10 EMBRACING THE ELEPHANT

Wim Jurg, Ed Peelen en Harry Roossien

”The Blind Men and the Elephant” by John Godfrey Saxe (1816-1887)

It was six men of Indostan

To learning much inclined,
Who went to see the Elephant
(Though all of them were blind)
That each by observation

Might satisfy his mind.

[They conclude that the elephant is like a wall, spear, snake, tree, fan, and rope, depen-
ding on where they touched.]

And so these men of Indostan
Disputed loud and long,

Each in his own opinion

Exceeding stiff and strong,

Though each was partly in the right,
And all were in the wrong!

Moral

So, oft in theologic wars

The disputants, I ween,

Rail on in utter ignorance

Of what each other mean,
And prate about an Elephant
Not one of them has seen!

10.1 INTRODUCTION
Mintzberg, Ahlstrand, & Lampel (1998) start their book Strateqy Safari — The com-

plete guide through the wilds of strategic management with the story of “The Blind
Men and the Elephant.” Its moral still fits the strategy disputes of today within
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the context of both science and business: all disputants have their own percepti-
ons, but not one sees the whole elephant. Mintzberg et al. (1998) distinguishes
ten perspectives on strategy; for instance, the Design School thinks of strategy as
a process of conception, the Planning School as a formal process, the Positioning
School as an analytical process, the Entrepreneurial School as a visionary process,
the Cognitive School as a mental process, the Learning School as an emergent pro-
cess, the Power School as a process of negotiation, the Cultural School as a collec-
tive process, the Environmental School as a reactive process, and the Configuration
School as a process of transformation. Each of these schools “disputes loud and
long, each in their own opinion, exceeding stiff and strong; they rail on in utter
ignorance, of what each other mean, and prate about a strategy not one of them
has seen” (see the story on page 150).

Similar to the elephant metaphor, strategic management is an immensely com-
plex process involving the most sophisticated and subtle human cognitive and
social processes (Mintzberg et al., 1998). These processes need to draw on all
schools. Strategic processes do not follow predetermined schedules, nor do they
fall into preset tracks. Effective strategies inevitably exhibit many emergent quali-
ties. Above all, strategic learning takes place in the form of “fits and starts,” prin-
cipally based on serendipitous events. Recognitions of unexpected patterns play a
key role in the development of effective strategies. Strategic processes require
continuous insights and creativity, as well as thinking and logical reasoning. As
often noted, however, it is a matter of “and” rather than “or”. A synthesis of
facts and perceptions of the different members of management teams is required
to develop a fitting rich picture of the strategic Elephant.

The dominant positivist logic of academics and companies can be characterized
as conscious, rational, and closed (Hackley, 1999; Zaltman, 2003). However,
unless the emotional, subconscious, emerging understanding of all management
team members is considered, it is unlikely that an effective strategy will be
found. This chapter addresses the Soft Systems Methodology and the systems
constellations technique to bring the emotional, subconscious, emerging percepti-
ons of management teams on their strategic problems to the surface. A case study
of a research project at the Open University in The Netherlands illustrates the
methodology and the relevance and reliability of systems constellations. Finally,
a discussion on the findings and suggestions for further research closes the
chapter.

10.2 Soft Systems Methodology (SSM)

SSM origin

In the 1960s, possibilities were analyzed for well-developed positivist methods of
systems engineering in managerial problems (Checkland & Scholes, 2005). This
knowledge transfer failed, however. The SSM analysts concluded that these posi-
tivist methods might not be effective in tackling human problems. Viewing
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managers as conscious, rational objects with clear, one-dimensional objectives did
not work; managers are emotional subjects with multiple subconscious goals. The
SSM analysts began to address the principles of action research and tried to assist
managers in developing both as-is-models and can-be-models of business situati-
ons perceived as problematic. The systems construct stopped referring to literal
objects in the real world but became employed as a metaphor: a particular way of
organizing management’s thoughts about a perceived problematic situation. The
SSM analysts focused on finding and understanding potential positive and nega-
tive feedback loops: loops in which the output of a system is monitored and
employed to correct the input.

SSM procedure

SSM has been described in various ways throughout its existence (Checkland &
Scholes, 2005). The 7-stage model is an early presentation that remains the most
common for explaining the methodology. Figure 10.1 presents a pictorial over-
view of these seven stages based on Presley, Sarkis, and Liles (2000).

