1. The Y-Model

The Y-model defines the Process – how things should be organised in time – and how to measure that things happen – that we are on the way. There may be several Y-models active in an organisation at a time, at various stages, and every Y-model may at any of its 7 stages spin off another y-modelled process. This may be either as a sub-process dedicated to solve issues in current context, or dedicated to solve related problems, or completely unrelated – to solve a problem identified in the current Y-model. One may find things that are unrelated, - or we decide that it should be treated as unrelated. Examples of such are finding marketing opportunities in an IT systems development project – it happens, and to succeed, it requires the full and undivided attention of the marketing department. These are the right people to assess a new business opportunity, make a market strategy and make a new product available. 

The usual case is that in an organisation there are several Y-models in process in any given time.

The milestones in the Y-model are X-modelled decision points, where the input is described as for the X-model, as well as the output. The decision reached is usually to proceed or not, at times with corrections of planned activities, but most of all indicates that a stage has been reached, and the process moves on. Iteration is not allowed, but current process may be terminated and a new initiated based on conclusions made. This has to do with the initial two stages in the Y-model – we need those properly completed before we can move on.

2. The Process

Initially we have to capture two (2) facets of current situation, record this, to provide the foundation for all work:

 I Current Situation

Describe using the X-model the anticipated need for change from existing conditions. What is wanted changed? Not only should what one intends to do – but also a complete description of why we understand it necessary to change – presumptions and assumptions made in both Personal and actual domain should be described.

Forget HOW; describe anticipation to the change in the personal domain and real expected results. It is not that you want to get your finances in order by introducing a new finance system, it is also the personal tranquillity sought achieved by having all bills paid, yet still being liquid. Basically everything uttered, including restful sleep is relevant – to the fact that you do not sleep well in the current situation, which you seek a refuge from.

II Anticipated New State

This should be as complete as possible the new situation sought achieved. The description should be based on both domains, personal and actual, identification of assumptions and preceding events, and should not be inhibited by possibilities and realism in ability to achieve the new state. 

It is just as much as description or collection of such, describing things we want to act on, and improve on, both personal and actual – including irrational “feelings” and “beliefs” rooted and related to the problem to be solved.

· The description shall be complete and not at random,

· Associated matters, irrelevant to the discussion should be removed or at least be described as external to the matter.

· Identify your won personal goals and ambitions, expectations regarding the matter, and relate your descriptions to the ongoing discussions.

· Look for expectations – unreal or real, in the ongoing discussions.

· Distinguish actual and personal relations. Compare these arguments against your understanding of what needs to be done. Seek advice internally, should the fences be raised and storm caused, as well as when nobody seems to argue the causes.

· Seek arguments that are expressed as moral – as well as those completely rational. These should indicate what is considered as important values in the problem domain.

· Pursue unwillingness – “Does not suit me/us” – even when the case is rationally well founded. The discussion is unpleasant but the more important!

· Identify how to measure achievements. Most events may be quantified, both in time and resource limits.

· How does one identify that a goal has been achieved – tangibly and indisputable?

· .. or when should one discover that things are going wrong?

· .. what measures should be put in place to monitor progress?

The “experts” and “technology” is to facilitate the change, it is for us to provide the visions of what we want and then consider how to achieve these ambitions – using technology and resources at hand.

III Need For Change

Knowing where we are heading allows us to identify what will take us there. So the needed change is described, categorized, both personal ant actual. Now seek to identify what matters in the case, and obtain a list of changes that are needed.

· Clarify from the requirements as express, what is emphasized, and compare with actual perception of state. Seek an unambiguous formulation of current state, and seek consensus between the participants to these statements.

· Identify level of communication, see to that everyone’s arguments are understood – on the expressed premises, and that the other participants understands the arguments on the formulator’s premises. Seek to close the gap between what is express and what is implied.

