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PREFACE

This HANDBOOK OF INTERACTIVE MAMAGEMENT is intended to put inene  place
and in modular form much of the material that practitioners need to know about Intera-ctive
Management (IM). It is intended to help bridge an acknowledged pap between the ma:terial in
the senior author’s 1990 book A SCIENCE OF GENERIC DESIGN: MANAGING
COMPLEXITY THROUGH SYSTEMS DESIGN and the needs of the practitioner cor
potential practitioner to translate the science into action in organizations. The practitio:ner
may find parts of this HANDBOOK useful in narketing IM to clients or for training cothers.

The reader who is mfamiliar with the history of IM will need to know that a large arrsny of
backup literature is available. Of special importance are two books. The first book tit:led
SOCIETAL. SYSTEMS: PLANNING, POLICY, AND COMPLEXITY, was pablicshed by
Warfield in 1976. It had a very broad systems engineering orientation, and it introduc:ed the
process called Inteppretive Structural Modeling (ISM), presenting the theory, methods, and
some initial applications. The 1976 book was reprinted and part of it will be required reading
for anyone wishing to study the nature and processes of IM. The second book, menticined in
the preceding paragraph, also requires recourse to the 1976 book for detailed material :relating
to the ISM process. This second book provides the scientific basis for IM. These two: books
merely cap the literature. An extensive set of publicatioss providing backup detail anci
applications reporting appears in The IASIS File: A Bibliography of Books and Paper:'s
Relevant to Complexity. This book is located in the Library of Congress and various
university libraries. The documents are accessible in the Library of the Defense Syste:nns
Management College in Fort Belvoir, Virginia and at ITESM, Monterrey, Mexico.

The text begins by responding to the question ®What is Interactive Management?® [t
continues by giving the primary set of outcomes from its use, the several levels of suc cess
from which users can choose, the phases through which IM passes, and the roles that are
important in applymg IM. Then typical types of products that are produced by using IM are
described, and the processes that are used to produce these products are discussed. Tine kind
of facility that is very helpful in carrying out IM is described. Next several versions ¢>f IM
Software are discussed, the software being essential to camying out the IM processes. The
three phases of IM activity are then discussed in detail.

Evaluation criteriaare given which can be applied to assess the quality of the work be*ing
done in applications, and to assess the performance of various roles, with the aim of h:elping
actors to improve their capabilities to work with IM. Inview of the applications of 1M1 to
system design and implementation, it is appropriate to compare IM with other approac:hes to
system design and implementation. Among the approaches currently being used routiznely or
experimentally are methods usually associated with Japaa. These include Quality Fun: ction
Deployment and the so-called "7-QC-Tools and 7-M-Tools". A thorough comparison of IM
with these methods is presented, along with reccommendations for a superior process.
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Appendix 1 gives an executive overview of IM for orientation of a busy executive who will
not have time 1o get into many important details. Appendix 2 gives a detailed uscr guide for
using one of the several versions of the IM software, namely the GMU ISM Seflwar,
operating on IBM compatible PC equipment.

Appendix 3 presents a discussion of group facilitation, with emphasis on activity involving

complex issues. Appendix 4 gives a case study showing how to interpret certain products of
IM activity. ’

Appendix 5 lists qualified practitioners who have varying degrees of experience in applying
IM, and who are capable of planning and conducting IM work. Appendix 6 gives details of
how to develop an IM Workshop Plan.

Most of the text for this work was written by the senior author. The junior anthor made
major changes in the organization of the material, and added key comments in various places,
based on her own significant experience in setting up an IM center and applying IM at
ITESM (her home institution in Monterrey, Mexico). She has introduced IM on many
ITESM branch campuses, where it is being applied in strategic planning.

