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Abstract—Strategic planning is one of the most important
activities associated with the almost all of the organizations and
firms. In the other hand, the lack of alignment of organization
elements towards the organizational strategy leads to poor
execution. When the different departments of the organization
have different strategies that are different directions and
implementations, the whole organizational purposes and visions
rarely could archive. The main purpose of this paper id to
presentation a new framework for align organizational
strategies by using the Total Systems Intervention (TSI)
approach for decision makers and all the managers and
beneficiaries the associated with the process of strategic
planning in the organizations. Total Systems Intervention (TSI)
is a meta-methodology that brings together a range of systems
metaphors, a framework of systems methodologies, and various
systems approaches to enable creative problem solving. In this
paper after detail literature review of the field, the Analytical
Framework for strategic alignment will present. In the final
paper both theoretical and applied recommendation will
provided.

Index Terms—strategic planning, Total Systems Intervention
(TSI), strategic alignment.

I. INTRODUCTION

No organization exists without a purpose. They are free
to pursue their chosen course so long as they also fulfill
certain expectations of their environment. Purpose provides
the framework for strategy formation, which is the basis for
strategy implementation. It is expected that people direct
their efforts and activities towards implementing projects or
initiatives aimed at accomplishing their purpose; however,
many organizations suffer from a lack of adequate
coordination and focused execution. Studies have shown that,
in most organizations, strategy management is a dismal art. A
high percentage of strategic plans do not get implemented.
Many employees have a short- term perspective regarding the
future of the organization making it very difficult for them to
align their priorities and activities. Strategic planning efforts
are frequently not designed, deployed, and controlled in such
a way as to align employee’s efforts towards organizational
goals [1]. So strategic alignment is extraordinary important
for organizations that intend to gain sustainable advantage in
the today turbulent markets. In the other hand, for all of the
decision makers and managers in the process of strategic
planning it are very vital that we have the total viewpoints for
see the all of the associated problems and essentials for
achievement and meet the organizational goals and
objectives. Total Systems Intervention enables mangers for
achieve a useful methodology for acting in the turbulent
environment of the current business. And set the best

appropriate plans for doing well that means

effectiveness and efficiency.

high

II. TOTAL SYSTEMS INTERVENTION (TSI)

Total Systems Intervention (TSI), developed by Flood and
Jackson [3], is a meta-methodology that brings together a
range of systems metaphors, a framework of systems
methodologies, and various systems approaches to enable
creative problem solving. In a process of TSI, systems
metaphors are used to encourage creative thinking about
organisations and the issues confronting managers. These
issues are then linked through a framework so that an
appropriate systems intervention, or set of systems
interventions, could be deployed. Total Systems Intervention
(TSI) is an organisational intervention process that “proposes
a ‘system of system methodologies’ intended to facilitate the
complementary selection of different system approaches”,
according to Lane [4]. Hame [5] claims that TSI “allows for
the examination of every dimension of strategy, the surfacing
of all significant issues and the design of appropriate
interventions” and Attwater [6] refers to TSI “as a critical
basis for considering the assumptions underlying the range of
systems methodologies”. Flood [7] believes that TSI is “an
approach to problem solving in any organisation that stands
firm with the original holistic intent of systems thinking”.

The driver for Flood and Jackson’s [3] creation of TSI was
the understanding that any manager wishing to use a systems
methodology is faced by a plethora of systems approaches,
with a difficulty of choosing an approach that was relevant to
the problem context that the manager faced. One reason for
the difficulty in choosing an approach is that “systems
approaches are based upon different metaphorical
understandings and different views of reality” [3], which
“conditions the way each advises seeking to intervene in and
change organisations”. Flood [7] explains that TSI: is in its
essence a process that enables the problem solver to employ a
range of different methods, by first thinking creatively about
the kind of issue an organisation faces and then choosing a
method or methods most likely to tackle those issues
effectively.

There are three phases in the TSI process: creativity;
choice; and implementation. In the first phase, different
metaphors “focus attention on different aspects of an
organisation’s functioning” [3], and “a dominant metaphor
which highlights the main interests and concerns” emerges.
The task of the second phase is to choose one or a set of
methodologies “to suit particular characteristics of the
organisation’s situation” as revealed in the first phase. The
final phase is involved in employing the methodology into
generating “specific proposals for change” [2].
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To enable a manager to make an informed decision, Flood
and Jackson [3] put forward a grouping of problem context
situations in a matrix as shown in Figure 1. The matrix
consists of two dimensions; one related to the level of
complexity of the problematic system, and the other relating
to the relationships of the participants involved in the
problem context. Jackson [7] explains the relationship
dimension as follows:

Thus, people can be in a unitary relationship if they share
values and interests; in a pluralist relationship if their values
and interests diverge but they have enough in common to
make it worthwhile for them to remain members of the
coalition that constitutes the organization; and in a conflictual
or coercive relationship if their interests diverge
irreconcilably and power comes to bear so that one group
gets its own way at the expense of others.

