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The intent of this exploratory case study was:

1) to compare a model of expected formal business plan content
with the content of actual business plans developed within a single
company,

2) to develop a modified model of formal business plan content
which recognizes organizational influences on plan content,

3) to propose. a method for evaluating business plans based on this

modified model.



The firm studied was Fast Delta Corporation, a "Fortune 500"
nultidivisional manufacturing company in a high technology dindustry.
The business plan content analyzed in this study was produced through a
planning system similar to those implemented by other multidivisional
companies,

In this study, planning by middle managers prather than top
management was the primary focus. The study method was based on the
analysis of formal plan content rather than direct observation or
inquiry about the planning process.

Study steps included:

1) test of goodness of fit between a simple model of expected
business plan content and the actual content of business plans produced
through the Fast Delta Corporation planning systemn.

2) analysis of deviations of the actual content from the expected
content model. This analysis included comparison of actual formal plan
content with non-content characteristics of the formal plans, with the
content of business strategy case studies from other firus, and with the
the content of Fast Delta Corporation managers' responses to case
studies in business strategy.

The results of this study showed that Fast Delta Corporation
formal business plan content was influenced by several factors. These
included short-term corporate-wide concerns; shared assumptions among
managers about the strengths and limitations of the study firm; and
constraints on strategy which may be characteristic of other firms with
similar structure, at a similar life cycle stage, or within the sane

industry.
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From these results a modified model of business plan content was
developed which considered these influences. The validity of this model
suggests that the plan analysis techniques used in this study were
effective techniques for identifying the planning assumptions which
underlie business plan content produced through a firm's formal business
Planning system.

The results and conclusions of this study are significant for top

!

managenent, middle management, corporate planning staff, and those doing

research in strategic planning.
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CHAPTER I

INTRODUCTION

Topics covered in this chapter include: background, purpose and
significance of this study, overview of a model of expected strategic
plan content, description of the study firm, description of the business

planning process at the study firm, and limitations of this study.

BACKGROUND, PURPOCSE AND SIGHIFICANCE OF THIS STUDY

Background

During the past 15 years, botn process and content rmodels of
strategic planning (See glossary, Appendix A, p.123) have been
developed which assume that organizations and their plans and activities
can be evaluated in terms of efficiency or rationality. These models
are reviewed in the first section of Chapter II (p. 24).

These models have been widely adopted and implenented in large
complex business organizations despite the simplistic assumptions on
which they are based. lManagers have learned to rely on these models in
their attempts at rationzl achievement and control and simplification of
their increasingly complex environments. (Business Week  December 18,
1976, 62) At the same time, other models of organization activities as
problen=-solving efforts have been developed. These may be more

descriptive of actual behavicr under the ambiguous values and inconplete
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knowledge which characterize strategic business planning. These nodels
have not been used explicitly in the design and analysis of formal
planning systems. (Sarrazin 1978) The second section of Chapter II (p.
27), discusses three major objections to the simple strategy evaluation
models and several alternative perspectives on strategy setting which

are based on organizational behavior models.

Purpose

The objectives of this exploratory study were threefold:

1) to compare a model of expected plan content with the zctual
business plan content developed in the study firn,

2) to develop a mnodified model of formal plan content which
recognizes organizational influences on plan content,

3) to propose a method for evaluating business plan content based
on this modified model which can be used at The Fast Delta Corporation
and other sinilar companies.

The preliminary step in this exploratory study was a couparison of
the content of the business plans produced through the formal planning
system at Fast Delta Corporation (The Corporation) with an expected
content model., The similarity of the planning system at Fast Delta
Corporation to those implemented by other multidivisional decentralized

corporations is discussed in the following sections of this chapter

(p. 4).

Significance
The chief reason for attempting such a model building effort was

the potential for improving the effectiveness of current decentralized
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strategic planning systems. Developing a wuore accurate or complete
nodel of business plan content would:

1) provide additional insights which can aicd middle managers in
the development of business strategy and top managers in the developuent
of corporate strategic direction.

2) provide guidance to the corporate staff who design and
implement planning processes by maliing explicit the impact of a
particular organization's characteristics and limits on its fornezl plan
content.

3) facilitate the evaluation of information conveyed throughn
formal plans. This is important for both staff and top management in
evaluating plans and for top management in making decisions based on
plans.

This model building exercise is unique in several ways:

1) The primary focus of this study is the content of business unit
plans developed through the formal decentralized planning systen of a
single large multinational, mnultidivision, high-technology industrial
products manufacturer. This focus is based on two considerations:

a) that the planning process and plannirg logic can be deduced
fromz the anelysis of plan content; and,

b) that in a decentralized "bottom-up" planning system corporate
strategy appears not as a single top management business plan, but as a
portfolio of business investment opportunities described by the plans of
business units.

This approach is different fron most descriptive studies of

strategic business planning in that:



4

a) most studies are based on the direct observation of planning
activities or on interviews with those involved in decision-naking; and

b) most studies of strategic business planning focus on the role
and activities of top management. The new and significant role of
riddle managers as entrepreneurs and strategic planners has only
recently been noted and commented on.{(Business Ueek December 18, 1978,
62)

2) This study attempts to make deductions about the impact of
non-formal planning logic on formal planning 1logic. A major preuise
behind this mnodel building effort is that the organizationzl problen
solving activities inpzet the results or content of the planning process
in consistent ways. These impacts can be mneasured in terus of
deviations from a model of expected plan content. The particular
deviations can be studied further for regular patterns, liost studies in
strategic planning have been efforts in nornative rather then
desceriptive model building; or, they have been aimed at building more
effective content models of successful business strategy which better
characterize mnarketplace lavs. Descriptive studies of strategic
business planning have generally been confined to znecdotal illustration
of planning concepts or to assessnents of the status and effectiveness

of normative planning systems in selected groups of companies.

OVERVIEW OF THE MODEL OF EXPECTED PLAN CONTENT

Description of the Expected Content lodel

The expected content model must be based on the contingency theory

of business strategy. This theory assumes that since the organization's



5
objective is survival, business organizations adapt in consistent
predictable ways to environmental conditions by adjusting their survival
strategy or business strategy. (Hofer, 1975)

Contingency theory suggests that a business plan can be
effectively analyzed a2s a set of assumptions about conditions and a set
of proposed actions or strategy. Under certain conditions, certain
action sets are more likely than others to result in organization
survival or success. (Hofer 1975) Tne proposed expected content model
suinarizes associations between condition assumptions and proposed
actions which have been identified Dy business researchers as resulting
in success. This wmodel is shown in Figure 1, (p. 6), as &a uwatrix
associating a list of common business conditipn§ with actions fron a
list of comuon business strategies. Table I (p. 7) provides references
for these proposed associations anong variables. Uhile the
two-dimensional matrix model of expected plan content shown in Figure 1
(p. €) is simplistic, it captures the essence of bothh the normative
plannins process and the notion that business plans can be evaluated in
terms of consistency with general marketplace laws.(Schoeffler 1975, 1)
This sinple matrix provides a yardstick against which deviations in plan
content can be neasured, The simplicity of this wnodel, howvever,

prevents evaluation of deviations as Ybad planning®.

Objections to Expected Content tlodel

Descriptive 1literature on decision-naking processes and infornal
interviews with practicing managers suggest two reasons why this nodel
may be neither valid nor useful in practical planning situations.

Question of validity. Objections to the validity of this model
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v2

v3

va

v$

vk

vl

TABLE I

SUMMARY OF KEY VARIABLES WHICH CHARACTERIZE THE
EXPECTED CONTENT MODEL

DESCRIPTION
high sarket ygrouth rate equal
or greater than 20%Z/year (real)

high market share - equal or
greater than 302 In pursued
marxets

fragmented market - no
cospetitaor has celative
market share greater than
2x nearest

technological Innovation by
competitors 4s an lmportant
contributor to market change

customer technoloaglcal change
s an important contzibutor to
market change

2 major pusiness objective Is
to Increase protitanility = up
20X over current lavet

3 ma jor business objective Is
to gain market share - uyp at
least 20Z over current level

SOURCES
PINS,8CG
Cooperslevitt
Titlesy
Hofer
PINS, BCG
Holer

CannoneBCG

PINS
Cooper

Tilles
PINS

PINS

PINS

PATRED WITH
v23,v25

v209v2lov23y
V1Eyvl9,yv25

vl9,v22,v1l8

no correlations
expected

no correlations
expacted

viByv2l,v27

v19yv21lyve2,
v234v25

EXAMPLE

®The market s astimated to grow in
the fuyture at a 35X rate.® from?
®HP entarseee™ Electronic Business,
9779 pe?5

entrenched
froms

*in thesoemarkotysoels
uith 002 market sharee.
business plan 103

“competitors are
single segaent of the business.
segment are often speclalized,”
froe: business plan #105.

specializea to a

"sicroprocessor suppliier quichiy
tesponded with ailds to help the
engineers.” from: “HP enters «."
Electronic Businesss 9779y po75.

®introducing Its systomp HP s
acdressing a large and booming
market that cesuited trom the
develepsent of the aicroprocessars
itself.® ¢trome “HP enters oee™p
Electronic Businessy 9779, pe?%

®pgot it
ambitiouss

goals are Just . as
bring tnem up to the
industry leaders (17X rceturn on
equity). tfrom? "Perkin Elnery
Electronic Businesse 9779, pe83,

*“In alils insteument ccapanles
accounted for 11X of developeent
sales last yeat see They could seltl
402 in 1983 largely as a result of
HP%s entry.™ from: “HP enters eee”
Eloctronic Businessy 9779y pPe?5¢
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v9

vl

vil

vi2

vl3

DESCRIPTION
technologlcal skills, barriers

are a major pusiness strength

3 ma jor business strength |§s
a marketing strength - repu-
tationsservicejsdistrivution

a major business strength is
financlialy adbility to support
business expansion

deslign skiilisy engineering
knowledge are a significant
strength

a significant strength {s
abitity to manufacture cos-
ponentsy vertical Integration

avéfity to pring new product to
market first Is a business
strongth

TABLE I (CONTINUED)

SOURCES
PINSsCannon
Coopery Ansott

Cannon
Coopersiinsoft

Ansofft
Tilles

Cannan

PInS,Cannon
A ES

PIrSsCannon
Cooper

PAIRED WITH

v23yv25

v23ov24

va5

v23

v22

EXAMPLE

“In developing
enginesrs started with an OEM HP
aind computer ocee”e trom: b 1
enters ee.o" Electronic Businessy
97790 pPe?5.

these systemsy

%“any engineering manager who looks
at the capital iInvestment required
won®t want to lock himself into a

single seml~ conductor wmanufacturer

when he can turn to tuo wmagor
instrument manufacturers.” troms
“He enters cee™y Electronic
Businessy 9/79¢ pe?5.

WA salntains an extsenely

conservative financial position .ee
that strong financlal position glves
thes the borrouing power for future
acquisitionse.™ fraom: "MJ/A COm cee™y
Electronic Businessy 6/799 peb2e

“these barriers come from the
cumaulative experience of developing
#1C7.

"n/A Com makes almost everything
from silicon wafers to the sattelite
subsysteas that incorporate M/A
fabricated chips eoe Harket
analysts «ee¢ consider its vertical
integration ese strong paintse™
froms “"M/A Com <ee®™; Electronic
Businessy 6779, peb2.

no correldations

expected



NAME
via

vlS

vlé

vi?

vld

vlS

ve0

DESCRIPTION

product line s characterlzed
by high gquality relative to
compeotitors - viewed as a
business strength

product line Is highly
ditferentiated from
competitors® - offers
unique features and this is
viewed as business strength

8 broad product line provides
an lsportant advantage

product contr ibution margin
is selatively high

actlion-strategy: decrease
msanufacturing costs or
increase productivity

action-strategys {increase
marketing/sales effort

action=strategy? Increase
vertical iIntegration
(torward or Dackuward)

increase percelved product
quality

TABLE I (CONTINUED)

SOURCES
PINS

PINS
Cooper

PIns

PINS

PINS,6CG

PINSsCannon

Cooper

PINS

PInsS

PAIRED WITH
v2l

v22

v20

vas

v2ev3Ievh

v3Ipv?

v2evlé

v2evbovlovie

EXAMPLE
tthis business) ®,.eohas
historically supplied ese

customers with high perforsance e..*

fecm: Ddusiness plan #2112,

SHPs system differs substantéalily
teom the majoriéty of the
alcroprocessor development systess
In use today.® from: “HP enters
’.75.

Sthe bdarriers <. cesult from

effering a complote fine addressing
stll segments.” trom: bdusiness plan
984,

®gue to the product 0esign cee a
high gross margin In excess of 75%.*

from: bDusiness plan #i07.

“Improve profits (bDyleee™fine tume
aanufacturing operation.”

frcat business plan 826,

" vigorous sates/marketing
caspalgn to {increase our market

shara.® from: Dbusiness plan 8§95,
®gavelop our own .o assanbly
capabiiity™, from: businass
plan 894,

Sthe Initial product wuitd have
asseably language programeing but WP
claims It wil) offer PASCAL Hy the
fiest of the year.® troas “Hwe
enters +e0¢"y Electronic Business,
9’79' 90750



NAME
v22

w23

v2e

v25

v2é

v2?

DESCRIPTION
sarket curcrent product tine
to new market segsents

market new product line to
current iy aadressed macrkets

broaden proauct line to
cureent sarket

sarketl new products to new
market segments

creaate new maerket segments or
change sarket structure

gliscontinue product line

SCURCES:

PIFrS: (Gale 1977), tScnoeftfler ot al

Cannon: (Cannon 14068)
Ansolfs (ansafl¢ 1Y09)

TABLE I (CONTINUED)

SOURCES

Cannon

PinsSesCannon
Cooper

Cannon
hofer

PInSsCannon
CoopersAnsolt

PInSyHotler

Cannon

1977)

A & S22 (ansofty He les and John Stewart 1967)

Levitt: (Levitl 1965)
Tilles: (T4l0les 1966)
Cooper: {§Cooper 1979)

B(G: (Hostor Consulting Sroup 19741, (Hedley

Hoter: (Hofer 1975)

PAIRED WITH
v?evl2evld

vlpv2ev7evievll

v9evi?

viev2ev3pvTevd

v10

no cofrelations

vo

19761}

EXAMPLE

®focus on a succession of aniches at
the upper end and more selactivety
than before «.o speclatize §n those
agplccatlons.' feoa: “Porkin Elmer
[ kM

Sthe new systes s a natural for
HPy & major supplier of bdoth asinl
compiters and desion ang develepmant
alas fer the engineer.” fron: “HP
enters ooe®s Efectronic Business,
9479y pe?5.

®.ee product diversification ..o
10 eee sogasnt.” from: Obusiness
plan 8105,

®the 3220 ¢eo s almed at OENS andg
end~ysers in héigh performance
cosmarclal transaction applications,
8 market Perkin Elmer

hasn®t vigorously pursued.® frans
“pertidn Elmer eec®y Electronic
Businesse 9779, p.83,

Radd asnother disension te the
msrtkety awakening the need far +c."
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relate to the fact that business planning takes place within the
operating environment of the organization. The uanagers responsible for
the plan content are the same managers responsible for the current
activities of the business. The historical continuity of the business
and the essentially conservative nature of the business planning process
mean that in order to maintain stability, managers are tied to proposing
planned activities that are the same as or a continuation of current
activities. (Quinn 1978) Thus, instead of predicting organizstion
actions based on conditions, one is more likely to be able to predict
the conditions planned for and the proposed actions if one knows current
activities. Business planning may take place in the mode of searching
for a problem for which an in-hand solution is valid.

Question of wutility, Objections to the utility of this wmodel
center on the idez that the organizational context in which planning
takes place influences plan content. Particular organizations have
their own character, culture, or logic.(Sarrazin 1977) General company
strengths, weaknesses, policies or history may dictate certain alternate
action solutions or eliminate optimal action solutions for particular
business conditions. The top management goal of integrating a
decentralized company increases the likelihood that business strategy
for a particular business will be less than optimal.

Organization structure and character nay result in both
conflicting objectives and inadequate or conflicting planning data
bases., Individuals and suborganizations have often specialized for
addressing specific organization problems. (Lawrence and Lorsch 1967)

Data essential for planning are often fragmentary or unavailable.
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Organization priorities may be such that collecting these data, if they
can be collected, is too expensive.(Leyshorn and Paul 1976)

This argument says that the model isn't useful because the major
difficulty is in deternining the conditions and objectives (the
strategic assumptions), not in proposing actions. A more useful model
would be a model which describes the crystalization of strategic
assumptions when knowledge 1is incomplete and goals are ambiguous.

(Thonpson 1964)

Intent of this Study

The intent of this study was to compare actual content of the
business plans produced through the formal planning system at The
Corporation with the content predieted by the model shown in Figure 1,
(pe 6). By further examination of deviations in actual content fron
this model, the utility and validity of this model could be evaluated

and/or a more useful or valid model may be suggested.

DESCRIPTION OF THE STUDY FIRIL:

The firn studied in this exploratory effort was the Fast Delta
Corporation, a 'Fortune 500' manufacturer of industrial electroniecs,
The Corporation operates in a rapidly changing, complex environment,
Corporation structure is a complex multidivisional structure which
includes several foreign subsidiaries and joint ventures, centrzlized
research and sales organizations, and a centralized verticslly
integrated manufacturing operation. Growth rate during the study period
was exponential, in excess of 20%/year, and reaching almost $ 1 billion

by the end of the period. During the study period, Fast Delta
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Corporation product 1lines and markets were heavily impactzd by the
substantial technological innovations and changes characteristic of the
electronics market over the last 15 years.

During the study period Tne Corporation was organized as a
multidivisional decentralized company. As Chandler (196%) reported, a
survey of fif'ty of the largest industrial companies showed that

what may be called the multidivisional type of organization
has become generally used by industrial firms carrying on the
post diverse economic activities. In this type of crganization
a general office plans, coorcinates, and appraises the work of
a nuumber of operating divisions and allocates to thew the
necessary personnel, facilities, funds, and other resources.,
The executives in charge of these divisions in turn, have under
their command most of the functions necessary for handling one
major line of products or set of services over & wide
geographical area, and each of these executives is responsible
for the financial results of his division and for its success
in the market place.(p. 2)

This mnultidivisionzl or decentralized structure was widely
accepted by three industries including the electrical and electronic
industry. Leaders in these industries have relied pricarily on
diversification as an expansion strategy, and as noted by Chandler, the
multidivisional form both allows and encourages the diversification
strategy. Tie Corporation, 1like General Electric and Uestinghouse,
adopted the multidivisional form in order to facilitate diversification.
In the six years since adoption of the multidivisional structure, Tae
Corporation evolved froum a company doninated by a single product line to
a corporation consisting of 19 businesses, only two of which were in the
original product line during the period under study.

The general multidivisional structure (Chandler 1964, 10) is

comparable to the multidivisional structure as inplenented by The
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Corporation. (See Figure 2, p.15) At The Corporation, the central
office includes central manufacturing, central research and development,
central sales, and central finance and administration offices and
operations. The operations organization includes four major divisions.
Each of these is further subdivided into several marketing-engzineering
organizations or business units and a manufacturing organization.
Divisions are generally organized by product type. Engineering and
manufacturing concerns within each division are similar. Business units
are also generally based on similar product type although some
businesses address a vertical market with several different product
types and others are based on similar distribution channel.

