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- ORGANIZATIONAL TRANSFORMATION:
NO TURNING BACK

by Vance Engleman, Director
Options International

— Like everything else, today's organizations, public
and private, are caught in the complexity of a rapidly changing global context. If business leaders are to sur-
vive, they must rethink the way they handle every transaction. When public servants misread their con-
stituency, they run the risk of early retirement or painful public exposure and embarrassment. Old formats
and approaches cannot compete with new age innovations in products, services, and the need to satisfy an
increasingly sophisticated customer.

One Chief Executive Officer refers to today's world as a trading village where you cannot think of
yourself in exclusive terms any longer.

MEETING THE CHALLENGE — Just changing the "fumniture" is not an adequate solution. The prob-
lem is changing organizational structures that are rooted in an outmoded context. Three concepts tend to
guide the organizational transformation process. First, an organization has to rethink its ALIGNMENT to
new external challenges. That is to say, its vision, story, mission, and goals have to be related to contempo-
rary needs and reality. Next is the task of ATTUNEMENT to practical and strategic methods and ap-
proaches necessary to fulfill the goals of the organization. The last task is the creation of SYNERGISM
which is the fusion of alignment and attunement; i.e., relationships inside and outside the organization.
Today's corporate culture is much more open than in the past. Concepts like team building, coaching, facili-
tating, networking, empowering, supporting, and collaborating define the new leadership style that is re-

quired for today's organization.

A personnel task force discovered that more and more training did not make a difference in terms of
employee productivity because employees were blocked by deeply rooted policies, rules, regulations, and
organizational design. The system was closed to innovation and committed to maintaining a context which
no longer existed. Once this dynamic was understood, the task force undertook a major "rewiring” of the
outmoded framework. An ongoing process, not a single event, was required to bring about change.

OVERCOMING THE BARRIERS — How does an organization which defies risk taking allow inno-

vation? How is a system, which has "bosses" far removed from the action and departments that don't talk
to each other, redefined? How is change, that reaches to the core and depth of the organization, evoked and
sustained? Awakened leadership is the key. While honoring the existing system, these leaders look for op-
portunities within the system which allow for some movement and experimentation. Leaders can no longer
ignore the blind spots and distorted perceptions of reality that contribute to the organization's headlong
course toward mediocrity. While a total overhaul of outmoded systems is the ultimate goal, small incre-
mental changes which move progressively toward a desired new model can be more realistic.

A top level director spent six years working the system for small wins until major victories occurred.
This person is now out of the organization, replaced by leaders of less vision and skill. The system which
the new leadership inherited is a transformed system and will be the "yardstick" to measure their effective-
ness!

IHE BOTTOM LINE — Sustained organizational transformation can take place with a leadership force
which constantly inspires and promotes strategic thinking and decision making. This sort of concerted
"blitz" on every aspect of the organization, it's interior life and form and it's extemal relationships, must be
systematically evaluated and configured to meet the requirements of today's global marketplace and more
demanding public.
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SOCIAL PROCESS ANALYSIS

A Practical Framework and Methods for Analyzing Social change

Introduction

Firms are faced perennially with the task of understanding the
1ong-term effects and broader implications of specific actions or
issues. This task is complicated enormously by the global context of
today’s competitive forces. Firms engaged in transnational operations
or facing foreign competition must develop strategies which transcend
national environments and must continually monitor and assess the
strategic moves of their rivals, the everpresent threat from potential
competitors and alternative products, and the bargaining power of their

suppliers and customers. Further, such firms must project these
competitive challenges, as well as the changing structure of the
industry itself, across time -- far into the future -- for the lead

strategies which they pursue will rarely bear fruit in less than a
decade.

Traditionally, the task of assessing country environments by firms has
been characterized as "risk analysis" and relegated largely to the
finance function. It typically incorporates a number of macro
indicators, mostly economic and political factors, but rarely extends
to cultural conditions. Some formulae employ quantifiers which can be
quite sophisticated, but they yield mere probabilities as analysis
moves from the present into the vagaries of the future. To hedge
against these uncertainties, scenarios often are employed, each based
on assumed country developments and paired with appropriate "game
plans." At the end of the day, "risk analysis" ends with predictions
about future economic or business conditions and offers little insight
into the dynamics of social change. It produces a "go" or "no go"
entry decision for a particular country or transaction. Beyond that,
it has little value and rapidly becomes obsolete.

The determination of firm strategy, on the other hand, calls for
something more. First, it must be formulated within the full context
of the country environment - economic, political and cultural.
Secondly, it must enable the firm to operate effectively within that
environment, assuming that the entry decision is "go." This entails a
working understanding of the economic system, the markets, the legal
system in practice, the relevant public and private sector
institutions, national development (or industrial) strategies, the
values and practices of the people, etc., i.e., all the social dynamics
which are critical to business success.

Thirdly, and most importantly, firm strategy must be formulated and
evolve to deal effectively with the progressive changes in society.
This includes an appreciation of the way in which the markets, the
industry, a firm’s competitive position and country environments are
evolving over the long term. Strategy planning in this context is
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daunting, and for some overwhelming, because the number of variables at
play and the pace of change can be enormous. This means that firms are
faced perennially with the need to monitor and assess a wide array of
trends moving through society, and in particular how these trends may
impact their markets, the structures of their industries and their
competitive advantages.

It is crucial, therefore, for management as a group -- and not just the
CEO, the corporate planning department, or possibly an outside
consultant -- to employ a method for thinking comprehensively about the
business. Strategy is like the deployment of a battleship formation.
When on course and properly configured, it becomes a juggernaut to
adversaries. But the determination of its direction and its deployment
take substantial time and resources, and once committed, its course and
configuration are not readily changed. Long time horizons and
strategic adaptation must become routine to management. The means to
do this must be relatively simple and, at the same time, comprehensive.
The framework and methods of social process analysis presented below
are intended to provide management with such an instrument.

I3

The Social Process Triangle

The social process triangle discussed here was developed in 1971-72 as
an instrument to analyze social change and how it occurs.' It is
intended to provide a disciplined framework for thinking

comprehensively about all social dynamics, whether in the context of a
local, national or the international community and whatever values,

ideology or social heritage it might represent. It describes the
interrelationship of social forces -- not actual or representative
institutions -- and how these forces complement and possibly conflict

with each other. Finally, when applied to specific events, trends and

societies, it provides a useful instrument for analyzing social
structure, social patterns and social change, for comparing differences

among societies and social systems, and for assessing country business
environments. These aspects are dealt with in more detail below.

For purposes of applying the triangle, the term "social process" should
be understood in the broadest meaning of the term. It encompasses
every facet of society, but only in light of the underlying forces or
dynamics at play. These forces are found in every society in every
age, whether a neanderthal tribe or a technologically advanced

'/ .The social process triangle was created substantially in
its present form at two conferences held in Chicago during the
summers of 1971 and 1972. The conferences were sponsored by The
Institute of Cultural Affairs, a non-profit organization dedicated
to human development and to strengthening ‘grass roots’ communities
around the world. The conference attendees represented a substant-
ial cross-section of North Americans and included foreign nationals
from countries across the world.
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industrialized economy. Due to physical necessity, human free will,
chance, religious inspirations, forms of governance and leadership, and
the build-up of folkways over time, etc., however, these forces
manifest themselves at particular times and in different societies by
various patterns of values, behaviors and institutions.

In order to facilitate social analysis, the social process triangle
introduced here divides all social dynamics somewhat arbitrarily into
three general types -- economic, political and cultural.? (See Figure
1.) This tripartite division serves the purpose of enabling any one
social dynamic to be related directly to any other social dynamic.
'This simplification becomes extremely useful when dealing with social
complexity, even though it might be argued that important subtleties
and nuances may be lost this way.

Figure 1. The Social Process: Major Components
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Dynamic
CULTURAL
COMMONALITY

SOCIAL

PROCESS

ECONOMIC
COMMONALITY

POLITICAL
COMMONALITY

Foundational Organizational
Dynamic Dynamic

While this argument clearly has some merit, experience suggests that
any loss is likely to be only temporary for purposes of analysis. For
one thing, the triangles provide for a multi-level analysis, so that
the same data, institutions and events can be captured at different
levels of abstraction. For another, because the various components of
the social process triangles represent social dynamics, they do not
mutually exclude data, institutions and events which evidence other
dynamics. Rather, such data, etc., can be examined and interpreted
simultaneously from the perspectives of those other dynamics.

2/ This general division -- or one similar -- is not unusual
among social scientists. See, e.g., D. Bell, The Cultural

Contradictions of Capitalism (1978), who develops a 3-fold division
of economic, political and social.



