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13- Strategic Management:
e identify the task.
e ascertain the resources required to do it.
e draw up a strategy for achieving it.
¢ decide on the structure to be adopted.
¢ identify additional training required.

e decide how monitoring and evaluation is to be carried out.
e consult and communicate properly at all stages.
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Strategic Decisions

Scope of an organization's activities.

Matching activities with operating environment.

Matching activities to resource capability.

The direction in which the organisation wishes to develop.

The position of the organisation in respect of other groups and
organisations with which it deals. Its relationship with the community, local
government, other agencies.

Major resource implications.
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Vision statement: a sentence or two describing a company's long-range aims,
such as achieving dominant market share or attaining a reputation for world-

class quality.

The vision is a desired future state - aspiration of the organisation.
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To be the most operationally effective Police Force in one of the safest countries
in the world.

: (3 oyt iualall 3Ll gy
AU G plal Uaim s ety Tl NI LM, o]
: Sy Ll O Ll iy sy
Bl s T sl b il g el 4 ol g e
e O)LEC LN oty titl] oy rie (hecuin b))

G o8V ol gl Lo 85 AL 15 ) ol 311581 s OF
colbead |y ol s ool jlazw ¥ leas 5 delundl Lol Al oY e

103



: Olee lal .)Lﬁro ol )
3 QW el Sl o o B sy BSOS sl ool
g g a g 5 L e
(2) 02, J g
Pioest Al o2b 555 O M 53 oy bl Aol
e E N PR is 2l oY
JS by 5 pmaSl las | 5 gaSU L 5 (A
Ul Steven Jobs
Ll b olods a &5 | oS L A oA
3.5).5&0 Sy £ Mol 3.3).474 Herb Kelleher
sl I8 (6 st s o b S 6ok U;T%Séju_
;L:{:;_Ula o— 2l P Sio ) oS Mary Kay Ash
5ol ey JUI (A
R we
Iy sl Ay 0 B | ) 32555 55 T80 0~
SV e dls Al g Ul Rupert Murdoch
as |
SJJ_;.-‘Q_:JLP:\?‘Mb\yﬁJ.ES gﬂ)d‘jz\sf}: QJ'.;JC,JU—
AWl JS 3 Walt Disney

(2004)0))LQJJ}))CJ~J>JJ‘J:\>)M‘ (*)

104



M\ﬁb)j&ij)

Zaldl Jro bl g ) o o e go o ey ) Bl B3 A 5 s 1l
Gt 3 by S AL it 5 ol wliall § Lend 5 S

ZW‘MLMJ

t Al o g g

bl S O e 0 58 » Mission Message il
ekl olsli,y wle
S e o ez L) bl JI2 Lg,,tfy\ Lgbdn dodall Do, Ju£ s
Aol
el 531 Dl JI o a5 . oLaadl e els] 2ads 5 Lgaddezon I 31 e 5
CL:;)U Lg‘};'...m.a) L@S}'\.Aj (:\.A.,\:;-‘j EJ}‘;’-‘ P JLC« sz;'ﬂm) L@.‘.)’w OL; 3)‘.)}“
s el Sy Al e U Bbl e s Ledatll A, OF iney
P AN e 1YL Ll
?M\C)&j\su °
QL@J"";:“"?‘EJ‘BL‘ °
Q\A}Mﬁw °
Clolall foe oSE Al il AL o
Tides o dalall Sl AL o
e el pou oall Slaldl ale o

105



+ Al pd! dgedl

a2 dlg ol Balacdl sliael s ser 35 5 Je Aol
Aladl s (ol 2N o)l pae e delus

ladl sl g0 pamad i 5 G aslls

slad s dak s IS0 ol gl sud

alanell lgad s o A Bl bl

-1

1 1 1 1
(&) ] ~ w N

b A 11 By Byl o gl

aladl godss 1 doadkl ST 2kl g 5

Ll ad foxio (001 G5 gl

Sladl Lpstsanns I L ) oI

aled) Gl

aladlelasl s 5 Il lazally ol a s sledl 2
.Self-Concept Lewisd sLacll 5 ks

et s slan ) il s suall

1 1 1 1 1 1
~ D (8} ~ w N

x

+ afadl! Albugy Ol @asll! yilne

IS Bl Dy Sl ) plans 2o 033 il o s

SV 0 L el mad L st s Bowsls 01 0L 055 0

PP

bl LI Sies S S sl JSal Lasde 055, O

o8 Tl Bl oty Mia g kil o35 60l Janll = 3 53 502 O

Sloddhl e s Ll ST 2lall J 5l 1 ol Sl bl (L) o
fous I

106



M\ﬁb)j&ij)

§ itz 9‘)’\&&&7 () ®
i 5l Jslo gl el Lo (6T ¢ Lehas 2310 dalad) oo (i) 5 o

5 A ] B85 3 5 Je O G ol S N0 0T s 4

Aeanol) 8 el 8 iS Say 0l et 5

2 QI Tl o 05 deitl 3 5 0dd ey S8 Lle 0,50 0T g -6
55 A g ¥ ()

oa s Badaill 0l ety S 2y aad DL 55 0T g T
AN e ol 1A L

Sa Ol 5 el olbeadl 2ads s ozl (il L)) S5 Tz -8
el

L) J o s Badinal) Koy Bl 0L N L Ss 0l g -9

Akl o g e 35 505 Bl Thtme &y gl 25Lall 0,85 01 10

1 LAl gany Sty ole Al

s JabM ws Cazall uzmalit qiyall (e Mei et L)
e A AL JUBYI s Caall daall s et 35055 ool > S
JULYI s Gl 5 B s

: S ol ool oyt fualad] 3aLal iy

35 G plem s oy A it 5 ) ) G 5 ol mait T e Lol

Our purposes to bring about a safer society, to maintain stability, to reduce crime
& contribute to the delivery of justice in away which secure & maintains public
confidence.
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o We are professional and experienced.
o We recognize our clients.

o (Good value for money.

o We are flexible.

o We care.

o We love hotels.

e You can count on us.
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Specific.
Measurable.
Achievable.
Relevant.

Time limited.

Enhance performance.