The strategic planning structure at The Corporation, like those at
other large multidivision companies, is based on the business unit.
(See glossary, Appendix A, p. 123 ). The strategic business unit forr of
organization was initially formalized by General Electric.(Taylor 1976)
At G.E., a strategic business unit consists of a single product line or
market. A business strategy is developed for each business unit. The
corporation for strategic purposes is assumed to consist of a collection
of separate investment opportunities. The managers of each strategic
business unit compete witii each other for corporate resources via
business plans. Each plan takes on the nature of a "pusiness
prospectus,"

Because of this decentralized organization structure, top
management and middle management roles in strategic business planning
have evolved over the 1last 15 years. Formerly, 'top-nanagement' and

Ystrategic' planning were synonymous (Steiner 1969), and middle wanagers



15
GENERAL OFFICE

DIVISION OR PRODUCT LINE

IR l | l | BN
PURCHASING
SALES ENGI- MARKET-

NEERING ING FINANCE
Emataeata SRR

INTERNATIONAL
OPERATIONS

FIRANCE AND
ADMINISTRATION

Figure 2. Comparison of General Multidivisional Company
Structure (above) with Fast Delta Corporation Structure.
General multidivisional structure example is taken from
Chandler (1964, p. 10). Both structures illustrate the
decentralization of operations and specialization of or-
ganizations around markets and products rather than around
functional structures.
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concerned themselves with operational planning and budgeting. The top
management strategic role now focusses more on the task of “unifying all
the business 1lines of a company and pointing then toward an overall
goal."(Business Week December 18,1978, 62) In the sinmplified strategic
portfolio model, the top management task is one of managing a portfolio
of business investment opportunities, while middle manageneut is
responsible for the more entrepreneurial task of developing the optimal
business strategy for their subw~organizations.

The framework within whiclk: the business planning systen was
established evolved over severzl years follouving the establishment of a
multidivision structure.(Technolozy Report, April, 1980) The first
planning conference developed statements on corporate values, purpose,
and de facto objectives. Two years later a statement of corporate intent
was developed. In the following year corporate objectives and strategic
policies were developed and the first business plans were written.. The
Corporation management information systeus allow staff and manageuent at
the central office, division, and business unit levels to monitor
operating performance vs. plan and budget. l!anagement at division
level is held accountable for expenses, contribution income statement

performance, order volume, inventory levels, and net sales,
DESCRIPTION OF BUSINESS PLANIIING AT THE CORPORATION

The business planning process at Fast Delta Corporation, like
those at other similar multidivisional corporations, offers three key
features:

1) the information flow between corporate and divisional levels,
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2) the annual frequency with which strategic plans are developed
and reviewved,

3) the ties to other more operational planning processes
particularly budgeting.

These three features are illustrated in Figure 3, (p. 18). A more
detailed flow chart of the strategic planning process at The Corporation
is shown in Figure 4, (p. 19) which also illustrates these features.

The period covered by this study included the first sixz years
after the establishment of a formal decentralized business planning
systemn. Businéss unit management was annually required to subuit a
written plan covering a five year plan horizon in a format specified by
a corporate planning staff and corporate managenent. These plans were
reviewed by the planning staff and corporate manageuent and in sonie
cases returned for chenges and revisions.

In the first two years of the six year period under study, niddle
managenent was given little formal guidance in terms of perforrance
objectives. In one year, planners were asked to provide both
maintenance and growth-oriented plans.

In the last three years of the study period, the planning process
nore closely resembled Figure 3, (p. 18). Direction becaue more
"top=-down" and corporate management becane more specific about both
financial and market performance objectives. 1In the later years of the
study period, The Corporatibn planning system also nore closely
resembled Figure 3 (p. 18), in that the formal business planning process
becane more tightly coupled with other corporate planning processes.

Initially, business planning was regarded primnarily as a mnanagenent
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Figure 3. Overview of Strategic Planning Process
Illustrating Three Key Features. The three key features
are 1) annual cyclic process; 2) connection between
business strategy planning and other operational plan-
ning processes particularly budgeting; and 3) cross-
level communication between corporate and divisional
offices. Diagram from Taylor (1976).
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at the left side of Figure 4 with corporate issue identification and guidelines.

This figure illustrates
The annual cycle bégins

Process

proceeds toward the right with business unit and division staff input during the first quar-
Corporate staff and officers evaluate business plans, and the results provide the input
to the following year profit planning process,

ter.
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development exercise and a communication process. In later years, these
purposes remained important, but the two year expense and capital
requirenents forecasts developed as part of the five year plan were used
in planning expense and capital budgets in the following year.

The Corporation plan content and plan evaluation criteria are
similar to those wused by other conpanies. Figure 4 (p. 19), which
includes an overview of the business unit plan development process at
The Corporation appears very similar to the process shown in Figure ¢
(p. 21), which illustrates the Sperry Rand process for developing
"romentum plans" or long range plans for existing businesses. (Gedrich
1976)

Althougin business unit management was required to address special
thenes or areas of corporate concern during sone years and althousii the
reporting format for financial performance and objectives varied from
year to year, plans generally were required to cover the saue topics.
The followiné list of reqguired sections in a Corporate business plan
from the _Corporate Strategic Plannins Manuel (1977) appears very similar
to the list of essential elements of corporate planning provided by
Taylor (1976): business definition including strengths, wealinesses,
© Synergy with coupany, market and custoner analysis, competitor anzlysis,
econonic analysis, strategic targets with respect to growth,
profitability, market share, and cash flow, strategy and action plans,

and financial statements.

LIMITATIONS OF THIS STUDY

This study was characterized by severzl limitations:
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1) The study was confined to the examination of a single company.
The strategic planning process and structure implemented by this conpany
were similar to those implemented by other coupanies as described in the
literature referenced above. However, the results, conclusions and
recommendations from this study can only be applied with caution to
other companies., Since this effort was an exploratory study ained
eventually at developing a better description of business plan content
and improved techniques f'or evaluating plan content, the results of this
single~-company study could be tested further in other companies.

2) During the research project, the researcher was euployed as
the business unit planning manager for one of the Fast Delta Corporation
business unifs. In this position, the researcher was responsible for
coordinating strategic and operational planning processes in that
business unit. The major advantages of the researcher's employee status
were increased access to highly confidential business plan content and
increased access to middle management ideas on appropriate planning
logic. Employee status may, however, have introduced bias in the
judguent required to code data on plan content and planning logic.
Every effort was made to reduce this bias through reducing the judgment
required to code data. The coding process was nearly wmechanical and no
analysis was performed until coding was complete so that preliminary
results did not bias further coding. These efforts to reduce coding
bias are discussed further in Chapter III (p. 40).

Bias whieh may have been introduced by the researcher's personzl
acquaintance with interviewees or by personal commitment to organization

direction was reduced since the researcher was a new employee of The
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Corporation during the study period. As a new enployee, the researcher
was unacqueinted with most of the management interviewees and also
unacquainted with the particular problems and characteristics of most of
the businesses and sub-organizatiéns with which interviewees were
affiliated.

Researcher bias in this study was a real danger to the validity of
these results and is a problem which is likely to occur in any further
research. Because of the confidential nature of much of the data
analyzed in this study, further testing of the models suggested here or
inplenentation of new plan evaluation methods will most probably be done

by employees with the company under study.
SUiLIARY

Study objectives were identified as those of testing an expected
model of plan content, developing a modified model of plan content, and
devel&ping a mnodified method for evaluating plan content based on this
modified content model. Significance and unique aspects of this study
were discussed. A matrix of expected plan content was introduced as the
yardstick against which plan content would be measured. Reasons why
plan content may vary from this model were discussed., The study firm
was identified as a high technology, multidivisional company. The
company's organization structure and strategic planning process were
described with the intent to show that this company's planning structure
and process are generally similar to those described in the literature
as characteristic of other large firms. The researcher's position as an

employee of the study company was discussed as both an advéntage (access
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to highly confidential information) and a disadvantage (source of bias).

Efforts to reduce this bias were discussed.,



CHAPTER II

REVIEW OF THE LITERATURE

The purpose of this review is to examine the model of expected
strategic plan content developed for this study, the objections to the
assunptions on which this model is based, and an indirect mnethod for

studying these objections.

EXPECTED CONTENT OF FORLIAL PLARS

Corporate Strategy and Strateric Plan Content

Tilles (1963) writing on the benefits and purposes of formal
strategic planning, stated that a major purpose of the formnal process is
to make strategy explicit. Even those authors wio complain of a gap
between the content of formal strategic plans and corporate reality
agree that the content of formal strategic plans should reflect a
'slice-=in=-time' 1image of managenent strategic perspective.(Quinn
1977,Quinn 1975, Koontz 1976, Hobbes and Heany 1977)

Formal plan content should thus represent organization strategy.
Contingency theory, based on an open systems model of the organization,
says that organization strategy can be predicted. This was the function
of the model of expected plan content dintroduced in Chapter 1I. The
origins of the model of expected plan content were in the open systems
models of organizations developed by Thompson (1967), Lawrence and

Lerseh (1967). The rationale for this model can be summarized as
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follows: Organizations aim at an adaptive match of environment and
organization characteristics. For a set of organization and environment
conditions there is an action set or strategy which might best enhance
the organization's survival objective.

In the following discussion of normative models of strategy, the
authors referenced all used financial measures for organization success
or survival. The strategies suggested were successful with respect to

sone objective financial measure.

Normative licdels of Strategic Plan Content

Hofer and Rumelt developed contingency theory specifically for
business strategy development. Hofer (1975) sunnarized researcii
supporting a contingency theory of business strategy. Rumelt (1979)
covers similar ground in reviewing what he called frame-based evaluation
criteria for business strategy. The message from both authors was:

1) Successful stratezies are based on a successful matehi between
the organization and environment context.

2) Once the context is known, the success of alternate approaches
can be predicted,

3) Useful evaluation criteria are those which check the proposed
strategy against its context.

Here specific evaluation criteria are based on guidelines for
effective strategy developed by the Strategic Planning Institute's PINMS
(Profit Impact of Market Strategy) study effort. (Schoeffler 1974,
Schoeffler 1977) The PIMS perspective and research provide the primary
support for the expected content model shown in Figure 1 (p. 6).

Chief finding of the PIMS effort was that "business situations generally
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behave in a regular and predictable manner." This means:
that we can estimate the approximate results (within 3=5
points of ROI) of most businesses (about 90%) over a moderately
long period (3-5 years) on the basis of observable
characteristics of the market and of the strategies employed by
the business and its competitors. . . . Business situations
can be understood by an empirical scientific approach, and
therefore the process of formulating business strategy is
becoming an applied science.(Schoeffler 1977, p.1)

PIlS research didentified a 1list of nine major influences on
profitability: investment intensity, productivity, market position,
growth of the served market, quality of the products and/or services
offered,.innovation, differentiation, vertical integration, cost push,
and current strategic effort. Although the PIMS staff admitted that the
"operation of the nine major strategic influences is conplex", they also
showed that "the laws of the marketplace determnine apout 80% of the
observed variance in operating results across different
businesses."(Schoeffler 1977, 2)

The relative specificity of the PIIS marketplace laws allow the
relation between conditions and strategic actions to be broken down into
a series of expected associations between condition and action sets.

Other sources for strategic planning guidelines included the
Boston Consulting Group (Boston Consulting Grouap 1974, Hedley 1976)
research on narket share, relative competitive position, and e:xperience
curve; enpiriczl studies of specific product-market problems such as
Cooper's study of new product introductions (1979); and surveys of
business experience such as J.T. Cannon's Busjness Stpategy and Policy
(1968). The specificity of these marketplace laws suggested that the

business conditions and strategic action should be explicitly associated
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within the context of the formal plan.

Because these marketplace laws apply to all businesses one would
expect to find similar pairs of conditions and actions in all effective
business plans. Table I (p. 7) lists key variables describing common
business conditions and actions and the expected bivariate relations
between these conditions and actions based on the above business
studies. This set of bivariate reiations provided a mininurz set of
logically related pairs of variables describing bian content. Fast
Delta Corporation plans were expected to contain these pairs of
variables if this model was characteristic ‘of the Corporetion's
strategic planning logic. The matrix model shown in Figure 1 (p. 6)

sunnarizes these relations,

Iuplications of Expected Plan Content lodel for Planning Process

The contingency theory of organization behavior 1listed azbove
implied a two step planning process: first conditions mnust be
specified; and second, strategy and action plans nust be developed.
This process is shown in a simple block diagram in Figure 6, (p. 33).

This process is also implied by the order in which information was
presented in the business unit plans as required by the Corporate
Strategic Planning Manual. (1977) This process was expliecit in the
description of this and other formal planning processes discussed in
Chapter I as well as explicit in the strategic planning guides developed

by Steiner (1969) and Ansoff (1965).
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OBJECTIONS TO THE EXPECTED CONTENT !MODEL

Objections to the expected content model were based on three
argunents:

1) the expected content model was too simple,

2) the process nmodel implied by the expected content model isn't
valid.

3) the expected plan content model isn't useful.

Expected Content liodel Simpliecity

Characterizing business strategy as a list of relatively sinple
business context and action variables was a difficult task. Two
problens appeared innediately:

1) the difficulty of choosing a list of characteristics which were
both simple and complete, and

2) the limitations of viewing only bivariate relations between
variables.,

Hiller (1979) pointed up that bivarate-based (ie product-moment
correlations) contingency theory research has resulted in contradictory
findings. He concluded that bivariate relations are insufficient to
capture the complexity of organizations' environments and suggests that
more useful results could be attained by studying more closely specified
contexts,

Hofer (1975) addressed Miller's concerns in his article when he
cholseses a relatively complex, synthetic concept such as product 1life
cycle phase as the key determining factor in business strategy. UHis own

normative business strategy propositions listed six context descriptors
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in addition to life cycle phase before prescribing actions., As he
pointed out, however, extending this approach would mean countless
thousands of propositions for each combination of significant context
descriptors,

The model, based on bivariate relations shown in Figure 1 (p.
6), and Table I (p. 7T), allowed a simple conmparison of actuzl plans
with the results of descriptive business research. However, the absence
of appropriate natches between context and proposed actions in
Corporation plans may simply have indicated as lliller (1979) suggcested
that strategy is too complicated to capture as a combination of
bivariate relations. For this reason further analysis of deviations in
actual plans from the plan model relied on techniques which identify

rore ccmplicated relationships among variables.

Process liodel Validity

The argument that the implied process model wasn't valid centered
on an alternative view of the strategy setting process. In  this view,
introduced in Chapter I (p. U4), strategy is fixed and the organization
searches for an environment for which a particular specific stratesy is
successful, This 1is exactly the opposite of the expected model which
says that strategy is based on an analysis of the environuent. Sahal
(1976) developed this model of organization adaption in general systems
terns. He concluded that “conditions = f(strategy proposed)" is a
viable alternative model of organization planning. Business strategy
literature offers several examples of this approach. The most connon
exanples dealt with the task of defining targeted market segments., 1In

"Strategies for Low larket Share Businesses," Hammermesh et al (1973)
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argued that small share businesses needn't always try to grouw. An
alternative strategy is changing the environment by resegmenting the
market. Redefining the environment means that strategies which couldn't
succeed in the larger environment may succeed in a more restricted
environment. The key role that market share estimates play in business
strategy literature makes market redefinition and resegnentation
particularly important when the organization is constrazined by current
conditions that it is urnable or unwilling to change.

Boti: the 1literature and inforial comments fromn managers sujsest
that this approach is widely used, ‘They agreed tiat strong
considerations in stratezy setting are current position, current
momentun, and current agtivities of the organization. (Drucker 1973,
123)

Cyert and liarch's behavioral theory of the organization (1963, 34)
ané Quinn's concept of logical dincrenentalisii (1976) stressed the
importance of learning from current activities and precipitating events.
The benefits of the incremental approach are that it "inmproves the
information content and the process aspect" of decision-making by
allowing participants to test assuumptions and build support and cowfort
anong others.

According to Fast Delta Corporation managers, the major step in
the annual strategic planning process was an assessment of current
activities and a testing of these activities against a personal nodel
based on experience, expectations, and analysis of data. The stratezy
developnent process was based on the suum of experience which one generzal

wanager called Y"gut feel". These informal comnents suggested that one of
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the best sources for explicit assumptions stated in plans is the
experience generated by current activities,

The above literature and informal couuents suggested the modified
block diagram of the planning process shown in Figure 7, (p.33).

Both Figure 6 (p. 33) and Figure 7 (p. 33) depict planning as a
unidirectional process. This view may be too simple., iliost authors on
the normative planning process emphasize the importance of iteration, or
checking results against analysis of conditions. Heither the norunative
planning process model nor the model shown in Figure 7 (p. 33) should be
more  douinant, The addition of "iteration"® Lo the initial
uni-directional model is the essence of the concept of Madaptive
planning" (iiintzberg  1973). However, in practical planning
applicetions, the iterative process may not be implenented. Informal
counents from Fest Delta Corporation managers indicated that under tine,
resource, and process constraints, they siuplified thre forual process to
a uni-directional non-iterative process. It was not clear uhich process
model was more descriptive of planning at The Corporztion and what

inpact this might have on plan content.

liodel Utjlity
Guth (1976) summarized the wori of Ansoff (1965), Steiner (1969),
anc¢ others when he identified the basic intellectuzl tasks of stratezgy

formulation as:

1) the assessment of environmental conditions and trends and
identification of opportunity and threat 2) the determination of
comparative strengths and weaknesses of the organization for
conpeting in particular product, market areas 3) the
identification of the objectives, goals, and values to be served
by the organization 4) the identification of the requirenents of
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Figure 6, WModel of Normative Planning Process. This simplified
block diagram illustrates the normative planning process as
inplied by the Corpoprate Strategic Planning HMenual (1977).
First, business conditions are specified. Second, based on
these conditions and on marketplace laws, actions are proposed.
This process should produce results consistent with those
predicted by the expected content model.
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Figure 7, Model of Modified Planning Process, This model is

based on the suggestion that current activities and strategies
play a major role in strategy formulation. First, action plans
or strategies are specified. Second, assumptions about business
conditions which are consistent with these current activities
are developed. Because the format of the formal plan was fixed
as required by the Co ate Strategic nning  HMapual (1977),
the format of the plan continues to imply that the process used
was that shown in Figure 6,
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a chosen strategy on the particular management structure in
order to implement that strategy effectively and efficiently.

The expected content model is what Thompson called an "efficient"
model (1967, 86) and what Allison (1971) called a "rational actor"
model. By efficient, Thompson meant that plan content can be evaluated
in terms of "relative perfection.™(1967, 86) That is, "was the effect
produced for least cost?" or "was the greatest result produced for a
given amount of resources?" The rational actor model assumes not only
efficiency evaluation criteria but a structured problem solving process.
In the rational actor model, the tasks described by Guth are achieved
easily because of two key simplifing assumptions:

1) The planner or decision-maker is rational. That is, the filter
between "reality"™ and the development of explicit assumptions is
transparent and the strategy is based on complete information about the
real world.

2) The plans and decisions are made by'a unitary decision-maker.
"Standards of desirability" or values are crystalized and unambiguous.
(Thompson 1967)

Under these simplifying assumptions or premises, Guth's condition
specification processes are trivial tasks of collecting data.

The argument that this model is not useful centers on the work by
Allison, Thompson, Guth, Cyert and March and others who suggested that
these premises are too simple. Knowledge is never complete nor are
values crystalized.