Social Process Triangle 4

As a result, the full application of the triangles to any subject
matter will likely compensate for any losses of insight that may occur
at any point along the way. In any case, the ultimate rationale of the
tripartite division is to provide a comprehensive screen for social
dynamics and to facilitate simplicity in social analysis.

Social Dynamics and Their Interplay

Each of the three main categories of the social process triangle --

economic, political and cultural -- represents a fundamentally
different social dynamic. And each is characterized by its own subset
of social dynamics. (See Figure 2.) Thus, the economic commonality

characterizes the foundational, 1life-sustaining dynamics of any
society. Without it, no society is possible. History is littered with
examples of deserted towns whose primary resource is exhausted (e.q.,
a mine) or abandons it (e.g., a river, a major plant). The economic
commonality determines the type of resources which are available, how
the production of goods and services is organized, and the criteria and
institutions governing the distribution of these goods and services.

Figure 2. Social Process: Subsets and Dynamics
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~
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The political commonality, by contrast, defines the organizational,
decision-making dynamics of a society. Without it, no society --

indeed, no social unit of more than one person -- is posgible. Indeed,
the collapse of the political dynamic typically results in social chgos
or anarchy. The political commonality determines how social

relationships are ordered and how order is maintained, both externally
and domestically, how justice is embodied in governmental decisions,
and how the well-being or "social welfare" of a society is defined.
Taken together, these three dynamics constitute the social compact
among all members of society and establish the collective expectations
of the body politic about the "pursuit of happiness."

- Ultimately, every society consists of values which freight its
heritage, its sense of purpose or destiny and the daily significance of
its people. Cultural commonality, therefore, represents the rational
pole of the social process triangle, i.e., the rationale of being a
"society" in the most profound sense of the term, for it illumines or
directs society as a whole. Its failure -- often manifested in a
weakness of vision -- not only undercuts the rationale for creating
wealth (economic commonality) and for exercising power (political
commonality), it ultimately leads to cynical resignation and social
stagnation. The cultural dynamics consist of the cumulative wisdom of
the people and the means by which this wisdom is transferred and
renewed from generation to generation; the life style of society, i.e.,
how generations interact, people procreate, and individuals participate
in social life; and the symbolic life of society, i.e., the most sacred
and often unquestioned myths, rituals and symbols that define society
and give it significance.

These three overarching dynamics -- economic, political and cultural --
both complement and stand in tension with each other. 1In one sense,
they simply provide different perspectives on the same social
phenomena; in another, they indicate how these various perspectives
can lead to radically different results and how these results may
sharply conflict with each other.

First, consider the complementarity of the three dynamics. (See Fig.

3.) Besides supplying the material means to sustain human life, the
economic commonality provides the resources that enable the body
politic to realize its notion of welfare and order (political) and that
equip individuals to realize their personal development and society as
a whole its aspirations, i.e., to live their understanding of the "good
life" (cultural).

At the same time, the political commonality provides the rules for
individuals and organizations to engage in the pursuit of economic gain
and wealth-creating activities (economic), on the one hand, and defends
the institutions generated through the expression of values (cultural),
on the other. Finally, the cultural commonality provides direction for
the political dynamics, which is reflected in each society's concepts
of "order," "justice" and '"welfare," and gives fulfillment to
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everyone's engagement in economic activity. Without the significance
provided by the cultural dynamics, economic and political activity
loses its significance and runs the danger of becoming socially
destructive.

Figure 3. The Social Process: Complementarity and Tension
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Despite the apparent harmony among these three processes, they also
stand _in_tension with each other. Thus, the standards of "welfare"
called for by the social compact (political commonality) may be
undercut by the demands for efficiency or the sheer absence of
resources emanating from economic activities. Street poverty and
overflowing jails in the U.S. are evidence of this. By the same token,
the standards of equity and equality, which also emanate from the
social compact, often conflict with a society's aspirations of
individual fulfillment (cultural commonality) and the limits placed on
the costs of legal representation for indigents (economic commonality).
Further, people often find that their preferred life style and their
notion of fulfillment and the "good life" (cultural commonality) are
constrained, if not undermined, by their head-on experience with the
market place (economic commonality) and the demands of equal
opportunity in the work place (political commonality).

This tension can be illustrated from two perspectives: one historical
and the other contemporary. Historically, there has been a tendency
for one of the major dynamics to lead or dominate the other two.
During the high and late Middle Ages, for instance, the Church in Rome
was the transcendent power, being the chief civilizing force and
dominating the feudal organization of western Europe. Under the
Church's tutelage, the creation of wealth and the advance of technology
were heavily subordinated to religion. The Church's suppression of the
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Copernican theory dramatically illustrates this point. According to
the spirit of Medieval times, everything has a place and a role, and
these collaborate to the glory of God. To seek another role by
amassing wealth conflicted with this paradigm. This imbalance in the
social process is repreéesented by Fig. 4.

In contrast to this cultural dominance, the 18th Century pioneered the
"rights of man" as embodied in the American Declaration of Independence
and the French revolution. Pursuant to this political paradigm,
religion was dethroned and individual freedom became transcendent as
part of a new '"social compact" -- whether in the sense of Hobbes,
Rousseau, Locke, Mill or Marx. The "nation state" emerged, focusing
and mobilizing political will around centralized forms of government,
and became increasingly allied with commercial interests. Under the
new U.S5. Bill of Rights, church and state were permanently separately.
(See Fig. 4.)

Figure 4. The Shifting Balance Among the Major Social Processes

Cul.
Cultural
Eco-
Econ. Pol. nomic Pold
Church Dominated Rights of Man Economics Driven
Middle Ages 18th Century 20th Century

During the late 19th and 20th centuries -- with the rise of the
industrial revolution -- both the political and especially the cultural
dynamics within western societies have become largely subservient to
various economic systems of capitalism or even the developmental
determinism of various forms of industrial socialism. These are
wealth-generating, producer societies, increasingly dominated by market
demand and consumer sovereignty, where success of any kind is most
frequently measured by monetary worth. This is as true of sports
figures as of business executives. Even elected representatives in
Congress, whose focus is said to be "power," justify pay raises by
reference to the '"going rates" for industry barons. Every part of
society today -- including so-called non-profit organizations and jury
awards for "pain and suffering" -- takes its cue from modern economic
standards. See Fig. 4.

From a more contemporary perspective, Daniel Bell adopts a three
dimensional view for analyzing U.S. society, much like the one

presented here. In his The Cultural Contradictions of Capitalism
. (1978), Bell characterizes the dominant principles and values operating
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in each dimension and how they potentially conflict with each other.
The economic dimension is dominated by the principle of hierarchy and
technocracy and the value of efficiency. Politically, by contrast,
people espouse the value of equality and the principles of equal
justice and equal opportunity. At the same time, in the cultural
dimension of home, family, community and education, people are guided
by the value of personal self-fulfillment. This value is protected by
such principles as private property, "my home is my castle," the "old
’‘pal’ network" and "doing your own thing."

Bell makes the point that this triad of values is at war within itself.
People act and think one way at work, another for social policy and a
third in their private lives. No one social institution, dominant
belief or ethic allows Americans to integrate their lives. Born in an
age of transition and in a highly diversified society, where all is in
flux, we are "condemned," as it were, to live in the midst of this
tension among these divergent value systems.

The social process triangle, therefore, contains both complementarity
and tension among its three major dynamics. It is equally applicable
for analyzing any society in any period of history, but its application
reveals changing patterns of dominance among the major dynamics. Above
all, the triangle provides a simple framework of analysis -- three
different dimensions or perspectives for examining the same social
phenomena. Insight comes from the interplay of these perspectives.

The Multi-Level Rationale of the Triangles

Each of the three major parts of the social process triangle is
subdivided into subtriangles which in turn are further subdivided into
additional triangles. Each sub-triangle contains all the dynamics of
the whole, while representing a further refinement of the dynamic
contained in its parent. These sub-triangles assist analysis by
permitting any social phenomenon to be placed with considerably greater
accuracy within the social process as a whole and related to other
social dynamics. (See Fig. 4. A glossary of terms used in the social
process triangles is attached as Appendix A.)

