BOOK REVIEW

The Death and Resurrection
of Strategic Planning:
A Review

The Rise and Fail of Strategic
Planning

Ryvan Watkins. Don
Roger Kaufman

Triner and

The first reading of The Rise and
Fall of Strategic Planning could cause
even the casual planner to stop and re-
flect. For individuals and organiza-
tions that have invested resources into
strategic planning, the title alone may
strike fear. And, Mintzberg’s conclu-
sions are largely correct. However, in
our opinion he did not go far enough.
Professor Mintzberg offers a searing
critique of classical and conventional
strategic planning and planners. His
identified fallacies of so-called strate-
gic planning are unerringly true. He
describes the three fallacies as: (1) pre-
determination—planners’ belief that
future prediction is possible. Mintz-
berg reminds them it is not, (2) detach-
ment—get away from the organization
to see clearly, and (3) formaliza-
tion—formalized planning is good,
more formal is better. It is our conclu-
sion that The Rise and Fall of Strategic
Planning really criticizes strategic
planning in its conventional form. The
models addressed, in spite of the
names, actually prescribe tactical or
even operational planning and are not
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useful in strategic planning. On this
basis, the author is undeniably on the
right track. But planning frameworks
that address positive societal contribu-
tions (Mega-Level planning) seem to
rise above the criticisms of Mintzberg
and were not addressed in his analysis.

This paper examines three fallacies
described by Mintzberg and contrasts
them to the Strategic Planning Plus
(Kaufman, 1992, 1995; Kaufman et al.
1993, 1996) approach. We identify and
discuss alternatives to Mintzberg’s
three main criticisms, and build upon
what he has not said to define a better
approach that does not bury strategic
planning. In closing, we will tie
together Mintzberg’s criticisms and
our suggestions based on the Organiza-
tional Elements Model for Strategic
Planning Plus (Kaufman, 1992. 1996)
to show that strategic planning does
not have to be narrow, limited. or en-
tombed.

The Fallacy
of Predetermination

Mintzberg paints a realistic portrait
of the weaknesses of conventional
strategic planning models. Mintzberg
states that “Strategic planning, as it is
usually practiced, is heavily slanted
toward the ‘predict-and-prepare’ mode
of coping with the future” (p. 34).
Reactive modes of decision making

will not lead organizations toward
prosperity. Most organizations have
not practiced proactive planning and
few have even been exposed to models
that suggest alternatives to reactivity.
Mintzberg points out that proactivity
has been based on fallible forecast and
predictions. not on commitment (o
creating a positive future.

Peter Drucker advised, if you cannot

- predict the future. create it. The future

of strategic planning is that we must
not sentence ourselves to be the vic-
tims of the inevitable future. but rather
creators of it. Proactivity that will
create a positive future must have its
foundation in a concrete vision of the
future. A vision to which evervone is
committed and no alternatives less
than total success and continuous im-
provement toward it are acceptable.
The first critical step in the Strategic
Planning Plus process is the adoption
of an Ideal Vision (Kaufman. Herman.
and Watters. 1996: Kaufman. 1996).
The Ideal Vision is a cross-cultural and
multinational vision of the future all
people wish 1o create for future gener-
ations. When an organization finds
commitment toward a common desti-
nation from its individuals, proactive
decision making can start. The Ideal
Vision creates a framework for deci-
sion making within the organization.
Individuals together develop directions
and boundaries in which they can be
empowered to make decisions and



search for success within the organiza-
tion and beyond. (The ground rules are
simple: either a decision leads toward
the accomplishment of the Ideal Vision
or it does not.)

Creating the future, though, is not
without its responsibilities. If or-
ganizations wish to be proactive and
build a future in which they can pros-
per. then they must commit to making
a societal contribution. Strategic Plan-
ning Plus (Kaufman, Herman, and
Watters. 1996: Kaufman, 1996) is a
pragmatic and practical model for ac-
complishing just that. The model is a
proactive planning methodology that
begins with societal contributions and
assists in the creation of a future in
which organizations and individuals
can succeed and contribute.

The Fallacy of Detachment

A second weakness identified by
Mintzberg is that conventional models
of planning lead to detachment. It is
difficult for managers to both effec-
tively plan for the future and simulta-
neously remain in contact with their
organization. It would be simplistic
o belicve  that  organizations will
not evolve while management spends
months deriving a future for the or-
ganization. Traditional models of
strategic planning are often so detailed
and time consuming that managers
cannot achieve both tasks at once.

Mintzberg continues with “from the
air. a forest looks like a simple carpet
of green. not the complex living
svstem it really is™ (p. 257). So. how
does a manager remain involved with
the living system while being exposed
to the happenings of the larger system
in which the organization is merely a
subsystem? The Strategic Planning
Plus approach. based on the Organiza-
tional Elements Model (OEM) may
help to overcome these limitations.
The OEM defines organizations with
five common and linked elements.

