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Foil Set J:
C COMMUNITY —
JOINING FORCES TO LAUNCH BOOTSTRAPPING

Douglas C. Engelbart, Bootstrap Institute

BASIC BOOTSTRAP CONCEPTS

€ Community

Keep in mind here the gathering of
prior concepts in the preceding
Section I, and their integration into
the strategic purpose and value in
launching a "Bootstrap Strategy.”

Notes

Objective: Pursue high-performance org
Hypothesis #1: Whole-system Augmentation
Hypothesis #2: ABC's of Org Improvement
Hypothesis #3: Bootstrap Strategy

Hypothesis #4: Collab. Knowledge Work (CODIAK)
Hypothesis #5: Open Hyperdoc System (OHS)
Hypothesis #6: Joining farces in a C Community

{assumes major paradigm shifts throughout)

iJ
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Hypothesis #6: Joining forces in a C Community

Notes

A productive, continuing € Community is at the heart of any
high-payoff bootstrapping strategy. [t also provides a cost-
effective, high-ieverage entry point into bootstrapping.

# Basic C Community Concepts

* C Community's CODIAK Process

¢ CODIAK Scale and Scope

¢ Extended C Community Concepts
* Bootstrapping Your Organization

+ Conclusion
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Notes (" STRATEGIC OPTION: PROVIDE COLLABORATIVE
C SERVICE TO MULTIPLE ORGANIZATIONS
Notes " AND AUGMENT OUR C COMMUNITY HEAVILY )
AS A VERY-ADVANCED PILOT ACTIVITY
{Same as C15) viigpe-
Reminder: Principle of improvement CO-EVOLUTION BY REVERBERATION

by co-evolution among the inter-
dependent parts of the whole
augmentation system.

The “stakeholders"” associated with
interdependently co-evolving
capability nodes often are not in
same line-management structure —
often more of a "community.

"This brings out the basic, boot- PoroeRy] Motor ,
strapping importance of augmenting Mental \ | [pam 225 uian
distributed communities of coopera-

tive stakeholders.
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[KEY INGREDIENT: CONTINUING IMPROVEMENT OF
C-COM'S CODIAK CAPABILITY

~ C-Com's ASIP (Augmantanon-sfstem
Improvement Project)

€ Community

Remember, CODIAK is the
"COncurrent Development,
Integration, and Application of
Knowledge."

THE C-COM ASIP OF COURSE NEEDS
IMPROVEMENT SUPPORT

Notes

Hypothesis #6: Joining forces in a C Community

.

A productive, continuing C Community is at the heart of any
high-payoff bootstrapping strategy. it also provides a cost-
eftective, high-leverage entry point into bootstrapping.

* Basic C Community Concepts

® CODIAK Scale and Scope

# Extended C Community Concepts
* Bootstrapping Your Organization
+ Conclusion

Notes




€ Comrmunity

An effective CODIAK process is
especially useful in importing
external intelligence, chewing it
well with recorded dialog among
relevant parties, and digesting the
lot into integrated reference bases
and focused handbooks.

Exploratory pilots will be a must; the

more experience an organization
can gain, and the more advanced
and comprehensive the pilots from
which that experience is gained, the
better it will be able to plan, motivate
and implement its improvement
investiments.

Early target: to transfer into B the
capabilities to (a) access CCom's
CIC and Handbooks. and (b) partake
in CCom's recorded dialog.
"Transfer.”

Here we outlined the basic
components of C-Com's CODIAK
process.

From prior sections of this binder, it
should be clear that this is a very
basic and ubiquitous group-work
process .
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CORE C-COM CAPABILITY

To integrate, analyze, and portray multiple-source
contributions to its knowledge base:

Orgs

learmed, requirements, design dialog,
needs & possibilities, ...

» Erom External Environment: trends,
products, trials, theories, evenis -
Intelligence.

o 1njgma]_c_c_gm Lessons leamed,
needs & possibllities, design, ....