The three-fold rationale for the major dynamics, discussed above,
therefore, holds also at other 1levels of subdivision. Thus, the
economic commonality itself has a foundational dynamic (resources), an
organizational dynamic (production) and a rational or significating
dynamic (distribution). These three complement and stand in tension
with each other, much as do the economic, political and cultural
dynamics. Each represents a different perspective on economic
commonality. And each in turn is subdivided into triangles, governed
by the same rationale, which define that particular dynamic in more
detail. :

Similarly, the political and cultural commonalities can be broken down
into their sub-dynamics. The second level of triangles in the
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political dynamic consists of (foundational) order, (organizgtional)
justice and (value) welfare, while that in the cultural dynamicC

Figure 5. Multi-Level Social Process Triangle
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consists of (foundational) wisdom, (organizational) styles and (value)
symbols. These triads of sub-dynamics bear the same relationship to
each other as do the economic, political and cultural dynamics.

Moreover, each aspect of these sub-dynamics can be subdivided further
in its three component dynamics, and these too complement and stand in
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tension with each other as do the major dynamics. In triangle and sub-
triangle, the lower left component always represents the foundational
or sustenance pole, the lower right always the organizational or
decision-making pole and the apex always the rational or significating
pole.

Given this consistent rationale behind the social process triangle, it
logically follows that parallels may be drawn between similarly placed
dynamics on the triangle. Thus, in a society with a long-standing and
thorough-going market economy, such as the United States, the
significatin oles of each of the three major dynamics -- i.e., the
distribution dynamic of economic commonality, the welfare dynamic of
political commonality and the symbols dynamic of the cultural
commonality -- may be expected to reinforce each other. See Fig. 6.
Individualism, volunteerism and limited government are common themes of
each. Keep in mind, however, that even among thorough-going market
economies, specific patterns of behavior and belief can vary widely
from society to society. These will be explored below in more detail
by comparing country environments.

Fig. 6. Common Themes of the Significating Pole - Ex.: United States
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In the United States, the American ideals of individual liberty, free-
dom of expression (including religious freedom) and equal opportunity
are bedded in a market system that is anchored in a strong belief in

-
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consumer sovereignty, private property and suspicion of governmental
power. Antitrust laws were introduced a century later largely to
ensure that private aggregations of economic power could not be used to
circumvent the concern initially felt about governmental power. During
the subsequent decades of the 20th century, these laws have been
expanded and interpreted to focus on and strengthen the rights and
benefits of consumers. The way in which the United States operates as
a nation today can not be understood without a clear understanding of
this heritage and how it threads its way through every piece of the
social fabric.

These patterns differ markedly from the market economies of, say,
Germany or Japan. Though their histories are quite distinct, these two
societies possess individual and social philosophies which are much
more communitarian than individualistic. The homogeneous nature of
each of their populations also results in shared value legacies which
reach far beyond the political compact that forms the primary basis of
U.S. society. Because of this, the patterns of beliefs and behaviors
emanating from the rational poles of the three major dynamics differ
substantially from those of the United States as well as from each
other.

By the same token, a comparison of the organizational poles of the
three major dynamics also reveals certain consistent themes. Japanese

society, for instance, highly organizes and integrates social
relationships in most every respect. See Fig. 7. This ethnocentricity
- a type of ‘'communitarianism' (George Lodge) - tends to exclude
'outsiders'. It is reflected in the stvle of business conglomerates
(cultural dynamic), known as ‘kereitsu', which typically are built
around a combine led by a major financial house, trading company and
industrial concern and integrate a wide array of subsidiaries,
suppliers, subcontractors and distributors through interlocking
directors, cross shareholdings, business understandings and social
clubs.

The Japanese style of 'communitarianism' reappears in the tightly
organized justice dynamic (political dynamic), which some have termed
'Japan, Inc.' and Karel van Wolferen (1990), calls the 'System', where

"bureaucrats, former bureaucrats in top business positions,
former bureaucrats turned politician and the former
bureaucrats or bureaucratised businessmen who head the
business federations are as one, as they mingle and busily
monitor the economy and maintain social control." (p. 45)

It manifests itself again in the organization and management of
Japanese production systems (economic dynamic). It is reflected not
only in the group-oriented management practices of nemawashi ('taking
care of the roots'), kaizen (constant improvement) and ringi (bottom-up
participatory problem-solving), but also in the system of industrial
relations which has induced labor harmony since the end of WWII.
However interpreted, the three organizational poles possess a theme of
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social harmony which is common to the economic, political and cultural
dynamics of Japanese society. ‘

Fig. 7. Common Themes of the Organizational Poles - Ex.: Japan
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Finally, the foundational poles of the three major dynamics are likel

also to embody common themes. German society, for example, reflects in
most respects a bias toward order, discipline and productivity. This
theme, which is c¢ritical to any society, is clearly expressed in
Germany's foundational dynamics. See Fig. 8. Thus, German society's
commitment to wisdom (cultural dynamic) -- to excellence in science,
philosophy and useful skills -- is epitomized by resources provided to
education and the high respect paid teachers and professors at every
level. Business and the state (Laender) governments cooperate closely
in an apprenticeship program that equips everyone with functional job
skills who is not preparing for university education. At the same
time, Germany's great legal tradition, which has influenced the civil
and commercial code systems of many countries, reflects its concern for
order and stability (political dynamic). Finally, Germany's emphasis
on craftsmanship, technological superiority and worker training ensures
quality in the resources (economic dynamic) that support its high
productivity. These three aspects are blended together by a strong
support role of the federal and state governments, which spend 2.5% of
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GNP alone in supporting the technological development of German
industry. (Thurow, 1992, p. 38)

Fig. 8. Common Themes of the Foundational Poles - Ex. Germany
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As this analysis suggests, similar (foundational, organizational or
significating) poles within the social process may be expected to
complement and reinforce each other. Where they do not, this may
indicate the existence of social stress, rigidities or deficiencies.
Thus, it is widely believed that America's educational system --
especially for lower half of the nation's students -- does not meet the
resource needs of its high tech economy, i.e. a dysfunction between the
foundational dynamics of the economic and cultural processes. Equally,
it may be asked whether the German penchant for social order and
political stability will enable that country to play a leadership role
in the integration of the European Community and the emerging
relationships with Eastern Europe, i.e., a potential dysfunction among
the organizational dynamics of all three social processes. And, the
question may be raised whether Japan's cultural homogeneity and
ethnocentric attitude accords with the requirements of an expanding
market economy that is built upon the need for trade reciprocity, i.e.,
" a potential dysfunction among the significating dynamics of three
social processes.
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The issue of complementarity, therefore, cuts across the social process
in a number of directions. It may arise among the major processes and
result in a bias toward the economic, political or cultural commonality
of a society during a particular era. Further, it may reflect a real
or potential dysfunction among the foundational, organizational and
significating dynamics, impeding a society from realizing its
potential. Finally, it may signify an imbalance among the sub-parts of
any one of the major processes, as when a rigid, outdated or overly
complex and costly legal system (order) impedes citizens access to
legislative input (justice), rights and benefits (welfare) that are
part of the social compact and are critical to the functioning of the
political process.

As the foregoing suggests, the social process triangle is intended to
provide a framework for holding and analyzing all aspects of society as
well as the total environment within which business operates. The next
step is to consider how it may be applied as an analytical tool to
specific situations.

ANALYTICAL APPLICATIONS

The social and corporate process triangles provides the framework for
a number of approaches that can be used for analyzing the social and
organizational environment of business. These range from analyses of
social change, economic systems, and country and reglonal environments
to problem-solving, issue/policy analysis and mapping organizational
capability. These are a few -- but by no means all -- of the
approaches that could be used to employ the triangles. The
applications are discussed below. )

A. Trend Analysis

Modern industrial society is constantly and increasingly in the throes
of change. For business purposes, the guestion facing managers is not
so much why social change occurs, i.e., change theory, but (i) what
changes are likely to occur in the market and industry structure of a
particular society within a foreseeable time frame, and (ii) and how
will this affect a firm’s competitive position and business prospects?
Trend analysis is intended to enable a business manager to think into
the future without forecasting. It can be used as prologue to building
a practical vision or as a means to assess how market condltlons might
change for the industry.

Trend analysis employs the social process triangles as a framework to
force a comprehensive survey of how the market or the competitive
structure of industry is likely to evolve. As a worklng definition,
'trend’ is defined as a pattern or a reoccurring series of events over
an extended period of time, that indicates a common direction and tends
to reinforce a way of actlng, thinking or feeling in society.
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Trends may be deep-seated and broad-based, such as the increasing
movement of women into the mainstream of the U.S. work force, or they
may be superficial and relatively short-lived, such as fads in clothing
or music. Trends also may be judged to be positive or negative, based
on their expected impact on society.

