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Activity 2. Search for Intelligence and Information 
 

  Introduction 
 
 Knowledge is powerÓ ÒSeek and ye shall find.Ó The Holy Bible, Gospel according to St. Mathew, chapter 7, verse 7 

  
 ÒIraq war based on ÔflawedÕ reportsÓ U.S. Senate blames overstated intelligence on 
HusseinÕs weapons for Bush decisionÓ. Paul Koring, The Globe and Mail, July 10, 2004, A1. ÒÔSer ious flawsÕ in 
I raq IntelligenceÓ, BBC News, 14 July, 2004, http://news.bbc.co.uk/1/hi/uk_politics/3890961.stm 
 

 Probably no event since World War II illustrated the importance of and adverse 
consequences of unreliable and inaccurate intelligence as the attack on Iraq in March 2003.  The 
headlines reflect the volumes written about the serious errors made by the governmentÕs intelligence 
services of the United States and the United Kingdom, two of the largest, most advanced nations in 
the world.  The U.K. inquiry, headed by Lord Butler, into the intelligence issue found:   
 * ÒThe limitations of the intelligence in the September 2002 dossier were not Ômade  

sufficiently clearÕ, with important caveats removedÓ;  
* ÒThere had been an Ôover-relianceÕ on dissident Iraqi sources and human intelligence in 

generalÓ; and 
 * ÒSince the war key claims based on intelligence from agents in Iraq, including claims the 

Iraqis had recently produced biological agents, had had to be withdrawn because they 
were ÔunreliableÕÓ. http://news.bbc.co.uk, ibid 

The United States SenateÕs report of the Bush administrationÕs decision to attack Iraq Òwas based on 
false and exaggerated intelligence about BaghdadÕs weapons of mass destruction and its links to al-
Qaeda. Koring, loc. cit. ÒMistakes leading up to the war in Iraq rank among the most devastating losses 
and intelligence failures in the history of the nation.Ó Senator John Rockefeller, quoted in Koring, ibid. The 
intelligence service also was blamed for a Òfailures of imaginationÓ. The trail of blame led from the 
intelligence gathering sevices through its administration to the leaders of the United States and the 
United Kingdom. 
 
 Just like human beings rely on healthy blood flowing through their veins and organs so do 
organizations, their management, personnel and other stakeholders rely on expert intelligence and 
valid and reliable information.  Such intelligence and information is the Òlife bloodÓ of a viable 
organization.  This fundamental and essential importance is illustrated in the TSMP model.  The 
search for Òbest qualityÓ intelligence and information continues through the entire process.  It draws 
from all of the integral, internal sources such as accounting, financial, marketing, production, 
personnel, research and development, information technology and any other sources that provide 
useful inputs for management in its analyses and decision making.  Since organizations are 
increasingly influenced, even shaped and directed by their unique, situational environments, 
management is compelled to seek expertise and data about a range of external forces and conditions 
from numerous and diverse sources often operating outside of the organization.  In effect, 
management looks at its situations through Òbi-focalsÓ, i.e., they focus on internal and external 
circumstances in their managerial duties and responsibilities.  To continue the metaphor, managers 
use cameras and adjust their lens back and forth from short to medium and long range to meet their 
needs for the time sensitivity and perspective that is so vital to setting organizational aims, 
developing and evaluating policies, preparing plans, programs and budgets, and ultimately 
implementing and adapting the organizationÕs endeavor as situations and performance dictate. 



 2 

 

 Integral to the orientation stage is management's need for knowledge about, understanding 
of and ability to adapt successfully to the changing internal and external, priority situation(s) of the 
organization and its environment. To achieve such managerial capabilities requires constant 
monitoring of the generic environment and more specific searches and studies of issues and 
problematic situations. The TSMP model identifies ten common components of most organizationÕs 
environments. For business organizations, competition could be added to the set. The search for 
intelligence and information by management, personnel and various experts, such as marketing 
researchers, engineers and financial analysts, is directed toward precisely identifying and analyzing 
external forces and conditions that are or are likely to impact on the organization, i.e., in the 
environment.  
 
 Developing such a managerial mindset individually or collectively has become increasingly 
essential in times of dramatic change, organizational threats and opportunities, the growing risks and 
potential gains or losses inherent in such challenging situations. Virtual reality is becoming actuality.  
Simulations are becoming models not only of vehicles, machines and a wide range of other products 
but also for markets, trade systems, operational activities, including surgery, and organizational 
tactics and strategies. The list is endless. Every day, challenges become more difficult, especially in 
situations where management needs to be re-oriented along with or ahead of its organization, its 
people, their tactics, strategies, related activities and resource allocations   
 
 In the past, management was much simpler.  Forces of change were fewer and had less 
significant impact on organizations and their management. Organizational situations were less 
challenging and risky.  Managers and other personnel became complacent and stagnate, especially if 
they have been reasonably successful over time.  Historically, mismanaged organizations Òmuddled 
throughÓ and somehow survived. The lengthy list includes the Big Three and all of the United 
Kingdom automobile manufacturers, IBM, General Electric, Eastman Kodak, Seagrams, Japanese 
banks and many of its protected industries, many West European companies, state "enterprises" in 
socialist regimes, utilities in many countries, most public institutions and many small businesses 
operating in local markets.  Others collapsed or were taken over.  
 
 Today, the consequences flowing from a dynamic environment, an unintelligent and an ill-
informed management are becoming instantaneous and increasingly decisive and punitive. In the 
corporate world, even the hint or rumor of mismanagement brings a drop in share prices, sell-offs of 
stock, incisive inquiries from stock brokers, financial analysts, regulatory personal, even legislators 
and attorneys general.  The risks and costs of Òscrew-upsÓ or failures are so great that management 
and the organization-at-large must be constantly vigilant of threatening circumstances before they 
impact adversely on the organization, its management and other stakeholders.  Even opportunities can 
have negative consequences, e.g., opportunity costs, if they are missed, failed or competitive 
organizations take advantage of and benefit from such situations.  Consequently, key, if not all, 
personnel must be continuously monitoring their macro or general as well as micro or specific 
division, departments, functional or operational environments to keep abreast of changing situations 
germane to their organizations and their optimal management.  
 
 Searching for and obtaining inputs about actual or potential influences, forces and conditions 
require on-going systemic approaches that are interrelated and interactive with the other activities in 
the process. As the TSMP model depicts, the search for intelligence and information is on-going 
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throughout the entire process. Such searching depends on various means of monitoring forces and 
conditions internal as well as external to the organization.  Seeking valid and reliable information, 
expert analyses and authoritative opinions are vital in this stage and throughout the entire TSMP.  
Such knowledge is the foundation and the vital ingredient for determining and evaluating 
organizational purposes, transforming dreams, aspirations, visions or missions into objectives and 
goals, making astute tactical and strategic decisions and performing optimally. 
 
Key Process Question: Which comes first: determining the purpose or monitoring the environment of 
the organization? 
 
 Convincing arguments can be made and many historical examples can be provided that 
supports each activity being first in the TSMP.  Decades ago, a leading executive and scholar wrote 
that Òpurpose is essential to give any meaning to the rest of the environment.  The environment must 
be looked at from some point of view to be intelligible.Ó Chester I. Barnard, The Functions of the Executive, Cambridge: 

Mass.: Harvard University Press, fi f teenth printing, 1962, p. 195.  Paraphrasing Mr. Barnard, at all times, the environment 
presents a multitude of changing forces and conditions that influence organizations, their 
management and strategic processes, programs and activities.   
 
 Looking back into the histories of organizations and their founders, we see in 1937 that 
recession and family obligations created a clear and driving purpose in my father to start a publishing 
business that he and his successors grew into a very successful company during more than six 
decades that followed. In 1939, Thomas Bata, faced with warfare throughout Europe, came to Canada 
and extended his fatherÕs shoe empire to more than 30 countries.  In 1979, the Tranh family escaped 
political persecution, financial deprivation and threats to their lives.  They came to Canada with the 
Òshirts on their backÓ, did menial jobs, saved their money and established their own jewelry business 
that continues to flourish.  An endless list of such creations in business, public institutions, e.g., 
security services, education and health care, and charities reflect the vital relationship of challenging 
environments and developing purposes.  That interaction is vital to the TSMP and is illustrated in the 
first two activities of Exhibit I.   Both contribute significantly to the situations (Activity 3) managers 
encounter and the analyses they do to orient, clearly and substantively, the organization, its tactical 
and strategic processes, activities and resource allocations. 
 
 As will be seen in a subsequent section, several other cogent questions are useful to guide the 
monitoring process and the inherent search for essential intelligence and information. Some of those 
cogent questions relate to the motives and needs for such activities, the substance sought, the 
location, timing and quantity of intelligence and information required as well as the methods, 
techniques and processes to be used. Other important questions relate to the sources of such 
information and intelligence. And we must be aware of information and intelligence overload.  How 
many times do we encounter brilliant people with minds full of knowledge, a stream of impressive 
rhetoric but lack an ability to make decisions and take timely and progressive action? 
 
 Reactive search 
 
 Historically, managerial monitoring, if any, was oriented predominantly to adversities and  
other unsatisfactory conditions or problems within the organization. Accounting records, sales and 
production reports would be reviewed periodically, oftentimes superficially and/or haphazardly. 
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Problems would be identified and investigated, usually months after they happened.  Typically, 
personnel with functional responsibility and expertise would identify and look into problems related 
to finance, production, inventory, sales, marketing and human resources, usually when a problem 
arose in one or more of the operating areas. Public or customer complaints might be reviewed if the 
complainant was persistent or important enough and posed a threat, legal or otherwise, to the 
organization. Managers would get involved when the problems became "serious".  Such involvement 
was predominantly reactive.  
  
 Reactive examples abound. In the past, owners and/or managers in manufacturing companies 
seldom planned for equipment replacement.  They fixed it when it broke.  In Eastern Europe, most 
state enterprises continue to manage that way, if they are still operating at all.  In North America, 
sewing and other machine-makers, manufacturers of photographic, television, electronic and other 
technologically developing products as well as auto makers continued to use obsolete production 
systems into the 1980s, years after the Japanese had converted their plants to highly automated, 
robotized operations.  
 
 In part, the problems emanated from the culture of the organization.  Consider the words of 
Lee Iacocca, upon joining the Chrysler Corporation as its President and Chief Executive Officer: 
 What I found at Chrysler were thirty-five vice-presidents, each with his own turf. 
      There was no real committee setup, no cement in the organizational chart, no system  
      of meetings to get people talking to each other.  I couldn't believe, for example, that  
      the guy running the engineering department wasn't in constant touch with his  
      counterpart in manufacturing. 
 I'd call in a guy from engineering, and he'd stand there dumbfounded when I'd      
      explain to him that we had a design problem or some other hitch in the engineering- 
      manufacturing relationship.  Lee Iacocca and William Novak, Iacocca: An Autobiography, New York: Bantam    
         Books, 1984, pp. 152-3. 

As this situation and the entire book illustrates, isolated domains had become pervasive throughout 
the entire Chrysler organization with the consequences being far worse than merely the lack of 3E 
communication, coordination and performance.  In 1980, the Chrysler Corporation was in bankruptcy 
protection.  Only a massive restructuring and refinancing effort kept the company from collapsing. 
 
 Not until the1980s and billions of dollars in financial losses were suffered did Chrysler, Ford 
and General Motors regain competitive momentum from Toyota, Honda, Nissan and other Japanese 
auto manufacturers. Early in the 21st century, the Big Three continued to face the challenges of cost-
cutting, productivity increases and the need for government subsidies in their efforts to be 
competitive with foreign automakers.  Other industries, notably steel, airlines, aerospace and 
agriculture, all considered economically significant, have struggled to react to changing 
environmental forces and conditions. And the ÒstruggleÓ has become more intense and threatening 
with the rapidly accelerating, cumulative effects of globalization. 
 
 In recent times, the global airline industry has been one of the most reactive in its approach to 
searching the environment and developing tactics and strategies.  One of the real reasons for their 
plight, not flight, is serious overspending on aircraft and the subsequent debt that they accumulated.  
Along came some economic turbulence. Cash flows slowed, profits turned to losses and the debt 
grew.  In 2001, those normal economic conditions were exacerbated by the terrorist attacks of 9/11 
and the subsequent drop off in airline traffic.  Airlines all around the world suffered.  None of them 



 5 

indicated that they had a proactive approach to their dilemmas.  Most of them reacted by searching 
for ways to survive, mainly through mergers, insolvency or bankruptcy.  Others went into bankruptcy 
protection, among them Air Canada.  From April 1, 2003, the airline operated under the protection of 
the CompaniesÕ Creditors Arrangements Act of Canada, saving it from creditorsÕ claims and related 
legal actions.  For more than a year, Air Canada reacted to its dire financial situation by pressuring its 
employees and their unions to take pay cuts, job cuts and pension plan cutbacks as well as searching 
for additional investors.  Nearly a year later, Air Canada management in collaboration with Trinity 
Time Investments Ltd., a prospective equity investor, continued to pressure the unions for 
concessions. 
 
