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Living Systems Leadership




Rapid Reflection:

1. What has changed? Which of these changes are here to stay?
In your personal life?
D Professional life?
Military and Defense Issues
Societal shifts?

Different expectations of technology?
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Different expectations of leaders? Leadership?
2. Do these changes impact your job? Your role? The way you lead? Should they?

Google Cloud



Living Systems Leadership:
0,040

Old: Everyone in
Office allthe
time...

Limited or no
one in the Office

Long -term:
Hybrid, digitally
connected and
flexible

Culture “Fit vs ADD”
Degrees, pay your dues, professional
dress, formal hours vs. flex
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Process

Old: We always did
it this way...

Digital
tweaks

Long-term:
Optimized for
time, tech and
human
discernment,
seeking simplicity

Technology

Old: Legacy
system...

Legacy +
emergency

Long -term:
Flexible,
Interoperable,
Modular, Cloud
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Information

Old: Unique, horded,
limited...

Shared, but
expectation of data
perfection

Long-term:

Exponential, Democratized,
Commoditized-
Insight/Analysis is winning
differentiator



Change is Exponential and Exponentially Faster
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manufacturing
s Blockchain transaction
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“Even if we wanted to avoid
change...
In every area of our lives, we will
confront and be forced to reflect
and consider ...
the amazing impact of human’s need
to discover and apply those
discoveries...
Defense Leaders must navigate
how to incorporate this change into
our national security ”

s energy conversion

War forecasting.
algorithins
T

Fuel-cell powered light b
PasSENGEr alrCraft _..........co..ou.t

supercapacitors

Citiesban

Commercial
airlineyffighjacked
ne

Polaratronics enafles human drivers sl
; R Beamed energy for carbon capture
“:',':#m;;: ecological monitoring & storage H?;'i.'.‘ﬂ';i’ét. )
- attery-free wireless 8 ltary A cells on skyscrapers
‘communications
Biodegradable

Synthetic

bullging facages

Large scale

engine for
vehicles

Thorium
reactors

ravelling wave
uclear reactors Iron-fertilisation
R of oceans

batteries

Artificial

30-printed soil
for vertical
agriculture

High-speed
pedestrian
walkways

Insect-burger
food vans

Warfare -
g Autonomaus
'""';:,‘,',‘,',:: ctric taxi fleets ‘Ambient RF jetfuels pheinaythesis
Room tompefiturs eNerGY .............ofhydrogen Motorway tanes y
supercondictors sting for autonomous Hyper-toop.
e ” Cyberattack . ... Consumer o i mass tranit
s causescly-wids smokpricng systems
creditcards oweic! of electrici
come obsolete Lip-readl J Intercontinental i
Rnb::;‘ niumis p ,cc;"i‘ :s,:ml‘. robotic surgery hoamaknuter
nu;::lbue'?n:; ikt Haptic Demand yeligation.
clothing Internet.of responsive LED street
; things excéeds domestic lighting —
:UII::: Mobile ') aPpliances grid-scale Satellite-beam
dm:;:fl'!i: storage Synthetic meat space solar-pow
Ullasslsu';;i internet Vibration umgsuI: " il ‘M:. insupermarkets —
Mood-sensirg y energy owerplants 1ase-oul
; machifes f robotc harvesting o fecin! incandescent e acmii byin
Itemet o things et insulation Yt balhe vehicles :
exceeds 1 trillion 3 RFIDimplants
devices s Avatar 4 Prophylactic '\ for personal
: i dhofriree girlfrien Commanity grids o antibiotics data storage
: t eap 3 H
Holographic : Crypto concentrator - Smart : "
data storage § Allgmented ite e meters le
: 0 realify glasses 7 3
- ‘All Inﬁrr_.r‘ ity logging e ﬁ‘t‘.“ DNAdating “Pharming’ humanised
Litelong s . ) SRAdns animtsformticines —
avatar obile H organ
assistants ing - phones Personalised clu'n!in! 1
5 combat H fiSyerprints outnumber microbiome [
g;"l;i‘";: trime people Gene therapy therapy t
i translation preventio Pre-emptive
. Slarflare i alorlms o medical inteventions Lastantibiotic
* knocks out Basic brain computer Synthetic organisms based on genome discovered o
GPS network intéTfaces forgaming be
Atanomees sel-repleation X Foiagin Plastics Uiquitous
ofcTaie e gical . ‘of activeWrain Cochlear Genetic testing from crops bio-sensing
b ought’ areas implants for inherited
; Chiroled ¢ o particles Sroeses Commercil
wilelchir 2 osmetics PeEiaey.
3 Y o and shscreens A — v
Recording of strarile fogsynthetic Printed Body hackingg?  arthopadic underwear
entire human s for Bnsuthr ons and Prosthetic plastic  Quantum do for sensarys implants &, e
lllam:mdhir:vnr-, Aot neuralimplants  (iMbs.controlled llcllnnt televisions § augment3tion
0 deal E By thought i
Optical 18M makes fBature film "vs'"_mﬁ" an
g
computing '""".l"""m$= paints & surfaces for cancer i :;';;:f‘n':lk
% W Eyeitracking 3 organism
i"‘g‘l:‘z:?i::l‘; -Jamobl e I'm"l'ﬁs Bioluminescent
| . or protein Seaffolds for growing
supplement keyboards Vily plastc crystallisation 2tom Colt boty parts household lighting
% transistors Scrun! genomeffest
- and devi
Stem cell treatment