This analysis can be undertaken using the following steps:

1. Trend Siting. Identify in each of the major segments of the
triangle -- economic, political and cultural:
(i) Several (third level) dynamics that have special significance
for the industry, and
(ii) Recent events that characterize this significance.

2. Trend Candidates. For each dynamic, determine the --
(i) Direction(s) or momentum(s) of these events, and
(ii) Social forces (institutions, beliefs, group behavior, etc.)
that appear to reinforce these direction(s) or momentum(s) at
present.

3. Trend Verification. For each likely trend --

' (i) Determine the strength and duration of the social forces that
will perpetuate and reinforce the trend(s) during the next
five to ten years.

(ii) Is the intensity or momentum of each trend likely to be high,
median or low?

4. Trend Impact. Using a time horizon of 8 to 15 years --
(i) Assess the likely impacts of each trend on the market or
competitive structure of the industry, keeping in mind that
any trend can have economic and political as well as cultural

impacts.
(1i) How are either or both likely to change over the next 10
years?
5. Scenarios -- can be constructed from the above analysis by

determining how and at what points trends will intersect in the
future, and how these impacts will shape the industry or market.

B. Economic. Systems Analysis

The social process triangle can be used also to define and compare the

operating assumptions and characteristics of economic systems.

Comparisons can be made among such paradigms as traditional, command

and market economies, as well as between the particularized economic

systems of countries, i.e., the individual capitalism of the United.
States as contrasted to the group capitalism of Japan.

Whereas "traditiomal economies" are built on custom and inherited
pgsition (i.e., the medieval towns of Europe where every one had
his/her place), and "command economies" allocate resources and
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distribute goods and services through goals chosen by a higher
authority (whether a despot, an ideology or an elected legislature),
the "market system" relies on the aggregated choices of individuals
exercising their economic preferences (whether wisely or unwisely).

This approach is particularly useful for understanding how a country’s
economic system functions as an integral part of society as a whole,
including such aspects as symbols, life style, management
philosophy(ies) and the social compact. By the same token, it permits
an assessment of the institutions that support the economic system.

For this type of analysis, the social process dynamics can be deployed
within a matrix. See Appendix . The various components are arrayed
down the left-hand side. Across the top, different categories can be
listed, depending on the type of comparison or characterization
- desired. The content of the matrix reflect the social characteristics
of each system. At least two types of comparisons are possible, i.e. -

1. Generic Comparison of Economic Systems. By arraying the three
generic types of economic systems -- traditional, command and
market economies -- across the top of the matrix, each system can
be profiled, its guiding principles compared, and insights gleaned
of their inner dynamics. Thus, the values that motivate a command
economy are different from those that drive a market economy.
(See, e.g., R. Heilbroner, The Making of Economic Society.) This
comparison is useful not only as a didactic tool, but is
particularly relevant in analyzing the challenges and progress of
former command economies seeking to transform themselves into

market economies. It must be recognized, of course, that no
economic system reflects any of the pure generic forms. See
Appendix B.

2. Country-Specific System Comparisons. In this case, differences in
how countries’ economic systems operate are highlighted. Thus,
while the United States, Germany and Japan may all have market
systems, they function in markedly different ways. To make this
comparison, array the countries across the top.

C. Environmental Profiles

The social process triangle can be employed to assess societal
environments, whether at the global, regional, national or sectoral
level. These are largely macro analyses, but are concerned mostly with
how the dynamics of the social process are imbedded in social
institutions, whether economic, political or cultural. Profiles are
assessments that can be used to formulate a firm’s operating guidelines
or appropriate entry strategies as well as governmental policies.
Further, as country environments are constantly undergoing change, this
type of social process analysis can assist firms to gauge changing
policies and the business climate on an ongoing basis.
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Following are some types of profiles:

(o]

Global Profile. What is the sociology of the planet or of "world
society" (John Burton (1972), pp. 19, 20, World Society, Cambridge
Univ. Press), or the "global village," i.e., the present state of
how and by what means peoples interrelate?

Regional Profiles. How do the component sociologies of a region
correspond to one another, e.g., Western Europe and the European
Common Market? What are the differences, and how can they be
reconciled?

Country Profiles. How receptive is the sociology of a country to
a firm’s business purposes? The key to this analysis is to
develop operational or "applied" standards (at the 3rd level) for

evaluating a country’s environment. Thus, in terms of the
economic dynamic, "quality" may be the operational standard for
evaluating "resources"; "productivity" for evaluating
"production"; and "purchasing power" for evaluating

"distribution." As for the political dynamic, "stability" may be
the operations standard for evaluating "order"; "due process" for
evaluating "justice"; and "business climate" for evaluating
"welfare." And for the cultural dynamic, "job ethic/job skills"
may be the operational standard for evaluating "wisdom"; "business
style" for evaluating "style"; and "sacred values" for evaluating
"symbol." The profile must be customized to the observer’s need.
See Appendix C.

Sector Profiles. Very often a particular aspect of a country is
crucial. 1In that case, e.g., the technological infrastructure or
the regulatory framework, a particular sector of society becomes
the focus of attention. The social process in that case is used
to ensure that all aspects - 1i.e., economic, political and
cultural - of that sector and the institution that sustain it are
examined and understood.

In drawing insight from profiles, it is useful to ask the following

guestions:
1. What are the common threads that define the society or
infrastructure?
2. To what extent do the corresponding poles of the three major
dynamics reinforce or conflict with each other, i.e. --
o Foundational poles = resources, order and wisdom
0 Organizational poles = justice, style and production
o Significating = symbol, distribution and welfare
3. Where are the dysfunctions within each of these triads, and what
appears to give rise to them?
4. What are the social rigidities that sustain or reinforce the
dysfunctions?
5. What strategies can remove, ameliorate or compensate for the

rigidities? See Appendix D.
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D. Problem Solving

The social process triangles can be employed as the framework for
examining and developing comprehensive solutions to messy problems and
issues. This is largely a cause-effect analysis, but recognizes that
every problem or issue and its potential solution has not one but three
facets. Thus, this approach allows -- indeed, calls -- for a number
of causes and effects to be considered. It thereby enables a search
for root causes and comprehensive solutions instead of dealing
primarily with symptoms.

This method proceeds as follows:

1. Locate the immediate problem/issue on the social process triangle,
e.g., falling labor productivity = human resources; ethnic
uprisings in India = domestic tranquility; concern about abortion
= religion/individual freedoms(?)

2. What are the likely implications of the problem/issue for society/
for individuals?

3.  Where are the root causes? Typically, they can be found in

. another dynamic.

4. - Look for solutions that address root causes. These are wholistic
solutions that embrace or complement all three dynamics, i.e.,
system changes, not merely palliatives or placebos.

5. Solution verification. Does the proposed solution have
identifiable economic, political and cultural dimensions?

E. Issue/Policy Analysis

The social process triangle provides analysts with a ’systems
framework’ for sorting out the potentially conflicting values and
positions at stake in specific issues. It further enables them to
devise policy solutions that combine the strengths of each position
and, at the same time, come to terms comprehensively with all relevant
economic, political and cultural aspects of the issues.

The steps.in this type of analysis take the following sequence, but the
analytical framework may be expanded by reference to the concept of
social dysfunctions and rigidities mentioned above under "Environmental
Profiles." ’

1. Define the issue, and the various values or viewpoints at stake
and the groups or that sustain it as a socially relevant concern.
Health care example: How to make quality health care available and
affordable to every American?

2. Plot these various values or viewpoints at the third level on the
social process triangle. (Site at least three points on each of

the three major dynamics.) Health care example: For the economic
dynamic, 1look at technological resources, human resources,
property claims and consumption plans; for the political dynamic,
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consider legal base, secure existence and executive authority; for
the cultural dynamic, examine useful skills, social structures and

social art.

3. Identify the underlying value conflicts and determine the social
systems or institutions that sustain the conflicts and impede
their resolution or reconciliation. These are typically the
source of social dysfunctions or rigidities; they also may be
warring paradigms. The points of conflict and their sources should
be carefully parsed and tracked to stakeholders and institutions.

4. What trends are at work that are working to ameliorate or
exacerbate the conflicts? (See "Trend Analysis," above.)

5. Formulate a range of policy or strategy alternatives -- moving
from the least to the most inclusive of the disparities -- that to

some extent reconcile the conflicts and provide a complete system
for their implementation, including support institutions. (Each
alternative should address the key points in each of the social
process dynamics.)

é. Verification. Compare these alternatives in terms of their costs
: and benefits, ease of administration and implementation, and the
extent to which they address the original concern(s).

