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Planning is deciding what objectives to accomplish, the actions to be taken in order  to achieve them, the organizational position assigned to do them and who would be responsible for the actions needed.
a) Planning precedes all other managerial functions as it establishes the objectives and purpose of the project or enterprise.
b) It is the ‗star or compass‘ which directs the project.
c) Planning is a pervasive function – as it is performed by all managers at all levels. It only varies with authority and nature of policies.  (A manager is not  a manager if he does not perform a planning function).
d) Research has shown that effective supervisors even at the lowest levels are those who have the ability to plan.
e) Plans must be efficient – where efficiency is measured by the contribution of the plan to accomplish objectives at the lowest cost. It implies the input-output ratio and cost-benefit analysis of the of the plan.
f) Efficiency of plans is not measured only in terms of money but intangible costs such low morale, hostility by employees, layoffs, and resentment.
g) A plan becomes inefficient if it cannot accomplish its intended objective or accomplishes it at high costs e.g. A CEO who adopts a retrenchment plan to cut costs only to experience lower productivity due to fear, resentment and loss of morale by the employees thus defeating the objectives of reducing expenses and making profits.
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Organizations function in uncontrollable environments and to survive they must plan to enable them be proactive. Effective planning requires development of objectives to direct the plans. Plans can be influenced by: Values, experiences and personality of the leader of an organization. Corporate culture – i.e. the beliefs and values shared by people


Types of Plans
Plans are hierarchical. They range from the broad mission or purpose of the organization to specific strategies.
Mission or purpose (tend to be vague)
Goals & objectives (aimed at specific activity)
Strategies (programme of action to meet objective)
Major & minor policies (guides for decision making)
Procedures & rules (customary methods for handling future activities)
Programmes/projects (specific tasks with aims, rules etc.)
Budgets in figures (plan of expected results expressed numerically)






Figure 3.1 Hierarchy of plans
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Scope of plans


Plans can be divided into:
Strategic plans - These are broad plans developed by top managers to guide the general direction of the firm. They follow from major goals of the firm and indicate  what business the firm is in or what business it intends to be in. They show where the firm will position itself within its environment.
Tactical plans - They have a moderate scope and immediate timeframe. They are concerned with how to implement the strategic plans that are already developed. They deal with specific resources and time constraints. They mainly focus on people and action. They are mainly associated with middle management.
Operational plans - They have the narrowest focus and they fall into many types. They include:
Standing plan- these are developed to handle recurring and relatively routine situations. When the same situations occur repeatedly, managers have to develop policies, rules and standard operating procedures to control the way employees perform their tasks.
Single use plans – are developed handle non-programmed decision making in an unusual or unique situation, e.g. specific action plan to complete a project or programme.

Long-range planning – covers several time periods from 5 years. They  are mostly associated with activities such as major expansion of facilities, development of top managers, change of manufacturing systems etc.Top managers are responsible for long range planning (modernization of Kenyan airports is a KAA long range plan driven by top management)

Intermediate planning – they are less than five years and because of the uncertainty associated with long-range plans, intermediate plans are the primary concern  of  most  organizations.  They  are  usually  developed  by  both  top  and
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middle management. They are the building blocks in the pursuit of long range plans.

Short range planning – These cover time periods of one year or less. They focus on day to day activities and provide a concrete base for evaluating progress towards achievement of intermediate and long range plans e.g. the economic survey.

Levels of planning
Planning takes place at three levels of management: corporate, business and functional.


Corporate level strategy: The corporate level plan contains top management decisions pertaining to the organization‘s mission and goals, overall strategy and structure. The corporate level strategy indicates the industry and markets the organization intends to operate in. It also provides the framework within which managers create their business level plan.

Business level strategy: states the methods the division or business it intends to use to compete against its rivals in an industry. The business level plan provides the framework within which functional managers propose to pursue to help the division attain its business level goals which in turn will allow the organization to achieve its corporate goals.

Functional level strategy: These set out the actions managers intend to take at the level of departments such as manufacturing, marketing, and research and development to allow the organization to attain its goals.

Consistency across the three levels is important for success. Functional strategies should be consistent with divisional goals while business goals should in turn be consistent with corporate strategies.
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Strategic planning


Strategic planning is the formalized long-range planning process used to define and achieve organizational goals. It involves: selecting an organizational goal, determining  the policies and strategic programmes necessary to achieve specific objectives, establishing the methods necessary to ensure that policies and strategic programmes are implemented. A vital component in strategic planning is organizational goals. They provide a sense of direction for organizational activities. Goal includes purpose, mission and objectives.