This book benefited from research support provided by the Defense Systems Management
College, Fort Belvoir, Virginia, and from the Ford Research Laboratory of the Ford Motor
Company. The authors appreciate the support, and acknowledge the cooperation of Professor
Henry Alberts at the Defense Systems Management College and of Dr. Scott Staley, P. E., at
the Ford Research Laboratory of the Ford Motor Company. George Mason University
(GMU) has been the home organization where most of the work reported in this
HANDBOOK has been accomplished. The computer equipment made available has greatly
facilitated the writing of this book. Professor Benjamin Broome of the GMU Communication
Department has been a colleague of both authors for several years and his help, which has
come in a variety of ways, is much appreciated. He has been practicing IM with several
Native American tribes in cooperation with the Americans for Indian Opportunity (AlO} as a
colleague of LaDonna Harris, President of AlO, and through this collaboration is becoming

well known as a major actor in helping the Native American community become more
capable in self-governance.

In lieu of any other institutional support, Rosamond Warfield has been donating her services
as office manager and librarian of the Institute for Advanced Study in the Integrative Sciences

at George Mason University for over four years, and this has helped greatly to make this
work possible.

The senior author is a member of the faculty of The Institute of Public Policy (TIPP) at
George Mason University. Dr. Kingsley Haynes and Dr. Roger Stough of TIPP have given

moral support to this work and to the overall goals that this work reflects, which is greatly
appreciated.
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CHAPTER 1

WHA T IS INTERACTIVE MANAGEMENT ?

Interactive Management (IM) is a system of management invented explicitly to apply to the
management of complex#ty. It is intended to be applied intermittently in organizations to

enable those organizatiorzs to cope with issues or situations whose scope is beyond that of
the normal type of probiem that organizations can readily solve.

The development of IM s based on the recognition that for coping with complex situations
there is a need for a growsp of people, knowledgable of the situation, to tackle together the
"main aspects of concern, to develop a deep understanding of the situation under analysis and
to elaborate the basis for effective action; all these founded in a spirit of collaboration,
commitment and within the framework of a serious and organized effort.

1.1 CONNECTION TC» SCIENCE.

IM is related to @ mew science called the "Science of Generic Design”, which provides
a scientific basis for the practice of IM.

1.2 NEED FOR SPECIAL TRAINING.

Since IM is intersded to serve when normal methods fail, it is naturai that the
practitioners of IM will require special fraining in order to know how to practice it. The

people who provide this special training will benefit if they understand the Science of Generic
Design and know how ¥ relates to IM. '

1.3 APPLICATIONS TESTING.

The concept of I3 was developed at the University of Virginia in 1980. Since that
time the concept has bee:n enlarged somewhat, the practice of IM has spread to many places,
and many applications c»{ IM have been carried out. Before IM was conceived as a system,
numerous other applications of predecessor component parts were carried out, starting in 1974
and continuing until 19&4.

The two principal prede«cessors to IM were nominally referred to as Unified Program Planning
(UPP) and Interpretive & tructural Modeling (ISM). The former was developed at Battelle
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Memorial Institute in 1971, and the latter was also developed there in 1972-"73. Most of the
applications in the period 1974-1980 were of 18M, but UPP came into use im India at Tata
Consultancy Services Hyderabad location, where it has been applied to signizficant projects.

1.4 DOCUMENTATION.

IM is one of the most heavily documented systems ever invented. Axt present, many
of the publications relating to this subject and to generic design science are located in the
1ASIS file of the David Acker Library at the Defense Systems Management College, Fort
Belvoir, Virginia and at ITESM, Monterrey, Mexico. Annotated bibliograpthies are available.
Two books are available that deal with the theory. Several books are available that deal with
applications. The file is indexed for computer retrieval.

1.5 TYPICAL APPLICATION.

In a typical application, some organization has been trying to deal with a complex
issue for some time and has had little success. It then brings this applicaticon to a center
where M is practiced. The staff of this center work with the client to plam the approach to
the definition of the issue and to the design of alternatives for resolving thes issue. Some
clients will carry the work further to choice and implementation of a preferred alternative.

1.6 THREE PHASES.

IM invoives three closely-linked IM phases: the Planning Phase, the Workshop Phase,
and the Followup Phase. The Planning Phase identifies the people, information, and facility
requirements for the other two phases. The Workshop Phase involves brimging together a
selected group of participants who have knowledge about the issue or situzation. This group
works together in a specially-designed situation room, under the guidance 0f a skilled IM
facilitator, and with the help of a trained staff. The Followup Phase may involve iteration,
implementation, or both.

