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Section I

JnaJfToD
Introduction; Purpose; Focus; Definitions .

This paper is intended as a manual for clinical analysis, of the plan-

ning system of a diversified company. The emalysis is concerned with the

following classes of" issues. The general obiective will be to arrive at

an assessment, of the effectiveness of a company's corporate planning system
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"% ori|^ *^6rms of the overall degree of match between the company 'Is needs for

plcinning, in terms of adaptation- as well as integration-related needs,
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and the capabilities of the corporate planning system, to fulfill these

needs, both in terms of_ adaptation- as. well as integration-related . capa- ,,

bilities. ., ,.; „ ,'' ^ ,.

-f^- We shall attempt to develop the general assessment of the planning

^WJffectiveness as a 'function' "oi "the overall' "nee^s-capabilitTes^ pattern "match

by carrying out the following broad steps of analysis.

- First, the strategic setting of the company should be determined,

given that this will be a major determinant of the needs for plan-

ning. A diversified company will carry out several interrelated

strategies; a corporate portfolio strategy and several divisional

business strategies. We shall follow a framework proposed by Lorange

for determining the needs for planning that are arising from the

strategic settings.

- Second, the corporate planning system should be analyzed in order

to determine the nature of its potential capabilities. We shall

follow the so-called "three by five" co iceptual scheme for planning

in assessing the corporate planning system. Thus, it should be

stressed that the focus of study is the role of the corporate filan-

ning system, i.e. whatever planning system developed at the corporate



Fourth, note that there will be two types of strategic units to be

cuialyzed, the corporate level portfolio strategizing unit, and the

divisional business level strategizing unit. The planning tasks

for the two strategic unit types will be significantly different;

hence, a clear delineation of what kind of strategic unit we are

dealing with is essential particularly when we are carrying out

the strategic needs assessment and when we are determining line

mcinagers' perceptions. For a given company we might carry out

these assessments at the corporate portfolio level only, or, al-

ternatively, for one divisional business unit only, we might be

cible to assess several such units. It will depend on factors such

as the size and complexity of the company as well as each researcher's

ability to gain access to the company how many line mcinagement per-

ceptions analyses of strategic units he is able to carry out. Ide-

ally, the data gathered for one company then will consist of three

major types of items, each item type having several aspects: First,

an assessment of the corporate planning system; second, as assess-

ment of the strategic setting for the company as a whole as well as

for those divisions that the research is gaining access to; third,

a line mcinagement perception assessment of the corporate level and

several divisional business units. It is however more critical that the

researcher carries out thoroughly one or a few analyses rather than sev-

eral superficial ones.

Fifth, if follows that the soxirces in the companies for the data

needed, then, will be different for the three major classes of data.

The data on the corporate planning system might normally most easily

be provided by the corporate planner; the data on thu strategic

positions of the corporation as well as some of its divisions miqhl



level and intended for use by orgcmizational units throughout the

compcmy. Consequently, it is outside the focus of our study to

assess individual planning tuchniques that various orgainizational

units within a firm might have developed on their own to carry

out their planning tasks - speciali::ed planning systems such as for

instcuice one division's computer-based financial planning model, a

manufacturing function's scheduling planting system, or a marketing

fun<:tlon'a br.inda planning modul, will be g««n as tools for i he organi-

zatLOnal unit in queatl'm to partici|j«te in their corporate planning

activities; however, whether an organizational unit prepares for its

preparation in the corp:)rate plemning process in this or in that way is

outside the scope of this study. It is the impact from the corporate plan

ning system* s capabilit Les on strategy formulation auid implementation that

we are interested in.

Third, while the assess nents of the capabilities of the corporate

planning system as well as the assessments of the needs stemming

from the strategic setting might reveal certain differences between

needs eind capabilities, this will not be adequate for judging the

effectiveness of the corporate planning system. The users of the

planning system, i.e. t]ie line managers who have a need for system

support in carrying out their strategy formulation and implementa-

tion tasks, will have to be questioned in terms of their perceptions

on two accounts: To what extent does the corporate pleuining system

help the line executive to better focus on what is his strategic

setting, i.e. delineate his planning needs; and, to what extent

does the corporate planning system provide useful support for the

line executive in developing a useful plan.



normally most easily be extracted from existing plans - here too

the corporate planner is probably the major source for data, but

some might be supplied by a particular organizational unit, say a

division; the data on line executives perceptions will have to be

collected from these directly, however, through relatively brief

and focussed interviews.

Sixth, let us delineate in some more detail the nature of the dif-

ferent strategic units that we have to account for. A corporate

level portfolio strategic unit consists of the corporite office,

centered around the C.E.O., and chartered with develoj>ing a strategy

for the portfolio of the business activities that the company is

engaged in, the mix of businesses, both in terms of direction and

efficiency of performance. In many large companies there might be

several groups which have been established to relieve the corporate

office for some of its burdens, particularly when it comes to op-

erations. These group offices should be seen as parts of the cor-

porate office, in that they are focussed on a subportfolio of the

businesses. Notice, however, that there might be instances where

the label "group" does not describe a setting as just discussed, out

rather represent a divisional business strategiziag unit. This is

so when the "divisions" in this "group" are so closely related that

we in fact are dealing with one business. A division business stra-

tegic unit, on the other hcind, deals with succeeding against com-

petition within a particular business sector. The division might

consist of one or more so-called Strategic Business Units (SBUs)

.

A SBU is a clecirly defined product/market combination. There

must be a manager responsible for a SBU. However, the SBU does

typically not have discretion over all its functional support



activities; the division will typically carry out functions such as

R S D, manufacturing, distribution, and even marketing for the SBUs.

Thus, while an SBU can be seen as a revenue center, and the functions

CeUi be seen as cost centers the division can be seen as a profit-

or investment- center. (Through allocation mechanisms an SBU might

of course, also be considered a profit- or investment- center) . We

should again be aware of "label" problems; a "division" might well

be an SBU; a "group" might well be a division. It should be noticed

that we are not attempting to investigate SBU planning or functional

planning as such, only the extent to which the corporate planning

system provides useful support to meet the needs of the particular

organizational units that we have focused on.

Seventh, in order to focus even more sharply on the functioning of

the corporate planning system of a particular company, we shall focus

on three interrelated topical themes. In addition to our general

assessment of the planning needs/capcLbilities, one will be a study

of how the corporate planning system facilitated, if at all, re-

visions of strategies in response to the energy crisis. This is

intended to serve as a vehicle for more in-depth analysis of the

planning system's role in adaptation. A second issue is to address

how monitoring (control) and incentives may or may not play a role

in reinforcing the strategic directions set out in the planning

system. Finally, we shall discuss the issue of how the corporate

planning system seems to be managed.



Section II _

Assessments of the Needs for Planning

One: Preliminary Step; Identification of Strategic Units .

1. Organization's Structure; Overall Picture

Ask for or have the company draw an organization chart for the

company's overall operations. Whenever a person is being Interviewed

please mark his name and location on this organization chart . The

organization chart will serve two purposes:

a) It will allow you to focus on the frame of reference that each

executive will have.

b) It will give you a first impression of the degree of diversity

of the company.

Please observe the following definitions:

1) Corporate level ; The office of the chief executive officer

(C.E.O.), having a number of divisions or a number of groups

reporting to it.

ii) The Group level : An "extension" of the corporate office,

having a number of divisions reporting to it.

ill) The Division level : An organizational unit which deals

with achieving success in a business segment vis a vis an

identifiable competition. The division is typically

relatively self-sufficient when it comes to providing for

Its own services (production, marketing, etc.) These

products may be one or more markets served (SBU's), but in

case of several SBU's, these are relatively strongly related.

iv) The SBU level ; A "product-market activity" or "strategic

business unit" or "product" is a product or set of related



product lines with Identifiable independence from other

products or product lines so that it can be managed

independently of the firm's other activities, in terms of

identifying its unique competitive strength (market share)

and business attractiveness (market growth) , and in terms

of deciding on a strategy for where to be in terms of

strength/attractiveness position and how to get there.

When observing your company and attempting to break its

activities into discreet product-market activities or

SBU's it should be remembered that there is no one entirely

objective way of observing what the actual pattern of such

independent units are. (Remember that we want to classify

what the pattern of SBU's j^, not what we think it logically

should be .) Our classification problem is particularly

difficult because each company will have a unique history

and has developed its own pattern of relationships among

technologies, products and markets. Thus, what may be a

discreet business for one firm is often an integral and

nonseparable part of a larger business in another firm.

It may be helpful to ask the following questions in order

to delineate the actual SBU structure:

- competition ; what is the end-use functional segment; what

is the competitive segments (without regard to differences

among products competing in the same segment) ; what is the

product-market relationship?
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• prices ; are there distinctive end-use segments based on

pricing, i.e., high-priced vs. medium-priced vs. low-

priced products.

substitutability of product ; lack of substitutability

vis a vis other products. (But, much substitutability

within the product line itself.)

• quality ; are there distinctive end-use segments such as

luxury style/quality vs. mass market style/quality, etc.

impact of product withdrawal ; if the product hypothetically

was withdrawn, would the company be out of competition

within this general area of business then? If not, what

Is the degree to which a business activity is functionally

related to other activities?

impact of changing product technology or raw materials ;

this can surface whether effects of changes in the

production technology of one business might have impacts

on other businesses.

Impact of significant changes in price, quality or services

associated with the product ; this would aid in identifying

products that are part of "product lines" rather than of

discreet businesses.



Two; Needs for Planning at the Corporate Portfolio Level

In this section we shall attempt to establish the need for planning

at the corporate, portfolio level. The section will consist of four parts,

reflecting four steps in our portfolio planning need assessment. In step

one we shall ask. for a few overall corporate-wide financial data with

respect to financial performance and financial strength (Paragraph 1). We

shall use these data to assess the planning needs that financial strength

and performance creates (Paragraph 3). We shall also collect data about the

relative changes in the structure of the company's portfolio (Paragraph 2),

and assess what types of planning needs that will be created due to the

degree of portfolio change (Paragraph 4).

1. Company's Operating Results and Balance Sheet Information
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1971 Position (%-age contribution by each division)
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B. 1976 Position (%-age contribution by each division)

\ \ \ \ I
^^"^^^^

\

\ Division! Division! pivisionl Unallocatedl Total for

Item \ A \ B \...\ M \ Corporate I Corporatii

\ \ \ \ \ Items 1
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1981 Position (%-age contribution by each division)

Item

General
Unallocated
Corporate
Items

Total for
Corporation

1. Net Sales. What is

the contribution to

net sales by each
division?