Routine brain
inger printing
of ai travel

o Next il-nmlln Adaptive electronic
imaging and ner L.:""l""'m: assistant to prevent
ording via MR posty ati oad

100 atoms per bit
datadensity.....__Graphene
supercapacitors’

Communications devices
iely embedded inside
the human body

Domestic fridges
sense use-b
dates.

ble sPregns

c\h —/
Meta rial ntention decoding
antennae rithms i

for Parkinson’s
Quantum computers disease

for cryplo-cracking

Artifical retina
mplants

Lab demo of optical
mm:nam[al -
el
Pariadic,....
------- hypertable

Rrsin aracthacae




"You have to have the culture,
and you have to get it right."

"The story of innovation has not
changed. It has always been a
small team of people who have
a new idea, typically not
understood by people around
them and their executives."

“Defense doesn’t have an
innovation problem, it has an
innovation adoption problem.”

Eric Schmidt, Chairman, Google




Living System Leadership Philosophy:

1. Expect Change and Plan for it

1. Foster Curiousity &
Information Transparency

1. Build in Generational Flexibilities

We have more access to information, new technology, ways of working, than ever before,
...S0 what are we going to do differently  ?

¢ Google Cloud



There is no RIGHT... There is only “Right for Now”

"I find that they evolve
better under pressure."

Google Cloud
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A New World, a New Role... a new MINDSET

System Owner Information Steward
-




Systems as Time Information Drives Change
Capsules Engines




A New World, a New Role... a new MINDSET

“Legacy” Approach / “Living Systems”

— Leadership

Systems Owner

Google Cloud



Confronting Change: My Role in an Information Age

An “Information Steward”:

1. Take the right info, at the right time, from the right source, at the right frequency to make the best
decisions

2. Execute those decisions iteratively, welcoming and adapting to new information

3. Reflectrapidly on successes and failures of decisions, weigh new information, and apply the insights
to the next decision.

An “Information Steward’s” #1trait to exercise is CURIOSITY

Curiosity is the foundation for:
Living Systems Leadership




Why “Legacy and System Owner” Thinkingis = Restrictive:

e Takes the NOW - Pain, People, Legislation, Budgets, Process, Program, Provider, Data and designs
for this moment in time, trapping your effortsina  time -capsule

e Traps yourtalent into defining their value/Identity by a system/tech, disincentivizing change
e Riskaversionleads us to think past actions were LESSrisky than what might be done in the future

e Onerous process reinforces lock in, instead of rewarding “right answer or tech for the right
problem”

e New information is flowing at a scale we are unprepared for

e C(Createstechnology “mono-culture” by locking too much in one provider/system/solution (fo big to
fail)

e Orchestra Conductorleading a set music piece, building monoliths (to stand the test of time (Irony)
Google Cloud



£Y Google Cloud

“Strangler Fig” in Living Systems Digital Transformation



New Tech uses Old &New

' Legacy Info Information Information
‘ |  Structure to Flows drive Acility is
| | feednew new decision Mixin}r/lized ‘o
| | | capabilities context .ﬂ integrate with
' % ‘.ll Tech
' Advancements
Tech Debt & Tech Debt &
Tech Debt &
Legacy Legacy
Systems Systems é,egacy
> stems
Structured dependancy el
Data lomac Eliminated
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£Y Google Cloud
Strangler Fig Tech Transition - Value Manimization with Agility By Design



New Tech uses Recycled

|
| Legacy Info funds to agile S (o o
! |  Structure but approaches:
| , . tech and
| | lowers # APT’s, Multi- oL
. subscription
! licenses Cloud, .ﬂ
| | . . models,
| required from Interoperabilit .
000 to 3 .l' toolboxes, etc
S o Tech Debt & y giving more
Tech Debt & Legacy Tech Debt & options, no
Legacy Systems Legacy lock-in
Systems transitioned Svstems Costs
Vendor Lock In out, funds ySt
. . Eliminated
and Licensing recycled

£Y Google Cloud o . . . .
Strangler Fig Living System Financial Model (illustrative)



API’s Drive Optionality &Custom Universes

__— Reviews : 3rd party system

Home / Hardware / DoorHardware / Door Hinges

3-1/2in. x5/8in. B Satin Nickel Door
i (12 per Pack)

%k k Kk (310)v  WriteaReview  Questions & Answers (14)

= Satin nickel finish adds a beautiful touch to your home décor
* Removable pin makes door installation and removal a breeze

« Value pack offers additional savings compared to single hinges

$24 gs/pal:kags

= Save up to $100 on your qualifying purchase.

