art of making it, and the art of representing it" (p. 5).  Each one in itself does not lead to beauty; together, however, beauty is possible because wisdom occurs when the art of mere representation is exceeded by the art of making an object to attain the experience found in the art of using the object.  In Book X of the Republic, Plato reasons that three corresponding social functions exist in the state termed the deliberative, executive and productive functions.  These in turn correspond with the three elements of every soul.  This unity in nature is the bedrock of beauty in nature.  Living Systems Theory also outlines a unity in nature when it discusses the input, transformation and output of matter, energy and information.  The three elements of Plato—using, making and representation and/or deliberative, executive and productive—can be seen to exist in LST.  As Plato found beauty in his triads, the author also finds beauty in the Living System Theory approach to understanding organizations.  A fuller outline of the recipe for beauty outlined by the Ancient Greeks from Socrates to Aristotle is presented in the philosophical study of aesthetics.

St. Thomas Aquinas also offers a recipe for beauty based on his own triad. In the Summa Theologica, Aquinas argues that beauty has three conditions:  integrity or perfection; proportion or harmony; brightness or clarity.  Beauty exists in the relationship between these three conditions.  Aquinas takes the direct path to beauty when he reasons that the beautiful is that which pleases upon being seen, "id quod visum placet" (Aquinas, 1952).  For the author, the social organization as seen through a LST model is that which pleases him upon being seen.  The academic education of the author provided an opportunity to view a social organization in respect to matter, energy and information; input, transformation and output; structure, process and environment—the systems triad of a beautiful social organization.

As a model of human nature, LST is incomplete.  Although Miller (1978) did not seek to propose a model of human nature, he argues that generalizations about human nature found in the theories of personality presented by Murray, Sigmund and Anna Freud, and Menninger "involve concepts that are obviously similar to aspects of the general living systems theory" (p. 457).  To the extent that human beings are biological entities, LST considers questions of meaning, stress, anxiety, and personality. Through General Systems Theory, human science methodologists can derive a picture of human nature as unique at the individual level, open, evolutionary, fluid, both reductionistic and expansive, interdependent, cooperative, changing, both complex and simple, community oriented and viable.  While the Tree of Porphyry identifies the hierarchy of attributes in nature from organic to inorganic and from plant to animal to human, LST provides a generic model of subsystems and their transformation processes common to all viable living systems—plant to animal to human.  Building upon these processes, personality theorists have discussed needs, drives, values, adjustment, creativity, constancy, defense mechanisms, coping, attitudes, balance, and cognitive dissonance in their efforts to build a theory of human nature.

As a work in Human Science, the book builds upon LST by outlining an expanded WSDM that includes LST as an important component of the larger methodology.  Due to the incompleteness of LST as a model of human nature, WSDM includes aspects of culture, values, categories, growth, evolution and work design to enhance and extend the contribution of LST as a systems based foundation for designing HAS as sociotechnical systems.  While LST describes the subsystems and their behavior as aspects of a viable living system, WSDM focuses on issues of productivity, performance, organization change and design by considering issues of job enlargement and enrichment, job satisfaction, productivity, initiative, health, welfare, and motivation.  Through design inquiry, Easton (1990) provided the map for extending LST to link and optimize the design of the technical system with the social system by interfacing the design of the value system with the living system.  This design inquiry path resulted in the WSDM as an optimization methodology designed to help executives change the essence of their organizations as STS by helping managers improve productivity and performance in the office environment.

Currently many authorities discuss the redesign of entire organizations.  Using the systems approach, more than a decade ago Ackoff (1981) discussed the changing concept of the corporation.  Pava (1983) discussed the importance of having a Living Systems based organizational strategy to manage the emerging office.  Winograd and Flores (1986) discussed a new foundation for design as "the interaction between understanding and creation".  Closer to our present day, Weisbord (1987) discussed the paradigm dilemma confronting those who set out to design productive work places.  Eason (1988) saw the importance of the relationship between IT, systems design methods and organizational change.  Mohrman and Cummings (1989) discussed self-design as a path to create high performance in organizations.  Senge (1990) discussed the design of the learning organization.  Mills (1991) discussed the method of adopting the cluster model of the future organization.  Beckhard and Pritchard (1992) discussed the importance of leading fundamental change in organizations as a problem of essential organizational change.  Writing about the place of new technology in the world, Davidow and Malone (1992) saw the importance of the systems approach when they discussed the corporation by design.  