Raise standards.
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A strategy concerns the direction and scope of an organisation over the long
term. Ideally it matches its resources to its changing environment and, in

particular, its markets, customers and clients so as to meet its stakeholders
expectations.
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Strategic Management

Preface:

To understand strategic planning, one must know something about
strategic management. Because strategic planning is one of the strategic
management's phases and one basic element in the strategic management

process.

This chapter should therefore be regarded as a key, explaining succinctly

the important aspects of strategic planning.

It also describes the major elements in strategic planning. Its definition,

importance and stages are presented.

1- Strategic Management

1-  T. Wheelen and D. Hunger define strategic management as a set of
managerial decisions and actions that determines the long-run

performance of a corporation.
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The study of strategic management emphasizes the monitoring and

evaluating of external opportunities and threats in light of a

corporation's strengths and weaknesses.

Also, F. David defines strategic management as an art and science of
formulating, implementing, and evaluating cross- functional. decisions

that enable an organization to achieve its objectives.

As this definition implies, strategic management focuses on integrating
management, marketing, finance accounting, production operations,
research and development, and computer information system to

achieve organizational success.

Strategic management, as a field of study, incorporates the integrative
concerns of business policy with a heavier environmental and strategic

emphasis.

The concept of strategic management consists of two terms. We have
defined the concept of management. Now, we will define the term of

strategy.

C. Gable mentions that the term strategy has been borrowed from the
military. The etymological root of strategy is a Greek word" "Strategos",

that means general, or someone that commands a stratos, or army.

He defines strategy as a general concept that governs a series of

190



Strategic Management

191

specific actions or provides clear and imaginative guidance for the

effective use of available resources in order to reach a specific goal.
The Oxford dictionary sees strategy as a plan or policy to achieve
something.

R. Appleby defines strategies as broad programmes of activity to
achieve organization objectives.

T. Wheelen & D. Hunger say that the strategy of a corporation forms a
comprehensive master plan stating how the corporation will achieve its

mission and objectives.

STRATEGIC MANAGEMENT PRINCIPLE

Strategy making is
not a proper task
for strategic

planners

Figure (1)
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Critical Benefits of Strategic Management

1-

Take control of your destiny by establishing a lean, effective strategy
process that fits your business.

Reach and stretch for higher levels of attainment.

Achieve faster growth and higher profits.

Sharply focus your resources on things that are critical.

Deal with the rapidly changing developments that will confront your
business in the new millennium.

Translate the company vision into personal involvement for key employees.
Provide common understanding and coordination of effort.

Build motivation, enthusiasm and commitment.

Accomplish this without interfering with the conduct of your business.

2- Stages of Strategic Management

As managers attempt to better deal with their changing world, a firm generally

evolves through the following four stages or phases of strategic management:

Phase 1 : Basic Financial planning.
Phase 2 : Forecast - based planning.
Phase 3 : Externally oriented planning (strategic planning).

Phase 4: Strategic management.

As we can see that strategic planning is the third phase in strategic

management's phases.
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Phase 1

Phase 2

Phase 3

Phase 4

Basic Financial planning

Forecast - Based Planning

Externally oriented planning

(Strategic planning)

Strategic Management

Figure (2)

Phases of Strategic Management

Feedback
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F. David puts three stages for the strategic management process as
following:
1- Strategy formulation (Strategic planning).
2- Strategy implementation.

3- Strategy evaluation.

Strategy Formulation

\4

Strategy Implementation

lFeefbaCkl

Strategy Evaluation

Figure (3)

Stages of the Strategic Management Process
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3- The Basic Elements of the Strategic Management Process

T. Wheelen and D. Hunger determine four basic elements of strategic
management as following:

1- Environmental Scanning.

2- Strategy Formulation ( Strategic Planning).
3- Strategy Implementation.
4

- Evaluation and Control.

Environmental Strategy Strategy Evaluation
Scanning ] Formulation ] Implementation g and Control
Feedback
Figure (4)

Basic Elements of the Strategic Management Process

As illustrated strategic formulation (Strategic Planning) is one of the basic

elements in the strategic management process.
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4- Characteristics of Strategic Management Process

o Need to perform tasks never goes away because changes occur regularly.
e Boundaries among tasks are blurry.

e Doing the tasks is not isolated from other managerial activities.

e Time required to do tasks comes in lumps & spurts.

e Pushing to get best strategy-supportive performance from each employee

perfecting current strategy, & improving strategy execution.

Getting Ready:

To get ready for strategic planning, an organization must first assess if it is
ready. While a number of issues must be addressed in assessing readiness, the
determination essentially comes down to whether an organization leaders are
truly committed to the effort, and whether they are able to devote the

necessary attention to the "bi picture”.

For example, if a funding crisis looms, the founder is about to depart, or the
environment is turbulent, then it does not make sense to take time out for

strategic planning effort at that time.

An organization that determines it is indeed ready to begin strategic

planning must perform five tasks to pave the way for an organized process:

o lIdentify specific issues or choices that the planning process should

address.
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o Clarify roles (who does what in the process).
e Create a planning committee.
e Develop an organizational profile.

o |dentify the information that must be collected to help make sound
decisions.

The product developed at the end is a Workplan.
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1- Defining the corporate vision and mission.
2- Specifying achievable Aims and objectives.
3- Developing strategies.

4- Setting policy guidelines.
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Strategic Planning

1- Strategic Planning: Definition

Overview:

Strategic planning is a management tool, period. As with any management
tool, it is used for one purpose only: to help an organization do a better job-
to focus its energy, to ensure that members of the organization are working
toward the same goals, to assess and adjust the organizations direction in
response to a changing environment. In short, strategic planning is a
disciplined effort to produce fundamental decisions and actions that shape
and guide what an organization is, what it does, and why it does it, with a
focus on the future. (Adapted from Bryson's Strategic Planning in Public

and Nonprofit Organizations).

A word by word dissection of this definition provides the key elements that
Underlie the meaning and success of a strategic planning process: The

process is strategic because it involves preparing the best way to respond
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to the circumstances of the organization's environment, whether or not its
circumstances are known in advance; nonprofits often must respond to
dynamic and even hostile environments. Being strategic, then, means
being clear about the organization's objectives, being aware of the
Organization's resources, and incorporating both into being consciously

responsive to a dynamic environment.

