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INTRODUCTION
These notes are intended to accompany the course materials. They present a summary a consulting model that a few colleagues ad myself have developed over the past few years. This introduction is intended to give a summary of the enneagram methodology and provide a framework for later more detailed discussion and applications to business. 
I don’t see much point in reading out PowerPoint slides to students. It’s not an effective way of teaching. Face to face lectures should be interactive; raising energy, enthusiasm and making interesting connections and applications. But interactive sessions can appear formless, notes taken in them might seem confusing after the event. I think that is why some people like power point presentations; they appear to follow a certain logic. Textbook type study is best done at home. And there are plenty of good on line courses that can be used to prepare for interactive sessions.
Organizational grammar
A hypothesis underlying these notes is that nothing is experienced directly. Things and event are always experienced via an instrument; through sense organs made up of particles, usually enhanced by tools or instruments, complex or otherwise; signals, microphones, telescopes, microscopes, accelerators, language, or seen through habitual mindsets, cultures, norms, assumptions. I summarize the immense number of instruments with the phrase organizational grammar, or briefly grammar. 
Grammar has a morphology, and a syntax. Here, morphology refers to the qualities of things and events and being that we choose to focus on. Syntax refers to the rules that connect them. Alternatively, we might think of grammar as a network in which the nodes (vertices) correspond to the morphology and the linkages (edges) correspond to syntax. To morphology and syntax, we might add rhetoric which describes how we speak about them, according to conventional wisdom, the prevailing discourse or using Kuhn’s term, the paradigm.
Three other themes, parallel to those in your handbook, underlie these introductory notes. They are 
Systems, system states and processes
Complexity
Strategic games.
These notes will focus on the first theme, systems, but reference  is made to the other two themes that will feature in more detail, in later versions of the notes.
A brief note on complexity and games at this point is useful though.
Complex systems
 A complex system is made up of a large number of interacting parts. Change in one part of the system are likely to percolate to other parts of the system. Complex systems are prone to contagion either positive (virtuous cycles) or negative (vicious cycles). Often complex systems are evolutionary in the sense that strange often unexpected can emerge over time. To capture their evolutionary or emergent properties aspects complex systems are sometimes described as complex adaptive systems (CAS).  Examples of complex adaptive systems are the brain, immune systems, the global economy and in these notes, organizations, including businesses, institutions and institutions.
Game theory
Game theory provides many insights into the nature of strategy. Here we allude to just a few; interdependence, notions of positive and negative sum strategies and equilibrium.
One insight of game theory for strategy, interdependence, is that the outcome of a strategy adopted by Group A depends on the response by Group B. For example, in organizations strategy is often designed by one set of individuals  (Group A) and implemented by another set (Group B). So the role of managers or leaders is to co-ordinate actions of Groups (A and B) who often have quite different goals, interests and intentions. 
A strategy adopted by Group A is positive sum if it results in gains to the group as a whole; that is, it is a positive game if gains in total exceed losses in total. Trade is said to be positive sum, but as we know there are gains as well as losses from trade, even though overall gains are positive. Such is the situation which resulted in the UK voting for exit from the EU; Brexit. Negative sum games are the converse of positive sum. Crime for example, by legitimate corporations or criminal syndicates is negative sum, penalizing all but benefitting the corporation or syndicate initiating the game.
Two notions of equilibrium are suggested by game theory. The most well-known is Nash equilibrium, named after the mathematician John Nash. A Nash equilibrium strategy is stable if group A has no incentive to change strategy unless B changes strategy.  Another equilibrium notion is that of an evolutionary stable strategy. Strategy adopted by Group A is evolutionary stable if there are not too many people in Group B who adopt an upsetting strategy. Significantly, not too many turns out to be not many at all; just a few deviants are sufficient to upset strategies designed or agreed upon by many.

SYSTEMS
We can describe systems as relationships between entities or activities that are designed accidentally or intentionally to serve a purpose. So systems contain a set of related parts. Systems, system states and processes are basic concepts. The state of a system describes where it is now. Processes describe the transition of systems from one state to another.
There are many systems, too many to enumerate. Firms are systems. Organizations are made up of systems for example; management systems, IT systems, human resource systems, (think of the discourse here resource and human), formal and informal hierarchies are systems; networks are systems of interacting parts. We can think of business functions (as in the value chain) as systems; planning systems, control systems and accounting, treasury, operations, marketing, sales, payroll  customer relations are organized systems. 
Systems and subsystems.