Incomplete Knowledge. The difficulties of planning with
incomplete knowledge are well documented. Leyshon (1976) and Paul,

Donavan, and Taylor (1967) identified the practical problems in
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gathering information on current conditions, integrating this as a set
of assumptions in a timely way and forecasting in a changing world.
The decentralized business unit-based plamming system partially
addressed these difficulties. This is because this structure allowed the
individuals who are experts in a particular business to develop the
pians., The #schnizal tools of analysis and forecasting are more
appropriate to the business planning task of developing an optimum
business plan than 1o the more difficult corporate planning task of
trying to balance and integrate the investment portfolio of corporate

businesses. (Business Week December 18,1978, 62)

Despite the business unit structure which involves more "experts"
in plan development, differences in individuals' knowledge bases can
contribute even at the business unit level to different "standards of
desirability." Lawrence and Lorsch (1967) have studied what might be
called centrifugal forces operating on organizations against unity and
integration. Tﬁey identified a chief difficulty in integrating
different functional areas. They concluded that differences among
functional groups are basic (differences in goal orientation, time
orientation, and interpersonal orientation). These differences are
unresolvable since they are adaptive to solving the functional problems
which must be addressed if the organization is to survive. The impact
of differences in functional perspective on strategic planning
perspectives is unclear since functional problems are typically regarded

as more operational and less strategic.

Ambiguous and Conflicting Values and Objectives. While the

business unit structure partially addresses the incomplete knowledge
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problem, it introduces new complexities into the problem of planning
with ambiguous objectives and values. With more individuals and more
suborganizations involved, the task of resolving differences and
integrating conflicting objectives is more difficult.

The Business Week report on the "lew Planning" (December 18,1976)
reinforced this perception of the expected content riodel as inadequate,
Even though the new planning may allow the development of muore
tefficient" business plans, corporate planners nust still integrate
these plans in order to develop a corporate stratezy. The logic behind
a particular business plan which can be easily integrated with corporate
leﬁel strategy 1s not necessarily the same as Yefficient" logic.
Efficient logic may dictate aggressive product developnent effort anc
heavy resource use for & business which is not higli on the corporate
list of business priorities. Without the resources available for
product development the business mnust opt for another less optiual
strategy.

Literature offered tvo alternate views of the inpact of
conflicting objectives on strategy planning. Botk views, houever,
agreed that the simple efficient nmodel is not useful in predicting the
outcome of the strategic planning process.

1) One view was that conflicting objectives among suborganizations
and individuals mean that an organization does not operate as an
integrated whole. Cyert and BMarch (1963, 36) concluded that the
organization may appear integrated even while suborganizations are airned
at achieving conflicting goals. This is because there is enough

organization "slack" so that suborganizations can pull in different
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directions without pulling the organization apart. Allison (1971)
summarized both this model and an alternate "bureaucratic politics"
model which assumes conflicting objectives among individuals. Both
models described the dynamics behind what is included in a strategic or
any other plan and how the plan is used and evaluated by its readers.
Neither model depended on the quality or efficiency of the plan content
because both assumed that other reasons outside the formal plan logic
better explain plan content and evaluation.

2) A second view supported by Emshoff and Mitroff (1979, 1978),
Vancil (1976), and Sarrazin (1977-78) was that organization dynamics
can be addressed and controlled so that an integrated strategy can be
developed and implemented. These authors offered three complementary
suggestions for improving the process by which oﬁjectives and the 1logic
relating conditions with appropriate actions are developed.

a) Mitroff and Emshoff developed a formal strategic
assumption analysis based on a Hegelian debate process which assumes
conflict and bias among participants.

b) Vanecil developed a conceptual model of integrated
organization strategy which involves management at all 1levels through
fan intricate web of personal statements.™

c) Sarrazin suggested an informal but deliberate
apprenticeship program for managers in the corporate strategic logic.

The first view suggested that formal plans are unlikely to reflect
elther the efficient logic of the expecte& content model or any other
logical pattern., The second view suggested that if the corporation has

attempted to integrate strategy the business plans may well demonstrate
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a consistent approach even if it 1is not the efficient logic of the
expected content model. In either case, the efficient model is not
useful in predicting plan content because other processes dominate the

normative planning process.,

TECHNIQUES FOR STUDYING ASSUMPTION SETS

While the task of studying assumptions-strategy match was
initially a straightforward comparison of actual against model, the task
of explaining deviations from the model was more complicated. Wilcox
(1972) pointed this out in his study of decision assumptions. He viewed
assumptions as a "network of causal relationships®™ linking goals and the
perceived situation to the consequences of decision, In a
non-optimizing decision process, such as the decision of what strategies
to propose in a formal plan, he identified two ways to determine the
relevant assumption set. The first was via direct modeling of the
decision net. This required direct observation of what Newall, Shaw and
Simon (1958) called the problem-solving protocols and has been used
extensively in management studies.(Cyert et al 1956, Mintzberg et al
1976) Clarkson (1962), in his effort to predict trust officer investment
decisions, used this approach very successfully.

The second way of determining the assumption set was the indirect
method used in public opinion pclling, market research, and cognitively
oriented psychology. Participants made a large number of independent
choices and these data were analyzed via factor analysis or
multi-dimensional scaling to determine the underlying attributes or

dimensions of the positive choice objects. Wilcox' indirect approach was
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similar to the factor analysis and similarity coefficient approaches

used here to search for complex plan logic.
SUMIARY

This chapter reviewed the background literature relevant to the
problems of describing and evaluating strategic business plan content.
Normative plan content models suggested that plan content should convey
a logical and consistent association between the assunmptions about the
organization's environment and planned or proposed strategies and
actions to address these assumptions. Implied in this mnodel of plan
logic was a two step process of identifying these assumptions and
proposing stratesies based on these. This chapter also included a
review of business research on the consequences of specifiic assumptions
for organization strategies. Selected results of this research were
sunnarized as the expected plan content model wused in this study.
Literature suggesting that this model was not adequate was also
reviewed, Various authors have argued that bivariate-based models are
too simple for describing a complex subject such as strategy setting;
that the dinplied process model is neither used nor is it the only
appropriate planning process; and, that efforts to model the strategy
setting process and redict strategic content must focus on strategic
assumption developmnent, not strategy selection. Two alternate
techniques were reviewed for studying assumption sets. This study
relies on indirect rather than direct methods for identifying underlying

strategic logic.



CHAPTER III

STUDY METHOD

This chapter includes an overview and description of the methods
used to gather and analyze data about the strategic planning logic used
at Fast Delta Corporation. The two primary data sources were the actual
content of The Corporation business plans and the questionnaires on
strategic planning completed by Fast Delta Corporation managers. The
rationale for the data sources and statistical tests chosen is presented
in the "Overview of lethod" (p.3D). A flow chart summarizing the study
procedure is shown in Figure 8 (p.41). The remainder of the chapter
provides a more detailed description of each data collection and

analysis step.

OVERVIEW OF !METHOD

The preliminary technique used to evaluate the Fast Delta
Corporation business planning content was a goodness of fit test of
actual Corporation plan content against the expected content model,
The model, shown as a matrix in Figure 1 (p. 6), associates certain
actions with certain assumptions in a strategic plan. If a condition
assunption is present, certain action plans should also be present.
Each business unit plan was checked for the presence of the condition
and action pairs shown in Figure 1 (p. 6). The reasons behind the

results of this comparison between expected and actual plan content may
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Figure 8. Flow Chart Summarizing Study Method, This flow chart describes
the functional steps in this study process. Major steps were study defini-
tion, data collection, input file development, data analysis, output file
development, and examination of results, The two major data sources were
Fast Delta Corporation plans (1) and managers® completed questionnaires (2).
A third data source was business strategy case studies (3). Output files
containing the results of statistical routines are shown as (4) - (10). The
two sources for statistical routines were the SPSS package (11) (Nie et al
1974) and BASIC routines shown in Appendix C (p. ).
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be identified with further analysis. This further analysis, based on
objections to the expected content model discussed in Chapter II (p.29)
may suggest both a modified model and content evaluation methods based
on this modified model.

Description of this process is discussed in "ijodel Comparison®
(p..45) and the results are discussed in Chapter IV, "Goodness of Fit

Test" (p.. 65).

Objections to the Expected Content Model Based on its_Simplicity

Because strategy may be wmore complicated than simply paired
conditions and action plans, two other tests for consistent associztion
of conditions with actions were developed:

1) The first was a test of similarity anong strategic plans
listing the same condition of business, Even if strategy were more
complex than paired association between a condition and an action, plans
which agreed on the presence of a condition should agree more on
proposed actions than plans which did not agree on the presence of this
same condition. Development of this similarity measure is discussed in
the second section of Chapter III, "Corporate Consistency" (p.49). The
results are discussed in the second section of Chapter IV (p.68).

2) The second was a factor analysis test. Factor analysis of plan
content was used to explore for more conplex associations anmong
variables describing plan content. If the expected content model is
correct, factors identified should consist of the paired associations
among variables as shown in Table I (p. 7). This approach is discussed
in "Factor Analysis", (p.52). The results are discussed in the third

section of Chapter IV (p.71).
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The discussion in Chapter II suggested several reasons why these
expected pairs of condition and action variables may not be found.
These included constraints imposed by the operating context of planning,
and constraints imposed by the organizational context. The fourth and
fifth sections of Chapter III and Chapter IV examine the influence of
operating context. The sixth and seventh sections of Chapter III and

Chapter IV examine the influence on plan content of organizational

constraints.
Objections to the Expected Content lModel based on Operatinz Context

Two approaches were used to study the influence cf operating
context or current activities on strategic plan content:

1) Information about the plans other than content was collected.
This information included the year the plan was written and recent
performance history and performance forecasts for the strategic business
unit. Content variables were checked for significant association with
these non-content descriptors.

2) Corporation mnanagers were asked to participate in an
experiment. A two part questionnaire was distributed to managers who
had participated in the formal business planning process the previous
year. In part A of the questionnaire managers were asked to develop
action plans when a set of condition assumptions was provided. 1In part
B, managers were asked to develop an assumption set when an action plan
was provided. Questionnaire responses were coded and analyzed using the
sane procedures as those used for analyzing plans. One would expect the
results from part A to match the expected results predicted by the

expected content model. If the results fron part B were more similar to
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the results of the formal plan content analysis, one would expect that
current activities played a significant role in determining formal
strategic plan content. The fourth section of Chapter III, "Hon-Content
Descriptors" (p.53) discusses the method for gathering data on the
non-content characteristies of plans. The result of this analysis is
discussed in the fourth section of Chapter IV,.(p.75). The developnent
of the planning exercise and questionnaire, procedure, and analysis is
discussed in the fifth section of Chapter III, "Planning Lzercise®,
(p. 55) and the resultz are discussed in "Planning Exercise", Crapter

v, (p..79).

Objections to the Expected Content iiodel based on Organizational Conte:it

If organizational {actors afiect plan content, there should be
nore similarity in strategic content among Corporation plans than eauong
the strategic plans of businesses from different cowpanies. Case
studies in strategic planning were substituted for actusl strategic
plans since data froum plans of different companies would be cifficult to
collect., The similarity measure discussed above was applied to datz on
the content of these case studies and the results were coupared with
similarity coefficients from Corporation formal plans. This process is
Qescribed in "Relative Corporate Consistency", Chapter III, (p.59), and
the results are discussed in the sixth section of Chapter IV, (p.82).

Discussion in Chapter II suggested that if organizational
constraints affect strategic planning logic, dindividuals with longer
length of service and higher organizational position should agree with
each other more in strategic perspective. On the other hand if

functional training determined strategic perspective, content variables
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selected in the planning experiment should be closely associated with
professional background of planners. Agreement should be higher within
similar professional groups than between these groups.

Method for gathering and analyzing data on the individual
characteristics of managers who participated in the planning experiment,
for comparing individual planning experiment response with professional
characteristics and for developing agreement measures within similar
groups is discussed in the last section of Chapter III (p.6l). Results

are discussed in the last section of Chapter IV (p.87).
MODEL COMPARISON: EXPECTED CONTENT VS ACTUAL STRATEGIC PLAN CONTENT

Steps in comparing the Fast Delta Corporation business plan
content with the expected content model included:

1) the development of an expected content model. This included
the selection and definition of the variables shown in Table I (p. T)
as the expected content model and the identification of expected
relationships between these content variables as shown in Figure 1
(p. 6).

2) coding business unit plans for the presence of these variables

3) didentification of significant joint frequencies of condition
and action variables

4) comparison of significant joint frequencies found in
Corporation strategic business plans with expected pairs of conditions

and actions suggested by the expected content model.

Variable Selectjon

The 1list of conditions and action descriptors suggested in the
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expected content model is shown in Table I. (p. 7) Criteria for the
variables selected“to describe plan content were:

1) Variable was suggested as important or relevant by one or more
references from business literature review above.

2) Variable frequently appeared in a preliminary study of seven
business plans from three business units within Fast Delta Corporation.
In this preliminary study, key topies, issues, areas of concern, and
proposed actions were listed and organized under such categories as
market position, market characteristics, objectives, business strengths,
actions impacting financial position, marketing actions, and engineering
actions,

3) Variable contributed to relative "completeness" in describing
business strategy. While it was clearly impossible to describe all
possible business assuuptions and action plans using a combination of
statements, this list was selected as a best effort to cover these
alternatives as completely as possible.

4) Variable was easy to detect as ‘'present". Because only
assumptions and actions which could be coded as definitely present in
the document were included, only very specific statements of conditions,
objectives, and strategies were chosen. This proved particularly
limiting in the selection of strategies (see v18-v27). Strategies were
usually stated in either a very general or global way or else in a vay
unique to the particular business., For this reason, whaﬁ frequently
appeared as a "strategy package" was described as a combination of
fairly specific action plans which could be coded as "present" or

proposed in the plan.
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This criterion was especially important in order to address the

potential effects of researcher bias in coding business plan content and

in order to assure that the experiment could be duplicated with
comparable results in other firms.

Seventeen variables describing conditions were selected (v1-viT).

Ten variables describing strategies were selected (v18-v27).

Variable Coding

One=hundred-nincteen formal business plans were exanined and coded
for the presence of the variables described in Table I (p. 7). These
plans represented 1005 of the formal plans produced through the formal
planning process over a six-year period. These plans ranged from three
to almost 100 pages in 1length but generally followed the format
described in Chapter I (p.20). Each plan described a single business,
as that business was conceived in the plan year. During the study
period The Corporation was organized into an average of 20 businesses
but the specific businesses and the number of businesses wvaried from
year to year. In few cases was it possible to trace longitudinally a
business during the entire six years.

4 variable wvas coded as present only if an explicit statement
matching the wvariable description appeared in the docuient.

Appendix B (p.125) offers an example of the coding process.
Included in Appendix B is the management summary from a real business
plan, In this study, the entire plan was examined, not just the
management summary., Inclusion of the summary is intended to substitute
for the more lengthy business plan while still providing some insight

into the coding process., The summary is censored for consfidentiality.
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Key items are underlined. The underlined items are then coded on the
data collection form.

As ambiguities became apparent, variables were more closely
defined and new coding conventions were added so that further coding was
consistent. For example, even a fairly explicit variable such as high
market growth rate or market growth rate over 20%/year (v1) appeared
anbiguous when it wasn't clear whether the growth rate was stated in
real or inflated dollars. Coding convention was revised so that growth
rates were assumed to be in real terns unless otherwise stated and
inflation was assumed at 8%/year unless otherwise stated.

The practice of coding simple presence of a variable limited the
types of interpretation that can be made from this data in two ways:

1) While presence of a variable means that the condition,
objective or action plan is explicitly stated, absence may mean that the
opposite is true, that the particular variable is not mentioned, or that
the particular variable was mentioned but discounted explicitly as being
irrelevant to the actions taken or planned.

2) There is no time frame associated with the coding of the
presence of a variable. It is therefore impossible to distinguish long=-
term strategies, objectives or changes in conditions. This limitation
in wvariable coding required some additional coding conventions. For
example, if the proposéd strategy is "we will do a and after 3 years, we
will do b"™, both a and b were coded as present unless some condition(s)

were stated as triggering conditions for implementing b.

Data Tabulation

Data collected on the occurrence of variables 1-27 were tabulated
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for frequency and conditional frequency using the SPSS crosstabs

progran, (Nie et al 1975, 218)

Data Analysis

For each data set, the chi-square statistic was used to identify
significantly related paired associations between conditions (v1-v1T)
and actions (v18-v27). (Mendenhall 1975, 284) Those joint frequencies
for Chi-square with a<.1 were selected as significant and an SPSS
computed ¢ statistic was examined for these joint frequencies. ¢
statistic measures strength of relationship and approaches 0 if the

relationship appears significant due to chance. (HNie et al 1975, 224)

CORPORATE CONSISTENCY: CONTENT SIMILARITY AMONG BUSINESS PLAHS

Rationale for Similarity Coefficjent Calculation

The following similarity test addresses the objection raised in
Chapter 1II: analysis of paired associations among condition-strategy
sets doesn't capture the complexity of strategic plan logic.

The similarity test used was called a coefficient of
relationships, matching coeffient, or coefficient of assceciation. Tihis
coefficient measures resemblance or similarity among selected pairs of
entities, In this test, resemblance of strategies is measured among
those plans which share common condition variables. Resemblance among
condition sets is measured for plans which propose the same actions.

If the model is correct, plans which share the same condition set
should be more similar than those which don't. The most significant
condition variables in planning actions should show the most similarity

among the action sets of plans which include this condition. The
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similarity coefficient for the wmwost significant condition variables
should be lowest when similarity of action sets is, neasured for plans
which don?'t agree on the presence of these condition variables. The
expected content model shows the most actions positively associatec with
market growth rate and growth objective (v2, v7). These variables are
expected to show the most difference in siumilarity coefiicients betwecn
the pairs of plans which agree on the presence of these conditions and
those wiich don't agree.

A key assumption in the expected content mod;l is that conditions
serve as the planning premises for proposing actions, Tne similarity
neasure can a&also be used to exapine the first cbjection tc this nocel:
since current activities play a dominant role in developing actious,
actions serve as tle prenises on which assumpiions about conditions are
developed. Sinilarity coeffients measuring condition set similarity
amon plans whick: agree on a particular action can be cowpared wita
similarity coefficents uweasuring action set agreement for condition
variables., If commitment to az particular action is the basis for plan
content, similarity coefficents mecasuring the condition set similarity

should be higher.

Similarity Coefficient Calculation

Several different coefficients of similarity have been developed
for different applications. All are based on a pairwise cowparisoir of
cases, Each case is coupared with every other case along a number of
variables or characteristics.,

In this test, cases can only be called similar with respect to a

particular variable (v1-v27) when they agree on its presence. In



51
addition, there is no reason to weight positively matched pairs any
differently than other pairs. The similarity coefficient which meets
these criteria is the Coefficient of Jaccard (Sneath) which Sokol and
Sneath (1963, 196) argue is the most promising for most taxonomic
work. The Coefficient of Jaccard expresses similarity as the proportion
of positive matches relative to all potential matches. Or,

Sj = Njk / (Njk + U)
where Njk is positive matches and U is all unmatched.

