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Abstract 

This paper narrates the experiment carried out in M/S WGS with Systems Thinking at the core. 

M/S WGS is in construction products sector.  

M/S WGS’s business environment was under pressure due to competition, volatile business 

conditions in the construction sector and the dynamics created by low priced imports of 

competing products. All these factors along with the pressure to deliver numbers were 

contributing to stress and low trust quotient within Sales and Supply chain functions, obviously 

impacting the organization’s growth aspirations. A cross functional team was constituted to 

address this challenge. The team underwent structured learning on the principles of Systems 

Thinking facilitated through coaching and mentoring and learnt to use these principles to solve 

the business problems successfully.  
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Dhrshti 

An experiment with Systems Thinking 

“Why of the Project Dhrshti” 

M/S WGS is into manufacturing and providing solutions for interior and acoustic designing. It 

has a Business to Business model with an intense competition from local as well as overseas 

players which makes the market highly price sensitive. While M/S WGS, has been consistently 

successful in terms of growth and profitability, growing domestic competition and low-priced 

imports were creating a constant stress in the organization in Sales and Supply Chain functions 

specifically in the areas of delivery promise, availability of stocks and erratic pattern of sales. 

While the top and bottom line were being delivered, Sales and SCM functions were working 

with a low trust quotient and firefighting was a daily affair. Collaboration and empathy within 

the teams were low. It was apparent that the growth and evolution of the systems and processes 

to match the growth were not in sync. The functions were unwilling to accept that the issue-on-

hand was their own creation. Blame game and escalation of issues to the level of the 

Management Committee Members were becoming a norm. Stress was seen and experienced 

across all team members. (In-verbatim comments annexed as annexure – A, page 15-16) 

While this was one end of the spectrum the other end was the ambition of the organization to 

grow rapidly. The plan was to more than double the existing top-line in next 3 years. Hence, it 

was imperative to change the way of thinking and working.  

I could relate the issues and behaviors of these functions with the learning disabilities (ref: 

appendix A) that Peter Senge writes in his book ‘The Fifth Discipline.’ To sustain the growth, 

there was a need to put the organization on a journey of becoming a ‘Learning Organization’.     
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A cross –functional intervention was chalked out, with a plan to use the concepts mentioned by 

Peter Senge in his book. We started with two initial objectives:  

a] How do we bring ‘Systems Thinking’ * in our daily work?  

b] How do we work with uncertainties?  

 

At end of the intervention, the expected outcome was better understanding of: 

• How do smaller systems tie up in a large system to deliver results? 

• How do uncertainties impact individuals, functions and organization, hence how does one 

deal with them effectively in interest of the organization? 

• What is the change that participant commits to bring in post this program? (Change in 

terms of i] systems and ii] mind set, mental assumptions)  

• How would the participants measure and sustain success of the change planned above? 

The project was designed to integrate the learning of Systems Thinking with actual business 

challenges, such business challenges, which if addressed would create a pathway for desired 

growth of XX % and for a ‘Learning Organization’.  

This intervention was designed by Ms. Vinita Saxena and Mr. Atul Mathur of M/S Outbound 

Management Consultancy. 

 

* Systems thinking is a discipline for seeing wholes. It is a framework for seeing 

interrelationships rather than things, for seeing ‘patterns of change’ rather than static 

‘snapshots’. Peter Senge 
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1st Offsite Workshop 

Diagnostic work was done through interviews with the leadership team as well as team 

participating in the intervention. A 3-day off-site workshop was then designed and conducted to 

make the team experience Systems Thinking and other enabling disciplines (viz; Personal 

Mastery, Mental Models, Team Learning and Shared Vision) through various activities. For 

example, one of the activities was about sharing personal life journey, ambitions and dreams 

with the team. The activity created a space for self-reflection, understanding the team member 

beyond the role performed in the organization, awareness about the assumptions and perceptions 

held about the team member and awareness about the struggle, failures, unique strengths of each 

team member. This resulted in building trust and respect for each team member within the team. 

This activity made the team experience Personal Mastery * and Mental Models **. 

