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This note presents an assessment of the potential for building on the pioneering work of the former Institute for Operational Research which was formed in London in 1963 as a joint enterprise of the UK Operational Research Society and the Tavistock Institute of Human Relations.  While IOR ceased to exist in corporeal form in 1985, the work of the wider IOR School has continued to be influential in the UK and an increasing range of other countries.
Momentum in Soft Operational Research    IOR2011legacy.doc



1

1. The origins of the programme in an early initiative of the UK OR Society.
The programme of action research that gave rise to the six strands of innovation in management science outlined in section 3 below has its roots in the UK, within an independent research centre set up in the early 1960’s to expand the scope of OR through stronger links with the social sciences. The Institute for Operational Research was conceived within the then Council of the OR Society, and launched in 1963 as a unit of the independent and charitable Tavistock Institute of Human Relations in London.  
At that time, academic OR was in its infancy.  Since then, the momentum of the work of the “IOR School” has developed primarily outside the academic world, yet with significant contributions from university groups in the UK and overseas.  The extra-academic context of IOR has brought benefits in terms of sustained relevance arising from its dependency on contract research, at increasing cost in terms of gradual dispersal of staff and difficulties in sustaining long-term investment in human capital.   
2. A history of engagement with scientific and professional communities other than OR. 
While the evolution of this programme has always been OR-led, its course has been driven primarily by successive field projects, involving negotiation of relationships with varied organisational hosts, project partners and sponsors. This has brought close engagement with a range of other disciplines and communities of practice.  Among these, social psychologists, political scientists and other social scientists were influential from the start, because of IOR’s Tavistock setting; while urban planners and other public servants such as civil engineers and health professionals played significant roles in several early projects.  The scope for cross-fertilisation has since been further extended through working with people in varied political and professional roles engaged in decision-making in such open fields as community empowerment, international development, social enterprise and environmental action. 
3. Strands of innovation originating within the programme of the IOR School. 
Six interwoven strands of innovation have become recognised as influential as the work programme of the IOR School has evolved over almost five decades.  The reference numbers relate to the bibliography that is presented in section 6.  
a) Problem structuring methods 2,9,17,18,25.  The toolkit of the so-called Strategic Choice Approach is currently the most fully-articulated product of the work of the IOR School, having led to widespread applications and both comprehensive 9 and briefer 17,25 published guides. In the OR world, this largely graphical toolkit to aid communication is usually presented to students through the prism of a broader category of Problem Structuring Methods or soft OR.  Yet in other realms such as that of town planning, it tends to be presented less as a toolkit for intervention in client processes and more in the context of its philosophical link to strand b).  Its distinctive orientation is towards decision-making through time; a strategic response to diverse sources of uncertainty; and a continuing balancing of commitment against flexibility.  

Many consultants have experimented in combining methods from this toolkit with other methods for supporting difficult decisions, both qualitative and quantitative.  The approach introduces tools for supporting four broad modes of decision-making – shaping, designing, comparing and choosing – all embedded in a now widely-adopted practice of facilitating informal planning groups.  An interactive software package – see 5(b) – has demonstrated its value in guiding more intimate planning and learning situations. 
While the current toolkit of SCA is coherent and well-tested, I do not consider its language and extent to be definitive.  Many opportunities can be identified for future researchers to work with users in designing further modifications and extensions, for example to reflect more fully the stances of different parties in decision processes.  
b) Continuity in planning 2,6,9,10,15,19,23. The decision-centred model of planning as strategic choice that was first put forward in the late 1960’s 2 was welcomed by urban planners as a counterweight to the rational comprehensive model that was starting to hold sway at that time.  For example, the influential European planning theorist Faludi 10,20 views the work of the IOR School as second in importance only to that of the Chicago School which pioneered the rational comprehensive model.  
The view of pressure for decisions as the primary driver of any planning process – and of the strategic management of uncertainties relating to those decisions as an important secondary driver – has continued to be influential among planning practitioners 23.  This view underpins the design of strand a) above, while also impinging on strands c), d) and e) discussed below.  It offers a contrasting developmental perspective to the perspective of systems thinking that underlies the design of several other problem structuring methods.  
I can envisage substantial scope for future research to explore the ways in which such complementary approaches can reinforce each other in practice, recognising the various non-systemic or transient forms of complexity which the strategic choice approach is designed to explore 19.
c) Inter-organisational processes 1,3,6,8,13,14,22.  A seminal 1967 paper 1 by John Stringer, who later became Director of IOR, identified the theme of OR for “multi-organisations” as a connecting thread in many of IOR’s early projects.  This theme was followed up further 3 in two successive projects funded between 1968 and 1972 by the newly-established Social Science Research Council.  This project yielded insights into inter-organisational working that were later to be influential in several applied projects commissioned by government departments.  
A subsequent SSRC-funded research programme, the outcomes of which were disseminated via an occasional newsletter 6, developed these ideas further to address the challenges of transition to a new system of local government in Britain 14,22.  
In the course of these projects, conventions were developed for two dimensional mapping of the multi-layered working relationships - both systemic and more transient - among both agencies and individuals engaged in managing complex development programmes.  These conventions have since been further adapted by researchers in academic planning schools. 
Significant scope now exists to extend their scope further by harnessing advances in information technology in order to map organisational relationships using forms of multi-dimensional logic that enable choices to be made among various graphical display formats, as already demonstrated for example in the design of geographical information systems.     

