Package Contains:  
· Johnson International Corporation Case (this is not a real company; it is one I have developed for this course). Organization Chart

· Suggested Case Template (can be altered)

· Systems Definition

· Introduction to Systems Thinking

· Graphics of Systems Thinking
Capstone Case…Johnson International  Corporation.    A case analysis of 10 to 12 pages.  APA style please.
Johnson International Corporation (JIC) is a global organization of 100 employees located largely in  the U.S., Europe, and the Far East.   It began in New Jersey and has been in business for 15 years, enjoying increasing profitability until the last two years.  Sales Revenue last year was $200 million with Net Income (after taxes) of $10 million.  70% of the business is military/DoD related.  Their principal focus is on providing logistical support to the military as well as the private sector.  They recently have developed a modest on-line presence.  Top leadership has given direction that an overall reengineering review of all aspects of the organization is to happen using a  systems approach.  The CEO had recently attended a seminar which included the handouts included in this material.   Downsizing is not necessarily the driving force behind the effort, although many suspect that it is.  It is rumored that a large contract will not be renewed.  The direction the CEO has given is “to become more competitive and better serve customers.”   Creative and constructive proposals are being sought.  The company has not had layoffs although several positions have been held open in the past year, except for those related to marketing and business development.  IT capital (not people) budgets have been cut by 10% each year for the past 2 years.   Travel and Training budgets for all employees have also seen cutbacks of 10%.  There has been a growing concern for Security matters in the all facilities in the US and abroad, but no plans have been put forth at this point, nor is there a central office to deal with these matters.
The CEO and company founder is a retired AF 1 star General who spent most of his time in the field of logistics.  He is 55 and has expressed no plans to step aside.   He is key in orchestrating strategic planning.  The CFO, COO and Division Managers report to him, along with the Overall Forecasting, Legal, Military, and Nonmilitary Relations Offices.
The CFO spent several years as CFO of FedEx.  He was been with JIC 5 years.  He is 50.
The COO spent several years with Hewlett Packard.   She has been with JIC for 4 years and is 45.
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Case studies never include enough information, and to address that, you identify what your assumptions are.   Things like, “I assume that ….”  All you need to know about for the field of logistics is explained at the bottom of the Organization Chart.
Each student should approach the case from their respective discipline; that is, they should examine this case from the perspective of an HRDevelopment, HRManagement,  Information Technology, Procurement and Acquisition, Management and Leadership or Security Management  perspective.   At the same time, you need to consider that a company is a living entity that has many parts and all tend to take on a life of their own.   

Your answers/suggestions should include:  (1) The potential impact of what you suggest on the other company operating divisions to the extent you may be able to determine them. (those shown on the Org Chart).  Obviously, you all may not have detailed knowledge of what the other parts of the organization do, but (2), you can make certain assumptions that you state in paper.  For example, “I assume that the Finance department will be affected by the kind of upgrades I recommend for the IT department.”, etc.     That is what Systems Thinking is about.   Solutions do not exist in a vacuum and there are often (3) unintended consequences elsewhere that you should try to include.   In some cases, what you are recommending may have a positive impact on other parts of the organization and that is good.

Think of how you would approach getting the information you need to write a Systems solution; and that as the HR, etc, person, you probably have a certain amount of knowledge about the company already, although it may be pretty narrowly confined to your area of responsibility.   (4) Is there an overall organizational strategy you might recommend?   Is the structure as it should be?   (5) Should employee reductions be part of your solution?   If so, how would you decide on who is let go?   

There are some are some articles on Systems Thinking that you are asked to consider for the case analysis.  You are, of course, invited to do additional research, and (6) you are expected to draw heavily from your course work in crafting a thoughtful response.  I am not expecting a Doctoral thesis...but a good graduate level response to the best of your ability.
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What is logistics:  All you need to know for this paper:
Logistics - (business definition) Logistics is defined as a business planning framework for the management of material, service, information and capital flows. It includes the increasingly complex information, communication and control systems required in today's business environment. -- (Logistix Partners Oy, Helsinki, FI, 1996)   
Logistics - (military definition) The science of planning and carrying out the movement and maintenance of forces.... those aspects of military operations that deal with the design and development, acquisition, storage, movement, distribution, maintenance, evacuation and disposition of material; movement, evacuation, and hospitalization of personnel; acquisition of construction, maintenance, operation and disposition of facilities; and acquisition of furnishing of services. -- (JCS Pub 1-02 excerpt) 
Possible Format Template 

· Company Overview

· Purpose of the Study as you understand it 

· Discussion of Systems Thinking as a way to approach case analysis

· The perspective you will adopt for the analysis from the perspective of your discipline.

· Key concepts/courses from your discipline that you plan to incorporate for the analysis

· The assumptions you will make in performing the analysis (there can be several)

· Identify the proposed solution(s) (Anywhere from 1 to 3)

· There may be various components of your solutions

· Identify potential unintended consequences of the solution (s)

· Consider the potential costs (not necessarily $’s but organizational disruptions and the effect) of the solutions you propose, and the amount of time that you feel it would take to accomplish them.