Figuur 10.1 7-Stage SSM model
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Applying SSM to the strategy process means that, in SSM stage 1, some manage-
ment team members perceive their current strategy as problematic: they perceive
mismatch between this strategy and the changing circumstances and try to con-
vince other team members that a strategic dialogue is necessary. In stage 2, the
management team expresses the perceived strategic problem in terms of chan-
ging circumstances and potential strategic interventions. In stage 3, the manage-
ment team identifies approximately seven root definitions concerning internal
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and external activity systems that play key roles in these changes. In stage 4, the
management team expresses thoughts on these root definitions and the positive
and negative feedback loops between the root definitions, usually by employing
cognitive mapping.' In stage 5, the management team generates insights into the
effects of the possible interventions by comparing their understanding from
stage 4 to the “real world.” In stage 6, the management team has a dialogue on
the intuitive feasibility of the alternatives, and, in stage 7, they act to improve the
perceived problem situation, repeat the cycle, or thoroughly research a specific
issue. SSM was thought to have undervalued the role of emotions and to have
serious drawbacks because of the limited awareness of the processes involved
(Wang & Ahmed, 2003). Hence, a recent innovation within SSM is to employ sys-
tems constellations in stage 4, rather than cognitive mapping, to bring to the sur-
face the emotional, subconscious, emerging perceptions of the management team
on the strategic problem.

10.3 SYSTEMS CONSTELLATIONS

Systems constellations origin

Systems constellations developed from roleplaying (Buer, 2003). Roleplaying origi-
nates from Jacob L. Moreno in the 1920s as a form of group therapy in which cli-
ents transfer perceived problems involving movement and action onto a real
stage. The other group members are carefully instructed by the facilitator how to
behave during the roleplaying. Unlike roleplaying, systems constellations facilita-
tors do not instruct the group members regarding their role (Gminder, 2006). The
innovative assumption of systems constellations is that stand-ins, people who
know neither the client nor their problem and are chosen by a client to represent
an element in the physical set-up of this problem, are capable of bringing the sub-
conscious relationships between these elements to the surface. This phenomenon
is called representative perception. The emotions these stand-ins perceive are presu-
med to reflect the element in the problem they represent. One explanation of this

1 The dividing line between the “real world” (stages 1, 2, 5, 6, and 7) and the “systems world” (sta-
ges 3 and 4) was criticized as indicating a false dualism (Checkland, 2000; Tsouvalis & Checkland,
1996). Furthermore, the seven stage model was regarded as having a mechanistic flavor and
giving the false idea of SSM as a prescriptive process to be followed systematically. Despite these
critical notes, this model is still most often found in academic literature. Recently, a more iconic
model of SSM that subsumes a cultural stream of analysis in the activities is often used. The four
activities are (1) finding a problem situation, including culturally and politically; (2) formulating
some relevant purposeful activity models; (3) debating the situation, using the models, seeking
from that debate both (a) changes that would improve the situation and are regarded as both
desirable and (culturally) feasible and (b) the accommodations between conflicting interests that
will enable action to improve to be taken; and (4) taking action in the situation to bring about
improvement.
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phenomenon is found in the works of Merleau-Ponty (1997) and Lakoff and
Johnson (1999), who argue that people think in embodied metaphors. Since these
stand-ins feel the same human way as clients, it might be “just” a matter of back-
translation of subconscious emotions put into the constellations by the client’s
choice of the personalities of the stand-ins and their positions and directions
toward each other (Madelung, 2004). Other authors refer to field theory (Shel-
drake & Beaumont, 2001), mirror neurons (Ruppert & Altman, 2006), and quan-
tum theory (Laszlo, 2004) to explain this representative perception phenomenon.

Systems constellations studies

Within SSM, new techniques should demonstrate their relevance on real-life pro-
blems (Gummeson, 2000). Similarly, several explorative PhD studies (Gminder,
2006; Lehmann, 2006; Wilhelmer, 2007) show that systems constellations have a
high relevance in identifying effective strategic interventions. Further, one positi-
vist PhD experiment (Schlétter, 2005) was conducted. This experiment contained
three configurations, with statues, within which 132 respondents were positioned
at different positions and their perceptions were compared. It reports high reliabi-
lity, signifying the perceptions reported by these stand-ins are significantly corre-
lated with their positions in the configurations. All studies report systems con-
stellations are only at the beginning of a methodological discussion, as every faci-
litator has his or her own way of conducting these constellations, usually with
very little rigorous description or evaluation.”

Jurg (2010) conducted a PhD study on the usefulness perceived by branders and
marketing experts of systems constellations in identifying branding problems. For
this study, branding constellation workshops were organized in which seven
branders conducted systems constellations to identify their branding problems in
the presence of 81 marketing experts functioning as possible stand-ins. These
marketing experts knew nothing about the branding problems identified before
the constellations took place. Jurg (2010) argues that systems constellations differ
from other problem identification techniques by their combination of a holistic
perspective and an emotional approach. A holistic perspective focuses on the ele-
ments and relationships emerging from the whole, rather than deconstructing
problems into core elements. An emotional approach includes bodily sensations,
feelings, and intentions, as well as spontaneous verbal “outbursts” based on
these emotions, rather than logically grounded arguments. Additionally, Jurg
(2010) claims that a study on perceived usefulness should take four dimensions
into account: relevance, validity, reliability, and precision. Jurg (2010) concludes
that branders are very positive about the relevance of systems constellations and
moderately positive about its other dimensions. Branders perceive these constel-

2 The texts on SSM and systems constellations are shortened and improved versions of Jurg et al.,
2008, p. 239-244.
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lations as more useful than marketing experts, with the exception that both
groups perceive these constellations as ambiguous®. Branders are very positive
about the opportunities to test their insights empirically, whereas marketing
experts are ambivalent. Marketing experts who are employed by branders as
stand-ins are more positive about the usefulness of systems constellations than
marketing experts who do not have a stand-in experience.

