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| NTRODUCT| ON

Successful inplenentation of any kind of strategy or
pl anni ng process, whether it be in the formof an operating plan,
a marketing plan, a strategic plan, or a human resources pl an
nmust take account of the ways and neans by which it will be
carried out as well as the technical or content aspects of the
plan. All too often, the plan may be technically sound and
appear to achi eve intended organi zati on goals. However, the
| onger termresult of many planning efforts is an attractive
bi nder that sits on the shelf and receives only lip service from
t he popul ati on of managers who were intended to use it. Wat
makes planning fail? O, nore specifically, if the information
in the plan is sound and that information is presented in a
usable form what are the reasons why an otherw se good plan is

not utilized?

I'l. REASONS FOR PLANNI NG FAI LURES

A LACK OF | NTEGRATI ON

In a general sense, many of the reasons can be described as
a lack of integration. |If one were to view a plan the sane way
that social scientists view an organi zation, i.e. as a system of
interrelated parts, it is safe to say that nost plans suffer from

a lack of integration. Particular plans are likely to be seen as



i ndependent of other plans rather than being related to each
other. Let ne give you an exanple fromm own consulting

experi ence.

Most often, organizational consultants enter a client
organi zation as a result of a problemthe managenent has
identified. Frequently, the problem presented is subsequently
di agnosed or redefined as a different, or sonetinmes nore

extensive, problem

A typical exanple of a presenting statenent is "W don't
seemto have people identified, or ready, for key managenent
positions in the quantities we would like or at the tinme we would
like. Furthernore, we seemto spend inordinate anmounts of many
peoples' tinme filling jobs, but after we're done, we're not sure

we've really selected the right person.™

On the surface, it would appear that the problem may be an
inability to make tinmely and valid assessnents of managers
pronotability or potential, and the solution would be to devel op
a nore valid and reliable individual assessnent nethod or
program But if the consultant or human resources nanager
considers the many organi zational activities that are related to
deci si on maeki ng about managerial potential, the follow ng al so

conme to mnd as areas which may require attention to achi eve the



desi red goal

1. Job Design and Description - Wat skills, know edge

attitudes are required to do a particular job?

2. Does the Sucession Plan provide an internal candi -

date for the job? |If not, why not? O, if so, why
isn't the plan being used? Wy is there a need to

recruit?

3. Recruitnent/Assessnent Centres - Were the

attributes required to performwell in key jobs
part of the original criteria for selection of

current managerial talent?

4. Performance Managenent - Do you have an effective

program and one that is used by your nanagers?
Assum ng that you have candi dates who neet the job
requi renents, are the best perforners being
identified and are the problens interfering

wi th good performance identified and acted upon?

5. njective Setting - Part of neasuring performance

IS measuring a person's acconplishnent agai nst

stated objectives. Is there an individual objec-



tive setting process and are individual objectives
connected to organi zati on goal s? Are those organi -
zation goals in pursuit of the organization's

m ssi on?

Conpensation - Does the conpensation plan

especially reward high performance? 1Is it related
to the performance nmanagenent systenf? |[Is what is

said to be rewarded in fact rewarded?

Training and Devel opnent - As job requirenents

becone clarified and as managers' perfornmance and
pronotability are assessed, are training and
devel opnent prograns available to correct
deficiencies and devel op the conpetencies identi-

fied in key jobs?

Career Planning and Pathing - Are the individual's

needs and aspirations a part of an organi zation
staffing decision? Wat help is provided for the
individual to sort out his or her aspirations?

Are career paths or tracks to key jobs identifiable
and are they made known so individuals can make

i nfornmed choi ces when seeking or accepting a new

position?



9. Oganization Planning - Are the key jobs, with

their required skills and know edge, going to
remain the sanme over the next 3 to 5 years or wl|
new products and services or new environnent al
demands change job design and job requirenents?
Are you planning for the organization as it is

now or as it wll be?

These and a host of other activities are related to the
readi ness and availability of managers when openi ngs occur. The
dilemma for the consultant or human resources manager is how to
respond to the problem presented, i.e. succession planning, stay
in touch with other interacting plans, prograns and processes,

yet not becone overwhel med with conplexity.

It is clear that the ready availability of qualified people
in an organi zati on may not be alleviated by the devel opnment of a
managenent succession plan, unless the planning process provides
for exam nation and integration of other related areas. Just as
t he various conponents of the human resources plan nust be
integrated, so too nust the human resources plan be connected to
or integrated with the operations or business plan, which nust be
integrated with the strategic plan. Qur exanple illustrates that

human resources plan which is not well integrated wll |ikely be



connected only to short termproblens and will plan for the
present based on current job requirenents or on the basis of the
current skills, know edge and attitudes of people in the

or gani zati on.