Package Quantity: 12

1999 849

IS
>

Louisville
v 10instock | Alsle: 20 Bay: 017 | TexttoMe g @p
Store Pickup Ship to Home: Scheduled Delivery \
» Share Q Favorites (51 Print Available Get it by As soon as
Fri, Jun 19 Tomorrow
FREE Free with $45 Order $8.99

10 instock at Louisville.
Check Nearby Stores

A\ Due to order volume, this item may not be available for pickup
until tomorrow

& Google Cloud



APIs make msight easier

Profiles : Identity Management
System

RAPID

¥, MAINTAINER ‘ st Q) SENIOR AIRMAN, ADDIE FRANZ

FFICE

16 Aircraft T 1 Assigned Jobs T System Access : Microservices

JCN wuc il # Progress
900258 | 2441 2842 910325 | 24473 220411111-002 14000 %

F-15 WCE for Demo - Aircraft Safe for Maintenance

Workflows: One Click Start

NMCM PMC FMC NMCM
3/10/2022 1800 3/12/20221200 3/17/2022 1500

92-0365 131 96-0200 132 970217 ‘ 133 900239 13/4

| | | Last updated:
p N '

PMCS NMCS 2
3/21/2022 1300 3/24/2022 0900 Tools

so0256 | 13/5 ] 900261 | 1471 EID / WWID Checked Out Date

03/10/2022 0000

Aircraft Status: Legacy Systems

NMCS FMC FMC FMC
313720221100

900262 & 142 900251 | 1453 910305 L 910328 L /5

Large Flashlight

Tool Check -out: On-prem Systems

& Dashboard

System State: Real Time Updates




LSL Philosophy: Build in Generational Flexibilities

Living Systems Leaders embrace a moralobligation to consider what the impact their decision today

might have on a future leaders options.




Proprietary +
Confidential




A New World & Role... A new Mindset

“Legacy” approach

Would ask:

What’s my budget?

Who needs to say this is a success today?

How do Ilimit potentialissues and add constraints
What’s the least risky way of doing this?

What is the process now, how does this fit into it?
What information or data is this dependant on?
Who has the right degree? Who is qualified?
What do the experts say?

Might Assume/Say:

We have done it this way forever, it won’t change

My team can only do it this way

It will “Snap back to normal”

Thave to scrap everything and start over

Iknow what needs to be done

People willdo this because they always have

We are locked into this provider for the next 5 years, we will
explore that after that...

There are too many privacy or security hurdles to tackle
We just deployed this system, people can’t handle more
change...

Living Systems Leadership

Would ask:

e  What am [trying to achieve now and in long-term?

° If this was successful, how would it look in 1,5, 10 years?

e Did Ibuild in ways to make it easy to evolve this when for
those who inherit this?

e Howdo lincrease flexibility and accountability?

e  What would Ido if there was no constraints?

e  How might this process change over time? How do I build
this to support that change?

e  What data, information or insight over time would make this
richer and more useful?

e  Who has the best idea? Who willput in the work?

e  Who in addition to my experts might have interesting ways
to approach this?

Might Assume:

e Mypeople are smart, we can adapt and thrive

e Helping this evolve might make a difference

e  There are great building blocks already in place, we can
leverage those.

e Ibetothers have a lot of insights around this.

e Ibetthere are ways we can make this easier and faster?

Google Cloud



A New World & Role... A new Mindset

“Legacy” approach Living Systems Leadership
Takes the NOW - Pain, People, Legislation, Budgets, Process, e  Assumes everything will change over-time, so designs the
Program, Provider, Data and designs for this moment in time, system to be a change engine
trapping your effortsina  time -capsule ° Start with open frameworks, value “containerization” of
Traps you into a pre-designed approach, often making it information, making it easier to use, analyze and share.
difficult to collaborate, adapt, and be agile. e  Think about projects as components of value in someone's life.
We are naturally risk averse and view what has been done in e Connects to your Legacy system so you don’t have to abandon
the past as LESS risky than what might be done in the future it.
Our processes are onerous which reinforces lock in, instead of e Canbe designed foratoolboxapproach instead of a pre-
rewarding you for “right answer or tech for the right problem” designated hammer
New information is flowing at a scale we are unprepared for ® Assumesacomplexeco-system from the beginning
Can’t adapt to rapid changes in programs, legislation, e  BUILT with INTENT to CHANGE
entitlements, etc. e Jazzconductor
Creates solution “mono-culture” by locking too much in one e  Design Modular with the intent to interact, engage and find
provider synergies.
Orchestra Conductor leading a set music piece ° Starts without constraints, then adapts to stages of change

We build in monolith to stand the test of time (Irony)
Starts with the assumption of constraints

Google Cloud



How do Iprocess an unprecedented amount of data and
turn 1t into Insights?

If an “Information Steward/Knowledge Leader’s # 1 trait to exercise 1s
CURIOSITY

Then: Technology must be your ALLY
Technologies goalis to make it as easier a:

possible for people to be curious across alf -
their data and gaimn insight | ‘ h ||| ‘|
|| III | ‘I‘I
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