10.4 CURRENT RESEARCH PROJECT

Next to his PhD study, Wim Jurg guided twenty-three studies to identify strate-
gic problems employing systems constellations as part of Master studies at the
Open University in The Netherlands since 2002: Van Geel (2004), Siezen (2004),
Gomersbach (2004), Matthijsen (2005), Davidse (2005), Van Zwienen (2005), De
Velde Harsenhorst (2006), De Heij (2006), Van Mechelen (2008), Holwerda
(2006), Simons (2006), Stroo (2006), Harrewijn (2006), Schuurman (2006), Blootens
(2006), Ten Have-Smit (2007), Vertregt (2007), Meijer (2008), Halters (2008), Karel
(2009), Jongsma (2011), Meines (2011), and Roossien (2012). The project’s metho-
dology was based on Miles and Huberman (1994) and Yin (2003). Within the
methodological framework of this research, findings were ordered to enhance
the theoretical and practical knowledge on the usefulness of SSM employing sys-
tems constellations. All systems constellations were videoed and transcribed. This
next section presents the latest case study company and a description of the 7
SSM stages, including the relevance of the systems constellations for the manage-
ment team of this company and the reliability findings regarding eleven of these
systems constellations studies: Van Geel (2004) on the Dutch Army Museum, De
Velde Harsenhorst (2006) on the EODD, De Heij (2006) on the SKBA, Schuurman
(2006) on Alex, Blootens (2006) on Hooghoudt, Ten Have-Smit (2007) on Lipton,
Halters (2008) on IDS Scheer, Karel (2009) on Van de Klok, Jongsma (2011) on
TNO, Meines (2011) on DUO and VDP, and Roossien (2012) on tonalite.

Case study

The case study presented here concerns a Netherlands company that specializes
in Research and Development (R&D) of Bluetooth platforms and products, as
well as other wireless technologies. It produces extremely small, wearable Blue-
tooth headsets that enable hands-free, wireless control, speaking via a mobile
phone (voice), and listening to music (stereo).

The company started under the name Nira with the import of radio components
in Maassluis in 1947. Nine years later it moved to Emmen. In 1982, the company

3 Degree to which the statements of the stand-ins provides unambiguous information in the percep-
tion of the respondents: statements that do not permit or invite alternative interpretations.
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was acquired by Ericsson, a multinational telephone company mainly operating
in the business market. In 2001, Ericsson formed a joint venture with Sony, the
multinational electronics company with roots in music and design, mainly opera-
ting in the consumer market. The SonyEricsson joint venture ended its joint acti-
vities in 2010. The company continued as a management buyout with 27 employ-
ees covering electronics, software, mechanics, PCB design, audio, antenna, indus-
trialisation, and quality /reliability. The core management team consisted of CEO,
CTO, and systems designer. The extended team also included a systems architect,
a systems analyst, and a project manager. The management team chose the name
tonalite and the strapline* “wireless wearables” for their new company. Figure
10.2 presents the name logo.

Figuur 10.2 The tonalite logo
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Description of the tonalite 7 SSM stages

e Stage 1 Problem is problematic

The six members of the management team had an internal dialogue on Novem-
ber 18, 2011 in which they shared that their current strategy was problematic.
They decided to follow the suggestion of their reliability systems designer and
quality officer to employ SSM, although a bit sceptical about the emotional
approach of the systems constellations.

e Stage 2 Problem situation expressed

The dialogue on the strategic problem continued on January 12, 2012, with four
team members (i.e., CEO, systems designer, systems analyst, and project mana-
ger) and a systems constellations facilitator. The dialogue converged on core
competencies that might contribute to success for the most relevant customers in
the Business-to-Business (BtB) market and consumer groups in the Business-to-
Consumer (BtC) market.”

