Hamessing Complexity, Idiosyncrasy and Time: A Modeling Methodology for
Corporate Multi-Stakeholder Dacisions

Monika J. Winn, Facully of Business, Universlty of Vicloria
Victoria, British Columnbia, Canada VBW 2Y2
Voice 250-721-8071 Fax 250-721-6067 MiWinn@business.uvic.co

L. Rooin Kelter, Graduate School of Management,
Uriiversity of Califomia, Irvine, California, 926973125, U.S.A
Voice 949-824-5348  Fax 945-624-8469 LRKsller@uci.edu

Spacial thanks ara dus to Sally Fowler for her thoughtful input and to Jacquelins
McArthur for her enthusiestic and tiratess work on this project

This paper describes a modaling methadology for camplex strategic decisions
invelving mulliple stakeholders with multiple and divergent objectives. Tha
mathodology focuses on major strategic dedisions, sxtracts urderlying
objectives, and illuminates stakehwider relations. We apply the modsling
methodology to the fascinating story of Canadian forestry giant MacMiilan
Bloadsl both for itlustration and for thearelical purposes, We hope ta
demonstrate fhat this new methodology can praserve the idiosyncrasy of
individual corporate decision cases, and yet permit comparison between vastly
different decisions to conlribute 1o the empirical base of stakehalder theory.

introduction
Tha Multi-Objective Multi-Stekeholder Dacision Modeling Mathodology described in this
paper is a systematic method to analyze complex decisions involving multiple and
divergent stakeholders to study the "dynamics and effscts of multipla stakeholders’
objectives on comorate decisions’ (Winn & Keller, 1899), In applying the mathod ta
examine mzjor corporats policy shifts, we first extract decision elements from
sscondary dala, then model fundamental objeciives of key staksholders in hisrarchical
form, and lastly validate cur findings with primary data. In this paper, we illustrate the
methad with MacMillan Bloedal's decision to phase cut clear-cut harvesting in Brifish
Coiumbia’s old growth forests. Wa class by examining the implications of cur
preliminary findings for stakehoidar theory.

The Method: Thecretical Foundation, Purpose, Application
Inareasingly, business organizations are held accountable for the impact of their
actions, farcing corparate decision makers to incorporate a growing rangs of often
cenflicting interests of external and intemal stekehclders into their decisions. Even as
stakeholder managsment is bacoming mare commonplace in the language and strategy
of business organizations {Clarkson, 1935}, ard as a growing number of scholars
cantribute theoretically {Jones & Wickes, 1998; Frooman, 1998; MitcheRt, Agla & Wood,
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1997, othars}) and 1o a Iesser degree emplrically (Henriques & Sadorsky, 1938 to the
literature on stakeholder management, we nevestheless face considarabls
methodological hurdles to advancement of the field.

Spedifically, these hurdies are related lo the complexity stemming from muliple partios
parlicipating In large-scals dacisions at the interface between privale and public secior
dacision making. The idiosyncrasy of thase mulli-faceted decisions. the number of
variables leading up to the decision, thelr complexity and tho complexity of anticipated
consaquencas of the dacision taken tagether make it difficult to compare diffarent
decisions systematically, The methedology propoesed hare is a stuctured vasiant of
qualiative case sludy methods. 1t draws on two discipfines of different theoretical and
methodalogical fineage, dacision analysis (von Neumann & Morgenstem, 1947 von
Winterfeldt, 1987; Kesney, 1992), and stakeholdsr management {Freeman, 1984;
Mitchell et at., 1997). To trace the evolution and crystallization of differant stekehelders'
contlicting abjectives and their relationship to the decision made, we inlegrated
qualitative methods (Miles & Huberman, 1994; Yin, 1994) with structurad maodaling
approaches from decision analysis. In Winn and Kefler (1993), we applied ths method
to relrospaclively model the dacision by StariGist to stop fishing for funa whare dolphins
were at risk. The mathodology is now in need of raal-lime application.