F. Organizational Analysis

The dynamics of any organization in society are simply a mirror image
of the social process dynamics. An organization is, in effect, society
writ small with some significant differences. Organizations normally:
a) are established for one or more specific limited purposes, b) are,
therefore, expected to have (either expressly or impliedly) a limited
duration, and <c) are part of the larger society and subject to its
norms and practices. Nevertheless, organizations possess internal
dynamical relationships that correspond to those of the larger society,
i.e., "enterprise" (foundational) dynamics, management (organizational)
dynamics, and cultural (significating) dynamics.

Ultimately, the purpose of this method is to assess "organizational
capability," i.e., institution’s ability to function effectively in
realizing its mission and vision. With this as a backdrop, the
corporate process triangle (see Appendix E)3 can be employed as a tool
to identify organizational dysfunctions and challenges -- whether
internal or external -- and to develop and reality-test strategies that

3 The corporate process triangle is also a product of the work
of the Institute of cCultural Affairs and associate colleagues
during the 1970’s. The version presented here, originally entitled
"A Corporate Culture Screen," was revised by ICA colleagues during
the 1980’s.
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address these issues. Use of the social process triangle forces
analysis to be comprehensive. It also suggests that, because of the
way it is organized, staffed and managed, an organization may be able
to utilize some strategies better than others.

o Objective Level. First, map the organization in terms of the
major dynamics and their sub-parts to the third level. (This can
be done using a matrix.) (1) Identify the unit that has primary
responsibility for the dynamic, (2) How does that unit describe
its responsibility (i.e., the activities it engages in), and (3)
What is the unit’s reporting position (up and down the chain) in
the organization.

o Reflective Level. Determine how the activities and
responsibilities of the unit: (4) interrelate and are influenced
by dynamics of the other poles of the triangle, and (5) contribute
to the success of the organization as a whole, i.e., its master
strategy.

o Interpretative Level. (6) What are the dysfunctions, asymmetries
or anomalies that are impeding its effective functioning? (7)
Relative to each, what are the management challenges facing the
organization?

o Decisional Level. (8) Define alternative strategies and the
management tasks for addressing each challenge? (Query: Can
strategies be typed according to corporate process dynamics, i.e.,
their ability to address economic, political or cultural issues?)

(To Be Continued]
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APPENDIX A

GLOSSARY OF TERMS
SOCIAL PROCESS TRIANGLES

NB: These definitions refer to processes and dynamics which may occur
anywhere and not to specific events or institutions which may take
shape in any particular society. The repeated use of the terms
‘common’, ‘communal’, ‘commonality’ and ’‘corporate’ indicates that all
these dynamics are defined and acted out within a generally accepted
context of each society.

I.

Economic Commonality - refers to all (foundational) aspects of the
social process which sustain a community through the provision of
goods and services. Without this dynamic, a society can not
support itself and soon ceases to exist.

Example:

Common Resocurces - refers to the (foundational) process of
providing basic materials, i.e., various inputs or factors of
production, whatever they may be, which are needed to the
production of goods and services.

1. Natural Resources - refers to the (foundational) process of
identifying and extracting all materials naturally found in
the physical environment.

2. Human Resources - refers to the (organizing) process of
developing and providing manpower for operating all aspects
of the economic commonality.

3. Technological Resources - refers to the (significating)
process of creating and improving techniques, devices and
methods for refining, utilizing and conserving all types of
resources, including the equipment and manufacturing
processes required for common production.

Example: Minerals (natural resources) are mined by trained miners
(human resources) with the use of equipment and extraction
processes (technological resources).

Common Production - refers to the (organizing) process of
organizing the means of production, i.e., the various ways in
which resources are transformed into capital and consumer goods
and services. It encompasses both the hardware (i.e., equipment)
and software (i.e., management systems and techniques) of the
production process, and to the mobilization of personnel to
accomplish the various tasks.

1. Production Instruments - refers to the (foundational) process
of securing the capital goods, tooling and industrial
processes needed for the production of goods and services,
including the energy supplies required for their operation.
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- 2. Production Forces - refers to the (organizing) process of
mobilizing the personnel requirements of production at all
levels, i.e., structuring positions, selecting and assigning
personnel and managing its productive use. This includes all
aspects of labor relations and systems for organizing people

~to do work.

3. Production S8ystems - refers to the (significating) process of
designing and coordinating operating systems at every level
of production. Here are found also the various tasks of
directing, delegating, controlling and budgeting, and the
feedback loops which inform the process of designing and
coordinating. :

Example: The process of common production may take place
exclusively within a firm, but more often it will involve many
firms. 1In the civil air frame industry, for example, the design
of aircraft and the coordination of their final assembly
(production systems) may be dominated by large companies, such as
Boeing and Airbus, but the multitude of component parts from

‘rivets to jet engines is generated through a broad network of

smaller suppliers and their capital goods manufacturers
(production instruments) as well as through the organization and
application of various levels of skilled labor in cooperation with
labor associations (production forces).

Common Distribution - refers to the (significating) process of
determining how a limited quantity of goods and services are
owned, transferred and distributed in society among an infinitely
larger number of competing claims for their use and consumption.
Because the mechanisms included here define the concept of
rdistributive justice,’ this process (much more than either common
resources or common production) provides the distinguishing mark
of economic systems.

1. Property Claims - refers to (foundational) process of
defining who has the right to dispose of what and under what
conditions. This is fundamental to any economic system and
encompasses all types of property claims, including such
matters as wages, home ownership, intellectual property,
earnings and dividends and taxes. These claims determine the
extent to which any person or organization has a claim, and
to that extent participates in the exchange of goods and
services. The process applies equally to governments’ fiscal
status and to the value of their currencies relative to other
nations.

2. Exchange Mechanisms - refers to the (organizing) process of
allocating goods and services among competing claimants,
whether through individual transactions or in the aggregate
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II.

through government entitlement programs or international
currency fluctuations. The process can be based on one or
more currencies, on in-kind barter arrangements or on gift
and inheritance bequests. However these exchanges occur,
they determine the value of the goods and services
transferred, and affect the value of other goods and services
in the society. The mechanisms that apply in any society are
not neutral: they entail a transaction cost and they often
limit who may participate in specific exchanges, e.g., the
purchase and sale of real estate normally involves a broker’s
commission, closing costs, a down payment and a determination
of credit worthiness.

3. Consumption Plans - refers to the (significating) process of
how goods and services will be distributed and ultimately
defines a society’s concept of ‘distributive justice’. It
provides the system for equilibrating supply and demand, and
how these terms are defined operationally. Is the demand,
for instance, determined by consumer sovereignty or
government edict? Are supply and demand balanced through the
pricing system of market forces or through five-year plans of
government agencies?

Example: In a market system, auto workers on manufacturing lines
are compensated for their work through hourly wages established
through union negotiations (property claims), which are paid
through checks drawn on banks (exchange mechanisms) and are spent
on government-imposed taxes and the varying goods and service
priorities of the earning households. In a command economic
system, the range of household spending decisions and of available
consumer goods is vastly narrower because of the dominant role of
the state in the allocation of economic resources.

Political Commonality - refers to all (organizing) aspects of the
social process by which a community is organized and makes
decisions about its future. It embodies most of the elements of
(what is commonly called) the ’social compact’, i.e., the
principles which make a government legitimate in the eyes of the
governed.

Example:

Corporate Order - refers to the (foundational) process of defining
and enforcing the scope and 1limits of the most fundamental
relationships among members of a society as well as of that
society with other nations. The conditions of domestic and
international tranquility and of an effectively functioning legal
system are the normal long-term outcomes expected from the
functioning of this process. It is the foundational dynamic of
the political process, without which society dissolves into chaos.
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1. Common Defense - refers to the (foundational) process of
safeguarding the integrity of society against external
forces, including securing national borders against attack as
well as developing alliances with other nations.

2. Domestic Tranquility - refers to the (organizing) process of
ensuring the internal stability of society through law
enforcement, correctional remedies and public support.

3. Legal Base - refers to the (significating) process of
authorizing and clarifying the full range of procedures,
rules and actions required to operate a legal system which
support society’s daily operations.

Example: The dissolution of the USSR reflects how material
changes to the economic system may increase social instability
(domestic tranquility), dramatically revise national boundaries
(common defense) and require fundamental changes in the regime of

~ property rights (legal base).

'}COrporate Justice - refers to the (organizing) process of

deliberating, formulating, promulgating and administering the
policies, laws and regulations of society. Taken together, these
define the meaning of ’justice’ in any society and determine its
future directions. It encompasses all aspects of governmental
decision-making.