In order to facilitate comparison of similarity coefficients among
data sets, Sj is further expressed relative to average the average
frequency with which variables in the character set appeared. Or,

Sj(p) = Njk /7 (Hjk + U) # F
where
F= P/n%n

where n=number of chzaracters, m=number of cases, P=number of
positive responses,

BASIC prograns which selected and compared cases which agreed on
the presence of a particular variable (vi1-v27 above) and calculated
simpilarity coefflents for the response set associated with that variable
are shown in Appendix A (p.123). Similar programs were used to calculate
both "agreement scores" and "disagreement scores", The "agreement score"
for a premise variable is the similarity coefficient calculated for
those plans which agreed on the presence of this premise variable. The
"disagreenent score" for a premise variable is the sinilarity
coefficient for those plans which disagreed on the presence of this

premise variable.
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FACTOR ANALYSIS: IDENTIFYING COMPLEX COMPONENTS OF STRATEGY

A general assumption behind the expected content model is that
strategy setting is based on a consistent association among key
variables, The expected content model is more specific in that it
proposes the consistent association between pairs of variables, one of
which 41is a condition and the other an action. Factor analysis is
used as an ezploratory model building tool to identify other possibly
stronger associations among variables which aren't pairwise and don't
depend on a distinection between conditions and actions. (Ruumel 1976)

I the expected content model is correct, the variables clustered
on a particular factor should reflect the matrix shown in Figure 1
{(p. 6). More complex clusters of variables on a particular factor
would indicate a more conplex approach to strategy formulation,

Because factor analysis 1is intended here as a technigue for
clustering variables ratner than for fitting a linear model, factor
analysis could be applied to raw data which was nonminal (C or 1
indicatinzg either presence or absence of a character). Joint
frequencies calculated earlier using the SPSS crosstabs prograi were
substituted for correlation coefficient, and the matrix of Jjoint
frequencies was subnitted in SPSS matrix format to the SPSS factor
routine, PA1 factor routine (makes no assunptions about data structure)
and varimax rotation (simplifies factor matrix columns) were used. (Nie
et al 1975) This factor analysis application is not dissimilar to the
clustering application of factor analysis discussed by Sokol and Sneath.

(1963) They suggest that factor loading results be interpreted as the
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higher the factor loading, the more typical the variable of the factor.

NON-CONTENT DESCRIPTORS OF CGRPORATE PLANS

If plan content were heavily influenced by the short-ternm
operating context in which planning takes place, one would expect a
close association between plan year, past performance and short-tern
forecasts, and the presence of variables describing content. One would
expect an especially close relationship between plan year and plan
content if short-term corporate=-wide concerns dominated the planning
process., If short-term business unit operating concerns were douninant,
one would expect that recent performance and short tern forecasts would
be closely associated with content variables.

Seven additional variables were selected to describe the formal
plans. These variables are summarized in Table II (p.54). Variables,
v29-v34 describe past performance and forecast performance for sales
growth and profitability. These variables were introduced in order to
check whether recent perfornance or plan objectives contributed to
variations in plan content. These performnance measures and objectives
were dincluded in all plans, although plans from the first year that the
business was organized as a business unit typically did not .include
data on past performance (v29,v30). Because the specific measures of
past and forecast growth and past and forecast profitability varied from
year to year, business plans were ranked relative to other business
plans for the same year and coded as follous:

1 high growth or profitability (top fifth of businesses for
that year)



TABLE II

SUMMARY OF NON-CONTENT VARIABLES DESCRIBING PLANS

NAME

v28

v29

v30

v31l

v32

v33

v34

DESCRIPTION

year in which plan was
prepared

past year per cent change
in net sales level

next year forecast per
cent change in net sales
level

5 year forecast average
per cent annual change
in net sales level

past year income as a
per cent of net sales

next year forecast income
as a per cent of net sales

income as a per cent of
net sales in fifth year of
plan

EXAMPLE

54

year 1 - year 6

+117% change:
average

+15% change:
average

+107% change:
average

below

below

below

+9.9%: average

income

+10.5%: average

income

+11.47%: average

income
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2 above average growth or profitability (2nd fifth of
businesses for that year)

3 average growth or profitability fmiddle fifth of businesses
for that year)

4 below average growth or profitability (4th fifth of
businesses for that year)

5 lowest grouth or profitability (bottom fifth of businesses
for that year)

The SPSS crosstabs progran was used to tabulate the joint frequency
with which each content variable appeared with each of the six plan
years and with each of the five rankings of the seven variables
describing past and forecast performance. As in the previous sectiorn,
SPSS-computed tests for significance and strength of relationship were
used. Chi-square test was used as a test of significance., Cramer's V
test was used to deternine strength of significant relationships.
Craner's V dis based on the¢ test described earlier and adjusts for

tables larger than 2x2. (llie et al 1975, 224)

PLANNING EXERCISE: PLAENING PROCESS VS PLANNIRG LOGIC

The intent behind involving Fast Delta Corporation managers in
this planning exercise was to compare the content of plans developed
using two different processes. The first process is that implied by the
expected content model. The second is dependent on manager commitment
to current activities. Results of this experiment were compared with
both the expected content model and with actuzl formal plan content.
In addition, data collected on the professional backgrounds of managers

allowed further analysis of the organizational constraints imposed on
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planning logic.

Planning Exercise Participants

Business unit general managers, functional managers and staff
directly reporting to business unit managers typically participate in
the business planning process. Therefore, these managers were selected
for participation in this exercise. These managers were identified
through the corporate roster. Approximately 80% of this study
population was asked to complete two exercises in planning and to answer
three questions about their professional background and position. The
reasons the remaining 20% were not asked to complete the questionnaire

are discussed in a following section (p. 37 ).

uestionnaire Development: Part A and rt

A preliminary questionnaire asking managers to plan using two
different processes was developed and tested on five maﬁagers. Because
responses to the exercise requiring that managers ignore the normative
process could not be coded using condition variables 1-17, this portion
of the questionnaire was revised to require more specific answers.

A sanmple of the final questionnaire is shown in Appendix D
(pd2o0).

In the first exercise, part A, respondents were provided with a
description of a hypothetical business' current conditions. The case
study could be characterized as the presence of high market growth rate,
low relative market share, profit growth objective, market share growth
objective, design skill strength, and high quality products (vi, v3,

v6,v7,v11,vil4, see Table I, p. 7.) Variables were chosen in order to
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create a realistic case and in order to test the expected content model.

Respondents were asked to suggest appropriate action strategies

which matched these conditions. If the expected content model were

relevant to managers' planning logic most participants should respond

with the same action suggestions: to increase productivity, increase

marketing effort, increase product quality, market new products to

current markets, or divest (v18, v19, v21, v23, v25, v27, see Table I,
P. 7).

In part B, respondents were provided with an arbitrary set of
action strategies and asked to suggest the conditions under whiech this
action set might be successful. The strategy was characterized as the
presence of actions to increase productivity, market new products to
current markets and market new products to new markets. ( vi8, v23,
v25, see Table I, p. 7.) The expected content model suggests that some
condition variables (vi1, v2, v3, v6, v7, v8, v9, v10, v11) should be
paired with these action variables. However, since the process required
to complete part B is backwards from the normative process, responses
should show little pattern compared to the responses to part A. Part C
is discussed in the 1last section of Chapter III (p.62) and requests
information about participant background. Response format in parts A
and B was open-ended but response time for all parts was limited to ten

minutes,

Administering Questjonnajires

Participants were asked individually or during business unit staff
meetings to participate in this study. All those who were asked

completed the questionnaire. The questionnaire was aduinistered to
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participants individually or in small groups of less than five managers.,
In order to provide some individual anonymity, questionnaires were
identified by group (business unit) code only. The managers who did not
complete questionnaires were those who were absent from the staffl
meeting on the day questionnaires were distributed or those who proved
unreachable by phone after several tries. llanagers from eacn of the
Fast Delta Corporation business units were includec in this study.
Participants who completed the questionnaire in small groups conpleted

it without discussion among each other. All participants completed the

questionnaire within ten ninutes.

Codini; Questionnaire Responses

Case study content and participants' responses were coded for the
presence of strategic content variables using the coding rethod
described in the first section of Chapter III,(p.45). 1In part A, case
study condition variables were coded as presence of v1,v3,v6,v7,v11, and
v14, and participants' responses were coded for v18-v27. In part B,
participants' responses were coded for vi=-vi7, and case study-specified
action variables were coded as presence of vi8,v23,v2s.

In some cases participants requested additional information,
These requeéts were noted separately. For exanple, in part A,
participants sonetines requested wore information about overell
technologiczl position, Other participants indirectly requested more
information by making action plans conditional on the presence of sone
condition variable which had not been addressed in the case study.
Coding difficulties were similar to those encountered in coding plans.

Responses which could not be matched with variables were ignored.
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If a response overlapped two variables both variables were coded as
present.

Appendix D (p..140) includes an exanple of a conpleted

questionnaire and coding for this response.

Analysis of Questionnaire Results

SPSS crosstabs programs were used to summarize the frequency with
which each variable appeared in each part of the questionnaire.
Chi-square statistic was used to indicate significant joint frequencies
and Cramers V was used to indicate strength of rélationship for those

Jjoint frequencies for chi-square with a<.1.

RELATIVE CORPORATE CONSISTEWCY: COMPARISON OF FORNAL PLAN CONTELT

VS BUSIHESS CASE STUDY COHTEKRT

Comparison of formal plan content with the strategic logic
evidenced in case studies allows the identification of the degree of
constraint imposed on plan logic by The Corporation. If Fast Delta
Corporation were conpletely diversified, there should be no difference
in similarity coefficients between plans from the sanmne company and plans

from a variety of different companies.

Case Study Selection

Data describing the coincidence of assumptions about conditions
with actions taken or action plans were collected from business strategy
case studies. A sample of 105 case studies was collected fron the

business strategy sections of Business leek and Electronic Business,

These case studies represent nearly 100% of the case studies presented
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in Electronic Business during 1977-1979 which were longer than about
800-1000 words. Case studies from Business Ueel: represented about T70%
of case studies printed in 19786-1979 which dealt with industrial
products manufacturing coupanies. See Appendix E (pl46e) for case study

references.

Differences Betueen Case Studies and Forpal Plains

It was expected that -ecase studies from popular ragzzines would
differ frow Corporation business plans., First, the case studies were

shorter, Second, case studies vere written for a different purpose and

o

for a different audience than the purpose and audience for he
Corporation business plans. Generally, the case studies were iatencec
to illustrate a bDusiness success story. Decause the audience for case
studies was the public, key variables may have been onitted., Finally,
the case studies described assumptions wiiels proved correct and actions

which were taken rather than tentative assunptions and planned esctions.

Similarity Coefricient Celculation

Data frou these sources were coded using the same procedures as
described in the previous sections. Appendix E (p. 146) also inclucdes
the results of this coding process. Sinilar difficulties wvere
encountered. The same similarity calculations described previously were
performed with data describing case studies. Similar BASIC progrzis

were used. (See Appendix C, p.l128)
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PLAKNING EXERCISE: PLAMLING LOGIC AND lALIAGERS' PROFESSIOHA

CHARACTERISTICS

The expected content model does not deal with differences in
stratezic logic based on organizational experience or organizationezl
culture and processes. Objections to the expected content model sujgzest
that this makes the model less useful., Relationships identified¢ betireen
the wmanager professional characteristics collected in part C of the
guestionnaire and the stratezic logic identified in parts & and © could
throw some 1light on the deviations of strategic plan content Iron tis
enpected content nocel.

As in the examination of strategic plan content, wanagers!
responses were exanined in two alternative ways. First, sijgnificeant
joint frequencies between variables describing the strategic coutent of
Lanzgers' responses and variables describing the managers' professionzl
characteristics were identified. Second, similarity anong groups of
managers with respect to strategic logic was exauiined.

If the expected content model described the strategic lougic used
by Corporation nanagers, there should be no significant association
between content and professional characteristies. Similarity shiould be
higher in part A than in part B, and there should be no differences in
similarity between groups. Discussion of objections to this wodel
suggests that: either similarity should be higher with longer length of
service and with higher managenent level; similarity should be higher
within professional groups; and/or similarity should be higher in part B
than in part A. In addition, significant Jjocint frequencies of

professional characteristics and content variables should occur.
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Part C of the questionnaire submitted to participants asked
managers to supply the following information on their professional
background: length of service, training, and management 1level.
Questionnaire format for Part C was multiple choice with choiees
intended to dévelop three approximately equal groupings of managers for
each of the three questions. Response categories and coding are shown
in Table III (p.®53j.

SPSS crosstabs program was used to tabulate joint frequencies of
each category with the 27 plan content variables characterizing
managers' answers to parts A and B, Significance and strength of

~
relationship were calculated using the SPSS Chi-square and Cramers V
tests as described in previous sections.

Similarity coefficients for parts A and B were also calculated for
each of the nine subgroups of managers identified through part C.

BASIC programs similar to those wused above to calculate similarity

coefficients are shown in Appendix C, (p. 128)
SUMMARY

This chapter discussed the methods used in this study.
Preliminary steps included the selection and definition of content
variables and the development of an expected content model. Fast Delta
Corporation strategic business plans were coded for presence of content
variables and compared against content expectations. Matching
coefficient and factor analyses were also used to examine plan content.

Other tests used to explore planning process and content in the study

firm were aimed at examining the impact of planning”™ process and
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VARTABLES USED TO DESCRIBE PROFESSIONAL EXPERIENCE
OF QUESTIONNAIRE RESPONDENTS

NAME

v35

v36

v37

DESCRIPTION

Length of Service
at The Corporation
Primary Functional

Background

Management Level

Ut W N = LN -

W N =

EXAMPLE

less than 8 years
8 - 15 years
more than 15 years

engineering
manufacturing
marketing
general business
other

general manager
functional manager
other (staff)
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organizational constraints on content. These tests included couparison
of plan content with other plan characteristics, conparison of plan
content with the strategy content of business case studies and
examination of the results of intervieus with Fast Delta Corporation
managers. Interview format consistecd of & questionnaire vhicih asxed
managers to plan business strategy using two diff'erent processes., Tae
content results of each process were compared with tlie eipected plan
content nodel. Planning exercise content and manager background were
also coupared using correlation coefficient and watciing coefficien

analysis.,



CHAPTER IV
RESULTS
GOODHESS OF FIT TEST: EXPECTED CONTENT HODEL VS ACTUAL PLAL COWTLIT

Significant paired relationships awong variables describing
assumptions and actions in Fast Delta Corporation forumal plans are shoun
in Table IV (p.66). The expected content model predicted that certain
pairs of &ection and assunption variables should be present in tie
business unit plans. Table IV is divided into 2 list of those variables
which were present as predicted by the model andéd those pairs of
varisbles which were identified as strongly associated but were not
predicted by the nodel. Table IV also includes discussion of individuel
pairs of variables. Alternative explanations for the absence of soune
variable pairs and the presence of otiiers are discussed in following
sections.

Of the 28 significant joint frequencies predicted by the niodel,
tris approach checked for only 17. Only significant Jjoint frequencies
for variables occurring with more than 15% frequency were checked for,
The 155 frequency cut-off was chosen to compensate for relatively small
sample size and very low joint frequencies for pairs where variables
occurred less than 15% of the time. This meant that even though product
high contribution margin and actions to increase vertical integration,

market new products to new markets, change market structure, anc¢ divest
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TABLE IV

SUMMARY OF CONTENT VARIABLE PATRS WITH SIGNIFICANT
JOINT FREQUENCIES

EXPECTED - BASED ON BASIC MODEL

NAME x2 ¢ DISCUSSION
vl-v23 .05 .20 expected
v2-v21 .07 .19 expected
v7-v2l .02 24 expected
v12-v22 .01 .28 expected

¥OT EXPECTED - BASED ON BASIC MODEL

2
NAME X ¢ DISCUSSION

vl4-vl19 .06 .19 Competitors' technological
strength and action to
increase marketing effort.
Suggests competing in an-
other dimension in order to
avoid "trying to beat
competitor at his own game."

vl-y22 .01 .28 Fast growing market and
action proposal to market
current products to new
markets occur .together more
frequently than expected.
This may have occurred
because plan format requires
that plans describe future
markets rather than current
market. Thus, in plans,
the fast growing market is
the new market toward which
current products will be
aimed. This is consistent
with Boston Consulting Group
Advice. (Hedley 1976)
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TABLE IV (CONTINUED)
NOT EXPECTED - BASED ON BASIC MODEL
NAME X ¢ DISCUSSION

v8-v21 .02 .23 Assumption of technology
strength occurs more fre-
quently than expected with
action strategy to imcrease
quality,

v8-v22 .00 .30 Assumption of major tech-
nology strength occurs
more frequently with
action to market current
products to new markets.
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(vi7, v20, v25, v26, and v27) were coded, this analysis did not address
expected pairs which included these variables. Of the 17 remeining
expected Jjoint frequencies, four actually appeared and four other
significant joint frequencies which were not expected appeared.
The results of chi-square and ¢ tests for significant and strongly
related variable pairs are also shown in Table IV (p. 66).

Hissing expected variable pairs were spread througliout the matri:x
of expected pairs (See Figure 1, p. 6). Associations with absolute and
relative market share(v2 and v3), profit objective (v6) and witih product
characteristics (v13-v16) were not present as expected. The unexpected

pairs related to the assumption of technology strength (v8).

CORPORATE CONLSISTENCY: SINILARITY COEFFICIENTS FOR CORPCLATION PLLIIS

This section discusses test results of corporation plans for
association between a prenise variable and a pacliage of resultant
variables.,

Table V (p.69) shows the agreenent score (sinilarity coefficient
for plans which agree on a preuise variable) and disagreenent score
(similarity coefficient for plans which don't agree on a
premise variable) for each variable. Table VI (p.70) groups variables by
relative difference in similarity coefficient. Althougin all sinilarity
coeiTicients were higner under agreement on the presence of the premise
variable, differences between agreement and disagreement were not very
large. Only five of 14 showed differences of more than 10%. lione
showed a difference larger than 20%. Only three of five condition

similarity coefficients showed differences larger than 10% and none



TABLE V

COMPARTSON OF SIMILARITY COEFFICIENTS UNDER AGREE-
MENT AND DISAGREEMENT FOR CONDITION AND FOR
ACTION VARIABLES FOR FORMAL PLANS

NAME AGREE DISAGREE
vl 437 .378
v2 .396 .363
v3 .378 367
vh 404 .356
v5 411 .351
vé .400 .367
v7 .357 .363
v8 415 .359
v9 .385 .355
vil .319 .351
vl2 .393 .378
vl4 .374 370
vl5 .381 .367
v1lé .430 .378

(Average frequency of actions = ,27)

v18 .535 .506
v19 496 499
v21 .569 .501
v22 .647 .538
v23 577 .504
v24 .506 .499

(Average frequency of conditions = .39)
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TABLE VI

SUMMARY OF RELATIVE AGREEMENT-DISGREEMENT
SCORE DIFFERENCES

RELATIVE NAME
DIFFERENCE

variables

showing 207 -
difference

variables vl,v4,v5,
showing v8,v16,v21
10-20% v22,v23
difference

variables v2,v3,v6,
showing less v7,v9,vll
than 10% vli2,vl4,vl5

difference v18,v19,v24
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showed differences larger than 20%.

