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Abstract 
 

Strategic planning and decision-making require that a strategic plan and an action 
plan be established, while the establishment of an innovation strategy plays a major role in 
an enterprise’s continued operation over the longer term. In this study we will use the 
value-focused thinking model and will combine the random-word method, SWOT analysis, 
the TOWS matrix and AHP analysis to examine the establishment of creativity and 
incorporate the enterprise’s plan to establish an innovation strategy. The value-focused 
thinking model includes having clear definitions regarding the enterprise’s objectives and 
structure, and using these objectives to guide and integrate the decision-making involved in 
the enterprise’s action plan. This model can enable us to more clearly understand the 
factors that influence the enterprise’s objective decisions and that stimulate the thinking 
and communications of its strategic planning personnel. Finally, by using credit 
departments of farmers’ associations (CDFAs) as an example, we hope that through the 
establishment of this innovation strategy model, the operating performance of these CDFAs 
can be enhanced 
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I.  Introduction 
Innovation is the driving force behind an enterprise’s continued survival and ongoing growth. Faced 
with the global competition of the 21st century, an enterprise must continue to innovate, create 
competitive advantage and maintain its competitiveness so that, with so many competitors, its real 
talent can be made plain for all to see. However, innovation is not merely a nice term; it is necessary 
for the enterprise to formulate and implement an innovation strategy, and behave in such a way as to 
induce and encourage its employees to achieve its innovation objectives and enhance the firm’s 
competitiveness. 

With the arrival of the era of the knowledge economy, the so-called knowledge economy 
involves taking the knowledge accumulated in the past and using innovative thinking to apply that 
knowledge to economic activities in order to enhance social and economic development and growth. 
For this reason, regardless of whether new products are provided, new production methods are 
adopted, new markets are opened, new raw materials are applied, or new industrial organizations are 
formed, all of these developments may be viewed as types of innovation. As the economic activities of 
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enterprises involve the application of such types of innovation, the benefits accruing from such 
innovation are far more in abundance than those that were derived beforehand. Thus, the enterprise is 
willing to repeatedly direct resources towards engaging in innovative activities, and thereby generate 
even more wealth. 

In today’s knowledge economy, those key drivers that in the past relied on traditional 
production factors and investment activities to increase competitiveness have gradually become unable 
to meet the needs of the current stage of innovative research in industry. The key factors of success in 
terms of the operations of enterprises have also slowly been transformed from the markets and 
products of tangible assets to intangible assets as exemplified by the core competence and knowledge 
resources that enterprises possess. These intangible assets are the intellectual capital that belongs to 
these enterprises. For this reason, if an enterprise is to safeguard its competitive advantage, it must 
make full use of innovation and creativity in order to create value, and provide itself with the 
intellectual capital and competitiveness that it needs. 

Along with the transformation taking place in the political and economic structures both in 
Taiwan and elsewhere as well as the changes in social and cultural values, the CDFAs are being forced 
to adopt strategic reforms and to pay careful attention to organizational performance, in order to 
achieve their objectives of survival in the short term and ongoing development over the longer term. In 
order to respond to these changes taking place in society, the CDFAs are making organizational 
performance their guiding principle. For this reason, when conducting research on the CDFAs, it is 
necessary to start from the perspective of management and from the viewpoint of strategic planning 
before studying the organizational reforms taking place in the CDFAs in Taiwan (Liu, 2006). 

As part of the strategic planning process, it is necessary to formulate strategic plans and to act 
upon those plans. From the relevant literature, it can be found that emphasis has been placed on the 
importance of acknowledging problems (Smith, 1988), on the enterprise’s goals and objectives (Tregoe 
& Zimmerman, 1981), on the internal environment and external environment (Ansoff, 1965), on 
uncertainty in the future (Godet, 1987), on the resources that the enterprise itself has (Wernerfelt, 1984; 
Peteraf, 1993) and on core competitiveness and future comparative advantage (Hamel & Prahalad, 
1994). Besides formal planning, Mintzberg (1978) still recommends that an enterprise incorporate an 
emergency strategy, if the strategic planning is to be complete. For this reason, within the process of 
overall strategic planning, having a sufficient understanding of the overall enterprise and the mutual 
influence of related factors has an important part to play in the success of the enterprise’s operations. 

