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CHAPTER 1

INTRODUCTION:

CONNECTIVE CAPACITIES

OF PROGRAMMANAGEMENT

IN AN ERA OF COMPLEXITY
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1.1 INTRODUCTION

1.1.1 Rise of programmatic approaches in public management

“In the implementation agenda of the National Spatial Strategy the programmatic

approach is introduced as a selection of issues that contribute to a substantial

reinforcement and development of the national spatial structure. These issues cannot be

realized timely without a direct involvement of central government. In a program, central

government will consider issues, projects and instruments in their mutual coherence. (...)

Hence, in the programs a selection of projects are adopted with as aim to implement them

in mutual coherence.”



1.1.2 Response to fragmentation
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“The first solution to fragmentation as a problem has already been applied

countless times: integration by way of reorganization into a single level of government

with a clear line of demand”
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“Network management focuses on strategic attempts

tomanage interactions between actors and ongoing processes in networks. It is concerned

with the interaction between actors and less on goal reaching of any of the participants

. Network management aims to initiate, guide and facilitate

interaction processes between actors (Friend et al., 1974), to create and change

arrangements with the aim of achieving better coordination (Scharpf, 1978; Rogers &

Whetten, 1982; Mandell, 1990; Kickert et al., 1997)”



managers responsible for one policy domain are organizing implementation processes

separately and oftenwithoutmuch knowledge about what themanagers in other domains

are doing.

(1) different policies are

conflicting; (2) different organizations and departments are not working together.



Chapter 1

“All these terms seem to imply the idea that someone is in charge and is

able to realize integration… and fulfils the wish to ‘get renewed control over’ and ‘be in

charge again’.”

deliver the pertinent insight that effective steering comes from joint

actions – whether in competition, cooperation of both – than from one single organization

that is presumably in charge.”



1.1.3 Connective capacity in complex governance processes

Table 1.1 Management approaches in governance processes
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institutional arrangement

actor

approach



Table 1.2 Overview of focal points of connective capacity in this thesis
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Connection

One sided relation

Latent relation/connection

Transitional connection

Broken connection

1.2 RESEARCH QUESTIONS

What are the connective capacities of program management to deal with complexity in

adaptive governance processes regarding the physical environment?
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Howdoes programmanagement emerge in complex governance processes andwhat types

of programmanagement can be distinguished in complex governance processes?

How do the connective capacities of programmanagement evolve in complex governance

processes and which strategies and logics influence this evolution?

How can the evolution of the connective capacities of program management be

understood from a complexity point of view?

1.3 EXPLAINING THE STRUCTURE
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1.4 BACKGROUND: DEFINING PROGRAMMANAGEMENT IN AN ERA OF COMPLEXITY

1.4.1 Studies about programmanagement and complexity

“further investigation of the applicability of the

insights about dealing with complexity from, for example, the governance and

organizational literature, for program management.“

1.4.2 An era of complexity
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“Coordination is not designed as a stable mechanism, but much more of an evolving

process because of the dynamic interactions between self organizing participants in

governance processes, management interventions and unmanageable internal and

external dynamics.”

unforeseen things happen, resulting in

unforeseen outcomes”

“In other

words: actions resulted in new circumstances that demanded new actions and the degree

of complexity increased in step with these changes”



1.4.3 Programmatic action systems in complex governance processes
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“Each action system consists of subsystems and is embedded in

larger systems. Each system embedded in a larger system develops its own sense making

and action. If it is confronted with a process it will reinterpret (consciously or

unconsciously) what the process is about and how to get onwith it”



1.4.4 A self organization perspective on complex governance processes

“to be able to come to effective steering in

complex governance processes, there is a need for joint action whether in competition,

cooperation or both – rather than one single organization that is presumably in charge.”
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“Self organization is a dynamical and

adaptive process where systems acquire and maintain structure themselves, without

external control.”

“The capacity of self organization is a property of complex systems which enables them to

develop or change internal structure spontaneously and adaptively in order to cope with,

or manipulate, their environment” (p.90). “In other words, a self organizing system not

only reacts to it environment, but also transforms itself through interactions with its

environment” (p.108). “Self organization is a self transforming process; the system acts

upon itself” (p.108).