Systems can be looked at from a micro perspective (fine graining) or from a macro perspective (coarse graining); in other words, systems at a macro level are made up of micro systems. Systems contain subsystems. Ecologies are systems. The bio-sphere is a system of relationships between subsystems; natural systems, the atmosphere, the hydrosphere, subsystems of the biosphere, themselves containing subsystems, such as oceans, forests, lakes, moorlands, and human systems,  political, economic, social and family systems, cities, towns, villages and within them and between them, social, religious, friendship  and transportation networks: systems within systems, within systems.
Systems contain subsystems. Corporations are sometimes organized into divisions, sometimes into business functions and sometimes, as in matrix organizations, divisions are structured layers of business functions (operations, marketing, distribution, sales service and so on). Divisions anf functions are subsystems of the corporation. And Corporations may be subsystems of larger organizations; partnerships, alliances, coalitions.  
Giant corporations are subsystems of a system of global businesses and their operating systems are their subsystems. 
What systems have in common is that they are made up of interacting parts; 
parts that interact in present time for example, synergies, linkages, networks, economies and diseconomies of scale and scope and 
parts that interact over time; feedbacks, blowbacks, intended and unintended consequences. Mathematically interactions can be expressed by differential and difference equations, all of which contain change over time as a variable.
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Figure 1
Time and systems
The term system state describes the situation that systems find themselves in now; that is at some   point in time. A complete description of the system state would include values of all the variables involved in a system at any moment. In some systems the number of interacting variables they contain is so huge that it would be impossible to list them all, let alone enumerate them. 
Talking about systems at a moment in time can be a misleading, if convenient, fiction because systems. Moments are as the word moment suggests, momentary. You can’t hold on to the moment, since its nature is to pass from one moment to another. They are dynamic: the essence of a system is change of the system,  
Processes
The idea of a process follows on from that of systems and system states. Processes describe the transition from one system state to another; how a system progresses through time. Production for example is a process. The value chain, devised by Michael Porter, describes a succession of primary processes (operations, logistics, marketing and sales) backed up by secondary processes that support every stage of primary production (technology, purchasing, infrastructure, human resources). 
Your course is entitled, Strategy Roadmaps, a term that describes a process; a set of steps through time; beginning with a plan for the future that starts with intention; a vision of the future, and accompanied by a plan as to how the intention is to be carried out. Many alternative paths may be considered and when one path is chosen, thought has to be given about how to make the intended path happen; that is implementing the intention, taking steps along the path (or roadmap) that turns intention which is a cognitive function into a series of events that actually happen in time; turning thought into action. .     
Figure 2 is a picture of the current system state in relation to past system states and future system states. We tend to interpret the causes that have brought about the current system state from observing the past and you know, we can distinguish patterns and these patterns lead to probable causes and possible causes. The state of affairs of this, say in the current system state, state we never have full information. So we can only talk about probable, probable causes or possible causes. We never know with certainty what caused a particular event to happen, although we can be pretty sure in many cases. 
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Figure 2
Risk and uncertainty
The future is always uncertain. People try and predict the future, often with very limited success. People construct alternative futures by learning from the past; detecting patterns and assuming that these patterns will be repeated. Such is the inductive method; the sun rose today and yesterday and therefore it will rise tomorrow; house prices rose or the FT index share price index rose, or our income rose over the past few months, therefore a rise will take place in the next few months. Note that the induction about the sun rising tomorrow has proved more reliable than the inductions about house prices or share prices. 
Increasingly events in probabilistic terms. According to one tradition, events in the world were seen to be deterministic, in the sense that if we had complete information about all the variables in the present system state then we would be able to predict the future exactly. Now it is widely recognized that there is an irreducible randomness about events; even if knowledge were perfect still randomness would kick in, and we would be surprised; our predictions would be unfounded. 
Experts, who might be researchers, business or economic forecasters, psephologists predicting elections, physicists the position  and momentum of particles, marketers predicting demand for their products, or medical researchers predicting the success of certain drugs or surgical procedures, assign probabilities to possible futures, using bell shaped (normal or Gaussian) distributions, not to make exact predictions, but to predict a range of possibilities, often accurately and sometimes not. The point to remember is that great statistical accuracy can be attached to events in aggregate, but not to individual events. Events in aggregate may fall within very specific range but individual events may fall anywhere within the range. 
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Figure 3
Types of system
Slide 4 illustrates issues of evolution and change. Evolution is different from change in the sense that evolution depends on the process of natural selection (Darwinian natural selection) plus random mutations. Those are the primary sources of evolution, randomness mutations and natural selection. The idea of natural selection has been carried over I think falsely, into social systems. 