1. Legislative Consensus - refers to the (foundational) process
of determining the consensus of society on major issues in
light of varying viewpoints and interests and the future
needs of the nation.

2. Judicial Procedure - refers to the (organizing) process of
settling disputes which affect social interests. These may
involve interpretations of the constitution, laws and the
rights and duties of individuals and may extend to
determinations of the scope and limits of judicial and other
governmental powers. Decisions may be rendered in the
context of mediation, arbitration and litigation.

3. Executive Authority - refers to the (significating) process
of establishing and administering governmental systems to
implement constitutional and legislative mandates, judicial
determinations and executive rules and regulations.

Example: The tension-filled division and balance of powers among
the legislative, judicial and executive branches under the U.S.
Constitution differ significantly from the parliamentary system of
the United Kingdom. While each system of government has three
distinct functioning branches, as reflected in the ‘corporate
justice’ triangle, the U.K. system reflects a predominant role for
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III.

’legislative consensus’ and, therefore, strikes a different
balance among the branches.

Corporate Welfare - refers to the (significating) process of
enabling members to participate in the benefits, responsibilities
and promise of society as a whole. It is that which gives meaning
to corporate order and justice, and which defines the political
spirit of a nation. 1In nineteenth century terms, this might be
called the ‘rights of man’.

1. 8ecure Existence - refers to the (foundational) process of
ensuring that every individual has the basic sustenance
needed to engage in the political life of the nation. While
it forms the foundational category of corporate welfare, the
degree of security that exists depends greatly on society’s
stability and economic performance. Secure existence
encompasses such basic needs as physical sustenance, adequate
livelihood and assistance in emergencies.

2. Political Freedoms - refers to the (organizing) process of
safeguarding the rights and liberty of individuals, so. that
they may participate in political life and have a genuine
’say’ in their future. The exercise of these rights is
always tempered by the rights of others and the general
requirements of ’‘corporate order’, discussed above.

3. 8ignificant Engagement - refers to the (significating)
process of releasing individuals to freely engage in and
creatively contribute to the political life and future of a
society. It entails such aspects as access to information,
the ability to pursue chosen vocations and the freedom to act
out expressions of conscience.

Example: Constitutions, says Montesquieu, are written not on
tablets of stone, but in the hearts of citizens. Legislated
entitlements (secure existence) and a ‘Bill of Rights’ (political
freedoms) may provide the foundation for political engagement, but
this freedom will not become reality until individuals are
motivated to risk their lives and their fortunes for the sake of
improving society and securing its better future (significant
engagement) . How serious is the commitment to democracy when
barely 50% of the American electorate bother to vote in naticnal
elections?

Cultural Commonality - refers to all (significating) aspects of
the social process which engenders values, fosters creativity and
generates meaning to life. It inculcates significance throughout
the social process, including the economic and political’
commonalities.

Example:



Social Process - App. A 6

A.

Communal .wisdom - refers to the (foundational) process of
transmitting and perpetuating society’s Weltbild, i.e., its view
of the world or understanding of "what makes sense." What is

being transmitted is not simply information, but information that
is overlaid with and colored inescapably by a distinctive way of
thinking. This means that the same events may be seen and
understood differently by different societies.

1. Useful 8kills - refers to the (foundational) process of
conveying practical methods which enable all members of a
society to function effectively in their jobs and daily
lives. It includes everything from the ’‘three Rs’, ‘home
remedies’ and being ‘street wise’ to the industrial arts and
sophisticated techniques of problem-solving. These vary
widely depending on the society, and may be transmitted
through formal instruction as well as through observation and
personal experience.

2. Accumulated Knowledge - refers to the (organlzlng) process of
creatlng and preserving the reservoir of information, of
critiquing conventional views and of codifying the insights
which enable society to advance to higher levels of awareness
and comprehension. This may be as mundane as improving the
science of management and as esoteric as probing the secrets
of the universe.

3. Final Meanings - refers to the (51gn1f1cat1ng) process of the
continual search for ultimate meaning in life as reflected in
the interior life of individuals, social morality or ethics
and the ultimate concerns about reality before which every
member of society stands.

Example: The foundation of every society is its educational
system -- both formal and informal -- by which generations learn
from each other the skills, science and social morality that
largely determine its future. Without it, society is condemned to
stagnation and decline. The United States provides superb
graduate training for % of its populace, but lets the lower
quarter drop out, while Germany ; and Japan
(Thurow)

Communal styles - refers to the (organizing) process by which
society organizes and rehearses its corporate life together. 1In
this sense, what is meant is not so much ‘fashion’ in its popular
meanlng, but the manner in which members of a society interact,

i.e., express or act out their relationships with each other.
This occurs in essentially three different settings: generations,
procreation and community.

1. Ccyclical Roles - refers to the (foundational) process of
structuring social relationships -- including behavior
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patterns and responsibilities -- based on age groups. These
foundational roles delineate the expectations that society
raises as individuals progress through life phases. Thus,
during their early years, as the emerging generation,
individuals engage intensely in acquiring the vision, basic
knowledge, skills and accepted behavior patterns of society;
with adulthood (established adults), they adopt career paths
and hone the patterns of skills, discipline, productivity and
leadership that these paths entail; as senior members or
elders of society, they provide the reflection, far-sighted
leadership and vision that comes with long experience.

2. Procreative Bchemes - refers to the (organizing) process of
ordering the vital social units, known as family, that
begets, rears and nurtures the new born, and thereby
perpetuates society. It encompasses society’s expectations
about sexual behavior and roles, family covenants and
patterns, and parenting rights and responsibilities.

3. Social structures - refers to the (significating) process of
shaping the institutions, practices and patterns of
relationships that define how every part of society interacts
at every level. It encompasses groupings of all kinds,
whether based on local communities, employment-related or
professional associations, religious affiliations, volunteer
service organizations, or interest and hobby groups. They
range from highly structured membership organizations to an
informal neighborhood canasta group. Each group affirms some
self-conscious commitment and creates an intentional context
for social relationships.

Example:

Common Symbols - refers to the (significating) process of Ccreating
self-consciousness in a people of the sacred values which they
hold in common. By definition, symbols are objects "used to
represent something abstract" (Webster’s, 1982), e.g., the dove is
a symbol of peace. These abstractions or values often are both
unarticulated and unreflected, and so commonly accepted as to be
taken for granted. For this reason too, changes in meaning may
occur imperceptibly in various parts of society and engender
individual and social tensions that begin to fester long before -
their causes are identified.

1. Corporate Language - refers to the (foundational) process of
developing a common means of communication, i.e., a language

that expresses -- oral and written -- the full range of
feelings, thoughts, images and concepts by which people
convey consciousness and meaning. Language creates

commonality by instilling standardized patterns of expression
that both enable and limit the sSymbol-sound-image
relationships of a society to human experiences.
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2.

Social Art - refers to the (organizing) process of rehearsing
human experience in a way that brings awareness, eventfulness
and new images to ever-expanding social consciousness. It
constantly challenges and revises obsolete understandings and
searches the edge of human vision for new meaning.

Common Religion - refers to the (significating) process of
holding a society consciously before the final mystery. It
does this by establishing primary images of consciousness,
dramatizing the human journey and signifying ultimate
reality.

Example:

s
s e
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CIMANN APPENDIX B
" Notes 9/90
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Notes
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Simplified Social Process

The various categories in the triangle below are intended to provide a screen
for painting a dynamic portrait of a country, i.e., how it works. The various
aspects are not institutions or simply characteristics, but social forces at
play. These economic, political and cultural forces, as well as the institu-
tions which they give rise to, tend to complement and reinforce each other.
The terms are intended to represent the same meaning as portrayed in the
original social process ‘presented in the text.

Sacre Significating
Values Values of a People
(Often unarticulated)

CULTURE

Structure of
e.g., family,
generations,
interest groups
& communities
(Business practices)

How do we think?
transmit knowledge?
How is manpower
eguipped?

Styles
£
Interacting

V4

COUNTRY

ENVIRONMENT

ANALYSIS

Who calls

Distrib’n National Nat‘/l Aspir.

the econ. Systems Strategies & Policy
shots? (Business
(Purchasing climate)
Power) ECONOMIC SYSTEM
Resource Production Political
Base \\ Systems Base Process
What are the HR, How are plants, Pivotal How do is con-
physical assets mngt & labor principles? sensus reached?
& technology base? organized? Effective dispute
= - resolution
(Quality of Resources) (Productivity) (Stability) (Due Process)



CJMANN APPENDIX D
Notes i COUNTRY STRATEGY ANALYSIS

This analysis suggests a sequence approach for formulating strategy for a
particular country. It begins at the macro level and moves to the micro
level by combining several different methods. It assumes that a firm already
has determined that the country has strategic value (based on its global
strateqgy) .