”Organizations seek to

transform confusing, interactive environments into less confusing, less interactive ones by

decomposing domains and incline to treat their own subdomains as more or less

autonomous.“
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1.4.5 Coevolutionary patterns betweenmanagement approaches

Table 1.4 Patterns of self organization applied to connective capacity of

programmanagement



“When there is interdependence between organizations, this drives them to adapt to and

suit themselves to the behavior of each other – to coevolve. Coevolution is the evolutionary

mutual changes of species (or organizations) that interact with each other.”
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1.5 RESEARCH APPROACH

1.5.1 Introduction

1.5.2 Background to the methodological perspective



1.5.3 Case selection
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Table 1.5 Overview of the cases PwC and AMR



1.5.4 Data collection
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1.5.5 Rounds model to analyze evolving processes

Figure 1.1 Four models for analysis of decision making processes

(Teisman & Van Buuren, 2012: 302)



1.5.6 Action research approach
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1.6 GUIDE TO THE READER
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2.2 LEARNING FROM CHANGE



Capacity for Complexity

A governance system with capacity is resilient – that is, it responds quickly to new

conditions, events, opportunities and problems, and adapts and changes its procedures,

heuristics and relationships as needed (…). It is in a constant state of institutional

evolution as it adjusts to maintain a sustainable system.”

“Important relationships build up from experience as a result of working with members of

a project team or functional department liaison. Two important features of these

relationships make them useful in future organizational initiatives and thus a component
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of organizational memory. First, time spent interacting on work tasks helps establish a

sense of reciprocity and trust with certain colleagues (…). Second, by working closely

together, colleagues build up an understanding of each member’s unique knowledge and

skills.”

2.3 CHANGE AND CONSOLIDATION IN DIFFERENT CONTEXTS

Table 2.1 Governance capacity: levels and background
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2.4 THE SCHELDT CASE

2.4.1 Long term vision 2030
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2.4.2 Visible changes
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2.5 INDICATIONS OF KNOWLEDGE CONSOLIDATION IN THE SCHELDT CASE

2.5.1 Perceptions
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2.5.2 Relations
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2.5.3 Institutional arrangements

2.6 POLICYWITH CITIZENS

2.6.1 Introduction to the case

and



Capacity for Complexity
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2.6.2 Visible changes
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2.7 INDICATIONS FOR KNOWLEDGE CONSOLIDATION IN POLICYWITH CITIZENS

2.7.1 Perceptions
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2.7.2 Relations
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2.7.3 Institutions

2.8 CASE COMPARISON

Table 2.2 Case comparison
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“The structural barriers to communication, to exchange of ideas, to joint efforts to solve

problems are matched by attitudes that confine people to the category in which they have

been placed, that assume they are defined by that category, and that fail to allow them to

show what they can contribute beyond it.”
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3.2.2 Programmanagement as a response to fragmentation
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“Something should be left open to the unfolding events. Then as latent conflicts become

manifest, the original agreements have to be renegotiated and a new and possibly more

antagonistic situation emerges.
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3.2.3 Analytical focus: connections between program, projects, and line

connective capacity

1. The connections between projects and program: the level of interrelatedness between

the programmanagement team and the project managers of single projects.

2. The connections between program and line organization: the level of embeddedness

of the program management in the line organization and the approach of line

managers with respect to a program (and its projects).
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attitude specific actions

attitude, motives,

resources and actions to (not) develop and establish connections

results conflicts
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3.4.1 Background information



Capacity for Complexity

of, for and by the citizens

Figure 3.1 Impression of relations between program, projects and line
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3.4.2 Civil servants and the ‘Policy with Citizens’ projects
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“Each action

system consists of subsystems and is embedded in larger systems. Each systems embedded

in a larger system develops its own sense making and action. If it is confronted with a

process it will reinterpret (consciously or unconsciously) what the process is about and

how to get on with it”
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“Administrative crowdedness is a particular problem at the regional level. This is not only

an expression of failed attempts to reform the government structure, but also of the

growing relevance of the regional level for many issues. There is huge overlap in the

territories and responsibilities.”



