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Executive Summary 

 

The ADB Institute conducted an Advisory Meeting in Tokyo during 7-8 July 1998 on 
Strategic Management Program of the Institute, which will be the subject of undertaking in 
the coming 2.5 years as one of the four principal areas of its activities. The Meeting brought 
together academics, business practitioners, consultants and senior executives of 
international organizations. There were 19 participants from 6 countries.

I. Opening Statements

II. Summary of Discussions

 

I. Opening Statements 

A. Two opening statements were given, first by the Dean of the ADB Institute 
and then by the head of the technical panel directing the meeting. 

B. Statement of the Dean, Dr. Jesus Estanislao 

1. In his welcome remarks, the Dean explained the Institute’s interest 
in strategic management. He noted that various groups of experts in 
different fields are "looking into the far future" but are hardly 
exchanging notes. He pointed out that these groups need to come 
together and form a holistic view of strategic management as a 
discipline that can serve development in the Asia-Pacific region. He 
added that, for various reasons, now seems to be the best time to 
form such a holistic view of the long-term future of the Asia-Pacific. 

2. The Dean also said that as a result of the economic and political 
crisis besetting vast portions of the region, there is a sense of drift, if 
not a loss of vision, in many Asia-Pacific countries, especially in East 
Asia. He outlined some important choices and decisions that these 
countries will have to make on their own and collectively. At the same 
time, he stressed that there continues to be a great need for capacity 
building, as well as for good governance, in regional institutions. 
Noting that these issues seem to call precisely for strategic thinking 
and management, he requested participants to help the Institute ask 
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the right questions and put together a relevant and coherent strategic 
management program in aid of capacity building and effective 
governance in Asia-Pacific institutions. 

C. Statement of the Head of the Technical Panel, Mr. Fernan Lukban 

1. In his opening statement, Mr. Lukban laid out some guideposts for 
the meeting’s discussions. Since the main reason for holding the 
meeting was to craft an action program for the ADB Institute, he 
suggested that the discussions be guided at all times by the criteria 
of what is practicable and workable. 

2. He proposed that participants consider and adopt this broad and 
tentative definition of strategic management: "the management of the 
whole range of activities related to the formation and transformation 
(including alignment) of an organization’s purpose, processes, and 
people." Mr. Lukban said that an organization carries out this 
formation and transformation process "so that it can adapt itself 
successfully to a dynamically changing environment and attain long-
term growth and vitality." He added that in this definition, the key 
phrases are "transformation," "changing environment," and "long-
term." 

3. Mr. Lukban encouraged participants to delve into these and other 
related topics: 

a. the nature and scope of strategic management as a 
discipline; 

b. the definition and articulation of an "Asian" perspective 
of strategic management; 

c. if there be such an "Asian" perspective, the definition of 
a strategic management model appropriate to the 
character and circumstances of the Asian Development 
Bank’s developing member countries (DMCs) in the Asia-
Pacific region;  

d. the significant "commonalities" in the practice of 
strategic management in an otherwise culturally diverse 
Asia that can help the ADB Institute design and deliver a 
core strategic management program; and 

e. the recommended content, major components, and 
priorities of the Institute’s Strategic Management Program 
for the next two-and-a-half years. 

4. He also presented five possible major program components for 
participants to consider:
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a. leadership; 

b. strategic inputs; 

c. strategic processes and tools; 

d. people and cultures; and 

e. learning, knowledge, and innovation 

 

II. Summary of Discussions

A. General considerations on strategic management as a discipline 

1. The definition of strategic management proposed by Mr. Lukban 
was accepted.  

2. To clarify the key terms in the definition, Mr. Lukban gave this 
additional explanation: 

a. "Organizational purpose" is a catch-all phrase 
encompassing institutional vision, mission, goals, 
objectives, and values. It is the ultimate yardstick of 
organizational and managerial performance. 

b. "Processes" is a term encompassing all the systems 
and mechanisms required to implement strategy. These 
include: planning, decision making, and monitoring; 
budget and control; performance appraisal; rewards and 
motivation; human resources development; and 
organizational structure and design. 

c. "People" is a term encompassing the individual and 
collective capabilities of the human resources in an 
organization; their individual values, attitudes, and 
motivation; their alignment with the organization’s 
purpose; and the corporate culture. 

3. It was also generally recognized that strategic management 
involves a two-step, reiterative process: 

a. the conceptualization and formulation of long-term 
directions, goals, objectives, and strategies. This stage is 
called strategic planning. It requires strategic thinking. 

b. the implementation of the strategic plan. This stage 
entails the alignment of the organization’s processes and 
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people with the organizational purpose, and the 
transformation of the whole organization. 

4. After much discussion, participants agreed that:  

a. as a discipline, strategic management is applicable to 
all institutions: private business organizations, public or 
government agencies, and social enterprises 
(nongovernment organizations, cooperatives, 
philanthropic foundations, etc.). In all these organizations, 
there are common strategic management elements and 
themes: vision, mission, institutional culture, the need for 
efficiency, transparency, performance measurement, 
accountability, etc. In this sense, strategic management 
can truly serve economic development and provide both 
energy and direction to the development process.  

b. Moreover, strategic management is a discipline for all 
seasons, since the managers of any institution have the 
responsibility at all times to make the resources placed at 
their disposal yield the most or the best possible value. In 
this regard, the current financial, economic, and political 
crisis afflicting many Asian societies and institutions has 
only served to highlight the need for strategic 
management (if not the need to curb widespread 
mismanagement), especially in the face of an uncertain or 
unpredictable future. 

c. Across the globe, as well as across a region like Asia, 
the practice of strategic management entails basically the 
same elements and techniques. But the approaches to or 
style of strategic decision making, the substance or 
content of the process, and many other aspects of it (e.g., 
the rate at which organizational change can be effected 
and the timing and ease of implementation), can vary 
significantly.  