I. Country Environment. Employing a comprehensive analytical screen, such
as the "country environment triangle" (App. C), assess how Fhe economic,
political and cultural factors of a country may affect "doing business"
there.

A. Determinative Characteristics - how does the country "work," and
how does it differ from other countries where the firm has
conducted business? This analysis should be supported with vital
statistics and other data.

B. Dominant Trends - what are they, where are they taking the country,
and how are they likely to affect the business climate over next 10
years?

C. Major Constraints - to doing business in the country, as applied to
a firm's strategic and operational interests.

D. Assessment of Risk and Risk Offset. At this point, it is possible
to plug-in any of the more traditional risk assessment schemes. At
the same time, it is critical to examine institution-al risk offset
mechanisms, e.g., OPIC, MIGA, etc., as well as means to deal with
political and cultural issues of the country.

II. Industry Analysis. Porter's framework - five force analysis, strategic
mapping, industry evolution - applied at two levels:

A. Country Ievel Competition. At this point also, the 2nd Porter
Diamond could be employed; however, IMAN 601 students may not have
been introduced to this.

B. Global Level Competition. How does the country's industry stack up
against global competition?

IIY. Eirm Strategv. Should also be viewed from two levels.

A. Firm's Global Strateqgy, the overarching vision.

B. Firm's Country-Specific AStrateqv, complementing the global
strategy.

C. Entry Scenarios, including strategy and tactics, business structure
and nature of partners (if any).

D. Operational Strategies - may key off the specific subtriangle in
point. This suggests that some strategies may be more amenable to
addressing eco, pol or cult issues.

5. Action Plan - and Feedback (based on objectives and assumptions made)
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IMPLEMENTATION

-the substantial actions required
to carry out the new directions

PRACTICAL VISION

- the practical picture of
desired future

STRATEGIC
PLANNING
PROCESS

STRATEGIC
DIRECTIONS

-the proposed actions to deal
with the contradictions and
move toward the vision

UNDERLYING
CONTRADICTIONS
-the underlymg obstacles or
issues preventing
r:aalization of the vision
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T

VISIONING WORKSHEET

Creation of a viable corporate vision is not an easy task. A
well-constructed vision statement is more than a declaration of
major strategic goals. Sometimes the language used is too
incremental -- it tells us how we will keep score, but not why it
is important to play the game, and how we intend to stay ahead.

Visioning can exert a significant impact on people because it
goes beyond to appealing to such rational motives as productivity
accomplishments or financial returns and provides an emotional
basis for personal investment in the company. Organizational
synergy is at its highest point when people invest their hearts
as well as their heads in the effort. A powerful vision allows
for this combination of ehad and heart by generating an image so
compelling it captures not only employees' logic and objectivity,
but also their imagination, ambition, enthusiasm, and creativity.

Visioning forms a bridge between individual and organizational
sense of purpose. It inspires people to achieve more than they
thought themselves capable of accomplishing. Visioning allows
them to transcend self-interest for the sake of the
organization's purpose .

Visioning creates a basis for an individual's sense of
importance. A well-formulated vision is broad enough to
encompass the effort yet specific enough for people to related to
the critical nature of their personal contribution.

Visioning is challenging yet practical. It is important to
stretch people beyond their current capabilities but not to get
off into idealistic wishful thinking. A well conceived vision
sets the framework for people to feel empowered to initiate
actions that will actually result in the intended outcome. It
should be a catalytic statement which movilizes people and
resources to purposeful action.

Visioning provides a context in which events are understood and
behavior patterns guided and justified. They reduce ambiguities
and provide meaning for day-to-day problems, opportunities,
defeats, victories, and sacrifices. They are long-term and
describe a desired future which can be realized only through
years of hard work, persistence, strategic action, and devotion
to the task.

Our task on April 25 is to create a corporate vision of what we
see in the future for Time Systems, which will provide a focus
for further strategic planning, and finally operational decisions
and actions over the next few years. The following list of
reflective questions are meant to help you expand your perception
regarding the company'spotential. Each question is positioned
from a future state perspective, i.e., what do you want Time
Systems to accomplish?



1. Regardless of the original purpose of the company, what do you
now regard as the fundamental purpose for its existence?

2. What unique contribution do you want the company to offer its
staff, customers, owners, distributors and/or the community
that could not be provided by any other organization?

3. What do you want business historians to say 25 years from now
is Time Systems enduring legacy?

4. Beyond product, services, profits, and employement, what
would you want people to miss if TSI no longer existed?

5. In what ways do you want its resources (people, products,
services, technologies, etc.) perceived as providing value
to others?

6. What does your organization do that enhances quality of life
for the next generation?



CONTRADICTIONS HELPFUL HINTS

Focus Question: Underlying Contradictions Workshop
"What are the obstacles, barriers, or roadblocks
that obstruct the realization of our vision?"

Underlying contradictions are not problems, but rather patterns of
issues that are objectively real. They are a sociological "thereness”,
something that can described. In this way they are not merely a "lack

. of” something, like money, that would automatically solve everything.
They are existing realities, objective circumstances or situations,
including prevailing attitudes, dysfunctional systems or structures,
policies or procedures, the "way we do things around here”, that are -
detrimental to the organization and the individuals related to it.

When a group authentically wrestles with its underlying contra-
dictions, by sharing examples and describing the breakdown

(e.g. communication issues), the possibility for unblocking by focusing
and releasing new creativity and energy becomes real. The contra-
dictions become windows that enable the group to see where it needs
to move in order to achieve its fulfilling vision. In this sense, the
contradictions are not really "negative” at all, but rather a way the
group engages in authentic truth-telling about that which is objectively
blocking their vision from becoming reality.

The facilitator assists the group to address the root causes of the
multiple obstacles and issues. A metaphor that is helpful is to
"imagine that I have a garden hose and I'm watering the lawn and
suddenly the water stops; I don't say I have a lack of water (the
sympton). It's more exact to analyze whether there's a kink in the
hose, if the water line is broken, or if I forgot to pay my water bill."
The group pushes back to the root causes beyond the simplistic
symptoms. Make sure they stay with the data though; this keeps them
anchored in the objective reality of their situation.

The facilitator also enables the group to avoid fault-finding and easy
blaming of others; this is scapegoating, which is a slippery way of
avoiding responsibility. The group gets off the hook by placing the
blame or fault on others -- it's now their issue, and not ours. Encour-
age the group to reflect on issues in a way that creates ownership, ie
"what do we do to maintain the obstacle in existence".

Done well, a group experiencing the contradictions workshop passes
through the struggle of honestly facing the real obstacles that are
standing in their way, to a celebration of facing up to those challenges.
In the following workshop they will begin the process of making
strategic, positive responses. Through this process the group
recognizes the complexity of the system they're working in, and the
power of encrusted patterns and dysfunctional aspects of that system
- only to re-discover their own power and responsibility in creating
their own future.



Word List For Contradictions Workshop

Destructive
Unattractive
Unavailable
Unbalanced
Undirected
Unmotivated
Inadequate
Comptetitive
Debilitating
Dissimilar
Devalued
Past-Oriented
Discouraged
Useless
Different
Limited
Reluctant
Little
Delayed
Reduced
Disregarded
Disjointed

Unhelpful
Inhibited
Fragmented

Non-Productive

Confusing
Conflicting
Obsolete
Overlapping
Unutilized
Unrealistic

Underdeveloped

Uncoordinated
Vulnerable
Dysfunctional
Inflexible
Parochial
Excessive
Restricted
Minimal
Retarded
Simplistic
Careless

Misunderstood
Outdated
Neglected
Non-Functional
Unfocused
Unwilling
Ineffective
Under-Supported
Inaccessible

. Disorganized

Irresponsible
Infrequent
Deliberate
Insufficient
Pervasive
Duplicated
Remote

Lost
Misconceived
Short- e
Over-Due

iocked

Unskilled
Myopic
Biased
Narrow
Costly

Few
Negative
Complex
Insecure
Weakened
Prevalent
Unclear
Imbalanced
Poor
Difficult
Low
Extensive
Reduced
Misused
Scarce
Unexamined
Sporadically
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CONTRADICTIONS WORKSHOP
Village Perspective Story

sIntroducing the mini teams:
In the workshop introduction it is helpful to remind participants not to use the phrase "lack of”. This story is helpful after
individual brainstorming but before meeting in mini-teams to share ideas and write on cards.

