Designing innovation
and change work to
create maximum
ecosystem value: the
why and the how.
A Knowledge Café led by Jack Martin Leith, forming part
of European Sharing on Systems Thinking, held in
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Beyond design thinking
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Although design thinking is a significant improvement on its predecessor—what I call ‘brainstorm then project
manage’—it is customer-centric rather than systemic, and it adheres to the mistaken belief that many ideas must
be produced in order to find one idea with high value-creating potential.

OUR FOCUS

How value is generated
To learn more about
value co-creation,
download Evolving to a
New Dominant Logic
for Marketing, by
Stephen Vargo and
Robert Lusch, in
Journal of Marketing,
Vol. 68 (January 2004).

Innovation and change:
how I use these terms →

Innovation
POSSIBILITY
OF
DOWNSTREAM
VALUE
GENERATION

VALUE
GENERATOR

Something tangible
(a product or other
artefact) or intangible
(such as a service or a
piece of music) that
produces experienced
value when the user
interacts with it.

Value co-creation
(see Vargo & Lusch)

Change
EXISTING
STATE OF
AFFAIRS

DESIRED
STATE OF
AFFAIRS

Result:
EXPANDED
VALUE GENERATION
CAPABILITY

How we think the
universe works

How it
really works

Since ancient times, from Aristotle to Ptolemy, leading all the way
up to the present day, we have built models to explain how the
world works and we act on those models to solve problems.
Modern medicine, for example, could not exist without models like
the germ theory or the structure of DNA.
Yet as Thomas Kuhn points out in his classic, The Structure of
Scientific Revolutions, we inevitably find that even the most
successful model is incomplete. At first, the anomaly appears to be
a “special case” and we work around it. However, at some point, we
realize that the old theory is fundamentally flawed and that we need
to shift paradigms.
Source: Good Disruption / Bad Disruption, by Greg Satell.

Evolution of approaches and methods

CONSTRAINTS

Bureaucratic,
self-serving
organisations

Dynamic, humanityserving organisations
that create maximum
value, meaning
and joy

Obsolete worldviews
Fallacious theories
Erroneous beliefs
Flawed metaphors
Restrictive rules
Behavioural codes
Custom and practice

Worldviews
Newtonian-Cartesian

Presystemic

AristotelianPtolemaic

Systemic

Post-systemic

By the end of the seventeenth century a significant minority were already well
established in the Newtonian-Cartesian belief system in the world of essence;
but in the world of appearance most ordinary people were almost certainly still
seeing the High Street, the sun, moon and stars in terms of the Aristoteliomedieval world-view.
In the same way, today1, a significant minority have abandoned the NewtonianCartesian belief system in favour of some elaboration of systems theory worldview. But it may be that they, and certainly the majority of people, still see the
world in Newtonian-Cartesian terms2.
It is a big shift for concepts to move from being simply beliefs held in the mind
to beliefs that inform and transform the very act of perception.
Source: Feeling and Personhood—Psychology in Another Key, by John Heron.
Notes:
1. Written in 1992.
2. I call this the pre-systemic worldview.

Systems thinking: the main schools
General systems theory

Ludwig von Bertalanffy

Cybernetics—first and second order

Norbert Wiener, Ross Ashby, Gregory
Bateson, Francisco Varela, Humberto
Maturana

Management cybernetics
—Viable System Model

Stafford Beer

Complex adaptive systems

Santa Fe Institute, Ralph Stacey,
Dave Snowden

Soft systems methodology

Peter Checkland

System dynamics

Jay Forrester , Donella Meadows ,
Peter Senge

Sociotechnical systems

Fred Emery, Eric Trist, Ken Bamforth

You are not here merely
to make a living.
You are here in order to
enable the world to live
more amply, with
greater vision, with a
finer spirit of hope and
achievement.

You are here to enrich
the world, and you
impoverish yourself if
you forget the errand.
Woodrow Wilson
28th President of the United States

The purpose of an enterprise
In the end, an organization is nothing more
than the collective capacity of its people to
create value.
Lou Gerstner, Former Chairman & CEO, IBM

A group of people get together and exist as
an institution that we call a company so
they are able to accomplish something
collectively which they could not
accomplish separately.
David Packard, joint founder, Hewlett Packard

The purpose of an enterprise
“An aspirational reason for being which
inspires and provides a call to action for an
organization and its partners and
stakeholders, and provides benefit to local
and global society.”
Source: EY Beacon Institute
Transforming business through the science of purpose

Purpose is discovered, not invented

Prosperity in human societies can’t be properly
understood by looking just at monetary
measures, such as income or wealth.
Prosperity in a society is the accumulation of
solutions to human problems.
These solutions run from the prosaic (crunchier
potato chips) to the profound (cures for deadly
diseases).
Source: Redefining capitalism, by Eric Beinhocker and Nick Hanauer,
McKinsey Quarterly, September 2014.
Eric Beinhocker, an alumnus of McKinsey’s Washington, DC, and London
offices, is the executive director of the Institute for New Economic Thinking
at the Oxford Martin School, University of Oxford. Nick Hanauer is an
entrepreneur, venture capitalist, and author.