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Figure 4
Natural selection didn’t mean survival of the fittest when Darwin talked about it. Natural selection led to more successful production by species that were fitted to the environment than those species that were not fitted to the environment. And this idea of survival of the fittest which I think is a false idea, has been carried over to the idea that competition in itself make things better and the idea that should pursue competitive advantage. People seem to take that for granted in business courses. Change simply means that one system state is different from another and also I outlined in Slide 4 is different types of systems.



Stakeholders
Slide 5 you know, talked about the fact that mostly we think the function of business is really to satisfy the preferences of owners of businesses, shareholders of a business and we think, we speak of businesses as seeking competitive advantage in order to get superior shareholder value. 
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Figure 5
And this reappears in popular discourse as the Neo-liberal model, the model of competitive markets. And there is a problem. There are many stakeholders in a business, not just the shareholders and often the interest of different shareholders, different stakeholders don’t coincide. So one of the jobs of managers is to coordinate different stakeholder interest to compromise, to balance the interest of one shareholder with the interest of another. 
And of course ethical considerations arise here and on slide 6, introducing very simplistic ideas with ethical foundation ranging from the greatest happiness principle to the social contract ideas that all associates with the philosopher John Rawls and, you know, originally I suppose, came from people like Rousseau who talked about social contract which they imagined as an original state in which human beings, before they came into the world, greed on their preferred state of affairs once they entered the world. 
Figure 6

Utilitarianism as used by Peter Singer includes all sentient creatures as stakeholders. Not just people but animals, the environment and the entire ecosystem. 
Decisions
Slide 7 makes a transition from strategy as rational process (seeking competitive advantage) to decisions not limited purely to the thinking or intellectual function to including emotion, instinct and intuition determinants. 
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Figure 7
I adopt Jung’s classification, in figure 7. He envisaged two general functions; rational functions, intellect and emotion, pictured on the vertical axis and irrational functions, instinct and intuition on the horizontal. Values emanate in the Jungian system from the emotional function as apposed the thinking function associated with analysis. The irrational functions on the horizontal contain the instinctual function inherited from far back in our evolutionary past and intuition which Jung identified with wisdom. Individuals have, in the Jungian system, dominant rational and irrational functions, for example in some people emotion, and intuition the other two functions, in this case, thinking and instinct are recessive, emerging in the personal unconscious perhaps as dreams or fantasies. The point here is that they all have a part in determining life decisions but, in the business and economic literature, focus is on intellect and rationality.
Psychology has entered business analysis through the concept of emotional intelligence. Emotional intelligence is related to empathy; consideration not only of one’s self but the impact of one’s actions, thoughts and behavior on others. Empathy is associated with the ability to experience situations in the way that others might do. Empathy, or the lack of it, is the foundation of ethics.   
System states and the meta model
 Slides 9, 10 and 11 outlined the meta model which is described elsewhere. The meta model is a way of looking at system states. 
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Figure 8

The state in which say an organization is in at a particular interval of time. Now what we do when we try and understand the world is to partition it into parts. What we do is we are reluctant to admit that there is a unity in being, that thing, everything is connected to everything else. 
And that the spiritual world, the material world, the imaginary world are connected with one another and we have a very materialistic view of life. So what we do is we divide reality into the real and the unreal and we say well the real world is the material world which we experience with senses. So the real world is the experiential world, what we experience. And this is the root of what philosophers called positivism or logical positive, positivism which I see as nonsense. But you know, people I respect would actually say that I was quite wrong and I misunderstood the world. But I have the firm opinion that spiritual world, the world of the spirit and the material world are deeply interconnected. 
Anyway, just focusing on what people call the real world, the material world. We can make sense of it by saying ok, lets’ divide, lets’ think of a system, lets’ think of an organization and lets’ think of what’s going on inside an organization and lets’ call that the inner dynamics. Let’s think about what’s going on outside the organization and lets’ call that outer dynamics and let’s think of what the organization is trying to do. It’s trying to produce payoffs. 
And if you look at Figures 8 and 9 they illustrate what I am talking about. [image: ]
Figure 9
For the moment we leave aside the most difficult of those categories, grammar, and instead focus on the three other categories, payoffs, inner dynamics and outer dynamics. Now use this as our basis an organization, a firm. It could be any firm. The outer dynamics with respect to the firm are those things which influence the firm from the outside but which are largely out of control of the firm. The firm has very little influence on outer dynamics. 