In this session, we are looking for the patterns, attitudes, structures, and blocks which we
encounter. We're looking for what's there - not what's missing. It's like working in your gar-
den watering the plants. The water is running from the hose and it stops. Usually you don't
just stare at the hose and shout, "There's no water." However, you would turn and check to
see if there's a kink in the hose or if someone stepped on it or if someone turned off the water.
In this exercise we're looking for the kinks or blocks rather than announcing what's not there.

+ Introducing the naming step:
This following story can be used to illustrate contradlctlons It is helpful to use after brainstorming and organizing as a

context for the naming step.

Once upon a time there were two villages connected by a single road. One village produced food for itself and
its neighbor; the other provided both with hunting equipment. One day a huge dragon settled across the road,
blocking travel between the two villages. Villagers attacked it with spears, which splintered against the beast's thick
hide. They tried to lasso it, but the dragon's flames burned the ropes to ashes. Week after week they labored,
sacrificing many lives and finally giving up in despair. Their food was depleted and the supply of hunting equipment
exhausted in the battle against the dragon. One day a youth climbed a tree to observe the dragon and discovered
a remarkable thing; a farmer from a distant village was dumping garbage right under the dragon's snout. An envoy
was soon dispatched to ask the farmer to move his dump to a remote field. The dragon relocated to this new feeding
area, and the two villages were once again able to travel the road and serve each other.

As we look from this new perspective, "What is keeping this cluster in place for us?"
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We must think creatively and not linearly - Life is not linear. As we look at these Underlying Contradictions, we want to
begin to think strategically. Some of the things that we have found helpful as guidelines when doing this workshop are:

+ Be Attentive to Negative Implications of Change. They say that there is a lab experiment
that has been done with a frog, (it sounds a little grisly - so | wouldn’t recommend trying this).
If you put a frog in a pan over a Bunsen burner and turn up the heat very quickly, what do you
think will happen? Right, if it's smart it will jump right out. But they say that if you continue to
gradually increase the heat, the frog will just sit there until it cooks to death. Often we are like
the frog, if we are not aware of the life threatening consequences of the negative implications
of change, we could die. It is often so subtle and ingrained that we are unaware of the danger
it poses to our future until it's too late. Looking at these underlying contradictions, what would
happen if we didn’t address — Read title of first contradiction or what happens if we didn’t
deal with ?

« Down Board Thinking This comes from the game of chess. They say that in chess you
always want to be thinking down the board - “If he moves this way, I'll do this. If he moves
that way, I'll do that”. They say that a champion chess player can think 7 moves down the -
board. This is about proactive thinking as opposed to being reactive. As we begin to look at
the most strategic moves we can make on these contradictions, let's be looking at the two or
three different possible ways the future might go and what our strategies would be in order to
move proactively.
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* 147/805 Does anyone know the significance of these numbers? | didn'’t either, but
they say that 147 is the number of trys it took the Wright Brothers to get that plane off
the ground. Does anyone know how long that flight was? 7 seconds. Perseverance
- keep putting it together a little differently each time until it works. Persistence, on
the other hand, is what we often get caught in - continuing to beat our heads against a
brick wall without trying to look at what would be the new approach that would change
our situation. Albert Einstein -my definition of insanity is someone who keeps doing
the same thing over and over again expecting different results. 805 is the number of
times Thomas Edison tried out the light bulb before it actually worked. Another way to
look at this is to talk about our learnings, not failures.

*Yin/Yang This comes from the Chinese tradition. It's different from the western
mode of thinking - Either/Or, Black/White- It is more the concept of yes/and. With this .
symbol, we see that things are part of a whole, forces that are not in conflict but work -
together in harmony. We want to look at the bold and the conserving as we work on
strategies. What are the bold actions that we could take to move through these con-
tradictions? On the other hand, we don’t want to forget those things that just work and
continue to build on momentum. We talk about that as the conserving. We want to
especially push ourselves to be bold, but also consider that which has worked in the
past.

JOETR

- Catalytic Actions Just as you're looking to throw just one ball to knock down all ten
pins, we're looking for actions in this session which can impact more than one contra-
diction. What are actions which will catalyze other actions to impact the contradic-
tions. This grasp of catalytic action becomes more and more crucial as we begin to
see our organizational tasks and roles as interrelated and interdependent.
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TYPES OF PARADIGMS

At any point in history, in any given field, we are in the midst of adjusting and
shedding paradigms and approaches in response to changing demands.
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¢ New horizons

* Bleeding edge

¢ Emerging genera-
tion -

* |deas not in "good
standing"

¢ Radical ideas

* Idea whose time
has come

* Experimental ideas

* Gelting some re-
source support and
backing

® Gaining momentum

® Practices gaining
popularity

® Status quo

® "Tried and true"

* Well-funded
practices

¢ Hard to dislodge

¢ Foundational ways

* Standard operating
procedures

* "What's in"

* Mainstream ways .

¢ |dea whose time
has gone

* No longer relevant

* Ovutdated ways

® What's "out"

¢ Shallow commit-
ment




Worksheet:
~ Inventory of Trends, Paradigms, and Approaches

Area
ESTABLISHED
BOUNDARY IDEAS C-—-‘—-\
—  EMERGING ' DYING
EMERGING ESTABLISHED
Which trends and practices are picking up momentum Which trends and practices are mainstream or standard
and acceptance? operating procedures? *
~
BOUNDARY IDEAS DYING
Which new ideas are pushing/needing to become Which trends and practices are concepts whose viability
accepted trends and practices? is overtly questioned?
-

Institute of Cultural Affairs



IONS FOR THE KNOT

Opening: This afternoon we'll be looking at some of the tangles we encounter in our organizations. Let’s
take the next 10 minutes to experiment with untangling the knot.

THE KNOT
Probably the best sized group is six to twelve people.

Start by practicing giving a pulse (squeeze) around the circle. You can time it with a stopwatch and see how
quickly the group can do it. :

Get in a group and reach across and grab the right hand of someone else with your right hand. Lower
hands and grab someone else’s left hand with your left hand.

Send a pulse around, letting each other know where it is. Make sure that everyone gets it.
Work on getting untangled into a circle. You can turn your hand around as long as you don’t break contact.

If the group can't do it, break the circle and create a spake. In fact, this can be a good way to start.



FOUNDATIONAL VALUES ———— 3

ICA: West has developed a series of methods used in many different
settings. Called the Technology Of Participation (ToP), these methods
are based on the following values:

PARTICIPATION !

Bringing together the insight of every par-
ticipant toward true consensus. Everyone
has a piece of the puzzle. Bringing all the
pieces together helps to build a complete
picture.

TEAMWORK

Creating opportunities for structured group
reflection and decision-making to strengthen
consensus, build commitment and sustain
long-range momentum.

CREATIVITY o
Sparking dialog by bringing together many

ideas from diverse perspectives & balancing
both the rational and intuitive insights.

ACTION

Moving from Consensus to ACTION through m
accountability-based planning.

{( AbToP Methods - Institute of Cultural Affairs )]




PRACTICAL
VISION

UNDERLYING
CONTRADICTIONS

STRATEGIC
DIRECTIONS

IMPLEMENTATION
PLANS

STRATEGIC PLANNING PROCESS

"What are our hopes and dreams
for this organization?”

"What are the root causes of
blocks and obstacles that stand in
the way of realizing our vision?”

"What are the actions or proposals
which address the underlying
contradictions, or launch our
vision?”

"What are specific prioritized tasks
to carry out our strategic direc-
tions, and how will we organize
our teams, calendar; and other
resources?”

(£ ToP Methods - Institute of Cultural Affairs ) ‘




ﬁ
CONTEXT
BRAINSTORM
ORGANIZE
NAME
REFLECT

N——

'WORKSHOP METHOD

Clarifying with the group the purpose,
the intended result, and the process
and time frame of the workshop.

Eliciting from the group as much objec-

tive data as possible to ensure a com-"

prehensive analysis of the issue. ICA
uses a visual wallboarding technique;
participants brainstorm individually,
and work in small teams to summarize
their ideas on:cards.

The cards which hold the brainstorm
data are organized into similar group-
ings. Using the card technique data is
easily ordered and re-ordered as the
%roup weaves the ideas together in a
ast-paced, highly intuitive manner. with
an eye to new relationships.

Clusters or categories of data are named
by the group. At this point the group is
naming in such a way as to discern the
intent within each cluster. Consensus
is being forged as the whole group dis-
cusses the significance of the data which
has been generated. :

The group discusses the significance of
the work just accomplished and its
implications for the group and individ-

ual participants.

/)

—
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