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Presented By: Ritchie & Amanpreet

Russell Ackoff - Background

February 1919-October 2009
-

Bachelors Degree in Architecture
Ph.D. in Philosophy of Science

Consulted in various industries: aerospace,
chemicals, computer equipment, data services,
software, electronics, energy, food, and beverages
….etc
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Systematic Thinking

Interactive Planning
-

-

Idealized Design

The methodology used to produced the
idealized design
This type of planning a
corporation/organization needs to follow in
order to improve benefits > cost
A desirable future is not likely to occur unless
appropriate actions are taken; thus, through
planning the likelihood of such a future
increases.
A participatory way of encountering
interrelated problems

-
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Product of Interactive Planning
The desirable outcome of the future
This design enables everyone in the
organization to participate i.e. experts in all
fields
Needed when an organization finds itself at a
crossroad, where past business models,
practices, techniques are no longer
contributing to future success; crisis.

The Whole Picture

Why is this important?
-

-

Interactive Planning is a powerful tool used to
guide organizational development.
This organizational development process has
no endpoint, which makes it a continuous
process that is constantly worked and
improved upon.
Therefore, the Idealized Design contributes to
the fundamental change that is needed to
change the way management thinks in
organizations

-
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Ackoff argues there’s a difference between:
Doing things right (Reform) vs. Doing the right
thing (Transform)
Transformation is needed and is acquired
through idealized design.

“Without changing our patterns of thought we will not be able to
solve the problems we’ve created with our current patterns of
thought” - Albert Einstein

The Whole Picture

Systematic Thinking
-

Pattern of thought that is required (now) is
Systematic.
Systematic Thinking is Synthetic vs. Analytic

Synthetic: derive properties of the parts from the
properties of the whole
Analytic: derive properties of the whole from the
properties of the parts
-

Ex. What does an architect draw first?

Draws the WHOLE house and then the PARTS of
the house (i.e. rooms)

-
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Rooms (parts) are evaluated by what they
contribute to the house (whole)

“We’ve been treating the parts, not the system”
- Russell Ackoff
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Concept of Planning
1. Reactive - Past Oriented
-

Tactically oriented
Focuses on
deficiencies using
bottom up approach
Dedicated to removing
those deficiencies
Just because you
remove them does not
mean you are left with
what you want.

2. Inactive - Present Oriented
-

-

Attempt to preserve the
present which is seen as
preferable to the past and
future
Assumption: This is as
good as it gets, it's better
than the past and it will
be worse in the future.

3. Preactive - Predictive (Future)
-

-
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Strategically oriented
Top down approach focused
on ‘prediction & preparation’
Underlying assumption - good
forecasting can allow for some
future outcome - even though
the future is essentially
uncontrollable
Distinction: Not planning for the
future itself - therefore plans
are bound to change.
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Concept of Planning
4. Interactive Planning

-

Directed at creating the future
Based on belief that an organization's features depends on what is done
between then and now as well as what is done to it.
Consists of planning in which the design of a desirable present and the selection
or invention of ways approximating it as closely as possible.
Creates future by continuously closing the gap between where it is at any
moment and where it would like to be.
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Concept of Planning

IDEALIZATION

REALIZATION

1. Formulation of a Mess
2. Ends Planning

1.
2.
3.
4.
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Means Planning
Resource Planning
Design of Implementation
Design of Control

Idealization
Phase 1
...the principle of identifying an ideal state or set of
condition that compels action towards a desirable
outcome, or signifies the value of a future system or
practise. Idealized design (Ackoff, 1993) was codified
as a systemic process for business or product
strategy, developed from Ackoff’s insights into
organizational power of accomplishment when
proposing an ideal system based on ultimate
irrespective means.
-

Peter H, Jones
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IDEALIZATION - Phase 1 - FORMULATING THE MESS & ENDS PLANNING
1. Formulation of a Mess (Situational Analysis)
-

2. Ends Planning

Systems Analysis (A detailed description of how the
system currently operates)
Obstruction Analysis (identification of those
characteristics and properties of the organization that
obstruct it's progress.)
Reference projections (projection of aspects of the
organizations future.)
Reference Scenario (a description of how and why the
organization would destroy itself if the assumptions
made were true)