4 UK term; the US term is “tagline”.

5 Core competencies were initially defined following Prahalad & Hamel (1990, p. 4) as “the compa-
ny’s collective knowledge about how to coordinate diverse production skills and technologies”
and later more extensively as “difficult to imitate and unique combinations of knowledge, skills
and attitudes, through collective learning, and communicated across the organization to deliver
sustainable competitive advantage by adding perceived customer benefits in a variety of markets”
(Roossien, 2012, p. iii), based on Manikutty (2010).
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o Stage 3 Root definitions of activity systems

On January 14, 2012, the four team members and the facilitator agreed on the
core competencies of the internal relevant activity systems: tonalite name, stra-
pline wireless wearables, audio, headsets, miniaturisation, robustness, Emmen,
low power, and confirmed strategic partner. The external elements emerging
from the dialogue on the BtB market included, for instance, customer Plantronics
with its current and optional contact persons and interfaces.

o Stage 4 Conceptual models to root definitions

On January 19, 2012, the four team members gathered at the Marketing Village in
Leusden. This location was selected to dissociate the stand-ins from the organiza-
tion. The team divided into two subteams of two members to test the reliability
of the systems constellations findings. The first subteam consisted of the CEO
and systems analyst, and the second subteam included the systems designer and
the project manager. Both subteams conducted two systems constellations: the
core competencies for the company’s business customers in a BtB constellation
and the core competencies for the consumer groups in a BtC constellation. The
CEO and systems designer, separately, had the lead in the BtB constellations,
whereas the systems analyst and the project manager, respectively, lead in the
BtC constellations.

Both subteams conducted their systems constellations in a separate conference
room with a facilitator and 14 stand-ins. The rooms were very similar. The facili-
tators were also similar: both were fifty years of age or older, combined a PhD-
degree with systems constellations training, and had about 7 years of systems
constellations facilitation experience. The stand-ins knew neither the management
team members, nor their company, nor their strategic problem. They were alpha-
betically divided into two groups of 7 stand-ins, based on surname. Both groups
consisted of 4 stand-ins with systems constellations experience and 3 stand-ins
without. These stand-ins changed rooms after the BtB constellation to allow the
subteams to start with fresh stand-ins in the BtC constellations. The subteams
and the facilitators did not change rooms. Thus, the conditions for a quasi-experi-
ment (Zikmund, 2003) on the reliability of systems constellations were optimally
fulfilled (Table 10.1).

Tabel 10.1 Quasi experiment design

CEO and systems analyst Systems designer and project manager

Room A Room B

Facilitator A Facilitator B

Stand-ins group A: 15t BtB systems constellation Stand-ins group B: 2" BtB systems constellation

1St

Stand-ins group B: 2" BtC systems constellation Stand-ins group A: 1% BtC systems constellation
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The leading subteam members, intuitively and independently, chose stand-ins to
represent the key elements (activity systems) regarding their core competencies.
Next, they positioned these stand-ins, also independently, where they felt intuiti-
vely right to these subteam members. Figures 10.3 and 10.4 focus on the role of
customer Plantronics in the BtB market. They show the positioning of the stand-
ins when customer Plantronics appeared on the stage in the two parallel BtB con-
stellations, termed projection constellations.

Figuur 10.3 1° BtB projection constellation
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The facilitators, independently, asked the stand-ins to verbalize the emotions
experienced to bring the subconscious perceptions of the management team
members to the surface. The facilitators’ focus was on the positive and negative
feedback loops: the degree in which the emotions expressed modified the emotions
perceived by the other stand-ins in a positive or negative way, respectively
(Konigswieser & Hillebrand, 2005). The facilitators repositioned stand-ins or ini-
tiated the verbalisation of emotions unexpressed by stand-ins to optimize these
feedback loops. The first BtB constellation resulted in a specific vision constellation
after repositioning the core competency miniaturisation, showing a solution
direction: a configuration with optimal positive feedback loops between the
stand-ins (Figure 10.5).
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Figuur 10.5 1° BtB vision constellation
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For the second BtB systems constellation, the facilitator did not search for a
specific solution direction regarding customer Plantronics, as she was the most
positive customer toward the tonalite name. Therefore, the facilitator in the
second BtB constellation decided to optimize the feedback loops with the other
customers and no specific new vision constellation regarding customer Plantro-
nics was created.

o Stage 5 Compare models and real-world

In stage 4, the four team members verbalized their insights regarding the core
competencies that were important for customer Plantronics using notes during
the constellations, directly after the constellations on camera, and in e-mail ques-

tionnaires afterwards (Table 10.2).