The workshop also had learning sessions on other key aspects of Systems Thinking like - Laws 

of Systems Thinking, Reinforcing and Balancing Loops and Systems Thinking Iceberg model.       

*Personal mastery is the discipline of continually clarifying and deepening our personal 

vision, of focusing our energies, of developing patience, and of seeing reality objectively 

**Mental models are deeply ingrained assumptions, generalizations, or even pictures of 

images that influence how we understand the world and how we take action 

Peter Senge 
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The work-shop ensured that the team members engage in in-depth conversations to create a 

common agenda to work upon. The team applied the key elements of the Systems Thinking 

framework for each business challenge that they thought was a barrier to the growth of the 

organization. For example: 

 

  

Handling month end sales / Price Hikes/ year starting billing /

Dealer Schemes management  -  create panic in system

Category of Challenge Process Change

Law # Today’s problems come from yesterday’s solution

➢  Delay in dispatch, 

➢  Non-availability of trucks for dispatch,

➢  Pressure through-out the system for dispatches

➢  Phantom orders

➢  Month end sales skew

➢  Short inventory during last week and Excess inventory during first two weeks of the month

➢  Skewed loading pattern, hence in-efficient loading unloading operation

➢  Huge follow-up during last week of the month

➢  Sales to be spread across month- Proper planning and communication of dates

➢  Prior information of promotional schemes to plan better

➢  Enhance servicing capacity at specific dispatch locations

➢  Decrease manual intervention in loading and unloading of products

➢  TAT at plants to be reduced

Give up  

➢     This is how it has been operated from ages

➢     We will lose orders

➢     Market will not accept

➢     Schemes can be managed only this way in PUSH model

Responsible Darshan – Ganesh - Prasanna - Nitin

By when End of Q2

➢  Macro and Micro Level scheme planning

➢  Value Stream Mapping of operations at dispatch location

➢  Need for Service Level Agreements

Business Challenge

Related Events

Patterns emerged

Structural change 

required

Mental Models ( Adopt 

/Give up)

Action points
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Finally, four key areas were identified on the basis these conversations viz;  

a] Improve Sales forecast accuracy,  

b] Ensure defect free supply of products that we buy from 3rd party,  

c] Eliminate month-end sales skew,  

d] Create one large warehouse to better service the customer, instead of multiple warehouses 

The Systems Thinking framework ensured that the conversations remained focused on the bigger 

picture of the organization. For example, need for addressing the month-end sales skew was not 

considered as an agenda for Supply Chain team and was rather being reviewed from an 

organizational perspective. The question was “to achieve the desired growth and create better 

customer experience how do we address this challenge of month-end skew?” Alignment with the 

bigger picture ensured that the team members did not operate from their functional role.   

At the end of the off-site the large group of 16 members was divided into 4 sub-groups and each 

of this group had to work on the 4 key areas identified in the workshop. However, the most 

critical result of this workshop was that the team members were inspired and developed trust and 

a close bond with each other.  They were motivated and aware that their contribution towards 

this project would be highly valued in the organization.  

From Learning to Business Results 

To ensure that the team showcases business results from this learning process, coaching and 

mentoring process were to be put in place. Each sub-group had a coaching and mentoring call 

with the facilitators (Ms. Vinita and Mr. Atul) during project duration. This ensured that the sub-

groups and each individual team member: 
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a) remained focused on their projects  

b) challenged themselves to apply the Systems Thinking Framework 

c) always focused on larger picture and enable the entire team (larger group) to move 

towards desired goal 

d) recognized and challenged their mental models  

The first break through, due to this coaching process, was seen when the initial, four key areas 

chosen to work upon, changed into transformation projects.  

Project  

# 

Initial area for the  

XX% YOY growth 

Revised project statement for the  

XX% YOY growth 

1 One large warehouse in Bhiwandi to 

better service the customer, instead of 

multiple warehouses. 

How do we ensure “ON TIME IN 

FULL” each time we service the 

customer? 

