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The Cynefin Framework

Y
\
Complex Cause and Complicated
effect are B
«—indirect and C > £
only obvious |
In hindsight \f
e emergent patterns j e analysis
e cxperiments/indicators e cxperts/good practices

probe ¢ sense ¢ act sense ¢ analyze ° respond

—

Chaotic Simple
C#E C=k
/
® NO patterns /i ® pest praCtiCe
e rapid response AR e standard procedures
act * sense * respond / sense ¢ categorize ¢ respond

Source: A Leader’s Framework for Decision Making by David J. Snowden and Mary E. Boone



The Ecosystem

A social system is transformed not by a single
solution, but by an ecosystem of interrelated
approaches, each designed to address a
different problem in a contextually appropriate
way

Solve it.

Effective,
individualized,
complex service

Providing the right things to
the right people to achieve
the right ends

PROBLEM-SOLVING

PROGRAM-MANAGEMENT

SYSTEMS LEADERSHIP

Providing the most things to

Manage |t_ the most people to do the

most good
Efficient,
large-scale,
repetitive service

Dissolve it.

Redesign the
underlying system of
service

SYSTEMS-BUILDING

Co-creating a better

system serving all people in

a just way
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" he American systems, private

and puUo|
WOrld WhiC

C, were designed for a
N NO longer exists...Yet It

S our normal preference to
renapllitate the damaged products
Of our systems, rather than to
reform the systems themselves.

—J. IRWIN MILLER, 1970



THE PRINCIPLE

It’s a systems thing,
not a single thing.




“We provide career

counseling to students” “We provide educational
instruction to students”

“We coordinate social
services”

Educational
Attainment System

RS, . Using an equity lens
... ¥ ; to ensure that the

Le : : » .. B % —> right people get the
@ : e right supports at the
3 . right time creating
. equal outcomes for all
,,,,, @ o learners in Columbus,
Indiana

Ve DIGMIPSRIRIONNg “We provide financial
to students support services”
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THE PRINCIPLE

Transforming a system
IS fundamentally about
transforming relationships.




‘It you can't describe what you
are doing as a process, you may
not know what you're doing.’

—W. EDWARDS DEMING



START HERE

- Evaluate the Pilot’s Progress .

Based on what is being learned, should we
sustain, improve, scale, or end the pilot?

- Create a Shared Measurement System .

How will success be measured?

- Define the Collaborative Structure .

How might people be organized
to conduct the work?

- Resource the Project .

What resources are needed to
conduct the pilot project?

- Design a Pilot Project .

What experiments would allow the
stakeholders to experience and test
out the new solutions and approach?

- Create a Future Framework .

What future-oriented framework
could visually depict the shared
work of the stakeholders?

- Focus on a Few Key Factors .

What few, interrelated factors do
we want to work on together ?

- Identify What to Co-create Together .

What could we co-create together that no
single person or organization could do alone?

- Discover What’s Working Well .

What can we build on and scale up?

- Determine the Shared Outcomes .

What difference do we want to make in
the short, intermediate, and long-term?

. Create a Guiding Question -

How could we work together to...?

. Identify Guiding Team Members -

Who should serve and coordinate the work?

. Define Roles and Responsibilities -

Co-convenors, facilitators, content experts,
key stakeholders, backbone support etc.

. Identify the Key Stakeholders -

Who are the key stakeholders who can
affect or be affected by the issue? Whose
voices could change the nature of the
conversation and lead to new solutions?

. Create a Stakeholder Map -

Visually depict the stakeholders, organizing
them by sector, role, function, etc.

. Determine What Needs -

to Be Understood

Why is the issue important and why
do we need to work together to
discover and create new solutions?

. Map the Existing Work -

Who is doing what for whom, why
are they doing it, and how is
success being measured?

. Collect the Needed Data -

What do we know? What do we not know?

. Collect the Stakeholder Voices -

Whose voices are important for us to hear?

. Share the Data with the Team -

What are we seeing and learning together?

. Create a Current State Picture -

How could we make the data and
voices visible for other people to see?




THE PRINCIPLE

The process is the product.




Open-Ended

How could we...

Agreement to

Question Collaborate

work together to...

Action Challenge
Verb Subject
THE GUIDING QUESTION

the right food,

ensure that... gets to the right

For
Whom?

for the right

people in need...