Capacity for Complexity

“In the implementation agenda of the National Spatial Strategy the programmatic

approach is introduced as a selection of issues that contribute to a substantial

reinforcement and development of the national spatial structure. These issues cannot be

realized timely without a direct involvement of central government. In a program central

government will consider issues, projects and instruments in their mutual coherence. (…)

Hence, in the programs is a selection of projects adopted with as aim to implement them
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“In a complex system of interdependent entities the decisions made by individuals, or by

collective entities representing certain localities, lead to the emergence of large scale

structure, which is not anticipated in their thinking, and which later will in fact determine

the choices which are open to them.”

5.2 A THEORY ON CONSERVATIVE AND DISSIPATIVE SELF ORGANIZATION

“property of complex systems
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which enables them to develop or change internal structure spontaneously and adaptively

in order to cope with, or manipulate, their environment”

5.2.1 Conservative self organization
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“…in social

reality, closed systems do not exist. Most social systems are by definition open …Strict

organizational closure is an unrealistic notion.”

5.2.2 Dissipative self organization

“dissipative structures represent a kind

of self organizing dynamic order that maintains itself through continuous exchange of

energy with the environment.”
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5.2.3 Self organization and its application to metropolitan governance

research
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5.3 THE CASE OF THE METROPOLITAN RANDSTADHOLLAND REGION

Table 5.1 Self organization and its application to metropolitan

governance research
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Figure 5.1 Randstad Holland

(Buijs et al., 2009)
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5.3.1 Governmental situation

Figure 5.2 Governmental structure

of Randstad, overview of

municipalities (Buijs et al., 2009)
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5.4 DISCUSSING GOVERNING STRUCTURE REVISION



Capacity for Complexity

5.5 INTEGRAL DEVELOPMENT OF PROJECTS

5.5.1 First round: towards strong project management
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5.5.2 Second round: towards an inclusive spatial program
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5.6 COORDINATION ATTEMPTS AT ‘WING’ LEVEL



Chapter 5
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5.7 CONCLUSIONS ABOUT SELF ORGANIZING GOVERNMENTS
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5.7.1 Conservative self organization: restructuring and project leadership
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5.7.2 Dissipative self organization: programs and joint strategic partnerships
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5.7.3 In search of the coevolution of self organizing capacities
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ABSTRACT

6.1 INTRODUCTION

6.2 EMERGENCE OF PROGRAMMANAGEMENT
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6.3 A CHALLENGE OF CONNECTIVE CAPACITY

“Each action system consists of

subsystems and is embedded in larger systems. Each system embedded in a larger system
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develops its own sense making and action. If it is confronted with a process it will

reinterpret (consciously or unconsciously) what the process is about and how to get on

with it.”
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6.4 SELF ORGANIZATION PERSPECTIVE ON CONNECTIVE CAPACITY
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6.4.1 Conservative self organization

6.4.2 Dissipative self organization

Table 6.1 Process Perspectives andModes of Organization
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“Dissipative structures represent a kind of self organizing

dynamic order that maintains itself through continuous exchange of energy with the

environment”

6.4.3 Dynamic interplay around self organized criticality

“A self organizing system will try to balance itself at a critical point between rigid order

and chaos. It will try to optimize the number of attractors without becoming unstable… It

is clear that a system that behaves chaotically is useless. On the other hand, a system that

is too stable is also handicapped.”
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6.5 CONCLUSIONS: CONSERVATIVE AND DISSIPATIVE PATTERNS IN CONNECTIVE

CAPACITY OF PROGRAMMANAGEMENT

.

Table 6.2 Patterns of self organization applied to the connections of

programmanagement
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Punctuated equilibrium within each type of connection.

Ambidexterity between the diverse type of connections.
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7.1 INTRODUCTION

Policy with Citizens

Amsterdam Metropolitan Region

What are the connective capacities of program management to deal with complexity in

adaptive governance processes regarding the physical environment?