The underlying resszrch question is: how are corporale decisions affecied by divergent
stakeholder demands? By making decision structures a) of different stakeheldars, b) at
different points in tims, and ¢} for different decisions accassible io systamatic
comperisch, wa hope to provide the sllsmalive to labaratory experimants and surveys
called for by Frooman (1393), to shifl research on stakeholder dscision making closer
to its actual rich and complex decision context, and thus provide a new methodological
foundation for the testing of theories of multi-staksholder comporate decision making,

Syslematically tracing changes in power, lagitimacy and urgency (Mitchell ot al., 1 987}
of slakshalders over time, for example, opens up opportunities for empirically hased
contributicns to existing thearetical approaches. Strategic decision protiems bes!
suited for our approach have mutiple stakeholders with strong and divergent views,
they are dynamic over time, involve multiple conflicting objectives, and have high
stakes. In en effort to standardize the method, we offer 2n instrumont easily adapted 1o
corparate decision cases involving multiple siakeholders (ses App. 2).

Modeling a Strategic Declsion; An End to Clearcutting
Tha cass of MacMillen Bloedel, Ltd, (MB), 3 forest giant in the embattied Pacific
Northwsst forast industry, involves stakehalders with highly contradiclory otjectives.
Whila industry associations were working hard to improva the forest industry image and
reputation, the industry as a whole faced grave challengss: drastically heightensd
competition from domestic and global markets, an increasingly hostils business
snvirenment due to regulation and labar praclicas, and a decraasing raw malsrial base
and concurrent environmental degradalion. Pressure from environmentalists
interoationally was growing for firms to change the logging practicas their industry is




buiit on. It was in this gerseral climats, that MacMillan Bloede, a finm with a particularly
bad reputation in terms of both financial parformance and envirenmantal record,
announced a major atrategic change: departure from the fraditional practics of
clearcutting, The decision caught industy analysts and opponents alike by surprise.

MacMillan Bioadel Lid, {(MB), established in 1960, was ane of Canada’s largest forest
products companies with inlegrated forest product operations in Canada, the United
Stales and Maxico. Intemal structures and the extemal environment combined in the
last few years to seriously jacpardize the fulure of MB, External anvironmantal
pressures included falling world lumber and pulp prices, stingent reguletions in British
Columbia, excess capacity in ksy marksts, environmenta! pressure and export quotas.
In 1997, MB faced a net loss of $368 million. Under pressurs from the Board of
Directors, ihe company appointed Tom Stephens, known as a tum-around spacialist,
as company president and CEQ, in October 1957. Mr. Stephens immediately initiated a
forest project analysis to review MB's forest practices and an intensive 80-day strategic
raview of the company.

As a rasult, and among other decisions, MB publicly announced on June 107, 1988 its
intention fo phase out clearcut harvesting of old growth forests i British Columbla, and
introduced its new Fores! Management Regime. This was a stralegic and 3 symbolic
turring peint for the forestry giant who spent many years dafending the use of clearcuts
as sound forest management. Greenpeace applauded MB's decision, but warned that
environmanialists do not want any fogging of oid growth. Unionswers skeptical and
worried about safsty risks o workers. MB's planincluded establishing three
Slewardship zones for MB's 1.1 million hectares of public and private land in Brilish
Columbia. Old Growth Zones, Habitat Zones, and Timber Zonas were 1o be managed
for consenvation of old growth forests, wildlife conservation, and commercial legging,
respactively; variable relention of forests was (o increase in accordance with these
management goals (for a glossary of lechaical forestry temms, reler 1o: BC Ministry of
Forasts, www.for.be.gov.ca and MB Homepage: wivw.mbitd.com.}

The Method Described and Wustrated: MacMiiian Blosdel
Throughout the six modeling steps, data are organized, intarpreted and anzlyzed at
succassively highsr level's in the qualifative case research tradition. Steps 1 and2 ars
descriptive, Steps 3 and 4 invelve interpretation of secondary data, and Steps Sand §
require data colleclicn in the fisld and the highest leval of analysis and interpretation.

Step 1. identiiy Critical Events & Stakeholders

First, we prepzred a detailed narrative and interpretation of eritical events from 1924 to
iata 1998 {App.1; for full namative, see Winn & McArthur, 1998}, based on an extansive
data base of news articles, publicly availabls documents, ennual reports, comzany
pross releases, industry analyses, madia covarags, web sites and joumals.