100%

Net Profits. What
is the contribution
to net profits by

each division?

3. Number of Employees.

What is the number
of employees of each
division?

4. In terms of the

balance between this

division's generation
of funds and its use
of funds, indicate
which one of the

following categories
that is the most
appropriate description
(assign each division
in its appropriate
category)

:

- large negative funds

flow (A)

- modest negative funds

flow (B)

- break-even; virtually
+ funds flow (C)

- modest positive funds
flow (D)

- large positive funds

flow (E)
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3. Portfolio Need for Planning, Stemming from Financial Position .

Please make use of the financial data collected in section 1 above

when positioning the corporation, in terms of its planning needs

stemming from its financial position, both in terms of where it is as

of the present, as well as planned.

A. Present (1976) Position (Score 6 is high; Score 4 is medium; Score 2 is lo'

Financial

Strength

(D:E
Ratio,

1976)
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- Strong: 200% or more

- medium: 125% - 199%

-= weak: 124% or less

b) Profits performance

1971-76 improvement in net profits, 1976 in 2 of 1971 (1971 = 100%)

Please calculate %

- strong: 150% or more

- medium: 110% - 149%

- weak: 109% or less

c) Earnings per share

1971-76 improvement in earnings per share, 1976 in % of 1971

(1971 = 100%).

Please calculate Z

~ strong: 200% or more

- medium: 125% - 199%

- weak: 124% or less

NB ; Please notice that we shall decide which one of the alternative near

term performance measures (a), (b) or (c) to use, or which combinations

•thereof to use after we have gotten some better feeling for the nature

of the data.
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B. Planned (1981) Position (Score 6 is high; score 4 is medium; score 2 is 1

(D:E
Ratio,
1981)

Strong

Financial 0.5 (l:2j^

Strength

Medium

l'> (3:2^

Weak

Adaptation = 6

Integration = 2

Adaptation = 5

Integration = 3

Adaptation = 5

Integration = 3

Adaptation = 4

Integration = 4

Adaptation = 4

Integration = 4

Adaptation = 3

Integration = 5

Adaptation =

Integration

Adaptation =

I

Integration

Adaptation

L,
Integration

^ Stronger Medium Weaker

Change in Financial Position (Near Term Performance

[See alternative ways of calculating this]

Alternative ways of calculating near-term performance :

a) Sales performance

1976-81 improvement in net sales, 1981 in % of 1976 (1976 = 100%).

Please calculate %

- strong: 200% of more

- medium: 125% - 199%

- weak: 12A% or less
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b) Profits performance

1976-81 iriprovement in net profits, 1981 in % of 1976 (1976 = 100%)

Please calculate Z

- strong: 150Z or more

- medium: 110% - 149%

- weak: 109Z or less

c) Earnings per share

1976-81 improvement in earnings per share, 1981 in Z of 1976

(1976 = 100%).

Please calculate Z

- strong: 200% or more

- medium: 125% - 199%

- weak: 124% or less

NB: Please notice that we shall decide which one of the alternative near

term performance measures (a), (b) or (c) to use, or which combinations

thereof to use after we have gotten some better feeling for the nature

of the data.

(1) Adaptation Needs

High ^"^ Medium Low

(«) Present Strategic Position
(Chart A) ?^ 'li

(6) (^^.^^^, (4i (2)

High Madlum Low

(b) Planned (1981) Strategic
Position (Chart B)

(6) (5) (4) (3) (2)

(c) Adaptive Need = Sum of (a) + (b) scores =
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(2) Integrative Needs

(a) Present Strategic Position

(Chart A)

High

(b) Planned (1981) Strategic

Position (Chart B)

(6) (5)

High

Medium

~(4l

Medium

(6) (5) (4)

(c) Adaptive Need = Sum of (a) + (b) scores =

Low

(3) (2)

Low

(3) (2)

4. Portfolio Need for Planning, Stemming from Changes in the Structure of

the Portfolio

a) Sales - Present

Please compare Charts A and B under Paragraph 2 when it comes

to Item 1, Net Sales. For division A, calculate the numerical

difference between its 1971 percentage sales and its 1976 percentage

sale. If division A did not exist in 1971 then assign the percentage

value of 0% to the 1971 position of this division and carry the

calculation out on this basis. If division A did not exist in 1976

then assign the 0% value to it for this year and carry out the

calculation. Then, sum up the total numerical differences for all

the divisions:

Division A: % change in sales share

. Division B: % change in sales share

Division M: 7. change in sales share

Sum, Ap " Corporate change factor
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b) Net Profits - Present

Please compare Charts A and B under Paragraph 2 when It comes

to item 2, Net Profits. For division A, calculate the numerical

difference between its 1971 percentage profits and its 1976

percentage profits. If division A did not exist in 1971 then

assign the percentage value of 0% to the 1971 position of this

division and carry the calculation out on this basis. If division A

did not exist in 1976 then assign the OZ value to it for this year

and carry out the calculation. Then, sum up the total numerical

differences for all the divisions:

Division A: X change in profits share

^... , Division B: Z change in profits share

Division M: Z change in profits share

Sum , Bp Corporate change factor

c) Number of Employees - Present

Please compare Charts A and B under Paragraph 2 when it comes

to item 3, Employees. For division A, calculate the numerical

difference between its 1971 percentage of employees and its 1976

percentage of employees. If division A did not exist in 1971 then

assign the percentage value of OZ to the 1971 position of this

division and carry the calculation out on this basis. If division A

did not exist in 1976 then assign the OZ value to it for this year

and carry out the calculation. Then, sum up the total numerical

differences for all the divisions:
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Division A: % change of employees share

Division B: % change of employees share

Division M: Z change of employees share

Sum , Cp = Corporate change factor

d) Funds flow - Pattern Changes - Present

Please compare items 4 of Charts A and B under Paragraph 2.

If a division's funds-flow role has changed from a large negative

funds flow (A) in 1971 to a large positive funds flow position (E)

in 1976, then assign numerical value 5. If it has changed from an

(A) position to a (D) position, then assign number 4, and so on.

If no change, say, it was (C) and still is (C) , then assign value 1.

Then, sum up the total numerical values for all the divisions:

Division A Numerical value

Division B Numerical value

• • •

Division M Numerical value

Total Corp. Dp = Numerical value

e) Planned Changes

Having completed steps (a) - (d) above, please repeat the

same procedure, comparing Charts B (Present) and Charts C (Planned)

positions of the portfolio's structure. This allows us to calculate

in a similar manner a set of four additional numerical values; all

eight values are summarized in the table below:
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Three; Needs for Planning at the SBU Level

You should attempt to develop an assessment of the strategic position

of the division based on what the patterns of strategic positions will be

for each of the SBU's. Thus, as a starting point assess the SBU's you

get access to

.

This section should be completed for each SBU examined.

A. Market Share of this Strategic Business Unit

1. Size of served market - as management assesses this themselves .

Indicate your estimate of the total value of sales in the

market actively served by this SBU; for 1971, 1976 and

planned for 1981.

Total value of sales in the market served by the business,

in thousands of dollars.

1971 1976 1981

2. Sales of SBU

Indicate the total value of your SBU's sales for 1976 and 1981.

1976 1

a) Business sales, in the thousands of dollars: _

b) The largest competitor's business sales, in thousand

dollars: _
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3. Market Share

Market share Is defined as being the sales of a SBU as a

percentage of the served market . For each of the year 1976

and planned 1981 report the market share of the served market

(defined in 1 above) by your own SBU and by the largest

competing SBU.

1976 1981

a) What is the market share of your SBU, X:

b) What is the market share of the largest

competing SBU:

4. Relative Market Share

Calculate this as the ratio of your SBU's dollar sales of

the product (item 3a for 1976) to the dollar sales of the

industry's largest competitor in that product (item 3b for

1976)

.

B. Market Growth

1. Product sales growth of served market

What, in your estimation, has been the rate of growth in the

total value of sales in the market actively served by this

SBU, by calculating the percentage growth in total market

sales between 1971 and 1976? (Use the figures that you just

provided for question A-1) . Product sales growth rate:

% from 1974 to 1976. (1971 = 100%

% from 1976 to 1981. (1976 = 100%
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2. Product life cycle (as a way for you to informally check
the implication of the product sales growth rate)

How would you describe the stage of development of the

product category or type sold by this business during the

last three years? (Check one)

. . . Introductory Stage : (Example: laser measuring devices)

Primary demand for product just starting to grow;

products or services still unfamiliar to many potential

users; changes in technology; great pursuit of new

customers; fragmented and changing shares of market.

. . . Growth Stage : Demand growing at 10% or more annually

in real terms; technology and/or competitive structure

still changing; customers, shares and technology are

better known; entry into the business more difficult.

... Maturity Stage : (Example: automobiles, paper)

Products or services familiar to vast majority of

prospective users, technology and competitive structure

reasonably stable.

. . . Decline Stage : (Example: men's hats) Products

viewed as commodities; weaker competitors beginning

to exit; falling demand, in many industries a

narrowing of the product line.

A-B. Product position chart .

1. Plot the product's position on the chart in terms of product

sales growth rate (from B-1) , relative market share (from A-4)

and absolute sales volume, indicated by the ana of the circle

(from A-2, 1976)

:
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Product
Sales
Growth
Rate

High 20%

Low

lOZ - —

A.O 2.0 1.0 0.5

HIGH

Relative Market Share

0,25

LOW

*Note: The mid-points of the two axes should be 10% and 1.0

for your diagram. The end-points of the two axes depend on

your particular situation. For instance High Growth might be

100% for one company vs. 20% for another; High Market share

2.

might be 5.0 for one company vs. 1.5 for another. Also, neg-

ative growth rates are consequently perfectly possible.

Plot the product's position on the chart in a similar fashion,

but for planned 1981.
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C. The planning needs associated with a SBU will be determined as a

function of the following:

High 20%

A-i^*

Med.

^r 5%

Low

Adaptation = 5

Integration = 6
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Four. This section should be filled out for the d
ning needs of the division.

ivision to assess the plan-

A. Strategic Needs/SBU Positions

AS a first step, please draw a composite chart for the positioning of

all of the SBUs of the division, by plotting each SBU on the diagram below,

the area of the circle representing each SBU being a function of its sales

volisne.

High

Med.