1.7 PROCESSES.

The IM processes that are carried out involve substantial communircation among the
group members, and typically lead to significant learning about the issue <1 situation, as the
participants leamn from each other during the facilitated processes. All woerk is carefully
documented.

[
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1.8 DISTINCTIVE FEATURES.

IM is sometimes confused with work done involving groups at other organizations
who are not practicing IM. There are quite a few locations where special facilities have been
set up for working with groups. Also some software has been written for use in these
organizations. Typically these organizations deal with issues that are considerably smaller in
scope than those for which IM was constructed.

Such organizations may even use some of the methodology that is used in IM. However they
typically place much less emphasis on constructing and rationalizing the logical relationships
among aspects of the problem, and much more on rapid achievement of numerical results.

When asked to identify the scientific basis for what they are doing, they usually cannot offer
any good answer.

The emphasis they place on the use of a highly-trained facilitator is usually much less than is
done in IM, and some of those organizations actually see the computer as the group
facilitator. In contrast, in IM the computer is seen as a significant aide to the IM facilitator.

Such organizations typically are hardware-driven and software-addictive, as opposed to being
driven by humanistic concerns and behavioral research results. As evidence of the hardware
drive, most of these organizations require that each participant use a computer most of the
time, and that all participants use computers simultaneously. Since computer manufacturers
have been the primary sponsors of such work, it is clear that this practice is consistent with
the desire for manufacturers to sell machines. In the practice of IM, it is common that only
one computer will be used, and a terminal will be used for recording purposes. Participants
are not asked to operate computers, but instead are asked to concentrate on thinking and
rendering their best thoughts verbally as they engage in joint learning with their
co-participants.

As part of the documentation of IM and its underpinning Science of Generic Design, the
connection of this work to the main flow of scientific thought has been a constant goal. The
foundations of the Science of Generic Design can largely be traced to specific research, some
of which started as early as 400 B. lC and some of which has been carried out during the
development of the design science. Hardly any of the other organizations engaged in group
work are able to connect much of what they do to the corpus of scientific knowledge.
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1.9 PRINCIPAL PROBDUCTS.

The principal tangible IM products are typically logical structures, which may also be
called "maps" or "patterns”, and which reveal significant aspects of the issue or the
alternatives that are invented for its resolution.

It is in the part of this work in which the participants design alternatives that the benefits of
the Science of Generic Design, as applied in IM, may be most distinctive from other kinds of
activity in which groups engage.

On the other hand, the learning that takes place among the participants during an IM session
can also be regarded as one of its primary products; it is within the context of sharing
together the various points of view and information that the different participants bring to the
table, that the final resulis are shaped, and the people reach the required shared understanding
of the situation for developing serious commitment to the issue in hand.

1.10 INTELLIGENCE, DESIGN, AND CHOICE,

As originally conceived, IM involves the managerial functions of Intelligence, Design,
and Choice, as set forth by H. A. Simon around 1960. These functions are modutarized
separately in the group process work, but each is emphasized as a key aspect of the work, and
the modules are strongly connected from a logical point of view. Each of these functions will
be found in each of the three phases of IM, but the relative emphasis will shift {rom one
phase to another.

1.11 COOPERATION BREEDS SUCCESS.

Typically IM works best when there is close cooperation and interaction between the
staff of the center that practices IM and the client organization. Such interaction must take
place in all three phases for best results.

1.12 INSTALLATION OF IM.

This Handbook primarily discusses the situation where a professional organization
provides IM services to a client organization. This is the typical situation in which IM will
be introduced to an organization not accustomed to its application. Nonetheless the ultimate
aim is that those organizations that can anticipate an ongoing need for its application will
"install” IM within their organization. This will involve education and training of any
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existing staff of the client organization who will become part of the service unit that provides
IM services within that organization. It is also possible that some staff of the IM
organization that provided initial services to the client organization will migrate to the client
organization. Such migration is likely to prove a healthy development to ensure continuity o
IM practice, and to help develop and maintain standards of quality in its practice within the
receiving organization.