For
Whom?

Located
Where?

within Wayne
County, Indiana?

Located
Where?

place at the
right time,...
Open-Ended Agreement to Action Challenge
Question Collaborate Verb Subject
(7p) - What will it look like to create the kind of transformation at the Kostoyrz Elementary school that it draws the curiosity of the
I-_IIJ community and becomes a catalyst for transformation in Corpus Christi?
% - How can we provide holistic asset-based services so youth thrive in a unified and collaborative system in Bartholomew County?
><< - Why, despite our very best efforts, are we still experiencing chronic homelessness in Calhouhn County?
L - How can the community create a culture of continuous improvement and support that raises the rate of high school success?
oc
Ll - How do we build on current structures and relationships to stabilize and enhance Medicare? How can Medicare contribute even
I=—: more to the Canadian identity?
o - How can we achieve our prevention goals while treating all of those currently infected?
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Identify
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Identify
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Organizational Leadership

Orchestrates actions within an organization

Power is what holds things together
lead by an individual leader

Determines the role or function of an
organization from the aim of the system

Uses top-down coordination (hierarchies)

Addresses complicated organizational
problems (agreed-on goals)

Oversees the efficient allocation of
organizational resources

Examines how people process things
independently (human capital)

Seeks a competitive advantage
Plans hold everything together (ends)
“Sells” finished plans to stakeholders

Closes the gap between the present and
a projected idealized future state

Fundamentally an analytical process

Collective Leadership

Cultivates actions across organizations

Purpose is what holds things together
served by a guiding team of leaders

Determines the aim of the system to
improve relationships among the parts

Uses self-organized collaboration (networks)

Addresses complex community
problems (limited consensus on goals)

Oversees the effective tending of
stakeholder relationships

Examines how people behave
interdependently (social capital)

Seeks a system of cooperation
Process holds everything together (means)
Creates solutions along with stakeholders

Managing the evolutionary potential of
the present (limited knowledge cause & effect)

Fundamentally a social process

GUIDING TEAM ROLES

A guiding team is a small leadership group that works to
shape the relationships among the people, programs, and
organizations to achieve the essential goal of the whole
system. The team acts as the glue for collaboration,
serving and supporting the collective work. Rather than
working vertically within organizations, a guiding team
works horizontally across programs, organizations, and
even the public, private, and social sectors of society.

Roles and Responsibilities:

Co-Convening Leaders nurture relationships

A few strong, facilitative leaders in the stakeholder group
convene, catalyze, and sustain these collaborative efforts.

Key Stakeholders conduct the work

Stakeholders are the people and organizations that can
affect or be affected by any decisions or co-created
solutions. As their relationships evolve, the system is
transformed.

Content Experts inform the work
Experts provide stakeholders with the information
necessary for making good decisions.

Process Facilitators guide the work
Facilitators serve as a process guide, a tool giver, neutral
third-party, and process educator.

Backbone Support Staff serve and support the work
Backbone support services provide strategic and
operational support to the collaborative effort.




STAKEHOLDER MAPPING
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THE TALENT ECOSYSTEM
OF COLUMBUS, INDIANA

Talent Regions

|| systems Governance and Leadership
Systems-Building and Coordination
[ Initiatives and Projects

Stakeholder Organizations

Version: 12/18/2018

Ivy Tech
Community
College

Purdue
Polytechnic
Columbus

Flatrock-
Hawcreek

EGR9 Adult

Early-
Ta I ent Childhood Education
Coalition Post- Providers
Development Council for Secondary
DZS‘;}QP, Education
Pre'K'1 2 & Beyond
Rightway
Fasteners

EcO Toyota
Attainment Industrial
Equip.

Network
Employers

Manar Inc.

Educational
Attainment

NTN
Driveshaft

Talent
Attraction

Community ' Columbus

Education Area
Coalition Chamber

N\

Columbus
Regional
Health

Columbus
Economic
Develop.