-
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Determine what the organization would ideally
like to be NOW.
Determine gap between the ideal and the
organization which is projected in the reference
scenario.
The remainder of the planning process is
directed at removing these gaps.
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Formulating the Mess - Situational Analysis Continued
1. How is the system for which plan is to be done to be defined?
2. What business or business is the [organization] in?
3. How is the [organization] organized?
4. How does the [organization] actually operate?
5. What policies, practices, strategies, and tactics are currently in force?
6. What are the principal stylistic preferences of management?
7. How has the [organization] performed in the past and how is it performing now?
8. Who are the [organizations’] stakeholders?
9. Who are the [organizations’] competitors?
10. What laws and governmental regulations affect the [organization] and how? (pp.80-84).
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Obstruction Analysis Expanded - Sample of Questions
1. [Conflicts] within individuals who are part of the [organization]
2. [Conflicts] between such individuals
3. [Conflicts] between individual and the [organization] or parts of it (39)
4. [Conflicts] between units at the same level of the [organization]
5. [Conflicts] between units at different levels or between units and the [organization]
6. [Conflicts] within the [organization] as a whole
7. [Conflicts] between the [organization] and external groups [. . .] (pp.94-95).
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Reference Projection
Two Guiding Principles
1)

First, [. . .] corporate expectations of the future [. . .] can be fruitfully explored with reference
projections.

2)

[Second, a] fruitful way of looking for projections involves using the supply and consumption
of critical resources (pp.100-101).
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Reference Scenario
Ackoff says…
“The reference scenario, if well done, will make it apparent that the current mess is at least as much a
consequence of what the corporation has done and is doing as of what had been done and is being
done to it. It should also reveal what changes can be made to evade the mess. (p.101).”
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Realization
Phase 2

An integral part of the design process to
ensure plans are directed at an
approximation to the idealized system.
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Concept of Planning
REALIZATION
2. Resource Planning

1. Means Planning
-

a)

To avoid self-destruction
Courses of action, practices,
projects, programs, and
policies must be selected to
implement to come as close
as possible to achieving the
ideal design

b)
c)
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Need to determine how much of
each type of resource is needed to
accomplish the plan i.e. money,
materials, equipment, even
information, knowledge, etc.
Plan ahead how much of each
resource will be needed and will
be available when required
Determine what to do with any
excess or shortage of resources,
from above.
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Concept of Planning
REALIZATION
4. Design of Controls

3. Design of Implementation
-

-

Create a schedule:
decide and delegate
tasks amongst
everyone, including
the allotment of
resources to tasks
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Determine:
(1) how to keep track and maintain
deadlines on schedule, as well as
(2) how to adjust for any failures
(3) how to monitor progress (i.e.
meeting expected results - if not,
determine how to correct this)

A Brief Guide to Interactive Planning and Idealized Design

Constraints & Requirements
1. TECHNOLOGICALLY FEASIBLE
-

2. OPERATIONALLY VIABLE

No science-fiction
Innovation is allowed, but
restricted to what we know we
can develop
The design cannot incorporate
any unknown technology that is
not feasible at the time the
design is produced

-

-
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Design must be able to operate
in its current environment
Must be able to show that the
system we designed, if it came
into existence, would be able to
survive
Therefore, still must be meet
other constraints such as rules
and regulations, financial
obligations, requirements for
stakeholders, etc.

A Brief Guide to Interactive Planning and Idealized Design

Concept of Planning
NOTE:

-

These steps in interactive planning do not have to be carried out in the order shown,
but they do usually begin in this order.
All steps are interdependent and usually take place simultaneously and interactively
This is a continuous process; all parts are subject to revision
No phase is ever completed
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Assumption

- Ackoff suggests, Planners should assume that their system (in
question) is completely destroyed but it’s external environment
remains exactly how it is
- The new system that is to be designed now, should replace the
system that was “destroyed”
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Learning & Adaptation
The organization should be designed so as to be able to rapidly learn
from and adapt to its own successes and failures.

Mission Statement
An organization’s mission statement is the reason for its
existence and it's most general aspirations.
A)
B)
C)
D)

Ways to be effective & unique
One or more common purpose
Make significance difference in what it does
Progress towards objective measurables
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3 Principles should be followed
1)

Participative Principle

2)

Continuity Principle

3)

Holistic Principle
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CASE STUDY
INDONESIAN CASE STUDY

BELL LABS CASE STUDY
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Case
Study #1
Applying Interactive Planning on
Public Service: Leadership in
Directorate General Of
Immigration - Indonesia
1)
2)
3)
4)

Improvement of the public sector and its
immigration services
Immigration is a dynamic issue that needs a
dynamic answer
Analyzes the use of Interactive planning
The impact it has on leadership and
planning as a whole.
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LEADER AS A SERVANT

1)
2)
3)
4)

Stressing Importance of serving others
Holistic approach in work - the work exists for the person as much as person exists for
the work.
Promotion of social sensitivity
Divided authority in decision making - a decentralized approach that allows others to
participate and exercise their authority.

