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Group’s Compelling Objective

Save Water

Do the Right Thing for  
Menlo Commons and 

our Community at Large

Save Money on Water

Maintain and Create  
Attractive Landscaping

Dag’s Objective Today!

Pave the Way for Consensus

a) Understanding / Wants

b) Completed Staff Work

c) Idealized Planning

d) Sharing Information

e) Discussion to come

➙➙➙  Consensus
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Group’s Objectives  
— Part One

Criteria for landscape improvements......

a)	 Near Zero Irrigation... ?

b)	 Enhanced Beauty — Better Than Now

c)	 Kinds of Drought Resistant Plants

d)	 Opportunity for New Features 
	 Recreattion,    Social Interaction

e)	 Other Considerations

Group’s Objectives  
— Part Two

Solicit bids to develop a  
Landscape Master Plan....

Landscape Architects

a)	 Identify

b)	 Evaluate

c)	 Recommend 
	 to our Board

Discussions 
to Come
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Homework for next Meeting

Develop Your Vision

Develop, document, and share your 
vision for a Drought Resistant,  
Menlo Commons landscape.

Description, Bullet points, Images..

What can Menlo Commons become 
as we transition to a Water-wise, 
well designed, beautiful, inviting, 
landscape that serves all residents?
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Resources                  Posted at web page!

www.forssell.com


For Menlo Commons  
residents


Menlo Commons  
Projects


Water Conservation /  
Drought Resistance


Drought Resistance  

Resources
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How can we share our visions?      By way of a web page?
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Pave the Way for Consensus  
a) Understanding / Wants

Growing up:  How Your  Baby Does I t14  Growing Up:  How Your  Baby Does I t 15

Your Baby’s 10 Great Fussy Phases

0              1             2              3              4             5              6             7

8             9             10            11           12            13           14

15           16            17            18           19            20           21

22           23            24            25           26            27           28

29           30            31            32           33            34           35

36           37            38            39           40            41           42

43           44            45            46           47            48           49

50            51            52            53           54           55           56

57            58            59            60           61           62           63

64            65            66           67            68           69           70

71            72            73           74           75           76           77

78            79            80            81           82           83           84

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

weeks old

Around this week, it is most likely that  
your baby’s sunny side will shine through.

Around this week, a 
“stormy” period is 
most likely to occur.

Your baby may be 
more fussy now.

Fussy and irritable behavior at around 29 or 30 weeks is not a telltale sign 
of another leap. Your baby has simply discovered that his mommy can walk 
away and leave him behind. Funny as it may sound, this is progress. It is a 
new skill: He is learning about distances.

Your baby is probably going through  
a comparatively uncomplicated phase.

conventional calculation of age from a baby’s birth date. Therefore, the 

ages given at which developmental leaps occur are calculated for full-term 

babies. If your baby was premature or very late, you should adjust the 

ages accordingly. For example, if your baby was born 2 weeks late, her 

first fussy phase will probably occur 2 weeks earlier than we show here. 

If she was 4 weeks early, it will occur 4 weeks later. Remember to make 

allowances for this with each of the ten developmental leaps. 

The Magical Leap Forward 

To the baby, these big changes always come as a shock, as they turn the 

familiar world he has come to know inside out. If you stop to think about 

this, it makes perfect sense. Just imagine what it would be like to wake 

up and find yourself on a strange planet where everything was different 

from the one you were used to. What would you do?

You wouldn’t want to calmly eat or take a long nap. Neither does 

your baby. 

All babies experience fussy periods when big changes in their 

development occur. Usually calm, easygoing babies will react 

to these changes just as much as more difficult, temperamental 

babies do. But not surprisingly, temperamental babies will have 

more difficulty in dealing with them than their calmer counter-

parts. Mothers of “difficult” babies will also have a harder time 

as their babies already require more attention and will demand 

even more when they have to cope with these big changes. 