The strategic planning process includes considering, deciding and implementing strategies 
(Ahola, 1995). This process is not only sequential and based on a hierarchical system, but it is also one 
in which all of the enterprise’s employees can participate. An enterprise’s strategic plan generally 
refers to the integration of the strategies of corporations, strategic business units (SBU) and 
departments within such organizations, and corporate strategy is mostly concerned with handling 
resource allocation (Naylor, et al., 1983). For instance, the corporation’s strategy may be a stabilization 
strategy, a growth strategy or a retrenchment strategy (Wheelen & Hunger, 1995), whereas that of an 
SBU may be a low-cost or a product differentiation strategy (Porter, 1980). Moreover, a departmental 
strategy may seek to achieve the objectives laid out in an action plan (Wheelen & Hunger, 1995). 

The ability to create is extremely important in a competitive business environment, and 
innovation is a principal source of an enterprise’s ability to maintain a competitive advantage 
(Schoemaker, 1990). Since markets are dynamic, firms must be constantly innovating if they are going 
to continue to operate far into the future. If there is a strategic innovation model that is able to 
systematically examine the most important factors, such as objectives, the internal and external 
environment and induced creativity, so that the information thus obtained can provide the strategic 
planning task force with relevant policy measures, the organization will be assisted in enhancing its 
productivity. There are some approaches regarding the formulation of strategic plans that can serve as 
valuable reference (Gundy, 1981). For example, Proctor (1992; 1995) combined situational analysis 
(Weihrich, 1982) with the random-word method (DeBono, 1971). Keeney (1992; 1994; 1996; 1999) 
referred to the value-focused thinking model, in which the firm’s objectives are the focal point, and 
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which involves the construction of strategic plan in order to achieve these objectives. However, the 
approach that Proctor proposed has a shortcoming in that it lacks a mutual relationship with the 
enterprise’s objectives, and the value-focused thinking model to which Keeney refers also lacks a 
mutual relationship with the environmental factors. For this reason, effectively finding some uncertain 
environmental factors is of some help in the strategic planning process (Godet, 1987). 

Based on the above reasoning, the objective of this study is to build an innovation strategy 
model that will involve the collection of appropriate information to enable the innovation model to be 
constructed. We will then integrate the different types of innovation and incorporate them in the 
decision (action) plan. This model does not make choices based on existing plans, but involves making 
choices based on the establishment of new plans. Finally, the model developed in this study is applied 
to the CDFAs. It is hoped that, through the construction of this model, the CDFAs can become more 
competitive. 
 
 
II.  Literature Review 
Traditionally, when an enterprise, organization or even an individual in the past was confronted with a 
problem, consideration would always be given as to how to resolve the problem, and complete the 
assigned task. Various plans would be drawn up to resolve these problems. However, what is the 
highest objective behind these so-called plans for resolving such problems? It would appear that it is 
only to resolve the problem being faced, for the process generated by the plan is still that kind 
involving passively reacting to the problem encountered. Moreover, because the plan for finding a 
solution to the problem has its self-imposed constraints, we also have the so-called alternative focused 
thinking (AFT). 

When a firm faces problems related to policy, how can it take the initiative to find what is 
really the loftiest and most ideal objective? Keeney (1992) proposes a value-focused thinking (VFT) 
model, which is one in which the firm’s objectives are at the center, and that involves the construction 
of a strategic plan in order to achieve the objectives. Because this thinking model is all the more able to 
reflect the enterprise’s objectives and values, it has gradually been accepted by studies appearing in the 
overseas literature (Dhillon &. Gholamreza, 2006; Johnson, 2005; Moore, 2005; Sundgren, 2005; 
Badami, 2004; Merrick & Garcia, 2004; Wynsberghe, et al., 2003; Chambal, et al., 2003; Parnell, et 
al., 2002; Bordley, 2001; Yoo, et al., 2001; Kajanus, 2000; Leon, 1999; Keeney, 1999, 1996, 1994, 
1992; McDaniels, 1999; Parnell, 1998; McDaniels, 1994; Schuyler, 1993). In Taiwan, studies on 
value-focused thinking models are extremely few in number, with most research papers focusing on 
the field of marketing, such as Min (2000), Tsai (2002), Hong (2004), Yu (2004), and Huang (2004). 
Only Tung (2000) discussed the strategy domain. Overall, local and foreign studies can be broadly 
divided into two categories, the first being theoretical, most having been referred to by Keeney, and the 
second applied, all of which apply the value-focused thinking model referred to by Keeney to various 
industries. However, the biggest difference between the present study and those others mentioned 
above is that our study integrates theory and application and combines many scientific methods to 
construct an innovation strategic plan. For this reason, apart from using the value-focused thinking 
model with the firm’s objectives at its core, this study also combines the means-end method, SWOT 
analysis, the TOWS matrix, the random-word method (RWM) and the analytic hierarchy process 
(AHP) to project the advancement, analysis and selection of the innovation strategy, and thereby 
completing the process of constructing and applying the innovation strategy model. 
 