Tabel 10.2 Expressed core BtB-insights of the four team members regarding

Plantronics

CEO and systems analyst (1! BtB constellation)

Systems designer and project manager (2" BtB con-
stellation)

Plantronics is a potential key customer that wants to do
business

Miniaturisation is generally an important core competency
Plantronics dislikes tonalite’s internal strategic discussion
Miniaturisation should be communicated toward Plantro-
nics as a core competency only initially

Miniaturisation, tonalite name, and strapline “wireless
wearables” do not resonate well

Plantronics does not resonate well with tonalite’s own
brand identity (its name and strapline “wireless wea-
rables”)

Plantronics does not resonate well with other customers

Plantronics is the potential key customer that wants to do
business

Miniaturisation is generally an important core competency
Plantronics dislikes tonalite’s internal strategic discussion
No specific core competency needs communicated toward
Plantronics

Miniaturisation, tonalite name, and strapline “‘wireless wea-
rables” do not resonate well

Tonalite name does not welcome Plantronics warmheartedly

Plantronics only resonates well with customer N.
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The differences in insights verbalized between the four management team mem-
bers were very small, and, in the management team dialogues on the core com-
petencies, no differences due to the different parallel systems constellations came
forward.

e Stage 6 Make feasible changes

The four management team members and the facilitator met again on January 14,
2012, at the tonalite office. The management team agreed that the first team meet-
ing after the systems constellations workshop should focus on the (communica-
tion and development of the) core competencies “miniaturisation” and “head-
sets,” based on the first BtB and the second BtC systems constellation, respec-
tively. However, it was clear that every customer in the BtB market needed
specific attention and a continuous dialogue was needed within the management
team. The systems analyst was appointed to have a leading role in protecting this
BtB interchange, and the project manager was given the lead in the BtC exchange
of “facts and hunches.”

e Stage 7 Action to improve situation

The consultancy firm MoveYourMarket (MYM) was briefed on April 4, 2012 on
how to challenge the BtC market. The MYM consultants agreed on the BtC mar-
ket opportunities but advised to meet this challenge with care, as it might require
high investments in strategy and sales empowerment, investments that tonalite
could hardly afford. When customer Plantronics offered tonalite to become part
of it, the management team considered accepting the offer a wise strategic deci-
sion to be able to focus on their core competencies “miniaturisation” and “head-
sets.” Thus, tonalite merged as a creative design department into Plantronics on
October 1, 2012.

To conclude the description of the 7 SSM stages and their relevance, the manage-
ment team obtained many insights during the seven stages. The most impressive
insight, however, was that they needed each other’s emotional, subconscious,
emerging understanding regarding their customers to get a rich picture of their
company’s core competencies. Another major understanding was that the
insights from the two parallel systems constellations were astonishingly similar.
This next section focuses on one specific reliability measurement within the
Open University research project.

Reliability of systems constellations

The Open University research project distinguishes five reliability measurements,
rated on an ordinal bipolar five point scale from -2 to +2 based on Jurg (2010).
This chapter focuses on the bilateral relationship test-retest reliability, which denotes
the average correlations of the relationships between the same two elements in
two different systems constellations on the same strategic problem. The compari-
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son was based on a standardized excel file developed by Van Reij (2010) and
employed the statements of the stand-ins in the transcriptions of these constellati-
ons. Table 10.3 presents an overview of the bilateral relationship test-retest relia-
bility findings within the research project, including the findings of this case
study.

Tabel 10.3 Overview of bilateral relationship test-retest reliability findings
(scale -2; +2)

Case Team Facilitator Stand-ins Time Room Number of Average score
member same elements
TNO Different ~ Same Same Different ~ Same 2 +2.0
Hooghoudt Same Same Different  Different ~ Same 4 +1.9
VDP 1-3 Different ~ Same Same Different ~ Same 3 +1.7
DUO 1-2 Different ~ Same Same Different ~ Same 5 +1.7
tonalite BtC Different  Different Different Same Similar 7 +1.6
EODD Different  Different  Different  Different ~ Similar 9 +1.6
Van de Klok Different  Different  Different ~ Same Different 9 +1.6
Alex Different ~ Same Different  Different  Different 5 +1.6
Lipton Different ~ Same Same Different ~ Same 8 +1.6
tonalite BtB Different  Different Different Same Similar 7 +1.3
VDP 1-2 Different ~ Same Same Different ~ Same 3 +1.3
VDP 2-3 Different ~ Same Same Different ~ Same 3 +1.3
IDS Scheer Different  Different ~ Different ~ Same Similar 9 +1.2
Army museum Same Same Same Different ~ Same 3 +1.2
Mean 5.5 +1.5

The bilateral relationship test-retest reliability of all systems constellations is very
high (+1.5), as in the tonalite case study, indicating that the relationships between
the same two elements in two different systems constellations are generally very
similar. The influence of possible third variables, such as team member, facilita-
tor, stand-ins, time (parallel or successively), and room, seems limited.

10.5 Discussion

Similar to the previous studies within the research project, the tonalite manage-
ment team is very positive about the relevance of systems constellations. Finding
the core competencies of the “reborn” company and employing objective measu-
rement methods was an attempt at trying to see the whole elephant from one
perspective. Taking into account each other’s emotional, subconscious, emerging
inputs, as well as the analytical information in an interactive approach, allowed
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the tonalite management team to obtain a much richer picture of their core com-
petencies and strategic choices.

