THE

PLANNING

/

DILEMMA

There Is a Way Out

STRATBGIC PLANNING increasingly
1s becoming an important top man-
agement prcoccupation, This kind
of planning, which some companies
call long-range planning, establishes
the direction in which the organiza-
tion will go. It is a formalized pro-
cedure that considers such decisions
as whether to market a new product,
float a stock issue, restructure or-
ganizational responsibility, embark
on 4n expansion program.

Many large corporations now
have departments responsible for
drafting their strategic .plans. Thesc
departments are stafled by special-
iIsts—economists, market research-
ers, statisticians, operations re-

scarchers and systems analysts —-
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who are skilled in the use of such
tools as computcrs, game theory and
mathematics. Over varying periods
of time, but most often yearly, stra-
tegic plans are produced, supported
by vast amounts of data that have
been carelully docuniented and an-
alyzed in the best scientific tradition.

Despite this systematic approach,
there is some evidence that manage-
ment does not always use the plans
its planners have developed. Con-
sider these cases:

e A team of researchers recently
spent a week interviewing the Lop
executives of a large East Coast tex-
tile firm in an attempt to determine
just how the company’s strategic de-
cisions are made. When their work
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was aboul compleled, the research-
ers asked the president of the com-
pany whether he had ever consid-
cred establishing a planning depart-
ment.” “A’ planning department?
We’ve had one for three years,” he
answered, “Would you like to see a
copy of our strategic plans?’’ The re-
searchers were somewhat taken
aback. At no time during the discus-

sions about top-level decision mak-

» Ing had the president mentioned the

existence of strategic plans drafted
by the planning department.

o Two members of the planning
department - of a large Canadian

~corporation told a colleague how

frustrated they: were, *“We exert
tremendous eflorts developing the
annual strategic plans. Meanwhile,
management goes along making
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important decisions - without ever
referring to our plans. Last week,
for instance, the president went to
lunch with a friend and on the spot
bought his company. If he had
checked our plans, he would have
seen that the acquisition was all
wrong. Why do we bother making
plans?” These men subsequently
quit the company.

Yet it’s only fair to say that if
some planners are disillusioned be-
causc their plans are often contra-
dicted or ignored, many managers
are unhappy because they feel the
plans frequently are impractical and
irrelevant. The dilemma is often
phrased this way: Planners make
plans and managers make decisions
and “never the twain shall meet”—
at least not very often.

To a large extent the dilemma is
ineviluble becuuse of the way in
which the job of cach group is con-
ceived. For thisreason, it is necessary
to examine the nature of managerial

work and the nature of the planning
effort before any attempt can be

made toward finding-a way out of

the dilemma.



-

THE MANAGER'S JOB

The traditional view of managerial
work is contained in the writings of
_uther Gulick, who, in the 1930'%,
presented  the  acronym  POQSD-
CORB--planning, organizing, stall-
ing, directing, coordinating, report-
ing, budgeting. The manager is de-
picted as an omnipotent individual,
continually pushing ahcad with an
ever better corporale stralegy.

Compare this view with the sort of
managerial day common today: The
telephone rings regularly; a large
and diverse group ol people come in
to discuss a wide range of issues; a
staggering load of muil crosses the
desk, some containing vital informa-
lion, some rcquiring responsc or
other action, and some junk; a re-
liring employee says good-by; the
mayor sends an assistant Lo advise
that steps must be taken Lo reduce
the fumes coming out of the faclory
chimney; an article in the Harvard
Business Review strikes a respon-
sive nole,

It is obvious that the POSD-
CORB image is not a very helpful
one: the manager’s job is lur more
complex and far less glamorous than
this acronym indicates. The follow-
ing three concepts help to explain
the nature of managerial work to-
day:

1. Organizational nerve center.
The focal point of organizational in-

formation, whether that organiza-

tion be a multibillion dollar con-
glomerate or a 50-man job shop, is

6

the manager of the organization,
The problems, the idens, the pres-
sures and thy simple detail all find
their way (o the manager,

Some ol this information is in
hard form; that s, it is tabulated
on paper and is available to any-
onc who has access to the paper.
Examples are production reports,
markel forccasts and wrillen cus-
tomer complaints.