20%

r^^

J

-IL „L%

Low

A = 6
'

A = 6

1 = 6
'

1 = 4

A = 4 I A = 4

1 = 6
j

1 = 4

A = 21 = 6 I

4.0

High

T
|1.5

1 = 4

- 'L'
I

A = 4

I ^ = 2

|"a% 2

1.0

Med.

0.9

Low

Then assess the adaptive and integrative needs of each of the SBUs

judgmentally that you have not analyzed in depth, assuming thi^t you have

not been able to analyze all the SBUs in depth, the latter, of course,

being the preferable. Then, calculate the adaptive and integrative needs

of the division stemming from the strategic positions of its SBUs by

weighting each SBU according to the relative importance of its sales.
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se

Highly
Interde-

pendent
(4)

Some-
what
Interdep.

(2. 67]

Not
Interde-
pendent

(1,33)

Marketing Interdependence

To what extent would you
rate the degree of inter-
dependence between the nar-
keting functions of the di-
vision's SBUs, as evidenced
^j oc-^;. "•'•--^rtpristics as
overlapping market terri-
tories, overlapping custcaner
followings, and/or shared
sales force?

b) Manufacturing Interdependence

To what extent would you rate
the degree of interdependence
between the manufacturing
functions of the division's
SbUs, as evidenced by such
characteristic^ as joint
manufacturing facilities,
interdependencies in the
production process, com-
monalities in raw materials
emd/or parts base, etc.

"Strategic" Interdependence

To what extent would you rate
the degree of interdependence
between the division's SBUs
when it comes to decisions
concerning strategic repo-
sitioning of a given SBU;

can you decide on such items
as introducing a new product,
pricing, advertising profile/
image positioning, special
promotional campaigns, etc.
more or less independently
for each SBU or not?

Please add up the rankings from your consolidation planning needs assessment

within the dlrwision ^"-^^^r""— ~''~""^'^'***'*^"" r^*T**'*tr^'"*^'^*^"'''-' '"tr^fTPTTi-" ^^

Consolidation planning need
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Section III

Assessment of the Capabilities of the Corporate Planning System .

The assessment of the capabilities of the corporate planning system

of the firm will attempt to determine the nature of the design and struc-

ture of the elements of the formal corporate planning system of the com-

pany, following the "three by five" conceptual scheme for corporate plan-

ning. One aspect of this will be to particularly focus on the extent to

which the various stages or elements and information flows of the planning

system are in place in a reasonably consistent and operational sense. The

other aspect of this will be to focus on the nature of the various linkages

between the elements of this system, vertically as well as horizontally.

When assessing the formal planning system's design you should obtain the

information from the corporate planning officer, or another executive

designated by him. You should also observe that we shall follow the

logical flow of the "three by five" when asking the questions about the

design of the planning system, and not attempt to break the design questions

down in terms of the aspects that might directly affect the adaptation or

integration capabilities and/or might be particularly relevant for the

corporate portfolio level or the divisional business level. After the

general picture of the corporate planning system has been established,

however, we shall assess how this seems to affect corporate- as well as

division-level adaptation - as well as integration-capabilities. For each

of the aspects of the planning process you should collect your background

information, raising the issues suggested in this manual. You should,

however, reach a conclusion with regard to how the corporate planning sys-

tem seems to have been designed to cope with this issue, by ranking the

particular aspect of the process in question as a way of synthesising

your observations on this issue. Be sure, however, that you document

yo\ir background findings, so that we can go through the ratings of each
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step in class and calibrate liiese across the coiqpcmies.

One. The Objectives-Setting Process .

1. The C.E.O. 's Initiation of the Process .

Please assess the extent to which the C.E.O. amd/or his corporate

senior line management explicitly outline and comnunicate to the businesses

their ovm expectations about where the firm ought to go. If such a state-

ments is provided at all, to what extent does it appear that the C.E.O.

is as specific as he reasonably can be, given the diversity of the busi-

nesses he is in as well as the relative newness of the C.E.O. on this job.

Keep in mind that we are asking for the nature of top-down inputs at the

start of the planning process to initiate this year's planning activities.

As part of your assessment, you may want to check into whether at all the

senior corporate management based their initial, involvement on a formal

comparison between their own company's performamce and a select group of

competitors' performance in coming up with an initiation of the process.

You should also attempt to determine whether the top-down involvement at

the outset merely consists of a request to the businesses to come up with

their objectives suggestions as opposed to also containing substantive

expectations regarding the company's future. Also, you should examine

whether the C.E.O. /senior corporate line's initiation seems to involve a

concerted effort each yeeir versus becoming inore of a routine and repetitive

process for them. You should check whether the process in fact is initiated

by the corporate plcinner and not by the senior corporate line executives.

You should ask for a look at the written documentation of the top-down ini-

tiation of the process.
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Rating

The C.E.O. /senior line management initiate the planning process through a

specific, direct and substantively heavy invovlement.

The C.E.O. The C.E.O.

is heavily is not
involved involved

I 1 1 1 r

5 4 3 2 1

2. Assessment of Business Opportunities and/or Threats .

Please assess the extent to" which corporate planning system requires

the divisions to assess the real opportunities and/or threats of each of

their businesses, i.e. attempt to establish a relatively uninhibited view

of "where to go" for its businesses? Is it clear that establishing this

business outlook is not in fact more or less an "extrapolation" of the

present conditions? Have major environmental factors been assessed in

terms of their potential impact on the businesses in question, for in-

stance, competitors' strategic moves, technological advances, energy-related,

consumer protection related and other government legislation, the general

long-term economic outlook, £ind so on. To what extent does the assess-

ment of the business strategic opportunities and/or threats get summarized

in a way that can allow the business management to develop an overview of

its overall strategic position in terms of its potential attractiveness,

i.e. development of at least some qualitative risk/retiarn measure?

Rating

The corporate planning exercise encompasses a divisional assessment of its

business opportunities and/or threats which thoroughly confronts its
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environmental exposures as opposed to being more or less extrapolative.

Strong business Weak business
opportunity/threat opportunity/threat
assessment assessment

3. A Portfolio View of "Where for the Firm to Go."

Please assess the extent to which the C.E.O. and the senior corporate

executives as part of the corporate planning process get provided with

formal inputs from the vaurious businesses which would allow senior man-

agement to assess the relative attractiveness of the various businesses

in terms of the long-term opportunities and/or threats that each of these

might offer, in this respect, you should particularly base your assessment

on the following: To what extent all of the divisions come up with ap-

propriate inputs in terms of explicitly what will be their competitive

strategic position and a realistic justification of what are the opportu-

nities and threats within their strategic setting; whether the Vcirious busi-

nesses' inputs can be compared explicitly in terms of relative opportunities;

threats (on returns, risks, funds flows of the overall portfolio) ; whether

the corporate review of the divisions' inputs result in a sequential approval

or a portfolio-dominated approval on behalf of the corporation; and, whether

the divisions' inputs in terms of "where" they might go have been clearly

separated from strategic program specifications for "how to get there."
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Rating

The C.E.O. and the senior corporate management take a clear portfolio ap-

proach for where the firm as a whole should go in terms of what should be

the general mix of emphasis among the business opportunities.

Clean Portfolio Sequential and

Assessment of Partial Assess-

Overall Set of ment of Individual Businesses

Opportunities

-»-

4 . Corporate Resolution of "Where to Go .

"

The C.E.O. and his senior corporate executives explicitly "close the

planning gap" by deciding on and communicating what should be the major

direction to go; which of the existing businesses to be relatively more

emphasized, which to be relatively less emphasized, and which will be the

explicit criteria for "filling the gap in terms of where to go" in terms

of searching for acquisitions. This process involves a relatively free-

flowing two-way interaction, when necessary, between the corporate and the

divisional levels in order to iteratively "close the gap. " The output of

the process is a relatively explicit statement of objectives for the cor-

poration, which also includes a statement of which business directions to

be emphasized, and which both qualitatively and quantitatively states

"where to go." This statement is explicitly communicated to the divisions.
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Rating

A class direction about where to go foi the company is decided upon and

comnunicated, including which business directions to relative en^hasize.

Clear Objectives No Objectives
Statement of "where Statement of
to go" "where to go"

I I I 1 1

5 4 3 2 1

Two. The Strategic Programming Process .

5. Divisional/Business Level Strategic Prograumning .

For each of the divisions does the corporate planning system provide

for a clear request to develop operational strategic programs for "how to

achieve" a particular set of goals. To what extent are these strategic

program alternatives being formulated as predominantly cross-functional

programs for internal development, as opposed to predominantly functional

"plans" (say, a "strategic" plan for mcirketing, manufacturing, R&D, etc.)?

Do these strategic programs have a clear strategic focus in mind in the

sense that they cire strategics for how to get to a particular position

for a business, for instance, for how to build a market share, or for

how to maintain a positon.

Rating

There is a development of predominantly cross-functional strategic progrcur.s

which lead to specific statements for how to operationalize the achievement

of a particular objective for a business.

Strong busi- Weak busi-
ness strategic ness strategic
programming programming

I 1 1 1 »
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6. Corporate Level Acquisition-Related Strategic Programming .

To what extent does the corporate planning system provide the C.E.O.

and the senior corporate executives with a clear set of objectives for in

what way to be searching after and evaluating acquisitions? To what extent

is the accpaisition activity done in close coordination with the general

thrust of the corporate strategic planning, in that acquisitions are made

within a context of chcinging the nature of the company's portfolio, in

accordance with outlined objectives? Does the staff group which handles

acquisitions work closely with the corporate planning group so that they

"understand" the corporate strategy, i.e., what "niches" to fill through

acquisition? Is the acquisition process "strategy-division" as opposed to

"opportunistics-driven?"

Rating

The acquisitions program is carried out in the context of the corporate

planning system, i.e., as one vehicle for "how to get there" in achieving

corporate portfolio goals.

Acqviisitions are Acquisitions are
done as part of done opportunistically
Plans and separate from plans
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7. Corporate Resolution of "How to Get There ."

To what extent does the corporate planning system facilitate an overall

corporate level senior management assessment of the varioas alternative

strategic programs that are being proposed by the divisions in order to

make a tentative commitment of resources to a set of programs that best

might facilitate progress towards the portfolio objectives of the company

as a whole? Are resources being tentatively caranitted to specific stra-

tegic programs at all? If so, are resources tentatively allocated in a

way that facilitates the implementation of a portfolio pattern? (This

would presumably also imply that existing programs' legitimacy would be

reviewed at certain intervals) . Is there a mechanism for interaction be-

tween the corporate and the division level in order to develop acceptable

divisional strategic program packages through iteration? Is an overall

tentative resource allocation "package" being arrived at, and, if so, is

this then being clearly communicated to the divisions?