· Your conclusions and recommendations

SUPPLEMENTAL INFORMATION
What is a System?
Very simply, a system is a collection of parts (or subsystems) integrated to accomplish an overall goal (a system of people is an organization). Systems have input, processes, outputs and outcomes, with ongoing feedback among these various parts. If one part of the system is removed, the nature of the system is changed. 

Systems range from very simple to very complex. There are numerous types of systems. For example, there are biological systems (the heart, etc.), mechanical systems (thermostat, etc.), human/mechanical systems (riding a bicycle, etc.), ecological systems (predator/prey, etc.), and social systems (groups, supply and demand, friendship, etc.).

Complex systems, such as social systems, are comprised of numerous subsystems, as well. These subsystems are arranged in hierarchies, and integrated to accomplish the overall goal of the overall system. Each subsystem has its own boundaries of sorts, and includes various inputs, processes, outputs and outcomes geared to accomplish an overall goal for the subsystem.

A pile of sand is not a system. If one removes a sand particle, you've still got a pile of sand. However, a functioning car is a system. Remove the carburetor and you've no longer got a working car. 
Why is it Important to Look at Organizations as Systems?
The effect of this systems theory in management is that writers, educators, consultants, etc. are helping managers to look at organizations from a broader perspective. Systems theory has brought a new perspective for managers to interpret patterns and events in their organizations. In the past, managers typically took one part and focused on that. Then they moved all attention to another part. The problem was that an organization could, e.g., have wonderful departments that operate well by themselves but don't integrate well together. Consequently, the organization suffers as a whole. 

Now, more managers are recognizing the various parts of the organization, and, in particular, the interrelations of the parts, e.g., the coordination of central offices with other departments, engineering with manufacturing, supervisors with workers, etc. Managers now focus more attention on matters of ongoing organization and feedback. Managers now diagnose problems, not by examining what appear to be separate pieces of the organization, but by recognizing larger patterns of interactions. Managers maintain perspective by focusing on the outcomes they want from their organizations. Now managers focus on structures that provoke behaviors that determine events -- rather than reacting to events as was always done in the past. 
Systems Theory, Systems Analysis and Systems Thinking
One of the major breakthroughs in understanding the complex world of systems is systems theory. The application of this theory is called systems analysis. One of the tools of systems analysis is systems thinking. Very basically, systems thinking is a way of helping a person to view the world, including its organizations, from a broad perspective that includes structures, patterns and events, rather than just the events themselves. This broad view helps one to identify the real causes of issues and know where to work to address them. 
Systems Principles -- Some Examples
Systems theory has identified numerous principles that are common to systems, many of which help us to better understand organizations. One of the best descriptions of systems principles is in the booklet "Systems 1: An Introduction to Systems Thinking" by Draper L. Kauffman, Jr., edited by Stephen. A. Carlton (from The Innovative Learning Series by Futures Systems, Inc., 1980, Stephen.A.Carlton, Publisher, Minneapolis, MN (612) 920-0060). The following is adapted from that booklet. 
The system's overall behavior depends on its entire structure (not the sum of its various parts).
The structure determines the various behaviors, which determine the various events. Too often, we only see and respond to the events. That's why, especially in the early parts of our lives, we can be so short-sighted and reactionary in our lives and in our work. We miss the broader scheme of things.

Too often in organizations (and in management training programs), we think we can break up the system and only have to deal with its parts or with various topics apart from other topics. Systems theory reminds us that if you break up an elephant, you don't have a bunch of little elephants.
There is an optimum size for a system.
If we try to make the system any larger, it'll try to break itself up in order to achieve more stability. Too often in our organizations, we continually strive to keep on growing -- until the reality of the system intervenes. At this point, we again only see the events, not the behaviors or the structures that cause them. So we embark on short-sighted strategies to fix events, often only causing more problems for ourselves and others.

There are numerous other systems principles, e.g.,
- Systems tend to seek balance with their environments
- Systems that do not interact with their environment (e.g., get feedback from customers) tend to reach limits
A circular relationship exists between the overall system and its parts.
Ever notice how an organization seems to experience the same kinds of problems over and over again? The problems seem to cycle through the organization. Over time, members of the organization come to recognize the pattern of events in the cycle, rather than the cycle itself. Parents notice this as they mature as parents. Over time, they recognize the various phases their children go through and consider these phases when dealing with the specific behaviors of their children.
Who provides the library?
Authenticity Consulting, LLC, provides the Library as a free community resource. The Library has its own logo and domain name, apart from Authenticity Consulting, LLC. Carter McNamara, of Authenticity Consulting, LLC, began putting resources on the Internet for others, back in the very early 1990s when he had the privilege of working with the "Gopher" tool at the University of Minnesota. (The University's tool was one of the first user-friendly tools for uploading, downloading and managing files on the Internet.)
For Additional Information
Peter Senge's book, The Fifth Discipline (Doubleday, 1990), and its companion, The Fifth Discipline Fieldbook (Doubleday, 1994), are seminal works about systems thinking and its application to organizations. 