Much of the data, however, par-
ticularly that important in the mak-
ing ol stratcgic decisions, is never
converted to hard form: the prelim-
inary reaction of the board of di-
rectors to a proposal, the conflict
between two subordinates who ap-
proach thc manager for a solution,
the words of suppliers as to what
a big compeltitor is planning to do,
the morale of the lactory workers,

All this, oo, is important informa- -

tion, yet none of it is ever recorded,
and some of it is never cven verbal-
ly communicated.

The manager, in the unique po-
sition of hcading the organization
to which these data pertain, finds
that he is the nerve center of the
organization, True, he never has all
the information that he wants, but
he has more of it and he gets it
[rom more sources than anyone
clsc in the organization. As the
head of his organization, he must
know what cach department is do-
ing, and he selectively carries or
transmits this information from
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~one department (o another, Much

of the information that flows in
from oulside (he organization
Nows through the manager, Direc-
tors, heads of other companices
dealing  with  the  organization,
stockholders, government olliciuls
all feel that it will be most eflective
to deal with the president, And as
long as cverybody feels this way,
they are correct!

2. Adaptor to time constraints:

Managerial work is distinguished
by time pressures of three kinds:
the manager’s lack of time, his need
to react quickly to unanticipated
problems and the need to time his
decisions properly.:

o Lack of time: It is a simple

fact that the manager wishes each
day could be extended. The great
number of people whom he wishes
to sce and who wish to see him,
along with- the ever-increasing load
of reading malcrial, creale great
time pressures. The textbooks say
that he should plan, but the mail

will not wait and the people who
want to see him cannot be delayed.
In elfect, the manager's most valu-

.. able resource—his time—is, to a

great extent, not allocated by him-

self, Thus the manager cannot be

depicted.as relaxed and reflective.
Rather, he must integrate informa-
tion as it comes, must juggle a
large number of-issues at the same

time and must make many deci- .

sions hastily. The manager is not a

planner because he does not have
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time (o delve into issues at length
or reflect leisurely and carclully
aboul his problems.

o Reacting to unanticipated prob-
lems: Usually, the manager docs
not become awire of problems in
time lo meditate carefully about aul-
ternalive solutions, Frequently, the
pressures (o come up with a quick
answer to a problem become over-
riding. A company president, for
example, may have to act quickly to
reassure stockholders and customers
when it comes to light that a subor-
dinate oflicer has been engaging in
unethical activities. Or consider the
time pressures on a company presi-
dent when a piece of equipment the
company has introduced has re-
sulted in the deaths of several peo-
ple. He must come up with a [ast
explanation of why it happened and
what is being done to prevent a re-
occurrence,

o Timing the decision: Timing is
the critical element in the seizing of
opportunities. Decisions often can-
not be carefully scheduled; effective,
change often depends on chance op-
portunities that cannot be forecast,
The president of a very large manu-
facturing firm, for example, decided
that he wanted to eflect a reorgani-
zation. He knew that il he did it
“right now,” considerable resistance
and bitterness would develop; but
he also knew that it would be too
long-a wait until two or three *‘old
line” vice-presidents retired. There-
fore, he temporarily shelved his de-
cision until the timing was right.
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When one vice-president unexpect-
cdly resigned, he moved another o
a new position and integrated the
third into his new plan of organiza-
tion.

And take the case of the president
of the Canadian corporation men-
tioned carlicr who went to lunch
and bought a company. Perhaps the
asking pricc was so good that he
could alTord to enter a market that
had never before been considered.

The manager is basically an adap-
tive worker. He does not and cannot
sit back and make formal plans. Be-
cause he is continually working un-
der severe time constraints and be-
cause he must react quickly to un-
anticipated problems and chance
opportunitics, the manager must
handle each ncw situation accord-
ing to the realities of its time pres-
sures. '

3. Ultimate authority: To the extent
that any orgunization is formally
structured, one ultimate authority
must exist. Inherent in the manager’s
job is the notion of authority. He is
considercd responsible for the im-
portant decisions made in his orga-
nization. This is not a theoretical
aspect olhis job, and is not, as many
behaviorists would have the man-
aper believe, a disappearing fune-
tion. Whether he is signing checks
or reviewing a capilal budgeling
proposal, the manager is acling as a
final authority.