7.2 PROGRAMMANAGEMENT IN COMPLEX GOVERNANCE PROCESSES

Howdoes programmanagement emerge in complex governance processes andwhat types

of programmanagement can be distinguished in complex governance processes?

7.2.1 Emergence of programmanagement
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Table 7.1 Management approaches in governance processes
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“Every project has specific elements of public interest and delivers a specific objective of

regional development. However, high quality regional development does not result from a

single project or even from a multitude of isolated projects. Rather, it depends on the

aggregated effects of a set of projects and on themutual impact of, and synergies between,

these projects.” (Chapter 4)
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managers responsible for one policy domain are organizing

processes of implementation separately, and often without much knowledge about what

the managers in other domains are doing”.

“different

organizations and departments are not working together”.

different (temporal) organizations and

departments are not working together
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7.2.2 Types of programmanagement

light coordination mechanism

shared service center
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integrated development strategy
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7.3 EVOLVING CONNECTIVE CAPACITIES OF PROGRAMMANAGEMENT

How do the connective capacities of programmanagement evolve in complex governance

processes and which strategies and logics influence this evolution?
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Figure 7.1 Legend: Evolution of Connective Capacity of Program

Management
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7.3.1 Connective capacity of Policy with Citizens program

Round 0

(A)

Round 1
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“In the program team, we were mainly oriented on

realizing as many Policy with Citizens projects as possible, especially at the beginning of

the program”

“We thought and hoped that project managers developed

a community in which knowledge and experiences were shared. However, this did not

happen spontaneously (B). We had to reserve time for these kinds of activities. We

organized this too late, projects were already up and running and project managers did

not feel any urge to connect to other projects or in a total program on citizen orientation”

(C)

Round 2

(D)
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Coproduction with citizens in the Citizen Platform and the Public Agenda projects led to

a change of frames on some policy issues and more openness in the agenda setting phase

of policy making. The Public Agenda project resulted e.g. in five coproduction processes

with almost equivalent positions for citizens and policy makers. This integrated approach

resulted in a broadening of the scope of program management” (Chapter 2).
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“These kind of integrated programs are hampered by the existing hierarchical structures

and lines within the departmental organization. Employees are well aware in which

divisions they work, which tasks they have and what responsibilities to bear”

(E)

(F)

Round 3 and beyond
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(G)

(H)

thermo metering projects’

“each citizen

participation project comes down to a drop in the ocean, disappearing in the whole”.

(I)
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(J)

(K)
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7.3.2 Connective capacity of AmsterdamMetropolitan Region program

Round 0

(a)

(b)

Round 1

(c)

(d)
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(e)

(f)
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Round 2

(g)

“…also the input of other actors is essential, like business, nature and

environmental organizations. Also, citizens in the region, for whom this eventually is done,

will become actively involved in our preparations.”
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‘There is not a theoretical right way

to shape these kinds of programs and we had no idea we would obtain substantive

responsibilities’

“In the Structure

Document the program management provided an overview of the interrelations and

expected effects of the projects on the themes mobility, land use, economics, nature,

environment and water.” (Rijksprogramma Noordvleugel, 2006)

(h)
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Round 3

(i)

(j)

(k)



Capacity for Complexity

(i)

(l)
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And beyond

(m)
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(n)

(o)

7.3.3 Evolving connective capacities
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7.4 A COMPLEXITY VIEW ON EVOLVING CONNECTIVE CAPACITIES OF PROGRAM

MANAGEMENT

How can the evolution of the connective capacities of program management be

understood from a complexity point of view?