These babies will have the greatest need for mommy, the most 

conflict with their mothers, and the largest appetite for learning.

Not a Single Baby Gets Away
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? ? ?

1 Intensity

0 Environment

3 Configuration

2 Sensation

5 Event

4 Transition

6 Relationship

7 Category

9 Program

8 Sequence

11 Systems
concept

10 Principle

Levels of
perception
and control

Emergence
in infants,

weeks
Comments, examples

Proposed
structure of

hierarchical control

70-75

60-64

49-53

40-43

22-26

14-17

11-12

7-9

birth

32-37

Understanding, belief, the way things are, sense of self, identity.

- Adult perspective -

Generalizations, criteria, standards, priorities, values.

Choices, logical procedures.

Simple or repetitive series of events and elements.

Walk "on" floor. Bark, dog. Knot "above" target.

Open door, hug, fall, cranking, bounce, reach, grasp, walk.

Changes in general. Movements.

Frequency of neural current originated in nerve ending.

Patterns, edges, texture, posture.

What kind and how much: Loud, bright, hot, sour, dry,

Physical effect on nerve ending. Nerve signal to muscle or organ.

"Class membership." Chair, woman. Symbols--words.
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Purpose,
goal

Compare

what is going on:
perception signal
(report)

— output signal
(to muscles)

— input signal
(raw data from sensors)

arrows
signify
signals

arrows
signify

influences

the influence
of your action
is your power

— reference signal
(goal spec's)

+

=

difference signal
(variance)

Output

Reference

PHYSICAL
VARIABLE

DISTURBANCES

ACTION OTHER
EFFECTS

Input
difference
becomes
instruction

Inside the brain

Outside the brain

PHYSICAL ENVIRONMENT

HUMAN
CONTROL

SYSTEM

what you
work on

other influences on what you work on
can be natural, random or deliberate.

movement,
talk

various,
unintended

interpret
data

Cause Organism Effect

Pave the Way for Consensus  
a) Understanding / Wants
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Amassivelyparallell,hierarchical
architectureof interactivecontrol
systemswithdistributedmemory.
Itcanwalkandtalkat thesametime!

CarefulstudyofHierachical
PerceptualControlTheory
showsthat this is feasible,

canworkandmakessense.

Environment of the brain

Conscious
control

Thinking,
imagining Passive

observation

Automatic control

Aperson-anautonomousLivingControlSystem

Pa
ve

 th
e 

W
ay

 fo
r 

C
on

se
ns

us
  

a)
 U

nd
er

st
an

di
ng

 / 
W

an
ts



H2O Conservation Group    Page 10 

Pa
ve

 th
e 

W
ay

 fo
r 

C
on

se
ns

us
  

a)
 U

nd
er

st
an

di
ng

 / 
W

an
ts



H2O Conservation Group    Page 11 

Pa
ve

 th
e 

W
ay

 fo
r 

C
on

se
ns

us
  

a)
 U

nd
er

st
an

di
ng

 / 
W

an
ts

Take Away

Each of us have developed understandings about many, many things. 

We control for these to be the way we want them with great power. 

We resist disturbances that affect the things we want to be just so.

If two of us want the same thing to be two different ways, we will be 
in conflict. Wasted energy and dissatisfaction will be the result.

You can avoid conflict by aligning your understandings so you want 
similar things for similar reasons.   This is our challenge 
Collaboration requires an alignment of understandings. This in turn 
requires exchange, study, and evaluation of information. 
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Pave the Way for Consensus  
b) Completed Staff Work

1 

https://govleaders.org/completed-staff-work.htm 
 

The Doctrine of Completed Staff Work 
 

The following memorandum has been reproduced countless times 
by military and civilian organizations since World War II and has 
become a widely accepted definition of what effective staff 
members do.  The original memorandum was drafted for the 
Provost Marshal General, U.S. Army, by Colonel Archer J. Lerch, 
Deputy Provost General.  It was published in the January 29, 
1942 issue of the Army and Navy Journal. 