Rating

The corporate planning system facilitates a tentative resource allocation

to strategic programs, and in a portfolio mode.

Definite Al- No Al-
location by Strategic location by Strategic
Program in Port- Program in Port-

folio Mode folio Mode

I ( 1 t •
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8. Preparation of Budgets (Action Programs) .

When operating budgets cire being prepared, to what extent does the

corporate planning system facilitate that the near-term operating mode

laid out will be consistent with the longer-term strategic mode of achieving

the strategic programs? To what extent are strategic resources (management

talents, money) accounted for in the near-term operating budget in such a

way that these resources in fact can be put to work to achieve a desired

strategic direction? Is there a clear statement of what will be a manager's

strategic responsibility in addition to the necu:-time accountability for

achieving the operating budget?

Rating

The operating budget is consistent with the thrust of direction set in

preceeding strategic program plans.

Operating budget Operating budget
is consistent is not consistent
with strategic with strategic
direction direction

t I I 1 I

5 4 3 2 1

9. Resource Allocation to Budgets .

To what extent are the corporate level senior management's resource al-

locations being taken in the spirit of being "fine-tuning" of the strategic

direction already earlier spelled out through the planning process? The

opposite of this would be that corporate management would pay strong
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attention to the approval of operating budgets amd/or capital budget pro-

posals in themselves, without tying these in with the strategic context.

Rating

The resource allocation decisions as paurt of the corporate management's

approval of the budgets are undertaJcen in such a way that they explicitly

attempt to achieve consistency with the longer term strategic plans.

Resource Allocations Resource Allocations
through Budget through Budget
Approvals are Taken Approvals are Not Taken
within Strategic within Strategic
Context. Context

Four. The Monitoring Stage

10. Monitoring against Short-Term Performance .

The coir(pany will probably have em elaborate management accounting

system in place, vrtiich in all likelihood will monitor deviations from the

budget in terms of actual versus projected sales, costs, profits and so on.

To what extent, however, is there a short-term monitoring which more spe-

cifically might give an indication of whether the company's strategies are

being implemented as planned. For instance, are short-term changes in

market share being monitored relatively frequently (more often than the one

time a year nesded for developing next year's plan)? Similarly, are changes

in sales growth monitored frequently enough so that it, together with a

measiire of inventory levels, cam provide an "early warning system" that

business plans may have to be changed? In terms of monitoring relevant

factors for the corporate portfolio strategy in particular, are the short-

term financial performance monitoring figures being consolidated that se-

nior corporate executives can get a picture of the overall pattern of
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portfolio effects, in turns of funds flow changes in particular.

Rating

To what extent is the short-term performance monitoring providing "early

warning" signals that the planned strategic direction of the firm might

have to be modified?

Short-term
monitoring
is highly
strategically
focussed

1—h

Short-term
monitoring
is not
strategically
focussed

-I

11. Monitoring Strategic Program Fulfillment Performance .

To what extent does the performance monitoring focus on the degree of

progress towards the attempt to fulfill the strategic programs that have been

decided on? In this respect are there a formalized set of measures of

progress towards certain milestones in completing a strategic program? Is

there a measurement of the degree of usage per strategic program during a

given period of time of strategic resources that have gone into the stra-

tegic program; over- or under-spending of investments, expenditures, man-

hours, etc.? Is there any formalized monitoring of any critical environ-

mental assumptions, which, if they have to be changed might jeopardize the

relevance of the strategic program (examples might be competitors' moves,

product innovations, technological breakthroughs, etc.)?
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Rating

To v^Mit extent does a formal monitoring effort attempt to measure the

progress towards the fulfillemnt of strategic progrcuns, i.e. of the degree

of strategy implementation fulfillment?

There is a There is not
clear, explicit clear, eacplicit
monitoring of monitoring of
strategy im- strategy im-
plementation plementation
fulfillment fulfillment

I t 1 I I

12. Monitoring Fulfillment of Objectives .

Thi! objectives of the company as a whole as well as those of the com-

pany's divisions and businesses can typically not be easily measured as such,

in the sense that while one might progress toweurds a goal one typically

seldom reaches it. We shall, however, be interested in measuring the de-

gree of progress towards a particulau: goal. Above all, to what extent do

the various environmental assxomptions that underline 2m objective hold up?

For instance, is the company systematically monitoring selected environ-

mental factors, such as major competitive moves, major technological in-

novations, energy price and/or supply trends, raw material prices and/or

supply trends, demographics trends, laLbor relations trends, inflation, in-

terest rate and/or currency change trends, political stability trend, and

so on, and also, is the company attempting to specifically assess the ef-

fects on its own objectives from changes in such factors? Are specific

environmental sccinning and measurement procedures developed for monitoring

any of these factors, including uncunbiguous assignment of management re-

sponsibility for carrying out such tasks?
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Rating

The monitoring of one's objectives' relevcince is explicitly carried out

in a way that emphasizes scanning of a selected set of environemntal phe-

nomenae judged to be particularly relevant as underlying assumptions for

the validity of the objectives.

There is an There is not an
explicit, in- explicit, in-
stitutional mon- stitutional mon-
itoring of se- toring of se-
lected environ- lected environ-
mental phenomenae mental phenomenae

I-

Five. The Incentives Stage

13. Incentivating with Respect to Budget Fulfillment Performance .

To what extent does the company incentivate a line manager, at an

organization level where at a minimum he is responsible for running a

Strategic Business Unit, in terms of a formal tie-in of part of his salary

(bonus) to achieving fulfillment of the budget? In this respect we want

to assess the extent to which such additional compensation, in case, is an

individual bonus, and also the degree to which it is being explicitly de-

termined as a variable function of budget fulfillment performance.



42

Rating

Individual mcmagement incentives eure explicitly tied in as a variaJsle

fxinction of budget fulfillment performance.

Incentives are
explicitly tied

in with budget
fulfillment
performance

Incentives are not
explicitly tied
in with budget
fulfillment
performance

H
1

14. Incentives with Respect to Strategic Program Fulfillment Perform£mce .

To what extent does the company incentivate a line manager, at an

organization level where as a minimum he is responsible for running a

Strategic Business Unit, in terms of formal tie-in of part of his salary

(bonus) to achieving specific "milestones" toweurds the fulfillment of

peirticular strategic programs? In this respect we want to assess the ex-

tent to which such additional compensation, in case, is an individual

bonus, and also the degree to which it is being explicitly determined as

a Veuriable function of strategic program milestone fulfillment perfor-

mcuice.

Rating

Individual managers' incentives are explicitly tied in as a variable func-

tion of strategic program milestone fulfillment performcmce.

Incentives are
ex[3licitly tied

in with strategic
program fulfill-
ment perfor-
mance

»- -i-

Incentives are
not tied in

with strategic
progr2un fulfill-

ment perfor-
mance
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15. Incentives with Respect to Objectives Fulfillment Performance .

To what extent does the company incentivate a line manager , at an

organization level where at a minimum he is responsible for running a

Strategic Business Unit, in terms of formal tie-in of parts of his salary

(bonus) to his degree of success in developing objectives that dynam-

ically are being revised and improved on in the phase of environmental

cheinges that create new opportunities and/or threats. In this respect we

want to assess the extent to which the executive is creative in developing

such continued strategizing reorientations and improvements as well as

being adequately alert to significant environmental changes. To what ex-

tent, in case, is the degree to which additional compensation is being

determined as a variable function of objectives-setting/improving per-

formance?

Rating

Individual managers' incentives are explicitly tied in as a variable func-

tion of objectives-setting/improvement performance.

Incentives are
explicitly tied
in with specific
objectives-setting/
improvement per-
formance

i

Incentives are
not tied in

with specific
objectives-setting/
improvement per-
formcince

.

-4

1

B. General Properties of the Corporate Planning System .

This second part of the general assessment of the design of the cor-

porate planning system attempts to judge whether the overall design of the

formal planning system is such that the task of developing plans can be

expected to be achieved. Thus, the following four assessments relate to
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general properties of the design of a "three by five" strategic planning

system, complementing the considerations about specific aspects of the

design of the planning system in part A.

16. "Con^ressing" of Planning Cycles .

In the "three by five" conceptual scheme for corporate pleinning a

distinction was made between one planning cycle attempting to establish a

unified set of objectives for the compemy and its pcurts, i.e., a sense of

"where to go," to be followed by a subsec[uent plemning cycle to develop

strategic programs for how to achieve the objectives, i.e. for "how to

get there." In many, memy corporate planning systems there will not be

two such distinctive pleinning cycles but rather one cycle (often called

the 5-yeau: planning cycle) , a critical question then being whether the

system can provide direction on both "where to go" as well as "how to

get there." Please assess the extent to which the planning system is

able to provide an adequate dual focus on both the development of objec-

tives as well as on development of strategic programs for implementing

these objectives. (This question is probably particularly critical in

instances where cycles one and two have been "truncated" into one)

.

Rating

To what extent does the corporate planning system provide for a dual
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objectives-setting and strategic programming focus despite the fact that

the planning activities are truncated into one cycle.

Clear dual Entirely blurred
objectives-setting or one-sided
and strategic objectives-setting
programming vs. strategic pro-
focus gramming

17. Role of Functions during Objectives-Setting .

The functions within the divisions of the company will typically

play a crucial role in the strategic programming effort in that it will

be combinations of specialized functional competences that will be needed

in order to come up with most strategic program alternatives. At the

objectives-setting stage, however, the role of the functions will probably

be much less profound and more informal given that the major focus will be

primarily on the general management related issues of "where to go," for the

corporate portfolio as well as each business. By providing strong and ex-

plicit emphasis on developing objectives for each function, then, the

overall business and/or portfolio adaptation processes might be jeopardized.

The resulting effect, instead, is that fragmented, partial, and inconsis-

tent objectives might develop.

Rating

To what extent does an explicit emphasis on functional objectives setting
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jeopcurdize the development of an overall general management focus on busi-

ness- and/or portfolio-objectives setting?