Also see Systems Thinking.
Introduction to Systems Thinking
People, when initially introduced to structures, also referred to as Archetypes, often find them a bit overwhelming. They really aren't at all difficult once you get used to them. The following is an introduction to structures and how to read the stories associated with the diagrams.

The basic idea of structure(s) is to point out the influence one thing has on another. That is, how do things influence other things to change.

If I have two things, thing 1 and thing 2, there are only two ways thing1 can influence thing2.
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Figure 1: Add Relationship
As indicated in Figure 1, thing 1 can add to thing 2, as indicated by a "+" sign, thus increasing thing 2.
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Figure 2: Subtract Relationship
The alternative is that thing 1 can subtract from thing 2, as indicated by the "-" sign in Figure 2, thus decreasing thing 2.

All this thingness may a bit difficult to connect with so let's consider a couple specific examples.
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Figure 3: Sales Increases Revenue
Figure 3 indicates that sales adds to revenue. Even if sales decrease it will still add to revenue, just not quite as rapidly as before. On the other hand, if sales increases it will add even more readily to revenue.
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Figure 4: Product Sales and Inventory
Figure 4 indicates that product sales subtracts from finished goods inventory. If product sales increase it will subtract even more from finished goods inventory. On the other hand, if product sales decrease it will still subtract from finished goods inventory, just not quite so much.

Within systems diagrams there are often items that are held constant within the context of what is being considered. These items will have neither a "+" nor a "-" attached to them.
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Figure 5: Constant Contribution
Figure 5 indicates that resources interact with productivity in such as way as to add to the finished goods inventory. The indication is that resources is a constant within the structure being considered so it neither adds to nor subtracts from, it just is. You might think of a constant as a catalyst for the result. If productivity increases it will interact with resources and add even more to finished goods inventory. If productivity decreases it will still interact with resources to add to finished goods inventory, just not so readily.

Now that we've covered connections, let's cover connections that complete to form loops. There are only two types of loops, reinforcing and balancing.
Reinforcing Loop
A reinforcing loop is one in which the interactions are such that each action adds to the other. Any situation where action produces a result which promotes more of the same action is representative of a reinforcing loop.
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Figure 6: Reinforcing Loop
Figure 6 indicates what happens in a typical savings account. The principal in the savings account interacts with the interest rate and adds to the interest. Note that interest rate is considered to be a constant in this example. Interest then adds to the principal. This reinforcing action happens every so many months depending on the period over which the institution computes the interest. The snowball rolling down hill is your signal that the loop is a reinforcing loop. The small graph to the right of principle indicates that the growth of principal is exponential.

Typical examples of reinforcing loops are population growth and decline, uncontrolled nuclear reactions, snow balls rolling down hill of course, runs on banks, wall street market crashes, etc.
Balancing Loop
A balancing loop is one in which action attempts to bring two things to agreement. Any situation where one attempts to solve a problem or achieve a goal or objective is representative of a balancing loop.
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Figure 7: Balancing Loop
Figure 7 provides the basic form of the balancing loop. The desired state interacts with the current state to produce a gap. The gap adds to the action and the action adds to the current state. The current state then subtracts from the gap. The small clock to the right of the arc between action and current state indicates some time delay that it takes for the action to change the current state. As the current state gets closer to the desired state the gap gets smaller and smaller so it adds less and less to the action, which is adding to the current state. Once the action has moved the current state to a point where it equals the desired state the gap is zero and there's no more addition to the action, so there is no more action. The balance in the center of the loop is your indication that the loop is a balancing loop.

Typical examples of balancing loops are driving from location A to location B, developing a skill, building something, fixing a problem, etc.
Telling one Loop from Another
Initially you might consider it difficult to figure out one loop from the other, yet it's simply a matter of counting. All you need to do is count the number of minus signs around the loop. If there is an even number, or zero, minus signs then it is a reinforcing loop. If there is an odd number of minus signs then it's a balancing loop.

These two loops can combine in numerous ways resulting in typical situation characteristics we recognize in our daily lives. theWay of Systems matches situation descriptions to common combinations of reinforcing and balancing loops which have very distinct characteristics.

Now that wasn't so tough, was it? You may have been expecting there was more to it than this, yet there really isn't. When one thing affects another thing it can only add to or subtract from that which it affects, otherwise there would be no influence at all now would there.
Systems Thinking: An Operational Perspective of the Universe provides a more elaborate background than this initial introduction though theWay of Systems presents a more integrated view of the archetypes. Also, George Richardson's "Problems with causal-loop diagrams" is a marvelous read.
theWay of Systems * Feedback * Musings
Copyright © 2004 Gene Bellinger
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Organization Structure of Johnson International Corporation  January, 2017
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