 Probably no aspect of corporate management has generated so much adverse reaction from the 
general public, government and regulatory bodies as the fraud, corruption and mismanagement that 
spread through major American businesses in the early years of the 21st century.  Adelphia, Arthur 
Andersen, Enron, Fannie Mae, Freddie Mac, Health South, Martha Stewart, WorldCom, YBM --- the 
list of culprits is endless and growing in North America and throughout the world.  Much of the 
search for intelligence and information by the management of these companies leads them to 
defences against legal actions by government prosecutors, creditors and shareholders.  Other 
corporations search for ways to improve their executive and managerial morality and become more 
ethical in their business practices.  Corporate social responsibility (CSR) and governance have 
become the Òbuzz wordsÓ common to the rhetoric of senior managements in many suspect 
corporations.   
 
 In a case involving internal and external conditions, Bata Industries had to react to the 
conviction of senior officers of the company by the Province of Ontario's Ministry of the 
Environment for an ecological offence.  A fuller reading of the case shows how directors and 
managers must understand what due diligence means and search for intelligence and information 
essential to establish policies and procedures ensuring that the corporation remains in compliance 
with ecological laws and regulations. Ernest Rovet, Making Sense of Due Diligence, CA Magazine, Vol. 126, Issue 9, October, 1993, 

p. 56.  Much of such understanding comes from public policy, legislations and advancing knowledge 
found in a wide range and variety of NGOs, e.g., David Suzuki Foundation, World Wildlife 
Federation, environmental agencies such as the Intergovernmental Panel on Climate Change and 
media reports.   
 
 Keeping abreast of such developments requires 3E ways of monitoring and, if necessary, 
more focussed searches of expert intelligence as well as valid and reliable information.  Such 
endeavors are not new or unique.  Away back in the 1970s, progressive organizations such as Great 
West Life Assurance and Canada Post had internal as well as external environmental monitoring 
services.  Many corporate organizations have such monitoring services, although not necessarily 
using such intelligence and information for progressive tactics and strategies. Much of the focus of 
those services is on economic and competitive forces in their respective markets and ways, legal or 
otherwise of Òbeating the other guyÓ, including shareholders out of their due returns, governments out 
of their due taxes and competitors out of their due market share.   
 
 Proactive search 
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 In more recent times, operational, functional and senior management have become involved 
in monitoring the internal and external environment in anticipatory, timely and progressive, i.e., 
proactive, ways.  "On both sides of the Atlantic, top executives of big companies have a common 
message about change: plenty more is coming." Bruce Little, Companies on the brink of overhaul, The Globe and Mail, 

Toronto:  October 31, 1994, p. B1.  The foremost changes that executives said their companies would have to 
make in the next three to five years were in their marketing strategy and their strategic planning.  
North American and European companies may have been slow to respond to more intense 
competition in the 1970s and early 1980s, "but today, there is no doubt that complacency has been 
replaced by a fierce commitment to remake the corporation and its environment". Ibid.   Even if 
corporations are not capable of remaking their environment they are capable of monitoring it for the 
purposes of anticipating changes and shaping its aims, plans, programs, activities and resource 
allocations proactively. 
 
 As the last century ended, managements globally were forced to anticipate and manage the 
potential threats posed by the change in dates from 1999 to 2000 in their computer systems.  The 
Y2K scenario required extensive and intensive searches for intelligence and information, much of it 
highly technical, as vital inputs into plans and activities to keep their electronic systems from mal-
functioning or collapsing. Banks, other financial institutions, utilities, government agencies and a 
multitude of other large, medium and small organizations around the world spent billions to prepare 
their information systems for the inevitable date changes in their electronic systems. Even non-users 
of computers faced an indirect threat.  One owner of apartment buildings in central Alberta was 
concerned about the prospects of his tenants being without electricity and natural gas for heating. His 
concerns were heightened by the fact that the start of the new millennium was in the middle of the 
coldest time of the year.  Based on the best intelligence and information available, including weather 
forecasts and assurances of supply from the energy companies, the owner/manager decided to use 
contingency plans and lease two portable generators as back-up sources of light and heat for his 
apartments.   
 
 Monitoring the environment(s) in systemic, holistic ways is one of the most proactive, 
essential and difficult challenges to managers.  Such monitoring involves considerable breadth, depth 
and complexity.  Globally, nationally and locally, managers monitor economic fluctuations, 
technological advances, society's expectations, ethics, politico-governmental machinations and 
numerous other influences, separately, in many combinations and systemically. Since Ò9/11Ó, top 
level managers and their intelligence services have placed terrorism at or near the top of their list of 
priorities for intelligence gathering, diagnosis and prognosis.  And they are being challenged to use 
their imagination in their searches and analyses.  Similarly, those who are concerned with 
competitiveness seek imaginative, feasible ways to enhance products and services, advance 
production and lower costs.  Managers find and build on their organization's strengths. They find and 
minimize, if not eliminate, their organization's weaknesses.  Other personnel are searching for new 
customers or publics, major markets or niches to serve, products or services to improve as well as 
technological and feasible opportunities for survival and growth.  Concomitant with such efforts are 
searches to identify threats from competitors, technological innovations, government policies or 
programs, public attitudes or other sources of change that pose a potential or actual danger to the 
continuance and prosperity of the organization.  Such monitoring facilitates proactive decision 
making and performance.  For the past five decades or longer, in a few exceptional organizations, 
managements increasingly have been surveying markets, thoroughly evaluating demand and 
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competition, researching and developing new products and ways of producing, distributing and 
marketing them. Similar efforts to search the environment proactively have been made by 
governmental agencies and NGOs. Consider the efforts made by the Club of Rome in the 1970s to 
alert governments, corporations and other organizations to the natural limits to growth.  Three 
decades later, global warming, air and land pollution, scarce sources of water and other deteriorating 
ecological conditions pose serious threats that progressive managers in every type of organization 
have to face and manage in proactive ways. Even staid institutions such as banks have become 
proactive in their search for better ways of providing their services.  For example, the Cooperative 
Bank of England has developed a successful banking strategy based on research projects involving 
ethical question posed to more than 30,000 of its customers. Brian Harvey, ÒEthical Banking: The Case of the 

Cooperative BankÓ, Journal of  Business Ethics, Vol. 14, Issue 12, December, 1995, pp. 1005-1013.  By contrast, Òfinancial 
institutionsÓ in eastern Europe are using physical injury, even death, extortion and other corrupt 
methods to ÒadvanceÓ their organization, its market power and profits. After the corrupt debacles of 
Adelphia, Arthur Andersen, Enron, World Com and a growing list of other corporate crooks, ethics 
and governance seem to be back in vogue, at least temporarily in North America.  In their efforts to 
guide their organizations progressively into the future, proactive monitoring and focussed searches 
are being done by management and needed in a wide range of social issues, public policy, 
government laws, regulations and programs, legal rulings, economic trends and fluctuations, 
technological advances and improved business practices.  
 
 Monitoring the environment helps management determine what forces and conditions are 
most relevant and likely to influence or shape their analyses and decision making in the short, 
medium and long-term futures. Ò... the entrepreneur always searches for change, responds to it and 
exploits it as an opportunity.Ó Peter F, Drucker, Innovation and Entrepreneurship Ð Practice and Principles, New York: 

Harper and Row, Publishers, 1985, p. 28. Corporations not only monitoring their environment as integral 
aspects of their strategic management but they integrate environmental issues into their organization, 
its tactics, operations and their management. Amoco Corporation has integrated environmental 
management into its health and safety aims, policies and programs.  The Corporation has publicly 
stated the following objective: "to continue to integrate environment, health and safety considerations 
into our everyday operations" and "In doing so, we believe that performance improvements will 
favorably influence Amoco's financial results." Amoco Corporation, Raising the bar, 1996 Annual Report, p. 26  
However, the Òproof is in pudding.Ó Amoco, like all oil companies, have had mixed results, 
especially in regard ecological degradation. The oil industry continues to be one of, if not, the most 
harmful in the world. Only their political ÒbedfellowsÓ save the oil companies from having to be 
more sensitive to their environment and progressive in their business operations. 
 
 The relationship between the environment and progressive management is well-recognized in 
other organizations.  Before it was taken over by Weyerhauser, MacMillan Bloedel Limited the 
former President of MacMillan Bloedel Limited stated, "we are taking extraordinary steps to ensure 
that our operations respond to society's changing environmental expectations.Ó Robert B. Findlay, new 

measures of environmental performance, MacMillan Bloedel  Limited, Annual Environmental Report 1994, p.1 The following 
year, the corporation stated that "Continuous improvements in environmental performance requires 
an on-going link between the company's business strategy and its environmental strategy."   MacMillan 

Bloedel Limited, ÒExpanding to Meet the Needs of a Competitive WorldÓ, Annual Report 1995, p. 16  The corporation, in part 
responding to social, political and governmental influences, has operationalized its environmental 
monitoring to include: 



 8 

     1. an internal environmental services department and appointing environmental managers for     
         each major mill;  
     2. establishing internal environmental management and auditing systems to monitor  
         performance in manufacturing facilities; and 
     3. extending the environmental audits to forestry and logging operations. Robert B. Findlay, new  
            measures of environmental performance, MacMillan Bloedel  Limited, loc. cit. 
Annually, the corporation's auditors provide a review of MacMilllan Bloedel's environmental 
performance. In 2004, evidence that the Weyerhaeuser CompanyÕs proactive monitoring of the 
environment was found its decision to postpone logging for five years on 82,000 hectares of 
ecologically sensitive woodland in northern Alberta. Mark Lowey, ÒWeyerhaeuser postpones logging caribou habitat, 

Wild Lands Advocate, Volume 12, number 3, June 2004, p. 20.  Unfortunately, too many corporations continue to 
exploit natural and human resources around the world.   
 
 Almost daily, the media report ecologically and socially irresponsible and harmful 
exploitation. (See, for example, the World News at www.BBC.com ) Governmental agencies and 
NGOs report on major scientific and other empirical studies of serious conditions, even disasters, 
throughout the world.  (See, for example, websites such as www.pollutionwatch.org, 
www.davidsuzuki.org and www.sierraclub.ca.)  Leaders in business, government and journalism have 
written substantive and indicting books about corporate exploitation of the environment. (See, for 
example, former United States Senator and Vice President Al GoreÕs Earth in the Balance, New 
York: Houghton-Mifflin, Inc, 1992; the co-founder of several businesses, Paul HawkenÕs The 
Ecology of Commerce, New York: HarperCollins Publishers, 1993; and The Atlantic Monthly 
correspondent, Eric SchlosserÕs Fast Food Nation: the dark side of the all-American meal, New 
York: HarperCollins Publishers, 2002.) 
 
 One of the most common reasons for organizational failures is the tendency of management 
to "get in a rut", not to think Òoutside of the boxÓ, not to analyze and act dynamically and objectively 
in a changing environment.  The U.S. congressional investigation into the 9/11 intelligence debacle 
found that deficiency.  Like the Big Three auto makers, North American appliance manufacturers, 
Marconi, Texas Instruments and other industrial laggards, IBM resisted changes in its markets.  For 
years, ÒBig BlueÓ did not accept the growing realities of personal computers and dogmatically stuck 
with its mainframe computer products and services. Objectivity is imperative in seeking information 
and intelligence. Biased thinking distorts and limits management's perspective, its creativity and 
progressive decision making. Biases tend to negate intelligent, well-informed analyses and decisions.  
Nowhere is jaundiced decision making more apparent and detrimental than when it is done by the 
heads of countries such as Hitler when Germany attacked Russia, throughout the Soviet Union when 
Stalin eradicated millions of innocent people and the Bush administration when it invaded Iraq in 
2003. Compare that attack on Iraq with the more complex gathering of intelligence and information, 
effective communications and successful negotiations undertaken by the Kennedy administration 
during the confrontation between the United States and the Soviet Union about missiles in Cuba 
during 1961-2.  (For a rational decision-oriented account of the Cuban crisis, see Graham T. Allison, 
Essence of Decision: explaining the Cuban missile crisis, Boston: Little, Brown Company, 1971.) 
 
  To develop and maintain dynamic, flexible perspectives, management must constantly seek 
and assess intelligence and information from a variety of sources and perspectives, including 
contrarian viewpoints and evaluations. For years, one leading insurance company had an in-house 
ÒfuturesÓ guru whose responsibilities were not only to Òdream upÓ challenging scenarios for the 
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company but to be the ÒdevilÕs advocateÓ during the corporationÕs planning process.  One of 
CanadaÕs largest bank note companies employed a former forger to use his experience and knowledge 
to challenge the designs and production of foreign and Canadian currencies. Such perspectives tend to 
stimulate a range of ideas and critical thinking, prevent biasing, provide balance and assist in 
developing future scenarios, formulating objectives and goals, plans, strategies and tactics. After such 
an exercise, management's most substantive and well-reasoned positions, including tactical and 
strategic alternatives and decisions, are more likely to result. 
 
