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How could we have 
been so stupid?

John F. Kennedy
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Group think in a nutshell

Photo by Andrea Lightfoot on Unsplash
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(Hugher 2020)
http://info.melissahughes.rocks/neuronu
gget/groupthink-is-it-killing-your-team-0
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The Bay of Pigs
In 1961, 1,400 Cuban exiles launched what became a botched 
invasion at the Bay of Pigs on the south coast of Cuba.

Aim: To replace Castro regime.

• The CIA set up training camps in 
Guatemala to train a small army for an 
assault landing and guerrilla warfare

• Fighting lasted only three days

• The core group protected great leader
o No evidence of potential uprising in Cuba, 

contrary to expectations

o Training of a small army reported in the 
newspapers

o No place to retreat if the assault landing fails

o etc.

• The CIA exceeded its capabilities in developing the project from 
guerrilla support to overt armed action 

• Failure to realistically assess risks and to adequately communicate 
information and decisions internally and with other government 
principals

• Insufficient involvement of leaders of the exiles
• Failure to sufficiently organize internal resistance in Cuba
• Failure to competently collect and analyse intelligence about Cuban 

forces
• Poor internal management of communications and staff.
• Insufficient employment of high-quality staff
• Insufficient Spanish-speakers, training facilities, and material 

resources
• Lack of stable policies and/or contingency plans

Cia-report
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Group think

• Illusion of invulnerability

• Belief in inherent morality of the group

• Collective rationalization

• Out-group stereotypes

• Self-Censorship

• Illusion of unanimity

• Direct pressure on dissenters

• Self-appointed mindguards

Janis 1992; 1971

“How could we 
have been so 
stupid?”
John F. Kennedy

Stupidity is not 
the explanation

Irving L. Janis
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Observable consequences

A. Decisision makers 
constitute a cohesive group

B1. Structural faults 
• Insulation of the group
• Lack of tradition of impartial 

leadership
• Lack of norms requiring 

methodological procedures
• Homogeinity of members social 

background and ideology

B2. Provocative situational context
• Hight stress from external threaths with 

low hope of better solution than the 
leaders’

• Temporally low self-esteem:
o Recent failures
o Excessive difficulties in decision-

making
o Moral dilemmas (apparent lack of 

alternatives except ones violating 
ethical standards)

Antecedent conditions

Symptoms of group think
Type I – overestimation of the group
• Illusion of vulnerability
• Belief of inherent morality of the group

Type II – closed-mindedness
• Collective rationalisations
• Stereotypes of the others

Type III – presures toward uniformity
• Self-censorship
• Illusion of unanimity
• Direct pressure on dissenters
• Self-appointed mindguards

Symptoms of defective decision-making
• Incomplete survey of alternatives
• Incomplete survey of objectives
• Failure to examine risks of preferred choice
• Failure to reappraise initially rejected alternatives
• Poor information search
• Selective bias in process information at hand
• Failure to work out contingency plans

Low probability of a successful outcome

✚

✚

Concurrence-seeking (groupthink) tendency
=
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Sabel and Saxenian (2009)

”Finland is at risk of becoming 
a victim of its economic success”

”The core products of both industries 
- pulp, paper and packaging for the one, cell phones 

for the other— have become commodities in the 
fast growing markets in the rapidly expanding 

economies of the developing world”

”…prospects of longer term growth in Finland will 
require rethinking … . [The system] that fuelled 

successful innovation … appears to have become 
self-limiting in the global environment of the 2000s”



@Sotarauta
www.sotarauta.info

Could visioning and scenarios break through the group think

Photo by Olivier Guillard on Unsplash
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Vision



@Sotarauta
www.sotarauta.info

Vision
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Vision

• The act or power of imagination
o mode of seeing or conceiving

o unusual discernment or foresight

• Cognitive state of a desired future 
state (Bennis & Nanus, 1985)

• A shared vision is fundamental to 
network organisations (Avery, 2004)

• Vision building is intended to create a 
fundamental and ambitious sense of 
purpose and direction - to be pursued 
over many years 

For four decades, scholars have argued that vision is important to leadership, strategy implementation, and change 
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A good vision

• Concise

• Clear
• Future orientated

• Stable

• Challenging

• Abstract

• Desirable and inspiring

• How to realise a vision

o Communicate it

o Align organizational processes and 
systems to support it

o Empower others to act to achieve it

o Motivate (incentives)

Kantabutra & Avery 2010
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Future