While this approach suggested that some variables were more
important than others in predicting action set, broad product 1line
strength (v16) did not appear as a significant variable in the expected
content model and did appear as a significant variable in this test of
the formal plans. High mnmarket share and action to broaden line to
current market (v2 and v24) were expected to show larger relative
differences in similarity and showed no differences instead. Actions to
increase perceived product quelity, mnarket current products to ney
segrients and mark2t new products to current segments (v21, v22, v23)
were expected to show larger relative differences and instead ranzed

only 10-20% difference,
STRATECIC FACTORS: TFACTOR ALALYSIS OF PLAI COITENT

Factor znelysis was used to detect other patterns in the strategic
content of plans which didn't conform to the expected content model.
Hine factors accounted for nearly 905 of the variation in the
sanple. Table VII (see p.72) sumﬁarizes the factors including eigen
values, percentage of variance explained, and variables associated with
each factor. Figure 9 (p. 73) shows the relationship between the
expected content model and the results of the factor analysis.
Significant paired associations are marked if two variables appeared
heavily loaded on the same factor. Only eight of the expected 28
relationships appeared and many more unexpected associations are
identified. Two of the major factors identified include condition

assunptions only.
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TABLE VII

RESULTS OF FACTOR ANALYSIS OF PLAN CONTENT

2

2.0
7.4
.12
.70
.09

.48
.30

-.00
.24
.29
.11
.05
.25
.07
.40
.22
.49
1.0
.18
.03
.12
.06
.04
11
11
.08
.03
.02

3
1.8
6.5
.25
.18
42
24
37
-.13
47
.11
.55
.10
-.09
.09
.13
.29
.20
24
.08
.22
.25
.04
.23
.08
.68
.13
.94
.11
.05

4
1.6
6.1
.45
-.03
-.11
.67
34
.07
.46

.26
-.02

.31
.25
.04
.15
.46
-.14
.20
.04
.31
-.02
.22
.23
.20
.06
.14
91
.20

5

1.4
5.8
12
.22

.20
.28

.10
.16
-.03
.45
.29
.07
.02
.25
.78
1.0
.04
14
12
.09
.09
.04
.03

14

.24
.06
.02
.46
-.01
.43
.30
A7
-.02
.11
.07
.15
47
.90
.12
.01
.09
.17
-.05

Ab
.27
.09
.22
.68
1.0
-.01
.08
.08
.15
.04
.0l
.13
.04
.15
.11
.09
.10
.11
.04

.23
.18
.53
.07
.12
.01
.03
-.05
.45
.38
.00
.49
.17
.07
.05
.02
.32
-.00
-.06
.12
.99

3.7

.00
.27

.11
.13
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ACTION VARIABLES
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F F B B F
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F F F F B B
F F F F B/F B/F F
B
B
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F B F
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B

Figure 8. Comparison of Factor Analysis Results with the

Basic Model from Figure 1. (B) indicates a pair of condi-
tion - action variables expected from the basic model.

(F) indicates variable pairs which appeared heavily loaded
on the same factor. (B/F) indicates variable pairs which
were both expected based on the basic model and identified
through factor analysis.

73
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While factor 2 and 7 (p.72) didn't include acpion variables, they
do include profit and market share growth objectives (v6, v7). Sixz of
the seven factors explaining the nost variance included significant
loadings on at least one of these variables desecribing objectives.
Sarrazin's (1977) suggestion that objectives and forecasts are more
important plan content than action proposals is in part supported.

Ideally, one would have expected each factor to consist of very
feir heavily loaded variables., Instezad:

1) lost factors included more than a fei heavily loaded variables.
Factor 1 (p.72), for exanple, (U45.55 of the variance), loaded heavily on
the largest nuuber of variables. If characterized a business with large
mariet share and custoner technological need as najor uariet driver.
liajor objective was increased profit and streingths wvere maricet strengts
and product quality. Iajor zctions were to decrease costs, increase
quelity, and broaden the product line. Rather than describing business
planning principles, factor 1 and others appear as descriptive summaries
of the types of business in which The Corporztion participates.

2) lost condition variables loaded at or above .L000 on rmore than
one factor. This suggests that variables studied here as sinple content
variables actually had more complex content for strategic planning
purposes. For exanple, high market grouth rate (v1) was almost ecguzally
loadsc on factors Y4 and 6 (p.72). Factors 4 and ©& shared no other
comnion variables and "high maricet growth" appeared to have diffcrent

inplications for eacih factor.
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NON-CONTENT DESCRIPTORS: PLAN CHARACTERISTICS AND PLAN COLTENT

Table VIII (p.76) sumnarizes variables which were significantly
correlated with plan year and perfornance. Criteria for inclusion in
this chart was that variables appear with greater than 15% freguency
over sample, and a<.1. 0 tests indicating strength of relationsiiip
ranged from .25 to .40,

Significant variable frequency changes with time exhibited two
patterns., The first was that pattern characteristic of high product
quality strength and action to increase marketing effort (v14 and v19).

During the six-year period vi14 and v19 appear at a significantly

different frequency in one of the six vears. This suggests either &
one-time event suchh as a training progre;r or a one-time corpcrate
concern., Design skill strength and action to broaden product line to
current market (v1i1 and v24) exhibited gradual changes in frequency over
time in vwhat was nmore lixely a change consistent with the expected
content model., V11 and v24 vere predicted by tihe rodel to be closely
associated and results here and in "Goodness of Fit Test" (p.65) confiri
ﬁhis. Prof'it grouth objective (v6) vas associated witn plan year only.
This suggests that profit objective statements were tied to short teri
corporate gqals anc concerns.

Table IX (p. 77) sunarizes content variables whieih: were
significantly associated with past performance and perfornahce forecasts
included in the business unit plans.

Correlations of mnariet growth rate, maricet share (vi1, v2) with
profitability and growth performance and forecasts were expected. The

correlation of the growth objective (v7) with the five-year growth
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TABLE VII1

CONTENT VARIABLES SIGNIFICANTLY ASSOCIATED
"WITH PLAN YEAR

NAME X A DISCUSSION

v6 .05 .30 The ratio of businesses listing this objective
to those not listing changes dramatically from
as high as 1:4 in one year to as low as 1:2.5
in other years. This objective (increase profit)
appears closely tied to annual changes in finan-
cial objectives.

vil .01 .36 This highly significant correlation was based on
a variation of from 57 to 507 of the businesses
including design skill as a major strength., No
one explanation is satisfactory birce planners
may have valued this quality more in some years,
competitive position may have changed, business
mix may have changed, or corporate values may
have changed.

v1l4 .05 .30 This significance score appears high because in -
one year, the number of businesses including this
assumption (high product quality) was about one-
third the average of other years.

vlo .10 .2> This significance score appears high because in
one year, action to increase marketing effort
appeared in twice as many plans as in other years.
This suggests a corporate-~wide concern for market
position.

v24 .10 .28 The per cent of plans including this activity =
ranges from 287 to 62%Z. Broadening product line
represents a comparatively conservative approach
for this industry. Data pattern suggests that if
more history was available, this variable may
follow a cyclic pattern.
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TABLE IX

CONTENT VARIABLES SIGNIFICANTLY ASSOCIATED
WITH PAST PERFORMANCE AND PERFORMANCE

NAME X

v22-v29 .08

v3-v30 .03

vl6-v30 .03

v22-v30 .02

vl-v3l .04

v7i-v3l .00

.33

‘FORECASTS
DISCUSSION

Past relative sales growth and proposed action
to introduce a current product to a new market.
Almost half of the plans proposing this action
indicated previous year's growth at slightly
above average.

1 year growth forecast and assumption that market
was fragmented. More than a third of the plans
including this assumption forecast above average
growth the following year. However, a much
smaller protion forecast very high growth.

1 year growth forecast and assumption that a
broad product line provides a major bubiness
strength. More than 2 third of the plans includ-
ing this assumption forecast slightly below
average growth.

1 year growth forecast and action proposal to
introduce current products to new markets. More
than two-thirds of the plans including this pro-
posal forecast above average or highest growth
forecasts for the following year.

5 year growth forecast and assumption that mar-
ket was growing at a rapid rate. More than half
of the businesses including this assumption fore-
cast slightly above average or highest growth over
5 years.

5 year growth forecast and major objective of
market share growth. More than half of the bus~
inesses including this assumption in their plans
forecast highest or above average growth over
the five year period.
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NAME ¥
v2-v33 ,00
v4-y33 .00

v21-v34 .02

v15~v34 .12

vi6-v34 .12

.27
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TABLE IX (CONTINUED)
DISCUSSION

1 year profit forecast and the assumption of high
market share. One third of the businesses indi-
cating this market characteristic forecast above
average profitability. Three-quarters forecast
average to highest profitability.

1 year profit forecast and the assumption that
competitors' technological pressure was a major
market driver. Less than 107 of the bubinesses
reporting this assumption forecast the highest
profitability for the following year.

- profit forecast for the fifth year of the plan

and action proposal to increase quality. Almost
two-thirds of those businesses who planned to in-
crease product quality forecast above average or
or average profits for the fifth year of the plan.

profit forecast for the fifth year of the plan

and assumption that highly differentiated products
provide a business strength. Almost three-
quarters of the bubirnesses indicating this also
indicated above average profitability.

profit forecast for the fifth year of the plan and
assumption that a broad product line was a busi-~
ness strength. Almost half of the businesses
indicating this assumption forecast above average
prof itability.
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forecast was also expected; although if forecasts were wmore key than
content both profitability and growth objectives (v6, vT) should heve
been associated with more forecast measures. Because mnore variables
were associated with five=year forecasts than with past perforiiance,
these results suggest that past performance was less relevant thnan
forecast content to plan content. Of the 10 variables associated with
forecasts, half were associated with short tern forecasts and hall werec
associated with long term forecasts. Of those variables associated with
long~-term forecasts, market related variables were associated with
long=-tern growith forecasts and product related variables viere associated
with long-terw profitability forecasts. This relationship wes Jjust
reversed with respect to variables associated with short-teri. forecasts.
Two of the three variables related to short-terr growta vere procuct
strengths, and Dbotk variables related to short terrr profitability

forecasts were naricet related variables.
PLAERNING EXERCISE: PLAUITIG PROCESS AlD PLALIIING LOGIC

Tables ¥ (p.80) and XI (p. 80) compare questionnzire responses with
model and with plan results. The expected content nodel was predictive
for part A results if one assunes as the Cyert and lareh (1963)
organizational process wmodel does that conditions or problems were
ranked in significance and responded tc sequentially in that order.
These results suggested that most participants ranked market growth rate
and mnarket share growth objective (v1 and v7) as most important. The
riodel suggested that v7 was associated with three of the top eight

highest frequency responses. A model of expected response based on the



TABLE X

COMPARISON OF PART A RESULTS WITH BASIC MODEL
AND WITH FORMAL PLAN RESULTS

V  FREQUENCY OF EXPECTED BASED ON EXPECTED BASED ON

RESPONSE BASIC MODEL FORMAL PLANS
18 32% vl,v3,vé6 v3
19 65% vl,v3 v7
20 11% none none
21 277 v6,v7,v14 v7
22 497 v7 vl
23 407 vl,v7 vl,v7
24 11% none vll
25 27% vl,v3,v7 none
26 13% none none
27 5% v3,vb none

TABLE XI

COMPARISON OF PART B RESULTS WITH BASIC MODEL
AND WITH FORMAL PLAN RESULTS

A FREQUENCY OF  EXPECTED BASED ON EXPECTED BASED ON

RESPONSE BASIC MODEL FORMAL PLANS

1 36% v23,v25 v23

2 31% v18,v23,v25 none
3 187 v18,v25 none
4 10% none none
6 297 none none
7 13% v23,v25 v23

8 157 v23,v25 none
9 447 v23 none
10 41% v25 none
11 16% v23 none
14 11% none none

17 527 none none
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analysis of actual business plan content associated market share growth
objective (v7) with three of the top six. The expected content model
associates market growth rate (v1) with four of the six highest
frequency responses. A model based on actual business plan conteat
associates two of the six highest frequency responses with v1. BEigh
relative market share (v3) also appears as a significant variable in
that the model associates v3 with three of the‘ higzhest frequency
responses anca one of the lowest. “Few, however, responded as if profit
objective (v6) were significant. The profit objective was also
insignificant in the formal plan analysis.

One dis left with the question, however, "what was the basis for
the ranking of significant premises to planning?" Vhy did the growii
objective (vT) appear significant and the profit objective (v6) ignored
by most? The expected content model could not prediet whieli variables
would be ranked as most significant.

A model based on actual content of strategic business plans was
more helpful than the expected content model in predicting the results
of part A. As in the expected content model, mariket growth, relative
market share, and market growth objective (v1, v3, and v7) were
significantly associated with highest frequency responses. Tuls
sugzgests that the eiercise offered in part A can produce results similar
to those which appeared in the results of the formal strategic planning
process, This means:

1) formal plans may be developed using the norrative process model
required in part A; and,

2) there was little difference between the content which resulted
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from the formal process and that resulting from informal and individual
exercise required in part A.

The results of part B suggzest no suck consistent pattern.
Heither the expected content model nor a model based on actual plan
content was predictive of the highest frequency response set in part B.
The process of evaluating current activities did not generate results
similar to either the expected content model or a éontent rnodel based on
actual plan content.

While the purpose of this experiment was to identify ana compare
strategic planning content under two different planning processes, these
differences may have been obscured or distorted by a less effective
preiise set in part B. Informal participant comnents suggested that
this exercise was less strategic, less interesting, and more dirfficult.
In part A, 17 of U0 participants added additional assumptions or wanted
more information. In part B, only eight added alternative actioun
proposals or wanted nore information. Two sujgested that the exercise
was inpossible and that the action proposal would be unsuccessful under
any circumstances. In general, answers to part & consisted of feiwer
words. This may have been because the question was second and
participants were operating under a time linit, or it may have been
because participants founé the question too sinple and less

strategiecally focussed,

RELATIVE CORPORATE CONSISTEKCY: SIHILARITY AMONG BUSINESS CASE

STUDIES VS SIIIILARITY AMONG FORIIAL PLALS

Tables XII (p.83), XIII (p.84), and XIV (p.85) cowmpare similarity
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TABLE XII

COMPARISON OF SIMILARITY COEFFICIENTS UNDER AGREE-
MENT AND DISAGREEMENT FOR CONDITION VARIABLES
BETIWEEN FORMAL PLANS AND CASE STUDIES

BUSINESS PLANS CASE STUDIES
Agree Disagree Agree Disagree

NAME Score Score Score Score
1 437 .378 .281 .222
2 .396 .363 .236 .191
3 .378 .367 214 .232
4 404 .356 .295 .236
5 411 .351 .331 .281
6 .400 .367 .327 .210
7 .357 .363 .355 .168
8 415 .359 .345 .259
9 .385 .355 .309 .232
10° .548% JA437% .382 .285
11 .319 .351 .150 .228

12 .393 .378 Q** .536%*
13 .300% «307* 214 .281
14 374 .370 .291 .289
15 .381 .367 .218 .228
16 430 .378 .405 .263

17 .281% .311% O%* . 582%%

AVE
FREQ «272 224

* Frequency less than 157%
*% Frequency less than 10%
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TABLE XIII

COMPARISON OF SIMILARITY COEFFICIENTS UNDER AGREE-
MENT AND DISAGREEMENT FOR ACTION VARTABLES BETWEEN
BETWEEN FORMAL PLANS AND CASE STUDIES

BUSINESS PLANS CASE STUDIES

Agree Disagree Agree Disagree
NAME Score Score Score  Score
18 .535 .506 .268 204
19 496 .499 .306 .207
20 .538% .525% .630 .309
21 .569 .501 .196 .222
22 .647 .538 .177 .219
23 .577 .504 .298 .226
24 .506 499 423 271
25 L468% J478% 227 . .207
26 J481% .468% J517%%  313%%
27 .228% .395% .309 241
AVE
FREQ .385 «265

* TFrequency less than 15%
%% Frequency less than 10%
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TABLE XIV

SUMMARY OF RELATIVE AGREEMENT-DISAGREEMENT
SCORE DIFFERENCES

BUSINESS CASE

PLANS STUDIES
Variables vl,v2,v4,v6,
showing more - v7,v8,v9,v10,
than 207 vl6,vl8,vl9,
difference v20,v23,v24,

v27

Variables vl,v4,v5,v8, v5,v25
showing v1l6,v21,v22,
10% - 20% v23
difference
Variables v2,v3,v6,v7, v3,vll,vl3,
showing less v9,vl1l,v12, vl4,v15,v21,
than 107 vl4,v15,v18, v22

difference v19,v24
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coefficients for case studies with similarity coefficients for fornal
Corporation business plans. Tables XII and XIII show a similarity
coefficient under agreement for each assumption variable and acticn
variable in columns 1 and 3 of these tables. The sinilarity
coefficient disagreement score for each assumption variable and action
variable is shoun in colunns 2 and 4. Scores for Corporation fornal
plan cases are shown in coluuns 1 and 2. Scores ~for business case
studies are shown in coluuns 3 and U4, Table XIV sumuarizes these
results by grouping variables by the relative difference betieen
similarity coefficients under agreement and disagreement.

Each data source shows variables with higner coefficients for
agreeing premise variables than for disagreeing prenise variables. Case
studies shoved bigger relative differences anmong agreement and
disagreenent similarity coefficients for more variables. Forwal plans
showed mnuch smaller relative differences. In general, case studies
appear to confornm nore closely with the expected content wodel. ilost
variables which were expected to appear as significant actually showed
the expacted larger relative differences among similarity coefficients.

On the other hand, Tables XIII (p.84) and XIV (p.85) showed that
for Corporation plans, both action and condition scores were generally
higher whether they were based on agreement or disagreement. This
suggests that no mnatter what assumptions, Corporation formal plans

tended to include similar packages of actions.
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PLANNING EXERCISE: MANAGERS' PROFESSIONAL CHARACTERISTICS

VS PLANNING LOGIC

Analysis of the influence of nmnanagers! professional
characteristics on planning logic took two forms: the first was a
single coumparison of background and content variable joint frequencies;
and the second was the developuent of agreement scores for specific

subgroups of managers.

Content Variables and liznasers' Characteristics

Questions 1-3 asited participants to indicate (1) length of service
at The Corporation, (2) background or discipline, and (3) organization
level. The following discussion supmarizes significant joint
frequencies between these characteristics (v35-v37) and plan content
logic (v1=-v27).

Question 1: "How many years have you worked at The Corporeation?"

Forty percent of the respondents reported that they had worked at
The Corporation for less than eight years; 25% had worked at the site
for 8=15 years and 35% had a length of service longer than 15 years,
Assuuption descriptive variables market fragmentation (v3), an¢ coupany
technological strength (v8) and action descriptive variables offer new
products to current market (v23) were significantly related to the
participants' length of service. See Table XV (p.88).

Question 2: "In which area do you feel you have the most
experience and training?" Engineering provided the their background and
experience 35% of the respondents; 17.5% reported a manufacturing

background; 40% reported a marketing background; 5% reported a general



NAME

V3

V8

V23

X

.09

.09

001
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TABLE XV

SUMMARY OF CONTENT VARIABLES SIGNIFICANTLY
RELATED WITH LENGTH OF SERVICE

A

.17

.22

.24

DISCUSSION

A much smaller percentage of those with
less than 8 years experience indicated
this condition as important (13%) com-
pared to 56% of those with 8-15 years
experience and 247 of those with more
than 15 years experience who indicated
this condition as a key prerequisite to
pursueing actions described in part B.

While there was no significant differ-
ence on part B responses between these
three groups, 21% of those with more
than 15 years experience added this
condition to the conditions listed in
part A. 0% of those with 8-15 years
experience added this condition.

Only 19% of those with less than 8

years experience suggested that offering
new products to a current market was an
appropriate action for conditions listed
in Part A. 30% of those with 8-15 years
experience and 647 of those with more than
15 years esperience suggested this action.
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business background, and 2.5% reported "“other". Assumption-descriptive
variables company strong technological position (v8), product quality or
performance as a business strength) (vil), and high contribution margin
(v17) and action descriptive variables increase marketing/sales effort
(v19) and increase vertical integration (v20) were significantly related
to the background reported by participants. See Table XVI (p.90).

Question 3: "What position do you now hold?" General uanagers
accounted for 22.5% of the respondents; 60% were managers of functional
areas such as marketing, manufacturing or engineering; 12.5% reported
Yother" such as staff positions within a general business or functional
area, Only ¢two action descriptive variables were significantly
associated with differences in reporting level described by the
responses to this question: restructure market segments or narket (v26)
and divest or discontinue product line (v27). See Table XVII (p. 91 ).

In general, reporting level (question 3) appeared to make little
difference to the frequency with which participants suggested particular
actions and conditions. hose with more experience (question 1) gave
nore significance to overall technological position and strength and
suggested introducing new products to current markets as a more relevant
action strategy. Those with medium experience expressed mnore concern
about competitive position, especially relative market share.