Fombrun (1992) saw the importance of strategic change when he discussed the new rules and turning points of the colliding environments of the new world order in business.  Quinn (1992) discussed how knowledge systems are changing corporate structures.  Stark (1992) discussed the importance of designing WFS to support engineering environments.  Peters (1993) discussed how the old rules do not apply any more in planning a business.  Spewak (1993) discussed the concept of planning the corporation as an entity of data, applications and technology.  Tapscott and Caston (1993) discussed the relationship between IT and organizational structure.  Clearly, executive focus is beginning to change.  

Although most of the authorities named above accepted IT as a critical component in the emerging business climate of the next century, most agreed that executives face two overriding factors by far more critical than the design of IT: (1) the business environments faced by the corporations and entrepreneurs of today, and (2) the business problems that constrained the business decision making and impacted the performance and productivity of the corporation.  Executives are supplementing organization development and STS design with the design of WFS.  Executives see IT as a technological capacity for responding to the business problems of today and tomorrow.  Contrary to the view of technicians, numerous executives do not see IT as an end in itself.

In my experience, executives daily face many of the business and organizational problems outlined by the authorities above.  WSDM emerged from this experience.  WSDM provides an extension of the STS design school by focusing on the values associated with the design of information systems as HAS that support a business agenda in the corporate or commercial world.  In the corporate world, WSDM begins at the top and is values driven.  In the design of productivity systems, WSDM reminds executives that they are working in an area dominated by human values as they seek to spread the implementation of advanced IT into the work place.  While STS design warns executives that they must optimize the interfaces between social and technical business systems, WSDM reminds executives that they must do this by designing more appropriate WFS as HAS using relevant methodologies. 

2:  Productivity Begins at the Top

with a Noble Vision



	[image: ]

	 
	[image: ]





[image: ]


Introduction


[image: ]




The value of information technology (I/T) as a strategic resource is finally gaining widespread acceptance in the executive boardrooms across the United States.  Skip Weitzen (1991) maintains that I/T is the force driving the Hypergrowth phenomena of today's fastest growing businesses.  After playing such a crucial role in the strategic success of modern corporations, why is it that so many senior executives fail to recognize the potential of I/T in the design of workflow systems?

This chapter offers executives a new model as a platform from which to design workflow systems.  It focuses on a topic that is vital to organizations that depend on complex information technologies.  While laying the groundwork for the design of workflow systems (WFS) by linking the WFS with the evolution of the corporation, the chapter frames critical issues that increasingly arise between management and technical professionals.  One such issue involves the relationship between corporate executives and designers.  Mohrman and Cummings (1989) argue that "Ongoing interaction between the executive group and the design team is essential if the two groups are to move in concert" (p. 171).

When we consider the impact that I/T has made on the office environment, we more urgently understand the necessity for linking executive groups with design groups.  If it is true as Pava (1983) argues that "most studies indicate that the rate of productivity increase has not grown much with the information sector's expansion," executives run considerable risk by indirectly participating in the organization wide I/T agenda (p. 2).  Pava (1983) argues that "The challenge posed to management by advanced office technology requires both organizational learning and change that are sufficient to reap concrete benefits from enhanced functionality" (p. 5).  Rather than concentrate on operator training, executives should implement programs of organizational restructuring and cultural change in conjunction with I/T.  To do this, management should redefine management responsibilities; establish a general I/T policy; support decentralization; require organizational design; and redirect specialist staff (Pava, 1983). The lack of executive vision regarding I/T policy and organizational redesign complicates the management challenge faced in the current business environment.

Lacking direct executive involvement in strategic I/T evaluation, design, and implementation, Eason (1988) warns that changes resulting from the implementation of I/T "are dealt with in an ad hoc way as problems arise and constitute a piecemeal and unsystematic way of changing from one form of organization to another" (p. 107).  Since corporations implement strategic I/T systems for specific purposes, executives need to evaluate their effect on the evolution of the corporation to determine the unintended consequences.  Banathy (1987a) provides a model termed the Evolutionary Guidance System that can help executives make such an evaluation.

In line with Pava (1983), Eason recommends formal policies governing the use of I/T in the organization.  Eason (1988) argues that management should not give the responsibility for such I/T policies to the technical specialist due to potential conflicts in: organizational objectives, organizational impact and change, sectional interests, and control of integrating technology.  Moreover, management should support the I/T policies by implementing programs leading to user-centered design.  To accomplish the transition to user-centered design, the executive should adopt a STS design perspective that optimizes the integration of social systems with technical systems.  Pava (1983) identifies three general principles of STS theory:


	The work organization is an open system that interacts with a complex environment.

	The work organization exhibits systematic complexity.