The high scores on the bilateral relationship test-retest reliability indicate that the
relationships between the same two elements are very similar in different systems
constellations. These high scores on bilateral reliability align with the other relia-
bility measurements within the research project based on the transcriptions of the
statements of the stand-ins. The high scores also match the fact that the four
management team members almost completely agreed on the core insights from
the parallel systems constellations. Thus, the stand-in marketing experts” percep-
tions in Jurg (2010) appear in line with the reality that systems constellations are
reliable. The doubts of the observing marketing experts are due to the fact that a
person needs to have been involved in systems constellations to fully understand
them as one; as people who have never moved into water cannot really under-
stand swimming (Roevens, 2008).

The frequently reported “lack of repeatability” criticism on SSM and its defi-
ciency of rigor (Eden & Huxham, 1996) does not seem to be valid here. This is
remarkable, since a literal, intuitive comparison of Figures 10.4 and 10.5 shows
that the distances and directions of the stand-ins toward each other are clearly
different. Similarly, Schuurman (2006) concluded that the intensity (very or
moderate) and direction (positive, neutral/ambivalent, or negative) of the rela-
tionships with other stand-ins does not correlate with their distances and/or
angles. It seems, however, that the opportunities of systems constellations to test
strategic interventions are reliable, despite the different distances and directions
of the stand-ins in different constellations on the same strategic problem.

A key benefit of the SSM process involving systems constellations is that the
management teams perceived a converging understanding. This benefit fits the
notion of Markéczy (2001) that strategy making is first and foremost a consensus
process. Management teams are under constant pressure to respond strategically
to a great variety of demographic, economic, social, technological, ecological,
and political changes to remain profitably viable and/or morally and ethically
attractive to an ever widening spectrum of stakeholders. However, every team
member has his or her own perceptions, dependent on his or her role and per-
spective on strategy. Strategy making is a process of collective sense making, a
collective search for collective meaning (Weick, 1995), and systems constellations
seem to facilitate this process.

A focus of the future systems constellations research project could be on the sys-
tematic comparison of the effects of the facilitator interventions, based on the
videoed and transcribed systems constellations. For instance, in the first BtB con-
stellation, the facilitator intervened in such a way that a vision constellation was
reached that optimized the positive feedback loop between the stand-ins repre-
senting tonalite name, strapline “wireless wearables,” core competency miniaturi-
sation, and customer Plantronics. Looking at Figure 10.5, it seems that tonalite
name in the second BtB projection constellation did not have an open attitude
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toward customer Plantronics, as the crossed arm posture of tonalite name stand-
in indicates a closed attitude (Pease & Pease, 2004). Remarkably, the facilitator’s
decision in the second BtB constellation not to intervene here did not influence
the insights generated by the subteam members. However, future research is
clearly needed regarding the intervention decisions made by the facilitator.

To conclude, given the enormous changes in circumstances affecting strategic
management and all the different perspectives on strategy, it is worthwhile for
science and business to explore the usefulness of SSM involving systems constel-
lations to develop a fitting rich picture of possible strategic interventions. Strate-
gic management remains an immensely complex process involving the most
sophisticated, subtle, and subconscious human cognitive and social processes, to
embrace the Elephant.

REFERENCES

Baldwin, T. (2004). Maurice Merleau-Ponty — Basic writings. London, England: Routledge.

Blootens A. (2007). Beyond fields: a threefold branding constellation study. Heerlen, The Netherlands:
Open Universiteit Nederland.

Boulton, J. (2006). Towards an understanding of the ‘why’ of constellations — A perspective from
modern physics. The Knowing Field — International Constellations Journal, 8, 8-15.

Buer, F. (2003). Aufstellungsarbeit in Organisationen — Der klassische Einsatz nach Moreno. Supervi-
sion, 2, 42-54.

Cardy, R. L., & Selvarajan, T. (2005). Competencies: Alternative frameworks for competitive advan-
tage. Business Horizons, 49, 235-245.

Chandler, J., & Owen, M. (2002). Developing brands with qualitative market research. (Book 5). In G.
Ereaut, M. Imms, & M. Callingham (Eds.), Qualitative Market Research. London, England: Sage
Publications.

Checkland P. (2000). Soft systems methodology: A thirty year retrospective. Systems Research and Beha-
vioral Science (formerly Systems Research), 17(51), S11-S58.

Checkland, P., & Scholes, J. (2005). Soft Systems Methodology in action. Chichester, England: John Wiley
& Sons.

Cohen, D. B. (2006). “Family Constellations”: An innovative systemic phenomenological group pro-
cess from Germany. The Family Journal: Counseling and Therapy for Couples and Families, 14(3),
226-233.

Cohen, D. B. (2008). The phenomenological systemic “family constellation” process and its use with prisoners
serving long-term sentences for murder or rape. San Francisco, CA: Dissertation at the Faculty of Say-
brook Graduate School and Research Center.