If a leader demonstrates
that the enterprise’s
purpose is noble, that
the work will enable
people to connect with
something large – more
permanent than their
material existence –
people will give the best
of themselves to the
enterprise.
Mihaly Csikszentmihalyi

71% of employees under 30
want their employer to have a
higher sense of purpose.
Source: WeSpire, The Evolution of Employee
Engagement Research Report 2015.

Findhorn Foundation purpose, 1990.

IBM

Learn more

Purpose and vision:
what’s the difference?
Purpose Reason for existing.
Vision How the world will look, sound and
feel when purpose is lived to the full.

Vision
Outward-facing. It’s about the enterprise ecosystem (expanded
stakeholder system), not the enterprise.
How will the world be when our value creation potential has been fully
realised? What will people see, hear and feel?
Desired present, not desired future.
Picture with explanatory text (use present tense and image-based
words).
Generative image (Gervase Bushe and Robert Marshak).

Shell Learning Centre: Vision 2007.

Ecosystem Value Specification in use at Greening the Desert,
a Shell GameChanger workshop.

Anti-value
Anti-value is more than dissatisfaction. It
manifests as an experience of physical pain or
emotional upset arising from a poorly designed
or malfunctioning value generator (product,
service, facility, establishment or event), or
from the denial of previously received and
possibly taken for granted value. When value is
destroyed, anti-value fills the void.
Anti-value often spawns further anti-value. For
example, a woman cuts herself when opening a
packaged product. She feels physical pain,
irritation and regret, and the emotions escalate
into anger. The inadequate packaging has now
generated considerable anti-value and evoked
a negative brand experience.
Fast forward to the next purchase occasion.
The woman chooses a different brand, not
because it promises greater value, but because
she wants to avoid the anti-value she received
from the first brand.

Increasingly, collective anti-value is being
returned to its perpetrator in the form of
badwill.
Enterprises wishing to maximise the generation
of ecosystem value must seek out and arrest
the generation of significant anti-value such as
the packaging described earlier.

Some anti-value generators
• A change programme that ignores people’s needs and
interests.
• A value generator with a design flaw.
• A malfunctioning value generator.
• Unnecessary or badly-run meetings.
• Rudeness and disrespect.
• A person who is misusing their power.
• A person with ill intent.

Anti-value
generator

Anti-value
generation arrested

Bryan Smith’s model elaborated by Jack Martin Leith.

Co-creation is not about “build it and they will come.” Rather, it is about
“bring them together and build it with them.”
Co-creation harnesses human potential to mutually expand value. It not
only views individuals as having creative capacities to forge mutually
valuable outcomes together, but also that they attach meaning to their
experiences of these outcomes and their very acts of creative interactions
with the environments around them.
Thinking of co-creation in this way takes us well beyond crowdsourcing
and open innovation.
It can include any of the value chain activities of any business, civic, or
social enterprise—activities that can be opened up to more inclusive,
creative, and meaningful engagement with stakeholders.
Source: Venkat Ramaswamy, Co-Creating Development, The World Bank Institute
Download pdf

Co-creation essentials
A co-creation project will usually include one or more
co-creation events.
Ask: “How does the event fit into the overall programme of work?”
• Before the event, after the event.
• Weaving it all together.
Co-creation is a different way of thinking and acting.

• Whenever possible, include from the start all those whose
contribution, co-operation and consent will be needed later.
• No ‘change is a journey’. No ‘resistance to change’. No ‘engage
our employees’.

The ‘change is a journey’ metaphor

The ‘change is a journey’ metaphor
The most widely used metaphor of change is that of a
journey from the current state of affairs (often labelled ‘as
is’) to the desired state (‘to be’). The desired state is seen as
a place out there in the future.

The journey metaphor tricks us into ignoring the possibility
that the desired change might be accomplished quickly,
with little effort, with existing resources and with minimal
disruption.

The journey will be long and arduous. Along the way, there
will be roadblocks to circumvent, and milestones indicating
progress towards the chosen destination. The change will
be delivered by a vehicle taking the form of a strategy or
change programme.

The change-is-a-journey metaphor is embedded in our
mental models and language so deeply that it’s almost
impossible to talk about change without employing it. We
need to use the metaphor mindfully and be alert to its
limitations.

The journey metaphor is inaccurate and dangerous. It limits
our ability to create results quickly and easily; it
misrepresents change as a controllable process composed
of a sequence of discrete stages; and it deludes us into
thinking we can make a map for getting from the current
state of affairs to the desired state.