Characteristics of a ‘Servant Leader’
1)

Listens

2)

Empathetic

3)

Healing

4)

Awareness

5)

Persuasion

6)

Conceptualizations

7)

Foresight

8)

Stewardship

9)

Committed to helping people grow

10)

Building community
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Interacting Planning Stages - Formulating The Mess

❖

The increasing diversity and sophistication of the immigration criminal offenses modus.

❖

The lack of TPI and Cross Border Post (PLB) facilities to be provided by the manager

❖

The potential and negative impact of illegal immigrants existence.

❖

The potential of overlapping interest towards the increasing of people’s mobility in ASEAN member countries
through the establishment of the ASEAN Economic Community (AEC) in 2015

❖

The difficulty of providing optimal treatment and supervision due to the very spacious and open geographical
conditions.

❖

The higher growth of world population and the more competitive global employment opportunity which generate
condition where the world population are illegally seeking work in domestic and abroad.

❖

The existence of civil society pragmatic culture to get the ease of immigration services which tend to ignore the
elements of law enforcement and security.
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Ends Planning

❖

Determine the desired ideal form of organization to the current Director General of Immigration, which can be
implemented by establishing changes in the Directorate General of Immigration.

❖

Vision and Mission of The Directorate General of Immigration Vision : People obtain assurance of immigration
services and law enforcement

Missions :
1. Increasing the excellence service of immigration
2. Strengthen the enforcement of the fair and transparent immigration laws
3. Support the creation of a stable security for state
4. Support the sustainable development of public welfare
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Ends Planning Continued

Position, Duties and Functions
1. The Directorate General of Immigration is responsible for implementing the elements and is responsible to the Minister of
Justice and Human Rights.
2. The Directorate General of Immigration is led by a Director General.
Duties: to design and implement policies and establish technical standardization in the field of immigration.
Function:
a. policy formulation in the field of immigration;
b. policy implementation in the field of immigration;
c. formulation of norms, standards, procedures and criteria in the field of immigration;
d. providing technical guidance and evaluation in the field of immigration; and
e. the implementation of the Directorate General of Immigration administration.
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Means Planning

1. Creating a legal establishment of transparent and accountable mechanism as well as facilitating the society’s
involvement to participate in the establishment of the law;
2. Strengthening the legal services and human rights institutions (immigration, administrative law, intellectual property and
legal assistance);
3. Strengthening the role of the Ministry of Law and Human Rights in terms of law enforcement efforts through the active role the
Ministry of Justice and Human Rights in the forum of the Supreme Court, Ministry of Justice, Attorney General and the Cop.
4. Creating a monitoring mechanism (evaluation and monitoring) to support the advancement of respect, protection and
fulfillment of human rights;
5. Strengthening the institutional support (supporting) in exteriorizing the administrative management services of Ministry of
Justice and Human Rights;
6. Strengthen the internal control unit and improve the functioning of the internal control through a partnership approach
to other units in the Ministry of Justice and Human Rights.
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Resource Planning

Key Resource Planning Takeaways ❖

In 2013, the Directorate General of Immigration absorption was 91.02%. The expenditure ceiling was Rp. 922 109 810, -.
While the realization was Rp.839.342.435,018, -Procurement Planning of Human Resources Immigration

❖

Establishment of the satisfaction index towards the Management Support and the other Technical Support of Directorate
General of Immigration

❖

The increasing percentage of policies that are available to be published to the public.

❖

Establishment of community satisfaction index.

❖

Completion of the program plan document and the accountable and timely budget.