Columbus
Visitors
Center

Talent
Connection

Attraction
Strategies

Envision
Columbus

Talent

Redevelop.
Commission

Commission

Heritage City of

Fund ' Columbus

Systems-
Building

Manfact.
Education
Partnership

Health Care
Network

IT & Cyber- System

: Security : .
Design & Network o Coordination
Columbus . Architecture Avenues to Regional
Area ArFS Opportunity Guiding
U Council . s .
School of J. Irwin EcO STEM Indiana
Art, Arch. + School of Champion Talent
Isesigr{ Architecture Network Networks

Landmark
Columbus

Support
Services

Entrepreneurial
Ecosystem

Career Connections and Talent CCT
Focuses on Indiana's premier challenge:
creating solutions in career connections and
talent pipelines

Department of Education DOE

Ensure foundational preparation for post-
secondary and career attainment for all
students, align educators to future talent needs

Commission for Higher Education CHE
Align post-secondary programs, lift post-
secondary performance, student navigation,
educator preparation programs

Department of Workforce Development DWD
Meet the needs of working-age adults, meet the
needs of employers, create work-based
learning, provide information

Indiana Economic Development Corporation
Attract and support new business investment,
creating new jobs for Hoosiers, and furthering
our legacy as one of the top states in the nation
for business

Indiana’s
Next Level
Agenda

Indiana
Economic
Develop.
Corp.

Indiana
Department
of Workforce
Dev.

Indiana
Career
Connections
and Talent

Indiana
Commission
for Higher
Ed.

Indiana
Department
of Education
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Stakeholders

Assets

Education
Stakeholders

GUIDING
QUESTION

Social Support
Stakeholders

Employer
Stakeholders
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21st Century Talent Regions are places that City

commit to using a systems approach to County
attract, develop, and connect Hoosier talent Economic Growth Region #

CURRENT STATE DATA COLLABORATIVE PARTNERSHIPS AND STRATEGIES SHARED MEASURES HIGH-DEMAND CAREERS AND CERTIFICATIONS

; ; Baseline 2018 Progress Version: 6/11/2019
maamcron JEUCACNOE 0 Emldnl @
Leveraging the power . . ) -
of place to grow the Net Migration (2017) 241 Envision Columbus: Urban Grocer, Conference Center and Hotel, Crump Adaptive Re-Use, Housing Pilots Pobulation 82 040 90.000
population of the Other Key Placemaking Strategies: Landmark Columbus, Riverfront Project, Trails Project . ) ’ ’
community and region Population (2017) 82,040
Veterans Attraction Initiative Attracted Veterans - - -
0 Population Growth 189
6.8% Projection (2010-2040) 8%
g Creative Talent Attraction Creative Talent - - - ~—
2010-2017 s 19.4%
Population Growth o ot Median Income
Life E ; 803 yrs Welcoming Community Survey and Talent Attraction Communication Strategy
ife Expectancy .
Obesity Rate 33.9% Entrepreneurial Attraction: Velocities and Elevate Ventures, Fish Tank Co-Working Space
TALENT DEVELOPMENT EARLY LEARNING POST-SECONDARY ADULTS Eco"m
ildi - ECONOMIC GROWTH REGION 9 KEY ECONOMIC CLUSTERS