The process is about planning because it involves intentionally setting
goals (i.e., choosing a desired future) and developing an approach to

achieving those goals.

The process is disciplined in that it calls for a certain order and pattern to
keep it focused and productive. The process raises a sequence of
questions that helps planners examine experience, test assumptions;
gather and incorporate information about the present, and anticipate the
environment in which the organization will be working in the future. Finally,
the process is about fundamental decisions and actions because choices
must be made in order to answer the sequence of questions mentioned

above.

The plan is ultimately no more, and no less, than a set of decisions about
what to do, why to do it, and how to do it. Because it is impossible to do
everything that needs to be done In this world, strategic planning implies

that some organizational decisions and actions are more important than
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others - and that much of the strategy lies in making the tough decisions

about what is most important to achieving organizational success.

The strategic planning can be complex, challenging, and even messy, but it
is always defined by the basic ideas outlined above-and you can always

return to these basics for insight into your own strategic planning process.

In simple words, strategic planning is the long term planning, its time horizon

is usually five years or more. The top management takes control of it.
R. Appleby distinguishes between strategic and tactical planning as following.

Strategic Planning: involves deciding upon the major goals of an organization
and what policies will be used to achieve them. It involves a longer time
period and relies on more unreliable long - term forecasts and occurs at more

senior levels in an organization (e.g. political and technological changes).

While tactical planning involves deciding upon how resources will be used
to help the organization achieve its strategic goals. It relies more on past
records and involves shorter time periods. T. Wheelen and D. Hunger see
strategic planning as an externally oriented planning and strategy formulation

for an organization.

They add that when a company seeks to increase its responsiveness to

changing markets and competition it should think strategically.

Planning is taken out of the hands of lower level managers and concentrated
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in a planning staff whose task is to develop strategic plans for the corporation.

Consultants often provide the sophisticated and innovative techniques that

the planning staff uses to gather information and forecast future trends.

Top management typically develops five - year plans with help from consultants

but minimal input from lower levels.

F. David sees that strategy formulation (strategic planning) includes developing
a business mission, identifying an organization's external opportunities and
threats, determining internal strengths and weaknesses, establishing long-
term objectives, generating alternative strategies, and choosing particular

strategies to pursue.

Strategy- formulation issues include deciding what new businesses to enter,
what businesses to abandon, how to allocate resources, whether to expand
operations or diversify, whether to enter international markets, whether to

merge or form a joint venture, and how to avoid a hostile takeover.

Since no organization has unlimited resources, strategists must decide
which alternative strategies will benefit the firm most. Strategy-formulation
decisions commit an Organization to specific products, markets, resources,

and technologies over an extended period of time.

Strategies determine long-term competitive advantages. For better or

worse, strategic decisions have enduring effects on an organization and
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major multi functional consequence. Top managers have the best perspective
to fully understand the ramifications of formulation decisions; they have the

authority to commit the resources necessary for implementation.

Strategic Planning and Long - Range Planning

Although many use these terms interchangeably, strategic planning and
long-range planning differ in their emphasis on the "assumed" environment.
Long-range planning is generally considered to mean the development of a
plan for accomplishing a goal or set of goals over a period of several years,
with the assumption that current knowledge about future conditions is
sufficiently reliable to ensure the Plan's reliability over the duration of its
implementation. In the late fifties and early sixties, for example, the US.
economy was relatively stable and somewhat predictable, and, therefore,

long-range planning was both fashionable and useful.

On the other hand, strategic planning assumes that an organization must
be responsive to a dynamic, changing environment (not the more stable
environment assumed for long-range planning). Certainly a common
assumption has emerged in the nonprofit sector that the environment is

indeed changeable, often in unpredictable ways.

Strategic planning, then, stresses the importance of making decisions that
will ensure the organization's ability to successfully respond to changes in

the environment.
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Strategic Thinking and Strategic Management

Strategic planning is only useful if it supports strategic thinking and leads to
strategic management - the basis for an effective organization. Strategic
thinking means asking, "Are we doing the right thing?" Perhaps, more
precisely, it means making that assessment using three key requirements
about strategic thinking: a definite purpose be in mind; an understanding of
the environment, particularly of the forces that affect or impede the
fulfillment of that purpose; and creativity in developing effective responses

to those forces.

It follows, then, that strategic management is the application of strategic
thinking to the job of leading an organization. Dr. Jagdish Sheth, a respected
authority on marketing and strategic planning, provides the following framework
for understanding strategic management: continually asking the question,
"Are we doing the right thing?" It entails attention to the "big picture" and
the willingness to adapt to changing circumstances, and consists of the

following three elements:

o formulation of the organization's future mission in light of changing

external factors such as regulation, competition, technology, and customers.
o development of a competitive strategy to achieve the mission.

e creation of an organizational structure which will deploy resources to

successfully carry out its competitive strategy.
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Strategic management is adaptive and keeps an organization relevant. In
these dynamic times it is more likely to succeed than the traditional
approach of "if it ain't broke, don't fix it."

What Strategic Planning Is Not?

Everything said above to describe w1tat strategic planning is can also
provide an understanding of what it is not. For example, It is about
fundamental decisions and actions, but it does not attempt to make future
decisions (Steiner, 1979). Strategic planning involves anticipating the future
environment, but the decisions are made in the present. This means that
over time, the organization must stay abreast of changes in order to make
the best decisions it can at any given point - it must manage, as well as

plan, strategically.

Strategic planning has also been described as a tool- but it is not a substitute
for the exercise of judgment by leadership. Ultimately, the leaders of any
enterprise need to sit back and ask, and answer, "What are the most
important issues to respond to?" and "How shall we respond?" Just as the
hammer does not create the bookshelf, so the data analysis and decision-
making tools of strategic planning do not make the organization work they
can only support the intuition, reasoning skills, and judgment that people
bring to their organization.