Stakenolders are defined as *any group of individual who can affect or is aflscted by
the achievement of an organization’s purpose” (Freeman, 1884). Preparing a
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comprehensiva list of stakeholders, subsats of heterogeneous groups, and their
respective inlerasts will serve to {a) identify the key stakeholders, and (b) prepare the
researcher for less obvious, but key stakeholders. We identified MB, shareholders,
environmental groups, customers, unions, govemment (federal, provinciat),
competitors, First Nations, employess, management, suppliers, forestry assaciations
and other forest resource users.

Macidillan Bloedel {ths decision maker and primary stakeholder), sharehalders, and
Greenpeace were singled out for closer examination because of their apparent strong
influence in the decision context and because of the apparent divergancs of their
vajues and objectives. Gresnpeata exhibited the greatsst amount of influsnce among
arvironmental graups ranging from global to community tsvels. MB's customers
conistitule a diverse and geographically dispersed group {domestic, U.8,, Japan,
Europe} with different objectives and levels of influence over MB. With demand from
Japan and the LS. down, the European market becomes crucial to MB at the time of
the decision.

Step 2; Complle Data Base

Tha nex! slep is 1o verily decision dates, flesh out the list of Key evants and coltect data
that identify decision altsrmatives, stakeholder objectives, possibte probabilistic events
and the alternative aclually chosen. Critical events include the growing influence of the
boycoll called far by Greenpeace on British Columbia forest products and the coliapse
of tha Japanese markat, Tha combined effect pushed MB to be mote responsive than
svear lo (he green demands of European buyars,

Bassd on secondary datz, we identified these dedision afternatives for MB: 1} maintain
the status quo and continue with the controversial practice of clearcutting old growin; 2)
phase out clearcuts in old growth based on stewardship zones; and 3) caase the
practica of cutting old growth forest in British Columbia. A list of slakeholder objectives
was ajso derived from secondary data fo be modeled inlo objective hisrarchies in Step
4. Fossible evants far MB included increasing interference from environmentalist
interest groups such as Greenpeacs, growing consumer boycolts, being shut out of the
Eurogoan marsket by competiters, and a fusther warsening finarcial position,

Step 3: Mode! Decision Frame Timeline

In this {hird step, key poinis in time that affect major changes in the opticns avaitabie or
thanging influence ars identified from the longer natrative of events. This step guidas
the decision of whal points in time and what numbsr of objeclives Kerarchies o model.
For this case, we idenlified two poinls in time, namely when a new CEO was eppainted
{Fall 1937) and when the decision lo fundamsntaliy change pelicy and phase oul
tlearculs was publicly announcad (Spring 1598, sea Table 1}, Focusing on changas
over ime, we then modeled twa objectives hisrarchies for ane stakeholder. The spacific
Iheorstical purpass of the study, with cantinually deepening understanding of the data,
will guide the madeler's choices. An expanded study could compare MB's objectives
hierarchies with those of othar key stakeholders, e.g. Greenpeace and sharsholders.




Step 4: Moda? Objectives Hierarchies

Modsling objectives hierarchies is an iferative process through the staps, Objectives
hierarchies are a modsling {ool for sorting objectives and organizing them Into related
catagories, arranged in 8 hierarchical tres structure ; they aisc llustrate the complexity
of decision making when there ars multiple objectives and multiple slakehclders. A
detailed description of indlvidual abjactives and their interrelationship needs to
accompany sach objeciives hierarchy. For illustration, wa descrbe an parl of MB's
objsctives hierarchy.

Objactives Hierarchy of MacMillan Bloedel. (Tabla 1). The analysls of our
extansive data base led us to conclude that MB's overarching goal was to initiate
changas ta regain strategic choices and redevelop room te mava and operate, with the
ultimate goal to ragain financial success. We isolated the sub-objectives ¢f regaining
profitabilily, changing the corporate image, and improving relations with stakehalders.
Associated with each sub-objective are further secondary and tertiary objectives.

Regaining Profitakilily. Secondary objectives are to minimize costs, maximize
revenues and focus on key businesses. Winimizing costs is again mads up of three
subdivisions, namely minimizing regulatory intervention, minimizing the cost of
operalions and raducing its debt burden. First, minimizing requiztory infervention
involves govemment lobLying to minimize regulatory intervention in the form of the
Brilish Calumbia tenura system and the Canada/United States Softwood Lumber
Agreement as discussed in the narrativa ef events. Reforms to ragulation would
substantially alleviate MB's high costs of operating in British Columbla. To minimize
regulatory intervantion minimizes constraints on managerial discretion in general,
thereby reducing costs associated with the intemal administration of regulalion. Sscord
and third are to minimize costs of operetions snd to reduce debt {detailed description
omitted hera).