2 Sales forecast accuracy needs to be 

improved  

Collaborative system to align demand 

and supply to delight the customers i.e. 

an intelligent Sales and Operation 

Planning. 

3 Ensure defect free supply of products 

that we buy from 3rd party 

Upgrade vendor’s capabilities to the 

standards of - M/S WGS.  

4 Eliminate month-end sales skew Create a sustained change in our systems 

and processes so that all our functions 

and resources work at optimum level 

during all their working hours 
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Revised project statements were impactful as these projects took into account an even larger 

picture and made the team members challenge themselves to go beyond obvious short-term 

solutions. The scope also included the sub-systems outside the organization too (customers, 

suppliers, transporters, service providers). Each revised project statement was owned as sub-

group’s “SHARED VISION” *.   

 

While, the sub-groups continued to work using the Systems Thinking framework giving up of 

certain mental models or adopting certain mental models was key to this entire project. This was 

addressed through the process of coaching and dialogue. The structure of conversation within the 

sub-group required the team members to state their assumptions, fear, hypothesis and challenges 

up-front, post which business scenarios were built to check the feedback loops created by the 

proposed change in current structure. This helped each team member to link the result obtained 

from simulating the new business scenario (visible) to the mental models (invisible) they were 

required to either give-up or adopt.  

For example, to ensure that the customer is serviced on time in full always (Project # 1), there 

was a need that customers, sales team and transporters agreed on service level agreements 

(SLAs). While this would have increased customer satisfaction in the long term, SLAs would’ve 

been perceived as rigid, depriving the customers and sales team of any flexibility, heightening 

possibilities of negative feedback loop from customers and transporters resisting this policy 

A shared vision is not an idea…it is rather, a force in people’s hearts…at its simplest level, 

a shared vision is the answer to the question “What do we want to create?” 

Peter Senge 
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change in the short-term.  This was envisaged, scenarios were worked out and implementation 

strategy was devised accordingly.  

Pilot was run for one sales region for a period of 4 weeks initially. Transporters, sales team, 

logistics team and the purchase team along with key customers were brought on board and 

aligned with the pilot. The pre-work on scenarios and feedback loop helped in efficient 

implementation and the team delivered the products with an on time in full score of 100% for the 

entire period. The customers were happy as they had assurance of product delivery and 

availability, transporters were happy as their trucks were being utilised at optimum levels. The 

sales team was free from any delivery failure anxiety and had time for more productive work. A 

new mental model was adopted at end of the pilot - service level agreements are not rigid rules, 

rather they facilitate seamless experience and allow handling of exceptions in an efficient way. 

The process of holding the entire group through the process of coaching created a formal 

structure of sharing the project progress amongst each sub-group, which ensured that the sub-

groups realize that their projects were like input to each other, which in turn resulted in the teams 

learning* from each other and enabling each other in their projects. The projects ensured 

dismantling of silos and created deep awareness about how each one was connected and 

impacting the sub-group, larger group and organization. For example; “ON TIME IN FULL 

(OTIF)” would be possible only if Sales and Operation Planning worked seamlessly, Vendors 

and Manufacturing Plants provided quality products consistently, which in turn would be 

*Team learning is the process of aligning and developing the capacity of a team to create the 

results its members desire. It builds on the discipline of developing a shared vision. It also 

builds on personal mastery, for talented teams are made up of talented individuals. 

Peter Senge 
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possible if all resources (all functions within the organization, business partners, customers etc.) 

worked at optimum level always.  

 

Commitment at Top-Leadership Level 

The top leadership team contributed to the project essentially on two fronts; a] providing their 

inputs during the initial stage of the project, b] committing themselves to undertake periodic 

reviews of the projects. Leadership team also ensured that the results of successful pilots got 

communicated to wider audience within the organization. Visible involvement of the leadership 

team facilitated implementation of necessary structural changes which the project team had 

successfully piloted.   

Results of the Experiment 

The project resulted not only in business gains, but also in personal transformation. Some of the 

tangible results were as follows: 

1. Pan – India on time and in full delivery of products is at an average of 95% which was ~ 

85% to 88%. 