Finally, strategic planning, though described as disciplined, does not typically
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flow smoothly from one step to the next. It Is a creative process, and the
fresh insight arrived at today might very well alter the decision made yesterday.
Inevitably the process moves forward and back several times before
arriving at the final set of decisions. Therefore, no one should b, surprised if
the process feels less like a comfortable trip on a commuter train, but rather
like a ride on a roller coaster. But even roller coaster cars arrive at their

destination, as long as they stay on track.

The essence of strategic planning is to help a company develop and
sustain advantage in the marketplace through unique agility, superior
products and/or superior service. Strategic planning is "strategic" because it
requires an understanding of how the external environment impacts a firm's
ability to create value. What are our competitors doing? Are consumer tastes
changing? What businesses should we be in? How do the various parts of
our company fit together? Strategic planning is "planning" because it recognizes

that decisions made today will produce important results at a later date.

"You may not be interested in strategy, but strategy is interested in you."

Leaon Trotsky .

WHAT IS A STRATEGIC PLAN?

A Strategic Plan maps out
e Where firm is headed.

e Short and long range performance targets.
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o Actions of management to achieve.

e Outcomes.

A Strategic Plan consists of :
o A strategic vision & business mission.
e Strategic & financial performance objectives.

e Comprehensive strategy for achieving the objectives.

2- Problems of Strategic Planning

There are many problems which face the process of putting and implementing

strategic planning. The following are some of these problems:

1- Time Span:
The greater the time span, the greater the number of mistakes. Present

conditions are usually dominant in the planner's mind when he initiates a

plan and these may be overstressed.

For example, a new building for a computer based upon present ideas (i.e.
for use by the finance function only) may be found to be too small; if, in fact,
all functions make use of the computer, a larger computer building may be
needed. A good illustration of the effect of time on planning can be seen by

comparing long-and short-term weather forecasts.
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2- Unforeseen Events and Lack of Communication:

Many events obviously unforeseen, but planning can be aided by techniques
giving suggested probabilities of events taking place. Wider consultation
with workers is needed, to enable them to understand the nature of obstacles
and the reason why management is taking a certain course of action to

overcome them.

3- Lack of Information:

Knowledge is power, information is very important for planning. Planners
meet problems in gaining information or the information never reaches
them; the planning task isn't an easy one. If the information we have in the
present is not enough or not real, and a plan constructed on these basis its

never going to meet the needs.

4- Size of Organization:

A dispersment of departments in a large organization is a major problem
especially if managers can't meet or agree on common ideas. Departments
can hardly define the mission or objectives of the organization as a result
every one is going in a separate direction. The information collected for
planning is dispersed and far apart and never meets as a result planning

becomes almost impossible.
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5- Political Changes:

Political changes are very hard to predict and can never be on a solid
basis. Politics can greatly affect the long term planning of one firm because
government regulations in turn are greatly influenced as a result. One plan
can be layed down for some years ahead but its application can become
impossible due to any slight political circumstance this as a result leads to a
crises, where the plan needs new adjusting. As a result the long range plan

always needs attending to prevent problems acquiring inside firms.

6- Technological Changes:

Technology every second is in a constant change, every minute something
new appears, very complicated microchips that change the whole world
upside down. A firm needs to put into consideration those changes and
constantly innovate its strategic planning to prevent catastrophes in its
departments. Working with technology can make things a lot easier and
save money, effort and time. What is only needed is constant awareness of

the surrounding technological advances to make planning affective.

3- Steps of Strategic Planning:

F. David identifies six steps for strategic planning as shown in next figure.

C. Gable identifies five steps for strategic planning as following:
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A Comprehensive Strategic Management Model

Feedback
Perform : !
external Establish | 1| Establish 5
auditto | | long-term ||  annual !
identify key objectives | !| objectives :
opportunities ! :
and threats ! !
5 s s
\ 4 | |
Identit ; | |
curren)t/ Revise | I Measure
mission the ! Allocate ' and
ll . | » _L>
objectives [ | business i > resources evaluate
and mission ! + | performance
strategies 7y ! : T
A | |
Perform =Y i
internal audit Select ! . !
to identify key strategies | ! Dey e !
' policies '
strengths and to pursue |, !
weaknesses i i
Feedback
Strategy | Strategy Strategy
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Figure (5)

A Comprehensive Strategic Management Model

212



Strategic Planning

- Seeing the challenges
- Sorting the challenges

1
2
3-  Setting the goals
4-  Devising strategic action
5

- Monitoring and measurements.

The main point in the first and second steps is doing the situational analysis
through seeing and sorting the challenges. C. Gable sees the situational

analysis as a tool to identify:

1- Strengths.

2-  Weaknesses.
3-  Opportunities.
4-  Threats.

T. Wheelen and D. Hunger see that the strategic planning process includes

four steps as following:

1- Defining the corporate vision and mission.
2-  Specifying achievable aims and objectives.
3- Developing strategies.

4-  Setting policy guidelines.
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The following is a brief description for these steps:
1- Defining the corporate vision and mission:

Articulating Vision and Mission:

A Vision:

Vision statement: a sentence or two describing a company's long-range
aims, such as achieving dominant market share or attaining a reputation for

world-class quality.
The vision is a desired future state - aspiration of the organisation.

A strategic vision widely shared among all employees functions similar to

how a magnet aligns iron filings.

When all employees are committed to firms long-term direction, optimum
choices on business decisions are more likely. Individuals & teams know

intent of firms strategic vision. Dally execution of strategy is improved.

SPECIFIC QUESTIONS THAT HELP FORM STRATEGIC VISION:
e What business are we in now?

e What business do we want to be in?

e What will our customers want in future?

What are expectations of our stakeholders?

Who will be our future competitors? Suppliers? Partners?
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e What should our competitive scope be ?
o Wow will technology impact our industry?

o What environmental scenarios are possible?

A-mission statement is like an introductory paragraph: it lets the reader
know where the writer is going, and it also shows that the writer knows
where he or she is going. Likewise, a mission statement must communicates
the essence of an organization to the reader. An organization's ability to
articulates its mission indicates its focus and purposefulness. A mission

statement typically describes an organization in terms of its:
e Purpose-why the organization exists, and what it seeks to accomplish.

e Business - the main method or activity through which the organization

tries it fuffill this purpose.

e Values- the principles or beliefs that guides an organization's members

as they pursue the organization's purpose.