Corporate Image. MiacMitlan Bloadel's secand major sub-objective, 1o change its
image, includes improving its foresty praclicas, seeking Forest Stewardship Councit
cerlification, avoiding nsgative press, gairing a reputation as a good corporate titizen,
distancing itself from the negative raputation of the British Columbis forest industry and
capturing reputational first mover advantages. The narrative of events provides several
examples to support ths evidence of thesa sub-objectives. For exampls, MB withdrew
from the Forest Alliancs of Brifish Columbia and is the first major forast company in
British Columbia o phase oul clearcuts of old growth forests.

Stakehelder Relations. MB's third major sub-abjective is to improve iis relztions
with its stakehzldsrs {see 30 Day Strategic Review, App.1). Faremost are
emvironmantal intarest groups, such as Greenpeace. Secondary objectives includs
avoiding boycolts of the company's timber products, minimizing negativa impact on its
opsraticns due ta envirormenlalist protests, minimizing negative impact onits
reputaticn, and minimizing its impact on the forest ecosystem. Graenpaacs has waged
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a European campaign caliing for tha international boycoit of British Columbia forast
products. To minimize further restrictions to the European market raquires M8 to work
wilh groups such a3 Greenpeacs. Sharsholders are the sscond major stakeholder
targeted for improvad relations. Radical changes, such as divesting the paper
production business, show the company’s willingness 1o improve #s financisl
performance and incraass shareholders' refurns.

Step 5: Valldate Dacislon Frame Timelina and Objective Hierarchiss
Secondary.dala servad lo complste steps 1 to 4 in praparation for the primary data
coliection through interviews. Hers, objeciives hierarchies, critical events, and decision
sltematives are systomatically validated in semi-siructured interviews with individuals
who wara involved in, or close to, the decision. The questions in the generic instrument
for use in semi-shruciured intarviews (App.2) is easily adapted far any mulli-objective
multi-stakeholder corporate decision under study.

Step 6: Examine Decision Outcome

The fast step in ths methadology uses both secondary and primary data to examine
how decision altematives available at the time of the dacision scars on individual
objectives expressad in the hizcarchies. This step unveils intarnal incensistancy, which
may be a rasult of the modeling or of factors inherent to organizational decision
making. Carefu, iterative analysis is needed to reveal which it is. Here, docision
alternatives were to mainiain the status quo, phase out clesrcutting, or phasa oul
cutting old growth forest, We found validation that the three aRernatives we culled from
secondary data had been considered internally; since we are stift in the stage of
primary data collection, however, we have not yet comglsted this step,

Preliminary Findings & Implications for Theory
A formal discussion of findings would proceed along formal campariscns of hisrarchies
that trace changes over time for one slakeholder, that compars different stakehoiders,
or both. Allemnatively, cne might compare ctjsctives hisrarchies across difierent
dacision casss 1o exarrina lhe methodology’s polential for mata-aralysis for theary
tasting. Given thal we hava nal yot completed all the scheduled interviews, we will
demanstrate fhe potential of the method for further theory building and examine
preliminary findings from our modeling approach vis-a-vis the conceptual system for
classification of stakehelders prapossd by Milchel ef af (1995). Simitary, smpirical
findings can further illuminate other conceplual developments in stakeholder theory,
many of which ware presanied al the IABS Mesting in Paris.

Many of the changes at MacMillan Bloedef would not have taken place withoul sirong
internal champions and value leaders. It beccmes evident from this and other sludies
that personal and fundamental values of various stakeholders need 1o ba granted 2
conceptually separate existance irom the broader and collective concep: of legitimacy,
to fruitiully advance underslanding of ooth. Changes in stakehoider safienca are easily
traced with our methadology. Two examples of such changes at MB are: initially, the
appointment of CEQ Tom Stephens indicaled that MB was responding to its




sharsholders objactives. Laler, follawing the results of the strategic review, MB mads
strategic changes in pricritizing its stakeholders. The move to phase oul clearcuts of
old growth in British Columbia in favor of & system of variable refention appears to be
in response o a web of stakeholders calling for more environmentally sustainable
forest pradtices.