 Increasingly, management is expected to make decisions in dynamic conditions involving 
numerous variables that commonly are inadequately identified, evaluated and understood.  As a 
consequence, uncertainty and risk increase. In too many cases, costs and failures rise also. Many of 
the problems and issues that arise and many of the decisions that have to be made emanate from sets 
of environmental forces and conditions that cannot be controlled by an organization or its 
management. This lack of control does not, in any way, suggest that management should disregard 
the environment.  On the contrary, the lack of control over environmental forces and conditions is 
sufficient reason for management to be continuously sensing and searching through the relevant, 
general environment as well as well-defined threatening and opportunistic situations. To be otherwise 
invites undue and unnecessary risk and increases the probability of adverse consequences.  
Organizations, their managers and personnel perform better when they are well-attuned to their 
relevant environment, whether or not they like the conditions with which they have to cope.  To avoid 
or prevent natural disasters, NASA uses and disseminates information about the earthÕ surface using 
remote sensing from its satellites. In a more down-to-earth way, a section of MacMillan BloedelÕs 
1995 Annual Report, appropriately entitled "Uncertainties", deals with a range of issues including 
timber tenures and royalties, native land claims, environmental protection and countervailing duties 
by the United States government. MacMillan Bloedel, op. cit., pp. 40-41.  A study of United States' airlines 
showed that successful companies were able to develop and implement coherent strategies and 
influence their profitability favorably within regulatory constraints. Kannan Ramaswamy, Anisya S. Thomas and 
Robert J. Litschert, ÒOrganizational  Performance in a Regulated EnvironmentÓ, Strategic Management Journal, Vol. 15,  Issue 1, 

January, 1994, pp. 63-74.  Various and numerous forces, e.g., competition, and conditions, e.g., government 
and economic, impose constraints as well as provide opportunities.  The challenge for management is 
to perform within those dynamics over which they have not control and little, if any, influence. 
 
  Common attributes of management's environment 
 
  Several attributes characterize the environment of organizations, their management and its 
process(es). Identifying and discussing such attributes helps managers to know more and understand 
better the nature of their environment and how to manage its influences on their organizations, its 
strategic and tactical plans, programs, activities, resource allocations and related decision making. 
 
 Numerous factors or elements.  
    
  By definition, the environment includes all the conditions, circumstances and influences  
surrounding and having effects on the development of an organism or group of organisms. Webster's New 

World Dictionary, 1988, p. 486.  Hypothetically, an infinite number of environmental forces and conditions 
could have influences on an organization, its management and its activities.  Even a small business 
has numerous internal and external influences.  In most countries, three or more levels of government 
have a myriad of laws and regulations to know about and comply with on a timely basis. In 
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developing countries, commonly lacking in responsible legal and justice systems, business enterprises 
and government agencies encounter criminal organizations which basically corrupt the economic 
system and defraud the public. As ethically repugnant and economically exploitive as it is, such 
corruption is a reality throughout the world. Numerous other factors merit monitoring and evaluation 
within any basic system.  Inputs are required.  Suppliers, ranging from those providing capital, 
property, equipment and fixtures to materials and services, need to be identified, communicated with, 
evaluated and chosen on an on-going basis.  At the other end of the input-output system are 
customers or publics who require and pay for goods and services. Add in the personal or human 
resources, production, distribution, marketing, financial, accounting and other processes and 
activities. Even a small business manager has an incredible number of basic, vital factors to be 
intelligent and informed about frequently, if not continuously.   
 
  The large number of influencing factors and elements is a common part of the environment 
that organizations must identify, assess and manage.  Such a prospect often paralyzes managers 
before they start into or proceed significantly with their development and implementation of tactics 
and, especially longer term, more complex strategies. That was the experience of two successful 
small businessmen who decided to start a commercial printing business in Edmonton, the capital city 
of Alberta. Intuitively, they started the business by investing some start up capital, obtaining the 
necessary permits, licenses, plant location, equipment, supplies, qualified personnel and handling 
many other required matters. Within a month, they decided to abort the development of their new 
business.  Both were too busy with their other responsibilities and could not handle all of the 
requirements of starting a new business. 
 
   To aid in succeeding, managers must limit or ÒboundÓ the number and scope of the 
environmental forces and conditions.  As indicated earlier in this section, purposes are one way of 
limiting the factors considered.  In a similar vein, the relevance and contributions that intelligence and 
information might make to setting objectives and goals, assessing situations and making decisions 
serve to guide the selection of factors to monitor, evaluate and make choices about.  Similar to the 
way that chemical elements have been categorized, management may group environmental factors by 
common elements such as economic, social, political or technological factors. Or, management may 
categorize environmental forces and conditions based on actual or potential impacts on organizational 
performance, programs, budgets, strategies, plans, aims and purposes. Subsequently in this chapter, 
attention will be directed to making numerous elements and factors more simple and manageable. 
 
 Dynamic.  
 
  The more numerous the relevant factors are the greater are the dynamics, often increasing 
exponentially in their combinations of influences. Environmental forces and conditions are always 
changing, some glacially while others fluctuate radically.  Most changes occur incrementally and can 
be monitored within the framework of trends or other evolving patterns.  Other, more radical and 
risk-laden changes, e.g., government overthrows in developing countries, invasions of other 
countries, terrorist acts, hurricanes, blizzards, floods and other extreme natural conditions, require 
some form of alert, early warning activities and sub-process. Such sub-processes scan for signals or 
indications of relevant and potentially consequential changes.  Tactical and strategic managers, their 
staff and expert agencies must search diligently for changes, anticipating their consequences, 
determining what options they have and what choices have to be made. 
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  Inherent in progressive organizations is the capability to think about change; from the past,  
in the present and especially about the consequences of relevant changes in the future.  Decades ago, 
Alvin Toffler  wrote about "accelerative change". Alvin Toffler, Future Shock, New York: Bantam Books, 1971.  He 
explained how the rate of change was increasing, particularly to present states of being from past 
conditions and the acceleration of technological developments.  Peter Drucker started the 1980s 
writing about managing the "sea-change" in "turbulent environments".  Peter Drucker, Managing in Turbulent 

Times, New York: Harper and Row, Publishers, 1980.  His theme focussed predominantly on the scope and 
magnitude of the dynamic forces in the environment as well as their impacts on organizations and 
their management.  John Naisbitt followed with two books about large-scale, general trends in the 
1980s and 1990s.  John Naisbitt, Megatrends: Ten New Directions Transforming Our Lives, New York: Warner Books, Inc., 
1982; John Naisbitt and Patricia Aburdene, Megatrends 2000: Ten New Directions For the 1990s, New York: Will iam Morrow and 

Company, 1990.  Since then the research, analyses and insightful communications about change has 
burgeoned, developing into the field of Òchange managementÓ.  Mass media, led by the internet, 
bombard us with daily, weekly and monthly masses of information, intelligence and minutia. All of 
this "information overload" is added to the flow of reports, records, videos, email, regular mail, 
telephone, fax and other informative sources of change.  Selectivity, such as setting priorities, is a key 
capability for management needing to cope with the endless and increasing rates of inflows and the 
growing accumulations of information and intelligence (and minutia).   
 
  For many managers, the rate of change has been increasing exponentially and they are 
challenged, even with evermore Òuser friendlyÓ systems, to keep pace with the variety, intensity and 
rate of change.  Most managers, including those in professional practices, evolve in their adaptation 
to many of the changes occurring around them.  Some (the ÒdinosaursÓ) are very reluctant to make 
changes. In the 1980s, most of the 75 partners in a large, international accounting and management 
consulting firm could not or refused to use personal computers to do much of their written reports and 
other communications.  Their objections were almost all socio-psychological and fatuous in nature.  
They Òdid not want to do the work of secretariesÓ, they ÒwerenÕt secretariesÓ, Òdid not get paid to do 
secretaryÕs workÓ and did Ònot want to put their secretary out of workÓ.  Interestingly, the higher up 
in the partnership, the greater the resistance to using personal computers.  Ten years later and with the 
changing of the Òold guardÓ, senior partners had dropped the excuses and were using PCs with 
significant improvements in their performance as well as that of their secretaries. In 1998, despite 
personnel protests and efforts to engender progressive changes, a law firm continues to have one 
paralegal work directly for four lawyers, does not have hot water in its toilet facilities, uses out-dated 
computer software and is not connected with the Internet.  How many other organizations resist the 
changes emanating from their environment and survive? Early in the new millennium, physicians in 
Alberta were being enticed by government subsidies and change management programs to use a 
province-wide clinical health information sharing system.  To further facilitate the adaptation of such 
change, teams of consultants were used to explain the system and assist doctors, clinic, other medical 
organizations and their administrative personnel to link into the new network.  In the words of one 
consultant, Òthese medical dudes are information systems challengedÓ.  The obvious reply was: 
Òinformation systems people are medically-challengedÓ.  In effect, the environment is increasingly 
dynamic and complex.  More and more specialists are required to contribute to the management of 
such environments and their vital components. 
 
 Unique 
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Because of the numerous and dynamic nature of the forces and conditions in the environment, 
each tactical and strategic situation faced by management is unique.  Some situations may be similar 
but seldom, if ever, are environmental circumstances the same as previous or future situations. As 
with most other conditions, the degree of uniqueness is relative to and some function of changing 
external and internal forces and their interactions, intensities and influences or impacts.  Unique 
factors help to define the situations that managers are facing and the approaches, actions and 
decisions they must make immediately and in the foreseeable future.  The Year 2000 (Y2K) issue was 
a different problem for every organization with an electronic system.  Imagine the complexity of that 
problem in governments, banks and the global financial system.  Compare that situation with the 
relative simplicity of a hairdresser who has time-based appointment schedules or authors who have 
little, if any, time-sensitivity to their work. 
 
 Complex. 
 
   Monitoring the environment is complex and becoming increasingly so every day.  Inherent in 
the relevant environment of organizations are a vast number of actual or potential factors that interact 
to form infinite combinations of variables.  Each category of environmental influence has sub-sets of 
influential forces and conditions which add exponentially to the combinations of variables and their 
influences. The information overload has grown to the point that in many corporations, specialists, 
using various frameworks and media, scan the environment for intelligence and information that are 
relevant and significant to the performance of their organizational units and their strategic, business 
and operational plans, resource allocations and activities.  Considerable thought and effort is devoted 
to simplifying environmental monitoring, the information and intelligence gathered, the analysis and 
communicating that is performed.  Never has the trite K.I.S.S. ÒprincipleÓ been more risky. Few 
organizational situations are so limited and simple that such a notion should even be considered.  
Notwithstanding this admonition, subsequently in this Activity suggestions are made for ways of 
simplifying the monitoring of the environment. 
 

 A necessary, early activity in the monitoring stage is to organize the complex set of 
interrelated, interactive and interdependent forces and conditions in the environment into a 
manageable arrangement or structure, based on dynamic priorities, usually determined by actual or 
potential impacts on the organization and the performance of its strategies and related activities.  As 
indicated previously, purpose(s), objectives and goals will aid in focussing and guiding the 
monitoring process and more specialized searches.  Analyzing situations, developing policies, 
forecasting futures and identifying the needs and uses will further assist in sorting out, organizing and 
searching the environment for the optimal mix of intelligence and information 

 
 Interactive, interrelated and interdependent.  
 
  The large number of dynamic and complex environmental elements does not exist in  
isolation.  Each of these elements is comprised of a complex set of sub-factors, all of which are 
interrelated, interactive and interdependent, either directly or indirectly.  They interact with other 
internal and/or external forces and conditions resulting in a potentially incomprehensibly complicated 
set of interrelated and, often, interdependent circumstances with which management must deal in 
monitoring and understanding the organizationÕs environment. Some factors are more important and 
have more impact than others, hence the need for priorities in monitoring and searching the 
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environment.  Take any major environmental factor --- the economy, technology, government, the 
ecology.  Government spending is an important factor in the economy of most countries and typically 
merits monitoring and even more intensive investigation.  It identifies the governmentÕs political-
economic priorities and its position on fiscal responsibility; balanced or surplus budgets versus deficit 
spending and debt accumulation with its implications for the value of the currency, rate of inflation as 
well as regional, industrial and business prospects.  Anyone who has studied the budgets and accounts 
of actual spending of governments will find many facts and substantive indications about some of the 
largest spending activities in most politico-geographical areas.  Past spending patterns and future 
projections by governments and their numerous agencies provide management with highly reliable 
intelligence and information about market opportunities and sales prospects.  However, add some key 
political influences from domestic and foreign sources and the prospects become less clear and 
certain.  Trade agreements and understandings constrain the type and size of government spending. 
Under the North American Free Trade Agreement, the federal government cannot discriminate 
against U.S. or Mexican suppliers of goods and services.  Under Chapter 11, governments can be 
sued by suppliers who claim to have been discriminated against. Regional conditions and forces are 
another set of national influences. Such influences may constrain or stimulate spending in markets 
across the nation.  Economically disadvantaged regions commonly receive government funds for 
development.  Politically powerful regions, even areas or cities, receive funding for key initiatives or 
major sectors.  The automotive, transportation equipment, high technology and medical services 
sectors have received subsidies, by whatever term they are given, worth billions of dollars.  This brief 
example of government spending indicates clearly how systemic it alone is.  Add in other factors, 
such as international trade and politics, and the system becomes ever more complex and necessary.   
 
