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Processes



• Know-why Learning by studying

• Know-how Learning by doing

• Know-what Learning by using
Prof .John Dutton and Annie Thomas 
Graduate School of Business Administration, New York University

Knowledge



Cynefin Framework

Cynthia F. Kurtz, David J. Snowden
The new dynamics of strategy: sense-making in 
a complex and complicated world

known knowns 

known unknowns
unknown knowns

unknown unknowns

https://www.semanticscholar.org/author/Cynthia-F.-Kurtz/39279049
https://www.semanticscholar.org/author/David-J.-Snowden/3286993


U.S. Department of Defense
(DoD) on February 12, 2002

…something hasn't happened are always 
interesting to me, because as we know, 
there are known knowns; there are things 
we know we know. We also know there are 
known unknowns; that is to say we know 
there are some things we do not know. But 
there are also unknown unknowns – the 
ones we don't know we don't know. 

https://en.wikipedia.org/wiki/U.S._Department_of_Defense


Simple 

• Sense, categorize, respond
• Fact Based Management
• Best practices
• Authority command and control
• Instructions to collaborators
• Correct language-no ambiguity
• Waterfall model
Risks
• Mis-categorization-Wrong procedures
• Entrenched thinking 
• Complacency & Resistance to change

Management approach

ordered and obvious



Complicated

• Sense, analyse, respond
• Reductionism, system elements
• Oligarchic approach
• Fact Based Management, Good practices
• Flexible, open and analytical mindset to 

encourage and evaluate contributions
• Incremental

Risks
• Over-confidence, overlook-lost opportunities
• Over-analysis-paralysis
• Entrenched thinking

Management approachordered – not-obvious realm of experts



Complex

• Probe, sense, respond
• Investigate and do experiment before action
• Visionary, pioneer, researcher
• Creative, agile  and innovative approach
• Holism, synthesis
• Pattern Based Management
• Ride emergent practices
• Fail fast & safe, learn fast, risk mitigation
• Evolutionary

Risks
• No learn, scarce tolerance to failure
• Impatience
• Revert to simple strategies
• Determinism, over-control

Management approach
Realm of unordered–obvious in hindsight



Chaotic

• Act, Sense, Respond
• Act decisively to avoid collapse
• Entice the crowd to follow us
• Hero/Draconian approach
• Command and control
• Authority, charisma, authoritativeness
• Novel practices (bright, original)
• Many decision, no time

Risks
• Command and control longer than 

needed, enforcing chaos
• Missed opportunity

Management approach

unordered domain



Disordered

Those most comfortable with stable order seek to 
create or enforce rules

Experts seek to conduct research and 
accumulate data

Managers seek to improve their network;

Dictators, eager to take advantage of a chaotic 
situation, seek absolute control

In this scenario people try to move towards the one of the four contexts on 
the basis of their individual capabilities and perspectives.



Leadership Table



Leadership Table



Cynefin dynamics

The moving paths between Cynefin
domains are as important as the 
domain characteristics themselves; 

A leader should take significant 
advantages moving across 
boundaries but this requires a shift 
to a different model of 
understanding as well as a different 
leadership style. 



Cynefin dynamics

Cynthia F. Kurtz, David J. Snowden
The new dynamics of strategy: sense-making in a 
complex and complicated world
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Cynefin dynamics
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complex and complicated world
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Asymmetric collapse
Asymmetric collapse (Item 1) is 
movement from simple to chaotic 
domain, disastrously. 
The leader does not see what is going on 
outside border of his small horizon, and 
he continue not to see them until finally 
the system breaks and falls in chaos. 
Chaos is also a space we can enter into 
consciously to brake the chain of  
entrenched thinking and create the 
conditions for new possibilities .

1,2 Movements at the known-chaos boundary



Imposition

Imposition (Item 2) is the forceful 
movement from chaotic to simple 
domain. The consequence of 
collapse is chaos, and the 
consequence of chaos is frequently 
imposition of order. In catastrophic 
situations, as the price of order, are 
usually tolerated conditions that would 
has previously been unacceptable. 

1,2 Movements at the known-chaos boundary



Incremental improvement

Incremental improvement (Item 3)
is movement from simple to 
complicated domain and back to ask 
for experts supports. 
This is the engine of technological 
growth.

3 Movement at the known-knowable boundary



Exploration 

Exploration (Item 4) is movement 
from complicated to complex 
domain very useful to the growing 
of new ideas and opportunities, in 
other terms... Innovation

4,5 Movements at the knowable-complex boundary



Just-in-time (JIT) transfer

Just-in-time (JIT) transfer, 
exploitation (Item 5) is movement 
from complex to complicated 
domain to stabilize useful patterns in 
complex space when it is needed 
(just-in-time).

4,5 Movements at the knowable-complex boundary



Case Study
Sardinia Radio Telescope



SRT Refurbishment dynamics

Chaotic

Complex

Simple

Complicated

Collapse

Imposition

Exploration

Just-In-Time Transfer

Incremental

Improvement
Operation Phase

Accounting and 
administrative 
processes

Different thought currents 
and divergent approaches

ASI-NASA-JPL agreement
INAF’s President Decision

Experts working 
group

Technical 
specification of the
new call for tender

Tender for “competitive 
debate” for new 
innovative solutions

Implementation 
Phase

Set of viable solutions  
stabilized in….



SRT Radio Telescope was delivered ten days 
in advance with respect to the scheduled time.
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Adaptive leadership modelOODA loop

Adaptive
Methodologies



Swarming Swarming (Item 6) is movement 
from chaotic to complicated 
throughout the complex domain. 
The transition from chaotic to 
complex is carried out by creating 
multiple attractors, or swarming 
points, as seeds of future patterns, 
whereas a transition from chaotic to 
simple domain requires a single 
strong attractor. In the complex 
domain leader has the possibilities 
to see the growing of such patterns 
forming around the attractors; those 
he finds desirable he stabilizes in 
the complicated domain; the 
undesirable ones are destroyed.

6, 7 Movements at the complex-chaotic boundary



Divergence-convergence

Divergence-convergence is the 
cyclic movement from complex to 
chaotic. This allow the generation of 
a rich variety of patterns to facilitate 
sense-making.

6, 7 Movements at the complex-chaotic boundary



Entrainment breaking 
Entrainment breaking (Item 8) is the periodic movement 
from complicated to chaotic to complex domain. This is 
sometimes referred to as “creating a burning platform”. This 
is a common approach to disrupt the entrained thinking of 
experts by creating a more fertile space of interactions from 
which leaders can select stabilization points for the 
movement to the complicated domain. This method is used 
to create and validate new sources and structures for 
decision-making. 

8, 9, 10 Movements through chaos



Liberation

Liberation (Item 9) is the periodic movement from simple to 
complex to complicated domain. Enterprises operating in 
simple domain often need to change the status quo in order 
to facilitate the creation of new emerging ideas and 
opportunities. They, so, have to move in the complex domain 
by, for example, recruiting external specialist staff or 
redistributing new responsibilities in the organization. Then, 
analytically and methodically, leaders can choose the most 
viable ones moving toward complicated domain.



Immunization

Immunization (Item 10) is the temporary movement from 
simple to chaotic domain not enough to destabilize the 
whole system. It serves mainly two purposes. First, it shows 
the devastating force of chaos preparing leaders to face 
those forces. Second, immunization brings new 
perspectives, which cause radical disruptions in stable 
patterns of thought and lead to changes and new complex 
patterns. This movement enable lateral thinking, prevent 
entrainment of attitudes destroying the glue of stagnant 
views.



Engineering Models



Cynefin dynamics