d) The dynamics of policy change 3,4,6,8,15,20,22.  A prospective new dimension in management science, relating to the distinguishing characteristics of policy decisions as opposed to more time-specific choices, started to crystallise from a three-year IOR project in the 1970’s, commissioned by the government department then concerned with the design of policy options in strategic land use planning in England.  
This development recognised the generic nature of policy decisions, which are intended to identify classes of future situations to which a declared policy position should apply.  This generic concept of policy reflects the contrasting origins in ancient Greek of the two terms policy and strategy, relating to civil and military contexts respectively - even though both terms are sometimes now used interchangeably to indicate instruments of intended central influence over other parties.  
Whereas competitive models of strategic management are now widely promoted in the business world, emphasising responses to specific future contingencies, it is arguable that a complementary philosophy of policy dynamics 3,5 can be a more relevant guide to inter-agency relations in governmental contexts. This recognises an endemic tension between top-down forces of policy development and bottom-up forces of policy erosion, leading to situations of policy stress which drive a two-way dynamic of policy change.  It is of course possible to recognise all kinds of intermediate instances between the classical model of strategic management and this alternative model of policy change.  
This strand should provide fruitful ground for further research – for example in contexts where precepts of public/private partnership are now influential.  The overlap between strands c) and d) will offer much scope for inter-disciplinary projects - thus helping to make the reach of operational research scientists more political, and also potentially the reach of political scientists more operational.   
e) Planning as responsible scheming 3,12,19,20,22.  This concept, which may appear paradoxical at first sight, arose in the course of early collaboration between members of the IOR School and political scientists.  It addresses the complexities that face individual professionals and politicians in any field of public service, who find that they are expected to act responsibly in situations that combine dimensions of substantive and political complexity.  
The phrase has been found to attract ready recognition among experienced public managers who have cultivated relevant skills in the course of their careers; skills that may appear to run contrary to conventional guidance on sound organisational management.  The phrase recognises that the nouns “scheme” and “plan” are treated in most dictionaries as interchangeable; yet the activity of “scheming” tends to be viewed as underhand and subversive, while that of “planning” tends to be seen as more formal and rational – and, by some at least, as a noble art.  
This strand of research has led to speculations about the importance of developing a more nuanced view of such ostensibly desirable values as personal integrity and mutual trust, in any situation where conflicts arise between personal, professional and institutional values – thus opening up multiple interfaces of policy stress.  When combined with concepts from strands a) and b), the personal art of responsible scheming and the design of facilitated group planning workshops can be seen as complementary facets of an observable practice of developmental decision support, upon which an emergent body of developmental decision theory can be built 12,14,19,22.  
As a research field, this seems to offer fertile ground for synergy between the perspectives of social psychologists and operational research scientists.  This could have profound implications for the future design of management development programmes, especially for the public and voluntary sectors.