Background (question 2) appeared to affect conditions and actions
proposed in more ways than experience. The association of background
with particular variables in part explained the variation in management
response reported in "Planning Exercise: Planning Process" (p.79).

Managers responded with concerns in part B and with plans in part &



v8

Vi4

V17

V19

V20

.00

.10

.04

.01

.05
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TABLE XVI

SUMMARY OF CONTENT VARIABLES SIGNIFICANTLY

I40

.15

.32

.37

.36

RELATED WITH FUNCTIONAL EXPERIENCE

DISCUSSION

28.6% of those with engineering backgrounds
indicated that a strong technological posi-
tion was an important necessary condition

for pursuing the actions proposed in part B.
0% of those with manufacturing and general
business included this condition and 12.5%

of those with marketing backgrounds included
this assumption. In part A, all participants
with general business and other backgrounds
added this condition to the list of conditions
specified and 7.1%Z of those with engineering
backgrounds and 6% of those with marketing
backgrounds added this assumption.

25% of those with marketing backgrounds in-
cluded this condition that product quality be
a business strength. 0% of those in other
groups included this condition in part B.

42.87 of those with an engineering background
specified high contribution as a condition
required for pursuing the actions proposed in
part B. 57.1% of those with manufacturing
backgrounds and 507 of those with marketing
backgrounds included this condition. This
variable probably appears as significant
because 14.3%7 of those with engineering back-
grounds also added this condition in part A
while 0% of the other groups did.

50% of those with engineering backgrounds, 57%
of those with manufacturing backgrounds, and

68 .87 of those with marketing backgrounds sug-
gested increasing marketing efforts in response
to conditions listed in part A.

0% of those with marketing backgrounds suggested
vertical integration (forward) as a response to
conditions described in part A. 42.8% of those
with manufacturing backgrounds and 7.1% of

those with engineering backgrounds suggested
this approach.



V26

V27

.05

.03

91

TABLE XVII

SUMMARY OF CONTENT VARIABLES SIGNIFICANTLY

.25

<26

RELATED WITH MANAGEMENT LEVEL
DISCUSSION

40% of those in other than general or
functional management suggested revising
market structure as a response to conditioms
in part A. 11.17 of those in general manage-
ment and 8.37 of those in functional manage-
ment positions suggested this approach.

22.2% of those in general management positions
sald that the approach proposed in part B
couldn't work under any conditions. One of
nine in general management positions said

that conditions in part A could not allow any
action proposals to be successful. Only one
participant in functional or other management
categories suggested that conditions in part A
could not allow a successful action plan.
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which reflected their professional training and experience, Responses
tended either to deal with support needed for their particular area
(i.e., marketing approach to increase marketing effort or engineers!
concern for technological position) or with activities they can do
little to control (i.e., marketing concern for product quality and
manufacturing concern for sales).

Variations in individual responses from the model may have soue
implications for the variation in actual plan content from the expected
content model as discussed in "Goodness of Fit Test" (p.65).
Technological position (v8) appeared as more significantly associated
with action variables than the model predicted. The strong concern for
vl auongz those with more experience and among those with engineering
background may explain the significant association of v8 with other

variables in the formal plans.

Sipilarity Among lianacers

Sinilarity coefficients for condition variables are based on the
results of part A of the questionnaire. Similarity coefficients for
action variables are based on the results of part BD.

Table XVIII (p.93)suumarizes the results of agreement score
calculations for subgroups of managers for both parts A and B.
Agreenent scores are not adjusted for average variable frequency and zre
not comparable to previous agreement scores.

These results suggest that organizational constraints do impact
strategic logic. Agreement among those with longer length of service
was higher than any other subgroup. On the other hand, management level

seemed to make 1little difference to agreement although those at the



NAME

V35

V36

V37

TABLE XVIII

RESULTS OF SIMILARITY COEFFICIENT CALCULATIONS

FOR SUB-GROUPS OF MANAGERS

LENGTH OF SERVICE
less than 8 years
8 - 15 years

more than 15 years

PROFESSIONAL GROUP
engineering
manufacturing
marketing

MANAGEMENT LEVEL
general
functional

other

RESPONSES
PART A

.080
.086
.120

.101
.096
.108

.089
.098
.078

RESPONSES
PART B

046
.101
.071

.068
.066
.068

.066
.063
.132
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"other" level agreed less with each other in part A4 and such more with
each other in part B. This suggests that if there is an apprentice
program in strategic logic, it is associated with corporate service
len;th rather than managenent position. The association of similarity
with service length suggests a2 mnore informal, possibly more
subjectively-based apprenticeship program than sinilarity associated
with management level would suggest.

Sinilarity of perspective within functionzl groups was confirned
for those with marleting and engineering backgrounds. Managers with
mariceting backgrounds appeared to agree with each other nore than other
groups. This may be because marketing-trained managers have had mnore
experience with exercises such as this one.

The largest differences in sinilarity coefficents lie betieen
agreement on part A and agreement on part B. This may be because scores
were not adjusted for averzge frequency. Results in part B were not
consistent with the expected content model or any modifications to the
model, The highest agreenent was among those who are at sone managenent
level other than general or functionzl manazers. The second highest was
anong those with mediun length of service., This result is similar to
findings in "Planning Exercise: Planning; Process" (p. 79) whici:
identified little pattern to the response frequencies in Part B.
Although this may be due to the inadequacy of the questionnaire, the
process which relies on evaluation of current activities as the Kkey

planning process appears ineffective.
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SULLIARY

This chapter described the results of the effort to compare actuzl
strategic plan content with expected content; the results of further
analysis aimed at developing a more complete model of plan content; and
the effectiveness of severzl tests for achieving these results. Four cof
17 expected pairs were present, and four additional uneipected pairs
appeared. Similarity coefficient analysis showed that in Fast Delta
Corporation plans, content results of the planning process did not
depend on the inclusion of particular premnise variables. Siwilar
anzlysis of business stratezgy case studies showed that content was iueh
iore dependent on the dinclusion of particular prenise variables.
Factor analysis identified clusters of content variables whici. appear tc
characterize strategic content for the company as a wiwole., The wajor
factor or cluster explains U5% of the variance and includes a lar;c
number of variables. Severzl variables load heavily on more than one
factor. Several content variables appear associated with forecasts in a
logical way. Plan content was not associated with past performance,
althoughh several content variables were associated with the year tie
plan was written. Results of wanager interviews showed planiing results
similar to both expected and formnal plan content when the noruative
planning process W&s used., Particular content variables were
significantly associated with eacit of the nine subgroups of managers.
liore content variables were more closely associated with length of
service and functional background than with manageuent 1level, These
results were confirmed by the results of similarity coefficient analysis

of manager responses, llighest agreement on strategy was anong those



with longest length of service.
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CHAPTER V

SUILIARY, CONCLUSIONS AND RECOMLIENDATIONS

SULTIARY

The intent of this study was to evaluate tke content of Fast Delta
Corporation business plans against an expected content uodel, develop a
modified model based on the comparison of expected with actuzl plan
content, and develop alternative methods for evaluating plan content
based on this modified model.

A goodness of fit test was used to measure actual plan content
against the expected content model. Alternative explanations for plan
content were sought by exanining plan content for patterns othier than
those predicted by the expected content model, and by examininyg severel

objections to the expected content model.

Pattern of Strategsic Logic

Study uwmethod exanined actual plan content for 17 variable pairs,
Of the 17 expected pairs, the goodness of fit test identified four pairs
as actually occurring in Fast Delta Corporation plans. Low frequency of
soue variables prevented testing for about one-third of the expected
variable pairs. Coding limitations meant that the absence of these 13
significant pairs was difficult to interpret. Four additional pairs of
variables appeared as significant. Each additional pair can be

rationalized within the context of the Fast Delta Corporation plazaning
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systen.

Similarity coefficients for condition sets were higher when plans
agreed on the presence of actions. The presence of an action appears
associated with a consistent set of condition assumptions. The
similarity of action sets for a particular condition does not show such
a consistent pattern. High market share (v1), profit objective (v6),
and market share growth objective (v7) do not appear as significant
determinants of action plans in this test while the expected content
nodel suggests that they should be among the nost significant variables.
The presence of a particular condition does not see%‘ to inply a
consistent action package.

Factor analysis identified plan content factors which were broader
than simple pairs of actions and conditions. This analysis produced
several interesting results:

1) Action variables 1loaded heavily on separate factors wiiile
condition variables, particularly those relating to objectives, loaded
on several factors. In this population, action variables are more
predictive of condition sets. The condition variables are not simple
variables but contain more complex strategic implications.

2) All factors included heavy loadings by more than simple pairs
of variables. This suggests that strategic factors are quite cowmplex.
These complex factors appear to describe types of businesses rather than
marketplace laws.

3) One very heavily loaded factor accounts for more than U45% of
the variance. This suggests that business strategy or strategic logic

comiunicated through the plans is relatively howogeneous although
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conplex.

Role of Current Activities

The strong relationship between plan year and profit objective
(v6), product quality (vii4), and action to increase marketing/sales
efforts (v19) when these variables appeared unrelated to other content
variables suggests that annual changes 1in corporate-wide policy or
perspective affected these variables. There was only one content
variable related to past performance. The strong associations between
content variables and performance forecasts support the notion that
forecasts provide a synthesis of the impact of a variety of action plans
and conditions. The content-=forecast associations showed regular
patterns which could be explained in expected content model terus.,

The results of the planning exercise in part A of the
questionnaire are siuiiilar to the results of the strategic plan aneclysis.
llanagers appeared both: more successful and more faniliar with & planning
process which begins with the analysis of conditions. Despite the
simple loading of action variables on strategic factors, managers appezr
to rely heavily on the recommended strategic planning process fron the
Corporate Strategic Planning lianual (1977) in developing business plans.
There is no support for the idea that the planning process explicitly

begins with a couwnmitment to and focus on current activities.

Organizational Impacts on Plan Content

Analysis of similarity coefficients for case studies identified
key variables whichh were predicted by the expected content model,

These results confirm the wvalidity of both similarity coefficient
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analysis and the expected content model.

The comparison of similarity coefficients under agreement and
disagreement between business plans and case studies showed that the
Corporation plans were considerably more similar to each other than
those of other companies were similar to each other. Business plans
from The Corporation showed more similarity among both condition and
action sets even when they disagreed on the presence of the premise
variables. Some variables are consistently included in the formal plans
whether or not the logic represented in the expected content model
supports the inclusion of these actions and conditions.

Analysis of significant variables associated with manszger
background showed content variables associated with 1length of service
and functional background. These results offer soue insight into forual
plan content analysis results. The significant association of strong
technical position (vd) with the responses of managers with the longest

length of service and of managers with engineering training suzgests a

m

possible explanation for the unexpected appearance of v8 as

')

significent variable in formal plans. These managers probably have
strong voice in strategic business plan developmnent.

Sinilarity coefficient analysis of manager responses supported the
notion that a company perspective is characteristic of managers!
strategic thinking. Similarity was highest among those with the longest
length of service. Similarity was also high among those with similar
functional training, although not as high. Surprisingly, the responses
of managers at higher management levels were no more similar than those

at lower 1levels. Similarity analysis results for part B of the
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questionnaire support the conclusions above: the process required in
part B was clumsy and difficult for participznts. Results showed very

little pattern,
CONCLUSIONS

Conclusions based on these results relate to the tkree~part intent
of this study:
1) to compare a model of expected plan content with actuzl
business plan content developed in the study firn.
'é) to develop &z nmodified model of formel plan content whicn
recognizes organizational influences on plan content.
3) to suggest a method for evaluating business plan content based

on this modified model.

Comperison of Actuzal with Expected Plan Content

Thite results of several tests allov thie conclusion that the model
concept 1s basically correct but incomplete. 4t Fast Delta Corporation,
managers' planning lozic is based on the analysis of conditioas, the
development of a condition set, and thie relatior of these conditions
with an action set. The planning process recommenced by the foroal
systerm appears to be used even in informal exercises. The condition
variables have more conplex strategic implications which sugzests that
this process is not simple. The absence of sowme variable pairs and the
presence of others as well as the failure of the similarity coefficient
test to distinguish significant variables must be explained through the

use of a modified model.



102

eve e

Plan content as evaluated by this method appears based on
additional planning principles besides the generzl principles in the
expected content model. These principles are characteristic of the
corporation as a whole. These additionzl principles can be further
identified as based on:

1) short-tern concerns, that is, plan content characteristic of
the conmpany in a particular year;

2) logical concerns, that is, plan content chéracteristic of a
class of companies sinilar to the particular company; |

3) historical or cultural concerns, that is, plan content
characteristic of the company in the sense of "unique to the company."

Figure 10 (pdl02 shows a modified version of the normative model
which includes these additional dimensions., Each of these is discussed
belowu,

Short-Term Corporate Concerns. Although the five-year planning
windoy used in Fast Delta Corporation business plgnning sugzgests 2
longer perspective, this study showed that sigznificant short-ternm
conditions and issues are recognized in formal plans.

Of those content wvariables significantly related to plan year,
sone are integrated into the formal plan using the general plan logic of
the expected content model, Others, for example, increase profit
objective (v6), aﬁd appear associated with plan year but not to other
content variables. These variables are not integrated 1logically into
plan content.

Inclusion of short-term and locally arbitrary issues in business
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Short~term Unique Corporate Class
Corporate~wide Culture and of
.Concerns - History Corporation

N ¥

FORMAL PLAN CONTEXT
Assumption

Set /T\

Action Plans

N
7/

|

Marketplace Laws

Figurel0, Modified Model of Formal Business Plan Content. This
model illustrates the impact of three other types of factors

from outside the formal plan context. These factors include
short-term corporate~wide concerns, unique aspects of corporate
history and cuiture, and corporate chsracteristics which are

those of a class of companies such as companies at a particular
life-cycle stage, companies in a particular industry, etc. These
factors appear to impact plan content independently, in some cases,
of the logic of marketplace laws which relate an assumption set
and proposed action plans.
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plans is not counter to the intent of the strategic planning process.
Strategic concerns appropriate for business plans are not necessarily
long=-term. The business planning process serves as an effective
comnunication process for disseminating any general corporate concerti.
Content variables related to plan year only may be immediate concerns
imposed by top management. Corporate directives also provide one way of
uwnifying and integrating otherwise divergent business plans. The degree
to which these are integrated into the logic of an individual business
plan may depend on the planning skill of middle manageﬁent.

In general, corporate=wide issues which musp be included but which
cannot be dintegrated immediately into long term logic will modify the
logical contents of formal plans as mneasured by these evealuation
methods. It is expected thet the more the business planning exercise is
used as a decision-making tool rather than sinply a wanagement
development exercise, the mnore pressure to incorporate shori-tern
corporate-wide factors into the logic of plans.

orica s rs o
Corporations can be classified in various ways. Discussion below
focusses on the following alternative classifications: industry type
(such as SIC code used by the U.S. Department of Commerce), mariiet or
industry 1life cycle stage (Hofer 1975), corporate life cycle stage
{Creiner 1972), and corporate structural type (for exanple, degree of
centralization) (Chandler 1964).

The particular integrative intent of the formal process suggests
that the business plans of all companies which rely on top-down as well

as bottom=-up communication will be impacted by the short-term corporate
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concerns discussed above. The extent to which planning direction is
top-down and the extent ¢to which business planning is coupled to the
annual budgeting processes may determine the impact of short-tern
concerns. The planning skill and experience of a particular company may
determine the extent to which these concerns are incorporated into
longer-term, local plan logic.

The above results suggested that a surprisingly homogeneous
strategic approach was characteristic of this company. UWhile the
conpany's characteristic strategic factors identified through factor
analysis may be unique to the company, the principle of neasuring
corporate diversity or honogeneity in this way is established. Soue
relative degree of lioniogeneity may be characteristic of conpanies at
different 1life cycle stages. This company established a decentralized
structure relatively recently. If this concept is valid, this approach
pight be wused to track the increasing diversity cof this or any other
company with a decentralization policy.

The processes suggested above for corporate integration or
maintenance of homogeneity may also be characteristic of a particular
class of corporations. The identification of strategic training as
informal and long-term suggests a matrix of alternative approaches to
developing managers' strategic logic. (See Figure 11, p.106) This
matrix may suggest asscciated corporation types which rely on these
training approaches. The training program in  this recently
decentralized, relatively young company appears informal and
corporate~oriented. A more mature and highly diversified company may

rely on a business-oriented, formal training program. The tests used
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TRAINING STYLE

FORMAL

centralized
companies.
structured
promotion
path within
the organi-~
zation,

CORPORATE-~
ORIENTED

decentralized
companies.
structured
promotion
path within
the orzani-
zation.

BUSINESS~
ORIENTED

ZOHHDPHEHZEHEHNO OZHZWHD>TES

INFORMAL

centralized
companies.

no structured
promotion
path within
the organi-
zation,

decentralized
companies.

no structured
promotion
path within
the organi-
zation,

Figure 1l. Matrix of Alternative Approaches to Strategic
Logic Training Program. The results of this study suggested
the above typology of management development approaches to
strategic planning. The Corporation was shown to have
used an informal, corporate-oriented approach.
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here could distinguish the results of these two approaches. In the
hypothesized company, similarity would be highest among managers at the
highest management level. The fermal plans in such 2 company would show
a relative difference pattern for siunilarity coefficients under
agreenent and disagreement nmore sinilar to that of tle case study
population.

The unexpected appearance of significant variables relating to
technolozical position and market characteristics may be characteristic
of strategic thinking for corporztions within this p;rticular industry.
The significance of these variables among case sFudies, over half of
which were frou the electronies industry, confirr:s this.

The c¢lose integration of the growth objective with nearly all
strategic factors is more difficult to c¢lassify. The significence of
this objective may be characteristic of the class of all electronics
coupanies, of all companies in relatively fast growing uarkets, of all
conpanies at a particular life cycle stage, or of industry in general.

The role of certain professional groups in planning may also be
characteristic of an industry-based class of companies, The significant
relationship between key variables and managers with engineering
training is probably characteristic of the electronics and other high
technology industries. This relationship nmay also be characteristic of
companies din this 1life cycle stage. The extent to which operational
product or engineering concerns douinate finaneial or more general
concerns may diminish as this industry matures and as individual
companies grow, mature, and diversify.

These conclusions are not inconsistent with the results of other
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research (Schoeffler et al 1974, Hofer 1975, Chan&ler 1964) which
relates strategy and company structure, Previous work does, however,
discount the significance of industry type and tends to emphasize the
market structure of the particular business a company is in rather than
the general merket environment of the company as a whole.

Historical or _ Cultural _ Concerns i & icula
Organization, The results of this study suggest that an organization
inposes constraints on strategic thinking. If this were not true, plans
for a single company would show the same similarity coefficient pattern
as case studies and the variance explained by factor analysis would be
pore evenly spread over the factors identifiecd.

The similarity of individual managers' responses to plan content
suggests that degree of howmogeneity is a reflection of corporate culture
and history. This analysis suggests a mechanisu whereby corporate
strategié logic remains internally consistent and homogeneous despite
the corporate intent to diversify. The similarity of responses auwong
those with 1longer length of service rather than with higher managenent
level suggests an informal rather than a formazl training program. The
inplied long=-tern, experience~based and inforral progran for
individuals' strategic development suggests that corporate integration
through a coumon strategic perspective is not directly managed for in
this conpany.

The study approach used here leaves key questions open about tie
significance of plan content for identifying strategic logic. The logic
behind 2 company's strategic plans may not be unique at all. Instead,

the planners may share a unique company planning language. Variables
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such as "strong technological position" and "high product quality" may
carry unique company definitions, The list of unexpected key variable
pairs in this corporation's plans may reflect more conventional 1logic

once planners define these terms.

u er 4 Stratezic ans

This modified model requires that plan content be evaluated not
only against the expected content model but against otker expectations
as well. The expected content model provides a generally recognized
standard for plan logic against which short-ter. and unique corporate
concerns can be balanced.