  Management is well advised to think about environmental factors in systemic ways. Well 
developed systems provide more organized, complete and 3E ways of searching for and gathering 
intelligence and information essential to recognizing issues, analyzing situations and making 
decisions than is doable by other, often overly simplistic, managerial approaches. In contemporary 
times, information systems abound in capacity, technological advances, user friendliness, costs and 
benefits.  For many managers, especially those with limited budgets and personal expertise, 
information systems might add to the complexity, difficulty and cost of obtaining high quality 
intelligence and valid and reliable information that is relevant, timely and useful. To meet the needs 
of each managerÕs multivariable, dynamic, complex and unique set of circumstances or situation, he 
or she will need their own system of gathering and evaluating intelligence and information.  The 
manager might start with a general systemÕs approach to provide a large scale framework and 
organization for the intelligence and information to be monitored, searched for and used throughout 
the TSMP.  From that general, macro framework, the manager and colleagues can develop more 
specific, functional or operational, sub-systems for specialized needs, e.g., federal government 
spending can be tracked to specified industrial sectors, companies, regions, cities and plants.  Such 
tracking and searches provide valuable information for an organizationÕs system or databases used for 
business strategy and operational tactics.  In effect, strategic and tactical information is fed into and 
drawn out of the general system. 

 
Identifies constraints and opportunities.  

 
   Managers have personal, social and organizational "bounds" or limits to their rational 
thinking and decision-making capabilities. See Herbert A. Simon, Administrative Behavior - A Study of Decision-Making 
Processes in Administrative Organization, New York: The Free Press, Third Edition, 1976, pp. xxviii, xxix and in passim.  
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Environmental forces and conditions further limit or expand organizational perspectives, activities, 
processes and management's choices of tactics and strategies.  Technology, financial, human or 
natural resources limit or provide opportunities to develop a business initiative. Such parameters 
change with related circumstances, e.g., investment of capital, the discovery of better natural 
resources, cost-effective importation of such resource(s), a technological substitute for it or some 
combination of these and other changes.  Political priorities and government bureaucracies, programs 
and budgets determine the strategic and tactical activities of public administrators.  Funding provides 
the main limit to charities and other volunteer organizations. 

 
Environmental changes infer that a need or some other force is great enough to precipitate 

threats and/or opportunities to occur.  Historically, the absence of a resource in one area, region or 
country has provided the impetus for trade to be developed and carried out.  Every day, in every part 
of the world, entrepreneurial people are identifying opportunities from their sensing or monitoring of 
the environment, be it a social, market, economic, technological or some other need or, at least, the 
prospect of people willing to buy or barter for it. 
 
Deterministic 
 
   In many sets of circumstances, environmental forces and conditions determine what can and 
cannot be done by management and its strategic process(es). If the climate is cold, people in an 
enterprise cannot grow peaches, orchids or cotton unless some action is taken to offset the adverse 
climatic conditions. In effect, the climate is deterministic of management's strategy.  Such an example 
is only one of many that managers could cite to illustrate the bounds or definition of strategic and 
tactical action and the thought, analysis and decisions that are necessary in their process(es).  
Historically, economic conditions have been basic determinants of business activities, government 
programs and charitable endeavors.  Political stability/instability, in part, determines the investment 
climate and future financial programs of business, government and NGOs. Technological 
developments have deterministic effects on the productivity of various organizations, especially 
manufacturers, and not on others, e.g., artists and craftsmen.  Changing social beliefs and attitudes 
influence work preferences and routines while cultural values determine patterns of consumption, 
especially food preferences and living habits.  Combinations of such environmental factors, such as 
economic recession and a change of government, will tend to compound the effects on organizations 
and their management. 
 
  One of the most fundamental and imperative reasons for managing strategically and tactically 
is to recognize the reality of environmental causes or determinism and to develop feasible processes, 
make decisions and take actions that will overcome environmental constraints or take advantage of 
opportunities or, at least, negate the limits or obstacles to constructive progress.  Constructive 
progress becomes the most fundamental raison d'etre or purpose of most organizations, their 
strategies, tactics, programs, processes and actions. 

     
  Guides for the monitoring process 
 
    Environmental circumstances underlie and contribute largely to the dynamics, 
   uniqueness, complexity and risk of each decision situation encountered in the strategic and tactical 
   management process.  At all times, the environment presents a multitude of changing forces and  
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   conditions that influence organizations, their management and strategic programs, processes,  
activities and resource allocations. In any monitoring process, the basic intelligence and 
informational requirements are guided by such questions as: 
 *  what are the reasons we need intelligence and information? (purposes); 
 * why are we seeking such intelligence and/or information? (motives); 

 * what will be achieved from searching for intelligence and information (aims);  
  * what intelligence and information is needed (substance); 
             * where is such intelligence or information required and/or to be found? (locations); 
             *  when is it needed? (timing);    
             * how much intelligence and/or information is needed? (quantity); and 
             * what sequence of activities are needed to obtain that substance? (process) 

 
 Another important set of questions pertain to sources of intelligence and information,          
 including: 

 * who or which sources or mix of information and intelligence sources need to be  
                    considered and by whom?   

 * which sources have a proven record of providing relevant, useful, valid and  
        reliable substance and analysis?   
 * which sources and what intelligence or information are irrelevant, superfluous  
        and even detracting from management's optimal analysis and decision making?   

  
  Reminder: beware of information and intelligence overload! With current communications 

capacities, management needs to filter and set priorities for the informational and intelligence inputs 
it receives. 

 
   The Sub-process of Monitoring Activities 
 
   Since managers typically are assumed to be familiar with and oriented to conditions within 

their organizations, the TSMP starts with or has an on-going orientation to external, macro 
conditions.  To develop its strategies optimally, management must see the "big picture", i.e., the large 
scale sets of changing external forces and conditions that impact on organizations, their activities and 
resources.  From that perspective, strategic managers focus in more effectively on their micro 
strategic responsibilities and priority tactical efforts.  For optimal results, management orients its 
tactics and strategies by monitoring internal and external forces and conditions, much like watching a 
tennis match, i.e., back and forth. 

 
  The TSMP is based on an on-going sub-process of monitoring and evaluating the 

environment for erratic as well as prevalent conditions, relevant trends and significant changes in 
forces and conditions that influence or potentially could influence the performance and results of the 
strategic process, its programs and activities, especially the vital decisions to be made.  That 
environment commonly includes categories of forces and conditions related to the economy, 
government, law, politics, society, its culture, ecology, natural resources, technology and, especially, 
the competition for scarce resources. In turn, each category has component sub-sets of variables all of 
which are interactive, interrelated and interdependent, i.e., systemic, with other forces and conditions 
in the environment of strategic managers.  Developing systemic mindsets and frameworks are 
invaluable for managers who want to develop and utilize the TSMP optimally. 
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  The systemic nature of the environment and the need to monitor it as such is illustrated by 

the related events and conditions that changed in Poland with the election of the Solidarity Party in 
June, 1989. After a history of kings, conquerors and dictators, Poland launched into a parliamentary 
democracy, started rebuilding its entire legal system, transforming its social network, including its 
medical care and free education, establishing a free market economy with private investment taking 
over state enterprises and expanding international trade. In less than a decade, its national system was 
transformed from a centralized statism to a viable participatory democracy. (For a more complete 
description of the environment of Poland, please see the case material at the end of the chapter.)  By 
contrast, Poland's next door neighbor to the east, Belarus struggles along socio-economically under 
the repressive, haphazard regime of a dictator.  Similarly chaotic conditions persist in dictatorships 
around the world. 

 
   With widespread environmental turbulence or volatility and accelerative changes, the 

increasing size, complexity and risk of investment and other situations, greater external threats and 
opportunities, increased competition and management development, rigorous methods of monitoring 
become more necessary and sophisticated. Systematic ways are developed and used to ensure that 
environmental monitoring identifies and deals with priority influences on a timely and efficient, 
effective and economical basis. Extraterrestrial, international, national, regional and local security 
systems are some of the most advanced monitoring systems. Although some organizations have their 
own approach to monitoring the environment, following is a basic process that includes scanning, 
focussing, gathering and evaluating intelligence and information. 

 
       1. Scanning 
 
  For our purposes, scanning will be used as a general or extensive surveillance of the 

environment.  In Internet terminology, scanning would be like "browsing" or "surfing the net".  The 
next step, i.e., focussing, involves a more selective and intensive investigation of forces and 
conditions which are influencing or probabilistically could influence the organization, its programs, 
activities and their results. 

 
  The basic purpose of environmental scanning is to create or heighten the cognitive sensitivity 

of managers about actual or potential developments that could have an important impact on the 
organization, including the prospects of important opportunities and threats.  Typically, the degree of 
intensity in environmental scanning depends on the prospective urgency, i.e., the likely time-sensitive 
consequences, of the threats or opportunities, risks, costs/benefits and what is being achieved during 
the scanning process.  If a manager starts with a quick review of general environmental conditions 
and finds that some change has occurred or is occurring which does or could have a significant 
impact on some important aspect of the organization and its performance, then a more thorough, 
intensive investigation of the factor(s) is probably needed.   

 
  Macro-scanning involves the wide-ranging, relatively superficial sensing of or "looking 

around" at the environment.  Typically, it is done to keep corporate or general management attuned to 
current conditions, influential forces as well as sensitive to indicators of potentially significant 
change(s). Macro-scanning ranges from such basic ways as managers having their "antenna"  up at 
industrial conferences, business meetings or social events to highly sophisticated, time-sensitive, 
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integrated multi-media electronic monitoring systems.  It also includes reading the morning 
newspaper, watching television news, listening to the radio, browsing the Internet, reading syndicated 
reports or articles and listening to teenagers. Oftentimes, such scanning provides an early sensitivity 
and warning for the organization, its management and their future activities.  It contributes greatly to 
the anticipatory capability of strategic management. 

 
  In more recent times, business publications have provided macro-statistics, ranging from 

global to national and regional economic indicators, such as output, demand, jobs, prices, wages, 
economic growth, trade, exchange rates, reserves, money and interest rates and stock market price 
indices. Internet and other electronic information services provide very timely, often instantaneous, 
reports of events, activities and news from virtually every place in the "global village".  Such sources 
also provide great volumes of misinformation, flawed intelligence and minutiae that need to be 
filtered or disregarded lest management be overwhelmed with excessive, extraneous and misleading 
matter. 

 
       2. Focussing 
  
  When experienced landscape photographers take a picture, they scan the scene initially, 

trying to get the general view.  Then they adjust their lens and focus in on a single attraction or small 
group of interesting objects.  Similarly, managers who need to hone in on a problem or a prospect 
need to focus in on the key components of it. Like using camera lens, focussing or micro-scanning is 
selective, intensive and involves an in-depth investigation of forces or conditions which are 
considered to be of major, sometimes imminent, impact on the organization's performance, its 
strategic or tactical components. Such competitive scanning tends to be performed at the operative, 
functional or departmental levels in the organization. 

 
   A common example of strategic micro-scanning is the introduction of a "new", innovative 

product and/or service by a competitor.  Every year, multinational automobile manufacturers buy 
competitors' products and disassemble them to determine how they were constructed and what new or 
innovative features they have or ways they may have been produced. Such focussing ranges from the 
overall profile, aerodynamics and design of the vehicle to the structure of the chassis, the engine, 
electronics, other components to the microscopic inspection and analyses of structural welds, interior 
fabrics and other materials used in the vehicle's construction. Such intelligence and information may 
be used tactically or strategically to counter the competitor's product manufacturing, marketing, 
service, inventory or other aspects of its business strategies. 

 
  By comparison, small business and most other organizations have relatively simple, customer 

or client-oriented environments.   Similarly, management will employ simple, market-oriented ways 
of environmental monitoring, typically using personal, extensive scanning techniques. At the local 
level, retailers, especially supermarkets, surveil their competitors' stores, checking on customer 
counts, pricing, merchandising and other key aspects of retailing.   Market conditions and major 
competitors are monitored mainly through the use of periodic sales reports and meetings. 
Increasingly, scientifically-based research, e.g., for public opinion, economic conditions, products, 
markets, manufacturing processes and umpteen other competitive matters, are being required for 
optimal decision making. In addition, valuable intelligence is obtained from suppliers, bankers and 
financial reports, customers, industry friends and various other personal or private sources. Such 
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intelligence gathering ranges from casual, informal conversations to diligent, systematic 
investigations and industrial espionage. While individual organizations may have their own set of key 
industrial and market trends, a vast number of external sources provide valuable information and 
expert analysis of environmental conditions. Beware of information overload and irrelevancy, 
excessive analysis and following personal, corporate or industry biases! 
 
Focussing through simplification 
 

  Whether the organization is large, medium or small in size, managers are faced with 
information overload.  It comes at us from every direction and conceivable source. While managers 
must retain some openness, flexibility, objectivity and other progressive attributes, they must find 
ways to simplify their ways of monitoring and searching the environment for intelligence and 
information. Simplifying starts in managers' minds.  They must be continuously thinking about ways 
of handling complexity (or alternatively, spending time at a "funny farm").  Several mental means of 
simplification may be used. 
 

  Setting priorities is a basic principle of 3E management, especially when faced with having 
to utilize information and intelligence optimally.  Managers cannot optimize their performance 
without setting and adhering to priorities.  Priorities have numerous bases including situation and/or 
time sensitive needs, cost effectiveness of obtaining and using, probable consequences, positive or 
negative and other decision factors related to identifiable or defined situations.  So management must 
clearly identify the most pressing forces and conditions and the critical elements in those situations.  
To do so, managers use guidelines to help them focus on the most important factors, their systemic 
nature and probable impacts. 
 