B. COVWUNI CATI ON PROBLEMS
Anot her general reason for planning failures is that many
pl anners - and seni or executives who comm ssion those planners -

fail to view planning as a communi cati on process. For exanpl e,

nost plans (especially those of a strategic or |longer term
nature) require sone "futuring” and "visioning" on the part of
those involved in building the plan. That is, people nust share
their best guesses of potential internal as well as environnental
events and say "what if...?" to a nunber of possible scenarios.
Then they nust be able to reach agreenent upon the scenario(s) to
be devel oped, identify the problens or opportunities the

organi zation wll be facing strategically for each scenario and
agree upon resource allocation. Such "futuring” is a rather
abstract process, and nmanagers, nuch preferring the concrete,

will often avoid such discussions. |In addition, such discussions
draw heavily upon one's personal val ues, aspirations, and beliefs
(as conpared to "facts"), and require a | evel of self-awareness
and i nterpersonal comuni cation for which nost nanagers are often
not well prepared. Value-laden discussions also have a high

probability for conflict, another arena for which managers are



often not prepared. Therefore, inportant conflicts are often
suppressed or avoided. For successful planning efforts, the goal

is conflict managenent rather than conflict prevention. The

nature of effective organization planning is that it nust create
an arena where people air the differences in their val ues,
beliefs, perceptions and functional responsibilities - in such a

way that a realistic and useful plan can be devel oped.

Frequently, nanagers are so focused on interna
organi zati onal problens that they are |l ess able to focus on the
state of affairs in the environnment, including the |arger
environment inside the organization. As a result, in order to
effectively participate in various kinds of planning, nost
managers need preparation for becomng nore attuned to the events
and dynam cs outside of their "conpartnents"” of the organization.

Wt hout such help, the input of those nmanagers to organizati onal

pl anning may be irrelevant; so, then, may be the plans.

Pl ans represent support to the personal and departnental
goal s of sone individuals, but they also represent a threat to
others. It is understandable, therefore, that the reactions of
sone nmanagers to organization plans is to find both overt and
covert ways to keep them from bei ng devel oped or, nore
inportantly, inplenmented. Resistance can take the form of asking

i nterm nabl e and convol uted questions, attacking the planners,



not showi ng up for planning neetings and many other forns of
passi ve- aggressi ve and underm ni ng behavi or, both subtle and
flagrant. Information that derives from planning inplies change,
and can be threatening. One of the ways that organizations
typically deal with threatening information is to "shoot the
nessenger” - or, in this case, the plan, the planner or the

pl anni ng process.

C. PARTI Cl PATI ON AND GROUP PROCESS PROBLEMS

The utilization of information is largely related to how it
is collected. The "participation” thenme in managenent nay be
hackneyed nowadays but it is nonetheless true. People are nore
| i kely to understand, accept and use information in a plan when
they help to create it. Recipients of planning information nust
be involved in its collection and analysis. |In the case of
managenent successi on pl anni ng, managers in various parts of the
organi zation - both vertically and horizontally - nust
participate in both the nom nation and validation of candi dates
for key positions. Participation in planning is not necessarily
the sanme as authority to nmake deci sions about the plan. Mnagers
in contenporary organizations increasingly are comng to grips
wi th the concept of having responsibility w thout having decision
maki ng authority. Reluctance to allow participation fosters
narrower perspectives and territorialism- a barrier to

i ntegration, which has already been identified as a key to



successful planning efforts. The extension of individual
managers' territorialismis intergroup and interdepartnenta
territorialism which is a further barrier to the quality and

utilization of planning information.

| f managers must do collectively what they have historically
done individually (e.g. nmake performance and pronotability
deci sions), they nust be increasingly able to live confortably
and function effectively in groups. Most managers of work groups
manage a collection of individuals through one to one
rel ati onships. They do not often see the group itself as
another, and significant, entity to manage. The invisible group
provides the context for interaction. |If this context is
supportive, if the norns are conducive to effective problem
solving and risk taking, then the individual nenbers wll nore

| i kely perform better.

There are specific skill requirenments for managi ng group
processes such as conflict managenment (not, | repeat,

prevention), group problem solving nmethods, and consensus

deci sion maeking. Frequently, the initiation of organization
pl anni ng requires working with participants to equi p, encourage

and relax them around working nore effectively in groups.