Now

VisionCreative 
tension
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Main issue: Lack of competitive, highly-skilled individuals
The solution: Epanet

12 (-> 20) 
professors

Funding from the region

Highly-skilled, 
competitive individuals

Research 
groups

Funding from
• Academy of Finland
• Business Finland
• EU
• Firms
• etc

Academic 
excellence

Practical
relevance

See for more epky.fi/epanet/



@Sotarauta
www.sotarauta.infohttps://uudenmaanliitto.fi/en/development-and-planning/helsinki-uusimaa-regional-programme/



@Sotarauta
www.sotarauta.info

The Five Star City Centre 2018-2030
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What stories do we tell ourselves about the kind of world we want to live in?

Vision statement, circa 
1939

https://cityobservatory.org/visions-of-a-future-city-part-i/

https://www.nationalgeographic.co.uk/cities-of-the-future
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The total territory of Japan is  377,835 
m2, of which about 75-80 % is 

mountainous

https://www.worldometers.info/world-
population/japan-population/
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Classic approach
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Simplified illustration of the black hole of classical strategy development
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Experimentative approach
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Entrepreneurial approach
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Innovation ecosystem
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Regional development scenarios of Finland
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Regional development scenarios of Finland 2040

Finland’s regional structure is becoming 
increasingly polarised

• The largest cities keep growing 

• Small and medium-sized towns and 
rural areas are drifting into a cycle of 
underdevelopment driven by the 
diminishing population and declining 
economic activities

Markku Sotarauta, Teemu Makkonen, Sami Moisio, 
Heli Kurikka

https://julkaisut.valtioneuvosto.fi/handle/10024/163666
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Predicted population change 2021-2040 
(Statistics Finland, map MDI)

Predicted population 
change according the basic 
scenario 2021-2040 (%)

Helsinki
Turku

Tampere

Oulu

Joensuu

Kuopio

JyväskyläVaasa

Seinäjoki

Rovaniemi

Lappeenranta
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The scenarios

• Do not tell what the future will look like

• Can be used to discuss possible futures 
and the related values

• Are examined from the perspective of 
how Finland is connected to the global 
economy

• Are not absolute but relative - the core 
elements of each individual scenario 
can be found in others, but with a 
lesser or greater relative weight

• Each individual scenario highlights the 
possibility of a simplified trend and 
plays with the idea: 

o what if some of the characteristics 
become stronger in relation to others –
what would regional development look 
like in that case? 
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Regional development scenarios 2040

Finland as a patchwork Globally 
selected Finland

Finland of 
raw materials
and tourism

Balanced Finland
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• Globalisation does not change significantly 
over the next 20 years

o The global division of labour between 
companies is intensifying and competition for 
technology and innovation leadership is heating 
up 

o US and China dominate markets, while Europe's 
relative share of world-changing innovation is 
declining

Globally selected Finland – main features

• At the heart of the strategies are 
innovation, technology and international 
markets (high road strategy) 

o The economic-political-scientific elite is primarily 
interested in its own global networks 

o The vast majority of Finns are mainly attached to 
local and regional networks

o Finland’s productive capacity is eroding, except 
at the core of the innovation economy 
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• Spatial structure continues to centralise 

o The ‘network metropolis’ of Southern Finland 
strengthens

o Helsinki Metropolitan Area’s (HMA) share of 
innovation activity rises to over 70% 

o Innovation capacity may weaken even in 
Tampere, Turku and Oulu

o Tampere and Turku to become satellites of the 
HMA?

Globally selected Finland – regional development

• New development paths are mainly 
emerging in the ‘Golden Triangle’

• Small towns and rural areas are locked into 
local markets and negative development 
paths 

• Public and private investments are mainly 
concentrated in HMA and to a lesser extent, 
in other large urban areas
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• The identities of people and, consequently, 
of regions become more differentiated 

• Global elites vs. "left behind" Finland

• The technological divide grows?