Other metaphors are available, such as these:

Armed with this delusional map, we embark on what we
imagine will be a long and hazardous journey. We start to
foresee all sorts of obstacles that don’t actually exist. We
find ourselves believing the milestones we invented are real,
and get anxious when they don’t appear on the horizon.
Language is rich in metaphor, but all metaphors are
fundamentally flawed as they are crude representations of
reality. The map is not the territory. And in this particular
case, the map is not the map and the territory is not the
territory.

•
•
•
•
•

Change is like Aikido.
Change is like undoing a lock.
Change is like white water rafting.
Change is like the blossoming of a flower.
Change is like metamorphosis from caterpillar to pupa,
and from pupa to butterfly.

One of the most powerful metaphors is ‘change is like a
kaleidoscope’.
Imagine that you are looking through the eyepiece of a
kaleidoscope and seeing a colourful pattern.
With one tiny nudge of the barrel you instantly create a new
pattern. It’s altogether different from the original one, and
the change is permanent—there’s no way of returning to the
first pattern.

The ‘resistance to change’ myth
“This article examines the origins of one of the most widely accepted
mental models that drives organizational behavior: the idea that there is
resistance to change and that managers must overcome it. This mental
model, held by employees at all levels, interferes with successful change
implementation. The authors trace the emergence of the term resistance to
change and show how it became received truth.

Kurt Lewin introduced the term as a systems concept, as a force affecting
managers and employees equally. Because the terminology, but not the
context, was carried forward, later uses increasingly cast the problem as a
psychological concept, personalizing the issue as employees versus
managers. Acceptance of this model confuses an understanding of change
dynamics.
Letting go of the term – and the model it has come to embody – will make
way for more useful models of change dynamics. The authors conclude
with a discussion of alternatives to resistance to change.”
Source: Challenging ‘Resistance to Change’, a paper by Eric B Dent and Susan Galloway Goldberg, published in
the peer reviewed quarterly, The Journal of Applied Behavioral Science (March 1999 vol. 35 no. 1).

The employee engagement fantasy
According to research by Gallup, only 13% of employees are engaged.
“If there was a single question that obsessed
20th century managers, from Frederick
Taylor to Jack Welch, it was this: How do we
get more out of our people? At one level, this
question is innocuous—who can object to the
goal of raising human productivity? Yet it’s
also loaded with industrial age thinking: How
do we (meaning ‘management’) get more
(meaning units of production per hour) out of
our people (meaning the individuals who are
obliged to follow our orders)? Ironically, the
management model encapsulated in this
question virtually guarantees that a company
will never get the best out of its people.
Vassals and conscripts may work hard, but
they don’t work willingly.”
Gary Hamel, The Future of Management

Trying to engage someone is
like trying to dance them. It
cannot be done, so stop trying.

Co-creation event design-assist team
Members will include:
• Some of those who will do the downstream work.
• A well-known sceptic within the organisation.
• Project owner.
• Project manager.
• Internal communications person.
• Logistics person.
• Consultants / facilitators.

Design team meeting: main topics for discussion
Event purpose and outcomes
Event process (three options: loosely orchestrated, tightly orchestrated,
combination)
Event participants
• (A) Microcosm of the organisation. (B) Include everyone whose contribution,
co-operation and consent will be needed later.
• Ecosystem Value Specification.
• Consider how to include absentees.

Timing of event
Venue for event
Event logistics
Event facilitation
• John Heron’s three facilitation modes: hierarchical, co-operative, autonomous.

• Be ready to redesign the event on the hoof if necessary.

Co-creation events
Event process – three main options:
1.

Tightly orchestrated (e.g. Real Time Strategic Change)

2.

Loosely orchestrated (e.g. Open Space Technology)

3.

Combination of 1 and 2

Bring the whole system together to
create its preferred future. Include
all voices, make reality a key driver,
foster shared understanding, create
community, and think and act in
real time.
Real Time Strategic Change

Where to meet

A

B

11:00
12:00

14:00
Open Space Technology

C

Participation in co-creation events

Some co-creation methods and tools
• Large group interventions (Open Space Technology, Future Search, Real Time
Strategic Change, World Café)
• Ecosystem Value Specification (Jack Martin Leith)
• Appreciative Inquiry (David Cooperrider et al)
• Visual collaboration tools (e.g. Grove-style templates)

• Enterprise social networking platforms (e.g. Slack)
• Enterprise microblogging services (e.g. Yammer)
• Web conferencing services (e.g. Zoom, Microsoft Teams, WebEx)
• Design thinking

• Agile and Scrum (an Agile method)
• Peer coaching in fours (Jack Martin Leith)
• Action learning
• Communities of practice

Please contact me if you
would like to know how
these three approaches
might be integrated.