This responsibility extends even
to decisions made by subordinates.

8

When the steel industry (ried o
raise prices in 1962, lor example, the
[inal onus lell on the respective coms-
pany presidents.

Why, in the age ol parlicipative
management, is there a need [or
such old-lushioned authority? The
unswer is twolold:

e To chsure that an organization
does not take ol in a varicty of op-
posing dircclions, it is necessary (o
have the same person authorize
every major decision.

e To take into consideration the
often conllicting interests ol many
groups involved with the organi-
zation, such as stockholders, em-
ployces or government regulators,
someone must make value judg-
ments in the interests of some and
contrary to the interests of others.
Value judgments — choosing be-
tween growth and prolit or deciding
whether to lay o[l employees [or one
week to decrease costs—are basically
different from questions of [act.

Factual decisions can be made by

anyone who can get the information;
choices among values are by neces-
sily judgmental, The manager is as-
signed to make these judgments,

In view of these aspects ol his job,
what can be concluded about the
manager as strategy maker? First,
the manager must be the heart of the
strategy making system, The pro-
cess begins with information gath-
ering, and we have secen that the
manager has the information. It
ends with choices among values,
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and we have seen that the manager
has the unique authority to make
these choices. Furthermore, we can

conclude that strategy making is not .

a process ol once-and-for-all plan-
ning. Rather, strategy evolves as the

manager reacts to problems and op-

portunitics as they arise, In essence,
he works in stepwisc [ashion, iden-

=
tifying a problem or opportunity,
making a decision, interpreting the
feedback, moving on to the next
problem and' so on. This is why
managers often find that they have
implemented strategy before they
have explicitly stated it. Gradually,
the - precedent-making  decisions
evolve into organization strategies.

THE PLANNER'S JOB

The planner’s day dilfers consid-
erably from that of the manager.
The information, the telephone calls,

the requests and the problems that
- constantly interrupt the manager
-~ are not a central part of the plan- .

ner’s concerns. ,
Three aspects of the nature of

planning stand out vis-a-vis the na-

ture of managing:

1. ‘The single task: The planner has

- one long-range and well-delined

task: to make plans. All his time is
devoted to this job. Thus he is not
disrupted or led astray from his
main task. However, because his
task is unrelated to the day-to-day
operating problems of the organi-
zation, the planner is removed from

~the natural flow of information. He

iIs not in touch with ongoing opera-
tions and, therefore, 1s unable to
appreciale the daily pressures that
acl on the manager. As a result, he
cannot understand why the man-
ager treats planning so lightly.

2. The integrative approach: Plan-
ning is basically an integrative pro-

cess. In eflfect, one plans in order to
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make many decisions at the same
time so that they can be interrelated.
When the cry goes up that the or-
ganization needs to plan, the cause
has incvitably been a conllict be-

tween decisions made at dillerent
points in time. For example, when

management discovers that the new
factoryisnot large enough to handle-
the new product line, someone
points out that a facilities planning
effort would have taken into account
the decision to embark on a new
product line.

Planners make their plans by col-
lecting information that is relevant
and available to them, analyzing it
and generating possible courses of

action. They attempt to collect long-
run data, ignoring day-to-day Nuc-
tuations, They will investigate con-
sumer and cconomice trends  and
look al technological change, and
then deline the basic problems, chal-
lenges and opportunities that will
[ace the organization in the future.
They project and evaluate the con-
sequences ol alternative courses of
action. After. combining various
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.possibililics int(g;llcrnulivc stralc-
aics, they develop explicil plans Lo
solve the problems and exploit the
opportunitics. Then further plans
(manpower requirements and budpg-
cts, for example) are drawn up to
account for the ellects of changes in
basic stralegy. By its very nature,

planning leads to an intepration of

the various clements the plan com-
priscs.

3. The programmed approach: In
contrast to the manuager who must
act quickly and intuitively, the
planner has the time and training Lo
usc a programmed or systematic ap-
proach to the making ol stratcgy.
“Programmed” in this context is the
opposite of “intuitive,” which im-

plics an undelined procedure that
takes place subconsciously in the
mind ol.one man, The planuer tukes
an explicit approach and he follows
well-delined procedures for handling
given inputs. However, the planncr
isstill required to make many judg-
ments at stages where steps and se-
quence are not clear.,

Clearly, strategy does nol evolve
[rom planning as it often docs lrom
specilic managerial actions. The
methodology of planning demands
that strategy be created. There is no
recognition of the implicilness or
adaptiveness associated with man-
agerial strategy making; the planner
sets forth one set of explicit plans
for all to see.

