
  

GALAXIES FRAMEWORK - HOW TO SEE AND DEAL WITH COMPLEXITY 
AND COMPLEX PROBLEMS 

Why Complexity 
 
One hundred years ago the business world was much simpler. Companies mainly dealt with 
manufacturing and focused on production lines. Globalization did not exist and technology’s 
contribution to competition was minimal compared to today. In this world organizations dealt 
with a simpler reality. Management was relatively simple. Organizations produced management 
theories and practices that could rely on a predictable world with a more linear relationship 
between events in the past and events in the future. 
 
Today's organizations exist in a reality that is completely different from that which existed 100 
years ago. The focus has shifted from managing production lines to providing services delivered 
both through technology and the collaboration of human intellect. Competition has created large 
organizations comprised of many parts. Furthermore, smaller organizations are capable of 
offering a greater variety of products and services than they could 100 years ago. 
 
The growth in product capabilities and services which companies provide today is not surprising 
considering the ever-increasing complexity of today’s marketplace. W. Ross Ashby defined this 
phenomenon as The Law of Requisite Variety, which states that to deal with the increasing 
diversity and complexity of the problems encountered in the world today, you must have a 
repertoire of responses at least as complex and diverse as the problems being encountered.    
 
The need to create variety creates complexity. This organizational complexity is produced by the 
unpredictable behavior of the system because of a large number of autonomous, diverse, and 
tightly interconnected parts working together to reach one goal. As stated by the Law of 
Requisite Variety, reducing this complexity would reduce the companies' repository of tools 
available to meet the plethora of challenges it will encounter. Therefore, there is an increasing 
need to manage rather than control complexity. 
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The need to manage complexity has resulted in the creation of several new approaches to 
managing organizations. Lean, agility, flat organizations, flipping hierarchical flows, design 
thinking, and focusing on collaboration and networks are a few examples of the latest 
organizational management attempts to deal with complexity. 
 
All those attempts and many others can be better explained by a common complexity theory 
introduced and developed by scientists and practitioners over the years. This theory has four 
main principles: Systems thinking, nonlinearity, network, and adaptation & evolution. 
 

Figure 1 – Complexity Theory 
 
Systems thinking is a way to look at problems. Instead of the classical approach that is focused 
on breaking problems apart and focusing on each part. Systems Thinking is taking a holistic view 
of the problem. The holistic view is built by focusing on relationships between parts and 
context.   
 
Nonlinearity is based on the fact that parts are interdependent but autonomous. Those properties 
create new behaviors and events that can't be predicted based on past data. It also creates a cyclic 
cause and impact between parts of the problem. This phenomenon can't be addressed by strategic 
management based on predictability.  
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While there is hierarchy and other man-made structures within organizations, companies must 
also deal with connections with organizations they partner with. These interactions between 
companies create bigger systems which are not always clearly defined. Companies are dealing 
with networks and they must develop ways to manage them. Many leaders start to realize that 
even within organizations there are networks that develop between the people within the 
organization. These networks are independent and may not follow defined organizational 
structures. 
 
As the external and internal environments of companies become less stable and more 
unpredictable, the need to be adaptive becomes more prominent. For many years, organizations 
were optimized for stability, but now there is a need to adapt fast and evolve continuously to 
deal with changing environments.  
 
The aforementioned complexity theory can be used to better understand and deal with 
complexity, but it is an abstract, scientific, and less practical approach. To resolve this dilemma a 
we created our framework which is based on the complexity theory. This framework provides a 
useful practice which is more practical and accessible to organizations and their leaders. 
 
What are the five main steps of Galaxies' framework? 
 
The Galaxies framework takes a practical approach to this theory as described above. It can be 
used to find root causes for complex problems and resolve them. It can also be used to develop 
an understanding of the complexities formed within groups and help them adapt to thrive in a 
complex environment. 
 
The framework starts with identifying areas that need attention. For each focus area, the 
framework is focused on understanding context and collecting data to develop a clear 
understanding and visibility of how the parts of a group are organized to create the whole. This 
step depicts complexity in a unique, but a simplified way. 
 
Using all the data, the framework takes a hybrid approach to problem solving which consists of 
synthesis (understanding the whole) and analysis (understanding the parts). The framework 
explains how to move from collected data on interlinks to potential challenges within the 
interlinks that connects parts to the whole. Simultaneously, it is uses analysis to understand the 
causes of challenges within specific parts of the system. 
 