 
III.  Methodology 
The framework of the innovation strategy model that we construct is as shown in Figure 1. First, we 
confirm the contents of the decision including the scope of the plan and the appropriateness of the 
objectives. Secondly, we analyze the objectives, adopting the means-end method (Keeney, 1992; 1999; 
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Gregory & Keeney, 1994). Subsequently, we analyze the internal and external environments, using 
SWOT analysis (Godet, 1987; Wernerfelt, 1984; Amit and Schoemaker, 1993; Hamel & Prahalad, 
1994; Georgantzas & Acar, 1995) and the TOWS matrix (Weihrich, 1982). Then, in order to confirm 
the opportunities and creativity, we use the random-word method (DeBono, 1971). After that, in order 
to evaluate the innovation strategy, we adopt the AHP approach (Saaty, 1980). Finally, we produce the 
strategic plan. 
 

Figure 1: Structure of the Innovation Strategy Model 
 

 
 
 
IV.  Result 
Strategy process 

The managers recognized that changes would have to be made in the CDFAs's strategies due changes 
in the CDFAs's operating environment. The managers asked consultants to help them in their strategy 
process. A group of four persons, two managers and two experts, was formed to undertake the planning 
process. One of the experts was responsible for the whole planning process (the moderator). The other 
took part in the analysis of the external and internal environments, conducting the idea-creation session 
and in formulating the final decision alternatives. The moderator was an expert in strategy processes 
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and in agriculture, while the other's field of specialisation was agriculture fiance. The process were 
carried out during three months in the late spring of 2006. 
Define the decision context 

The decision context was defined in the course of a one-hour meeting with the managers and the 
moderator. The main goal for the planning process was defined to be that of identifying and clarifying 
the alternative directions for the CDFAs. 
 
The objective analysis 

The moderator interviewed both the managers separately and the interviews took between one and two 
hours. The general format of the discussions followed that prescribed for value-focused thinking 
sessions (Keeney, 1992; 1999; Gregory and Keeney, 1994). At the beginning of the discussion session, 
each manager was asked to discuss any objectives, hopes, aspirations, desires or plans they may have 
for the enterprise. As the discussants spoke, outlining their visions for the enterprise, the moderator 
made three lists: one for every statement that indicates an objective, one of issues that should be 
addressed, and one of opportunities that should be taken. Both managers could easily outline his vision 
for the enterprise in some minutes. Once the discussant's initial thoughts had been noted down, the 
moderator began to guide the discussion into areas that have been lightly covered, in order to cover an 
overall logical structure of possible categories of objectives. In order to clarify each objective and 
understand it better, the moderator could ask: “Why is this objective important?” If the response was 
that it would contribute to achieving another objective not on the list, it was then be added to the list. 
Often, this process led to long chains. This process of logically connecting objectives through means-
ends relationships also helped significantly in structuring objectives. By asking questions such as: 
“What exactly do you mean by this objective?” the moderator aimed to gain more clarity to arrive at 
the exact meanings of objectives and to develop a complete set of objectives. 

After each discussion, the participants received a written list of the objectives they have 
articulated and a preliminary means-ends objective network relating all of the objectives. The 
participants were then encouraged to make any additions or modifications. In addition to providing this 
feedback opportunity, it was important to indicate that the participant has been listened to and that his 
thoughts are useful and important. 

Following the discussions and feedback, the moderator combined both the participants' 
objectives and organized them into a single means-ends objectives network. The ends objectives 
formed the strategic objectives (fundamental objectives), and the means objectives were the means to 
achieving them. Each objective was marked by a letter indicating the person, who stated the objective, 
and by a number showing the place of the objective on that person's list. This allowed the participants 
to see where their concerns fit in and that they are included. The results were discussed and finalized in 
another meeting taking two hours. 
 