THE PLANNING DILEMMA

The planning function evolved
over the years in the large corpora-
tion because managementl  recog-
. nized the need Lo integrate various
dectsions and to take a more rea-
soned look at the future, lFurther-
more, usclful planning programs
were becoming increasingly more
available. Management realized that
it would be unable to carry out this
kind of planning itsell because of
the time pressures discussed carlicr.
Thus planhing and managing be-
came separate functions on the or-
ganization chart. Planners were to
plan, and managers o manage. It
is important to recognize that this
decision was one of expediency rath-
cr than reasoned thought,

The result has been ambivalent

behavior in organizations, (See 7a-

10

ble opposite.) Unaided managing
has led to a short-run view ol orga-
nizational strategy making; trcating
cach decision as an independent step
has led to uncoordinated cllorts. As
organizations huve become  more
complex, fire fighting has replaced
innovating. Managers continued to

. manage as they always had. The

only diflference was that someone
else was doing the “nccessary” plan-
ning. However, it was notl readily
apparent that nothing had really
changed. Planning was going on,
but it was detached planning. Plans
were made and managers filed them
away because they seemed to be (and
often were) unrelated to the prob-
lems at hand,

This, then, is the dilemma: The
manager, who has the authority and
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MANAGINGvs. PLANNING
Factor Manager Planner

Work pressures

Decision making

Many demands on time;
no chance to delve

Intuitive; implicit

Much free time; |
one job—to plan

Analytical; explicit

method programs
Authority Formal and real; must Formal authority only
choose among values with factual questions

Information Nerve center Lacks effective access to
channels, but has time
to collect information

Feedback Short-run, adaptive Long-run, reflective

Timing Needs to react to un- Neglects timing factors

anticipated problems,
chance opportunities

Strategy making

Y

Strategy evolves as
precedent-setting

decisions are made
in stepwise fashion

Integrated strategic
plans created at one
point in time

information (o formulate stratepic
plans, has been unable to make el-

fective use of the planner, who has
the time and the skills to do this

job. The manager needs to adapt to
what is going on, the planner wants

lo integrate what will go on, and the
organization desperately needs both
—but not separate from each other.
Managing and planning are neither
easily nor logically separable func-
tions.

COOPERATIVE PLANNING

Is there any way out of the dilem-
ma? We believe there is, that it is
possible to set up an effective strat-

cgy making system. Such a system
will recognize:

e The manager’s access to in-
formation and his time constraints,

e The planner’s basic resources—
time and analytical programs,

MAY 1968 |

e The manager’s responsibility
for making the final choices.

e The need for organizational
flexibility to adapt to unanticipated
problems and chance opportunities,

* The need for integrated de-
cisions.

- ‘The planning system that we pro-
pose resolves the problems discussed

11
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COOPERATIVE PLANNING

Planning Method

Adaptive planning:
Plans created in the
form of decision trees,

accounting for trigger
events and branch de-

cisions

Contingency planning:
Contingencies forecast,

and means of handling
them when they occur

developed

Real-time planning:
Manager and planner
work as man/machine
system, handling un-
anticipated events

in real-time

carlier and mects the requirements
for ellective strategic planning by
(1) reorienting the planning process
so that timing factors are recognized,
(2) including a contingency planning
phase and (3) delegating one other
job to the planner—that of applying
his programs when unexpected cir-
cumstances create a situation requir-
ing fust reaction. We call this adap-
tive planning, contingency planning
and real-time planning.