Functional involve-
ment in objectives-
setting is not
detrimental to
business and/or
portfolio
objectives-setting

+-

Functional involve-

ment in objectives-
setting is

detrimental to
business and/or
portfolio
objectives-setting,

H

18. Decision-Making Focus of Corporate Planning System .

The corporate planning system is intended primarily as a tool for

facilitating strategic decision-making within the company and its parts,

in such ways that strategic resources (funds, management talent, etc.)

can be allocated to facilitate strategic change in accordance with paths

set out for desirable strategic direction. To achieve a necessary decision-

orientation and commitment to planning can be frustrated by factors such

as lack of specific resolution of alternatives in the form of deciding on

a particular alternative at the culmination of each planning cycle ("lack

of narrowing down"), an inappropriate sequence of the steps in the planning

process in that, all or some of the planning cycles for objectives-setting,

strategic programming or budgeting might be carried out in parallel or in

reverse sequence. A third symptom of lack of decision-making focus might

be that there is an excessive degree of major forms of revisions, modifi-

cations and iterations of the type that involve going back and revising the

planning cycles that have preceeded the planning cycle one is presently at.

(Say, when time comes for approving the budget senior management find that

they not only deem the budget to be inadequate but also that the proceeding

objectives eind/or strategic programs will have to be revised.)
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Rating

To what extent does the corporate planning system which promotes a stra-

tegic decision-making focus, centered around the deployment of the company's

scarce resources?

The corporate planning
system is highly
decision-oriented
in its focus

5

The corporate planning
system is not
decision-oriented
in its focus

i

19. Logic and Clarity of Overall Corporate Planning Approach .

To what extent are the various elements of the corporate planning

process, cycles and/or strategic levels, tied together within a logical,

explicit, simple and understandably conceptual framework? In this re-

spect, are the various "bits and pieces" of the planning system logically

cuid consistently tied together? Are there "discontinuities" in the flow-

diagram for the planning process?

Rating

This is an overall
planning framework
which is logical
and consistent

-I-I-

This is not an overall
planning framework
which is logical
and consistent

-I

1

C. Linkages of the Elements of the Corporate Planning System .

This third part of the general assessment of the design of the cor-

porate planning system attempts to judge whether the linkages between the

various elements of the system are such that the task of developing a plan

can be achieved. Specifically we shall attempt to establish the roles of

three types of linkage design devices; timing linkage - the patterns of
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time-spending on Vcirious aspects of planning; organizational linkage -

the pattern of division of l£Lbor in carrying out the various aspects of

planning among various executive offices; and, content linkage - the

pattern of transformation of focus on planning substance from one cycle of

planning to another. We shall address the various linkage issues in terms

of their intended impact for adaptation as well as for integration. The

linkage devices might be designed to impact the corporate portfolio level

or the divisional business level.

20. Timing Linkage; Corporate Portfolio Level and Adaptation-Related .

(Time spent on Cycle One )

When making an assessment of the planning-related time-spending pat-

torn that the C.E.O. and his senior line corporate management will be

following, as dictated by the way that the corporate planning system has

been designed, please indicate the relative amount of time that this senior

mcuiagement group spends on the development of objectives, deciding "where

to go" (cycle one) compared with the time spent on development of strategic

programs and budgets, deciding on "how to get thero" (cycles two emd three)

.

Also, indicate the relative time that the C.E.O. cind his senior corporate

line management spend on being involved in aspects of monitoring progress

towards objectives versus towards strategic programs and budgets, these

aspects of monitoring being for instance, tracking of selected environmen'-al

factors, evaluating the potential significance of deviations of these,

and/or developing ways of modifying the compeiny's objectives.
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Rating

What is the relative amount of time that the C.E.O. and his senior cor-

porate line executives spend on highly adaptation-related aspects of plan-

ning, namely on objectives setting and objectives-fulfillment monitoring-

versus on the other aspects of planning?

A much higher A even rel- A much lesser
A mucn nigner

amount relative amount
relative amount ative amount

- 4..„„ ^^^„4-

of time spent of time spent of txme spent

on adaptation/ on adaptation/ on adaptation/

objectives- objectives- ob^ectives-

reiat^ aspects related aspects related aspects

of planning of planning of planning

H

21. Timing Linkage; Corporate Portfolio Level and Integration-Related.

(Time spent on Cycle Three )

When making an assessment of the planning-related time-spending pat-

tern that the C.E.O. and his senior line corporate management will be

following, as dictated by the way that the corporate planning system has

been designed, please indicate the relative amount of time that this senior

management group spends on the development of near-term budgets, (cycle three),

compared with the time spent on the development of objectives (cycle one)

and of strategic programs (cycle two). Also, indicate the relative time

that the C.E.O. and his senior corporate line managers spend on being in-

volved in aspects of monitoring progress towards budgets versus towards

objectives and strategic programs, these aspects of monitoring being for

instance, tracking of performance against budget, evaluating the potential

significance of selected budget deviations, and/or developing ways of mod-

ifying the company's budgets.
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Rating

What is the relative eunount of time that the C.E.O. and his senior cor-

porate line executives spend on highly integration-related aspects of

planning, namely on the setting of budgets and on monitoring of progress

towards budget fulfillment - versus on the other aspects of planning?

A much higher An even rel- A much lesser

relative amount ative amount relative amount
of time spent of time spent of time spent
on integration/ on integration/ on integration/
budget-related budget-related budget-related
aspects of plan- aspects of plan- aspects of plan-
ning ning ning

I
( 1 1 1

5 4 3 2 1

22. Timing Linkage; Divisional Business Level and Adaptation-Related .

(Time Spent on Cycle One )

When making an assessment of the planning-related time-spending pat-

tern that division managers will be following as dictated by the way that

the corporate planning system has been designed, please indicate the rel-

ative amount of time that a division manager spends on the development of

objectives, cycle one, compared with the time spent on development of

strategic programs and budgets, cycles two and three. Also, indicate the

relative time that the division manager spends on being involved in as-

pects of monitoring progress towards objectives versus towards strategic

programs cuid budgets, these aspects of monitoring being for instance,

tracking of selected environmental factors, evaluating the potential sig-

nificance of deviations of these, and/or developing ways of modifying the

business' objectives.
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Rating

What is the relative amount of time that a division manager spends on

highly adaptation-related aspects of planning, namely on objectives setting

and objectives-fulfillment monitoring - versus on the other aspects of

planning?

A much higher
relative amount

of time spent

on adaptation/
objectives-
related aspects
of plcinning

An even rel-
ative amount
of time spent
on adaptation/
objectives-
related aspects

of planning

»-

A much lesser
relative amount

of time spent

on adaptation/
objectives-
related aspects
of planning

—I

23. Timing Linkage; Divisional Business Level and Integration-Related .

(Time Spent on Cycle Three)

When making as assessment of the planning-related time-spending pat-

tern that a division manager will be following, as dictated by the way that

the corporate planning system has been designed, please indicate the rel-

ative amount of time that the division manager spends on the development

of near-term budgets (cycle three) , compared with the time spent on the

development of objectives (cycle one) and on strategic programs (cycle two)

.

Also, indicate the relative amount of time that the division manager spends

on being involved in aspects of monitoring progress towards budgets versus

towards objectives and strategic programs, these aspects of monitoring

being for instance, tracking of performance against budget, evaluating ,

the potential significance of selected budget deviations, and/or developing

ways of modifying the division's budget.
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Rating

What is the relative amount of time that a division manager spends on

highly integration-related aspects of planning, namely on the setting of

budgets and on monitoring of progress towards budget fulfillment- versus

Oil -';« other aspects of planning?

A much higntr
relative amount
of time spent
on integration/
budget-related
aspects of

planning

An even rel-
ative sunount

of time spent
on integration/
budget-related
aspects of
planning

H h

A much lesser
relative amount
of time spent
on integration/
budget-rel ated
aspects of
plcuining

-I

24. Organizational Linkage. Corporate Plannner versus Corporate Con-

troller .

The corporate planner (the executive who is responsible for the de-

sign, maintenance and implementation of the corporate planning system)

might also be responsible for the budgeting and monitoring functions.

Please assess the extent to which he is at a much higher level of orga-

nizational prestige and influence than the corporate controller.

Rating

The corporate plnaner is ranked organizationally more/less influential

than the corporate controller.

The corporate
planner is

much more
influential

The corporate
plamner and
controller have
about equal influence

The corporate
controller is

much more
influential

4
-L.

2 1

-1
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25. Organizational Linkage. Corporate Planner's Responsibility of In-

centive Schemes .

The corporate planner may or may not have direct responsibility for

managing all or part of the management incentive scheme. Please assess

the extent to which he is responsible for managing and administering all

or part of the management incentives.

Rating

The corporate planner is also responsible for managing all or part of the

management incentive system.

The corporate
planner is

heavily re-
sponsible
for the
management
incentive sys-
tem

The corporate
plcuiner is

somewhat re-
sponsible for

the management
incentive sys-
tem

The corporate
plcinner is

not responsible
for the man-
agement in-

centive sys-
tem

4 3 2 1

-I

26. Content Linkage - Past vs. Present Plans .

Last year's (and previous years') planning documents might to a larger

or lesser degree be referred back to when this year's plans are being de-

veloped and/or reviewed. Please assess the extent to which previous years'

plcuis are being of influence as vehicles for questioning changes in di-

rection, checking unrealistic assumptions, etc.
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Rating

The previous years' planning documentation is being referred to exten-

sively when this year's plans are being developed/reviewed, and the present

plans are extensively being reconciled with the past ones.

Past plans Past plans Past plans
are extensively £u:e playing are not playing
influencing some influence much influence
present plans on present plans on present plans

5 4 3 2 1
I 1 1

27. Content Linkage - Executives' Roles in Past Planning

There typically is a relatively small niamber of medium- to senior-

level line executives in a company that are de facto responsible for most

of the strategic decisions that are being taken as part of the planning

process. Many of these executives were also instumental in strategic de-

cisions associated with planning in the past. To what extent is an execu-

tive, formally or informally, being held responsible for his past "track

record" of strategic decisions, i.e. "have to live with" his past successes

and/or failures?

Rating

A manager's substantive involvement with planning decisions in past years'

plcuining efforts rate heavily as part of his image and esteem in the com-

pany.

The past years' The past years' The past years'
planning perfor- planning perfor- planning perfor-
mance by the mcmce by the mance by the
manager rate manager rate manager rate
heavily in his somewhat in his little in his

career career career

5 4 3 2 1
L.

_» L
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Section IV

Line Managers' Perceptions about the Corporate Planning System.

