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[-d BECKFORD Survival of the most viable?

C O NS ULTI

Organisations that seek to survive and thrive need to address the substantial challenges of recognising and
capturing the value of digital capabilities.

Embedded IR1.0 bureaucratic mental model of organisation

A Proposed | 4 Proposed | « Proposed {
AY ! N\

— Mechanistic, finite, non-adaptive, high latency, low autonomy, reactive

. L |Re\.:;aw‘ Cr;;nge ‘ ‘Revi;w| Cl;;nge | ‘Rew;w|
— Out-dated technology AND understanding of technology capabilities

PCs/Tablets as typewriters

— Unstructuring data into unuseable outputs [7s]
IR4.0 mental model Perpetually failing problem solving engine

— Values, Behaviours, People, Process
— Adaptive, infinite, pre-emptive, proactive

— Organisation is its information system, technology enabled, information driven
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[-d BECKFORD Cybernetics of Organisation

C O NS ULT

« Cybernetics, offers insights and capabilities that enable the realisation of digital potential
« Challenge in the three dimensions of purpose, people and process, enabled by information

« What, how, why?

PEOPLE VALUES, SKILLS, BEHAVIOURS >
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ORGANISATION PROCESS, STRUCTURE, DECISIONS >
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« Self-regulation, adaptation, stability, learning

« Complexity emerging from interactions

Modify
Instructions

INPUTS

Core Idea: The Homeostat

CAPABILITY

MANAGER

Measure

PROCESS
OR

OPERATION

Operational
Performance

» OUTPUTS
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Sisters of Nazareth
Fusion21
Network Ralil

Pathfinder Initiative
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[-d BECKFORD Sisters of Nazareth: Dialogue
for Decision

* Focus on Mission — ‘Care of the Poor and Needy’
— Global Organisation, rooted in Hammersmith

— 37 Care Homes, Schools, Nurseries, 7 Countries, each country its own charity, House autonomy

* Global change ‘Trust the Process’
Creating the

Future

— Structure separation of ‘assets’ from ‘service delivery’

— 300+ homeostatic adaptation events N.;Z;‘L'{;g

— lterative process over 6+ years
Managing the
Present

— Clarity of Purpose

The Trialogue

— The Trialogue: Manage the Present, Create the Future, Nurture Identity
© Peter Dudley



E BECKFOR Fusion21:
C ONSULTING Managing the Present and

Creating the Future
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BECKFORD Fusion21: Information Flow

C O NS ULT

SALES ADMINISTRATION
PROCESS

PROSPECTING, NETWORKING,
KAM, FRAMEWORK MGMT, FINANCIAL INCOME
RELATIONSHIP BUILDING & INVOICE DATA

FINANCE
TRACKER

N
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S~ |PROCUREMENT TRACKER
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BUSINESS
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‘ CONSULTANCY

I PROJECT

PROCESS
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[-d BECKFORD Fusion21: Lean Information
System

—  ACTIVITYDATA  — PERFORMANCE OUTPUTS
VS MANAGER BUSINESS PERFORMANCE
—  PROCESSDATA — BUSINESS BOARD
PLANNING 7 SMT
— COREDATAFLOWS — UNIT
BUSINESS STREAMS
— PERFORMANCE DATA — _ INDIVIDUAL
— MANAGERIAL DATA — CRM
FINANCE
TRACKER REng‘.ArIORY
(EXISTS)
FINANCE
CORE DATA &
VOL, ££8
MARKETING
PROCESS
PERFORMANCE
PROCESS LEVEL
A 3
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PROJECT BUSIMP, R&D,
s1 cscs ‘ EP TES TRACKER CONSULTANCY CORP SERV PROCESS
PROSPECTING,
4 A NETWORKING, KAM,
FRAMEWORK MGMT,
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[-d BECKFORD Network Rail: Seasonally
Agnostic Railway

Was the specification appropriate? (Specification Failure)“

Seasonal Specification
(Defined Operating Ranges)

VAN

Planned for Seasonal Failed
Weather Range Validation
Weather Range

T

Seasonal Preparation
(Maintenance, People, Processes, Machines, Info)

—

Perf.

a

—

Was the specification met? (Performance Failure)

y !
The Heisenberg-Schrodinger Railway
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BECKFORD Network Rail: Information
o Capture and Distribution

Performance Thinking - Information

Whole Railway

Aggregation of Information for
Regulation and Improvement

Upline Slow
Upline Fast
Downline Slow

Downline Fast

Ops Ops Ops Ops Ops Ops Ops Ops Ops Ops Ops
Route Route Route Route Route Route Route Route Route Route Route
Section Section Section Section Section Section Section Section Section Section i cti i Section

Distribution of Information
for Real-Time Control

Control Rooms and Signalling

Infrastructure Domain

Service Domain
Dissemination of Information for

Service Optimisation

v v
C TOCS (Services, Vehicles) >

Dissemination of Information for
Passenger and Cargo Journey Optimisation v
v

< Passenger and Cargo Journeys >
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BECKEOR Network Rail:
[:d BECKFORD Managing the Present and