Why? At least two reasons may be given:

i. In the first place, the application or 
operationalization of the core elements and 
techniques of strategic management is and 
has to be institution-specific (i.e., tailored to 
the institution). Since no two institutions are 
identical, it is not surprising that there be 
differences in the thrust, content, and style of 
the strategic management process from one 
organization to another. 

ii. Secondly, we have to take into account the 
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effect of cultural differences (between regions, 
between subregions, between countries, 
between institutions, etc.) on how strategic 
management is practiced around the world or 
even within the same region. 

B. Strategic management practice in Asia 

1. Participants agreed that the Asia-Pacific region, or even just Asia 
itself, is far from homogeneous or monolithic. For instance, the 
subregions of Asia are very different from one another in various 
respects (e.g., the economic and political problems that they face 
today, their subregional and national cultures, and their relative 
degrees of development). Hence, the content, context, and style of 
strategic management may have to be significantly modified, if not 
drastically changed, as one moves from the global to the regional, to 
the subregional, to the country, and to the institutional level in Asia. 

2. Nonetheless, participants acknowledged the existence of certain 
common characteristics among Asian societies and institutions that 
strategic management theory and practice will have to reckon with. 
For instance 

a. a highly personalistic culture, 

b. authority-consciousness, 

c. various forms of tribalism or clannishness, 

d. a focus on seniority, 

e. close relations tending to cronyism between political 
and private business leaders, and 

f. the frequent mingling of business, political, and family 
objectives, especially in family-owned or family-controlled 
enterprises. 

Many of these characteristics were perceived to be double-edged, 
i.e., they can be the source of much good or much harm. A highly 
personalistic culture, for instance, can facilitate consensus building in 
an institution, but it can also cause organizational flux whenever the 
personalities in the institution change. The emphasis on seniority 
helps foster loyalty to the institution, but it may also mean depriving 
individual performance and creativity of their reward. 

3. Given such a situation, participants expressed caution about the 
following lines of thinking: 

a. adopting wholesale, in the Asian context, strategic 
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management models or approaches that may have 
worked well in the West;  

b. defining an "Asian" perspective or model too broadly to 
the point of glossing over the significant differences within 
the region and subregions;  

c. defining an "Asian" perspective or model too broadly to 
the point of glossing over the significant differences within 
the region and subregions;  

d. putting too much stress on the apparent or supposed 
differences between the East and West to the point of 
overlooking that the world has become much smaller, 
e.g., as a result of the great strides in telecommunication 
and information technology, among other things, and the 
continents much more interdependent; and 

e. pinning too much hope on the technical aspects of 
strategic planning and management to the point of 
forgetting that in the end the real focus should be on 
putting in place the appropriate organizational processes 
and people--getting their commitment and enabling them 
to perform well—and ensuring these are aligned with the 
overall organizational purpose.  

  

C. Recommendations for the Institute’s Strategic Management Program 

1. Participants agreed with the following recommendations regarding 
the program: 

a. Its geographical coverage can be limited, for the time 
being, to East Asia. 

b. The intervention, which should have capacity building 
and effective governance as its primary goals, can be 
done through: 

i. the existing ADB lending process, through 
the incorporation of strategic management 
concepts, techniques, and standards in the 
evaluation, implementation, and monitoring of 
ADB-funded projects, 

ii. management education institutions that 
teach strategic management through degree 
programs, short courses, broad-issues retreats 
for CEOs, etc.,
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iii.strategic management courses that can be 
offered to key civil servants (e.g., regional 
directors), and 

iv. intersectoral fora in which representatives 
from private business, government institutions, 
and social enterprises can interact and jointly 
tackle strategic management issues.  

c. The ADB Institute can play a threefold role:  

i. provider of training,  

ii. resource broker, and  

iii. information and research center (through 
the proposed ADB Institute East Asian 
knowledge grid). 

d. The program can have these major components: 

i. leadership,  

ii. strategic inputs, 

iii. strategic processes and tools, 

iv. people and cultures, and 

v. learning, knowledge, and innovation 

e. The portfolio of services to be provided through the 
program can vary from country to country, and from 
institution to institution, depending on what each country 
or institution needs, as determined through a prior audit or 
assessment. 

f. The ADB Institute can encourage and support, as part 
of the program, in-depth research into the best strategic 
management practices of private business firms, public 
institutions, and social enterprises in East Asia. This 
research can be the source of very useful case studies for 
management schools in the region. 

g. In the next 12 months, the Institute can sponsor a 
series of workshops or conferences on strategic 
management issues faced by East Asian institutions. 
These can be organized in the following sequence:
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i. Japan + other Northeast Asian economies 

ii. ASEAN + 

iii. Asia-Pacific + 

Representatives from the United States, Europe, and 
Australia are to be invited to all three workshops or 
conferences.  

2. Participants also suggested that the Institute take into account 
these considerations in planning and implementing the program: 

a. providing electronic multilingual access to the 
program’s information and research center at the Institute; 

b. giving priority of access to training in strategic thinking 
and management to 

i. small and medium enterprises, 

ii. proponents of grass-roots or community-
level projects, and 

iii. government agencies providing vital public 
services. 

c. designing course modules on strategic thinking and 
management using a format and language friendly to 
participants who may have little or no knowledge of the 
discipline; 

d. creating a network of educational institutions that can 
train other schools in strategic management theory and 
practice;  

e. making full use of the possibilities offered by modern 
information technology for disseminating the results of 
research supported by the program; and 

f. enriching the program with relevant ideas, insights, and 
information from the three other current programs of the 
Institute. 

  