Clearly vif short-tern, corporate-wide concerns were effectively
being integrated into plan logic, these variables would be coupled with
others as predicted by the expected content model. If top manzgers did
not use the business planning process for short ternm concerns, there
would be few variables associated with plan year. If top managers werec
attempting over the years to develop a more diverse strategic approach,
the variables should 1load strategic factors differently with tine,
This evaluation method allows a measure of the dimpact of stratezic
thinking which is not consistent with an expected content rodel. Once
the relationship of actual content to this expected content is
established, manaéers and staff can aslt which short-tern and unique
corporate concerns should dominate general 1logic. This evaluation
technique allows staff to pinpoint which logie is inconsistent and
possibly which groups share this 1logic. This helps identify which
procedures should be changed, which training prograns for which

audiences must be implemented, and which top maniagement Ileadership
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efforts have been successful in changing middle management stratesic
attitudes.

Techniques fron this exploratory effort which appear viable in
evaluating these expectations include: the identification of significant
variable pairs, the identification of strategic factors, the
characterization of corporate homogeneity relative to the diversity
reflected in case studies, and the comparison of manager planning 1logic

with unique aspects of corporate strateyy.
RECOIRIEKNDATIONS

Recormendations are aimed at the several wmajor audiences
identified in the introductory section: top managenent, middle
manageuent, corporate planning staff, and those doing further research
in strategzic planning. Recomnendations are based not only on the
specific findings of this study of a single firm, but on the explorztory
nature of this study. Because this study is exploratory,
recommendations emphasize opportunities for further study and the value
of plan evaluation methods which address these additionzl dimensions of

planning.

Top lManasepent

Current "new planning" models place top managers in the role of
"ringmasters” or portfolio managers attempting to integrate and balance
a number of diverse businesses. A recent BRBusiness Ueek article
(December 18, 1978, 62) highlighted top management's need for tools
which would change this role frou a passive balancing act to a more

pusitive leadership role,
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Developing a morjé positive leadership role may require developing
a more global strategié perspective which is more that the sumn of the
separate business strategies. Current tools for integrating business
plans (for exauple, the "spot and dof" chart (Boston Consulting Group
1974)) which depend on the portfolio management model of the top
managenent function are inadequate in at least three ways:

1) Tools based on the portfolio management model are often
inappropriate for the majority of companies which are not coupletely
decentralized and diversified. For exauple, the portfolio model assumes
that poorly financially perforuing businesses can be cdivested without
impacting other businesses. This is often not the case in a coupany
which is only partially decentralized.

2) These tools are useful only for addressing financial
integration., Otlier resources including tine, people, experience,
technology, market image, and market position are addressed indirectly
if at all, These are often the most difficult resources to use or
develop synergistically.

3) These methods are based on date which are often unavailable,
inaccurate, or biased in favor of a politically correct answer or
wishful thinking. It is impossible within the context of these tools to
evaluate the validity of the assumptions behind the figures since the
figures are presented as facts, and the assumptions are not presented at
all.

The proposed evaluation model addresses these problens: it
assumes that the study company is not completely decentralized; it

addresses non-financial issues; and it depends on information about



112
attitudes, not financial forecast data. Because the proposed evaluation
model allows the measurement of additional dimensions of corporzte
position, it provides a supplement to the above types of analysis.

By trying to pinpoint the ways in which plan content and logic
produced by middle managers do not meet expectations, a picture of
currenf managenment strategic perspective can be established. To the
extent that this perspective represents top managément perspective,
these results can be used in evaluating current corporate business
definitions and new business opportiunities. To the ‘éxtent that this
perspective is not coincident with top managepent perspective, these

results identify opportunities for top managemnent leadersiiip.

liiddle lianazejer

This wmodified evaluation model suggests three dimensions for
evaluzting plans in addition to the expected content model. These
suggest a new perspective for the evaluation of the short- and long-terr
viability of a particular business. This is, of course, iuportant at
the top management level, but it is also important at the middle
management 1level for career planning and for establishing resource
expectations. These dimensions help explain top managenent decisions to
support some businesses while divesting others counter to the
recomuendations of conventional financial analysis.

The” classification of plan content into that required by general
business planning practices, that required for short-term corporate
reasons, and that required for corporate or industry cultural reasons is
an aid in sorting and balancing plan assuuptions and logic which may

seerz contradictory. This classification scheme for plan content
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provides an aid for the individual manager in the developnment of his own
strategic logic model.

The analysis of managers' planning logic may be particularly
useful to middle management in career planning. This analysis suggested
that with length of service in a particular company, managers developed
more similar strategic 1logic. This more local planning perspective,
while useful in the quick solution of functional problems, may waxe tne
search for alternative strategies more difficult for those with longer
length of service. . |

The strategic planning effort at the division or business unit
level is parallel to, if more constrained than, the process required to
develop a corporate definition. Plans deveioped at this level directly
reflect the strategic perspective of the business management teazn.
This study confirms that at 1least some functional concerns inpact
business strategy. General managers are faced with the tasik of
assembling a tean for strategy forumulation which reflects the desired
level of homogeneity or diversity of perspective. This is particularly

important in the many strategic situations where accurate data are

unavailable,

Corporate Plannins Staff

Corporate staff often attempt to apply generzl planning logic
such as the expected content model in evaluating business plans. Staff
are often frustrated when their comments are ignored or dismissed with:
Mle're different. Those rules don't apply to us." Frustration mounts
because managers often can't state explicitly which rules do apply.

This method helps identify explicitly the ways in which managers feel
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their company does not need to conforn to general business rules,
Logic based on these unstated rules which is potentially out-of-date or
internally contradictory can be exanined more carefully. The velid
strategic relations can be incorporated into the staff's expected
content model of expectations.

The results and conclusions of this study suggest that tiis
evaluation approach is viable and provides soue additional information
about corporate strategy which is not available through other rethods.
The techniques for analyzing plan content are sinple ﬁith the aid of the
standard SPSS package.(liie et al, 1974)

The experience with this study suggests sone modifications in the
evaluation process:

1) It was difficult to draw conclusions about the plan process
fron the plan content. The planning process appears as a couzplex
iterative process with no single one-way logic detectable, Part E of
this questionnaire was not useful.

2) Content variables should be chosen relative to corporzte
concerns and expectations for what variable linkages should be included
in formal plans. The expected content model shown in Table I (g. 7 )
represents a first cut at a generally acceptable model for industrial
products manufacturers in a high technology market. Other expected
significant variables and 1linkages may be wmore relevant to other
companies and industries.

3) The results of this technique should be evaluated agéinst a
specific set of expectations. In this study, the expected content model

provided that set of expectations. Once plan content has been
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evaluated, these results provide a benchmark or a new set of

expectations against which later evaluation results can be compared.

For Further Study

Topies for further study based on this research include:

Specific Variables, This study raised severzl questions about the
complex nature of key condition variables., It is not clear wiether the
particular variables chosen were not defined closely enough or whether
‘these cowrion strategic planning concepts are really more complex then
supposed. For exanple, when high market growth rate (v1) loads heavily
on two major factors, is this because one factor'is describing a growtn
rate of 25% and the other a growth rate of 355? Or is this because any
market growth rate assumnption poses conplex questions for business
strategists?

Explicitness of Plannjnz. This study was distinetly limited by
the evaluation method whiech identified positive correlations and
positive matches only. This approach meant that the whole topic of
"generally understood and accepted but not.explicitly stated"™ strategic
logic could not be directly addressed. If content variables had been
evaluated as either absent, false, or present, (instead of Jjust
present), plan evaluation may have revealeé a richer pattern of
strategic logic.

Classes of Organjzatijon and Stratecy. This study provides little
direct evidence which allows the distinction among strategic 1logic
characteristics of different classes of company. It is unclear whether
the relationship between growth and profit objectives is characteristic

of all electronics companies, all companies in growing markets, or all
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companies. Comparative studies of other companies using this method
would aliow more definite conclusions.

Planninz Process and Strateny. Despite the necessary conclusion
about the validity and widespread use of the normative planning process,
the issues raised by Sahal (1976) about the process of organization
adaptation are significant. A deeper case study of a particular
planning effort may address the question of the extent to which
organizations choose their environments rather than adapting to
environmental pressures. Study techniques such as direct decision
observation are required in order to examine these issues,

Optimurt Corporate Stpratesjc Perspective. While a measure of
corporate homogeneity of perspective was established through factor
analysis and similarity coefficient exercises, this study has offered
little guidance to managers or staff in recomrmending an optimun mix of
strategic factors or plan sicilarity. Additionzl studies conparing
these results with results of other companies would be necessary to
identify the relationship between these characteristics and other
company characteristics such as size, sales, and asset levels.

Strategic Planning Trainipz, The matrix illustrating alternative
approaches to strategic planning treining (Figure 11, p.107)suggests
ideas about strategic perspective development which might be tested in a
comparative study of large corporations. Results of such a study way
suggest which of the three approaches discussed in Chapter II (p.37) for
developing corporate "coherence"™ (Sarrazin 1977) is most effective under h

which conditions.
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APPENDIX A

GLOSSARY

Terminology relating to planning, especially business planning,
is still not rigidly specific despite the nearly 25 years of planning
literature. Below are sone recent definitions and distinctions aumong
terms which were used in this paper.

Business (strategy) planning: typically strategic planning zt the

business 1level (see business unit). Toward gozls set at tlie corporate
level, business strategy planning analyzes the strengths, wealinesses,
threats, and opportunities in developing the stratezy for & firm's
approach to a particular business. (Business lecl Deceuber 18, 1970,
62), (Hofer, 1675)

business unit e unit of the

coupany with its oun mission and its own coupetitors and capabls of
developing an independent long teru: strategy'. (Taylor, 1976) &
business unit may or may not be the same as the unit used for opereting
or adninistrative purposes. At Fast Delta Corporation strategic
business units are adainistrative units for operating as well as
strategic purposes.

Corporate (stratexy) planninz: typically strategic plannning at
the corporate level (ipvolving top managenent or corporate officers).
Toward the goal of unifying business lines and aiming them at a common

goal, corporate strategic planning considers alternative investrent
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programs in its portfolio of businesses and the developuzent (or
acquisition) of new businesses. (Business Meek December 18, 1976, 62),

(Hofer, 1975)

Entrepreneurial planning: Yconcerns itself with creating the

profit potential for the firm." (Ansoff 1978) That is, entrepreneurial
planning deals with areas of opportunity such as new products, nei:
markets, etc, Ansoff incluces stratezic planning as a type of
entrepreneurial planning in that 1) the emphasis is on the search for
and analysis of alternatives; and 2) forecasts and plans in strategic
planning are not necessarily extrapolative and assune discontinuities
and change.

Lonz range planning;: in long range plaaning, "the future is uade

explicit through environmental forecasts." (Ansoff, 1976) I'ased¢ on a
forecast, goals, action prograns, and budgets are set. Typically, long
range planning does not include consideraztion of alternative Tfutures or
contingencies.,

Strategic planning: Typicelly a process for setting strategy
which takes place on & periodic basis, focusses on a particular
organization or set of organization, and deals with products, woarkets,
and technology. Strategic planning includes consideration  of
organization strengths,_weaknesses, threats, and opportunities with the
enphasis on analyzing alternatives. (Ansoff 1978), (Ansoff 1965)

Strztegy: "set of decision-making rules for guidance of
organization behavior." (Ansoff 1978) Typically strategy includes a set

'of goals and major policies (Tilles 1963) and provides a "prinary source

of cohesiveness " to an organization. (Vancil 1976)
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Management Summarv

o Profitability Objectives: Increase income {after component allocations/ o
before taxes) from QW of net sales (FYOUO) to 4BEM;. Maintain cur-
rent Income/Assets and vales/Assets ratios.

o Growth Objectives: Grow orders at @P: (CAGR) over FY@lD-fYIRED
plan window. -

In order to reach our growth objectives we intend to

e maintain our market position x relative market share) in our current @
Core businecces (\umMNGINGRIMEEN Producers, distributors, equipment

manufacturers and associated EIEEENENNERK Segments). e

¢ establish a similar position with users in emerging G EESENEEIN

segments.

e establish ourselves as the end users' preferred vendor of state-of-the-
art oumbsREE RN, instruments in these segments;
and, as the OEM's (qumETEEeESEEENEastenanbtiaatudEh; ~:2jor
supp'l'ier of SEENNNEEE, components.

o Build on potential synergy between.Products ?nd other QRN $roups
by working with ARNEENSEMIENNNNNNG to 200y AEmigggh to-nolozy
outside the‘ market and by marketing 4R Products to the vertical

Market.

In order to meet profitability objectives, we intend to

e maintain engineering and marketing cost of sales at current % of net

sales
o reduce manufacturing cost of sales from SN of net sales to M °

e plan “for business unit asset growtn at slower than pro:jected sales and
income growth rates.

Market and Product/Market Strategies

ARl industries will continue as our core market over

the next five years. Due primarily to new distribution technologies /D
producers and distributors

are becoming a 'Iarger portion of our potential market. (est. 35i market

growth rate). We plan to address these markets @

and_s_e_nu_ge_m broad line of high quality, reliable products,
active industry participation, and close high-level ties with system
and original equipment manufacturersj; . .

® by extending these strengths to new markets within the @ industry.

QEE» technologies have opened theg industry to new

equipment which corrects or enhances rather than just testing,
measuring and monitoring the NIMSI. Ouring 4RGNNSR we plan to introduce
products which address this erelatively new opportunity. -

e by maintaining our traditional market strengths (strong field engineer o

Sometime in the 5-10 year time frame, Juig i uENIEEANNNNCANNIEE systems will
become both economically desirable and technically feasible. We expect that
our work in AFNIEElmgigmml processing and AN for today's

markets will position us to enter these new/AENNENE application
areas.
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20
2s
29
30
3S
40

129

M AX(319,32)
IPEN '"NEATKAIT,RAT' FOR OUTPUT AS FILE #}
JPEN 'NEATKATT,CAT' FOR INPUT AS FILE #e
FOR I=g TO 119
FOR J=3y T0 27

INPUT m2,N%

AX(1,J)=nN%

NEXT J \ NEXT &
F3R N2l TO 17

PQINT N \ PRINT #1,N
FOR I=1 1O 119

FOR Jay 70 119

IF I=J THEN 1R0

IF AX(I,N)=1 THEN IF AX(J,N)s] [HEN 160
G0 10 140 :
Y=Mel

FOR k=18 T0 27

IF AX{1,K)3) THEN IF AX(J,K)=] THEN YaYet
NEXT K

NEXT J

IF Y30 THEN 225

CaCet

Yay/(Mai0)

PRINY #1,USING '#,88',Y)

LE1.XA4

Ysd \ Ma0

NEXT

IF C=0 THEN Cs3i

PRIINT #i,w/CiN

Cs0 \ wsa0

NEXT N

PRINT #}

CLOSE \ END



SO
20

IM Ax(119,32)
OPEN '2TKATT,RPT!' FOR OUTPUT A8 FILE #}

. OPEN 'NERTKATT,DAT' FOR INPUT A8 FiLt #2

FOR I=1 TO 119
FOR J=i TO 27

. INPUT ®2,N%

AX(1,J)=NX
NEXT J \ NEXT 1
FOR N=3 70 (7
PRINT N \ PRINT #i,N
FOR I=3 70 119
FOR J=i 7O 119
IF IsJ THEN 180
IF AX(I,N)<>AX(J,N) THEN 160
G 10 g80
MzMe ¢
FOR K=z18 70 27
IF AX(I,K)m) THEN IF AX(J,K)E] THEN YaYel
NEXT K
NEXT J
IF Y20 THEN 225
CsC+1
YeY/(M%x10)
PRINY #1,USING '#,88',Y;
NzZKWeY
Ya0 \ Mz0
NEXT I
IF Cs0 THEN Csi
PRINT #1,w/Cn
Csd \ wWa0
NEXT N
PRINT #u}
CLOSE \ END
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S OIM AX(119,32)

20 OPEN '8TKATT RPT' FOR QUTPUT AS FILE #1
25 JPEN '"NEWTKATT,DAT!' FOR INPUT AS FILE #2
29 FOR I=y 70 119

30 FOR Jsmy VO 27

33. INPUT »2,N2%

49 ax(I,J)=sn¥

4SS NEXY J \ NEXT

S5 FOR N=i8 TO 27

60 PRINT N N\ PRINT #1,N

80 FOR I=1 10 119

90 FOR J=2§ TO 119

92 IF 1=J THEN 180

150 IF AX(I,N)=31 THEN IF AX(J,N)=] THEN 160
155 GO TO 180

160 MsMet

195 FOR K31 T0 17

170 IF AX(XI,K)=3) THEN IF AX(J,K)m] THEN YaYel
175 NEXT K

180 NEXT J

200 IF vY=0 THEN 225

205 C=Cet

210 Y=Y/ (Mni7)

225 PRINT #1,USING '"#,.88',Y;

230 AxneY

240 v=0 \ Mg

250 NEXY |

275 IF C=x0 THEN Csi

276 PRINT #i,nw/Cin

280 Cx0 \ wW=0

285 NEXT n

300 PRINT Wy

320 CLOSE \ END
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S DIM AX(119,32)

20 OPEN 'TTKATT,RPT! FOR OUTPUY AS FILE #}
25 OPEN 'NEWTKATT,DAT' FOR _ INPUTAS DILE %2 _
29 FOR I=3 TO 3139
30. FOR J=3 YO 27

~ 35. INPUT #2,NX
a0 AX(I,J)=NX
45 NEXT J N\ NEXT I
S5 FOR NEi8 TO 27
60 PRINT N \ PRINT #i,N
80 POR Im) TO 119
90 FOR J=y TO 119
92 IF IsJ THEN 180
1S5S0 IF AX(I,N)<>AX(J,N) THEN 160
155 60 Y0 180
160 MeMe
165 FOR Kmy TO 17
170 IF A%(I,X)=m1 THEN IF AX(J,K)3) THEN YsvYe!
175 NEXT K
180 NEXT J
200 IF Y0 THEN 225
205 Culel
210 vYeY/(Mx17)
225 PRINY #1,USING '#,#K',Y;
230 W=WeY
240 vYshHh \ Mgd
250 NEXT |
275 IF CeQ THEN Cm1
276 PRINYT #1,nN/C3N
280 Cmd \ Ws0
285 NEXT N
300 PRINY w}
320 CLOSE \ END
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S DIM A%(119,32)

20 OPEN '7TKATT,RPT!  FOR OQUTPUT AS FILE #i
25. OPEN 'NEWTKATT,DAT! FOR INPUT AS FILE s2
" 29 FPOR I=) 1O 1319
30 FOR Jm} 71O 27
35 INPUT #2,NX
40 AX(IyJ)ENX

45 NEXT J \:NEXT I
$5. FOR N=3B TQ 27
60. PRINT N \ PRINT #1,N
80 FOR I=3 T0 119
90 FOR J=) 70 139
9z IFf IaJ THEN 180
150 IF AX(I,NYS»AX(JyN) THEN 160