  For many 3E managers, issues are a fundamental way to focus and simplify monitoring of the 
environment, both internal and external to the organization.  Issues are used to provide critical 
attention on important organizational situations and key variables. Issues engender valuable, even 
imperative, managerial ingredients: variety, relevance, objectivity and, ultimately, consensus and 
commitment.  By definition, issues have more than one position in a decision situation.  Hence, by 
posing different scenarios, sets of assumptions and even operative hypotheses or models, astute 
managers are able to elicit perspectives and supporting positions that differ but, ultimately, can be 
shaped into a consensus course of action. Issues can be modified and prioritized by factors of time, 
potential threat, opportunity, risk, costs, benefits and degrees of impact on the organization, its 
strategies, tactics, programs, activities and resources. 

 
  One of the most obvious ways to categorize intelligence and information is by time, i.e., past, 

present and especially the future.  Other timetables, especially those based on management's 
hierarchy of priorities, targets or deadlines, are valuable, functional sets of guidelines.  Each time 
category has its merits and a particular orientation.  The past provides background and historical 
perspective that often provides insights, lessons or guides to current or future decisions, programs and 
activities.  The present defines the current state of the organization, its programs, performance and 
what needs to be done imminently (if not sooner). Since management is predominantly emergent, 
today's decisions will likely reflect previous circumstances, experiences and results as well as shape 
evolving programs and what flows from them. Because progressive managers are oriented to the 
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future, their mindset is anticipatory, maybe visionary, if not prophetic.  Proactive managers and their 
processes are constantly being oriented to the future, in part by learning from the past and the present. 

 
  Based on the perceived consequential risk, impact or shock of an influence, managers of each 

organization have a primary, secondary and possibly tertiary set of environmental forces and 
conditions to monitor.  In preparing such a priorized set or hierarchy of impacts, managers are guided 
by the question: what are likely to be the most beneficial/harmful consequences to our organization, if 
______________ (fill in the blank) happens?  Such hypothetical questions are commonly referred to 
as "what-if" evaluations and have been widely adapted to computerized formulations and analyses.  
As strategists approach the point of having to decide which alternatives will be undertaken, when and 
what resources are needed to implement the strategy(ies), the concern about risk tends to increase. 
Further discussion of risk analysis is provided in Stage III - Review. 

 
   Location is another focus that can simplifies strategic management. In most organizations, 

the marketplace, in one form or other, is the main focus of environmental monitoring.  Typically, 
competition is the predominant, on-going source of influence in the business environment.   In a 
small business, competition, local market, social, political and economic conditions are the primary 
set of variables to be sensed by management and employees of the firm.  In a large corporation, 
global variables must be sorted and dealt with on some set of meaningful geographic bases, e.g., 
markets, economies, governments.  In a government agency, strategic matters tend to be oriented to 
such geopolitical areas as states, provinces, nations, regions and/or continents. Charities are oriented 
to the place(s) where their recipients and contributors are located. 

 
  Specialization provides another common way of simplifying the TSMP and its monitoring 

activities.  Most organizations are arranged or structured by groupings of people performing 
specialized tasks, e.g., doctors, dentists, lawyers, engineers and their trained assistants, lead, second 
and third pressmen, "professional" athletes, marketing, finance, accounting, human resources, 
operations/production, information systems, technical/R&D personnel and numerous other 
meaningful categories.  Many of these people are attuned to what is happening in the environment of 
their functional expertise and responsibility.  In addition, they scan the Internet, set up their own 
websites, exchange ideas, intelligence and information, attend union or professional meetings, go to 
conferences, conventions, workshops, trade fairs, social activities, prepare reports, maintain records 
and in other ways input information and intelligence related to their environment.  Having people 
with special expertise focussing on critical factors in their area enables a greater sensitivity and 
selectivity as well as utilizing higher levels of training, experience, knowledge and competence for 
monitoring the environment optimally.  Managers beware: specialists may have tunnel vision which 
prevents them from perceiving the "big picture" and the vital sets of components necessary for 
wholistic strategies. 

 
  Various frameworks, such as sets of principles, ends and means, checklists, matrices and 

multi-dimensional models, help to organize and focus managers on key elements, variable forces and 
conditions and their interrelationships.  Principles might include relevance to or influence on values 
such as profit, integrity and stakeholders' benefits, time-sensitivity and priorities. Ends would 
naturally include achieving the purposes, missions, objectives and goals of the organization. Means 
encompass the range of resources, such as people, money and materials, ways or processes required 
to achieve the ends.  Checklists typically result from efforts to streamline a process and safeguard 
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against oversights and omissions of essential tasks.  Matrices and multi-dimensional models are 
arrangements of interrelated factors that facilitate visual and functional use of systemic relations and 
manipulation.  Computer models can incorporate principles, ends and means, checklists, matrices and 
numerous other sets of elements into dynamic frameworks that can be organized, manipulated, 
analyzed and otherwise used ultimately for simplifying and focussing selected aspects of 
management. 

 
   Mathematics and computer languages provide ways of simplifying complex situations. Issac 
Newton estimated the speed of light based on mathematical calculations.  Jay Forrester modelled 
complex industrial and world situations with his dynamic computer language. Most of us simplify 
difficult sets of circumstances if we have a model or framework to guide us.  Consider the person 
who wants to put together a jigsaw puzzle with 1,000 pieces and an astronomical number of 
combinations.  Does that person just start randomly? Not likely!  Rather, the person will probably 
start with a process; turning the pieces right side up, sorting them by color and by straight edges.  
Then that person will look at the model or the picture on the puzzle container to discern what are its 
boundaries, key features and composition. Thinking analytically involves structure and process, not 
haphazard mental meanderings.   
 

  Another common way of focussing on environmental factors and their potential or actual 
influence is to organize it into a set of identifiable sources of change.  Five major sources of change  
commonly are focussed on monitoring the environment of an organization.  Those sources are: 

  a. economic, including markets and competition; 
  b. politico-governmental, including legal;  
  c. socio-cultural, including demographics, institutions and deviant or conforming behavior; 
  d. natural, including weather, climate, geography and ecology; and 
  e. technology, in its infinite forms and effects.  
 
  One moot debate into which managers need not enter is: which source of changes comes 

first?  The pragmatic answer is: the one which has or is likely to have the greatest impact or influence 
on the organization and the successful performance of its programs and activities in a particular set of 
circumstances or situation(s)!  Commonly, in each situation, a specifically identified and justified or 
reasoned, set of forces or conditions is perceived to be the major influences on the organization and 
its strategic management. Consequently, that set will be the primary, but not the only, focus for 
environmental monitoring. Beware of tunnel vision!!!  Oftentimes, other sources of influence can 
happen quickly, the obvious ones being unusual, although not necessarily unseasonable, weather 
conditions or technological breakthroughs.  Or it could be statements from the Chairman of the U.S. 
Federal Reserve System, terrorist attacks or unexpected election results. Such conditions are rare, 
probabilistically low and, with diligent monitoring, manageable.  Typically, most environmental 
change is incremental, evolutionary, can be identified in trends and readily forecasted, if management 
is vigilant in its monitoring. 

 
  a. economic forces and conditions 
 
  For eons economic forces and conditions have been fundamental sources of change on 

organizations and their management.  Historical economic accounts are rich with generally 
descriptive information, volumes of data, indicators, trends, cycles and other patterns.  In addition, 
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situationally-specific intelligence and information provides bases for strategic and tactical forecasts, 
plans, programs and resource allocations.  Typically, economic information and intelligence is vital 
for preparing competitive plans, budgets and programs for and their 3E implementation.  

 
  At the corporate or general level of management, monitoring includes such macro-factors as 

gross domestic product, levels of trade, investment, interest rates, debt, consumer/industrial spending, 
unemployment and rates of inflation.  These and other economic factors are broad indicators of 
general conditions, industrial performance and vital movements or changes.  At the more directly 
competitive divisional, departmental or products/services levels, target market information is vital to 
successful management.  Managers need to know what are the demographic, financial and 
competitive characteristics of defined markets or, oftentimes, in defining markets. 

 They must know what are the changing economic needs, wants and desires of markets generally and 
their target markets or publics more specifically.  They need to know what competitors are doing to 
attract, maintain or alienate customers, increase or decrease revenues and in other ways influencing 
their competitive environment. 

 
  Media, especially the Internet, are overflowing with timely indicators of economic and 

financial conditions, in the advanced and in the emerging nations of the world.  Major stock, bond, 
commodity or money markets provide indications of current and expected macro-economic 
conditions.  If such markets increase or decrease appreciably, then immediate questions include: why 
or what are the reasons the market moved in the direction, to the extent that it did and what are the 
implications for our organization, its programs, performance and resources today and within defined 
futures or scenarios?  Closely related are questions related to trends or general patterns of key 
variables such as demographics, lifestyles, evolving social values and politico-governmental factors.  
Exhibit 2A illustrates the matrix used by one investment manager to indicate the perceived 
importance of an interrelated set of politico-governmental and economic factors on his business.    
 

Exhibit 2A 
Politico-economic Matr ix 

             
          Economic Factors 

                    Consumer   I ndustri al  Retail                     Labour            
Political Factors               spending     spending    sales    Construction     force      Trade  Investment  
Party policies              4       3          4                                      2              4             3 
Government programs 
- international relations                                      1 
- monetary  - interest rates 1                   1             1                 1                                    1            1 
- fiscal Ð spending   3                   2             4                 3            3               2 
- employment                 1         2           1                 2            1                  2 
- economic development 3         4             3     4            3                  4 
- social support   3            4                                      3               
- ecological protection           3                  3            4                              4 

 - R& D           4                   3               4            3 
 

     Levels of importance: 1.High (1 to .85); 2. Signif icant (.84 to .65); 3. Some (.64 to .4); 4. Little (.39 to .10) 
 
 While the managerÕs primary focus was on government programs and activities, he realized  
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that the policies of the main two parties provided Òleading indicatorsÓ of how programs might be 
shaped or influenced in the future. Interest rates and monetary policies were the most important 
economic factors for the manager. He rated them highly important on six of the seven economic 
factors in his matrix.  By contrast, research and development were relatively low in importance 
although he realized that occasionally a technological development could have a direct or indirect 
economic impact on markets.  However, after the most recent .com debacle, he was very wary of high 
tech stocks and many of the technology developments.  In his monitoring of technology, he went 
from Òat the edgeÓ to very cautious in his search, evaluation and use of related intelligence and 
information. 
 

  In addition to current economic data, patterns and erratic fluctuations, the "dismal social 
science" provides a variety of ideas, common concepts and useful frameworks and models.  Concepts 
and working knowledge have become integrated into management thinking.  Basic concepts such as 
supply, demand and pricing elasticities, production functions, utility theory, cost-benefit analysis, 
optimality, money flows, comparative advantage, time value of money and a wide range of 
econometric models provide foci for managers monitoring the environment and searching for 
economic intelligence and information.    

 
  As Howard Means has written, ÒEverything has a historyÓ, some elements of which are likely 

economic in nature. Howard Means, Money and Power Ð The History of Business, New York: John Wiley and Sons, Inc., 2001, 

p. 17. Economic history provides situational perspective, lessons learned, principles and practices 
developed and minimizes Òre-discovering the wheelÓ.  Managers search for and evaluate case 
histories from which they learn what to do and what not to do. Successful organizations have 
economic histories that provide valuable lessons. See, for example, Alfred D. Chandler, Strategy and Structure Ð 
Chapters in the History of Industrial Enterprise, Cambridge: The M.I.T. Press, 1962   
 They are created by visionaries who introduce themselves, their products and ideas into a 
          proper moment in time ... .  Henry Luce launched his middle-brow magazine empire as a  
          huge and largely homogeneous, American middle class was taking shape.  Robert Woodruff 
          took advantage of a shrinking globe and a second world war to create the first global brand: 
          Coca-Cola. Means, loc. cit. 

The historical accounts continue as management academics and practitioners search for situations to 
explore and to advance their knowledge.  Economic history has many valuable incidents, decisions 
and lessons imbedded in it, much like fossils in rock.  Oftentimes, one has "to do a dig" like for 
diamonds and gold, to get some valuable material.  Economic information and intelligence is 
absolutely vital in developing and implementing strategic and tactical plans, programs and resource 
allocations.   

 
  b. politico-governmental influences 
 
  Historical accounts and common experience indicates that the single most powerful, often 

unpredictable source of change, having major implications for management, resides in politico-
governmental bodies and their decisions. Our history and current "globalscape" is ladened with 
powerful politico-governmental leaders, who have had disproportionate influences on 
national/international economies, markets, business conditions and organizational activities.  Their 
powers are extensive and their influences are great.  They can give and they can take away, 
oftentimes arbitrarily and without accountability or fear of reprisal. In developing countries, virtually 
every government is corrupt or has serious problems with corruption. In many countries it is Òpart of 
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doing businessÓ. Bribes, payoffs for protection or ÒfavorsÓ and extortion are common activities in 
dealing with governments, their heads, key Òpower brokersÓ and ÒgatekeepersÓ in the bureaucracies.  
Any entry into a new market or mission field should be preceded by a thorough search for 
intelligence about the powerful people in key positions of government and its political organizations. 
For years before McDonalds entered the Russian market, George Cohen curried and gained favor 
with political and governmental leaders, including Mikhael Gorbachev and Boris Yeltsin.  
McDonalds did not obtain a prime location in central Moscow, mere blocks from the Kremlin, 
because the Russian leaders liked hamburgers. Failing such Ògreasing the wheelsÓ or other 
expressions for buying privileges, an organization and its managers may be walking into a "mine 
field" or even have difficulty walking.  One successful entrepreneur in Kazakhstan suffered broken 
legs, other physical abuse and death threats from politically powerful gangsters.  I know.  I was a 
management consultant for Ghengis in Almaty. One of my sources of intelligence and information 
was an ex-KGB colonel, who also served as my translator and ÒguideÓ. 