Unitary Pluralist Coercive
Simple Simple- Stmple- Simple-

Untary Plurahst Coercive
Complex Complex- Complex- Complex-

Unitary Phuralist Coercive

Fig. 1. An “ideal type” groupiflg of problem contexts [3]

Flood and Jackson then put forward a recommendation as
to which systems methodologies would be appropriate given
the relevant problem contextual situation. They title this a
‘system of systems methodologies’, which was developed
from earlier work by Jackson and Keys [8].

TABLE 1. A GROUPING OF SYSTEMS METHODOLOGIES BASED ON THE
ASSUMPTIONS THEY MAKE ABOUT PROBLEM CONTEXTS [3]

Unitary Pluralist Coercive
Simple | Opemstionsresearch | Soctal systems design | Cfcal systems
Systemms analysis Strateqc assumption. | heumstes
Systems engimeenmng | surfacing and festmg
System dynamcs
Complex | Viable system diamosts | Inferactive plamme |7
General systems theory | Soft systems
Socio-techmeal systems | methodalogy
Confimgency theory

A. ISI Subsystems

For better use of TSI approach there are subsystems for
applying in the each problematic situation in the
organizational activities. Table 2 shows these subsystems.

III. STRATEGIC PLANNING AND MANAGEMENT

The global economic landscape and business world are
changing rapidly. Strategic management in turbulent
conditions needs to be pro-active. Just when managers think
they have developed a strategy for future success, a new
technology, process, competitor or customer behavioral
pattern emerges. While a sharp focus and “sticking to the
knitting” is sometimes the key to success in more stable
conditions, the turbulent, knowledge-driven markets of today

require dynamic new strategic management approaches and
tools.

TABLE 2. TOTAL SYSTEMS INTERVENTION SUBSYSTEMS

Systems Assumptions about Underlying metaphors
methodology  Problem Contexts
(examples)
System Simple-Unitary Machine/Team
dynamics
Viable Complex-Unitary Organism/Brain/Team
systems
diagnosis
Strategic Simple-Pluralistic Machine/Coalition/Culture
Assumption
Surfacing

and Testing

Interactive Brain/Coalition/Culture

planning

Complex-Pluralistic

Soft systems
methodology

Complex-Pluralistic ~ Organism/Coalition/Culture

Critical
systems
heuristics

Simple-Coercive Machine/Organism/Prison

A. The process of Total Systems Intervention ( TSI)

cnange
progosais

Ware (are) the

change proposals
‘sultabie for managing
the lssues?

o manage
Issues

Implementation

Surface

MNess J issues to be
|| managed
Method most Is this method " i —
+«———»
sutanie o most sutasle o o e Creativity

manage manage the Issues to
SSUES Interacing lssuss? be resolved

— Choose
metheds o
manage issues

15 this an

Interacting
I55USE 10 ba
managed

adequate
appreciation of
the mess?

Fig. 2. The process of TSI

B.  The Three Phase of TSI Meta-Methodology [3]

Creativity

Task To highlight aims. concerns and problems.

Tools Systems metaphors

QOutcome Dominant and dependent metaphors highlighting the major issues_

Choice

Task To choose appropriate systems -based intervention methodologies.

Tools The “system of systems methodologies™; the relationship between
metaphors and methodologies.

Outcome Dominant and dependent methadologies chosen for use.

Implementation

Task To arrive at and implement specific change proposals.

Tools Systems methodologies employed according to the logic of TSI

Outcome Highly relevant and co-ordinated intervention.

In today's highly competitive business environment,
budget-oriented planning or forecast-based planning
methods are insufficient for a large corporation to survive
and prosper. The firm must engage in strategic planning that
clearly defines objectives and assesses both the internal and
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external situation to formulate strategy, implement the
strategy, evaluate the progress, and make adjustments as
necessary to stay on track [9].

C. Mission and Objectives

The mission statement describes the company's business
vision, including the unchanging values and purpose of the
firm and forward-looking visionary goals that guide the
pursuit of future opportunities.

Guided by the business vision, the firm's leaders can define
measurable financial and strategic objectives. Financial
objectives involve measures such as sales targets and
earnings growth. Strategic objectives are related to the firm's
business position, and may include measures such as market
share and reputation [10].

D. Environmental Scanning

The environmental
components:
1) Internal analysis of the firm
2) Analysis of the firm's industry (task environment)
3) External macroenvironment

The internal analysis can identify the firm's strengths and
weaknesses and the external analysis reveals opportunities
and threats. A profile of the strengths, weaknesses,
opportunities, and threats is generated by means of a SWOT
analysis

An industry analysis can be performed using a framework
developed by Michael Porter known as Porter's five forces.
This framework evaluates entry barriers, suppliers,
customers, substitute products, and industry rivalry.

scan includes the following

E. Strategy Formulation

Given the information from the environmental scan, the
firm should match its strengths to the opportunities that it has
identified, while addressing its weaknesses and external
threats.

To attain superior profitability, the firm seeks to develop a
competitive advantage over its rivals. A competitive
advantage can be based on cost or differentiation. Michael
Porter identified three industry-independent generic
strategies from which the firm can choose.