It can only influence its’ inner dynamics and then only to a limited extent. And you can divide outer dynamics into sort of global macro conditions, technology, politics, economics, technology, ecology, demography and all those sorts of things that appears in pest analysis and so on. At a more micro level, the firm is affected by competition and corporation and often competitors are actually also cooperating with the company. If you think about it, suppliers are both cooperating with the company that they supply and competing with it in the sense that the suppliers want to get as high a price as possible for what they provide and the buyers want to pay as little as possible. And sometimes this mixture of competition and cooperation has been amalgamated into the term co-opertation. So inner dynamics consists of the tangible and intangible assets of the firm and these range from physical capital, machines, you know, infrastructure to systems, architecture, complete information architecture and information systems and human resources. And the intangible assets like reputation and brand and trust and sort of the soft aspects of the system or in a more precise way, the soft aspect of business systems. 
I used the word payoff to indicate that cooperation are not only concerned with producing payoffs to shareholders in the form of shareholder returns but they are also concerned with producing payoffs to the community in the form of taxation, to the well-being of the community in terms of health and welfare and happiness to the welfare of employees and other stakeholder group and you know, payoffs to the environment. They may damage the environment producing negative payoffs or organizations may actually benefit the environment, enhance the environment by decisions that the organization make. It is, one should point out, that inner dynamics depend on a level of organization we are talking about. I mean as far as the team is concerned, then the project which this team contributes to is part of the team’s outer dynamics. And similarly, if you consider the firm as a collection of projects, every project is, as regard every project, the business as a whole is part of the outer dynamics. 
And even if we go to the level of nation states then the outer dynamics in this case are the rest of the global economy. Now when we come to the idea of grammar, what we are saying there is that grammar represents the rules, the laws, the regulations, the formal and informal things that determine how inner dynamics work, outer dynamics work and how inner and outer dynamics are transformed into payoffs. And indeed which payoffs we prioritize.
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Figure 10
Slide 10 is rather more illustrative I think because if we take the situation of an organization, not all of payoffs are important, not all of inner dynamics are important, not all of outer dynamics are important. What are important are what we have called the system state where the payoffs, inner dynamics and outer dynamics intersect and we could say that payoffs, inner dynamics and outer dynamics are actually governed by a grammar and in Slide 11, then what we have is the system state expanded into somewhat of a bigger picture. 
Continuing the summary of the slides, in Slide 11, we have a picture of the various aspects of grammar, personal and social, conscious, unconscious, explicit, tacit, formal, informal and these are all, if you like, rules that have different aspects.
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Figure 11
 Some are rooted in the person’s mindset, some are rooted in the culture, some are very explicit and some are hidden beneath the surface there, tacit, completely unconscious. They are imbedded in our psyche and others we are very conscious of them and what you find is that rules, our grammar is also reflected in the artifacts of the society’s building, it’s architecture, it’s sculpture, it’s art, it’s what it produces and it’s also reflected in the concepts that people use to talk about the world. And this rather puzzling ‘G’ equals the union of ‘GI’ in red really says that grammar composes of all these things and the ‘I’ bit says it’s various aspects of grammar, 
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Figure 12
‘I’ standing for formal, personal, conceptual, unconscious, internal, tacit and so on. And ‘U’ is the, of course, the union set and maybe that is a bit pretentious, I don’t know. But anyway, when we move to Slide 13 and 12, I don’t know why I put them in that order; really summarize the idea of grammar which is a quite complex one. 
When we move to Slide 13, we have got the idea of strategy; I call it the strategic decision process, as a process of searching for the right strategy and implementing the strategy and adapting the strategy when one inevitably gets things wrong, because things change. Dynamics of the system change as we make them as time passes. [image: ]
Figure 13
Now this idea of a snake in figure 13 captures the idea of strategy made up of  concepts that are turned into actions once choices are made and implemented and adapted as circumstances change. What we should notice is that any organization, many decisions are taking place at the same time. So we have parallel decision making in organizations.
Figure 14 looks at things linearly; dividing strategic processes into search, making choices, implementing those choices and adapting them as circumstances change. Risk and uncertainty emerges as concepts turn into action.
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Figure 14
Figure 15 sets out the full enneagram picture, relating system states and processes. The system state is made up of outer dynamics, inner dynamics and payoffs. Processes are a succession of states; vision and intentions, values, choosing among alternatives or scenarios, committing to a choice attempting to implement it choice, evaluating the outcome and adapting continuously.