f) Project negotiation and review 16,21,24.  This strand first emerged in 1980/81 from an internal review project by a Tavistock team, the first stage of which was supported by a six-month grant from the Social Science Research Council (now ESRC).  The aim was to review a selection of past project experiences involving collaboration between operational researchers and social scientists, drawing out any broad insights about conditions for success.  In this project, a team of three IOR staff was joined by a visiting Canadian researcher.  
A model was developed for the review of successive negotiated project engagements, each involving interaction of some set of project agents with some other set of project hosts, often with the support of resources supplied by some more or less distinct set of project sponsors.  In most of the set of thirteen past project engagements that were examined, the individuals involved in the agent, host and sometimes also the sponsor roles might have multiple professional, institutional and personal allegiances, often with a significant bearing on the design, management and outcomes of the project.  
Furthermore, many of these differences were found not to be embedded in systemic relationships which outlived the context of any specific engagement.  The theory developed within this strand is less directly linked to the themes of the five preceding strands, having been influenced primarily by the work of an OR scientist, Hylton Boothroyd, on the dynamics of action programmes, and also by contributions from other Tavistock researchers appointed to advise the SSRC project.  
The resulting insights into the subtle relationships between negotiated project engagements and more durable yet still dynamic institutional, disciplinary and personal programmes led ultimately to a paper in a leading social science journal 16. This proposed a structured enquiring framework that could be applied, with adaptations, by any researcher or consultant as a means of learning either from their own past experience or from the experiences of others.  Application of this framework has so far been limited 21, 22.  
Wide scope can be envisaged for developing the framework further, and for embedding it in interactive computer software for use in schools of virtually any academic discipline in which skills of project negotiation may be relevant.     
4. Sources of further information.  The list of publications in section 6 below has been selected as a means of access to further information on the six strands of innovation outlined above.  Fuller bibliographies will be found in the third edition of the core textbook Planning under Pressure 9 and on the website www.stradspan.com, which is periodically updated.  The IOR archive which is held at the University of Warwick’s Modern Records Centre, alongside the archives of several other UK operational research groups, holds over a thousand numbered documents printed between 1963 and 1986, ranging from substantial reports to governmental clients to more ephemeral internal documents.  
Advice can be given to researchers on the selection of the more significant items from this archive, and on access to more recent unpublished papers.  Increasingly, reports of applications of strategic choice methods in diverse contexts and countries are becoming available in electronic formats such as PowerPoint presentations and .pdf files.  Many of these can be accessed freely via the internet.
5. Investments in services and products to support practice and learning.  
a) Learning materials.  After Allen Hickling and I started working independently during the 1980’s, we both continued to make independent investments in the delivery of short courses and the design of supporting training and presentation materials.  These resources were adapted from courses designed and delivered earlier while we were colleagues in IOR.  

A typical short course embodies a multi-stage group exercise based on a realistic planning situation structured so as to evolve, with unexpected twists, between one stage and the next.  Both of us have extended our suites of course materials since, and have also designed new learning formats - focused on facilitation practice in the case of Hickling, and a mutual consulting format in my own case 19, 21.    
b) Interactive software.  Between the late 1980’s and the mid 1990’s, I made a sustained investment in the development and global marketing of an interactive software packagebased on the Strategic Choice Approach, Strategic Adviser (STRAD), employing my younger son as software engineer.  Through a small family business www.stradspan.com, a total of over 250 licences have now been sold in 36 countries.
Since I reached normal retiring age in 1996, I have continued to respond to software enquiries and orders; but my main priority has been a search for a successor enterprise that is strategically placed to exploit the full global potential.   Despite many indications of interest, both in the UK and elsewhere, negotiations over a transfer of rights have so far been protracted and inconclusive.  My experience has been that academic institutions in which interest in the potential has emerged tend not to be geared towards investment in commercial ventures that do not build on research by their own academic staff. 

6. References to selected publications relating to different strands of innovation in the action research programme of the IOR School 
1.  (1967) Stringer J.  Operational Research for “Multi-organizations”.  In Operational Research Quarterly, 18, 105-120
2.  (1969) Friend JK and Jessop WN. Local Government and Strategic Choice: an Operational Research Approach to the Processes of Public Planning.  First edition London: Tavistock Publications.  Reprinted as Social Science paperback 1971.  German translation (abridged) Dusseldorf: Bertelsmann 1973. Second edition with foreword and postscript by JKF as surviving co-author: Oxford: Pergamon 1977
3.  (1974) Friend JK, Power JM and Yewlett CJL.  Public Planning: the Inter-Corporate Dimension. London: Tavistock Publications. Reprinted: London: Routledge 2001 in their International Behavioural and Social Sciences Library. 
4.  (1976) Friend JK. Planners, Policies and Organisational Boundaries: some Recent Developments in Britain. In: Policy and Politics, 5, 23-46.
5.  (1977) Friend JK. The Dynamics of Policy Change. In Long Range Planning, 10, 40-47.
6. (1977-83) Friend JK, Laffin MJ, Norris ME and Ogden WM (eds.) LINKAGE: a newsletter concerned with problems and practice in inter-organisational relations.  Seven issues published in London through the Tavistock Institute of Human Relations.
7. (1979) Friend JK. Planning in a Multi-Organisational Context.  In Town Planning Review, 51, 261-9.
8. (1981) Friend JK, Laffin MJ and Norris ME. Competition in Public Policy: the Structure Plan as Arena.  In Public Administration, 59, 441-62.
9.  (1987) Friend JK and Hickling DA.  Planning under Pressure: the Strategic Choice Approach. Oxford: Pergamon.  Japanese translation Tokyo: Gihodo 1991.  Second edition with additional chapters Oxford: Butterworth-Heinemann 1997.  Spanish translation Caracas: Iveplan  2002.  Third edition with 21 additional invited contributions from users, Oxford: Butterworth-Heinemann/Elsevier, 2004.