 
  Historical investigations of a geopolitical area are advisable.  They can provide important 

background, sensitivities, insights and understanding to a wide range of conditions and influential 
factors. Government agencies, especially in foreign affairs and international trade, in North America 
and selected other countries, are usually reliable sources of basic but seldom sensitive intelligence 
and information. That comes from personal conversations with sources close to or involved in the 
situations of interest to management.  In research terminology, such people are Òprimary sources.Ó 

 
  Obtaining such intelligence and information that is usable is often difficult, if not impossible, 

especially in developing countries, those in political turmoil and/or under dictatorial regimes. On any 
day, environmental monitoring can pick up numerous, and sometimes varying, signals and messages 
about the changes emanating from politicians and their governmental "officials" (meaning henchmen 
or cronies) on economic and other environmental conditions. Even high ranking officials are not safe.  
One sunny, brisk autumn day in 2002, the Minister of Sport in the Republic of Georgia was shot and 
killed about two blocks from where I was helping to develop a management program in Tbilisi.  
Seems he was involved in extortion and bribery from sport teams and one of them did not want to 
play the game his way any longer.  

 
  On any given day, news reports from around the world inform management of the political 

dynamics related to business.  In Russia, the Putin government is charging tycoons with tax evasion 
and bribery. One is being prosecuted and several others have fled the country. Oil production 
fluctuates and the media increasingly come under the control of the government.  In China, corrupt 
politicians, reportedly taking payoffs from the burgeoning construction industry of the republic, are 
being Òre-educatedÓ until they behave properly.  Japanese bankers are being charged with bribery.  
President Mugabe is ÒnationalizingÓ all of the farms owned by ÒwhitesÓ in Zimbabwe.  Nigerian 
officials continue to receive payoffs from and provide oil and gas rich properties for international oil 
companies.  Iraq has a Ònew governmentÓ supported by more than 100,000 U.S. troops and enough 
fire power to completely destroy the country, except that it is a vital source of oil.  Throughout South 
America, drug warlords and their empires support bogus politicians and authoritarian governments.  
These news reports are merely the Òtips of the icebergsÓ.  What is out of sight is even more important 
and influential in monitoring and, more essentially, searching for sensitive bits and pieces of 
intelligence. 
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  While the incidents above are global in scope and location, most significant politico-
governmental influences occur at the local level.  A wide range of organizations, from developers to 
manufacturers and operators of senior citizen homes and restaurants, must comply with city or county 
regulations and laws. Fire, health and pollution standards must be adhered to before development 
permits and operating licenses are issued by local government agencies. Ecological standards of 
regions, states, counties and countries must be met or owners and managers face the risk of penalties. 
Increasingly, environmental assessments are being required to protect society from health hazards. 
Various types of taxes and fees are required by different levels of government.  While efforts are 
being made to lessen corruptive practices, in some countries, bribes for government officials or 
"paying the gate-keeper" are common and necessary, even if they are not legal, ethical or and socially 
acceptable.  In most situations, management and its endeavors are aided by "knowing someone".   

 
  Typically, due mainly to time-sensitivity and the confidential nature of many initiatives, 

monitoring politico-governmental-legal influences relies more on intelligence sources than on 
empirically gathered data or information.  Some of the key considerations in gathering intelligence 
and information include: 

  1. What changes are occurring in the politico-governmental-legal realm and how  
            do such changes impact, directly and/or indirectly, on the organization and its  
             tactical and strategic management? 
  2. What are the reasons or explanations for such changes?  Can they be identified? 
            If yes, then what are the most valid and reliable sources of relevant intelligence  
            and information? If no, why not and what can be done about it, including the  
            identification of surrogate indicators or measures, informal sources and other  
            innovative ways of obtaining such inputs? 
  3. Who has the politico-governmental power ostensibly as well as "behind the  
            scenes"? 
  4. How extensive is that power, why, when and where is it used/likely to be used  
           and what are the logical consequences/impacts of such power being used? 
  5. Will the use of power be manifested in rules, regulations, standards, laws, in  
          due process or arbitrary ways? 
 
  Historical information and on-going studies of key politico-governmental-legal influences 

provide valuable perspective and insights into critical issues encountered by management.  
Organizations entering a new market, be it for selling products or providing public services, typically 
will be aided by knowing the politico-governmental-legal history and realities of a country, region or 
other geopolitical area. For example, Appendix I provides a brief historical account of Poland's 
political, governmental and legal transformation from a communist country into a democratic 
republic.  Obviously, such accounts need to be up-dated and amplified in regard to specific strategic 
and tactical issues, such as a change in the government in power, evolving political problems, 
prospects, leaders or organizations and changing socio-cultural conditions and values. 

 
  c. socio-cultural influences 

 
  In ancient times, i.e., before the l970s, with few exceptions, managers tended to disregard  

most social factors and virtually all cultural influences on their organizations, their strategies, tactics, 
programs and activities.  Back then, corporations often offended foreign countries, their society and 
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publics by ill-informed, insensitive effronteries to their cultural values and social institutions. Green 
Giant offended the French when they introduced canned corn, traditionally fed to livestock, to the 
consumer markets of France.  State Lines, an international shipping company, offended the Japanese 
by using a new corporate logo, the sea lion, as a symbol of virility and fertility during a period when 
Japan was advocating birth control.  for decades, tobacco companies have used every possible way, 
illegal and immoral included, to sell cigarettes despite the overwhelming evidence of cancer, heart 
and lung ailments and other health problems being attributed to smoking.  
 
  My research into the effects of cultural values on organizations, their management and, in 
particular, their marketing strategies resulted in a wide range of responses from the managers being 
surveyed.  In those early days of values research, most managers could not perceive of the relevance 
of socio-cultural values to their organization and its marketing.  Some of the respondents were 
explicitly ignorant and offensive. Not until the middle 1970s was any meaningful material published 
about managerial values in different cultures. One landmark international study profiled managers in 
five countries according to their value sets which included moralistic, social, exploitive and pragmatic 
values. Today, values are an integral part of business, government and NGO strategies, marketing 
campaigns and activities aimed at target markets, publics and donors. 

 
  With the growing internationalization of organizations, managers have come to realize that 

different countries, regions and other areas have differing sets of socio-cultural values and behavior 
patterns that have evolved over long periods of time and are deeply rooted in the people working, 
consuming, recreating and otherwise living in a geopolitical area.  In the past decade or two, valuable 
research, a rich literature and many informative sources have evolved about the desirable and 
undesirable norms, behavior and other socio-cultural aspects of most, if not all, of the nations in the 
"global village".   Many studies have been done of major developed and developing countries, 
especially of key segments of their populous. They have been profiled in terms of their "national 
character" or distinctive socio-cultural characteristics.  In other countries, however, local lore, 
customs and other value-based socio-cultural phenomena must be gleaned from people living in and 
knowledgeable about particular locales.   

 
  Socio-cultural values, behavioral norms and patterns are important foci for management 

because they orient, guide and limit or expand various types of behavior that influence, if not 
determine, consumer, commercial and industrial markets, interpersonal and inter-organizational 
relations and various other matters vital to management, its programs, revenues and spending.  
Increasingly, managers realize that they should not expect to interact with their counterparts in other 
parts of the world in the same ways that they do with their own managers. Ideals, ethics and ways of 
living differ.  Interpersonal relations between managers in many countries are more of a social 
process than in North America.  For example, North American managers are  inclined to put their 
personal or an organization's purpose foremost while Japanese managers tend to be more oriented 
toward their counterpart, his/her family and socio-cultural niceties such as tea ceremonies, long mid-
day breaks for eating and drinking and various social activities well into the night.  Such illustrations 
are not intended to identify what is right or wrong, only what is socio-cultural reality.  Such realities 
must be monitored in order to make strategies and tactics successful, i.e., socially and culturally 
acceptable and economically rewarding. 
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  Demographics are a common set of population statistics that managers utilize in orienting 
their programs and campaigns, especially in regard to markets and marketing.  Much of the market 
research that is conducted has at least a demographic component in it.  Population trends are 
important in forecasting futures for a wide range of socio-economic activities, including large scale 
pension fund management, discerning changing patterns of consumption and uses of public/private 
health care and other social services. 

 
  d. natural forces and ecological conditions 
 
  Since the beginning of trade and commerce, enterprising people, including kings, queens and 

emperors, have gathered intelligence about riches in their own country, neighboring nations and from 
around the world.  Pursuing spices in the Far East brought s European ailing ships to North America.  
The fish of the Grand Banks of Newfoundland brought more adventurers.  Then it was furs for the 
royalty and elites of Europe, followed by the forests and then the vast land that could be exploited.  
The early development of North America relied on the growing body of observations, records, reports 
and opinions of explorers who searched for opportunities to get rich, often sponsored by monarchs 
and wealthy merchants. 

 
   Since the Industrial Revolution, individuals and business organizations have become 

increasingly exploitive of the ecology in which they live and operate. Mines were dug haphazardly 
and thousands of lives were lost in them.  Industrial plants were built, often with low quality 
materials, unhealthy designs and a disregard for the health and safety of the workers.  The plants 
belched smoke, toxic chemicals and other harmful ingredients into the air, water and soil. Today, 
serious problems of air, water and soil pollution exist and grow, largely emanating from public and 
private sources.  Natural resources, both renewable and non-renewable, have been used up at 
increasing rates.  Ecological qualities continue to deteriorate with the increasing pollution and 
resource exploitation.  Global warming is a reality and so is the fact that most organizations and their 
managers do not monitor the natural environment responsibly. Former Vice President Al Gore claims 
that the capitalist economic system is Òpartially blindÓ. The system sees and accounts for tangible 
things and tends to ignore fresh water, clean air and the biodiversity of the forests.  He goes on to 
state, ÒIn fact, the partial blindness of our current economic system is the single most powerful force 
behind what seem to be irrational decisions about the global environment.Ó Al Gore, Earth in the Balance Ð 

Ecology and the Human Spirit, Boston: Houghton Miffl in Company, 1992,  p. 183  Environmental sensing by 
organizations and their managements are vital to correcting such blindness. 

 
  Since the protest times of the late 1960s and 1970s, citizens, advocacy groups, politicians, 

public servants and others concerned about ecological conditions have made increasing efforts to 
protect against, control or, at least, guide the exploitation of society's resources. During that time, the 
word ecology was introduced into the vocabulary of North America.  Enlightened, visionary leaders 
of business, government and ecology-oriented organizations have advocated for more protection of 
the natural environment and have had some limiting effect on the ecological degradation by industry 
and government. While governments, public and private organizations and societies in many regions 
of the world disregard or subjugate harmful ecological consequences of economic activities, others 
have introduced and enforced safeguards against ecological exploitation. The growing body of 
environmental laws, regulations and social norms set out the official and unofficial scope and limits 
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to industrial endeavors. Management, at the risk of increasingly severe penalties, are aware of and 
reacting to such environmental legislation. 

  The companies that are changing their ways, reducing pollution, redesigning their products 
           and methods of manufacture, have many different motives. In some cases, they would like to 
           escape regulatory liabilities; in others, they would like to avoid perceived or future liabilities; 
           in yet others, they are trying to change the nature of business and move toward Òsocially 
           responsibleÓ commerce.  Paul Hawken, The Ecology of Commerce Ð A Declaration of Sustainability, New York: 
               Harper and Row, Publishers, 1993, p. xii. 

Irrespective of what the motives of management are, they are increasingly aware of, monitoring and 
assessing environmental conditions. They seek information and intelligence about such laws, 
regulations and norms in order to be socially responsible citizens or, more pragmatically, succeed 
with their endeavors without the costs of penalties.   

 
 Organizational initiatives are becoming more sensitive to and guided by environmental 
considerations and ecological protection.  Environmental advocacy organizations are responsible for 
much of managementÕs increased awareness of ecological issues.  Pollution Watch, the David Suzuki 
Foundation, the Sierra Club, Greenpeace and the World Wildlife Fund are five of the NGOs which 
are making the ecological threats known and taking a range of actions to protect the environment.  
Organizations and their managements ignore such organizations and their wrath at their folly.  They 
ignore environmental laws, regulations and rules at their own risk.  To safeguard against such 
ignorance, management monitors the general environment and searches ecological issues more 
specifically.  
 
 Focussing on the ecology is not intended only to prevent or escape prosecution for breaches 
of environmental laws.  It provides new opportunities for enterprising business people. By the early 
1990s, the magazine In Business estimated that 70,000 businesses in the United States had the 
express goal of cleaning up or improving the environment. Hawken, op. cit., p. 139.  Mr. Hawken refers to 
a company that makes shoes out of recycled materials and another company which works with 
utilities to improve energy standards by scrapping older, inefficient appliances, recycling CFCs and 
ferrous metals and safely disposing of the toxins. Ibid.  We are familiar with the recycling of paper, 
cardboard, plastics, glass and other consumer materials in our own neighborhoods.  Clearly, 
ecological sensing is a growing imperative of management. 
 