Adaptive planning recognizes the
importance of timing and uncertain-
ty in implementing plans and thus
deals with anticipated action. There

12

Manager's Role Planner’s Role

Monitors environment to  Works with manager to
define trigger events; develop strategic plans
chooses branch in form of decision trees

Works with planner to
forecast contingencies;
calls on plan or pro-
gram when contingency

Works out solution or pro-
gram to handle each con-
tingency; applies pro-
grams when necessary

* IS recognized

Defines events to Clarifies the issue; searches

for alternatives; evaluates
course of action, using alternatives; integrates
planner recommenda- events and solutions with
tions existing strategic plans

planner; chooses next

IS no question th;ut the plan will be
undertaken; the question is when

and how. Contingency planning is
concerned with events that may oc-
cur, Plans are prepared in case they

are necded. Real-time planning rec-

ognizes that there will always be
some unanticipated problems, and
the need for planning will arise
along with the problem, (See Table
above. )

Adaptive Planning

Traditionally, strategic plans are
laid out as if all planned decisions
will be made with certainty at a pre-
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determined time. In fact, such cer-
tainty seldom exists. If the plans are
to be useful to the manager, they
must be broad enough to give him
room to adapt. Two kinds ol uncer-
tainty must be recognized:

o Uncertain timing. Evenls that
are expected to occur at uncertain
times must precede the making of
decisions. For example, interest
rates must all before the go-ahead
is given on a new plant; political
conditions have to stabilize belore
the Nigerian sales branch is opened;
diversification moves by a delense
contractor will be signaled by moves
toward peace in Vietnam,

o Uncertain events. The manager
may want to be able.to choose from
more than one plan. The events
lcading up to the decision will de-
termine which plan is, in fact, cho-
sen, but that choice cannot be made
when plans are first made. For ex-
ample, the size of & marketing cllort
for a ncw product may depend on
test market results; the location of
anew plant may depend on impend-
ing state legislation; the mix of ac-
quisitions may depend on the chang-

" ing attitudes of antitrust division;
~an oceanographic firm’s expansion

may depend on whether the Depart-
ment of Delense’s post-Vietnam
planning ¢mphasizes ollensive anti-
submarine warlare or defensive anti-
missile warlare, Thus the planner
must focus pot only on the decisions
to be made, but also on the “trig-
gers” preceding them, which will de-
termine when those decisions are 10

MAY 1968 |

("\.

N

be made and how they will be made.
Current practice resembles Cook’s
tour planning—plans are repre-
sented by a dclerminate series of
steps. In contrast, Lewis-and-Clark
planning occurs when plans arc rep-
resented by a decision tree showing
the ‘trigger events and the decision
branches.* The two kinds of plans
can be depicted this way:

O—O0——CO0—(0O0—=0

In Lewis-and-Clark planning, the
planner works closely with the man-
ager and develops strategic plans
that supgest when it would be op-
portune to take action and what ac-
tion would be called for in given re-
cent events,

Under this approach, the plans
are nolt so constrained that man-

agement [eels that it must ignore
them. The plans recognize the adap-

tive nature of managing and give the

manager the llexibility to decide the
what's and when's ol the current sit-
uation,

O A e e e Y T N T € T ey ey D R, NGRS iy (T - ~-“-

*These kinds of planning are described by
Jumes R, Schlesingerina RAND Corporation
article entitled “Organization Structures and

Planning” (P-3316, February 25, 1966).
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Contingency Planning

Planners have rightly spent gregl
amountsofellort to predicl environ-
mental trends. They have stressed
quantitalive  projections;  using
mathematical technigques they  ex-
trapolate cconomic, market share,
cost and other trends. There has
been little recognition, however, of
the need to predict important events
that may or may not occur and to
develop means of reacting to the
resulting problems and opportuni-
tics. For example, a drug manulac-
turer may predict the future devel-
opment ol a birth control pill to be
taken once a year; a supermarket
chain may consider the possibility
that a soft goods discount store will
decide to market food items; a bank
would be alert to possible changes
in the interest rate; a large manu-
[acturer may have reason (o antici-
pate o strike or tarill change.