Whereas the mission statement summarizes the what, how, and why of an
organization work, a vision statement presents an image of what success
will look like. For example, the mission statement of the support centers of

America is as follows:

The mission of the Support Centers of America is to increase the effectiveness

of the nonprofit sector by providing management consulting, training and
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research. Our guiding principles are: promote client independence, expand

cultural proficiency, collaborate with others, ensure our own competence, act

as one organization.

We envision an over increasing global movement to restore and revitalize
the quality of life in local communities. The Support Centers of America will

be a recognized contributor and leader in that movement.

With mission and vision statements in hand, an organization has taken an
important stop towards creating a shared, coherent idea of what it is

strategically planning for.
At the end, a draft mission statement and a draft Vision statement is developed.

P. Drucker confirms that it is important to decide what is the mission of a
business. This is usually a very difficult decision, but so essential, as it
makes it much easier to state clear and realistic objectives, strategies and

Plans.

An organization's mission is the purpose or reason for the organization's
existence. It tells what the company is providing to society-ether a service

like house cleaning or a product like automobiles.
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Vision & Mission

Aims & Objective

Feedback

Strategies

Policies

Figure (6)
The Strategic Planning Steps

A well - conceived mission statement defines the fundamental, unique purpose
that sets a company apart from other firms of its type and identifies the
scope of the company's operations in terms of products (including services)

offered and markets served.

It may also include the firm's philosophy about how it does business and
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treats its employees. It puts into words not only what the company is now,

but what it wants to become management's strategic vision of the firm's

future.

The mission statement promotes a sense of shared expectations in employees
and communicates a public image to important stakeholder groups in the

company's task environment.

An organization's MISSION:
o Reflects management's vision of what firm seeks to do & become.
e Provides clear view of what firm is trying to accomplish for its customers.

¢ Indicates intent to stake out a particular business position.

WHY BOTHER TO DEFINE "WHO," "WHAT," & "WHERE"?

Helps managers avoid trap of ;
e Trying to move in too many directions.

e Being so confused about firm's direction that effective actions are NOT
taken move in ANY direction. To successfully chart firm's future managers
must.

e Know where firm is now.
o Have view of where it ought to be headed.

e Recognize time to shift to a new direction.
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Once an organization has committed to why it exists and what it does, it
must take a clear-eyed look at its current situation. Remember, that part of
strategic planning, thinking, and management is an awareness of resources
and an eye to the future environment; so that an organization can
successfully respond to changes in the environment. Situation assessment,
therefore, means obtaining current information about the organization
strengths, weaknesses, and performance information that will highlight the
critical issues that the organization faces and that its strategic plan must

address.

These could include a variety of primary concerns, such as funding Issues,
new program opportunities, changing regulations or changing needs in the
client population, and so on. The point is to choose the most important
issues to address. The Planning Committee should agree on no more than

five to ten critical issues around which to organize the strategic plan.

The products include: a data base of quality information that can be used to
make decision; and a list of critical issues which demand a response from the

organization - the most important issues the organization needs to deal with.

2- Specifying achievable aims and objectives:

Once an organizations mission has been affirmed and its critical issues
identified, it is time to figure out what to do about them: the broad approaches

to be taken (strategies), and the general and specific results to be sought
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(the goals and objectives). Strategic, goals, and objectives may come from
individual inspiration, group discussion, formal decision-making techniques,
and so on-but the bottom line is that, in the end, the leadership agrees on

how to address the critical issues.

This can take considerable time and flexibility: discussions at this stage
frequently will require additional information or a reevaluation of conclusions
reached during the situation assessment. It is even possible that new
insights will emerge which change the thrust of the mission statement. It is
important that planners are not afraid to go back to an earlier step in the
process and take advantage of available information to create the best

possible plan.

The product is an outline of the organization's strategic directions-the general
strategies, long-range goals, and specific objectives of its response to

critical issues.
Objectives are those ends that must be achieved in order to carry out a mission.

In other words, objectives are the end results of planned activity.

They state:

1- What is to accomplished?

2- By whom?

3- Should be quantified if possible?
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The achievement of corporate objectives should result in the fulfillment of a

corporation's mission.
The term " goal " is often used interchangeably with the term "objective".

In this research, we prefer to differentiate the two terms. In contrast to an
objective, a goal is an open-ended statement of what one wants to
accomplish with no quantification of what is to be achieved and no time

criteria for completion.

C. Gable states the following characteristics for an effective goal or objective:

Relevant.

Agreed to.

e Understandable.
e Reachable.

e Quantitable.

e Assignable.

o Visible.

o Flexible.

e Inspirational.

Purpose of Setting Objectives Is to:

e Convert mission into performance targets.

o Create yardsticks to track performance targets.
o Create yardsticks to track performance.
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o Establish performance goals requiring stretch.

e Push the firm to be inventive, intentional, focused Setting CHALLENGING
but ACHIEVABLE objective guards against.

o Complacency.

o Drift.

¢ Internal confusion.

o Status quo performance.

EXAMPLES OF TYPES OF OBJECTIVES

Financial Objective's

e Increase earnings growth from 10 to 15% per year.
e Boost return on equity investment from 15 to 20%.
e achieve & maintain a AA bond rating.

Strategic Objectives

e Up firm's market share from 18 to 22%.

o Overtake rivals on quality or customer service.
o Attain lower overall costs than rivals.

e Become leader in new product introductions.
e Achieve technological superiority.

3- Developing Strategies:
Strategies are broad programs of activity to achieve organization objectives.
They are a guide as to how resources are to be deployed to achieve the

objectives.
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In other words, a strategy of a corporation forms a comprehensive master

plan stating how the corporation will achieve its mission and objectives.

It maximizes competitive advantage and minimizes competitive disadvantage.

Examples: Strategic & Financial Corporate Objectives

EXAMPLES: STRATEGIC & FINANCIAL
CORPORTE OBJECTIVES

EXXON
Provide shareholders a secure investment with a

superior return.