The nmention of groups brings up the subject of the planning



group. Frequently, in the interests of efficiency, a specialized
group is forned to put together a plan that the rest of the
organi zation will use. This is seen as an efficient approach
that saves the tine of many people and the distraction from other
essential duties. However, this approach also results in an

i sol ated group doi ng organi zati onal planning and then presenting
their plan to the ultimte users. This is not likely to be
effective for the reasons already nentioned - recipients of the
pl an have not been involved in its data conpilation and anal ysis,
nor in the rationale for the decisions based on that data.
Therefore, the only people who understand the plan and are

commtted to it are the nenbers of the planning group.

D. NEED FOR | TERATI VE PLANNI NG

Organi zation planning of a strategic or long termnature
needs to be an iterative process. That is, data should be
collectively gathered, analyzed and redistributed for refining in
a series of repetitive steps. Planning often involves performng
the steps of collection, analysis and proposal of action nore
than one tine. This approach taxes the patience of action-
ori ented managers who seek a one-shot approach which is seen to
be nore efficient. Again, beware of such efficiencies. Not only
is the iterative nethod nore likely to devel op a better plan, but
it also accounts for sonething we know about the way people

respond to | earning and change, nanely that people rarely
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appreci ate sonething new the first tinme they encounter it. A
iterative process enables participants to revisit "new' data, see
"new' interpretations and potential benefits, leading to true

under st andi ng and comm t nent .

Planning is not a |inear, top down or "neat" process.
Rather, it can be pictured as nmany busy particles swirling
around, nmaking contact, changing course, evolving into different
shapes - but eventually taking on definition and form \Wile
strategic planning, for exanple, is appropriately conceived as a
t op-down process, strategic planners nust interact with
operational planners. Each gives information to the other which
affects how they will proceed. Simlarly, bosses' views of their
obj ectives are altered by conversation wth subordi nates about

their objectives.

E. OIHER | SSUES

Two ot her process issues which affect the devel opnent and
utilization of organization plans are worth nmentioning. One is
the "burnout" of planners. Because of all the issues described
so far in this paper, it should be clear that an enlightened
pl anni ng manager is likely to encounter a great deal of
resi stance as he or she attenpts to proceed on the basis of the
pl anni ng princi ples nentioned here. The experience for the

pl anni ng manager is |ike pushing a river - a continual battle to
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get the job done properly. Seldom does the planner get thanked
or rewarded for putting a whole network of key managers in
unconfortable situations. In addition, good planners are on the
cutting edge of the futures of their organizations and are,

often, the first to be exposed. It is a risky position! This is
one of the many reasons why senior executives nust be the
initiators, supporters and |eaders in planning efforts - not only
because nmuch of this work is appropriate to their |evel of
responsibility but also because it requires their involvenent and
| eadership. To sone extent, sharing of information is sharing of
power, and top managenent | eadership is required to set an
exanpl e of collaboration in the best interests of the

organi zation. This kind of planning and the psycho-soci al
dynam cs it evokes nmust be actively supported at the top or the
plan will not nmake nuch difference in the functioning of the
organi zation. A lot of tinme, energy and noney is spent on

pl anning. Wthout top | evel |eadership and involvenent, it may

not be worth the human or financial cost.

Anot her deterrent to good planning efforts results from key
personnel changes in the mdst of plan devel opnment or
i npl enentation. The appoi ntnment of a key manager who doesn't
appreci ate or support participative data collection and anal ysi s,
group probl em solving neetings, conflict managenent versus

avoi dance or suppression, etc., can undo the dedicated effort of
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an arny of other people. Thus, periods of significant planning
activity are especially critical tinmes for appoi ntnent and/ or

pronoti on deci sions.

1. CONCLUSI ON

Finally, any plan which has endured and cone to fruition in
the face of all of the obstacles described here needs to be
supported once it is in place. There are always going to be
i ndi vi dual notives which will, if not nonitored, run counter to
the organi zation plan. Deviations fromthe plan should only be
all oned after very thoughtful review by top managenent. For
exanple, if a succession plan contains one or nore suitable
candi dates, then a successor should only be chosen fromthat
list. |If the organization demands frequent exceptions, it is a
signal that the plan or the planning process needs to be re-

exam ned.

On the other hand a goal in a plan can becone a gaol if
pl ans are not continually nonitored to account for changing
conditions. The rapidly changing environnent makes | ong range
pl anning increasingly difficult. |Indeed, a |long range plan in
1970 may have taken a 5 year view whereas a | ong range plan today
may be a 2 year viewor less. In any event, followng a plan

requi res discipline for inplenentation.
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An integrated plan which is devel oped in accordance with
sound comruni cation principles is a big job. It requires the
nobi | i zati on of many resources, and demands a hi gh degree of
maturity, self-direction and commtnent on the part of both the
pl anners and the organi zation as a whole. However, participation
in good planning is one of the nost effective nmanagenent

devel opnent prograns avail abl e.
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