Purpose is the primary role of an organization as defined by the society in which it operates. It is a broad aim that applies not only to a given organization but to all organizations of its type in that society. For example, the purpose of all hospitals is to provide healthcare.

Mission is that unique aim that sets the organization apart from others of its type. Although the purpose of all hospitals is the same, individually, they have different missions.

Objective is the target that must be reached if the organization is to achieve its goals. They are the translation of its mission into specific corporate terms against which results can be measured.

Strategy refers to the pattern of the organizations response to its environment over time. Thus it is a broad programme for achieving the organizations objectives and thus implementation of its vision.

Characteristics of strategic plans
A useful strategic plan exhibits many characteristics. Specifically, it should:
a. Provide answers to basic problems such as: what business should we be in? who are our customers or who should they be?
b. Provide the basis for detailed planning and the day to day managerial decisions
c. Set priorities - Setting priorities allows for the plan to be adjusted according to changing needs or resources.
d. Achievable, measurable, and time sensitive [SMART] -remember, it‘s better to do a few things well than many things poorly. The plan should contain goals that are measurable and have deadlines.
e. Flexible and responsive to changing conditions - the plan is a road map that may contain unforeseen detours such as unexpected crises, new opportunities, or changes in resources.
f. Short and simple - plans that are more like a book will sit on a shelf. Keep it focused on the most important things to accomplish.
g. A unit, not a menu - a useful plan is not a wish book. Everything in the plan needs to be accomplished.
h. The means to an end, not an end in itself - the plan is the process by which it reaches its destination; it is not the destination.
i. Based on a three- to five-year period - the strategic plan should be a living document that has a one-year drop off and a new year added so that it always covers the same time period.
Why organizations employ strategic planning
a. Managers find that the definition of the mission of their organizations in specific terms through strategic planning gives their organization direction and purpose
b. It results in better functioning of the organization because it helps managers develop a clear cut concept of their organization making it possible to formulate plans and activities that bring the organization closer to its goals
c. It helps managers to prepare for and respond to the increasing complex and dynamic environment. They are able to anticipate changes in the environment and prepare   for   them.   Such   changes   include:   technological   change;   growing

complexity of managerial jobs; complex external environment (politics, culture, society etc); time lag between current decisions and their future results etc. With all these changes managers cannot afford to take a short-term perspective of their organization. They need to look more into the future and integrate it with the present if their organizations are going to survive.

Steps in Planning
a. Being aware of opportunities by analysing the environment. At the outset the internal and external environment is analyzed in order to identify the company‘s strengths and weaknesses (in internal environment)and opportunities and threats (existing in the external environment) this is also known as SWOT (Strengths Weaknesses Opportunities and Threats ) analysis .
b. Establishing objectives or goals in the light of the environmental scanning, clear or probable opportunities are identified and objectives or goals are clearly defined in specific terms. Priorities in all the key areas of operations associated with such objectives are also identified and defined, so that there may be special emphasis on their planned solutions.
c. Premising are planning assumptions which form the context in which planning takes place.
d. Planning premises set the parameters or boundaries within which realistic goals can be formulated.
e. It means the organization cannot set goals and make goals that are unattainable in terms of the environment and resources at the disposal of the org.

Barriers to effective planning
Plans sometimes fail because of:-

1) Lack of commitment to planning. This results in fighting fires hence management by crises.
2) Failure to develop and implement sound strategies due to fear of failure.


3) Lack of meaningful objectives and goals because they are not clear and actionable, thus cannot be accomplished.
4) Tendency to underestimate the importance of planning premises – by ignoring the environment.
5) Failure to see the scope of plans i.e. neglecting other types of plans e.g. strategies, policies, rules etc.
6) Failure to see planning as a rational process.
7) Excessive reliance on experience yet the past is not always the same as the future.
8) Lack of top management support.
9) Lack of clear delegation.
10) Lack of adequate control techniques and information – need for feedback and evaluation.
11) Resistance to change.
12) Time consuming and expensive hence, planning is neglected in favour of short- term activities.
Techniques for avoiding barriers to effective planning
To avoid barriers to effective planning, managers can do the following:
1) Start at the top – to ensure commitment top managers should set the goals and strategies that lower level managers will follow
2) Planners should recognize limits – no planning system is perfect
3) Communication – vertical communication within the organizational hierarchy
4) Participation – involvement leads to motivation and ownership of the plans
5) Integration – of the long-term, intermediate and short-range plans must be properly integrated for effective overall planning
6) Contingency planning – develop alternative plans of action if conditions change
7) Planning must not be left to chance
8) Planning must be organized



9) Goals, strategies and policies must be communicated clearly
10) Planning must include awareness and acceptance of change