Building a home:
grown learning system Population
: Youth Poverty Rate 15% 5,349 Enroliments 12,526 Enroliments 4,093 Population 16,685
itr?ccr:::;actaztnz::tril:):;lﬁ Y S Bartholomew, Dearborn, Decatur,
attainment : 8% Completion Completion Completion Franklin, Jackson, Jefferson, Jennings,
Youth Uninsured Rate 6 Goal per Year 600 Goal per Year 70 Goal per Year 710 Ohio, Ripley and Switzerland counties
2025 Goal
o o,
42% — 60% Free/Reduced Lunch 43% , , , , Employment
Council for Youth Development On My Way Pre-K i 89 100 137,230
. Early Learning Coalition, On My Way Pre-K Enroliments
2016 Educational ISTEP Pass Rate 76% Y 9 , Yy | | | Entry Level Wage
Attainment Rate $10.08 < g’
High School y iGrad High School Coaching Initiative iGrad Participants 600 H.S. Grad. Rate 87% 89% 95% ' 8’ 'g
3 899 2
Graduation Rate ° T I I Average Hourly Wage _g g
Latino Education and Outreach H. S. Graduation $19.67 3] c
Pos’f-Secondary 42.2% EcO Attainment BCSC Legado Academy Two-Way Immersion Pathway Equity Gap -17.6% -2.8% -2.8% =) i g
Attainment Rate Network | , , S g s S
EGR 9 2015 2017 2020 Progress ° (&) E=] °
Baseline Current Goal Trend ..g = g 9
L | £ =
‘ | c © s S
' Powerhouse Credentials: Talent Hubs: Adults with No Degree Attainment Rate 30.7% 32.6% 35.2% | Avg. 2026 g % c 2
| | | Annual Job Projected =
Openings  Growth
; 2014-15  2017-18 2024-25 Progress . . ;
TALENT CONNECTION Manufacturing Network Bartholomew Co. . Industrial & Mechanical Engineers 190 19%
Lalor [Feres 62,838 Targeted Manufacturing Pathways: C4 Career Technical Ed Center, Ivy Tech Baseline Current ozl o]
Community College, Purdue Polytechnic, IUPUC; Connection & Engagement Strategies Pathway Enroliments 653 544 625 ~— Supervisors of Production Workers PYE 11%
Unemployment Rate 2.5% &
Mach!nists & Indust.rial 293 6%
Youth Unemployment - Machinery Mechanics
Workforce } .
Participation Rate Healthcare Network Pathway Enrollments 817 856 983 Registered Nurses 169 21%
EcO Industry Targeted Healthcare Pathways: C4 Career Technical Ed Center, lvy Tech
Avg. Weekly Wages $1,273 Sector Networks Community College, IUPUC; Connection & Engagement Strategies Nursing Assistants (CNA) & 249 169
Medical Assistants (MA) °
Median Income $54,165
Information Technology Network Pathway Enrollments 38 86 99 Computer Systems Analysts 28 10%
Targeted IT & Computing Pathways: Ivy Tech Community College
= (o)
Jolo (e e 23.5% Cyber Security, & IT Pathways; Connection & Engagement Strategies o
Computer User Support Specialist 24 11%
Average Wage Growth 18.6%
(2010-2017) ' Network and Computer 19 4%
Systems Administrators
' Teacher Workforce Development Pilot Elementary, Middle &
ot ; ’ Pathway Enroliment - - - ; 9
—— Existing Strategies Other Programs : IUPUC Division of Education ey EnreTments Secondary School Teachers 216 9%
----- New Strategies and Pathways | | 7 Architects, Surveyors
i i i i i Path Enroll t - ’ ’ 9
New Investment | Indiana University School of Art, Architecture + Design athway Enrollments 24 75 Cartographers / Art & Design Workers 42 4%