In ellect, the planner is looking
for possible problems and oppor-
tunities before they occur. Note
that contingencies may be external
to the organization—political oc-
currences, compelitors’ actions, €co-
nomic events or internal—techno-
logical breakthroughs, strikes, proj-
ect lailures. The decision to plan for
a contingency, and the resources
committed to such planning, will be
a function of the projected impact
of the contingency on the organiza-
tion. The manager will play a vital
role in identifying thosc contin-
gencies that are likely enough to oc-
cur and that, if they do occur, will

14

have enough impact o warrant the
preparation ol conlingeney plans.
He'll also denote the amount of el-
fort that is justified in vicw of the
likelihood and the impact of the
contingency. |

Once the contingencies that may
throw the existing plans and the or-
ganization inlo disarray have been
identilied and analyzed, the planner
prepares  contingency plans. The
planner assumes that cach given
contingency will indeed occur and
studies its impact on the organiza-
tion. In doing this, he also attempts
to asscss the lead time that the or-
ganization will have between the oc-
currence of the contingency and the
need to act on it, He is then able to
work out an approach to the poten-
tial problem or opportunity in light
of this lead time. Three kinds of ap-
proaches may be used:

o Il the contingency will have ¢
devastating ellect on the organiza-
tion, it may be nccessary to hedge.
For example, if a possible strike
might cause great financial losses,
early stcps may be taken to decrease
the possibility of a strike, I the
probability of a sudden jump in
sales is high enough, it may pay to
go ahead on a new plant rather than
just plan to do so. In eflect, the plans
are changed to avoid the contin-

gency.

* Where the nature of the contin-
gency can be easily predicted in ad-
vance, the planner would work out
a complete solution and relale it to
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. theexisting plans. Thus a bank may

be able to muke specilic plans to
handle given changes in the interest
rates. Or take the dramatic example

of war plans. Wherever the President -

ol the Uniled States goces, he has at
his side a briclcase of plans outlin-

ing the steps to be taken in the event,

ol any serious, imaginable war con-
tingency. If the contlingent event ac-
tually occurs, the plans are avail-
able for immediate implementation.

e Finally, when the circumstances
surrounding the contingency cannot
be known exactly in advance, and
when the lead time allows for it, the
planner will develop a program to

‘deal with the situation when it

arises. For example, a company on
a merger spree may not know in
advance what opportunities will be-
come available. But the planner may

be able to develop a procedure in -
~thee form ol checklists to aid in the

quick analysis of opportunitics when
they arise.. An organization - that

[oresees possible labor strife may .

take steps to develop a real-time

computer program to evaluate the -

cost of any wage package brought
up during the negotiations.

Contingency plans, therefore, may
take three forms—immediate action;
solutions to handle the contingency;
programs to aid in the handling of
a contingency when it arises. =

We have seen how the planner is .

able to do the groundwork necessary
in helping the manager respond to

contingencics. ‘Two vilal jobs re--

main. First, the manager must know
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what is available within the inven-
tory of contingency plans, so that
when the situation presents itsell,
he can call on the appropriate plan
or program. This requires carelul
bricling by the planner, Second, the
planner must keep in touch with
cvents and with ‘the manager, so
that contingency plans can be up-
dated and called into aclion as
changes take place..

Contingency planning allows the
plannerto use his [rec time to study
contingencics. He then uses his an-
alytical programs to work out meth-
ods lor handling them. Throughout
the year, the manager, as nerve ccn-
ter, looks for the occurrence of con--
tingencies. When they occur, how-
ever, there is no need for him to act
autonomously and intuitively; he is
now able to call on the planner for a
carclully worked out mcthod of
hundling the issuct—cither a specilic
plan or a program Lo devclop an-
swers,

Real-Time Planning

Obviously, not all problems and
opportunities can be forescen. Also,
although some may be foreseen,
management may decide the poten-
tial situation does not warrant a
contingency plan. Nevertheless, the
planner need not. let his skills go to
. waste because a situation external to
-.the planning process arises. The

- manager and planner can work like
~the much-heralded man/machine
system, the manager coupling his
current information and intuitive
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knowledge with the programs ol the
planner. When an issue suddenly

ariscs, the manager begins by delin-

ing the situation to the planner. *I
have a chance to get this contract if
[ act fast, Should 1?” *Supplicr X is
not going Lo deliver a vital compo-
nent on time; it may be three weeks
late. What will happen?” “The gov-
crnment is on the verge of calling
back our ambassador from that
Alrican state where our plants are
located. What should we do?™ The
planncris thus able to get informa-
tion to which only the manager has
aceess. The planner then may con-
duct onc ol four kinds of analysis:

o Conceptualization: He may
clarily and conceptualize the issue,
gelting more information on the
structure of the problem, the impor-
tant variables and the related events.
For example, il it is one concerning
cconomic cvents, he may use input/
output analysis to develop a *fleel™
for the magnitude of the problem.