Legitimacy

According to Suchman, *legitimacy is a generalized perception or assumption that the
actions of an entity are desirable, proper, or appropriats within some socially
censtructed system of norms, values, baliefs, and definitions” (Suchman, 1985 574).
For MB, being perceived as a company whose stratagy and operations make sense,
and aiming o become the "mos! raspected fores! company” is a clear indicalor of
rebuilding legitimacy, elong with easier access lo resources {revanus from cusicmers;
capital from sharsholders; greater discretion from governmental regulators;
credibilityftrust from environmentatists worid-wide), This case demonstrates that the
definition of the publie,” so critical o the toncept of legkimacy, is becoming global.
Adding "the public® as another impartant dimension of gicbalization paints to 2 specific
instance of globalizing the secial canstiuction of reality,

We discovered initial eviderxe that preceding the decision thers was a growing split
between infarnally perceived legifimacy which had provided immunization ta change
{i.e., *wa are doing things the bes! way possible”} and external legilimacy, which was
granted {or withheid) by relevant publics. This further highlights the need for more work
in defining the legitimacy-granfing public or multiple publics, as well as the need fo
more closely examine which publics becoms relevant under what circumstarices,

i we 2pply the lessons of MB more broadly, the advancement of sustainabls practices
appears caughl in a war of two legitimacies ~ the market perspactive and the
enviroxmental conservation perspective. Tha search for susteinable solutions appears
12 face the fall-out from that war. Joining the two perspectives runs inlo the wall of
inherent contradictions of urderlying paradigms. In fact, eadfier work has pointed thess
out, perhaps only to cement them into serious roadblocks; examples ate: conservation
vs. ecanamic optimization; leaving ecosystems be vs. interfering; precautionary
principla va. risk faking; opporiunity sasking vs. threat avoiding. If it the search for
sustainable business practices is to move forward, it will nesd a naw paradigm
altagether. This study indicates that a new sustainability legilimacy can be founded on
rejecting the concept of a war of lagitimacies, on rejecting the assumption that these
objectives are mutually exclusive, and on ambracing the potential of the resulting
tensions for stimulating innovation.

Power

A systamalic axamination of changes in objeclives permits analyses of changes of
power relationships, and the sources of such changes. The case makes clear that the
growing power of the environmentalist groups did not oceur inisolation, but rather in a
web of anabling conditions. In 2 time of grawing dependency on the European market
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and declining U.S. and Japanese markets, the green veices of a generally greener
continent were heard loudly by many, amplifiad by palitical actions like boycolts. These
intum amplified the voice of the censumer to the paint that large retailers mada
sustainable farest products a policy. Whether this influence will be channeied into long-
term changes in firm operations remains o be seen. Changes in the organizational field
(as MB's compstitors follow) may well solidify the image, strenginening the commitment
to foffow through. The momentum initiated by MB was nothing short of bold. It may well
carry the company into the {ul] realizalion of its policy

Urgency

W found ample evidance for the key role the ebb and flow of urgency played in
meking ihe decision. The mathod shows how changes in urgency inlerrelate with
changes in objsctives, legitimacy and power, For example, redefining iiself as the new
leadsr of progressive forest management, MB is establishing & mors ¢redible *pattem
of bahaviors™ {Suchman, 1985), granting the company a reprieve from externgl
pressures (so less power is exerled against it), greater discretion for individual aclions,
aswell as requced urpency. Searching for a new (jts own and the Industry’s) legitimacy,
M8 is glso aelively shaping and re-constructing parspectives on how to do business in
the forest industry in this part of the world.

Implications for the Method
A gractical limitation of the method is its refiance on aceess to top management. The
alraady chronic shortage of axecutive lime is only amplified during the arganizational
turmoil typically associaled with major policy changes. On the other hand, secandary
dala tend to ke in emple supply in high profile corporale dacisions, providing the
researchar with a wids range of perspeciives.