	The work organization must generate a level of variety that matches the level of flexibility required by its purpose and environment. (pp. 54-55)



An important challenge for modern executives who choose to embark on the road to corporate redesign is the problem of determining the viability of a living system in respect to structure versus function.  The structuralist view is that a direct relationship exists between structure and function.  One structure is associated with one function.  In biology for example, the eye is associated with sight, the nose is associated with smell, and the ear is associated with sound - one structure, one function.  In the type of human or social systems design relevant to the office environment, however, such a model begins to break down when we introduce the concept of purposefulness in human interaction.  

In this view, a single social system can perform many diverse functions.  Hence, the design of the structure of a work place has only two alternatives for organizing workers: redundant parts or redundant functions (Emery, 1967; Emery & Trist, 1973).  Pava (1983) argues that the STS approach gains part of its power "in its coherent implementation of the principle of redundant functions" (p. 56).  Such implementation occurs through six steps: (1) mapping the target system; (2) entry, sanction and startup; (3) initial scan; (4) technical analysis; (5) social analysis, (6) and work system design.  The argument of redundant functions made by Pava above has a direct bearing on how executives either contribute to or guide the evolution of the corporation and how designers build workflow systems to increase productivity while concurrently supporting corporate evolution. 

The Foundation

Political, educational, business, religious, science, and military systems are changing at an ever-increasing rate.  Discontinuous processes instigate much of this change.  As Post-Modernists, and others question the validity of modern science and the notion of objective knowledge, business leaders search for new paradigms as scientific emphasis shifts from objective truth criteria to approximate descriptions.  Eastern Europe is a living testament to the force of change in the modern world as communist governments collapse and new business opportunities emerge.  In many respects, we are witnessing the truly "First Global Revolution" (King and Schneider, 1991).  But change is not confined to the halls of political, educational, religious and military organizations.  It touches us daily in our own private world—where we work, live, play, and even where we pray.

In corporations around the world, "downsizing for profitability" and stretching the "corporate reach to maximize profits" drive the continual acquisition, merger and realignment of large commercial concerns, especially in banking centers around the world.  The acquisition of Security Pacific Corporation by the Bank of America for more than four billion United States dollars worth of corporate stock is a sign of the times and will displace over 30,000 human beings (Robinson, 1992), the victims of merger mania.  

The pace of such rapid and large-scale change throughout the world contributes significantly to the complexity of contemporary life.  In line with this, the rapid growth of technology in the workplace makes so much change possible.  At an intuitive level, so many of us understand that recent advances in technology over the last several decades set the stage for displacing so significant a part of the workforce.  A recent report by the Council of the Club of Rome views the "Whirlwind of Change" as a driving force behind the world problematique.  Advances in technology at least initially drive this "whirlwind" that will radically change the fundamental aspects of human society (King and Schneider, 1991). 

Major advances in such technology are introduced about every 18 months or less and the pace is still quickening.  In some sectors of commercial business, information technology defines the business agenda.  Each new generation of technology generates large scale change in our daily lives at work and play.  Moreover, the rate of change is igniting conflict on a global scale.  Questions of the rule of law are exploding upon the management scene with grave new urgency.  While some of the conflict is obvious, as is apparent in the Gulf War or the corporate move to downsize, most is very subtle.  The increased capability in computing power has forced many persons to complain about information overload and suffer overnight obsolescence as skills quickly become outdated.  New experts are made daily while others fade into redundancy.

As a student of human science and systems management concerned about the spread of computer technology in society in general and their use in human activity systems (HAS) in particular, I find the systems perspective vital to comprehending an often confusing and dynamic global environment.  For me, the systems perspective keeps pace with a world in flux; it helps me interpret a changing world of which I am a part as a recipient and an agent.  The systems perspective helps me reach out to the challenges facing the next decade and even the century beyond.

In 1989, I presented a seminar in London that was attended by numerous senior executives from around the world who had convened to discuss the problem of technology in the corporate world.  Although the focus was the capacity management of computer resources, their concerns were more far reaching and touched upon the pressures of international competition.  Each executive was influenced by his or her own personal attitudes about the use of technology in the workplace.  These attitudes provided the fuel which ignited the values and assumptions that guided their respective corporations into the years ahead. 