Davidse C. (2005). The usefulness of the branding constellation: a web branding case. Heerlen, The Nether-
lands: Open Universiteit Nederland.

Eden, C., & Huxham, C. (1996). Action research for management research. British Journal of Manage-
ment, 7, 75-86.



10 Embracing the Elephant 163

Franke, U. (2003). The River never looks back: Historical and practical foundations of Bert Hellinger’s family
constellations. Heidelberg, Germany: Carl-Auer-Systeme Verlag.

Gminder, C. U. (2005). Using the management constellation as tool for corporate sustainability. Inter-
national Congress and Innovation Fair “Sustainable Management In Action”, 19-20 September, Univer-
sity of Geneva.

Gminder, C. U. (2006). Nachhaltigkeitsstrategien systemisch umsetzen — Eine qualitative Exploration der
Organisationsaufstellung als Managementmethode. Wiesbaden: Deutscher Universitits-Verlag/GWV
Fachverlage GmbH.

Gomersbach R. (2004). The usefulness of the branding constellation: an account management case. Heerlen,
The Netherlands: Open Universiteit Nederland.

Gummeson, E. (2000). Qualitative methods in management research. London, England: Sage Publications.

Hackley, C. E. (1999). Tacit knowledge and the epistemology of expertise in strategic management.
Journal of Marketing, 33(7-8), 720-735.

Halters, P. (2009). Trust is a belief in reliability: a branding constellation reliability case study. Heerlen, The
Netherlands: Open Universiteit Nederland.

Harrewijn E. (2006). The usefulness of seeing what is lying behind: an advertisement campaign branding con-
stellation study. Heerlen, The Netherlands: Open Universiteit Nederland.

Holwerda E. (2006). The usefulness of the branding constellation: a competency case study. Heerlen,
The Netherlands: Open Universiteit Nederland.

Hoéppner, G. (2001). Heilt Demut — wo Schicksal wirkt. Eine studie zu effekten des familien-stellens nach Bert
Hellinger. Miinchen, Germany: Profil Verlag.

Hussain, M., Mawdudur R., & Muhammed N. A. (2006). Core competencies in small manufacturing
firms. Journal of Accounting — Business & Management, 13, 114-122.

Jongsma, K. (2011). Shifting consensus: an innovation constellation case study on reliability. Heerlen, The
Netherlands: Open Universiteit Nederland.

Jurg, W. (2010). Unravelling branding systems: The perceived usefulness of branding constellations. Gronin-
gen, The Netherlands: Uitgeverij Het Noorderlicht.

Jurg, W., Bloemer, J., Doorewaard, H., Peelen, E., & Simons, R. (2008). Systems constellations: A better
way to identify branding opportunities. Journal of Brand Management, 15(4): 239-257.

Jurg, W., & Tholke, J. (2006). Integrating the inner and outer world in market research: A marketing
application of the systems constellation technique. The 5th International Workshop: Phenomenology,
Organisation and Technology, Amsterdam.

Karel, J. (2009). Identifying a new opportunity: a branding constellation reliability case study. Heerlen, The
Netherlands: Open Universiteit Nederland.

Koénigswieser R., & Hillebrand M. (2005). Systemic consultancy in organisations — Concepts — Tools — Inno-
vations. Heidelberg, Germany: Carl-Auer-Verlag.

Lakoff, G., & Johnson, M. (1999). Philosophy in the flesh — The embodied mind and its challenge to Western
thought. New York, NY: Basic Books.

Laszlo, E. (2004). Science and the akashic field — An integral theory of everything. Rochester, NY: Inner Tra-
ditions.

Lehmann, K. (2006). Umgang mit komplexen situationen — Perspektivenerweiterung durch organisationsauf-

stellungen — Eine empirische studie. Heidelberg, Germany: Carl-Auer Verlag.



164 Op zoek naar het andere

Madelung, E. (2004). Merleau-Ponty and the phenomenon of ‘embodiment’ in family constellations.
Systemic Solutions Bulletin, 5, 11-13.

Manikutty, S. (2010). CK Prahalad and his work: An assessment. Vikalpa, 35(2), 1-7.

Markécezy, L. (2001). Consensus formation during strategic change. Strategic Management Journal, 22,
1013-1031.

Mathijssen S. (2005). The usefulness of the branding constellation: an international marketing advice case.
Heerlen, The Netherlands: Open Universiteit Nederland.

Meines H. (2011). Verbindend leiderschap binnen een veranderende overheid: betrouwbaarheid van interven-
tieopstellingen. Heerlen, The Netherlands: Open Universiteit Nederland.

Merleau-Ponty, M. (1997). Fenomenologie van de waarneming. Amsterdam: Ambo. (Original title: Phéno-
ménologie de la Perception (1945). Paris: Gallimard).