PARTNER ORGS GET UNIQUE VALUE FROM
FUTURE-MODE C-COM ACCESS AND DIALOG

1. Direct experiencs with an advanced
pilot activity -- which is doing intensive,
real work that the Partner Orgs guide
toward maximum value to them.

2. Direct, online access to CCom
knowledge products

3. Continuous dialog to enrich the
pilot experience and transfer CCom
knowledge products.

SPECIAL BOOTSTRAPPING FOCUS:
IMPROVING THE C-COM'S CODIAK CAPABILITY

: highly collaborative, within an open
hyperdocument system— integrated with E-mail, shared
files, and permaneri, cataloged "library" system, as well
as with CIC and Handbook.

« Community Intelligence Collection (CIC): in highly
useabls, hyperdocument form— integrated with recorded
dialog and Handbook.

+ Community Handbook: a dynamically evolving hyper-
document "collaborative-knowledge product”— integrated
with recorded dialog and CIC.

e
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AN OHS SHOULD SUPPORT NOT ONLY REFERENCE ACCESS
BUT ALSO DYNAMIC EVOLUTION OF THE HANDBOOK

Dialog about the current
" Handoook ~ whera it k& going,
what it should become, what is
missing, needs fixing. (May
include introduction of new lems
of "external inteligence* thought
10 be of relevance.}

FILES I HAILIJOURHAL I XDOC

Notes, ideas, Commaents,
Arguments, Possibilkies,
r#  Neads, Comespondence,
External Documents, ...

Indicas, structures, reports,
inteligence analyses.
Results of "digestion” work, on
Imozr:;dl H :ImIDBg “0 {‘ sxternal inteliigencs content -
* \ onkine information as wall as
= -y "axternal

/

Continuing cycle of study, new-tem

contribution, analysis, and updating evolving document being
sarfier drafts — a very basic process. developed by the Wy,
Call k the "Handbook Cycle.”

DEE-COCe
Ocud

Hypothesis #6: Joining forces in a C Community

A productive, continuing € Community is at the heart of any
high-payoff bootstrapping strategy. It also provides a cost-
effective, high-leverage entry point into bootstrapping.

» Basic C Community Concepts

* C Community's CODIAK Process

¢ Extended C Community Concepts
« Bootstrapping Your Organization

* Conclusion

rWITI-I INTERLINKED CUSTOMERS AND SUPPLIERS?
NO MAJOR INDUSTRY CAN AFFORD ISLANDS

A whole industry, with many inter-operating
organizational units, is in itself an “organization®that
has a functional "augmentation system” whose
improvement warrants explicit evolutionary attention.

The "A Activity" of this organization will vetg much

need a global OHS. Early prototypical OHS capability
for its € and then B Activities would thus be an
immediate bootstrapping priority.

€ Community
~afpmm (Sgmie as F57)

Sections F and G developed a basic
approach for augmenting the
CODIAK process for a distributed
community.

Future availability of something like a
globally useable OHS will be critical.

Early, prototypical "OHS" capability
will be very valuable in B and C
activities, contributing significantly to
the bootstrapping leverage.

OHS for A work: hi-priority for B & C!

Notes

~slmm (Same as E30)

And extending this reasoning brings
us to the staggering challenge of
implementing high CODIAK capability
on a global scale.




C Cornmunity

Notes

The special-domain list is endless—

government at all levels, all business
and industry, every institution, every

facet of daily life.

In the short run, it is far easier for the
marketplace to keep investing in iso-
lated, large-system point solutions.
But the CODIAK capability is
extremely general, and will inevitably
be supported by a generic solution
where the subset of special features
within each special domain will be
surprisingly small. Going after such a
general solution sooner will be much
more cost-effective than the point-
solution alternative, and should yield
much higher leverage in producti-
vity and performance.

Notes

Especially an OHS  wsmigge-
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WHAT SCALE TO TRY FOR?

Toward what size and importance for the
target applications of direct CODIAK
improvement?

How wide and deep on each "cut" of
improvement?