Assumptions and Values

Today, as never before, revolution shapes the corporate world (Penzias, 1989; Beckhard and Pritchard, 1992).  The mounting pressures of international competition force companies to sharpen every edge in their competitive arsenals if they wish to survive into the 21st century.  An increasing number of companies elect to organize their structures, and thus bet their futures, on corporate wide computer systems by realigning their organizations around distributed networks of computer resources.  But these strategic directions lead to many problems.  Indeed, some companies are at risk!  Not all companies realize the advantages that technology offers.  These organizations fail to adequately manage the capacity of their resources.  Fundamental to capacity management is the need to develop realistic and workable computer capacity plans—and then implement them.  But to be genuinely successful, however, companies must first understand that the management of technological capacity is only the apparent challenge.  The real, and often hidden, challenge of corporate management is the capacity management of the HAS, the human beings, that design, develop, implement, manage, control, and use the technology that makes their corporations competitive and profitable.  While technology can be made to work in any environment, the real question is: Can a human being "humanely" be expected to work in any technologically based environment merely because an engineering oriented social planner or technician believes so?

The decision any executive makes about the use of technology in the corporation is a decision not only about how that executive views his or her employees as persons, but also about what the executive believes such persons should become.  The technology strategic vision of an executive has a lot to say about how such outcomes will unfold.  The solution to this human dilemma is what, I believe, will determine the growth, development, evolution, and success of any corporation.  The issue becomes not the capacity management of technology but the capacity limitations of HAS that use technology to achieve various organizational and corporate ends.  

The capacity management of HAS is not a strategic planning agenda but a HAS design inquiry challenge.  While planning may minimize surprise through the assessment of threats, opportunities, strengths, and weaknesses (Macnaughton, 1988), design permits human activity systems to guide their own evolutionary unfolding (Banathy, 1984).  Executives function at the pinnacle of evolutionary unfolding when they lead their corporations into the future and attain evolutionary competence through evolutionary learning by nurturing evolutionary values and attaining competence in: ; (1) cooperative group interaction; (2) systems thinking and action, and (3) anticipatory thinking, problem management and system design (Banathy, 1987).

The Executive Agenda as the Corporate EGS

At the highest executive levels in the corporation, the strategic concerns related to shaping the corporate architecture such as the technological capacity of HAS and the capacity of technology in the guise of hardware, software and networks erupt as issues of human values and metasystem design (Hall, 1989).  Experience has taught us that regardless of the level of executive awareness, the corporate path to technological proficiency is not a business decision supported by well documented and developed strategic plans, rather it is a value judgement about how the corporation and the individuals comprising it will evolve in the most crucial dimensions of human life.  Although many leaders in government and industry shy away from any discussion on values in the workplace, what is government if not a platform of values on a grand scale, and business itself is a values-driven enterprise. 

In his Evolutionary Guidance System (EGS) model, Banathy (1987a) identified the crucial dimensions as social action, education, ethical, scientific, technological, economic, political, and aesthetic.  In an earlier paper (Newkirk, 1990), I referred to an EGS as a system that "actively participates in humanity's own evolutionary unfolding, individually as unique persons and collectively as a human society", (p. 21) Banathy (1987) explains:

Evolutionary Guidance Systems are structured arrangements and operations, built into human activity systems "at all levels of the society", that manifest evolutionary consciousness and enable the purposeful and guided evolution of human systems toward the realization of better futures for all.

Evolutionary Guidance should be moved into the very center of our societal systems.  To be viable forces of change, it has to be mapped into all systems, from the family on to the global human community.  It has to be integrated into each and every dimension of our lives.  (pp. 133-134)

In a previous work discussing the important aspects of software development Human Activitry Systems (Newkirk, 1990), I wrote that these dimensions of human life "unfold individually and collectively as ever present aspects of human life". (p. 23).  Banathy (1988) reasoned that these dimensions can be viewed as interactive components working together to form "evolutionary systems".

To transform the corporation into an operationalized version of the idealized EGS model described by Banathy (1988), executives and designers must expand the traditional corporate vision by evolving from the contemporary organizational model into a multidimensional HAS continually unfolding in the dimensions identified by Banathy.  The time of the X-Theory executive must be relegated to history.  Corporate power struggles must be replaced by visionary leadership.  The record of the past is increasingly clear, such struggles have to a great part only led to a neglected humanity.  To build a viable and adaptable organization, executives do well to learn to recognize and nurture the human-centered dimensions of the EGS by replacing past management customs based on control and force with leadership values molded in the dimensions of the EGS.  In today's modern world, this is the only pragmatism.  As Banathy (1988) writes, at a minimum executives must strive to attain evolutionary competence through an evolutionary leaning centered on the following EGS dimensions:    


	A social action dimension implemented by an increase in cooperation and integration of our societal systems;

	An economic dimension with a focus on economic justice and integrated and indigenous development;

	A moral dimension that strengthens the dimensions of self-realization, social and ecological ethics;

	A wellness dimension that nurtures the physical, mental, and spiritual health and well-being of the individual and society;

	An education dimension for the development and attainment of evolutionary competence;

	A scientific dimension mobilized for better understanding of conscious evolution, the evolution of society and for promoting human and social betterment;

	A technological dimension that places technology in the service of the design of evolutionary guidance systems, i.e., the computer oriented Executive Support System, the nonviolent resolution of conflicts, and the improvement of the quality of life for all;

	An aesthetic dimension centered on the pursuit of cultural values, the arts and humanities, and the enrichment of the quality of our inner lives;

	A political dimension of self-determination and governance; governance for peace development, global cooperation and integration; and governance for the improvement of human conditions.  