7.5 APPEARANCES OF COEVOLUTION

7.5.1 Introduction
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further investigation of the strategies that

project and program managers alternately or simultaneous use to deal with the tensions

between diversity and integration is required in order to shed more light on the

coevolution of both management types”

7.5.2 Appearances of interferential coevolution

Ignoring interdependencies
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Parasitism

Interferential competition
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Championing

Overarching

7.5.3 Appearances of Symbiotic coevolution

Collaboration
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Reciprocal disciplining

Integration (without losing specialism)
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Synergetic

7.5.4 Lessons learned from coevolution
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Managers seem to share a dual awareness. As a result of interdependency, managers

realize that they need cooperation in order to realize their own objectives. In theory, they

are in favor of achieving mutual added value. At the same time, they want to focus on

realizing their own project/program ambitions. In cases of perceived controversies,

competitive strategies are easily applied”
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Complementary in their strengths and the delicate balance between programmatic

integration and powerful projects provides the necessary ingredients for successful

regional development. The project approach is helpful in conducting decisive action on

well defined single value issues, while the program approach is necessary to realize

synergy and coherence”
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7.6 PATTERNS OF SELF ORGANIZATION

7.6.1 Introduction
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7.6.2 Self organization patterns in the relation projects – program

Policy with Citizens

Table 7.2 Patterns of self organization applied to connective capacity of

programmanagement
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Amsterdam Metropolitan Region
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7.6.3 Self organization patterns in the relation program – strategic network

Policy with Citizens

“Why should I invest in all these new methods and skills: it is just a phase that soon

will be over. It is just one of the many ideas from top management within our

department.”

“Why involve citizens in this complex project, as they don’t have the proper knowledge

to understand what is going one. Moreover, I don’t see any added value in involving

citizens: what can they teach me in the field of environment?”

“I’m already doing this. Why should I invest in participation in a program; this only

takes time’

“Why should we listen directly to citizens? They are not my principals. My job is to

provide information to top and executive managers from the department.”

“Previous initiatives that stimulated citizen engagement and interactive policy

making within VROM, such as the Implementation Challenge and the Pegasus

Program, had not succeeded in bringing about any structural and behavioral changes

in the organization.”
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Amsterdam Metropolitan Region
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7.6.4 Lessons learned about self organization

“In the case of the metropolitan area, there are many manifestations of dissipative self

organization, especially in terms of program management and alliances. Program

management is the attempt to increase the synchronicity in terms of the content among a

variety of projects. It gives self organizing governments the ability to combine their self

interest manifested in projects with some kind of joint interest developed in program
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ambitions and aims. It appears to be a promising way to synchronize interests and even

to develop joint interests.”
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“It provides you a title to interfere with regional projects or other departments,
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since you are not directly representing the line organization of the ministry”
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CONCLUSION ANDDISCUSSION
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8.1 INTRODUCING THE CONCLUSIONS

8.2 ANSWERING THE MAIN QUESTION

What are the connective capacities of program management to deal with complexity in

adaptive governance processes regarding the physical environment?

8.2.1 Management of interdependencies
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Interdependencies between projects

Interdependencies between projects and program
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Interdependencies with the strategic network
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Sense making through different levels of scale

8.2.2 Connective capacity as a balancing act



Chapter 8
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8.2.3 Temporality is permanent



Chapter 8
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8.3 DISCUSSION AND RECOMMENDATIONS

8.3.1 Theoretical considerations and recommendations

8.3.1.1 Programmanagement in governance processes
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Program management as new kid on the block
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Program management as adaptive governance arrangement
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“coordination is

not a designed and stable mechanism but much more of an evolving process because of

the dynamic interactions between self organizing participants in governance processes,

management interventions and unmanageable internal and external dynamics”.
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8.3.1.2 Capacity for complexity
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Symbiotic and interferential coevolution between project, program and line management
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Conservative and dissipative patterns to enhance our understanding of connective

capacity



Chapter 8
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Time: Synchronization and adaptive planning
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8.3.2 Methodological considerations and recommendations



Chapter 8
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8.3.3 Practical considerations and recommendations
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Table 8.1 Distinct competence profiles for program types (based on

Miterev et al., 2016)
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PROGRAMMANAGEMENT IN COMPLEX GOVERNANCE PROCESSES OF THE PHYSICAL

ENVIRONMENT

A need for connective capacity to cope with complexity

Fragmentation – integration debate in public administration
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Programmanagement’s connective capacity in complex governance processes

Research questions

What are the connective capacities of program management to deal with complexity in

adaptive governance processes regarding the physical environment?