The following questions should be asked by line managers, either at

corporate level (ideally the C.E.O.) or/and at the division level (ideally

the division vice president) . You may also want to ask this set of ques-

tions to general managers at the group level (ideally the group vice

president) and at the Strategic Business Level (ideally the SBU manager)

.

For comparison reasons the questions asked from all the line managers,

the "users" of the corporate planning system, will be the same; please

stress that each manager should answer from the perspective of his own

organization unit and not the entire company. Please complete a separate

scoring sheet for each line manager that you get access to for an inter-

view. Please make sure to determine title and position for each subject

interviewed (president/C.E.O. ; group vice president; division vice pres-

ident; SBU manager).

1-A. Needs for Objectives-Setting .

To what extent do you feel that there is a strong need for frequent

modifications and/or changes in the objectives of your organizational unit.

due to such reasons that new opportunities and/or threats seem to emerge

frequently, so that such changes in the environment make it difficult to

develop a set of objectives, a strategy for where to go, which might have

been much more permanent. You should attempt to assess your need for
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more frequent objectives-setting/revision as a function of the degree of

environmental change in your relevant environment, compared with other

orgar.l>ations you might think of.

The needs for
frequent revisions
of objectives is

Very High High Medium Low Very Low

I 1 I » I

5 4 3 2 1

1-B. Assistance from Corporate Planning System in Objectives-Setting .

To what extent do you feel that the corporate planning system is

useful in facilitating your efforts to develop useful objectives for your

organization unit, to help you respond meaningfully to your needs? In this

respect what is useful is probably a system which allows you to focus on

the relevant issues, variables, data and measurements and with a meaningful

degree of detail. It is probably neither useful to either have to work

with a planning system which focusses on an irreleveint set of issues, vari-

ables, data and measurements, and/or goes in too little detail, or, al-

ternatively, to work with a system which is too elaborate for the task in

terms of detail and complexity of data to be generated and issues and

analyses that have to be considered.

irporate planning The corporate planning The corporate planning
1 is too elabo- system is well-suited system is inadequate
or the objectives- for the objectives- for the objectives-
ig task that we setting task that we setting task that we

have have

xjwering" "Appropriate" "Inadequate"

1 1 "
1

4 3 2 1
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2_A. Strategic Programming Needs .

TO what extent do you feel that there is a strong planning need for

developing new strategic programs, maintaining existing programs and re-

inforcing an emphasis on "how to get there." You should attempt to assess

your need for more emphasis on strategic programming as a function of the

degree of complexity in the task of developing new strategic programs, both

in terms of exposure to environmental turbulence as well as in terms of

internal interdependences, and compare yourself with other organizational

units you might think of.

The needs for

strategic pro-

gramming is

Very High High Medium Low Very Low

I

5 4

, , r

3 2

2-B. Assistance from Corporate Planning System in Strategic Programming .

To what extent do you feel that the corporate planning system is

useful in facilitating your efforts to develop useful strategic programs

for your organizational unit, to help you respond meaningfully to your

needs? In this respect what is useful is probably a system which allows

you to focus on the relevant issues, variables, data and measurement and

with a meaningful degree of detail. It is probably neither useful to

either have to work with a planning system which focusses on an irrelevant

set of issues, variables, data and measurements, and/or goes in too little

detail, or, alternatively, to work with a system which is too elaborate for
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the task in terms of detail and complexity of data to be generated and

issues and analyses that have to be considered.

corporate planning
Bm is too elcibo-

for the stra-

p progrcuiming

that we have

rpowering"

The corporate planning
system is well suited
for the strategic pro-
gramming task that
we have

"Appropriate"

3

The corporate plamninc

system is inadequate
for the strategic pro-

gramming task that
we have

" Inadequate

"

1

3-A. Needs for Budgeting .

To what extent do you feel that there is a strong need for an in-

tegration and coordination of the diverse aspects of your ongoing activ-

ities, and consequently to rely extensively on the use of budgets as

"action plan" vehicles, so that efficient operations can be achieved?

You should attempt to assess your need for more emphasis on and reliance

on budgets as a function of the degree to which your internal strengths

and/or wealcnesses need to be coordinated/integrated, again comparing

yourself with other organizations you might think of.

The need for
strong emphasis
on budgeting is

Very High High Medium Low Very Low

3-B. Assistance from the Budgeting Segment of the Corporate Planning
System in Achieving Budgets .

To what extent do you feel that the budgeting segment of the cor-

porate planning system is useful in facilitating your efforts to develop

useful budgets for your organization unit, to help you respond meaningfully

to your needs? In this respect what is useful is probably a system which
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allows you to focus on the relevant issues, variables, data and measure-

ments and with a meaningful degree of detail. It is probably neither

useful to either have to work with a planning system which focusses on

an irrelevant set of issues, variables, data and measurements, and/or

goes in too little detail, or, alternatively, to work with a system which

is too elaborate for the task in terms of detail and complexity of data

to be generated and issues and analyses that have to be considered.

The budgeting sys-

tem is too elc±K5-

rate for the task

of development of

budgets that we

have

"Overpowering"

The budgeting sys-

tem is well suited

for the task of

development of

budgets that we

have

"Appropriate"

The budgeting sys-

tem is inadequate

for the task of

development of

budgets that we

have

"Inadequate"

-T

4

T-

3

—r-

2 1

4-A. Needs for Monitoring of Progress towards Objectives Fulfillment -

Environmental Factor Monitoring .

To what extent do you feel that there is a strong need for a monitoring

of progress towards objectives, say by focussing primarily on selected en-

virnomental factors so that objectives can be modified more quickly when

needed. You should attempt to assess your need for more emphasis on moni-

toring environmental factors as a function of the degree of change that

seem to be taking place in your relevant environment, again comparing yourself

with other organizations you might think of.

The need for

monitoring en-

vironmental
factors is

Very High High

T
4

Medium

—I

3

Low

—I

2

Very Low
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4-B. Assistance from the Corporate Planning System in Monitoring Progress
towards Objectives/Environmental Factors .

To what extent do you feel that the monitoring/control system segment

of the corporate plcinning system is useful in facilitating your efforts in

monitoring developments in relevant environmental factors for assessing

the continued relevance of your objectives, i.e. to help you respond mean-

ingfully to your needs? In this respect what is useful is probably a sys-

tem v^ich allows you to focui' on the relevant issues, variables, data and

measurements and with a meeuixngful degree of detail. It is probcdsly

neither useful to either have to work with a pleuining system which focusses

on an irrelevant set of issues, variables, data and measurements, and/or

goes in too little detail, or, alternatively, to work with a system which

is too elaborate for the task in terms of detail and complexity of data

to be generated and issues ar.d analyses that have to be considered.

lonitoring/

•ol system
KD elaborate
Jhe task of
loring en-
imental

)rs that
.ve

•powering"

The monitoring/
control system
is well suited
for the task of
monitoring en-
vironmental
factors that
we have

"Appropriate"

—r-

4 3

The monitoring/
control system
is inadequate
for the task of
monitoring en-
vironmental
factors that
we have

"Inadequate"

I

5-A. Needs for Monitoring of Progress towards Budgets Fulfillment .

To what extent do you feel that there is a strong need for a moni-

toring of progress; towards budgets, say be focussing primarily on selected

budget deviation factors, so that the budgets can be modified more quickly



61

when needed. You should attempt to assess your need for more emphasis on

monitoring budget deviation factors as a function of the degree of broader

change that may occur in your internal operations as a consequence of se-

lected changes in your budget assumptions, again comparing yourself with

other organizations you might think of.

The need for
monitoring
budget ful-
fillment
progress is

Very High High Medium Low Very Low

I
1 1 1

1

5 4 3 2 1

5-B. Assistance from the Corporate Planning System in Monitoring Progress
towards Budgets .

To what extent do you feel that the monitoring/control segment of

the corporate planning system is useful in facilitating your efforts in

monitoring relevant developments towards the fulfillment of the budget,

i.e. to help you respond meaningfully to your needs? In this respect what

is useful is probably a system which allows you to focus on the relevant

issues, variables, data and measurement and with a meaningful degree of

detail. It is probably neither useful to either have to work with a plan-

ning system which focusses on an irrelevant set of issues, variables, data

and measurements, and/or goes in too little detail, or, alternatively, to

work with a system which is too elaborate for the task in terms of detail
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and complexity of data to be generated and issues and analyses that have

to be considered.

[xanitoring/

:ol system
X3 elaborate
:he task of
:oring the

It fulfill-
factors
we have

TXDwering"

The monitoring/
control system
is well suited
for the task of

monitoring the
budget fulfill-
ment factors
that we have

"Appropriate

"

1

The monitoring/
control system

is inadequate
for the task of
monitoring the
budget fulfill-
ment factors
that we have

"Inadequate"
1

6-A. Needs for Management Incentivating towards Objectives Fulfillment.

To what extent do you feel that there is a strong need towards for-

mally incentivating managers like yourself towards attempting to fulfill

long-term objectives-achieving performance? You should attempt to assess

your need for more emphasis on long-term management incentives as a func-

tion of your company's dependence on systematically following a long-term

objectives-fulfillment strategy, again comparing yourself with other or-

ganizations you might think of.

The need for

management in-

centives tied
into long-
term objec-
tives ful-
fillment
attempts is

Very High High Medium low

T
2

Very Low
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6-B. Assistance from the Corporate Planning System in Incentivating
Mcinagement Performance towards Long-Term Objectives Fulfillment .

To what extent do you feel that the management incentives segment

of the corporate planning system is useful in facilitating your efforts

to incentivate managers such as yourself towards attempting to bring about

progress towards long-term objectives fulfillment? In this respect what

is useful is probably a system which allows you to focus on the relevant

issues, variables, data and measurements and with a meaningful degree of

detail. It is probably neither useful to either have to work with a plan-

ning system which focusses on an irrelevant set of issues, variables, data

and measurements, and/or goes in too little detail, or, alternatively, to

tirork with a system which is too elaborate for the task in terms of detail

and complexity of data to be generated and issues euid analyses that have

to be considered.

The Management
Incentives Sys-
tem is too elab-
orate for the
task of incen-
tivating man-
agers towards
long-term
objectives
fulfillment

"Overpowering"

The Management
Incentives Sys-
tem is well suited
for the task
of incentivating
managers towards
long-term ob-
jectives ful-
fillment

'Appropriate'

The Management
Incentives Sys-

tem is inadequate
for the task
of incentivating
managers towards
long-term ob-
jectives ful-
fillment

'Inadequate"

1—r-

4 2
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7-A. Needs for Mcuiagement Incentivating towards Budget Fulfillment .