 
COMPLETED STAFF WORK 
 

1. The doctrine of “completed staff work” is a doctrine of this office. 

2. “Completed Staff Work” is the study of a problem, and presentation of 
a solution, by a staff officer, in such form that all that remains to be 
done on the part of the head of the staff division, or the commander, 
is to indicate his approval or disapproval of the completed action. The 
words “completed action” are emphasized because the more difficult 
the problem is, the more the tendency is to present the problem to the 
chief in piece-meal fashion. It is your duty as a staff officer to work out 
the details. You should not consult your chief in the determination of 
those details, no matter how perplexing they may be. You may and 
should consult other staff officers. The product, whether it involves the 
pronouncement of a new policy or effects an established one, should, 
when presented to the chief for approval or disapproval, be worked out 
in finished form. 

3. The impulse which often comes to the inexperienced staff officer to ask 
the chief what to do, recurs more often when the problem is difficult. 
It is accompanied by a feeling of mental frustration. It is so easy to 
ask the chief what to do, and it appears so easy for him to answer. 
Resist that impulse. You will succumb to it only if you do not know 
your job. It is your job to advise your chief what he ought to do, not to 
ask him what you ought to do. He needs answers, not questions. Your 
job is to study, write, restudy and rewrite until you have evolved a 
single proposed action – the best one of all you have considered. Your 
chief merely approves or disapproves. 

2 

4. Do not worry your chief with long explanations and memoranda. 
Writing a memorandum to your chief does not constitute completed 
staff work, but writing a memorandum for your chief to send to 
someone else does. Your views should be placed before him in finished 
form so that he can make them his views by simply signing his name. 
In most instances, completed staff work results in a single document 
prepared for the signature of the chief, without accompanying 
comment. If the proper result is reached, the chief will usually 
recognize it at once. If he wants comment or explanation, he will ask 
for it. 

5. The theory of completed staff work does not preclude a “rough draft” 
but the rough draft must not be a half-baked idea.  It must be 
complete in every respect except that it lacks the requisite number of 
copies and need not be neat. But a rough draft must not be used as an 
excuse for shifting to the chief the burden of formulating the action. 

6. The “completed staff work” theory may result in more work for the 
staff officer, but it results in more freedom for the chief. This is as it 
should be. Further, it accomplishes two things: 

o a. The chief is protected from half-baked ideas, voluminous 
memoranda, and immature oral presentments. 

o b. The staff officer who has a real idea to sell is enabled more readily 
to find a market. 

7. When you have finished your “completed staff work” the final test is 
this:  

o If you were the chief would you be willing to sign the paper you have 
prepared, and stake your professional reputation on its being right?  

o If the answer is in the negative, take it back and work it over, because 
it is not yet “completed staff work.” 
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Take Away

Study a problem

Imagine alternative solutions

Share information with your team mates

Explore / Learn / Evaluate / Revise / Explore / Learn / Evaluate

Sleep on it

Explore / Learn / Evaluate / Revise / Explore / Learn / Evaluate

Prepare a rough draft report, critique and improve

Present a recommended course of action. 
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Pave the Way for Consensus 
c) Idealized Planning

An objective is a desired outcome, which is not expected to be obtained during the
period planned for, but is believed to be attainable subsequently, and towards which
progress is possible during the period planned for. 

So your vision is that this is something that is going to be obtained out here, but you
can be making progress during this period of the plan. These are the objectives.
These are the goals. 

Question: Is there a general agreement on those terms in the planning community?

Answer: No, the public community is reversed. You find in public planning it is
exactly the opposite. They use objectives where I use goals and goals where I use
objectives. In the business community, which uses sports analog all the time: The
team winning the game. See, winning the game is the objective, the goal is prior to it.
So, I don’t care. You can reverse them if you want to, but the distinction between the
two ideas is important. The terminology is arbitrary. But you will find in the public
planning literature these two are reversed. 