Many frameworks and people attempt to resolve complex problems based on expert experience. 
While we value expert experience (we are experts as well), experience is subjective and limited 
to the unique situations people have encountered. Galaxies' framework validates findings and 
solutions by using a more scientific approach. Our framework uses simulations to validate 
existing models that depict current operations, as well as proposed operational models. 
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Last but not least, any proposed solution is worthless if it cannot be implemented. Most change 
management initiatives fail (70%). Galaxies' framework uses the same principles of the 
complexity theory to define proven bottom-up change management. This enables leadership the 
ability to navigate, and teams to continuously adapt, while utilizing evolution to ensure that the 
best methodologies become the norm. 

 
Figure 2 – Framework 
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Identifying areas that need attention 
 
Over many years Galaxies has created a management theory and practical approach that defines 
the four main stages of an organization: Order, Growth, Complexity, and Entropy.  This gives us 
the ability to determine an organization’s current state by the level of autonomy and variety.  
 
We found a clear correlation between the stage individual operational sectors of an organization 
(customers, suppliers, competitors, laws & regulations, etc.) and the stage of the environment 
they are operating within directly relates to the challenges they are experiencing.  
 
Galaxies’ framework uses this mathematical equation to find areas quickly and easily in groups 
that have potential issues and need attention. This approach saves time, especially when dealing 
with multiple parts and connections (complexity). 
 
Collecting  
 
Galaxies' framework is focused on three areas which provide interlinks and context crucial to a 
clear understanding of the whole. The framework focuses on business, psychology, and 
interlinks. 
 
The business focus collects data on the business ecosystem, evolution, events, network, and 
antifragility. Anti-fragility is a concept defined by Nasim Taleb in his book The Black Swan and 
refers to the ability to not only withstand chaos, but improves results because of it. This focus 
measures how many anti-fragility properties a group of people has.  
 
The psychologically focused is a collection of data which sheds light on what motivates people 
to make certain decisions or take an action. This effort includes collecting data on a narrative 
fallacy, mental models, strategic and tactic behavior, and fast or slow thinking (an approach 
taken from Danial Kahneman book Thinking Fast and Slow). 
 
Collecting and modeling interlinks involves leveraging systems thinking. Causal Loop Diagrams 
(CLD) - defines impacts between parts of a group. System Dynamics (SD), also known as Stock 
& Flows diagrams, defines the flow of materials and data between parts of a system. Agent-
based modeling (ABM) defines interactions between parts of a system.  
 
Synthesis & Analysis 
 
Based on collected data the framework begins with Synthesis to find issues and opportunities in 
the interlinks between the different parts. Once all challenges and opportunities in the interlinks 
are evaluated, the framework will start to use analysis.  
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The framework is focused synthesis for two reasons. First, because it scrutinizes the analyses 
multiple times before attempting to develop an understanding or resolve a problem. Beginning 
with synthesis to define a solution is a much more efficient process, with higher odds of success. 
Secondly, addressing challenges and opportunities in interlinks tends to change internal 
interactions within parts of the system. Another reason why it is better to begin with synthesis. 
 
Synthesis algorithms: 
 
Galaxies has developed several algorithms that are used as part of this synthesis to automatically 
indicate potential flows in an organization’s existing model. These algorithms indicate existing 
archetypes or find existing problems as unused interactions, clogged interactions, delays causing 
issues, unbalances causal loops, etc. 
 
Validation and scientific approach 
 
The framework takes advantage of the ability of multiple modeling tools to simulate the System 
Dynamic and ABM models previously mentioned. Galaxies has also created a simulation for 
mental models and game theory.   
 
Simulations are used to validate that the models. They are designed to illustrate at least 70% of 
the current reality. Until this target is met, the modeling will continue its analysis. The simulation 
will then be used to indicate the best solution. 
  
Change Management 
 
Understanding reality, identifying problems and challenges, performing synthesis and analysis, 
and proposing solutions entails a great deal of effort. Typically (70%) of implementation efforts 
are wasted due to a change management which fails to achieve the desired change.  
 
The Galaxies framework provides a new change management model system which takes a 
bottom-up approach. This model considers the universal need of an organization to work 
together with their internal community needs. It is an interactive and dynamic process that 
enables a company to set change goals and allows internal groups to take ownership by defining 
how to carry out the change. This model has governance points and measurements which enables 
course-correction during active change efforts as the environment keeps evolving with the 
introduction of new challenges. 
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Want to learn more? 
 
We’ve spent 20 years developing this framework and as you might expect, it is difficult trying to 
describe this wealth of knowledge and experience in only four pages. If you find the high-level 
description of our capabilities applicable to your needs, we will be happy to provide you with 
more details about our framework. We will provide clarity on the steps and case studies of 
organizations we used to develop our framework to resolve problems adjust to complexity. 
 

  

 
 
 
 

Get	In	Touch 

There	are	several	ways	to	contact	us,	choose	the	one	that	works	best	for	you: 								 

Call	or	text:	781-708-3550 

natty.gur@ongalaxies.com 

Book	an	appointment 