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Figure 15
. 
Figure 16 deconstructs the strategy process into the concept formation, implementation and adaptation.
[image: ]
Figure 16

I have set the strategy into the enneagram framework focusing on concepts, figure 17; action figure 18, and adaptation figure 19. 

[image: ]                            
 		Figure  17.                             Figure 18.                                    Figure 19.
Process includes attention to three main elements; perhaps modification, abandonment or substitution of them. 
Conceptual; analysis, perhaps alluding to the vision and values of the company. Both are part of the grammar of the company. Try to identify feasible alternatives open at the moment; feasible is a strong consideration (slide 17)
Action; choosing and implementing a set of actions and deciding the criteria against which these actions are going to be evaluated.[endnoteRef:1] (slide 18) [1:  There are many references on BBS, few are really critical. Most merely describe the model. The following references do take up the problem of evaluating the BBS itself and you might take the considerations in them into account as a caution in the consulting report and as a real critical element in the literature section.
Jörg Budde. 2007. Performance Measure Congruity and the Balanced Scorecard. Journal of Accounting Research 45 (3): 515-539. 
Tapinos E, Dyson RG, Meadows M. 2011. Does the Balanced Scorecard make a difference to the strategy development process? The Journal of the Operational Research Society 62 (5): 888-899. 
] 

Adaptation; a process has to be set up of evaluating the conceptual and action stages against one another. Do outcomes or payoffs from implementation correspond to the original intention and vision; or are they on track to do so? Do they correspond to the values of the company (slide 19)     

The enneagram as a mandala
Mandalas are symbols, used in Hinduism and Buddhism to focus attention, an aspect of mindfulness and to develop creative or active imagination. 
Geometrically, enneagrams are a class of nine point figures. The strategic enneagram referred to here, is made up of an inner triangle and an irregular hexagon, a six point figure. It originates in Sufi psychological and mystical teaching, the Pythagorean number system and traditional religions.  In the twentieth century the enneagram was developed by Gurdjieff, Ouspensky and more recently by John Bennett. The Strategic Enneagram is symmetric. It is based on recurring decimals; 1/3 (0.3333…) expressed in the inner triangle and hexagram based on 1/7 (0.1428571428571….), 2/7 (0.285714285714… and so on.
As a mandala, the Strategic Enneagram, illustrated in figure 1, is used to focus attention, which links it to mindfulness and to developing creative or active imagination. Mindfulness has been recently imported into management thinking, from Buddhism, as a technique for reflection and managing stress. Active imagination was developed by the psychologist Carl Jung as a technique understanding that comes from intuition and imagination rather than purely logical processes. The philosopher Bertrand Russell illustrates the idea; the greatest scientists, he says, use a combination of imagination and logic. They are able to bridge science and mysticism and visualise problems through the active imagination and see solutions that would not be otherwise apparent. 
Nothing is perceived directly, but everything is perceived indirectly via a grammar. Approximately, grammar describes ways of looking at things, organizing things, or making sense of things. Creative imagination is to see things from the perspective of a different grammar, to understand differently and perhaps as a result to begin to organize and structure things differently. Mindfulness is very similar. It is a set of techniques for simply observing habitual often unconscious behaviour not judgementally; that is observing them from the perspective of a different grammar.     
The Enneagram methodology is framework for analysing strategic problems and designing creative strategies, combining intellect (analysis and logic) and imagination (creativity and intuition).  Application of the Enneagram mandala, to management to business and strategy reflects the proposition that spiritual and mystical aspects of life are not separate from material and practical aspects. Probably creativity cannot be taught. But it can be encouraged. The Strategic Enneagram as a mandala is a way of evoking creativity in individuals and groups. It incorporates, strategy, mindfulness and creativity. 
The phrase strategic process is a series of states of a system over time. So we begin by considering the process which we think of as being to some extent deliberate and second the state itself, represented by the inner triangle in figure 1. In figure 1 both the process and system state are embedded in grammar. Process is traced out by the hexagram 1, 4, 2, 8, 5, ……  It has a cognitive aspect (1,4,2), an implementation aspect (8,5,7) and since the situation is dynamic, and adaptive or learning process (7,1) relating what is implemented to what is intended and what values were intended and what was achieved (2,8). The enneagram is symmetric around risk which arises when the purely cognitive is implemented. Purely cognitively, anything is possible. In space and time only some things are.  
REFERENCES TO FOLLOW
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