It is interesting to notice, if you go back to reactive planning, the first type we talked
about, it focuses on goals. Never deals with objectives. If you look at preactive
planning, you will find that it focuses on objectives, as well as on goals. 

Question: Would you please define objective again.

Answer: It is something you don’t expect to obtain during the period planned for. It
lies beyond it, but you do expect to make progress towards it. Let me give you an
example. You are a company with 15% of the market now. You would ultimately like
to have 50%. Over the next five years, which is your planning period, you expect to go
25%. This is your target, or goal. You expect to obtain it over the period planned for.
This (50%) is your objective, and you expect to make progress towards it. So a goal is
always a means to an objective. It is intermediate to an objective. 

An objective, as it will turn out, is intermediate to an ideal, which is the third
element. An Ideal is an objective which can never be obtained in principle, but
towards which progress is always possible. For example, it is one of the ideals of
mankind to move with infinite speed. We will never be able to do so. But it will
always be possible for us to go faster. It has been an objective in science to reduce
observational error to zero. We will never succeed, but we can always reduce the
error due to observation. That is an ideal. It is only in Interactive Planning that
Ideals play a very central role. I am going to show you how in a moment. 

I am going to make one other point before we take a look at them and the role which
they play. In Reactive Planning, (again if we take this time axis and here is now, you
go back to my characterization of it), the planner stands here and looks at the past. 

Time

Reactive

NowPast

He says, that’s pretty damn good, this is pretty bad, and he moves into the future
facing the past. As a result he has a hell of a good view of where he has been, but
none of where he is going. As one commentator once put it: “A reactive planner is a
man who drives a train from the caboose.” It is a very good image. He can’t see where
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the front of the train is or where it is pointing, but he can see where he is coming
from. 

Preactive

TimeNow

The preactive planner is standing over here, but he is facing the other direction. He
is looking out as far as he can and he is trying to prepare for this period out there. He
is walking into the future, facing the future.

 

Time

Idealized

Now Future

Now you are going to see a very curious thing happen, when we come and talk about
this third type of planning, because this is going to walk backwards from the future
into the present. We are going to have the planner out here, walking backwards into
the present so he is always facing the future. That is a very, very different posture.
All that requires explanation. The key to this type of planning lies in this next
operation. 

Idealized Redesign of the System Planned For. 
My first encounter with this idea was a very dramatic one. I would like to take a
minute or two to describe it to you and then show you how the ideal was generalized
subsequently. In 1951, I had a collaboration going with an old friend by the name of
Peter Myers who was a solid state physicist, working at the Bell labs. Once a month I
used to go to the Bell labs to spend a day with him, and once a month he would come
out to Case institute, where West Churchman and I were located at the time and he
would work with me. 

I got to his office for one of these visits one day, and as I walked in he said: “Russ,
something terrible has happened. I got here early this morning and had a message
which told me that I had to go to a meeting this morning which the Vice President in
charge of the lab has called of all the section heads. (He was in charge of solid state
physics there at the lab). I’ve got to go. I don’t know what it is for, or how long it is
going to last. Will you be able to occupy yourself while I am gone?” I said: “Sure, don’t
worry.” So he seemed a little relieved and he started to leave the room and then he
stopped when he got to the door. “Wait an minute. They did not say I could not bring
a visitor. Why don’t you come along with me. We’ll see what happens. I they frown on
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Take Away

When everyone spells out their ideal 
solution without regard to the present, 
you are more likely to find agreement 
and it will be easier to move from the 
present toward that common ideal. 
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Homework

During the next three weeks, imagine, develop, document, and  
share YOUR ideal vision for Menlo Commons landscaping.

Work with a small group of like-minded friends if you wish.

Do not worry about the landscaping we have now, 
just imagine what you think will be ideal for the future. 

Next meeting

Wednesday, June 29, 6:30 ? 
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