❖

To overcome the shortage of staff in a specific task can be raised first aid (Government Employees Contract Agreement).
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Design of Implementation

Key Takeaways - (List in article is much more exhaustive)
1. The Secretariat of the Directorate General Duties: providing technical and administrative services to all organizational units
within the Directorate General of Immigration with the function as follows:
a. coordination and preparation of plans, programs and budgets;
b. management of personnel affairs;
c. management of financial affairs;
d. management of properties and household;
e. evaluation and compiling report for the Directorate General of Immigration; and f. implementation of public
relations and administrative affairs of the Directorate General of Immigration.
(This is one of may examples - five more examples of what other departments and leaders with specific duties).
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Design of Control

a. Regulation of the Minister of Law and Human Rights-02.PW.02.03 M.HH No. 2011 on
b. Implementation of Internal Control Systems Government in the Ministry of Justice and Human Rights
c. Decision of the Director General of Immigration No. IMI-1817.PR.09.06 In 2012 on Task Force Government Internal Control
System Directorate General of Immigration
d. Procedures IMI-2148.IL.01.10 No. 2012 on External Monitoring Directorate General of Immigration
e. Decision of the Director General of Immigration No. IMI-2955.PR.09.06 2012 on External Monitoring Team of the Directorate
General of Immigration
f. Decision of the Director General of Immigration No. IMI-799.PW.01.01 2013 on External Monitoring Team of the Directorate
General of Immigration
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Conclusion

1.

The leadership characteristic needed is the leadership that possess a mission, create a
vision, trust employees, keeps their heads in a crisis, encourages risk taking, has
expertise, knows what is essential, becomes a listener, teaches and mentors.

2.

The planning process involves a leadership factor that can be analyzed by using
interactive planning method as an approach in organizing the plan in the present and
future.

3.

To support the success of interactive planning in immigration services in Directorate
General of Immigration, participative principle, continuity principle, and holistic principle
are required.
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Case
Study #2
Bell Labs - Reimagined

“The telephone system of the
United States was destroyed last
night”
- VP of Bell Labs in 1951
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BELL LABS - IDEALIZED DESIGN

ASSUMPTION:

CONSTRAINTS & REQUIREMENTS

“The telephone system of the United
States was destroyed last night”
Nothing else in the world was
destroyed, except the telephone
system. Everything else is the
same.
Design the system used to
replace the existing system,
RIGHT NOW.

1.

Technologically Feasible

I.e. cannot assume we can
communicate with mental telepathy but
CAN assume we will have a
communications satellite
2.

Operationally Viable

If system can into existence, it would
survive NOW.
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BELL LABS - Phase 1 - IDEALIZATION

1. FORMULATING THE MESS
-

1.
2.
3.

2. ENDS PLANNING

In brief, the VP of Bell Labs was
concerned with the lack of
contribution made by the
company
In past century only 3 main
contributions were made:
The Dial
The Coaxial Cable
Multiplexing

GOAL: To eliminate/reduce the current
pains of the telephone system and to
implement new telephone system in 1
year
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BELL LABS - Phase 2 - REALIZATION

1. MEANS PLANNING

2. RESOURCE PLANNING
-

1.

Determined specifications such
as:
a)
A telephone with no wrong
numbers
b)
Need to know who is calling
before answering phonecall
c)
A phone that comes to you, with
no fixed location
Etc. had 92 points at the end

(1)
(2)
(3)
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Teams were created; each team had
a sub-systems to focus on (only
wanted 1 design) not multiple from
each team
The Long Line Team
Short Line Tem
The Switching
Leaders were selected, meet weekly
Everyone else, redesigned the
telephone
Technology Department (i.e.
feasibility of hand calculators)
Psychologist

BELL LABS - Phase 2 - REALIZATION

3. DESIGN OF IMPLEMENTATION
1.

2.

4. DESIGN OF CONTROLS
-

Teams had timeline specifying
who was responsible for
completion of phases + resources
were allocated
Teams testing their creations i.e.
tech team designed
push-buttons and tested it with
over 2000 people

-
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Teams met weekly to ensure all
teams were up-to-date
Consulted experts (i.e. tech) to
ensure their ideas were feasible

BELL LABS - Phase 2 - REALIZATION

THE OUTCOME
From this process the teams were able to anticipate every change in the telephone system, except two:
did not anticipate photograph by the phone or Internet connection
Touch-tone phones
Call waiting
Call forwarding
Voice mail
Caller Id
Etc.
Every technological change thats occured in Bell system since 1953, came out of this project ( all 92
specifications were taken into account)
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SUMMARY

-

When radical transformation is required, solving one problem at a time doesn’t
always work
Challenge is to ‘clean up’ the mess (the system consists of too many interrelated
problems that can lead to a crisis)
Idealized design focuses on the whole, allowing you to collectively & creatively
think about the interactions of the parts to achieve shared goals and objectives
Interactive Planning is used as a guide to one’s thinking; ultimately, imagining a
more ideal future.
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Thank You
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