  Checklists and other guidelines are useful in simplifying, focussing and guiding 
strategic managers in their efforts to monitor the complex environment in which they are expected to 
perform successfully, i.e., profitably and responsibly.  Ecological monitoring is especially complex 
because it requires a wide range of intelligence and information that includes natural sciences, socio-
cultural, political, economic, technical and other influencing factors.  Further, it involves the short 
term economic success of an organization versus the longer term survival and viability of ecosystems.  
Consequently, a monitoring network must be developed, used and adapted to the changing 
conditions, challenges and prospects emanating from the living systems in the external and internal 
environment of the organization. Previous references have been made to companies which have been 
monitoring their ecological environment for decades.  MacMillan Bloedel Limited has created an in-
house team of scientists, including wildlife biologists, forest ecologists, and specialists in soils, 
hydrology and fisheries to advise company managers on environmental issues. More recently, the 
company established internal environmental management and auditing systems to monitor mills, 
forestry and logging operations and manufacturing facilities.  Its comprehensive audit program is 
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being used for strategic purposes, e.g., for identifying strengths and weaknesses in the company's 
woodlands and mills. MacMillan Bloedel Limited, new measures of environmental performance, Vancouver: Annual 

Environmental Report, 1994, p. 2. Such progressive monitoring and action are ways to overcome the Òpartial 
blindnessÓ referred to previously.  Advances in technology, ranging from water, soil and air tests to 
satellite systems provide new ways of providing intelligence and information about the ecological 
environment of organizations. 

   
 e. technological changes 

 
  Since the creation of the wheel, organizations of all sizes, forms and purposes have been 

shaped and otherwise influenced by technological changes, typically based on advances in the 
application of scientific discovery and the innovative development of products, services, processes or 
systems. Numerous accounts of the advances in science and technology have been written, especially 
in recent years as the advances ÒsnowballÓ, i.e., grow exponentially as they roll along.  In his classic 
book, W. W. Rostow provides an historical perspective of technology's influence on the socio-
economic growth of various nations. W. W. Rostow, The Stages of Economic Growth: A non-Communist Manifesto, 

London: Cambridge University Press, 1960.  Think about the impact of technology on most manufacturing 
businesses, more specifically the printing industry.  Not only was Johannes Gutenberg named the 
most important man of the second millennium but he started a revolution in communications with his 
discovery and use of movable type. Fast forward from the middle 1400s to the mid-1970s.  Printing 
progressed from hand set type in hand-cranked presses to computerized high speed integrated 
systems. And there is more progress coming. Bill Gates, Microsoft's co-founder and Chairman, writes 
about the information and communications "revolution" that will take place over several decades and 
be driven by new applications and tools, often meeting currently unforeseen needs. Bill Gates, et al, op. cit., 

p. vii.    Clearly, such developments have major management implications, especially in regard to 
decision making.  In reference to the "information highway", Mr Gates states: 

       During the next few years, major decisions will have to be made by governments, 
             companies, and individuals. These decisions will have an impact on the way the  
              highway will roll out and how much benefit those deciding will realize. Ibid.  

 Such statements have many, if not infinite, implications for strategic and tactical managers 
who are influenced by technological advances (and which ones are not?). However, as numerous 
historical disasters have illustrated, technological changes, even advances, are not without their risks.  
ÒThe risks are highest in innovations based on new knowledge in science and technology. They are 
particularly high, of course, in innovations ... that are currently ÔhotÕ -- ... biotechnology.Ó Peter F. 

Drucker,  op. cit., p. 129.  Even if it is risky, experienced managers know the satisfaction, even the thrill, of 
adapting a new technology to their organizationÕs operations.  Clearly keys to such success is 
monitoring technological developments, searching for, evaluating thoroughly and using suitable 
technology beneficially.  Sounds easy but Òit ainÕt soÓ. 

  
  William Boulton, provides an insightful environmental perspective of the success that the 

Japanese have had in commercializing technological innovations.  He cites five "environmental 
supports" in Japan: 

  1. There is a national policy for setting up research and development facilities for      
      new technologies; 
  2. There are tax and interest incentives for investors in designated technologies; 
  3. Capital is made available for designated technological investments at preferred 
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       interest rates;   
  4. Investment in new technology is readily accepted by employees; and 
  5. Growth in new technologies has become part of the culture and economic  
       system. William R. Boulton, Business Policy: The Art of Strategic Management, New York: Macmillan Publishing  
         Company, 1984, pp. 108-9. 

Such a supportive national environment evidently assists in the success of commercializing 
technology but few organizations outside of Japan can expect such support. They have to succeed the 
Òold fashionedÓ way --- one adaptation at a time. However, studying the Japanese experiences 
provides many lessons about how to succeed by adapting technology.  During the past five decades, 
they have been the world leader. 
 

  Environmental supports such as government R&D policies, investment incentives and the 
socio-economic acceptance of technology are just a few of the many factors that merit monitoring of 
the changes related to science and technical innovations.  The evolving growth of some technologies 
and the offspring they create also require careful monitoring.  For example, semiconductors have 
been the fountainhead of numerous other technological developments, including integrated circuits, 
discrete devices such as transistors and diodes, analog computers, television sets and radios and such 
specialty devices as calculators, watches, games and instrument panels in aircraft and motor vehicles.  
Eminent visionaries foresee many new computer-based applications ranging from high quality video 
on demand to general-purpose, programmable computers connected to the information highway, the 
infrastructure of which will include fibre optic cable, high speed switches and servers and new 
software platforms and costing about $120 billion for connecting just the homes in the United States. 
Gates, etal. loc. cit.   The life cycle of innovations is becoming shorter and the risks grow as technological 
changes occur at an accelerative rate. 

 
  Computers and information systems are merely the tip of the technological iceberg.  Dozens 

of categories and thousands of different technologies are being researched and developed daily 
throughout the world. According to one authoritative source, 
 Knowledge has surpassed machines and the stored value of money itself, as the driving  
          force behind the world economy.  In the recent past, companies learned they could create 
          better products more efficiently with the full mental participation of their employees. Today, 
          investors are learning that participation by shareowners also adds value.  Venture capitalists 
          who are willing to invest ideas, as well as money, are outperforming the market. James McRitchie 
              Editor, Corporate Governance Ð Enhancing the Return on Capital Through Increased Accountability,   
              http://www.corpgov.net/, July 7, 2004. 

Knowledge is the greatest resource for organizational and management progress.  Knowledge-based 
sectors are developing in economies around the world. India and China are two recent, major 
examples of such development. Managers are enveloped by technological change. Some changes 
come at them subtly, like carbon monoxide, while others lay in wait like a cougar ready to spring 
upon its prey. 

 
 Technical change is often triggered by external economic factors, such as innovative 
competitors, ÒnewÓ products, services and marketing, growth or contraction in markets, movements 
in prices and exchange rates, government grants, or labor force or skill shortages.  Technical change 
is also triggered by internal organizational factors, such as production bottlenecks, increased 
materials waste, rising indirect costs and so on. David Boddy and David A. Buchanan, Managing New Technology, 

Oxford: Basil Blackwell Inc., 1986, pp. 37-8. Visit the typical East European plant left over from Soviet times.  
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Practically every where you look there are production dysfunctions and inefficiencies. Most start at 
the top of the organization structure, like ÒLittle NikitaÓ, the General Director of a mixed product 
line, i.e., gas masks, brass valves and plastic house wares, in Tambov located in southwestern Russia. 
His reluctance to change product lines, production processes and social support programs for 
employees are just three examples of the values and attitudes that impede necessary technological, 
economic and social progress.  Unless the technology changes agents, e.g., engineers, information 
systems and educated managers, in that ÒenterpriseÓ took over its management, it most assuredly 
ceases to exist. 

 
   Management's responsibility is to identify relevant technological changes and investigate 

them diligently in regard to their potential costs, benefits, feasibility, competitive advantages/ 
disadvantages and other impacts on the organization, its strategies and resources, including its 
employees. In one case, local entrepreneurs had a million dollars to invest, and more if necessary, in a 
tire recycling plant, using Òstate of the artÓ technology.  A management consultant and an accountant 
did an exhaustive feasibility study that showed conclusively that, at that time, the plant was not 
viable.  One of the main reasons was the technology was not proven to be reliable. It broke down 
frequently, thus incurring major costs in repairs, lost labor and production time. The fact that 
prospective markets were tenuous added to the non-feasibility of the project, despite its progressive 
nature.  Senior managers must have knowledge of the capabilities of new technologies in order to 
relate their potential applications to strategic opportunities and competitive advantages. Middle 
managers need feasible bases from which to plan and implement the technical and organizational 
changes necessary to optimize the long as well as short and medium-term benefits of technological 
changes. "It has been found that correct evaluation and the development of comprehensive innovative 
strategies require both business acumen and technical insight." Charles Burgess, "Skill implications of new 

technology", Employment Gazette, 93, October, 1985, p. 402.  Such was certainly so in the tire recycling situation. 
  
 
       3. Gathering intelligence and information  

 
 After much orientation and preparation, management is ready to seek and bring in the 
knowledge that it needs to perform its duties and responsibilities optimally.  Managers, commonly at 
senior levels, accumulate their intelligence through years of experience, often in various organizations 
and functional areas of the organization and in increasingly complex and risky situations.  Senior 
managers develop networks of expert people and organizational sources of such intelligence and 
information.  Astute managers, facing changing situations and various challenges, realize their need 
to seek out additional sources to fill the input gaps in their processes. While monitoring the 
environment and searching for intelligence and information is an on-going activity, various sets of 
circumstances necessitate the initiation of a specified effort. 
 

  Where to start the actual search is a common question.  The previous steps, especially 
focussing, help to prepare terms of reference for research studies and other major searches.  Common 
words of advice include: Carefully Òscrape the brainsÓ of colleagues, personnel, knowledgeable 
members of associations, professionals and recognized experts. "Don't rediscover the wheel."  Use 
authoritative secondary sources.  Use existing internal and external sources of valid and reliable 
intelligence and information. For decades, government agencies in industrialized countries, notably 
census departments, have provided extensive and systematic gathering of national, regional and 
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metropolitan statistics. Census data provide vast amounts of industrial information, market statistics 
and demographics useful for a wide variety of measurements, analyses and forecasts.  Originally, it 
was published every five or ten years.  Census reports have become increasingly frequent, more 
market-sensitive and provide the most complete, valid and reliable macro statistics for management's 
use, particularly in developed nations. Every industrialized nation has its own credible sources of 
information to use for their markets, economic, financial, political, social, ecological and other 
environmental conditions.  In addition, multi-national information is available from the United 
Nations, World Bank, International Monetary Fund, the Organization of Economic Cooperation and 
Development as well as numerous other reliable public and private sources. 

 
 In organizations throughout the world, the need to conduct primary research is growing.  
Science and technology leads the way in research that relies mainly on experimental methods.  Social 
and behavioral sciences and management per se rely less on experiments and more on focus groups, 
interviews, surveys and other methods to gather information in systematic, scientific ways. Major 
problems in gathering information and intelligence occur in developed, developing and 
underdeveloped geopolitical areas.  Opinion polls used in North American elections, e.g., the June, 
2004 election in Canada, often ÒpredictÓ inaccurate results.  The Central Intelligence Agency (CIA) is 
the organization with the most financial resources, the highest level of technology, most sophisticated 
methods and techniques and the most highly trained intelligence personnel in the world. Despite all of 
its capabilities, the CIA has been severely criticized for providing inaccurate and misleading 
information about IraqÕs weapons of mass destruction, chemical war materials and links to terrorists 
such as Al Qaeda to the United States government before it invaded Iraq in March 2003. However, 
the problems may not be in the methodology used by such research and intelligence gathering 
organizations as it may be the biased interpretations made by politicians and their managers. By 
contrast, countries in Eastern Europe, most of Asia, Africa and South America have serious 
deficiencies in providing valid and reliable demographic, market and other macro and micro 
statistical data mainly because they lack the experience and expertise in using such intelligence and 
information gathering methods and techniques.  These areas also lack the research organizations that 
are capable of conducting the empirical research necessary to produce and analyze such data with 
scientific methodology and discipline. Fortunately for progressive organizations and their managers, 
such sources are evolving, although slowly, often inexpertly and discontinuously. 