2. The fill rate (rate of supplying each SKU in each order) is at averages 98% which was 

earlier ~ 91% 

3. Forecast accuracy for specified products has increased to 85% from a level of ~65% 

4. Turn-around time at product dispatch locations (time taken to service an order) has 

reduced from ~ 6 hours to ~ 3.5 hrs 

5. Order processing time (processing within SAP) has reduced from ~ 30 min to ~ 10 min.  

6. Customer claim settlement period reduced from ~ 21 days to ~8 days 
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7. Hard savings of INR 60 million  

Apart from the business process improvements and hard savings, personal transformation was 

also observed and this was recorded by a survey (appendix B).  

93.3% i.e. 14 of the respondents either strongly agreed or agreed that there was a] increase in 

trust and collaboration, b] increase in ability to engage in open and authentic conversations, c] 

improvement in practice of moving away from silo view, d] improvement in personal 

relationship, e] commitment in carrying forward the learning, f] start of personal transformation 

journey. 

Key Take-Aways from the Project 

From an organizational perspective, M/S WGS has been introduced to a powerful language 

which could help the organization to be agile and customer centric. It has given M/S WGS a 

working model for cross-functional collaboration and leveraging the power of inter-relationships 

within all sub-systems of the organization. The tangible result is evidence of this. The 

organization has now initiated two interventions to take forward this learning.   

From team’s perspective, it has learnt a framework that creates space for objectivity by focusing 

not just on the data and information but also allowing expression of assumptions, perspectives 

and beliefs. There is deep awareness that events around us do not happen in isolation and hence 

there is no one to blame, which in turn has enabled them to ask a key question “How have we 

contributed to create our present circumstances?” I get the sense that the team is finding a certain 

ease in their relationships at work, and some members in their personal lives too.   

 As a project leader, for me, this has been an immensely joyful and insightful journey. To see and 

experience tangible examples of transformation in the team members is indeed inspiring. It 
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helped me to get in touch with my own bias of being rooted to the data and how I could use the 

data to create tangible models for transforming mental models.  

To conclude, I think we, at M/S WGS, have experimented and found a great model to engage 

with each other and with the business environment in a more holistic way. We have currently 

covered less than 10% of our employee strength through these experiments, there is a long way 

to go before this becomes a way of life at M/S WGS, but I believe this is entirely possible in the 

near future.  
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Appendix A 

“Learning Disability” as 

defined by Peter Senge 

In- verbatim Comments by the participating team and leadership 

team 

I am my position & 

Enemy is out there 

(I am my position: When 

people in organization focus 

only on their position without 

realising how it impacts other 

parts of the organization) 

(Enemy is out there: 

essentially means someone 

else is to be blamed for all 

that happens) 

“Multiple stakeholders – internal and external – diff people have 

diff KRAs – e.g. Productions wants to produce more in slack 

season to meet their KRAs” 

“Need transparency of decision making – individuals take 

decisions in isolation without informing others and we are 

surprised at the last minute” 

“30% of the team has a view of the larger picture, others are 

restricted to their function – they don’t care to even listen” 

“Our high opinion of ourselves leads to interpersonal issues and 

affects our ability to move forward with speed and agility” 

“There is a resistance to collaboration, inter-functional buck 

passing, lack of trust” 

Fixation on events 

(inability to observe the 

underlying patterns and 

policies which create the 

event) 

“New means of communication (WhatsApp etc) creating stress 

– how can everything be ‘urgent’?” 

“How do I control my temper in view of the constant 

challenges?” 

“Empathy is weak, the lower you go, the lower the empathy” 

“SC is under pressure because a] we don’t flex on commercials, 

b] complexity is increasing, c] We don’t understand each other’s 

challenges” 

Parable of boiling frog “Organization is in the middle of an identity crisis – we are 

transitioning from a small (1X cr) company to a medium sized 

one (2X cr) but our DNA still is of a small one” 

 

 

          



Dhrshti - An Experiment with Systems Thinking, Shekhar Shyam Kulkarni, ABS Summit, Nov 2019 
16 

Appendix B 

 

 