How rapidly to move forward?

COMMON CODIAK PROCESSES UNDERLY THE
SPECIAL ONES OF ANY KNOWLEDGE DOMAIN

Each adds its own special knowledge forms, conventions,
tools, etc. -- all of which must be buiit and operated atop
the common CODIAK core.

AUGMENTING THE CODIAK PROCESS

* QOpen-system, integrated architectures are of critical
concern, supporting and spanning across:
o many different classes of workers

o many different workstations and application domains
o organizational units, offices, and organizations

¢ Exploration must go beyond technology to include
associated work methods and organizational
structures.

¢ Exploration must go beyond R&D to include pilots,
and strategic deployment within rapidly changing
organizations.

M 00
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Hypothesis #6: Joining forces in a C Community

Notes

€ Community

A productive, continuing C Community is at the heart of any
high-payoff bootstrapping strategy. It also provides a cost-
effective, high-leverage entry point into bootstrapping.

e Basic C Community Concepis

* C Community's CODIAK Process
o CODIAK Scale and Scope

¢ Bootstrapping Your Organization
¢ Conclusion

C-COM CAN BUY SPECIAL SUPPORT FROM
UNIVERSITIES AND CONSULTANTS

R w mySpeclal CIC or
Cu"n"s’Handbook work

Notes

POTENTIAL UNIVERSITY ACTIVITIES
AS PART OF A C COMMUNITY

Most large organizations woulkd become multi-tiered
— multiple levels of an "ASIP Hierarchy.”

Notes




C Comumunity

Notes
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Notes

OTHER SPECIAL-INTEREST COMMUNITIES COULD
BECOME C-COM "PARTNER ORGANIZATIONS"

OTHER CONSORTIA COULD BENEFIT
FROM MEMBERSHIP IN THIS C COMMUNITY

This C Community is designed to be a prototype for
employing tomorrow's CODIAK capability to operate a
cooperative comrmunity -- improving management,
governance, substantive work, and transfer of results.

Some of tha larger, critical consortia coutd well be the most
active members - not only increasing their effectivenass as
consortia, but also very usefully extending pursuit of CODIAK
improvement out to their members.

(Note what Werner and Bremer have to say.)

A bootstrapping C Community wilf
score very high on all 5 points.

TOWARD BUILDING A BETTER CONSORTIUM
FIVE POINTS BY WERNER & BREMER

. Maintain a coherent vision.

. Choose research problems that have
significant payoffs.

. Optimize communications with members.

. Make technology transfer a continual process.

. Strengthen membership commitment.

"Havd Lossong in Cooperative Research,” Issues in Sciance and Technology,
Spring, 1991, pp. 44-49.

mmJ
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BOOTSTRAP PAYOFF WHEN A SIC'S SPECIAL |
INTEREST CONTRIBUTES TO C-COM MISSION

Notes

C Comrmunity

NATIONAL GRAND-CHALLENGE PROGRAMS
COULD BE SPECIAL-INTEREST COMMUNITIES

Notes

r

Hypothesis #6: Joining forces in a C Community

A productive, continuing C Community is at the heart of any
high-payoif bootstrapping strategy. It also provides a cost-
effective, high-leverage antry point into bootsrapping.

# Basic C Community Concepts

¢ C Community's CODIAK Process
e CODIAK Scale and Scope
» Extended C Community Concepts

* Bootstrapping Your Organization

» Conclusion
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Notes

LET'S MAKE IT WORK FOR YOU

B Inst il i with :
* co-davelop the vision, content, approach

* integrate strategias into Launch Plan

» launch "Phase 1" to:

. experience advanced CODIAK process
. develop OHS Procurement Plan
. develop plan for muli-year Program

{see Prototype Launch Plan in Section L for deltails)