 
 Media monitoring, which started during World War I for military purposes, has spread 
widely and advanced dramatically into interactive networks. Internal information gathering is 
facilitated by instantaneous electronic reporting of accounting, financial, sales, production, inventory 
and other key operating functions, departments or strategic organizational units.  Intranet and Internet 
services are among the latest in the technological progression that enable managers to monitor 
relevant activities and influences on their programs and their performance. Unfortunately, at this 
time, an excessive amount of irrelevant litter clutters cyberspace and detracts greatly from its 3E use. 
Unfortunately also is the growing use of industrial espionage which, the former Chairman of the U.S. 
Securities and Exchange Commission has criticized as being increasingly unethical and illegal.  
Hiring key executives, account managers, scientists, technical personnel and other intelligent, well-
informed people with access to files and other documents containing strategic and tactical 
information has been a fact of life in corporations for decades, if not centuries. Corporations have 
adopted military and international relations practices, such as spying, to obtain secret information and 
expert knowledge.  Volkswagen took legal actions against General Motors Corporation, after the 
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worldÕs largest automaker lured an expert inventory manager cum executive away from the former 
corporation.  CanadaÕs largest airline, Air Canada, sued Westjet Airlines and two of its employees, 
claiming that they illegally accessed a confidential website that information about the number of seats 
sold on flights at Air Canada and its subsidiary Zip. Paul Waldie, Forensic inspector to search Westjet files, The 

Globe and Mail, July 9, 2004, B3.   Documents, pieced together after being shredded and obtained from the 
garbage of a Westjet executive, indicated that Òthe defendants were making use on a considerable 
scale of the Air Canada information.Ó 
  

    For an ethical manager, a typical day would not start with spying or other forms of industrial 
espionage. It might start with a selective reading of a morning paper, watching television news, 
listening to the radio on the way to work, telephoning key personnel, suppliers or advisers en route to 
the office, reviewing briefings or synopses of relevant conditions and activities, checking the e-mail 
before getting up-to-date reports from selected websites.  In the morning, she will discuss a recent 
marketing survey of her companyÕs product uses, customersÕ satisfaction/dissatisfaction, retail store 
audits and inventory flows. She will compare those findings with the industryÕs market data, 
including market share, product line sales and key benchmarks. In the afternoon, she will examine 
reports about industry conditions, major competitors and their practices.  Numerous industrial 
competitiveness studies have been reported.  One survey reported on actions taken to increase 
company competitiveness.  The list of survey results showed that 20 percent of the respondents 
reduced costs, 15 percent strengthen their sales and marketing departments, 14 percent introduced 
new technologies and 10 percent came up with product innovations and/or developed their 
international business focus. Margot Gibb-Clark, ÒActions taken to increase company competitivenessÓ, A.T. Kearney 

Executive Viewpoint, Fall, 1996, The Globe and Mail, December 20, 1996, p. B13.  Such general information provides the 
marketing manager with useful context and some guidelines for taking action.  Imbued with such 
current intelligence and information, the manager is better able to deal with the issues and challenges 
that will be encountered, the analyses to be made and the decisions to be taken during the hours, days 
and weeks ahead.   

 
  4. Evaluating environmental information and intelligence 
 
  Numerous approaches and techniques have been developed for evaluating various sets of 

forces and conditions in the environment.  Most managers have their own favored ways of assigning 
values to various factors, comparing them against a set or norms or standards, e.g., revenues/costs 
increases/decreases, market share growth/decline, market position, profits/losses, competitive 
advantages/disadvantages, and choosing the "best" from among the alternatives.   

 
  Comparing specified or measured strategic elements against a set of valid and reliable 

standards, with other factors being kept as constant as possible, is the essence of evaluating 
environmental (or any other strategy-related) information and intelligence.  A key consideration is to 
ascertain precisely the most dependent, critical factor(s) and the transactional or chain of strategic 
decisions that are likely to be impacted by influential, independent variables. Profits are a common 
dependent, critical factor in a business.    
 

  A wide range of criteria, frameworks, models and approaches are available for managers to 
use in evaluating environmental intelligence and information.  The next activity in the TSMP, i.e., 
Analyze Situations, emphasizes evaluation. Evaluating is the heart of analysis.  Managers who 
analyze and evaluate require a set of standards, norms, criteria or other measures of value with which 
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to compare elements of information and intelligence.  Management does not lack such measures. 
Profit measures are often used to evaluate the potential effects of an environmental variable such as 
interest rate changes, labor strikes or the market entry of a new competitor. In addition, a long and 
growing number of frameworks are used by management in assessing environmental intelligence and 
information.  A sample of such approaches includes: SWOT (strengths, weaknesses, opportunities 
and threats), costs and benefits, value chains, environmental (both  internal and external) impacts or 
consequences, decision, organizational, operations, network and/or systems analyses, technological 
assessments, financial and marketing audits are evaluative techniques commonly used by strategic 
managers.  Various frameworks, such as the life cycle of families, a technology, product, service, 
system or industry, the General Electric/ McKinsey and Company industry attractiveness and 
business strengths matrix, the Shell Chemical Strategic Matrix based on prospects for sector 
profitability and the company's competitive capabilities and the Boston Consulting Group market 
growth and market share matrix for evaluating product portfolios, are available for assessing selected 
elements in the strategic environment of an organization.   

  
  5. Compiling and reporting or inputting into the TSMP 
 

 Putting the intelligence and information together in some coherent format and reporting it to 
management and other users is necessary to complete and utilize the sub-process of monitoring the 
environment.  In the age of electronics, much of the information and intelligence is formatted and 
stored in computers, ancillary equipment and disks for future use.  Or it may be transmitted 
instantaneously to others in the organization who need such vital inputs for their analyses and 
decision making. Traditional forms of compiling and reporting such information and intelligence 
continue to be used for environmental assessments, quality of life reports, market research studies and 
various other collections of expert opinions, data, analyses, summaries and conclusion.   
 
 What is important at this point is the need to communicate effectively the contents of such 
monitoring and searching efforts.  In the TSMP, the intelligence and information may be fed back 
into the determining of purposes or forward into any and/or all of the remaining activities in the 
process.  The most logical and compelling flow of such material is into Activity 3. Analyze 
Situations. 
 

Monitoring the environment in Poland 
 
  Historically 
 
  The history of Poland goes back to the 10th century AD with the unification of the Polian and 

other tribes in Central Europe. During the next millennium, Poland was conquered, divided and re-
configured several times by various conflicting factions, including Mongolia, Prussia, Ukraine, 
Austria, Sweden, France, Germany and Russia.  Following World War I, Poland became an 
independent republic.  Following a war between Russia and Poland over their boundary, the Treaty of 
Riga returned Poland's eastern frontier to what it was in 1793.  Poland was a major battleground 
during World War II.  In 1945, nearly half of Poland's pre-war territory was transferred to Russia.  To 
compensate Poland for its loss, its boundaries were shifted westward, giving it a rich industrial and 
agricultural area that was formerly part of Germany.  Poland's boundaries continue to be a problem. 

 



 34 

  Politically and governmentally 
 
  With its independent national values, strong solidarity in its labor union and the Roman 

Catholic Church, Poland had a leading role in the break up of the Soviet Union.  In June 1989,  
Poland held democratic elections and elected a Solidarity government.  Subsequently, a parliamentary 
system was developed with an elected national President, Sejm and Senat as well as local 
government. The Parliament of Poland is comprised of the Sejm which introduces, debates and votes 
on legislation and the Senat which reviews such legislation.  In December 1992, a constitutional 
process was begun with a new electoral law and powers assigned to the Constitutional Tribunal, Sejm 
and Senat.   

 
  Laws protecting people and private property were introduced along with other reforms 

conducive to democracy and private enterprise.  In 1997, Poland still needed government action on 
bank credit restrictions, unreliable and arbitrary interpretations of customs regulations, limits on 
purchases of real estate by companies with foreign capital, double taxation and the development of 
such essential industrial infrastructure as airports, telecommunications and energy production. In 
regard to investment, the Polish Agency for Foreign Investment (PAIZ) was established by the 
government.  Its mission is to increase investment by assisting foreign investors financially and with 
information, investment opportunities and strategic alliances. By the mid-1990s, Poland had divorced 
itself politically from the former Soviet Union.  Increasingly strong relations had been established 
with Western Europe, North America and such world organizations as the United Nations (UN), the 
World Bank, International Monetary Fund (IMF), the World Trade Organization (WTO) and North 
Atlantic Treaty Organization (NATO).   

 
  Legal business formations include representative offices or branches, limited liability and 

joint stock companies. In 1997, legislation was needed for the investment and development of single 
owner private enterprises, general and limited partnerships and cooperatives. The "rule of law", 
historically missing in Communist countries and other dictatorships, has been guaranteed in Poland 
by such institutions as the Constitutional Tribunal, the Tribunal of State, the Supreme Court, common 
and special courts, the Public Prosecutor's Office and the Ombudsman.  A "free press" was 
flourishing with a wide array of national and international newspapers, magazines, television 
programs and radio broadcasts. 

 
  Economically 
 
  At the end of Communism, Poland had a severe shortage of consumer goods, housing, 

efficient heavy industry, infrastructure as well as high inflation, large debt and a degraded ecology.  
In December 1989, a program of economic "shock therapy" was introduced by Finance Minister 
Leszek Balcerowicz.  Trade policy was liberalized, private sector spending was encouraged, military 
spending was reduced, a balanced budget was maintained, a strict monetary policy was followed and 
pro-Western market policies were initiated. In March 1991, 17 Western countries cancelled half of 
Poland's U$33 billion in foreign debt. Following the election of 1993, the trend toward progressive 
ÒmarketizationÓ was slowed but not stopped or changed in direction.   

 
  In November 22, 1995, a mass privatization program was launched which entitled all Polish 

adults to buy shares in 15 investment funds that were set up to manage more than 400 large state 
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enterprises.  From a central, command economy, Poland was evolving into a decentralized and 
privatized economy.  By the late 1990s, Poland had developed into a major economic nation in 
Central Europe, manifested by real annual gross domestic product growth rates of  four to six percent. 
Much of the economic growth was in Warsaw, Krakow, Wroclaw and Poznan where major foreign 
and domestic investments were being made.  In the automotive sector alone, Daewoo, Fiat Auto SA, 
General Motors Corporation and Zaklady Samochodowe (Daimler Benz partner) invested more than 
U$1 billion.  In 1995, foreign investment reached U$6.8 billion, up from U$4.3 billion the previous 
year.  The flow of goods and services into and out of Poland was increasing rapidly. By 1997, total 
trade was nearly U$60 billion, a 70 percent increase over 1994.   

 
  The nature of employment has changed dramatically. Between 1990 and 1995, employment 

in the state sector decreased by more than 37 percent and increased by more than 62 percent in the 
private sector.  During the same period, the number of entrepreneurs and self-employed grew by 12.6 
percent, the highest rate in Europe.  Although unemployment continued to be a problem for youth and 
unqualified personnel, the trend was downward.  The availability of a labor pool was considered to be 
an attraction for investment and not a threat to social stability.  By 1995, the number of strikes (406) 
was down dramatically from the peak years of 1992 (6,351) and 1993 (7,443), although higher than 
1990 (250).  By 1996, wages had reached U$363 per month, third highest of the former Soviet Union 
countries and much higher than its eastern neighbors in Russia, Belarus and Ukraine.  Due to 
increasing wages and prices, inflation was 18.6 percent in 1996, down from 250 percent in 1989 and 
forecasted to go lower in 1997 and beyond.  

 
  Socio-culturally 
 
  The wars and decades of deprivation under communism conditioned the Polish people to 

survive on very little.  With their new economic and political freedom, consumer spending has 
increased, moreso in urban centers than in rural areas.  Lifestyles are changing, especially among the 
youth, young professionals and business people.  Western clothes, cars, foods, drinks and music are 
increasingly popular with the young and affluent.  But the rich traditional culture of the performing 
arts, national music, dance and festivals continues for most Poles, especially in the rural areas.  
Although diets are changing with the greater availability of fresh produce and processed foods from 
around the world, traditional dishes predominate in homes and provide core items in restaurants. 

 
  Demographically, Poland was forecasted to grow from 38.6 million in 1996 to 41 million by 

2020. Population was growing but at a declining rate.  Sixty percent of the people live in urban 
centers.  Migration from the rural areas to urban locations was declining, in part due to state 
protection of the agriculture sector. In the first half of the 1990s, the formation of households was 
increasing slowly while the number of people per household was declining.  By the end of the decade, 
an explosion of new households was expected as extended families were financially capable of 
having homes that industry was constructing.  By 2030, an estimated 20 percent of the populous 
would be retired. 

 
  Ecologically 
 
   Poland's ecology had been abused severely since the 1940s.  Water and air pollution is 

extensive and especially intense in industrialized areas such as Warsaw, Silesia and Pomerania.  
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Cities have not controlled the dumping of waste, including chemical and nuclear effluent, into the 
rivers. Factories and vehicles have not had effective air pollution controls.  Pollution levels have 
exceeded Western Europe standards by 10-50 times. Effective January 1, 1998, national emission 
standards were imposed with fines for violations and major initiatives were launched for upgrading 
power plants, factories and vehicles.  International efforts were being made to control pollution and 
be more responsible with the ecology.  Poland was cooperating with Germany in reforestation, with 
the Scandinavian countries to re-cultivate the Baltic Sea coast and by controlling the dumping of 
pollutants into international rivers. 

 
  Technologically 
 
  As with its industry generally, Poland's science and technology had not progressed well in 

recent times.  On January 12 1991, the State Committee for Scientific Research was established.  Its 
purpose was to develop a modern technological infrastructure and working conditions to support 
Polish industry and its society. Numerous incentives were provided by the government, including: 

  * core R&D funding for institutions like universities and technical institutes; 
  * funding for R&D infrastructure such as electronic equipment and research facilities; 
  * research grants for individuals and small teams of scientists and inventors; 
  * subsidies for R&D programs and the implementation and utilization of scientific  

    findings; and  
   * subsidies for international scientific and technological programs and activities. 
 
  

 