SQ1: How does programmanagement emerge in complex governance processes and what

types of program management can be distinguished in complex governance processes?

SQ2: How do the connective capacities of program management evolve in complex

governance processes and which strategies and logics influence this evolution?

SQ3: How can the evolution of the connective capacities of program management be

understood from a complexity point of view?
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AN ERA OF COMPLEXITY

Complexity

Programmatic Action Systems
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A dynamic self organization perspective

Coevolution betweenmanagement approaches



Summary

RESEARCH APPROACH

Table 1.5 Overview of the cases PwC and AMR
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ANALYSIS: ANSWERING THE SUBQUESTIONS

SQ1: How does programmanagement emerge in complex governance processes and what

types of program management can be distinguished in complex governance processes?

Emergence of programmanagement

Types of programmanagement

SQ2: How do the connective capacities of program management evolve in complex

governance processes and which strategies and logics influence this evolution?



Summary

Evolving connective capacities

SQ3: How can the evolution of the connective capacities of program management be

understood from a complexity point of view?

Appearances of Co evolution
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Patterns of self organization



Summary

CONCLUSIONS

Programmanagement is about the management of interdependencies

Program management is about the management of

interdependencies.

Connective capacity as a balancing act

Connective capacities of program management are a balancing act.
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Temporality is permanent

In the connective capacities of program

management temporality is permanent.

DISCUSSION AND RECOMMENDATIONS





Capacity for Complexity

SAMENVATTING

CAPACITEIT VOOR COMPLEXITEIT

EVOLUERENDE VERBINDENDE VERMOGENS

VAN PROGRAMMAMANAGEMENT

IN COMPLEXE GOVERNANCE PROCESSEN



PROGRAMMAMANAGEMENT IN COMPLEXE GOVERNANCE PROCESSEN VAN DE FYSIEKE

LEEFOMGEVING

Een behoefte aan verbindend vermogen voor het omgaanmet complexiteit

Fragmentatie – integratie debat in de bestuurskunde
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Verbindend vermogen van programmamanagement in complexe governance

processen

Onderzoekvragen

Wat zijn de verbindende vermogens van programmamanagement voor het omgaan met

complexiteit in adaptieve governance processen met betrekking tot de fysieke

leefomgeving?



DV1: Hoe ontstaat programmamanagement in complexe governance processen en welke

typen van programmamanagement kunnen onderscheiden worden in complexe

governance processen?

DV2: Hoe evolueren de verbindende vermogens van programmamanagement in complexe

governance processen en welke strategieën en logica’s beïnvloeden deze evolutie?

DV3: Hoe kan de evolutie van de verbindende vermogens van programmamanagement

begrepen worden vanuit het gezichtspunt van complexiteit?

EEN TIJDPERK VAN COMPLEXITEIT

Complexiteit
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Programmatische Actiesystemen

Een dynamisch zelforganisatieperspectief



Co evolutie tussen management benaderingen

ONDERZOEKSBENADERING
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Tabel 1.5 Overzicht van de cases



ANALYSE: BEANTWOORDING VAN DE DEELVRAGEN

DV1: Hoe ontstaat programmamanagement in complexe governance processen en welke

typen van programmamanagement kunnen onderscheiden worden in complexe

governance processen?

Emergentie van programmamanagement

Typen van programmamanagement

DV2: Hoe evolueren de verbindende vermogens van programmamanagement in complexe

governance processen en welke strategieën en logica’s beïnvloeden deze evolutie?

Evoluerende verbindende vermogens
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DV3: Hoe kan de evolutie van de verbindende vermogens van programmamanagement

begrepen worden vanuit het gezichtspunt van complexiteit?

Verschijningsvormen van co evolutie

Patronen van zelforganisatie
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CONCLUSIES

Programmamanagement gaat over het management van interdependenties

Programmamanagement gaat over het managen van interdependenties.

Verbindend vermogen als een balanceerkunst

Verbindende vermogens van programmamanagement zijn een

balanceerkunst.



Tijdelijkheid is permanent

In de verbindende vermogens van programmamanagement is

tijdelijkheid permanent.
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