The organization’s contributions
(results) to society are called Out-
comes (Mega level planning). Results
outside of the organization are called
Outputs (Macro level planning).
Results within the organization are
classified as Products (Micro level
planning). The Processes are the
means and processes that the organiza-
tion uses to produce results. The Inputs
are what the organization uses in the
processes. Examination and participa-
tion in all five elements of the OEM
allow managers to gain a systems view
of their organizations, external clients,
and their societal context and realities.
Managers are not limited to a2 Macro
view (organization-wide) nor a Micro
view (sections and/or departments) of
their organization when they apply the
OEM. It is the failure to address
Mega-societal payoffs that we suggest
leads to the flawed planning efforts
which are criticized by Mintzberg.

The Fallacy of
Formalization

Formalization is the third failure
highlighted by Mintzberg. The formal-
ity of "conventional planning tends 10
be a conservalive process. sometimes
encouraging behavior that undermines
both creativity and strategic thinking™
according to Mintzberg (p. 158)~crea-
tivity and strategic thinking that are es-
sential 1o organization in today’s com-
petitive  markets  (Covey. 1996).
Strategic planning models which will
lead organizations into the future will
have to overcome this weakness of tra-
ditional models. But "a particular
weakness of the -analytical mind. as
mentioned in Chapter 4. is its tendency
toward ‘premature closure’: problems
being structured early. the alternative
delineated prematurely. so that the at-
tention can be concentrated on assess-
ing them.” Observations like this one
by Mintzberg highlight one of the traps
of tactical planning. Tactical planning
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focuses only on products, means, and
resources.

By focusing planning initiatives on
the processes and resources, and not
the results, organizations are suscepti-
ble to the predetermination of solu-
tions. By postponing the selection of a
solution (a feature of the Strategic
Planning Plus approach) until after the
problem has been defined and alter-
native solutions have been identified
and prioritized can the planning pro-
cess be open to both creativity and
strategic thinking.

The Rise and Fall of Strategic
Planning gives the reader an excellent
portrayal of the weakness of
conventional strategic planning. And
the book further suggests for the
reader several possible solutions for
revitalizing strategic planning ini-
tiatives within their organizations.
These possible solutions appeared
fragmented to us, but could all be inte-
grated in a holistic model. From this
appraisal, the practical solution seems
10 be the consideration of the Strategic
Planning Plus approach. This ap-
proach adapts the conventional models
into a proactive initiative that can help
create a positive future for an organiza-
tion. Strategic Planning Plus intends to
overcome the fallacies exposed by
Mintzberg and offers advantages con-
ventional models fail to address.

Fortunately, it is our conclusion that
all is not lost for strategic planning.
Organizations that wish to find success
in the next century and in the new
paradigms of business have strategic
planning options. The unfortunate
news coming from Mintzberg is that
successful -strategic planning efforts
will require 'some difficult changes—
paradigm shift—in the current funda-
mental practices and paradigms of
leading an organization. Mintzberg ad-
vocates a blending of Visionary (single
creative strategist) and Learning ("va-
riety of actors™) with the conventional
planning wisdom (p. 209). Balance be-
tween planning. vision. and learning is
vital to organizational success (Covey.
1996: Senge. 1990: Kaufman. 1996).

~The visionary approach is a more
flexible way to deal with an uncerain
world™ (p. 209). Here is where Mintz-
berg and the OEM unify. We agree
with Mintzberg's assessment of the
dangers of fallacies of planning at the
tactical and operational levels. and we
suggest that Mintzberg’s “visionary ap-
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proach™ is the first step in effective
Strategic Planning. The integration of
a vision and learning is the participa-
tory methodology we advocate. This
balance is brought to light through
Mintzberg’s matrix of success (p. 360).
The matrix displays strategy utility
(Intended Strategy Realized?—did we
do what we planned as we planned)
and organizational success (Realized
Strategy Successful? or were the
results deemed successful).

we perform in the far right column.
Mintzberg tells us too many organiza-
tions are living in the left column and
calling it “strategic planning.” We sub-
mit that useful strategic planning only
exists in the right-hand column and
Strategic Planning Plus is a practical
methodology for achieving results.
Mintzberg, of course, addresses our
zeal in his book. He would perhaps
characterize us as the “it's not us”
crowd. We hope the above analysis

Realized Strategy Successful?

Yes

Intended Strategy Realized?

No-No = failure of everything,

No -Yes = emergent success

try again (learning)
No

Yes-No = failure of Yes-Yes = deliberate success,
Yes deliberateness (efficient but plan worked as intended.

not effective) plan carried out

without useful resuits.

By inspection, any member of the
organization can see we can only win if
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reveals this not to be true. We feel that
the pronouncement of the death of

strategic planning is premature if one
starts with society as the primary client
of any organization.
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