· Search for “wishy-washy” – where points are argued as moral rather than logical, based on belief rather than sound understanding. One express what one believe is the right answer, not what one knows to be the right answer. This often result in constraining the discussion to what suits me best – as opposed to what is best for the business. Will require a rephrasing of the question and willingness to assess other aspects.

IV Alternatives

4. Alternatives:
Identify alternatives means to achieve the goals, where all support the actual and personal arguments expresses, and according to goals defined. Classify them in accordance to ability to meet actual business goals as expressed. Identify conflicts in plans between expressed actual business achievements and personal ambitions and expectations found.
There are more than one way to reach the goal – identify these, and compare them with expressed actual and personal ambitions. 

· Take care to avoid randomness. Brainstorming should be a creative process, not psychotherapy nor random.

· Search in what has been expressed for a time in the business as a required change or adaptations – as a solution to The Problem. It may just be a poorly expressed stroke of genius solution simple enough for everyone to oversee it.

· Search in levels of communication – from own long worn principles to creativity. Search for relevance because most is – although it can take quite an effort to see how.

· Also the obscure is rooted in something. Finding why, where and when not only improves communication but may also reveal the solution to the problem.

V Selection and Detailed Plan:

Chose the one master plan to achieve the overall objectives Identify detailed plans to reach the various goals, identify milestones on the way and  seek to identify tangible metrics to measure progress.

Define activities and estimate resources required to reach the goals. Identify good “intents” – and create activities that support the objectives and will fulfil them without needing patching up later.

· The best activities need not be what is loudly bespoken and best expressed.

· Estimate resources for the various activities – it is to late to allocate on the way.

· Time for action – things take time, and has its time. It’s no use to catch a train that has left.

· If possible, identify what can go wrong, how to detect that things are not going as planned. This is both a simple risk assessments bound to both early warning indicators and possible prescribed actions.

VI Execute Plan:


Complete the plan(s) made, measure progress and identify achievements reach – as well as deviations.

The activities shall be monitored as described, and where possible the plan may be improved on the way. However, it should be identify when you are within the plan, and when it has been stretched enough to call it an entire new scenario. It is important to these limits, as the current plans are constrained by assumptions we make and the analysis in the early stages. Once the context and constraints identified are violated, the premises for the plan are violated – and the plan should not be applied.

· Plan follow-up of progress; know what should be in place at any given time, and what absence or presence of events indicates for the planned change.

· Don’t get lost in complexity; most activities are simple actions in a complex context.

· Don’t oversimplify things – most are constrained by a complex context.

· Wishful thinking distracts from a clear understanding of the goals, strategies and visions.

· New people in the organisation create noise.

· Cooperation will usually require both additional time and resources.

VII Completion and Termination:

This is usually omitted, but identify and demarcate that a goal has been reached. Describe expected goals and measured achievements. If the Anticipated New State is poorly defined, it will be difficult to identify and measure when goals have been achieved. You are then open to criticism, excessive resource usage cannot be explained – nor explained why or to what reason the expenses occurred. If you know the reasons, it is easier to explain expenditure, and that things are still under control.

Seek a conclusion, and reach acceptance for this. Take acclamations if given, and assess when the activities need to be repeated or reconsidered, framework for current operation, and how to detect when this is violated.

Define the new operating framework.

1. Current Situation:


Where are we?


What are operating conditions?





2. Anticipated State:


What do we seek to achieve?


Why do we seek to change?





3. Need for Change:


Gathering of all relevant data to �specify the grounds and reason �for the change.














4. Alternatives:�Identify alternatives means to�achieve the goals. Classify them�according to ability to meet business�goals. Identify conflicts in plans.





5. Selection and Detailed Plan:


Chose the one of the plans to �achieve the goal.


Make detailed plan to reach goals,�identify milestones and tangible �units to measure progress.





6. Execute Plan:�Complete the plan(s) made, measure�progress and identify achievements�reach – as well as deviations.





7. Completion and Termination:


Identify that goals are met, and �terminate ongoing activities to �release resources. Measure success and failure according  to earlier specified criteria.