ALCAN ALUMINIUM
To be the lowest cost producer of aluminum &
to outperform the average return on equity of the

Standard and Poor's industrial stock index.

Figure (7)
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WHY THE REASON A FIRM'S STRATEGY IS CONSTANTLY EVOLVING:

Because firms often need to react to

Changing market conditions.

Moves of competitors.

New technologies & production capabilities.
Evolving customer needs & preferences.
Political & regulatory changes.

New windows of opportunity.

Fresh ideas to improve current strategy.

A crisis situation.

A FIRM'S STRATEGY CONSIST OF :

e How to satisfy customers.

e How to grow the business.

e How to best' capitalize on new opportunities.
e How to manage each functional piece of business.
e How to achieve strategic & financial objectives.

e How to respond to changing industry & market conditions.

Figure (8)

224



Strategic Planning

GOOD MANAGEMENT OF STRATEGY MATTERS BECAUSE :-
o Powerful execution of a powerful strategy is a proven recipe for success.

o Crafting & implementing strategy are CORE management functions.

e To quality as WELL -MANAGED, a firm should
- Have an attractive strategy.

- Demonstrate proficiency in executing strategy.

e A good strategy is strong enough to overpower rivals & flexible enough

to overcome obstacles.

o Without proficient strategy execution, firm cannot achieve peak performance.

T. Wheelen and D. Hunger explain that the typical business firm usually

considers three types of strategy : corporate; business, and functional:

a - Corporate Strategy:

corporate strategy describes a company's overall direction In terms of its -
general attitude toward growth and the management of its various businesses

and product lines.

Corporate strategies typically fit within the three main categories of: stability,

growth, and retrenchment.

b- Business Strategy:

Business strategy usually occurs at the business unit or product level, and
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it emphasizes improvement of the competitive position of a corporation's
products or services in the specific industry or market segment served by that
business unit. Business strategies may fit within the two overall categories

of competitive or cooperative strategies.

¢ - Functional strategy:

Functional strategy is the approach taken by a functional area to achieve.
corporate and business unit objectives and strategies by maximizing resource
productivity. It is concerned with developing and nurturing a distinctive
competence to provide a company or business unit with a competitive

advantage.

Business firms use all three types of strategy simultaneously. A hierarchy of
strategy is the grouping of strategy types by level in the organization. This
hierarchy of strategy is a nesting of one strategy within another so that they
complement and support one another (see next figure). Functional
strategies support business strategies which, in turn, support the corporate

strategy (ies).
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Corporate Strategy

Business Strategy

Functional
Strategy

Figure (9)
Hierarchy of strategy

4- Setting Policy Guidelines:

R. Appleby defines policy as a guide to the action or decisions of people.

Similarly, T. Wheelen and D. Hunger see policy as a broad guideline for

decision making that links the formulation of strategy with its implementation.

Policies are directives issued from a high authority, and provide a continuous
framework for the conduct of individuals in a business - they are in effect a

type of planning.
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Companies use polices to make sure that employees throughout the firm

make decisions and take actions that support the corporation's mission,

objectives, and strategies.

In other words, policies are expressions of a company's official attitude
towards types of behaviour within which it will permit, or desire, employees

to act.

They express the means by which the company's agreed objectives are to
be achieved and usually take the form of statements, telling members how

they should act in specific circumstances.

Polices reflect management thinking on basic matters and inform those
interested in the activities of the company about the company's intentions

regarding them.
Examples of Policy:

A brief indication will be given now on some of the major types of policies.

e Product policy involves deciding upon the products to make and depends
upon many factors, particularly upon market conditions. Such a policy in

turn generates other policies, e.g. marketing, finance and research.

e Production policy deals with, for example: what proportions of plant should
be devoted to flow or job or batch production? What items to make or to

buy? What use should be made of by-products?

228



Strategic Planning

e Market policy involves determining distribution channels, pricing structure
of products, volume and type of advertising, credit policy, method of

subdividing territory and remuneration of salesmen.

e Purchasing policy involves what organizations buy and to what extent,

and what are the alternative sources of supply.

e Human resources policy involves methods of training, education, pension
schemes, incentive plans, management succession and development,

benefits, union relations.

All other functions need polices, but the above will serve to indicate the

necessity for clear-cut policies in all sections of an enterprise.
Rules and procedures are often confused with policies.

Rules are more specific than policies and they usually entail penalties for
misuse. A policy establishes a guiding framework for rules. Policies are

broader than rules and are usually stated in more general language.

Finally, the mission has been articulated, the critical issues identified, and
the goals and strategies agreed upon. This step essentially involves putting
all that down on paper. Usually one member of the planning Committee, the
executive director, or even a planning consultant will draft a final planning
document and submit it for review to all key decision makers (usually the

board and senior staff). This is also the time to consult with senior staff to
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determine whether the document can be translated into operating plans
(the subsequent detailed action plans for accomplishing the goals proposed
by the strategic plan) and to ensure that the plan answers key questions
about priorities and directions in sufficient detail to serve as guide.
Revisions should not be dragged out for months, but action should be taken
to answer any important questions that are raised at this stop. It would
certainly by mistake to bury conflict at this step just to wrap up to process
more quickly, because the conflict, if serious, will inevitably undermine the

potency of the strategic directions chosen by the planning committee.

The product is a strategic plan !
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Strategic Planner

Strategic Planner

The strategic planner's role consists of helping the organization to gather,
analyze, and organize information. They track industry and competitive
trends, develop forecasting models and scenario analysis, examine strategic
performance, spot emerging market opportunities, identify business threats,
look for novel strategic solutions, and develop creative action plans.
Strategic planners usually serve in a support or staff role. Various jobs in
this function include: product development, product managers, change

agent, transformation agent, vice president of corporate planning.

ROLE OF STRATEGIC PLANNERS

o COLLECT INFORMATION needed by strategy managers.
Conduct BACKGROUND ANAL YSES as needed.
Establish & administer an annul strategy review cycle.

COORDINATE review & approval process of strategic plans.

ASSIST all mangers to focus on strategic issues.
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Warning

Planners should NOT make strategic decisions or do strategic thinking for

line managers.