Notes

INITIAL LAUNCH STEPS

1. Establish "C Central” (idaally at corp.)

2. ldentify participating organizational units

3. Form C-Community Board of Directors ("Executive Liaisons”)

4. Finalize basic launch plans

5. Assemble C-Community Work Team {full-time *lnterns" from
member org units)

6. Go operational on selected OHS-1 (develop appropriate staff
support)

Notes

PHASE-1 CONTENT

. CODIAK Framework

. An OHS research prototype:
+ OHS-1 pilot exploration
+ OHS-2 Implementation Plan
» OHS-2 requirements
* Implications for industry standards

. Methods for online CODIAK

. Deployment strategies

. Special application areas (e.g. CASE, CE)
. Bootstrap Strategy

mmJ
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Noles

PHASE-1 GENERAL APPROACH

. Active stakeholder participation
Advanced-pilot CODIAK support
Dstailed scenarios of future pilots
Lessons leamed from Phase-1 pilot

. Ongoing surveys, intelligence coliection
. Ongoing recorded dialog

. Explicit strategy for results transfer

. Framework for strategic investment

0 NN =

(maximizes relevance, appiicability, transferability)

PHASE-1 DELIVERABLES

Beports, briefings. demos

Knowtedge Products
* Multi-year Program Plan
( + OHS-2 Implementation Plan
» Advanced pilot environ + OHS-2 requirements/specs
. prototype software « Methods requirements/specs
. prototype methods = Deployment strategies
. transfer methodologies + Strategic vision
* Internship Program » CODIAK framework
. unique pilot experiance « Application scenarios
. intensive training = Extensive intelligence base
. interns produce results * Recorded dialog
.interns represent A& B * |essons leamed
. interns transfer resuits + Recommended standards

(All knowledge products in online hyperdoc form)

MULTI-YEAR FOLLOW-ON PROGRAM

+ develop / procure OHS-2

* plan and launch pilots in participating org units

= continue hurnarn/tool co-evolution work

= continue study and application of Bootstrap Strategy
+ join forces with other C Communities

+ work with standards groups

Toward "Market-driven Quality” within sach of the
A, B, & C Activities for their respective "Customers”
— improving both product cycle and improvement
cycle!
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Notes ~
Hypothesis #6: Joining forces in a C Community

A productive, continuing € Community is at the heart of any
high-payolf bootstrapping strategy. It also provides a cost-
effective, high-leverage entry point intc bootstrapping.

¢ Basic C Community Concepts

¢ C Community's CODIAK Process
e CODIAK Scale and Scope

* Extended C Community Concepts
* Bootstrapping Your Crganization

* Conclusion

An important strategic fallout of this THERE ARE THREE IMPORTANT TARGETS FOR
early C Community is to spur the THE BOOTSTRAPPING C-COMMUNITY
establishment of many other
specially deployed communities, to . To become the advanced prototype of a new,
provide similar services in "augmented” breed of distributed, collaborative,
collaboration with selected special-interest communities and projects.
participating org units. . In particular, to become an advanced prototypa for
communities whose special purpose is to support
In particular, CCom's own Partner serious, long-term, organizational improvement
Orgs can deploy such communities programs.
internally to support their improve- . To provide the highest possible return to its client
ment projects -- perhaps a hierarchy organizations in terms of accelerated improvement
of such communities in larger of their whole-organization improvement capability.
organizations.
Notes

s A
IS THIS BOOTSTRAP THING A FAR-OUT GAMBLE?

The real question at this point has to do with
payoff and risk in the CODIAK challenge.

And the answer is too important to let hang.

The "Bootstrap thing” is oriented to go after
that answer as effectively as possible.
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Notes

In a world whose complexities and urgencies
already seem unsolvable, if not
incomprehensible, think about what each year's
delay may cost us if this hypotheses proves
even reasonably true!

The Bootstrap Strategy is based upon the
hypothesis that the constructive capabilities of
individuals and their organizations can be further
augmented to much higher levels than we
experience today.

The Bootstrap Strategy offers a pragmatic way
to check that out.

What are we waiting for?

Notes







	
	
	
	
	
	
	
	
	
	
	
	
	
	