Conclusion
The apglication of our method to other cases, new of existing, will further test its
applicability for modeling organizational decisions involving divergent stakeholders.
The benefits of construcling objectives hierarchies include comparing and highlighting
potentially contentious areas and clarifying the extent of agreement and disagresment
betwsan conflicting positions. Interactions and influence between objectivas and
hisrarchies can be ssen as ather stakehclder values ara incarporated into the dacision
maker's own objectives hiararchy, an axample of not only changing salience, bu!
changing objactives. Future work wili ook at objectives hierarchies across Industries,
and the inlerplay of stakeholder influencas outside and inside the industry. While
ralgvant for any turbulent organizational context invoiving mulliple stakeholders, the
method is particularly applicable for organizalions and industries searching for means
lo attain sustainable business practices. Fundamantal financiat and sspecially shart.
term objactives often are irs conffict with such goals, or are percejved to be in conflict.
Tre study of successful and of unsuccessful efforts fo incorporale such longer-term
perspactives into business praclice promises helpful insights.
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Appendix 1: Timefine of Crifical Events for MacMitlan Bicede] 1995-98
1935
¢ Incressing Forest Regulation in British Columbia
1338
o U.S.-Canada Soitwoad Lumber Agreement {fimils Canadian timber axports {0 U.S.)
a Annual Allowabls Cut Decreases in 8C {overcapacity leads lo shut-downs)
o North American Paper Prices Fall Steeply

1997

u Decrsased Demand For Forest Products From Japanesa Markel

o First quanter nat loss of $10 million (MB Press Relesse, Apr. 21, 1887

o NuuChzhNulth and M8 to form a JV cempany to menage Clayoquot Sound
B Appointment of New Chief Executive Officer, Tom Stephens {Sept. 1997)

o Starl of 90 Day Strategic Review

a MacMilian Bloeds! Meets with Leading Enviranmentat Groups
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a Third quarter loss of $2 million (5" losing gtr., poar foreign matkets, high op, costs)

o British Retail Chain Will No Longer Purchase British Columbia Forest Products
{82Q, a British "do-il-yoursell” company, swilches (o Scandinavian pine {and
commils {o buy exclusively from Farest Stewardship Council (FSC) certified
companies by 1999)

@ Stephens commissions the Forest Project Analysis {comprehensive review of
MB's forest palicy to improve: 1) employse safety, 2) MB's reputation, and 3)
market accass and earnings through new solutions of forastry practicas (MB
Statement of Intent, viwa.mbitd.comAoresiprojectfintent tm; Sept. 1998)

o Heavy crifique on Staphans for desolata state of MacMillan Bloadst

1998
@ Results of 90 day Strategic Review {January); Problem highlights:
< High costs {cost of providing fiber to mils; toa many management layars;
limitad capacity to change) & lack of focus {leo many businessas}
Praposed Stralegy: ’
= Aggressively cut casts (downsize by 15%)
* Focus on kay businesses {solid wood); discontinue paper & MDF
= Build a new relalionship between MB, MB's employees, the gavernment,
spacial inlerest groups and communities (MB Annual Report 1997),
1897 Results Disclosed (total nst loss of $368 millian)
Stephens Looks to Purchase Sofid Wood Operations on 8C's West Coast
More Eurapean Buyers Will Only Buy FSC Certified Timber Produets
MacMillan Blosda! to Ssll Paper Division
First Quarter Nat Earnings of §16 million announced {starting tumaround)
Forest Project Analysis Recammendations Accapted by Board of Directors
{MB Statement of Intent, wyw.mbltd.comffarestproject/intent.him)
1} To increase censervalion of old growth forest
2) To replace dearcutling with 2 system of stewardship zones and
variable retention harvesting and sifvicutture syslems
3) To achieve 1) & 2) in ways that permit foresl certification under any of
three privale systems currenty emerging (CSA, 15014401, FSC)
@ MB Announces Plan To Phase Qut Clearculs & Infreduce New Forast Mgmt.
Regims
a gmmzzmn Blosdel Withdraws From Forest Alliance ¢ Brifish Columbia

OO OOD




Appandix 2; Generic Interview Questionnalre

in general, what stakeholders do you consider as important te your firm? Wha are

thoy and how important ars they?

2, What ara tha primary objectives of your company {oday?

Are thera primary objeclivas of your main slakeholders that are in canfict with the

objectives of the company today? {How did you derive your stakeholders'

objedtives? What type of communicalion do you have with differsnt groups?)

1f you think back to before fthe decision fo do x”, what wera the objactives of your

company 3 that point in time?

i you think back o before ecision to do X% what were the key pressures from

slakeholders at that point in tims?