WHY PLANNERS SHOULD NOT BE STRATEGY MAKERS

e Planners know less about situation, placing them in weaker position
than line managers to devise workable action plan.

e Separates responsibility & accountability for strategy-making from

implementing.

A. MAJOR PLAN!
e Allows managers to toss decision to planners & avoid doing own
strategic thinking .

o Implementers have no "buy in" to strategy.
Strategic Manager

Strategic managers have lead roles in the strategy planning and strategy
implementation activities of an organization. They are usually found in higher
levels of management where they have greater authority and can make
strategic decisions for the firm. The CEO is the most visible and critical
strategic manager. Any manager who has responsibility for a unit or division,
responsibility for profit and loss outcomes, and direct authority over a major

piece of the business is a strategic manager. Jobs include: vice president,
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director, general manager, division head, CEO, member of the board of

directors.
Management Consultant

Consultants are analysts and advisors of business. They are problem solvers,
they bridge gaps in expertise for companies, and they are brought in for
independent expertise and opinions. Jobs include: analyst, researcher, junior
consultant, junior associate, associate, team leader, senior consultant,

consulting manager, junior partner, senior partner.
Strategic Cost Analyst

A strategic cost analyst determines the costs of business activities within
organizations. Will use tools like activity-based costing and break-even
analysis to determine the true opportunity cost of resources devoted to
various corporate activities. Plays an important role in determining which
business units to retain and grow. Involved in the budgeting process.
People in this position often find their job difficult to describe to outsiders,
but it's essential. If your company know how much you're spending on

what, you won't be around for long.
Transformation Agent

Companies like Cigna are increasingly looking to become more flexible and
implement needed change. Bring in the transformation officer whose job is

to work closely with teams of people who control change in the firm. Your
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job is to help create the incentives and understanding required to grow and

change. An emerging job area. Calls for a dynamic, humanistic person with a

cool background.
Required Skills in Strategic Planning

Different skills arc required by strategic planners, managers, and consultants
depending upon the role they are asked to play in an organization. Strategic
planners are internal advisors while strategic consultants are external advisors.
As advisors their roles are fairly unique relative to other managerial career.
Strategic managers have more authority to make and execute strategic

decisions.

Strategic Planner

Must be comfortable with numbers, but not obsessed with them, creative,
good synthesis and integration skills, excellent communication skills, excellent

political savvy, able to dialogue with people from all ranks in the organization.

Strategic Manager

Excellent leadership skills, ability to see the big picture, a visionary, ability
to see how the parts relate to each other and the big picture, ability to sell

the vision.

Strategic Consultant

Positive self-image, excellent communication skills--especially presentation
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skills, ability to work in teams, strong professional interests, independent,
and self-motivated, enjoy variety and new challenges, ability to stick with a
problem until it is solved, good analysis skills, strong computer skills, willingness

to travel and humility.

Comments
Daily Variety

Over half of the work in a strategy position is with people either in the form
of internal or external clients, teams, and customers. The rest of the time
you may be conducting market or competitor research, analyzing data, and
building financial models. If you are one of those folks that enjoys variety

this is the field for you.

Puzzling Work

You need to demonstrate dedication and you especially need to be willing
to solve the puzzle in a timely maimer. Businesses frequently have serious
issues that must be faced in a timely manner in order to compete.
Therefore, you have to be able to do what ever it takes by real deadlines in

order to help managers do their jobs.
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Core Required Skills
Ability to Synthesize Very high
Analytical Skills Exceptional
Computer Skills High
Decisive High
Interpersonal Skills Exceptional
Listening Skills Very High
Persuasiveness Very High
Problem Solving Skills High
Research Skills High
Team Skills Very High
Verbal Skills Very High
Written Skills High

See the Big Picture

One of the most important skills or abilities needed in a strategic function is
to see how decisions and choices affect the long-term viability and the
overall effectiveness of the organization. You need to understand the big
picture and vision. If you cannot do this you will not be successful in this

job.
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Let Others Take the Bow

Because both strategic planners and strategic consultants serve as
advisors in a support role, they usually do not have decision authority either
to make or execute strategic choices. Thus these folks require some
humility and must be willing to slip into the background. They need to be
able to let others take credit for their ideas in order to see them embraced

and executed.

If you are seen as a threat by the manager that you are helping you will not

be effective in your role.
Are You a Renaissance Person?

Not only do people in a strategic role need to see the big picture, they must
understand the world from multiple functional perspectives. In order to solve
strategic problems and effectively pursue strategic opportunities you must

understand how each function contributes to the grand plan. Be multi functional.
Is This Your Persuasion?

Strategic staffers and strategic consultants must spend time convincing
strategic managers and other managers in the organization to adopt their
ideas. They do not have decision authority to execute their ideas, so they
must be able to sell their ideas to others in the organization who can

implement those ideas.
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Listen Carefully ...

While strategic planners, managers, and consultants sell solutions they
must also be able to get to the root problem. Their solutions will only be as
good as their understanding of the underlying causes of the problem. Their
research efforts will not be complete if they just rely on financial and annual
reports. They need to be able to listen to what clients, employees in the firm,
and customers are telling them. Soft information will be as important if not

more important than hard information.

STRATEGIC ROLES OF A BOARD OF DIRECTORS

o See that five strategic management tasks are performed adequately.

o Review important strategic moves & officially approve strategic plans.

e Ensure strategic proposals are adequately analyzed & superior to
alternatives.

e Evaluate caliber of top management's strategy - making & implementing

skills.

Why use a Strategic Planning Facilitator?

Experience shows that planning sessions run by team members often
become expanded staff meetings, rehashing old positions and leaning

toward the strongest members views.

An outside facilitator for Strategic Planning maintains a climate of openness
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and participation - minimizing personally and departmental differences and

encouraging opinions that differ Rum the leader's.

PEST ANALYSIS:
POLITICAL ENVIRONMENTAL

e Political Parties, alignments. e Consumer expenditure
Trade blocks. e |Interest rates

e Legislation. o Unemployment

o Relationships between e Investment
government and the e Energy Costs
organisation.

e Government ownership.