Examples of co-creation in action
Shell
Working with Adam Lomas, I
designed and facilitated an
event in which all members of
Shell Learning Centre created
the outline of a bold new
strategy for their organisation.
I then coached a team of elected
volunteers, helping them flesh
out the strategy with further
input from the wider
organisation and in close
collaboration with Adam.

“The conference played a vital part in the
engagement process and provided an
opportunity for managers and staff to
voice their concerns, helping me to
understand the needs of the organisation
and enabling staff to express their needs
and contribute their ideas.”

Adam Lomas, former Head of Global Learning, Shell
International, now Partner, Castor and Partners, Cyprus

Examples of co-creation in action
Findhorn Foundation
Established in 1962, Findhorn Foundation
is a spiritual community, education centre
and ecovillage located in the north of
Scotland.
At the invitation of the governing body, I
undertook a three month consulting
residency to help the foundation develop
new experiential offerings.
In parallel and working without a brief, I
urged foundation members to discover
their collective purpose. This under-theradar work bore fruit, as you can see in the
photo on the right.

More than two decades later, the
essence of the foundation’s purpose
remains the same:
The Findhorn Foundation is a spiritual
community, ecovillage and an
international centre for holistic
education, helping to unfold a new
human consciousness and create a
positive and sustainable future.
Source: findhorn.org.

Examples of co-creation in action
McCain Foods
I created and managed an accelerated
innovation programme involving 100
consumers and a large, diverse group
of McCain people. My collaborator on
this project was Jeffrey Hyman, who
opened the original Pret a Manger shop
and founded the Food & Drink
Innovation Network.

In the photo we see some McCain
people reviewing new product concepts
informed and inspired by unmoderated
conversations that took place among
consumers the previous evening.
The same consumers returned a little
later to evaluate the most promising
concepts and suggest improvements.

Examples of co-creation in action
Shell GameChanger
Working alongside Shell’s GameChanger and Water-to-Value teams, I
designed and facilitated Greening the Desert, a two day innovation
workshop in which academics from Imperial College (UK) and Wageningen
University (Netherlands) devised imaginative ways of creating value from
the contaminated water that accompanies oil as it comes out of the
ground.

Examples of co-creation in action
Numico
Royal Numico N.V. is the specialist
baby food and clinical nutrition
subsidiary of Groupe Danone.
Shortly before the business was
acquired by Danone, senior
managers from around the world
gathered in Marrakesh, Morocco, for
the Numico General Managers’
Conference.
The conference included a one day
co-creation workshop, designed and
facilitated by Jean-Marc le Tissier
and me, in which the 250 participants
devised ways of simplifying their
work practices.

Examples of co-creation in action
Association of Greater
Manchester Authorities
Association of Greater Manchester
Authorities is a voluntary organisation
representing the ten metropolitan
boroughs of Greater Manchester.

Jean-Marc le Tissier and I designed and
facilitated part of a conference in which
pilot inter-authority initiatives were
reviewed, learnings shared and roll-out
plans devised.
The conference represented a
significant step towards the
establishment of Greater Manchester
Combined Authority, the first authority
of its kind in the United Kingdom.

Examples of co-creation in action
Petroleum Development Oman
PDO is Shell’s business in the Sultanate
of Oman. Working with Adam Lomas a
little earlier in his career, I designed and
facilitated a two-day event in which a
large and diverse group of Shell
scientists and engineers devised a way
to produce oil economically from a rare
type of rock. At the end of the event, the
plan was presented to Oman’s Minister
for Oil and Gas.

GlaxoSmithKline
I conducted a one day co-creation event
in which staff from two laboratories
hatched plans for implementing the new
R&D strategy.

Head4Arts
Stakeholders in a new community arts
organisation, based at Llanhilleth Miners
Institute, near Ebbw Vale in south Wales,
spent a day co-creating plans for
delivering Year 1 objectives. During the
gathering, they explored a range of
possible names for the organisation
before settling on Head4Arts.

Why seek to generate maximum value for all
enterprise ecosystem constituents?
•
•
•
•
•
•
•
•
•

•

More value, in the form of revenue, cordial relationships, goodwill etc, is
created for the enterprise as a natural consequence.
Innovation and change endeavours produce the desired results quickly,
without resistance and with no unwanted consequences.
The viability of the enterprise is strengthened and its long-term future is
more secure.
People give the best of themselves, because their work has meaning and
purpose.
The best talent is attracted and retained.
The reputation of the enterprise is enhanced.
A distinctive and respected corporate brand arises.
Competitive advantage is boosted.
Sustainability and corporate social responsibility activities are no longer
handled by specialist functions. They are an intrinsic part of everyone’s
day to day work.
Shareholder value increases.

Jack Martin Leith is a now-to-new
practitioner living in the west of England.
Phone: 07583 601234 (+44 7583 601234)
Email: jack@jackmartinleith.com
Web: jackmartinleith.com
Please contact Jack if you need further
information or assistance.