1.13 SOME APPLICATIONS OF IM.

Hundreds of applications of IM have been carried out in many locations. Table 1.1
lists some of these as a way to help the reader see the varety available in using IM. These
are listed in approximate reverse chronological order, the most recent having the lower

numbers. (When organizations appear more than once in the last column, full identification &
given only in the initial listing.)

TABLE 1.1
SOME APPLICATIONS OF INTERACTIVE MANAGEMENT

No. Type of Application Managing Actor(s) or
Organization(s) or Both

Some Applications in 1994

1 Strategic Planning with the Taruhamari Indian Tribe in Benjamin Broome, Carmen
northwest Mexico Moreno, Cristina Salas-Porras
2 First Mexico Interloquium, World and Mexico Fulure in the Governor of Guanajuato and
Year 2,010--Planning for the 21st Century Dr. Carlos Flores, ITESM,
Campus Leon
3 Strategic Planning for the Food and Drug Administration Dr. Alexander Christakis, CWA
4

Dr. Scott Sialey, Ford Motor
Product information Management at Ford Company Rescarch Laboratory,

Dearborn, MI

Some Applications in 1993

5 Rapid Response Manufacturing Joint Application Development | Dr. Scott Staley, Ford

6 Americans for Indian Opportunity, Ambassador Program Dr. Benjamin Broome, GMU
and Ms. LaDonna Harris, AIO

7 Systemwide Planning for Analytical Powertrain (1992-93)

¥

Dr. Scott Staley, Ford
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STUDY QUESTIONS
CHAPTER 1. WHAT IS INTERACTIVE MANAGEMENT?

1.

2.

10.

11.

12.

13.

14.

What is Interactive Management?

When is IM intended to be used?

What is the main reason for the development of IM?

What provides the scientific basis for IM?

What do practitioners of IM need?

Over what period of time has testing of IM or components of IM occurred?
What were the two principal predecessors of IM?

Where is the most complete information base on IM located?

Whalt is typical about situations where IM might be used?

How can IM be distinguished from other kinds of management practices?
What are the principal products (tangible and intangible) of IM?

What three primary managerial functions are supported by IM?

What is meant by "installation of IM"?

In what countries or states of the USA has IM been used?
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CHAPTER. 2

IM OUTCOMES

s

For convenience in understanding IM and in orgarnizing for its use, the outcomes of IM

4 work have been placed in three major categories. These are (a) Definition, which refers to
constructing a thorough definition of the situation that is the focus for the work; (b)
Alternative Designs, which refers to constructing in a prescribed format two or more
alternative designs aimed at correcting the undesired conditions in the defined situation, or
otherwise to determine the new possibilities that might be open in that particular situation;
and (c) Choice of a Design, which refers to the studied selection of one of the alternative
designs as the basis for implementing the desired corrective measures.

In each particular case, the possible outcomes of IM are carefully defined in order to suit the
special requirements of the situation, but keeping in mind that in most cases these outcomes
follow the general sequence that has been established for the management process:
Intelligence (definition), Design (alternative designs), and Choice (choice of a design).

2.1 DEFINITION.

Interactive Management (IM) can be used to define a complex issue, problem, or
situation. When used in this way, IM is intended to support the following:

* Description of Context. The description of the context within which the issue is to be
explored

* Identification of Components. Identification of components involved in the definition

* Construction of Patterns. Construction of patterns that show how the components are
related

* Interpretation of Patterns. Interpretation of the patterns that are produced, to gain a good
understanding of the definition, and to get insight into the requirements for designing
alternatives to resolve the issue

* Mapping on Patterns. Mapping of information onto pattems to help illuminate aspects of
the patterns

The most common products that arise from using IM to develop a definition are sets and
structural pafterns. The sets are usually the following:

+ Sets of component problems
* A set of component problem types
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