NextlLevel



THE PRINCIPLE
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THE TACTIC

Start Small
Think Big
Aim High




THE PRINCIPLE

Processes are more easily
scalable than policies and
practices.




THE COLUMBUS, INDIANA TALENT ECOSYSTEM

Totals

EDUCATION AND INCOME 2010 20 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021
TRENDS: 2010-2019
45.0 gt % Bachelor's Degree The Goal: Increasing
81 9% cete | higher (2019): the proportion of
= = rowth 26.4% Columbus residents with degrees,
Educational Attainment o R A v ebooat sty adaion. 4t
SOURCE Amencan Communty Survay 38.0 ) 23.5% U.S. hlgh-quallty credentials
& Yoar Esamantes for the percantage of ® Indiana to 60 percent by 2025
pecpla ages 25 64 with at least an 382
assccate degroa
Bartholomew County High School Graduation Rate 80.9% 85.2% 85.6% 89.6% 91.6% 90.7% 89.2% 90.1% 86.4% 86.9% AP/Dual Credit Earned:
Latino Graduation Equity Gap* 1.4% 2.9% 7.6% 17.6% 77% -1.3% 2.8% -3.5% 6.1% 9.2% et g
Latino College Enroliment Equity Gap* -26.0% -13.0% -8.0% -24.0% -13.0% 2.0% -8.0% -7.0% -5.0%
*Compared to all students
81,122
2 $1,076 3201_ —— X
Income and Earnings 3973 3969 $996 - — $1,076 Indiana
Average Weekly Wages $875 ;7 3913_ e ——————
SOURCE Surcau of Labor Statstios 363.431
$59,045 el
454400 $55.050 $55,874 6181 | $56,303 Indiasa
Median Household Income $53,692 $54,481 $54,165 v ’ == R DR——_
SOURCE US Census Burcau - gy e O
ACTIVITY TIMELINE 2008-2010 20m 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021
Program and Project ey
Based ning in
Infrastructure Southeast IN
Development !
Advanced Manufacturing TuFuturo Rebranding
Center of Excellence onatP?:catybeCommumy c Leamning
Math Matters Initiative Cantas SRt
i o . Spanish MSSC CPT Scholarships for Latino gg"?;ﬁ;semer
no Qutreach Program Expansion of Workforce Training Adults 9
Thirtean High Fidelity SIM Latino Mentoring PR Training Classas . . Cummins Inc. Foundation
Labs Established in Region Program Launched sttt B so ey Viecinas de Enlace Expension of IT AirPark Columbus College
Works! i Community Outreach Pathways Campus Landscape
Seventeen Technology BSME Degree Offered in Shatint Housing on Gub Manufacturing; : Design Grant
Libs ishod ¥ Reaion Columbus Campus : unng, Biingual Student EWIN Cummins Inc. Adult Learner Workforce
Dream It. Do It. High School iGrad Advanced O Stada Lumina
Champions Coaching Automation and Acoalerated BSN Lumina J.1- Miller ICHE Grant Education Foundation Grant
O . 1 Diesal Tech Program Technol C Foundation Architecture e ©
Project Lead The Way Pre- State-of-the-Art Metrology Program achnology (C9  Selectedas a Launches (IUPUC) Indiana Adult Network
Engineering Curricuium Ex o Lab (Purdue Polytechnic) (BCSC) Enhancamant (SCC) CTE Grant Lumina CPA Site i o Grant ICHE Grant Program ICHE Grant Friiiries Grant ICHE Grant  Duke Grant ICHE Grant ATA&T Grant
¥ o A . . § Expan : o » o ,
EcOn: Initiative Launches CivicLab Launches Manufacturing EcO & Works Council Skillup Grant IUPUC Healthcare Lumina Talent Counsalng Lumina Al Covid Response Task CivicLab Talent Hub
® ( Workforce Neads Qutreach Grant . Pipelna Coordinator Hub Designation Counts Learning Counts Force; Early Learming, Network
= 5 outheast Assassment ¢ O O O ArPark Campus,
Systems-Building and e EcO= Receives Latino Colege & _ Community
Regional Leadership Simudation Consortium Phase |l Funding STEM After EcO Natwork Launches Carser Coaches Indiana Talent Network AirPark Columbus
: School Coalition (Educational Attanmant Colege Campps
Latino Education Study & Industry Sectors) Manufacturing Students Initiatives
e Indiana 21st Ceantury
Establish EcO1s Coun i i ;
Coordinators é Regiort\yal Manufacturing Teacher e e fae i)
Support Team Roles Extarnships
RESOURCE INVESTMENTS
$10K
Grants $400K $200K $38M $500K $5M $65K $220K  $200K $1.8M $350K $5K $10K $9K  $40K $30OK $997K $250K $30K  $450K $5K $2M $1ok  $50.9M
Leveraged (cash & in-kind) $800K $400K  $13M  $750K $250K $100K $720K $1.7M $2M  $1.1M $3.6M

$24.4M




THE COLUMBUS, INDIANA TALENT ECOSYSTEM

EDUCATION AND INCOME 2010 201 2012 2013 2014 2015
TRENDS: 2010-2019

Educational Attainment Pl B b Ak st
SOURCE Amencan Communty Surwry 3 9 o 40.4
O Yoor tsamates for the perc -
pocpia :4;!'. :‘1:'(:1 with :! b::? 5 38.2 38.5 38.6
assccale degoe
Bartholomew County High School Graduation Rate 80.9% 85.2% 85.6% 89.6% 91.6
Latino Graduation Equity Gap* -1.4% -2.9% -7.6% -17.6% -7.7
Latino College Enroliment Equity Gap* -26.0% -13.0% -8.0% -24.0% -13.(
"Compared to all students | |
Income and Earnings 397
$917 $913
Average Weekly Wages $875 L
SOURCE Surcau of Labor Statstios y
o
Median Household Income $53,692 $54,481 $54,165 aysen sss'o‘,