10. 	(1987) Faludi A.  A Decision-Centred View of Environmental Planning.  Oxford: Pergamon.  See in particular Chapter 6: The Radical Gentlemen from Coventry, 88-101.  
11.   (1988) Friend JK, Norris ME and Stringer J.  The Institute for Operational Research: an Initiative to Extend the Scope of OR.  in Journal of the Operational Research Society, 39, 705-13.
12.  (1989) Friend JK. Planning as Responsible Scheming in Operational Research and the Social Sciences ed. Jackson MC, Keys P and Cropper SA.  New York: Plenum, 367-72
13.  (1990) Friend JK. Handling Organizational Complexity in Group Decision Support.  In: Tackling Strategic Problems: the Role of Group Decision Support, eds. Eden C and Radford J.  London: Sage, 18-28.
14.  (1993) Friend JK. Searching for Appropriate Theory and Practice in Multi-Organisational Fields.  In Journal of the Operational Research Society, 44, 585-98.
15.  (1997) Friend JK. Connective Planning: from Practice to Theory and Back.  In The Social Engagement of Social Science.  Volume III: the Socio-Ecological Perspective, eds. Trist EL, Emery FE and Murray H. Philadelphia: University of Pennsylvania Press, 439-69
16.  (1998) Friend JK, Bryant DT, Cunningham JB and Luckman J.  Negotiated Project Engagements: Learning from Experience. In Human Relations, 51, 1509-42. 
17.  (2001) Friend JK. The Strategic Choice Approach.  In Rational Analysis for a Problematic World Revisited, ed. Rosenhead JV and Mingers J.  Chichester: Wiley, 115-49.
18.  (2001) Hickling DA. Gambling with Frozen Fire?  In Rational Analysis for a Problematic World Revisited, ed. Rosenhead, JV and Mingers J.  Chichester: Wiley, 151-80.
19. (2001) Friend JK. Engaging with Transient Complexity in Development Projects. In Understanding Complexity. Eds. Ragsdell G and Wilby J. New York: Kluwer/Plenum.  91-102.
20.  (2004)  Mandelbaum SJ (ed.).  A Symposium on the work of John Friend.  Introduction followed by four contributions from Bryson JB; Ackerman F and Eden C; Burns T; Faludi A; Needham, B, with response by Friend JK.  In Planning Theory, 3:3, 199-262.   
21. (2004) Friend JK. Perspectives of Engagement in Community Operational Research.  In Community Operational Research. Eds. Midgley GR and Ochoa-Arias A.  Dordrecht: Kluwer,  175-201.
22.  (2006) Friend JK. Partnership meets Politics: Managing within the Maze.  In International Journal of Public Sector Management, 19: 3, 261-77.
23. (2007) Yewlett CJL.  Strategic choice and regional planning.  In Strategic Planning for Regional Development in the UK.  Eds. Dimitriou H and Thompson R.  London:Routledge.  91-107.
24. (2010) Friend JK. Let a Hundred Flowers Bloom: the Policy/Variety Dilemma.  In OR Insight, 23: 82-95.  Adapted from an unpublished discussion paper originally presented at an international conference at Umeå University, Sweden, in 1985. 
25. (2010) Friend JK. The Strategic Choice Approach.  In Encyclopedia of Operations Research and Management Science. ed. Cochran J.  New York: Wiley.  Published in both on-line and print editions.