To what extent do you feel that there is a strong need towards for-

mally incentivating mamagers like yourself towards attempting to fulfill

shorter-term budgets-achieving performance? You should attempt to assess

your need for more emphasis on shorter-term management incentives as a

function of your company's dependence on systematically emphasizing a

shorter-term budgets fulfillment strategy, again comparing yourself with

other organizations you might think of.

The need for
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data and measurements, and/or goes in too little detail, or,

to work with a system which is too elaborate for the task in

detail and complexity of data to be generated and issues and

that have to be considered.

The Management
Incentives Sys-

tem is too elab-

orate for the

task of incen-

tivating man-

agers towards

shorter-term
budget ful-

fillment

Overpower ing

"

The Management
Incentives Sys-

tem is well
suited for the

task of incen-

tivating man-
agers towards
shorter-term
budget ful-
fillment

"Appropriate"

alternatively,

terms of

analyses

The Management
Incentives System

is inadequate
for the task of

incentivating
managers towards

shorter-term
budget ful-

fillment

"Inadequate"

—f-

4 3
1

8-A. Needs for Strategic Resource Allocation Focus .

To what extent do you feel that there is a strong need for empha-

sizing a focus on how to allocate the company's critical strategic re-

sources - funds, skilled management talent, and so on - as part of your

company's corporate planning activities. You should atten^t to assess

your need for more emphasis on critical resource allocation choices as a

function of the degree of shortage of such shortages in your firm, again

comparing yourself with other organizations you might think of.

The need for

a heavy focus
on strategic
resource al-
location de-
cisions as

part of your
planning is

Very High High

"1

4

Medium

—I

3

Low

-\

2

Very Low

—I

1
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8-B. Assistance from Corporate Planning in Strategic Resource Allocation .

TO what extent do you feel that the corporate planning system is

useful in facilitating your efforts to make useful strategic resource al-

location decisions? In this respect what is useful is probably a system

*rtiich allows you to focus on the relevant issues, veuriables, data and

measurements and with a meaningful degree of detail. It is probably neither

useful to either have to work with a planning system which focusses on am

irrelevant set of issues, variables, data and measurements, and/or goes

in too little detail, or, alternatively, to work with a system which is

too elaborate for the task in terms of detail and complexity of data to

be generated and issues cuid analyses that have to be considered.

orporate
,ing Sys-
s too
irate for

trategic
rce al-
ien task

powering"

The Corporate
Planning Sys-
tem is well
suited for
the strategic
resource al-
location task

"Appropriate

"

The Corporate
Planning Sys-
tem is inadeqviate

for the strategic
resource al-
location task

'Inadequate"

1^

2

1

9-A. Need for Energy Focus in Planning .

To what extent do you feel that there is a strong need for am ex-

plicit emphasis on energy-related assumptions when it comes to your stra-

tegic planning, in the form of energy's role as explicit assumptions un-

derlying the strategies you are following? You should attempt to assess

your need for more explicit emphasis on energy-related assunptions in your

planning as a function of the degree of exposure that you feel your
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organization's strategies is having to shift in this factor in your en-

vironment, positive as well as negative. Again, compare yourself with

other companies you might think of.

The need to

focus on

energy as

critical
environ-
mental
assump-
tions in

planning
is

Very High High Medium Low Very Low

r"

5

-I T-

4 3

-I 1

2 1

9-B. Assistance from the Corporate Planning System in Incorporating

Energy-Related Assumptions in Your Strategic Planning.

To what extent do you feel that the corporate planning system is

useful in facilitating your efforts to incorporate an energy-related out-

look and assumptions in your planning? In this respect what is useful is

probably a system which allows you to focus on the relevant issues, vari-

ables, data and measurements, and/or goes in too little detail, or, al-

ternatively, to work with a system which is too elaborate for the task in

terms of detail and complexity of data to be generated and issues and
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cinalyses that have to be considered.

Corporate
ning System

oo elaborate
the task of
rporating
gy-related
es in the

tegic plans

rpowering"

The Corporate
Planning System
is well suited
for the task of

incorporating
energy-related
issues in the
strategic plans

"Appropriate"

4

The Corporate
Planning System
is inadequate
for the task of
incorporating
energy-related
issues in the

strategic plans

"Inadequate"

10-A. Need for a Firm Management of the Direction that the Corporate Plan-

ning System is Going .

To what extent do you feel that there is a strong need for a firm

and managed sense of direction for the direction in which the corporate

planning system should be developed, so that a useful focus Ccin be main-

tained for how to improve on the planning system. You should attempt to

assess this based on your feeling about how well an adequate managerial

focus is being put on and strong enough meinagerial talent is being allocated

to developing the corporate planning system.

The need for a

strong focus
on managing
the planning
system; "a

plan for plan-
ning" is

Very High High Medium Low Very Low

4

—

»

1
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10-B. Assistance from the Corporate Planning System in Developing a

Sense of Direction for the System's Own Development .

To what extent do you feel that the corporate planning system has

provided for an "institutionalization" of its own development plan, so

that new aspects of planning seem to be provided for in an orderly way

and that useless "underbrush" is being "weeded out" of the planning sys-

tem? In this respect what is useful is probably a system which allows you

to focus on the relevant issues, Vcurieibles, data and measurement and with

a meaningful degree of detail. It is probably neither useful to either

have to work with a planning system which focusses on an irrelevant set

of issues, variables, data and measurements, and/or goes in too little

detail, or, alternatively, to work with a system which is too elaborate

for the task in terms of detail and complexity of data to be generated and

issues and analyses that have to be considered.

The "Plan for The "Plan for The "Plan for
Planning" is Planning" is Planning" is
too elaborate well suited inadequate
for the task of for the task of for the task of
managing the managing the managing the
evolution evolution evolution
of the Cor- of the Cor- of the Cor-
porate Plan- porate Plan- porate Plan-
ning System ning System ning System

Overpowering" "Appropriate" "Inadequate"

r r 1 • ^

5 4 3 2 1
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Section V

Approaches to Specific Aspects of Planning: Energy's Role in Planning ;

Management Incentive Schemes; Plan for Planning .

In this section we shall discuss the three specialized topical areas

that aure pcirt of this study, namely energy's role in planning, the role

of management incentives schemes, and the management of the "plem for

planning" effort- ^k^st of the questions raised should be addressed to

the corporate pleinner; however, the corporate planner might direct the

researcher to other staff members who might specialize in the topical

areas in question, and that the corporate pleinner therefore deems it

useful for the researcher to see. Please notice that a substantial part

of the information that will be needed for the analysis of the three top-

ical areas of concern has already been asked in previous sections; hence,

given that we do not want to be repetitious, it should not confuse you that

this section might appear to be "incomplete."

A. Energy - Portfolio Level

This section (Question groups 1-4 below) refers to the corporate portfolio

level's handling of energy as a factor in its planning. All questions

should be interpreted from a portfolio perspective.

1. To what extent has the energy situation resulted in revisions in your

own portfolio strategy:

a) Acquisition of new businesses and/or divestiture .

- To what extent has the energy situation resulted in the

acquisition of businesses where energy-considerations would be

a major attractiveness concern.

. Number of energy-related acquisitions (1971-76) = 0,

Total number of .icquisitions (1971-76)
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. Number of planned energy-related acquisitions (1977-81 ) = 0,

Total number of planned acquisitions (1977-81)

b) Shifts in resource allocation (be as specific as you can)

- To what extent has your energy-related products/services gotten

a larger share of your corporation's capital investment funds?

. Allocated capital resources to energy-based business (1971) = 0,

Allocated capital resources to all businesses (1971)

. Allocated capital resources to energy-based businesses (1976) = 0,

Allocated capital resources to all businesses (1976)

. Allocated capital resources to energy-based businesses (planned 1981)

Allocated capital resources to all businesses (planned 1981)

c) To what extent has corporate allocation of R&D been shifted towards

energy related issues?

. Allocation of Corporate RSD to energy-related projects (1971) = 0,

Allocation of All Corporate R&D (1971)

. Allocation of Corporate R&D to energy-related projects (1976) = 0,

Allocation of All Corporate R&D (1976)

. Allocation of Corporate RSD to energy-related projects (planned 1981)

Allocation of All Corporate R&D (planned 1981)

d) To wliat extent has there been a consolidation/strengthening cf the

corporate level's role in the purchasing of energy?

i) The energy purchasing function has been centralized

ii) The energy purchasing function remains more or less as before

iii) The energy purchasing function has been decentralized
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2. To what extent has your plan developed an explicit outlook or forecast of the energ

situation in the years to come? •
.

a) As part of your plan, done each year Yes No

b) Done on an ad hoc basis, special study Yes No

c) Qualitative outlook only vs. quantitative forecasts too

Qualitative Quantitative too

d) Number of man-hours involved in developing forecast: hours

3. To what extent do you monitor the progress of your forecast during the

year between preparation of plans:

a) Government energy legislation i) No formal monitoring

li) Monitoring, no changed forecast

iii) Monitoring, changed forecast

b) International political i) No foimal monitoring

situation li) Monitoring, no changed forecast

iii) Monitoring, changed forecast

c) Changes in energy industry's i) No formal monitoring

technology, raw material base, ii) Monitoring, no changed forecast

supply iii) Monitoring, changed forecast
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4. To what extent do you have prepared contingenc/ actions in your plans

which call for modifications if the energy supply should change.

a) The acquisition program, if energy forecast changes

- To be scaled up ( specific contingency plans)

- To be scaled down (specific contingency plans)

- No specific change in plans have been developed

b) The capital resource allocation plan, if energy forecast changes

- To increase emphasis on energy-based businesses

(specific contingency plans)

- To decrease emphasis on energy-based businesses

(specific contingency plans)

- No specific contingency change in plans have been developed

c) The R&D plan for energy-related funded projects.

- To increase emphasis on energy-based businesses

(specific contingency plans)

- To decrease emphasis on energy-based businesses

(specific contingency plans)

- No specific contingency change in plans have been developed
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B. Energy - Business Level .

This section (Question groups 1-4 below) refers to the divisional business

level's handling of energy as a factor in its planning. All questions

should be addressed for each of the divisions that the researcher has

gotten access to and interviewed in Section IV. The corporate planner,

however, can probably provide most of the answers on behalf of the divi-

sions in question.