Analysis of external and internal environments 

The environmental analysis was carried out in two meetings. The scenarios were constructed and 
resources analyzed in the first meeting. The portfolios were simulated and the TOWS matrix was 
constructed during the second meeting. The first meeting took one and a half days and the other half a 
day. 
 
Scenarios 

The possible future scenarios were constructed based on the social, political, technological and 
economical factors in the enterprise's environment, which does not directly touch on the short-term 
activities of the organization, but can influence long-term decisions. 
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Resources and capabilities 

Internal analysis was carried out by applying the resource-based view (Wernerfelt, 1984). A resource 
means anything that can be thought of as being strength or weakness of an enterprise (Amit and 
Schoemaker, 1993). Resources and capabilities were analyzed in order to identify distinctive 
competencies and ways to utilize those competencies in gaining competitive advantages (Hamel and 
Prahalad, 1994). 
 
TOWS matrix 

Critical factors in the enterprise's external and internal environment in the future were defined. These 
factors were referred to as strategic factors and are summarized within a SWOT analysis, an acronym 
for strengths, weaknesses, opportunities and threats. The TOWS matrix (Weihrich, 1982) was 
constructed based on that Wheelen and Hunger (1995). The results were used in matching an 
enterprise's resources and capabilities with the market opportunities (Peteraf, 1993). 
 
Creating ideas 

Before the idea-creation session, the information was subjected to preparation work. Because both 
chief executive officer (CEO) were unfamiliar with business planning, the generic strategy alternatives 
(GSA) appropriate to the enterprise were defined using the experts' assessment. 

When simulating the strategy suggestions, the combinations of corporate, competitive and 
functional strategies for CDFAs were taken from the set of GSAs for each alternative portfolio. The 
idea-creation session was carried out in a one-day meeting as follows. The ideas were created based on 
the objectives, the TOWS matrix and the simulated strategy suggestions, in three separate steps. The 
random-word method was used for each specific factor at each step. DeBono (1971) suggested the use 
of random-word stimulation as a method for introducing provocation into the thinking process. The 
method involved using a noun drawn at random from a dictionary. The fundamental point in the 
method is that the choice of material is not dictated by relevance. Instead, the relevance becomes 
established after the material has been chosen. Once found, the random word was held in the same 
attention envelope as the problem situation, i.e. factor(s) for which ideas were being generated. After a 
while, some sort of association developed between the two. The association might be direct or indirect. 
For example, the random word might lead to another word that was relevant to the factor. In order to 
generate the association, one paid attention to the random word and developed it in all possible 
directions. At each point, one referred back to the factor to see what relevance this new development 
could have. Three to five minutes at maximum were spent trying to make sense of a random word. 

In the fourth step, the objectives, the environmental factors, the simulated portfolio alternatives 
and the random word were considered all together in order to create ideas taking all of them into 
account. The written ideas, objectives and environmental factors were pinned up and used to visualise 
how integrated they were. 

Next, the team searched for ideas on how to implement the suggestions. In the idea-creation 
session, a total of 42 new ideas were generated, 25 ideas in step one, eight ideas in step two, three ideas 
in step three, and six new ideas in step four. 
 
Evaluation creativity 

The strategic alternatives were obtained by means of the AHP. The ideas were grouped and modified 
as final decision alternatives as follows: 
• It is essential tendency for the future is to enlarge capital capacity for financial institutions. 
• The financial managers from CDFAs need to improve their professional knowledge. 
• Establishing “commercial banks” in the urban areas and establishing “community convenience 

banks” in the suburban areas as better policies for improving competitive capability in the future. 
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V.  Discussion 
A model helping CDFA in the search for innovative strategies was developed in the present study. The 
principle in searching for good alternatives is to create the best possible alternative using the least 
amount of time, effort, and resources (Keeney, 1994; Keeney et al., 1990). Realistically, in complex 
decision situations, the practical aim in creating alternatives is to generate a set of promising 
alternatives. The model proposed in this study provides a basis for including alternatives that might 
well otherwise go unnoticed. The model is not to be used for choosing among alternatives but for 
creating new alternatives. 