e Scarch: The plannermay scarch
for alternative solutions to a prob-
lem, perhaps using brainstorming
techniques, perhaps scanning rel-
evant literature,

o Ivaluation: He may undertake
a detailed, explicit evaluation of the
consequences ol the opportunity or
ol the possible solutions (o a prob-
lem. A new producl invention may
call for a market rescarch study; a
problem relating to tarill' changes
may lend itsell Lo an operations re-
search approach; a [facilities prob-
lem may be amenable to cost-bene-
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[it or return-on-investment calcula-
tions.

o Integration: Finally, the plan-
ner would study the cllect of the is-
sue and ils'solution on the existing
strategic and operating plans. The
plans would then be changed to
avoid new problems and o take
advantuge ol the necessary changes
inan integrated (ashion. FFor exam-
ple, the planner might use & PERT
model to study the ellect of a strike
in onc arca on Lhe schedules of all
the compuny’s projects.

IFinally, the planner comes back to
the manager with the analysis, and
the manager chooses the next course
of action.

In part, the planner has done what
the manager might do il he had the

time. But he has done it more thor-

oughly and with far less time pres-
sure. The manager has continued to
manage as he must, giving atlention
to the mail and the callers, while the
planner gives attention to the prob-
lem. The key to this system is lever-
age. The manager may spend one
hourdelining theissue Lo the planner
and one hour listening to the plan-
ner's recommendations one week
later. During that one weck, the
planner and his stall” of cight may
be able to put in two man-months
working on the problem. The plan-
ner can pul in two man-months in

~one week; the manager may not be
able to allord even two man-hours. - .

Note that real-time planning is
not simply.a method for having in-

- telligent people look at problems.

MANAGEMENT REVIEW .
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Most managers already use intelli-

gent assistants to advisc them on the
issues that arise. In this system, the
manager is taking advantage of the
planner’s programs and skills. In
onc case market rescarch is used;
in another, systems analysis; in a
third, input/output analysis. The
manager is calling on proven man-
agement science to give him insight
into problems while they are current
and while he goes on managing.
This dilfers from traditional uscs
of management scicnce programs,
where only the issues devoid of ex-
treme time pressurcs are given (o
the analyst. The planner who can
succeed in this environment is the
one who can do *“quick and dirty"
analysis; that is, one who can apply
his programs with the spced neces-
sary to give answers to the manager
in “real time”—while the problem is
current. This will involve culling
many corm':rs, and will frustrate the
planner who looks for elegance in
his solutions. Markel researchers
may have o avoid tests of statistical
signilicance, operations rescarchers
will have to admit to themselves
that many alternatives have been

" “ignored because of lack of time,

[orecasters will have to use simple
mathematics, But unlike the clegant
solutiony, these will be uselul to the
manager because they are timely
and can be adapted to his problem.

Planner of the Future

In the years ahead we foresee the

_planner’s playing a more active role
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in the actual alTairs of the company.
His plans are no longer elegant doc-
uments describing corporate utopia.
They are concerned with real trig-
gers and real conlingencics and real
time, and they handle these situa-
tions in the context in which the
manager will have to handle them.,
When the anticipated problems and
opportunitics arise, the plans, in the
form of dccision (rees, relate Lo
them., When contingencies  occur,
the planner is closec at hand, pre-
pared to pull out the plan or pro-
gram that has been especially devel-
oped for this particular eventuality..
When there is an occurrence that
was unanticipated, the planner doces
not bury his head in the sand, hop-
ing that it will go away so that the
plan remains intact. He leaves his
long-range planning function tem-
porarily and works with the man-
ager 0 handle-this issue, with the
managercontributing his knowledge
of the situation and the planner his
time resources and analytical pro-
grams,

The recommendations for adap-
live, contingency and real-time plan-
ning derive [rom one basic belicl:
Planning and managing must be
closely integrated in all situations.,
When this is true, strategic planning
will be a powerful tool; when not
true, the inevitable planning dilem-
ma will result, - |

For information on reprints of this

article, see page 55.