The EGS dimensions are important to every executive concerned about the future of the global business agenda or even development of the corporation on a local scale.  These dimensions touch upon the core themes of human existence and thus all human activity.  They involve all humanity.  Moreover, they exist wherever, whenever, and however human beings pursue a goal, including the executive management of a corporation.  The EGS interfaces with I/T as a single dimension to provide technology support to executives in the form of ESS.  These EGS-drive ESS differ from current implementations of ESS.

Whether we like it or not, the world is changing - probably more rapidly than at any past time.  I maintain that such rapid change forces the need for a new corporate paradigm of executive management. X, Y and Z theories are insufficient to meet the challenges of tomorrow's world.  "Even with such theories abounding, power is the name of the game." (Dawson, 1990).  In the emerging corporation, executive management is a complex HAS requiring more than the power to control; it requires the perspective offered by the dimensions of the EGS, a perspective leading to management by vision, leadership, values, justice and motivation, and ultimately management by evolutionary competence.  Thus, corporate management should be redefined by the dimensions of the EGS as the new management domains of the corporation.  Subsequently, these domains collectively provide the environment required to design more productive workflow systems. 

Only in the rarest of instances does an executive reflect on the evolutionary predicament facing the worker as a result of a technology driven strategic vision.  David Burnham (1983) was on target when he quoted Nobert Weiner's argument that progress imposes both new possibilities for the future and new restrictions.  The simple faith in progress shared by so many corporate designers is not a conviction belonging to strength, but one belonging to acquiescence and hence to weakness (Newkirk, 1989c).

In an attempt to become ever more profitable, corporations are increasingly dependent on technology to pursue their charters through strategic, global information systems.  Information systems today dictate what corporations can and cannot do; they control the corporate future.  Information systems are HAS functioning as an aspect of the domain of the technological dimension of the corporate EGS.  By information systems, I mean HAS that have been extended to use software, hardware and associated networks to facilitate and enhance communications flows and transformations.  

To many persons in the workplace, it is quickly becoming clear that the technology dimension is out of balance with the other dimensions of the corporate evolutionary guidance system articulated by Banathy, especially the social action, ethical and aesthetic dimensions.  It is no joke that technology is increasing the wealth among smart corporations while decreasing the wealth among many of their employees.  While Bank of America posted record profits, many BOA workers posted lower earnings through conversion to part-time employee status. Today many question the root causes of this imbalance and discuss the need for a paradigm shift to improve the human condition (Ray and Rinzler, 1993).  While others discuss vision, excellence, innovation, and leadership, I in part attribute the increasing level of imbalance between the dimensions of evolutionary life in organizations as a problem of perspective or philosophy jointly shared by executives and technicians.  Decision makers in the executive and technical domains of corporate and government life must accept the fact that the problem of philosophy cannot be escaped even in organizational life.

The advocacy of any model of organization life is at its core a philosophical position.  Management thinking and practice is the child of a philosophical worldview.  The adoption or rejection of the evolutionary guidance system model is implicitly a philosophical decision, regardless how basically bottom-line oriented that decision may appear to be.  Whether awareness is present or not, the factors influencing such decision making are those that are intimately involved in the dialogue between ontology, epistemology, and psychology.  As the following section illustrates, this dialogue provides the philosophical foundation for all informed executive and management action.

The Philosophical Foundation for the EGS in the Organization

Visioning the corporation as an implementation of the EGS model requires philosophical commitment to the system paradigm.  Thus, executives must adopt a way of life that is disciplined and thoughtful and based on an expanded perspective that goes beyond the constraints of traditional management thinking.  While the Ancients advocated the "philosopher-king" as the authentic leader, the emerging paradigm advocates the philosopher-manager as the new visionary.  To become comfortable with the new transformation of management thinking flowing from the force of the emerging paradigm shift, executives must become aware of the relationship between philosophy, methodology, and management science and understand how this relationship impacts what executives think, plan and accomplish.  Most of all, however, they should be aware that this relationship provides the path to the attainment of their own evolutionary competence and the evolutionary unfolding of their people.
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