SOURCE US Cenas Buoau

ACTIVITY TIMELINE 2008-2010 201 2012 2013 2014 2015



2015 2016 2017 2018 2019 2020 2021

45.0 45.6 % Bachelor's Degree The Goal: Increasing

T 419% or higher (2019): the proportion of
 GrowthRate | a0 49 Columbus residents with degrees,
42 .1 | 42.2 - 28.1% Indiana certificates and other
‘ 38.0 high-quality credentials
| 33.5% U.S.
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Career Connections and Talent CCT
Focuses on Indiana's premier challenge:
creating solutions in career connections and
talent pipelines

Department of Education DOE

Ensure foundational preparation for post-
secondary and career attainment for all
students, align educators to future talent needs

Commission for Higher Education CHE
Align post-secondary programs, lift post-
secondary performance, student navigation,
educator preparation programs

Department of Workforce Development DWD
Meet the needs of working-age adults, meet the
needs of employers, create work-based
learning, provide information

Indiana Economic Development Corporation
Attract and support new business investment,
creating new jobs for Hoosiers, and furthering
our legacy as one of the top states in the nation
for business
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Economic Opportunities through Education (EcO) Network

REGION
shared framework for helping communities organize themselves around shared talen . ) >
A shared f kfor helpi it ize th | d shared talent The EcO Network—A ten-county o) 900 1 35% Of
goals, using a systemic approach and process to attract, develop, and engage people. region of Southeast Indiana that % _5
(7))
mirrors Indiana Economic Growth _(ccJ ~ Talent Goal
Educational Attainment Rate Region 9 (EGRY) 8 @ 2 ﬁ
5 o (e D
32% ‘ 33% 34% sl S =13
| | | Hg = £ %
Additional | § - B 675
PRIORITY POPULATIONS TARGETED COMPETENCIES By 2024 =
High-School Traditional- Adults with Adults with No OUTCOMES Management 300 O O 96% Of
Age Students Age Students Some College, College Goal 2025 e
No Degree ]
9 60% of Americans Assemblers / Fabricators 3,720 O Talent GOﬂ'
Students in Students 18-24 Adults who Adults who ngsa}[shelggnq duae:r;ty M BN S E— 450
grades 9 who are just acquired some have not credential by 2025 " Metal & Plastic Operators 2,640 O
through 12 entering or are postsecondary earned any -
currently credit, but have postsecondary BT et % - & R B
Grad Rate enrolled in not earmed a credit years, increase =3 Architecture & Engineering 2020 O O O
Current: 93.2% postsecondary credential attainmén t by 2.340 3
Target: 96% education le throuah an O
epc):?)?ss/:tem?z%vhich g=i Health Technologists & Techs 990 O
@
600 students/year 70 students/yr 260 adults/yr 450 adults/yr students follow the g D EEEEE B B 22 5
pathway to, through, =1 Registered Nurses 870 O
EQUITY and out of their 5
, ) e postsecondary T
The EcO Network will address equity for our region’s most underserved experience Carfiad Mediezl Assiciar: 210 O
populations, particularly low-income adults and Latino students
Certified Nursing Assistant 550 O 0 L
I ]

Cybersecurity

o]

B Adult Ed.

2017/18 2018/19

B vy Tech Region 9

Indiana Department of Workforce Development, Ivy Tech Community College Systems
Program year July 1 — June 30

Ivy Tech represents Columbus, Madison, & Lawrenceburg / Batesville campuses
Adult Ed. represents McDowell Education Center, River Valley Resources, & Jennings

Education Center
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THE 4 VARIABLES OF STARTING SMALL

Beneficiaries Lived Contexts

s

System Stages Stakeholders




This same process Is
replicated for each variable.
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Before Our Office Hours

- ANSwer a se

current state,

ries of questions that describe your
(Hint: They are the same questions

covered In institute 1 and 2)

During Our Office Hours

- Strengthen
external par

e structures and processes used for
ner collaboration, setting the conditions for

discrete collaborative, systemic actions.



Guiding Questions

- Recalling your Guiding Question, can you identity the
four variables from which you intend to start small”
Consider stretching and expanding

- Recalling your stakenolder map, do the stakenolders
responsiple for this subsystem already come together”
Do they follow a collaborative process’

-\WWho needs to attend Institute 37



START SMALL, THINK BIG, AIM HIGH

NCIl Rural Guided Pathways
October 2022

@DakotaPawlicki ‘of \VA o .\ -
@Talent Hubs
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