An application of the model was constructed and applied to a CDFA. The main goal of the 
planning process was to identify and clarify the alternative directions for the CDFA. The process was 
to be continued by deciding upon and implementing the strategies, but those are not discussed in this 
study. Value-focused thinking (Keeney, 1992), including clearly defining and structuring the 
fundamental values of manager in terms of objectives and using those objectives to guide and integrate 
decision making, offered the main line of progress for the model. Analyses of external and internal 
environments were integrated with the main line in order to identify feasible means for achieving the 
objectives. Simulations were used to illustrate the allowable portfolio alternatives by means of bottom-
up budgets. Moreover, the random-word method was used to introduce creativity. All in all, 42 ideas 
for strategy alternatives were generated. Based on those ideas, three final decision alternatives were 
formulated. These three alternatives formed the identified alternative directions for the CDFA. A 
process of creating strategies to implement the selected direction would be needed before 
implementing any of those alternative directions. 

In this case study, the essence of the objectives was emphasised already when defining the 
decision frame. The range of objectives and alternatives had to be compatible. Of the economic 
objectives, the objectives meaningful work and obligations to keep up traditions were of very great 
significance in the case study. The manager considered their values and objectives very willingly, and 
according to their feedback they found them beneficial when making all kinds of decisions, not only 
those made in the process described here. The significance of objective analysis is demonstrated also 
by the fact that most of the ideas were created based on the objectives. It was useful to elicit the 
objectives of the key individuals separately, because it allowed one to clarify the objectives more 
comprehensively. 

Analyses of the external and internal environments formed the most time-consuming part of the 
model. However, future uncertainties were one of the main reasons for the strategy process in the case 
study. The scenario technique proved to be an appropriate tool in clarifying possible future changes. 
One advantage of using the model in the planning session was that it allowed one to carry out a 
complete probe of the resource allocation and it produced the generic strategy alternatives. Examining 
the entire set of generic strategy alternatives proved to be useful, too, and especially for non-expert 
planners. 

The success of an entrepreneurial development strategy relies on the initiative and creativeness 
of individuals involved in enterprises. Enterprises' ability to identify and implement innovative 
strategies is necessitated in order to start and run new businesses and generate economic activity in 
society. Novelty is argued to be a “commodity” in the future, one that will satisfy consumers when 
they already have everything they want. Creativity can be defined as a feature of a person, as a process 
of activities or as an outcome of the creative process. A comprehensive definition of creativity requires 
that all those points of views are taken into account (Gardner, 1988). Creativity comes into the 
planning process at three points (DeBono, 1971): in setting up objectives; in exploring the alternative 
courses of action; and in looking at the data in such a way that it yields the maximum of information. 
One can produce creative solutions only if one has appropriate information (Amabile, 1990). However, 
we do not necessarily know beforehand what information is appropriate and what is not. 
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Creativity is a difficult art. People tend to use old ideas. The purpose of the model was to help 
in the search for innovations. This was done in three ways: applying value-focused thinking, 
illustrating the interactions between different strategy factors, and using the random-word method in 
order to generate new ideas. Most of the best ideas identified were combinations of separate ideas. 
Illustrating the different combinations of ideas by testing with pinned-up sheets of paper proved to be 
an useful way to identify new ideas. The random-word method was applied with the help of a 
dictionary, and it proved to be an appropriate method in the strategy process. 

There are many ways to improve the model. In organising the planning process, the use of 
experts in the enterprise's businesses was problematic. The costs of experts' time is prohibitive for a 
small enterprise. Analyses of the external environment, including scenario building, was the single 
most time-consuming part of the process. This drawback can be avoided by constructing “pre”-
scenarios, which can be used as starting points in scenario building in enterprises and planning 
situations of the same kind. 

One possibility to improve the model could be also to prioritise the objectives and the relevant 
environmental factors as a means of guiding the idea-generation process (Kurttila et al., 2000; Keeney, 
1992). Another possibility could be to computerise the model. The main advantage of using a 
computerised application of the model lies in the fact that it could be used by an individual or a very 
small group of people in isolation. A further advantage would be that it makes it easier to structure 
problem solving and record and review generated ideas. However, it has to be kept in mind that a 
computerised model could be used only for assisting the process, not to guide the process. 
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