Globally selected Finland – political climate

• Business and technology development are 
core of Finland's climate strategy with the 
idea ‘save the world and prosper’

• Technologically capable and innovative 
actors create new solutions while the 
majority of Finland cynically rebels against 
the chosen line 
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• Growing tensions between the US and China 
make global markets unpredictable 

• National selfishness grows as tensions within 
the EU and international politics become more 
tight 

• The vast majority of the Finnish RDI 
investments directed to other countries 

Finland of raw materials and tourism - main features

• The ability of Finnish actors to invest in the 
future declines 

• Sectors that have at least some chance of being 
anchored in the international economy will 
emerge at the heart of the economy

o Tourism, mining and the exploitation of forest 
raw materials, data centres and wind farms 
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• The ‘winners’ in regional development will 
be the small towns and rural areas which 
are at the heart of resource and tourism 
regions 

• Both public and private investment is 
largely focused on the resource-based 
economy

Finland of raw materials and tourism – regional development

• Increasing emigration of highly skilled 
workers

• More and more young people are applying 
to study at universities abroad

• The population ages faster than before
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• Nationalism grows stronger across Finland and 
political tensions rise

• The gap between Finns enjoying good wages 
and other benefits from multinationals and the 
others widens 

• The relationship between Finland and the EU 
becomes tense

o The EU's environmental policy emphasises the 
protection of northern natural environments 
and Finland's efficient use of raw materials 

Finland of raw materials and tourism – political climate

• The importance of regional policy is 
acknowledged, but the scarcity of public 
resources means that there is almost no 
opportunity to influence development 

• Development efforts are focused on improving 
infrastructure and accessibility of raw materials 
and tourism hubs and centres

• Innovation policy erodes 
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• Economic activities and their connections to 
the global economy become increasingly 
differentiated

o Accessing global markets requires specialisation 
in narrower sectors 

o No single sector or a city drives the economy -
rather, development is fragmented - dotted

Finland as a patchwork – main features

• National networks remain fragile as core players 
orient towards international hubs 

• Finland’s capacity to develop and exploit new 
opportunities depends on the sector and will 
vary a lot
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• Positive developments concentrate in places 
where key players are able to build a strong 
positions in global networks.

• In a patchwork Finland, there are no major 
regional divides but many small cracks 

Finland as a patchwork - regional development

• Competition for skilled labour is becoming 
more diverse and the education system is 
struggling to meet the more fragmented 
demand

• Finland is not an attractive destination for 
highly-skilled professionals, expect in narrow 
niches



@Sotarauta
www.sotarauta.info

• Finland is dependent on the policies and 
decisions of the EU and other supranational 
institutions for its climate policy

• Finland does not have a comprehensive climate 
strategy, but a collection of measures based on 
different interests 

Finland as a patchwork – political climate

• Political movements are largely local and 
national 

o Tension between local politics vs. elite

• Policy fragmentation at national level -
fragmentation of the national big picture
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• Finland emphasises national cohesion and does 
not want to let the global forces direct 
economic development 

o Not very responsive to market pressures or 
changes 

o Development is strongly path dependent and 
the creation of new development paths is not 
seen as important 

Balanced Finland – main features

• The economic growth is flat, slower growth than 
in peer countries

o No single sector is emerging as a driver of the 
economy

o The higher education system is developing 
steadily but no discipline is at the forefront of 
international developments 

• As economic development is levelling out, 
labour supply and demand are reasonably well 
matched
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• There is a relatively good balance between the 
regions 

o The importance of the metropolitan area and 
other large urban areas will not become more 
dominant than in the past 

• Balanced regional development is at the heart 
of social policy and place-based programmes 
are of great importance

Balanced Finland – regional development

• The capital region and regional centres form the 
backbone of Finland’s spatial structure

o Urbanisation is becoming more evenly spread 
and more widely distributed throughout the 
urban system

• Knowledge is not particularly concentrated -
R&D is dispersed in many places 

o Supports balanced regional development but 
not scalable, internationally strong clusters of 
talent, knowledge and resources. 
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• Political tensions do not escalate, many regions 
and sectors doing well enough and no one is 
doing "too well".

o Tensions between political extremes do not 
arise in the public debate when people are fed 
up with a divisive political climate.

Balanced Finland – political climate

• Finland continues to pursue an active climate 
policy. The climate strategy is developed and 
implemented in cooperation between the state, 
regions and municipalities.

o Climate policy remains lame without ambitious 
key themes or strong core competences
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Regional development scenarios 2040

Finland as a patchwork Globally 
selected Finland

Finland of 
raw materials
and tourism

Balanced Finland
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Visions

A planner dream Vision

Leadership relay

Visions

Vision
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Now

Formulated 
together

Action

Outcome

Future

Action

Searching for the 
meanings 

Identify

Leads 
discussions

Latent 
vision
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Now

Formulated 
together

Action

Outcome

Future

Action

Searching for the 
meanings 

Mobilise

Collective search 
process

Inspires

Fragments 
of a vision
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