F. Strategy Implementation

The selected strategy is implemented by means of
programs, budgets, and procedures. Implementation involves
organization of the firm's resources and motivation of the
staff to achieve objectives.

The way in which the strategy is implemented can have a
significant impact on whether it will be successful. In a large
company, those who implement the strategy likely will be
different people from those who formulated it. For this
reason, care must be taken to communicate the strategy and
the reasoning behind it. Otherwise, the implementation might
not succeed if the strategy is misunderstood or if lower-level
managers resist its implementation because they do not
understand why the particular strategy was selected [11].

A. Evaluation & Control

The implementation of the strategy must be monitored and
adjustments made as needed.

Evaluation and control consists of the following steps:
1) Define parameters to be measured
2) Define target values for those parameters
3) Perform measurements
4) Compare measured results to the pre-defined standard
5) Make necessary changes

IV. STRATEGIC ALIGNMENT

The word alignment is widely used without an accepted
operational definition. The word itself may be used in slightly
different ways. Alignment is defined in dictionaries as “the
act of adjusting to a line; a formation in a straight line” [12].
Or the process of adjusting parts so that they are in proper
relative position [13]. In another perspective alignment is
defined as an organization of people involved in a pact or
treaty [14]. Fonvielle and Cart [15] suggest that alignment is
not only a matter of individuals agreeing on goals and means;
it also refers to the need for business processes and functions
to rally their actions around the flagpole of the organization’s
strategy. Strategic alignment has many pseudonyms. It is also
termed fit [16], integration [17], bridge [18], harmony [19],
fusion [20] and linkage [21]. However, in all cases, it
concerns the integration of strategies relating to the business
and it’s IT/IS. There are those who argue that IS alignment is
not an issue in its own right. Some researchers, for example,
Smaczny [21], assert that as IS is pervasive in business, it
should not be regarded as separable from business strategy,
and therefore the need for alignment does not arise. Smaczny
uses the term fusion to describe this integration. Yet, strategy
in its broadest sense is all about alignment or matching
organizational resources (including IS) with environmental
threats and opportunities [22]. Indeed, IT management can be
conceptualized as a problem of aligning the relationships
between the business and IT infrastructure domain [23] in
order to take advantage of IT opportunities and capabilities
[24]. So, in the next section steps of strategic management
and planning will describe and on this basis strategic
alignment will presented.

V. RESEARCH ANALYTICAL FRAMEWORK

By using the detailed literature review and recognition the
position of strategic alignment in the organizations and also
many studies about the Total Systems Intervention (TSI) and
its importance in the selection process of methodologies in
the field of organizational studies, in this section the
innovative research analytical framework will presented to
address the main components of strategic planning in the
organizations and TSI approach for achieve the appropriate
strategic alignment across the organizations.
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Fig. 3. The research analytical framework

VI. CONCLUDING REMARKS

This innovative research endeavor to propose a unique
model for strategic alignment by using the Total Systems
Intervention (TSI) as system of systems methodologies for
organizational activities in the each market of industry.

For achieve the appropriate strategic planning by use of all
the managers and decision makers associated with the
process, TSI with the three phases help these decision makers
as follow:

In the Creativity Phase: a) Interviews leading to a
‘metaphor picture’; b) Choice Phase leads to Selection of
systems based intervention; and c¢) Implementation Phase
leads to Establish and implement specific change proposals.

There metaphors that are very useful for systems thinking
and enables decision makers for capturing the best
viewpoints of the organization. Such as:

1) The organization as a machine

2) The organization as an organism

3) The organization as a brain

4) The organisation as a culture

5) The organisation as a coercive system

By using the metaphor pictures, managers can captures the
most important priorities of the organizational departments
and help them in the process of strategic planning.

As mentioned in the figure 2, TSI integrated the
viewpoints of all of the decision makers and mangers in the
process of planning and enable the department that
cooperating in the strategic planning process.

This approach can apply as follow:

1) Enter situation considered problematic

2) Express the problem situation

3) Formulate root definitions of the relevant systems of
purposeful activity

4) Build conceptual models of the systems named in the
root definitions

5) Compare models with real world actions

6) Define possible changes which are both desirable and
feasible

7) Take action to improve the situation

Also, in choosing an appropriate systems methodology or
technique, cultural appropriateness should also be considered.
Some methodologies will be more acceptable than others due
to cultural and experiential reasons. Experience with the
methodology is an important consideration. If a methodology
has proved successful in an organization, it has already
gained some credibility and may be more acceptable. The
culture of an organization should also be considered.

Inclusion of the latter recommendation should enable
selection of methodologies to be more successful, as the TSI
approach would then align methodology selection more
closely to the organization’s contextual situation and culture.

By integration all of the organizational resources and in the
context of competitive intelligence and dynamic capabilities,
it’s more easy to gain sustainable Competitive Advantage in
the today’s turbulent market.

Future researchers may develop this model and also
investigate the degree of confirmation of this model for other
industries.
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