
Whatever works …

Happy families are all alike; every unhappy family is 
unhappy in its own way.

Uit: Anna Karenina, Leo Tolstoj

Every successful IT organization is succesful in its own 
way; unsuccessful IT organizations are all alike. 

Adventures of a couple of systemic consultants in 
IT organizations



Facilitating according to Jan Lelie

With the help of: Jan Lelie

Unitary:
• Planning, rules
• “We must”

Mythical:
• Vision, symbols, dreams
• “We want”

Sensory:
• Concrete experience, 

facts
• “We can”

Social:
• Values, feelings
• “We may (are allowed)”

One truth More truths

Abstract

Actual, concrete
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CUSTOMER

Phase 1:
Prepare the request

Request

Acceptance

Phase 4:
Determine satisfaction

SUPPLIER

Complete product  

Phase 2:
Negotiate mutual conditions of 

satisfaction

Phase 3:
Execute

Promise

Customer 
concerns

Supplier 
concerns

The Conversations-for-Action loop of Fernando Flores

With the help of: Chauncey Bell (longtime business partner of Flores)



The Law of Requisite Variety for IT

TOTAL DEMAND

TOTAL IT CAPACITY

BALANCED?

• Portfolio mgmt

• Risk mgmt

• Service level mgmt & 
project portfolio mgmt

• Change mgmt

Products, Services & 
Changes

Service
Requests

Incidents

RfC’s

Wishes
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CHANGE

REPAIR

EXECUTE

AGREE

IMPROVE

WISH

WISH



The Viable System Model for IT as a whole

Portfolio
Management

Higher IT Management

Risk Management Se
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Service
Requests Incidents RfC’s Wishes

Maintenance P

Maintenance Q

Change X

Change Y

Internal IT 
improvement 

projectChange Management
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System 1

System 2
System 3

System 4

System 4



The Viable System Model for IT on lower levels
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EXPLICIET

Service 
Requests

Incidents

Requests
for Change

Specific 
maintenance 

team

Software Development  
or 

Maintenance team

Regular system 3 meeting

Regular system 4 meeting

Only operational 
managers and operators

Anti-patterns
Needs & 
Concerns of 
Stakeholders

Happy Flow
description

Unhappy Flow 
Description

Todo-list

Operational 
reports (system 2)

Include staff 
(architecture, security, …)

Based 
on