Creating the Future

[;d BECKFORD

CONSULTING

Expected
Seasonal o =
Weather . apability
Railway
Range

6 period plan
Actual

Capability

Actual _’
Capabili ﬁ
Seasonal Seasonal st
Specification Plan Actual
Capability m——

Efficiency

6 period plan

1-3 period plan

Actual

Capability

Operational Route

2 Efficiency
Section

Actual

I

Capability —1 Capability _l Capability ﬁ Capability ﬁ Capability —l

Efficiency Efficiency ficiency Efficiency Efficiency

E
Actual 4 Actual 4 Actual 4 Actual J

Signals Power Supply Water Control| Vegetation

Specification Specification Specification Specification Specification

Maintenance
Record

Maintenance Maintenance Maintenance Maintenance
Record Record Record Record

Asset Condition Management: Service, Maintain, Replace

B 5 6 5 1 0 Y 3 i 5
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E BECKFORD Network Rail:
R Managing the Present and

5 year programme Creating the Future

Short term — deliver a working version
Longer term — a new world for an intelligent railway
Three doctoral students:
— How good a decision can be made using the data available?

— How do we scale up machine-learning to a multi-route, multi-regional model drawing data
from around 36000 individual ‘learners’

— How does the organisation develop a shift in culture from reliance on ‘whadilt’ (driven by
tradition and convention) to near real-time information driven decisions

© John Beckford 2023



[-d BECKFORD The Pathfinder Initiative

C O NS ULTI NG

Pre-licence driver development
All volunteer run
15 years
Annual delivery of 9 events in four locations over 45 days
Impact?
— DfT Statistics 1 in 5 Reportable collision in first 12 months
— Pathfinder statistics 1in 19 (max 1 in 37)
— Consistent over multiple surveys

© John Beckford 2023



[-d BECKFORD The Pathfinder Initiative:
How?

« Balance of central and local control
— Common ‘script’, individual delivery
— Each student, working with parent, learning at own rate
— Instructors start each session by understanding:
* Progress, challenges, needs
« Three bodies of knowledge, synthesising learning in three dimensions:
— What, How, Why
« Four homeostatic learning events, per student, per day

— Practical Instruction, Driving Theory, Risk and Behaviour Comprehension,
Underpinned by Practice

— Progression against demonstrated learning
— Building freedom on trust

© John Beckford 2023



[-d BECKFORD Allostatic Organisation:
Dynamic Stability

Cybernetic

Goal seeking

Adaptive

Learning

Reflexive

Requisite Bureaucracy:

— balances stability and dynamism,
— controlled, not stifled
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[-d BECKFORD Allostatic Organisation:
Dynamic Stability

Stability is an emergent property of a dynamical system, the transition to exploitation of digital capability

must be complemented by a transition to adaptiveness as the basis of organisation.

PEOPLE VALUES, SKILLS, BEHAVIOURS >

SOFT (QUALITATIVE)

'N';‘\)lgfé‘l;‘lo” FEEDBACK EFFECTIVENESS
(PERFORMANCE)

HARD (QUANTITATIVE)

ENABLING
VALUE

FULFILLING

INFORMATION PURPOSE

GENERATING
VALUE

ORGANISATION PROCESS, STRUCTURE, DECISIONS >
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el BECKFORD The Cybernetics of Cybernetics

C O NS ULTI NG

Thus, we go one to the exploration of "the cybernetics of the cybernetics"”, a recognition of the allostatic

nature of a viable organisation.

SENIOR
[ o > }— MANAGEMENT
Measure CAPABILITY
Management Modify

Performance

[ CAPABILTTY 1 )<_— MANAGEMENT
ACTUAL
. Measure
Mlodlf); Operational
npu Performance
PROCESS —
INPUTS * OR |/ » OUTPUTS

OPERATION
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[-d BECKFORD Cybernetics of Cybernetics
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Continuous adaptation!

N & N

Develop . . . . Develop
N Thasiy Practice in Theory Theory inEPreclee o oenmas

UVUSs F Y

Cycle of Reflection
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[-d BECKFORD Cybernetics of Cybernetics

C O NS ULTI NG

« Draw together the strands of thinking around:
— people and behaviour
— engagement
— governance of organisations, autonomy and distributed power
— need to rethink to exploit the power of technology

— Information systems (and the separation of data and information from the
platforms on which they sit)

« Consider and develop the future of cybernetics as well as building on its past

© John Beckford 2023



[-d BECKFORD Cybernetics and the Digital
Transition

Survival of the most viable
Cybernetics of Organisation
The Homeostat

Cases

The Allostatic Organisation

The Cybernetics of Cybernetics

The Cybernetics Conversation 2023

— https:/lwww.eventbrite.co.uk/e/the-cybernetics-conversation-2023-tickets-
691802518957 ?aff=ebdssbeac
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