SOCIAL TECHNOLOGICAL
e Change in lifestyle e Government investment policy
o Shifts in values and culture o New patents and products
e Demographic changes e Speed of change
e Distribution of income e New technology
o Attitude to work and leisure o Level of expenditure on research

and development by

organisation's rivals
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Once arisk has been identified, there are four ways of managing it:

Accept it - deal with it when it happens

Avoid it - adjust the plan, change it, or leave some parts out

Monitor it - prepare a contingency plan just in case and be ready to put it

into operation

e Transfer it - insure against the risk

The final stage in the risk management process is to determine which of the

four ways of managing risk will be applied to each one in turn.

SWOT Analysis:
Strengths, Weaknesses, Opportunities and Threats (SWOT) .

SWOT analysis is a tool for auditing an organization and its environment. It is the
first stage of planning and helps marketers to focus on key issues. SWOT
stands for strengths, weaknesses, opportunities, and threats. Strengths and

weaknesses are internal factors. Opportunities and threats are external factors.

In SWOT, strengths and weaknesses are internal factors. For example: A
strength could be:

e Your specialist marketing expertise.

e Anew, innovative product or service.

e Location of your business.

o Quality processes and procedures.
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o Any other aspect of your business that adds value to your product or service.

A weakness could be:
o Lack of marketing expertise.

Undifferentiated products or services (i.e. in relation to your competitors).

Location of your business.

Poor quality goods or services.

Damaged reputation.

In SWOT, opportunities and threats are external factors. For example:

An opportunity could be:

A developing market such as the Internet.

Mergers, joint ventures or strategic alliances.

Moving into new market segments that offer improved profits.

e A new international market.

o A market vacated by an ineffective competitor .

A threat could be:
e A new competitor in your home market.

Price wars with competitors.

A competitor has a new, innovative product or service.

Competitors have superior access to channels of distribution.

e Taxation is introduced on your product or service.

Ref.: www.marketingteacher.com/lessons/lessonswot.htm
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The SWOT Matrix Model
Internal
y Strengths Weaknesses | Negative or
Positive - potential to
Opportunities Threats be negative
External
An Alternative Matrix:
Strengths Weaknesses
- Offensive- Defensive -
Opportunities L
make the most of these | watch competition closely
Adjust - Survive -
Threats
restore strengths turn around

Translate The SWOT Model Into Tasks for the Project Plane:

Strengths Weaknesses
[How Do | Use These [How do | overcome the
Obportunities Strengths To Take weaknesses that prevent
PP Advantage Of These me taking advantage of
Opportunities?] these opportunities?]
[how do | use these [how do | address the
Threats strengths to reduce the weaknesses that will make

likelihood and impact of
these threats?]

these threats a reality?]

Ref.: http://www.jiscinfonet.ac.uk/infokits/analytical- tools/pestle-SWOT
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What makes a SWOT analysis work?

Due to the collaborative nature of this tool, your working group will need

certain qualities to succeed:

trust - the questions that Swot will bring up, particularly in the weaknesses
and Threats categories may be uncomfortable. Your group must be at a
point in its irking relationship where weaknesses and potential threats
can be faced openly id objectively.

Ability and willingness to implement change.

Diversity - the team conducting the SWOT analysis should be representative
of your entire planning team.

Time - taking time to do a thorough SWOT assessment will help your

group move Forward in developing a workable plan.

Steps / process:
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Establish that your coalition has the necessary components to successfully.
Conduct a SWOT analysis (above).

Assemble the group that will conduct the SWOT.

Set up meeting times (if the SWOT is not going to be completed in one
'sitting'.

Distribute/ complete the tool individually.

In the group meeting, combine individual answers. Collaborate on each

category. Complete the analysis.
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Discuss how to use the information gathered from the swot to inform

your next steps.

SWOT analysis can be very subjective. Do not rely on SWOT too much.

Two people rarely come-up with the same final version of SWOT. TOWS

analysis is extremely similar. It simply looks at the negative factors first in

order to turn them into positive factors. So use SWOT as guide and not a

prescription. Simple rules for successful SWOT analysis .

Be realistic about the strengths and weaknesses of your organization
when conducting SWOT analysis.

SWOT analysis should distinguish between where your organization is
today, and where it could be in the future.

SWOT should always be specific. Avoid grey areas.

Always apply SWOT in relation to your competition Le. better than or
worse than your competition.

Keep your SWOT short and simple. A void complexity and over analysis.
SWOT is subjective.

Application the SWOT Model on Helwan University-Egypt:

Opportunities:

Industrial Environment surrounding the University.
Diversity of Specializations and Majors.

Community Development.
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National Projects
Collaboration with other universities (National & International)
New Quality Academic Programs.

Satisfy house hold , bus , communication needs.

Strengths:
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University leaderships & staff supporting the developing enhancement
processes.

Presence of specialized faculties as art, music, ..... etc.

Presence of high percent of qualified staff.

Presence of high percent of international publications.

Good landscape.

Projects with international, regional and national association.

Protocols with other universities.

Special units (52) for community services.

Presence of digital library.

Applying technology in education as e-learning & e-courses.

Good university resources as sports costs, music halls, financial support
for students, ...

Suitable and cheap transportation to the university campus.

University Awards for all researches that published at international
journals.

Awards for distinguished students.




o Student's host at the university campus.
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o Post-graduated agreement with international universities for PHD and

e Research- production- consultancy- units.

post-doctors.

Weaknesses:

We need to improve the following:

Human & system:

Salaries.

Training.

Researches.

Commitment.

Communication.

Weak background of students.
Goals are not clear.

Evaluation system.

Inadequate staff: students ratio.

Location & infrastructure:

Internal transportation.
Scattered faculties (colleges),
Communication network.

Inadequate classrooms
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Funding:

e Lack of resources.

e The- system selecting (hiring)the leaders within the university.
e The relationship with the labor market.

e The rules of recruitments( employee & staff).

Equality (providing equal).

Threats:

o External competition & Quality of students.

e Lack or Decrease of Governmental support.

e Losing qualified staff members.

e Community supports.

e Number of students.

e Environmental Aspects.

e Changing of Governmental Educational policies.
e External support / funding vs. research work.

e Accreditation.

e Opposing change.
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