1. To what extent has the energy situation resulted in revisions in your

own business strategies:

a) New or modified products or services offered (adaptation) ;

- how many energy-related product changes of some substance and/or

new products introduced? (relative to the rest of your product

line) . Are the "energy-driven" product/process changes

substantial, reflecting a substantially different business

attractiveness setting? To what extent does your plan anticipate

such changes?

. number of significant modifications on your product line and/or

additions to your product line with energy related improvement

features, relative to your overall product line.

. energy-related changes in product line (1971-76) =

number of products in line today

. ^planned energy-related changes in product line 1971-81 =

number of products in line today

b) Changes in own processes (integration) ;

- to what extent has own production processes been modified so as

to save energy (raw material, conservation) and also so as to

institute conservation approaches across your division? What is

the energy cost fraction as a percentage of sales today vs. five
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year ago? What does your plan anticipate?

1971 enercfY costs of division (raw material, process, accessory) = 0,

1971 sales

1976 energy costs of division (raw material, process, accessory) = 0,

1976 sales

1981 energy costs of division (raw material, process, accessory) = 0,

1981 sales

To what extent has your plan developed an explicit outlook of the energy

situation in the years to come?

a) As part of your plan, done each year Yes No

b) Done on an ad hoc basis, special study Yes No

c) Qualitative outlook only vs. quantitative forecasts too

Qualitative Quantitative too_

d) Number of man-hours involved in developing forecast: hours.

3. To what extent do you monitor the progress of your forecast during the

year between preparation of plans:

a) Government energy legislation i) No formal monitoring

11) Monitoring, no changed forecast_

iii) Monitoring, changed forecast

b) International political situation i) No formal monitoring

11) Monitoring, no changed forecast_

iii) Monitoring, changed forecast

c) (Sianges in energy industry's i) No formal monitoring

technology, raw material base, ii) Monitoring, no changed forecast,

supply iii) Monitoring, changed forecast

4. To what extent do you have prepared contingency actions in your plans

which call for modifications if the energy supply should change.

a) New or modified products and/or services offered in case of changed

forecasts:
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i) to be held ready for introduction Yes No

ii) to be withdravm from product line Yes No

ill) no explicit planned modification of products previous

b) Changes in Own Processes in case of changed forecasts ;

1) to be held ready for introduction Yes No

11) to be scaled down or closed Yes No

ill) no explicit planned modification of process

C. Management Incentives

1. To what extent does the C.E.O. get involved in deciding on the incen-

tives for the senior corporate line executives and division managers?

To a large To some Virtually not

extent, the extent at all
process is run
by the C.E.O.

5 4 3 2 1
» ( 1 I I

2. To what extent are incentives for the division managers and/or SBU

managers based on an explicit, corporate-wide formula which delineates

the criteria for earning incentives?

Based on an Based on no
explicit formula explicit formula

at all

5 4 3 2
* 1 1 l_
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3. To what extent are incentives for the division managers and/or SBU

managers given for progress towards longer-term strategic goals versus

for progress towards shorter-term budget fulfillment?

Relatively heavily
based on progress
towcurds strategic
goals; relatively
little on progress
towards short-term
budgets

Relatively heavily
based on progress
towards short-term
budgets; relatively
little on progress
towcurds strategic
goals

4
I J.

2 1
-I

4. To what extent does the corporate planning department become involved

in the administering of the scheme for incentives?

The corporate
planner is

heavily and
formally in-
volved

The corporate
planner is informa]

and loosely involve

only

4
-1_

1

J

D. Managing the Evolution of the Corporate Planning System .

1. To what extent does the C.E.O. (or some of his closest corporate line

associates) get involved with issues relating to modifying and improving

the corporate planning system, thus, signifying that he is relatively

closely familiar with the way the corporate planning system is struc-

tured and functioning.

A strong in-
volvement and
continuing in-
terest

Not involved
in the system
design/modificatior
at all

4 3 2
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2. To what extent does there exist an overall plan, formal or informal,

for the evolution of the company's overall strategic systems , broadly

defined (planning, budgeting, monitoring, incentivating) , and, also, to

what extent is there a particulcu: staff executive in the corporation

that would be responsible for improving or maintaining the effectiveness

of such an overall system?

There is a clear There is no clear

overall focus of overall focus of

evolution of the the evolution of the

broad strategic broad strategic
system, and with system; no single

one executive in executive is in

charge chcurge

5 4 3 2 1
« 1 1 I I

3. To what extent does there exist an overall plan, formal or informal,

for the evolution of the company's corporate planning system, narrowly

defined (excluding budgeting, monitoring, incentivating) , and, also, to

what extent is there a particular staff executive in the corporation

that would be responsible for improving or maintaining the effectiveness

of the corporate planning system?

There is a clear There is no cleeir

overall focus of overall focus of

evolution of the the evolution of the

corporate planning corporate planning
system, and with system; no single
one executive in executivt is in

charge charge

5 4 3 2 1
I 1 1 I I
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4. To what extent do initiatives and inputs from the line influence the

modification and improvemjnt of the corporate planning system, specific

suggestions for improvement as well as complaints cdxjut aspects of the

present system?

The line is

heavily in-
fluential on
the evolution
of the corporate
planning system

The line is not
influential at
all on the evoluti

of the corporate
plcuining system

5 4 3 1
-I
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Section VI

Outline of Structure of Data Analysis .

In this section we shall give an outline of the structure of the data

analysis. The purpose of this is to provide the researcher with a better

understanding of how the data gathered in the various sections will be

interpreted together as an overall analytical effort.

The analysis will be based on our overall sample of companies. Each

company, thus, is a case . The analysis of a case consists of three major

segments; an assessment of the pattern of "objective" needs and capabilities

for planning, based on Sections II and III; an assessment of line managers'

perceptions about planning needs and capsibilities, based on Section IV; and

an assessment of the interrelationships between our three specific topic

areas (energy, incentives, plan for planning) and the situational settings

(Section V)

.

A. Outline of the "objective" needs - capability analysis .

1. The planning needs analysis .

The planning needs analysis establishes the needs for adaptation as

well as for integration both at the corporate as well as at the divisional/

business level. At the corporate level an index of adaptive needs (and

another index for integrative needs) will have a span in numerical value

between 24 (high) and 8 (low) . This can be broken down into two com-

ponents, one which measures the needs stemming from the financial strategic

position of the firm (pp. 16-17) with a span in values between 12 (high)

and 4 (low) , and another component which measures changes in the compo-

sition of the corporate portfolio structure (p. 20) , again with a span

between 12 and 4. The financial position need sub-index also can be



81

broken dovm into two components, one which relates to the needs due to the

present position itself and one that relates to the needs due to the finan-

cial position to be plemned for, each of these sub-indexes taking numerical

values from 6 (high) to 2 (low) . Each of these sub-indexes can finally be

split into two components; in the case of the present financial strength

sub-index, this can be broken into one element which assesses the strength

itself and another which assesses the degree of change in this position,

each of these svib-indexes taking numerical values from 3 (high) to 1 (low) .

In the following exhibit give the structure of decomposition of the corporatu

portfolio level adaptation needs and integration needs indexes.
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At the division level there is also an index which measures the over-

all planning needs. The structure of this index is composed as follows,

with the ranges of the numerical values of the s\ib-indexes given in the

brackets.

(11-8)

I

'PL ANUe D
Pos/r/oA/

a 2)

(Z-l) (3-1)

FtUANCI^L

(Z-I)

^fAj Fin,

VoS.lTtC*J

(t-l)

Toiiriof^

FROM rAiT

To TJiBit^f

t^ IN

^AL£1

(I'D
"Profit,

(Z'l)
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2. The Capability Analysis, the Corporate Planning System .

The corporate plamning system consists of several design elements

that taken together are intended to have peurticular effects on the overall

system's capabilities. These factors fall into three groups, the way we

have stated them in Section III, namely, design items of the system

(items 1-15) , general requirement items for proper systems design (items 16-19)

,

and linJcage items for holding the system together (items 20-27). The

following table provides an indication of how we expect each of these 27

items to impact the corporate and/or division level's capability for ad-

aptation amd/or integration. We shall use this table as a basis for devel-

oping indexes of adaptation and integration capabilities.

Numbering Corxesp. to Section III)

e C.E.O. 's initiation of process

sessment of business opportunities

i/or threats.

Corporate

Adaptation

\^

Integration

Divisional/Business

Adaptation Integration

rtfolio view of "where" to go

rporate resolution of "where"

go \^ ^
v./Bus. level strat. programming

rp. level acquisition-related
rat. progrm.

rp. resolution of "how to get
ere."

eparation of budgets

^
IX-

source allocation to budgets v^
nitoring against short-term
rf. ^^
nitoring strategic progr.
ilfillm.

initoring fulfillm. of objec-

.ves y i/
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I J, Incentives tied to budget fulfillm.

L4.
Incentives tied to strat. progrm.

fulfilIn.

5. Incentives tied to obj. fulfillm.

.6. "Compressing" of planning cycles

7. Role of functions during obj.-

setting

JB, Decision-making focus of corp.

ping. syst.

.9. Logic/Clarity of overall plug
approach

!0. Timing Linkage: Corp. /Adapt.

!1. Timing Linkage: Corp./Integr.

12. Timing Linkage: Div. /Adapt.

U^
^
^
u/^

^
>y

l^

t/

V^

V^
;3. Timing Linkage: Div./Integr.

14. Org. Linkage: Planner-Controller / •s.

!5. Org. Linkage: Planner-Incentives ^ ^S.

1 IM '"^^ ' '

16. Content Linkage: Past-Present
plans

V^ •i.

^
17. Content Linkage: Executives'

accountability
^

iub Total, Design Step Items (1-15)

iub Total, General Req- Items (16-19)

Iub Total, Linkage Items (20-27)

total

6

4

3

13

5

3

3

11

5

4

4

13

6

3

4

13
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B. Outline of the Users' Perceptions Analyses

Section IV indicates the perceptions of line memagers about plemning

needs and capabilities. Thus, one analysis should be caurried out for each

line jnanager. The manager's position in the corporate hierarchy will then

indicate whether a particular finding is releveuit at the corporate or

division/business level.

In Section IV the last two questions deal with the special topic

issues (Sec. V) and will be dealt with in the amalysis of these issues.

Items 1 through 8, however, relate to adaptation- or integration-related

issues of needs (A-parts) or capabilities (B-parts) . The following table

will provide the basis for the development of indexes for perceived needs

and capabilities for adaptation and integration.

Item

1. Objectives-Setting
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