What specifically led to the dacision to do "x"? What were the internal and the

extemnal pressures? Did you consider your stakeholders’ objectives?

What were the aitamatives to this decision? [maintain status quolde “Xido "y")

‘Wny was he decisian to do X’ chosen?

How sffective do you think the decision will be in meeting your kay objectives?
Specific Question: To achieve FSC certification, MB will be unable to log old
growth, Yel in the recently announced resulls of the Forest Project Analysis it
will continue 10 log old grewth under the variable retention system. Can
MacMillan Bloedel achieve FSC certification in light of old-growth logging? How
does MacMillan Blosdel intend to achiove FSC cedification?

10.Who was involved? Who actually msde tha decision? Who brought up the idea in
the first place? Who championed the decision? What kind of resistance was
there? From whom?

11.How has the decision affectad your company’s relation to important stekeholders?

12.What new concems do you expect the decision 1o infroduce? How will ditferent
stakeholdars likely respond to these?

Specific Question. What is the reaction from unions likely lo ba, and how doss
MB intend to deal with them?

13.How has the decislon affected your company's relation ta cther industy members?

14.What are the key pressurss from the most important stakeholders today?

15.How did the imporiance of these stakeholdars change sincs the dacision to do “x™?

16.What length of term do you place on your decision fo do *x" (shod-term, long-term
or permanent change in direstion)? Is 1op management committed to foflow
through?

17.What are the key issues you have to deal with now? Over the last 34 years? Are
thera other key issues that can affect the cutcome of this dacision?

Specific Quasticr. Whatis the projected impact of treaty setifements in BC on

your company's current operations? What are current sirategies lo integrate

First Nations into operations in light of anticipated Yreaty saftlements?
18.Which ana of these issues has bean mos! important for your company?

19, Where did the pressures come from o deal with this issus {intemal and external)?
Were there any poliical siruggles arcund this issug?

20.What othes important issues did not make it on the corporate agenda? Should thess
issues have bsen dealt with? :
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Table §: Objectives Hierarchy of MacMillan Bioodel, Spring 1998

Overarching Objectives:
GENERATE STRATEGIC OPTIONS f INNOVATIVE SOLUTIONS
TO REGAIN FINANCIAL SUCCESS

Specific Obeciives:

MB1. Regain Profilability

MB1.1. Minimize Cost

MB1.1.1. Minimize Regulalory Intervention

MB1.1.1.1. Minimize Regulation-Induced Cost increases

MB1.1.1.2. Minimize Constraints on Managerial Discrelion

MB1.1.1.3. Minimize impac! of Restrictive Trzde Barriars

MB1.1.2. Minimize Cos! of Operelions

MB1.1.2.1. Develop Efficient Harvesting Praclices

MB1.4.2.2. Improvs Union Relations

MB1.1.2.3. Avoid Work Stoppages Due to Environmental Protests

MB1.1.3. Reduce Debt Burden

#B1.2. Maximize Ravenue

MB1.2.1. Reduce Reliance on Any One Bsographic Market

MB1.2.2 Maxdimize Productivity

MB1,2.3. Avoid Boycotis of Timber Products / Regain “Sociaf License”

#AB1.3. Focus on Key Businesses

MB2. Changs Corporate Image

MB2.1. Improve Forestry Practices

MB2.2. Seek Forast Slewardship Council Certificaion

MB2.3. Avoid Negalive Press

MB2.4. Gain Reputation as Gocd Corporate Citizen

MB2.5. Maximizs Dislance from Reputation of BC Forest Industry

MB2.5. Cagture Reputationel Firs: Mover Advantages

MBJ. Improve Siakeholder Relztions

MB3.1. Improve Relations with Environmental Interest Groups

RB3.1.4. Minimize Neagative Envircnmentalist Impact on Reputation

MB3.1.1.1. Avcid Boycolts of Timber Products

MB3.1.1.2. Minimize Impact on Forest Ecosysiem

#MB3.1.1.3. Improve Forest Practices toward Sustainability

MB3.1.1.4. Maintain Wildlife Habitat

MB3.2. Improve Relations with Sharshelders

MB3.2.1. Show Immadiate Action to Improve Financial Situation

MB3.3. Improve Relations with Unions/Emplovees
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