Miles, M. B. (1979). Qualitative data as an attractive nuisance: The problem of analysis. Administrative
Science Quarterly, 24(4), 590-601.

Miles, M. B., & Huberman, M. (1994). Qualitative data analysis. London, England: Sage Publications.

Mintzberg, H., Ahlstrand B., & Lampel, J. (1998). Strategy safari — The complete guide through the wilds of
strategic management. London, England: Prentice Hall, Financial Times.

Nijssen, E. J., & Agustin, C. (2005). Brand extensions: A decision maker’s perspective. Journal of Brand
Management, 13(1), 33-49.

Prahalad, C. K., & Hamel, G. (1990). The core competence of the corporation. Harvard Business Review,
May-June, 1-15.

Pease, A., & Pease, B. (2004). The definite book of body language. London, England: Orion Books Ltd.

Presley, J., Sarkis, J., & Liles, D. H. (2000). A SSM approach in product innovation. IEEE Transactions
on Engineering Management, 47(3), 379-392.

Remenyi, D., Williams, D. B., Money, A., & Swartz, E. (2005). Doing research in business and manage-
ment — An introduction to process and method. London, England: Sage Publications.

Riege, A. M. (2003). Validity and reliability tests in case study research: a literature review with
‘hands-on” applications for each research phase. Qualitative Market Research: An International Jour-
nal, 6(2), 75-86.

Roevens, J. J. (2008). Systemic constellations work in organizations. Science Guide. Tilburg, The Nether-
lands: Universiteit van Tilburg.

Roossien, H. (2012). Core competencies as branding opportunities: a branding constellation case study on
reliability. Heerlen, The Netherlands: Open Universiteit Nederland.

Ruppert, F., & Altman, J. (2006). Mirror neurons. The Knowing Field — International Constellations Jour-
nal, 8, 22-25.

Schlétter, P. (2005). Vertraute Sprache und ihre Entdeckung — Systemaufstellungen sind kein Zufallsprodukt
— der systemische Nachweis. Heidelberg, Germany: Carl Auer Verlag.

Schuurman, A. F. (2006). Making the invisible, visible. Heerlen, The Netherlands: Open University in
The Netherlands.

Sheldrake, R., & Beaumont, H. (2001). Morphische Resonanz und Familien-stellen. Praxis der Syste-
maufstellung, 2, 23-31.

Sheldrake, R., & Beaumont, H. (2002). In conversation on the subject of practical research. Systemic
Solutions Bulletin, 3, 48-49.



10 Embracing the Elephant 165

Siezen R. (2004). The usefulness of the branding constellation: a brand endorsement case. Heerlen, The
Netherlands: Open Universiteit Nederland.

Simons R. (2005). The usefulness of the branding constellation: a brand name logo case. Heerlen, The
Netherlands: Open Universiteit Nederland.

Stroo K.L. (2006). Our feelings are always with us, but we are too seldom with them: the usefulness of the
branding constellation, a brand distribution case study. Heerlen, The Netherlands: Open Universi-
teit Nederland.

Ten Have-Smit, M. M. (2007). The reliability of branding constellations: a comparison of two independent
branding constellations on the same branding problem. Heerlen, The Netherlands: Open Universi-
teit Nederland.

Tsouvalis, C., & Checkland, P. (1996). Reflecting on SSM — The dividing line between ‘real world” and
‘systems thinking world’. Journal of Systems Research, 13(1), 35-45.

Van Geel, P. (2004). The usefulness of the branding constellation: a museum branding case. Heerlen, The
Netherlands: Open Universiteit Nederland.

Van Reij, C. C. A. J. M. (2010). Increasing consistency: evaluation of the reliability measurements used for the
branding constellation theme. Heerlen, The Netherlands: Open Universiteit Nederland.

Van Zwienen, M. (2005). The usefulness of the branding constellation: two brand name cases. Heerlen, The
Netherlands: Open Universiteit Nederland.

Vertregt, W. (2007). The usefulness of the branding constellation, a third brand endorsement case. Heerlen,
The Netherlands: Open Universiteit Nederland.

Wang, C., & Ahmed P. K. (2003). Emotion: the missing part of the systems methodologies. Kybernetes,
32(9/10), 1283-1296.

Weick K. E. (1995). Sensemaking in Organizations. Thousand Oaks, CA: Sage Publications.

Wilhelmer, D. (2007). Erinnerung an eine bessere Zukunft, Syntax fiir eine komplementire Innovationsbera-
tung. Institut fiir Familienunternehmen, Wirtschaftswissenschaftliche Fakultit der Universitat Wit-
ten/Herdecke.

Yin, R. K. (2003). Case study research design and methods (3" ed.). London: Sage Publications.

Zaltman, G. (2003). How customers think. Boston, MA: Harvard Business School Press.

Zikmund, W. G. (2003). Essentials of marketing research. Mason, OH: Thomson South-Western.