185 GO 7O 180

160 MsMe1

165 FOR Kmy TO 17

170 IF AX(I,XK)my THEN IF AX(J,K)=] THEN YmYel
175 NEXT K

180 NEXY J

200 IF Ymy THEN 225

205 Cule}

210 YsY/(Mn1T7)

225 PRINT #i,USING W . ¥x',Y}

230 WENeY

240 Y=0 \ M=0

250 NEXT ]

275 IF C=0 THEN C=xi

276 PRINT #),n/Ciin

280 C=0 \ WeD

285 NEXT i

300 PRINT #)

320 CLOSE \ END
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S DIM AX(3119,32)

20
2s.
29
30
35
a0
" 45
-1
60
80
90
92
150
185
160
165
170
175
180
200
20S
210
e2s
230
“260
250
2715
276
280
285
"300
320

ODPEN 'STKATT . RPT' FOR DUTPUT AS FiLE #i
OPEN *ALLCASE.DAT' FOR INPUT AS FILE #2
FOR I=3 TO 118

FOR Jmy TO 27

INPUT m2,NX

AX(I,J)=nNX

NEXT . J N\ NEXT 1

FOR N&18 TO 27

PRINT N \ PRINT #{,N

FOR =3 70 118

FOR Js1 TO 118

I1¥ I=J THEN 180

IF AX(I N)=3 THEN IF AX(J,N)sl THEN 160
60 1D 180

MEMe g

FOR Kei YO 17

IF AX(I,K)=] THEN IF AX(J,K)=]1 THEN YEYel
NEXT K

NEXY J

IF Ys0 TMNEN 225

Culel

Yey/(Mx17)

PRINT #3,USING '#,8x',Y)

WBneY

Ysh \ Mz

NEXT

IF.C=0 THEN Cs=i

PRINT #1,n/CHNW

Ced \ Wws0

NEXT N el

PRINY 7}

CLOSE \ END
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s DIM AS(319,32)

20
.25
C 29
' 30
35
Q0

4S
1

60

80

90

9

150

155

160

168

170

175

180

200

208

210

225

230

240

250

275

276

OPEN *STKATT RPT' FOR OUTPUT AS FILE #1
oPEN_'ALLCASE.&A?["FDR_!NPUT,ls,FILE ¥
FOR Img 70 148
FOR J=) TO 27
INPUT m2,NX
AX(1,J)BNX
NEXT J \ NEXT I
FOR N=3 YO 17
PRINT N \ PRINT #1,N
FOR =3 YO 118
POR Jmy 1O 138
IF IsJ THEN 180
IF AX(I,N)=) THEN IF AX(J,N)m] THEN 160
60 10 180
MEM¢ ¢
FOR Xs=18 T0 27
IF AX(I,K)=3 THEN IF AX(J,K)=1 THEN YaYel
NEXT K
NEXT J
IF YsQ THEN 225
o] J3
YeY/(Mx]0)
PRINT #1,USING 'w,w¥',Y)
WEWeY
YO \ Mg
NEYT
IF C=0 THEN C=i
PRINY #1,w/CHW

280 Cx0 \ wz0

285
300
320

NEXT N
PRINT #)
CLOSE \ END



50
20
2s
29
30
35
a9
as
55
60
80
90
92
150
155
160
165
170
175
180
200
205
210
225
230
240
250
215
276
280
285
300
320

IM AX(119,32)
OPEN '4TKATT,RPT' FOR QUTPUT AS FILE #}
OPEN 'ALLCASE,DAT' FOR INPUT AS FILE ¥2

FOR Im=) 7O 118

FOR Jmy 10 27
INPUT #2,N%
AX(I,J)=n%
NEXT J N\ NEXT ]
FOR N=} 10 §7
FPRINT N \ PRINY #i,N
POR I=m} 7O 138
FOR Jmi 10 119
IF I=J THEN 180
IF AX(I,N)<»AX(J,N) THEN 160
GO0 TN 180
MzMe 1l
FOR K=18 10 27

IF AX(I,K)=]1 THEN IF AZ(J,K)=] THEN YEY+l

NEXT K

NEXT J

IF vy=0 THEN 225
Celf+

YeY/(mn10)

PRINT #1,USING '# _w#nt',vy;
NESWeY )
Y0 \ M=0

NEXT |

IF C=0 IHEN C=1
PRINT #i,n/CHn

=0 \ w=0

NEXT N

PRINT #}

CLOSE \ END
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S DIM AX(119,32)
20. DPEN '0TKATT,RPT' FOR ODUTPUT AS FILE #1
25 OPEN 'ALLCASE.DAT' FUR INPUT AS FILE %2
29 FOR I=} YO 118

30. FOR J=3 TO 27

40 A%(I,J)=NX

45. NEXT J \ NEXT I

55. FOR N218 TO 27 e
650 PRINT N \ PRINT #1,N
80. FOR I=i 70 138

90 FOR J®3 TO 138
92 IF IsJ THEN 180

150 IF AX(I,N)<»AX(JI5N) THEN 160
155 GO TO 180
160 MzMe!.

165 FOR Ksy TQ 17

170 IF AX(I,K)=3 THEN IF A%(J,K)=1 THEN YsYel
175 NEXT K ' T
180 NEXT J

200 IF. Y=s0 THEN 225 o
205 CaCel T '
210 YsY/(Mr17)

225 PRINT #1,USING '# ##',v;
230 AENeY T
240 Ysp \ M=x0

250 NEXT I

275 IF Cm0 THEN Cat
276 PRINTY #1,#/CIW
280 C=0 \ W20

285 NEXT N

300 PRINT #}

320 CLOSE \ END




S0
20
es

240
250
27%
276
280
300
305
319
329

- INPUT #2,N2

138

IM AX(80,32)

OPEN 'QATTR28,RPT! FOR OUTPUT AS FILE #}
OPEN 'NEWQATT,DAT® FOR INPUT AS FILE #2
FOR I=m§ TO 890
FOR J=)1 TO 32
AX(1,J)=n%

NEXT J \ NEXT }
2 D)
FOR Ree8 T 30

N}
PRINT ®1,N
PRINT N
FOR Q=§ TO 3 \ PRINT #1,0
FOR I=1 10 &0

IF AX(1,31)<>P THEN 250

FOR J=§ 10 80 '

IF I=zJ THEN 380

IF A%X(1,31)<>»P THEN 180

IF AX(I,R)~@ THEN IF AX(J,R)=u THEN 150
6o TO 180

IF AX(I,N)=] THEN IF AX(J,N)=]1 THEN 160
GO Y0 180

MgMe¢

FOR K=18B T0 27

IF A%(I,K)=] THEN IF AX(J,K)E] THEN Y=Ye¢l
NEXT W

NEXT J

IF Y20 THEN 225

Celel

YsY/(Mr}10)

PRINT #1,USING 'W #s',Y)

dsiWeY

Y0 \ Mgl

NEXT ]

IF C=0 THEN C=1i

PRINT #i,w/(C3vw

=0 \ W=0

PRINTY w}

NEXT o

NEXT R

CLOSE \ END
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S DIM AX(80,32)

OPEN *QATT28,RPT!' FDR OQUTPUY AS FILE #i
OPEN *NEWGATT,DAT' FOR INPUT AS FILE #2
POR I=3 Y0 80
FOR J=i 70 32
INPUT s#2,Nx
AX(I,J)BNX
NEXT J \ NEXT I
P=2

POR R=g8 TO 30

. Nm18

PRINT ®3,N
PRINT N
FOR Q=3 7O 3 \ PRINT #}1,Q
FOR I=1 10 8¢

IF AX(1,31)<>P THEN 250
POR J=3 10 89

IF I=J THEN 189

IF AX(].331)<>P THEN {8y
IF AX(I,R)su THEN IF AX(J,R)=Q THEN 150
60 YO 1890

IF AX(I,N)=] THMEN IF AX(J,N)s] THEN 160
60 70 180

MzMe§

POR Ks1 TO 17

IF AX(I,K)=21 THEN IF AX(J,K)=] THEN YEBYel
NEXT K

NEXT J

IF Y80 VTHEN 225

C=lead

YeY/(mx17)

PRINT #1,USING '#,88',Y)
HEWeY

Ys0 \ Mz=0

NEXT

IF C=0 THEN C=1

PRINT #3i,n/Con

Cx0 \ wWs=0

PRINT w#}

NEXT o

NEXT K

CLOSE S END



APPENDIZ D

SAMPLE QUESTIONAIRE ANID CODING ILLUSTRATION



QUESTIONNAIRE
Please return to Laura Doyle
x4820  del. sta. 58-667

The following questions are part of a PhD thesis on business strategy
planning. Please don't spend more than 10 minutes reading and answering
the following questions. Thank you for participating.

The following paragraphs describe two situations and ask for your input
or advice.. Please read each paragraph and note your suggestions or
response.

A The situation is this:

“We estimate the overall'eks" market is: growing at about 25%/year.

Our share is about 5% in the overall market and about 20% in the seg-
ments we specially target. These segments are also growing at 25%/year.
The competition is small, specialized and fragmented. Our customers are
two basic types: 70% OEM and 30% end-user. Our primary business strengths
are the skill and experience of our product design team and our reputa-
ticn for high quality products, and our strategic position within the
company. The company expects us to put together a long range business

plan which will describe a strategy for becoming more profitable and

for gaining a 20% share of the total “eks" market."

WHAT STRATEGIES SHOULD WE LOOK AT FOR POSSIBLE IHCLUSION IN OUR PLAN?
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QUESTIONAAIRE-p2

please return to
iaura Doyle 58-667

B A direct report comes to you with the following proposal:

"We could develop a state-of-the-art 'isodriver' which we would .
market not only to our current customers but also to the liner and .
filler industry. We could pay for this development effort by reducing

manufacturing costs on our current line."

Your response is: "That approach could work - but only §f we
were operating under the following conditions: ..."

WHAT CONDITIONS WOULD YOU LIST?

1. How many years have you worked at  ______
<8 years 8-15 years »15 years

2. In which area do you feel you have the most experience and
training?

engineering manufacturing marketing
general business other (what? )

3. What position do you now hold?

general manager
manager of a functional area (je. marketing, manufacturing, etc.)

other (what? )
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QUESTIONNAIRE
Please return to Laura Doyle

. ded. . 58
xﬁe& el. sta 86‘7

The following questions are part of a PhD thesis on business strategy
planning. Please don't spend more than 10 minutes reading and answering
the following questions. Thark you for participating.

The following paragraphs describe two situations and ask for your input
or advice. Please read each paragraph and note your suggestions or
response.

A The situation is this:

"We estimate the overall"eks" market is: growing at about 25%/year.

Our share is abcut 5% in the overall market and about 20% in the seg-
ments we specially target. These segments are also growing at 25%/year.
The competition is small, specialized and fragmented. Our customers are
two basic types: 70% OEM and 30% end-user. Our primary business strengths
are the skill and experience of our product desfgn team and our reputa-
tion for high quality products, and our strategic position within the
company. The company expects us to put together a long range business

plan which will describe a strategy for becoming more profitable and

for gaining & 20% share of the total “eks" market."

“'"“ sﬂé\t
LSZ reme,
07 Specy "'3 .
wgzmm;%..o;) Segmunts -257 of total S markrt

WHAT STRATEGIES SHOULD WE LOOK AT FOR PCSSIBLE INCLUSION IN OUR PLAN?

Pl product op@eunides closes) fo our skills
O wd '@LPG"-CAC& in Yhwe rest 53 "HLQ moarle -

V—mP- n wmiad alse eour naorkeX channeds)
and  Zcles clhannels’ waakcdh b Hhose new
rodwct oefoﬁlun}-\-res vs onlsS Wl afe.

@ already n. (co...suun.-k..e applocch.)

Live.af oppcack (‘“““T '))rc#q_,e,@ prek O L:kmﬁ
New 3SRqmirt ard Agcy a produsct beter
kan a%x.'o.-\t elses. g';w s :-h*a.a s
And  uavDases 4 il st lthﬂ.\a.r lee a Scieg
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QUESTIONRAIPE-p2

please return to
Laura Doyle 58-:%7

B A direct report comes to you with the following proposal:

"We could develop 2 state-of-the-art ‘isodriver' which we would
market not only to our current customers but also to the liner and
filler industry. We could pay for this development effort by reducing
manufacturing costs on our current line."

Your response isi "That approach could work - but only 1f we
were operating under the following conditions: ..."

WHAT CONDITIONS WOULD :fou}uesgxz " Larger than (
Q o\ oduichs frcgzl- « ths M—Lory..z..,\ cost J‘&

produch (ke colemlale ol proftt wuk
n_Z\J-’ resce s Ma-d\u?o;&lv.l'?’\d' Cﬁsé)
T() Y dobaL P(‘DQ\‘- [‘lncl,«d.\-\b 4 reduced ‘_’"‘{'3 Léd’>
o wore Hhar e weo ffb‘s,;l» fﬂ-’d“ﬁ" PLARNR VY wertl $

1. How many years have you worked at Tektronix?

<8 years x 8-15 years 15 years

2. In which area do you feel you have the most experience and
training?

@ Y _engineering manufacturing marketing

general business other (what? )

3.  What position do you now hold?

general manager
@ jc_ manager of a functional area (ie. marketing, manufacturing, etc.)
other (what? )
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1.

M gruvth rate

h okt share

fraget compet

-

strag tech comp

cust tech wkt

obj inc profit

1.

o0bJ Inc grwth

strng tech

strng ekt pos

10.

strng fin pos

11.

design strength

12.

comp manf strng

13.

ist to mkt

14.

hi qual prod

15.

hi differn

16.

brd prod 1ine

17.

h rargin

18.

dec costs

19

inc mkt effort

20.

inc vert int

21.

inc qual

22.

intro cur to new

23.

intro new to cur|

24,

broaden to cur

25.

intro new to new

26

restructure mkt

27,

divest




APPEIIDIX E

CASE STUDY REFERENCES AND CODED COLTENT DATA



CASE STUDIES FROM ELECTRONIC BUSINESS

COMPANY

1)

2)

3)

4)

5)

6)

7

8)

9)
10)
1)
12)
13)
14)
15)
16)
17)
18)
19)
20)
21)
22)
23)
21)
25)
26)
27)
28)
29)
30)
31)
32)
33)
34)
35)
36)
37)
38)
39)
40)
41)
42)
43)

Amdahl
Tektronix
Cutler Hammer
Printronix
Rohm

Modicom

Semi

NCR

Siemans
Augut

M/A Conm
Synertek

LH research
Wavetek
Rockwell
Storage Tech.

Lear Siegler
Prime
NEC

Qume

INTL Rectifier

Intersil
Hewlett Pack
Perkin Elmer

Xerox

Wang
Hazeltine
Adda

National Semi
Data Products
Centronics
TRW

Hewlett Pack
Memorex

LTX

IMED

Inboton
Honeywell
Durango
Comprint

ISSUE

vs. IBM
graphics
semi-conductors
technology

risk
electronics
RAMS

cash registers
components

new products
telecommunications
technology
growth
competition
microelectronics
minicomputers
job shop
terminals
computers
semiconductors
growth

growth

growth

planning

new ferrites
future office
word processing

printers
electronics
minicomputers
communications

medical electronics
transistors
minicomputers
printers

printers

DATE

3/79
L

4/79
n

PAGE
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4y )
45)
46)
47)
48)
49)
50)
51)

innovation 9/78
Unitrode "
Biomation medical electronics "
Cipherdata ’ 10/78
Remex new Markets "
Sanders printers "
Univac Electric 12779
Fluke Trendar n

CASE STUDIES FROM BUSINESS WEEK

COMPANY DATE PAGE
52) Allen Group 5/21/79 108
53) Philip Morris 4/2/79 66
54) Hercules 4/3/78 94
55) Gillette n n
56) Kaufman Broad 10/29/79 120
57) Gerber Scientific " "
58) Phillips 10/2/78 64
59) Green Giant " "
60) Narco 11/5/79 145
61) McDonnel Douglas 10/23/78 88
62) US Steel 10/9/78 68
63) DiGiorgio " "
64) Waterford Glass " "
65) Gerber 10/16/78 82
66) Celanese 10/8/79 116
67) Puritan Fashions 8/13/79 68
68) World Airways 6/25/79 110
69) Amstar " "
70) Pitney Bowes " "
71) Hoover 6/18/79 110
72) Holiday Inn 7/18/79 158
73) Dunn Bradstreet 8/27/79 T2
T4) Jennaire 12/18/78 73
75) Dean Foods 12/18/78 "
76) US Steel 9/17/179 78
77) Texas Instrument 9/18/78 66
78) Bell & Howell 7/30/79 88
79) Consolid. Cigar "
80) Ralston Purina 9/10/79 112
81) Toro " "
82) Diners Club 1715779 100
83) Checker Motors " "
84) Olivetti 2/12779 93
85) Alexander Baldwin " n
86) Perrier 1/722/79 64
87) GAF n "
88) Peoples Drug n n

18
23
30
37
1Y
16
94
98
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89)
90)
91)
92)
93)
gl)
95)
96)
97)
98)
99)
00)
01)
02)
03)
04)
05)

Hersheys 1/29/79
Kawasaki Steel n
Storer Broadcast"

Am. Nat Res 2/5/79
General Electric "
Varlen "

Boise Cascade 2/19/79
Service Master "
Stanley Works 2/26/79
Metpath "

G.D. Searle 3/19/79
Allendale Insurance "
Woodward Lothrop “

ESB Rayovac 3/12/79
Sigma Motor "
Guardian Industries "

Readers Digest 3/5/79

2 -
-
(o]

o

g

Ul
o

3 I~ 3 T 32 3V 23O
- N
(o)) ()]

O
(=]
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150

hi grwth rate

* 11l
e |12
* 113

° 115
*|16
*j1?
s118
*119

o |40
(2K
®]42

hi mkt share

ole |10

Sje 114

fragmt compet

»

strng tech comp

cust tech mkt

obj inc profit

obj inc grwth

strng tech

strng mkt pos

strng fin pos

design strength

comp manf strna

1st to mkt

hi qual prod

hi differn

brd prod line

hi margin

dec costs

. inc mkt effort

inc vert int

2l.

inc qual

intro cur to new

intro new to cur

broaden to cur

fntro new to new

restructure mkt

divest
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. hi grwth rate .

. hi mkt share

. fragmt compet |®

. strng tech comp| |®| |* ole .

. cust tech mkt oo ol |o

. obJ inc profit O of {o] {efoje]o]e ojejoloie] joje ole

. obj inc grwth ole] {o . . ofele e

@i~NIa v s jlwino] -

. strag tech ole L . . ole . ol

w
.

strng mkt pos ° NEOY . ole| lo] [oie]ele * olofe| {o

[
(=]

. strng fin pos ] o

11. design strength je] tele [y . oo .

12. comp manf strng .

13. 1st to mkt ol le [ . [

14. hi qual prod . () ° esfefe N

15. ki differn sjejefe|e . . ° ofe 10

16. brd prod line oo ® . olojo]e|e el o

.

17. nhi margin

18. dec costs o] (o . ole] le of lo]e . o] lefe]e

19. inc mkt effort { 1 sfef | . . . ° ofele

20. {nc vert int °

21. inc qual @ . °

22. intro cur to new o i hd

23. intro new to cur ele] le ole ole o| |ojoleie]| |eo ° .

24. broaden to cur . ole . ele] |o

25. intro new to new (] . ole| loje| |o|e oo N ofe .

26. restructure mkt o ol |e

27. divest o[ |® [ L] L] L4 [
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hi grwth rate

hi mkt share

fragmt compet

4. strng tech comp

cust tech mkt

n
.

obj inc profit

obj inc grwth

strng tech

strng mkt pos

strng fin pos

. design strength

comp manf strng

. 1st to mkt

ht qual prod

. hi differn

. brd prod 1ine

- hi margin

. dec costs

. inc mkt effort

inc vert int

{nc qual

. irtro <ur to new

. intro new to cu

. broaden to cur

25.

intro new to new

26.

restructure mkt

27.

divest
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