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Abstract

Strategic planning serves as a guide, bearing or even a “vehicle” to organizational planners and
entrepreneur to achieve the mission and vision of their organisations. It is obvious to realize
however that, many planners/entrepreneur lack the knowledge of proper strategic planning and
the tools to planning which should be an operational curriculum. These developments seem to be
affecting the smooth operations of many organisations and businesses. This paper outlined the
proper meaning of strategy, planning and its application by entrepreneur, and the benefits
derived from using strategic planning tools. It also points out the necessary models to adopt in a
particular situation using the tools/kits to planning as a weapon to ensure that an organisation
would not fail in attaining to its mission and goals.
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Introduction:

One of the key elements of ensuring a successful goal attainment in any organisation

(Public or Private) is the management’s ability to determine the vision and mission of such an

organisation, as well as forecasting the future proactively, to determine the present operational

capacity given the availability of resources at its reach. This is with the view to knowing what is

needed now so as to meet the future requirements of the organisation as contained in the vision.

This cannot be achieved if the managers and/or policy makers of such organizations do not have

the fore knowledge of how to harness both human and material resources at the appointed time to

its full utilization. These have reflected the reasons why many organizations displayed high sense

of inefficiency hence could not deliver on their mandate. This paper pointed out the “bedrock” to

effective management and entrepreneurship, which is Strategic Planning. It also brings to fore
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the models that will guide management, planners and entrepreneur alike, through the use of the

planning tools to operationalize its mission and achieve its vision.

Conceptualization Issues:

Entrepreneur:

Even though different writers seem to have diverse view on the understanding of the term

“entrepreneur”, there are similar considerations to these definitions in so many instances. As

such, some definitions will be considered for the purpose of this paper. In the words of Onuoha

(2007), entrepreneur “is the practice of starting new organizations or revitalizing mature

organizations, particularly new businesses generally in response to identified opportunities.”This

definition points out the ability of an entrepreneur to reactivate the goal of an organisation,

taking advantage of the opportunities identified weather internal (within) or external

(environment).This is in agreement with the view of Schumpeter (1965) who defined

“entrepreneurs as individuals who exploit market opportunity through technical and/or

organizational innovation”. This is achieved through critical strategic planning as put by Bolton

and Thompson (2000) who view an entrepreneur as “a person who habitually creates and

innovates to build something of recognized value around perceived opportunities”. Innovation

and building ideas will best be achieved through the use of scientific tools of planning. In

conformity with these ideas, Hisrich (1990) asserts that entrepreneur is characterized as

“someone who demonstrates initiative and creative thinking, is able to organize social and

economic mechanisms to turn resources and situations to practical account, and accepts risk and

failure”. The understanding of the aforementioned definitions proves that an entrepreneur needs

some basic lay down procedures and tools necessary to enable the attainment of organizational

goals. This could not be a product of just “mere thinking”, but the guidance through appropriate

steps to planning as will be presented subsequently.

Strategy:

The word "strategy" comes from the Greek word for "generalship". Like a good

“General”, strategies give overall direction for an initiative. A strategy is a way of describing

how one is going to get things done. It is less specific than an action plan (which tells the who-

what-when); instead, it tries to broadly answer the question, "How do we get there from here?"

(Do we want to take the train? Fly? Walk?)(Nagy, Fawcett 2014).The term strategy is commonly

used in day to day activities, many times it is used without consciously putting into consideration
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its weight to a particular action to which it is being used. However, the term could mean different

things to different people. Some concepts shall be reviewed to showcase the relevance of

strategy and when or how it can be useful. In the military, strategy can be a Science of planning

and conducting a war or military campaign” this shows that the carefulness attached to the

formulation and action of planning and execution of such plan is strategy. In a related citation,

Jones and Bartlett (2009) view strategy from many different perspective hence gave different

meanings to the term thus; in their view, “strategy aims to steer the direction of the overall

organisation” which mean the manner the organisation is to operate is maneuvered by a strategy.

They further puts it that a “strategy has an impact that is more likely to be felt throughout the

entire organisation rather than within a single component” more so, “strategy builds on the

exploits to the fullest extent the organization’s resources and ability”. The assumptions of Jones

and Bartlett positions strategy as an all-encompassing trend, putting into consideration both

human and material resources at the disposal of an organisation through employing methods and

skills or processes that leads to success. In a nut shell, it is prissily put that “While there is no one

right answer, most people would agree that strategy is the prioritized methods for achieving the

mission of the organisation” (James, 2010).

Planning:

Mbaya (2007) asserts that “all economic agents such as consumers, workers, companies,

government, students, among others under take planning in one way or the other” which means

weather consciously or unconsciously, planning is necessary and is inevitable. In the public

sector according to Ibietan, Ekhosuehi (2013), ‘Every responsible government is expected to

draw comprehensive plans periodically through which the welfare of citizens can be enhanced

socially, economically and politically among others”. Planning is thus seen as a strategy for the

allocation/utilization of resources to improve the standard of living of the citizens. Planning,

therefore entails the prioritization of resources in order to meet desired ends” (Ibietan,

Ekhosuehi, 2013). Therefore, “without planning, the activities of organizations institutions,

societies and nations may well become a series of random actions with meaningless objectives”

(Datta 2010). History has shown that planning is as old as mankind and it has been undertaken in

all facets of human endeavour, including warfare, politics, administration and the social spheres

(Ejumudo 2008).That means that planning is a complicated series of action and can take many

forms. Ejumudo (2013)asserts that Planning, in fact, provides a rational approach to pre-selected
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objectives and strongly implies managerial innovations, that means planning is thus preparation

for action and the first step to every sort of human activity as well as a rational process and

characteristic of all human behaviours (Pfiffner and Presthus 2008).

There are many types of planning and different steps to planning; there are also many

planning tools. These tools are selected carefully depending on the type, or Knowing the kind of

planning that is needed at a particular time in a situation. When applying the tools, it is therefore

pertinent to note that planning is deciding what to do, how to do it and who is to do it (Koontz et

al. 1984). Shapiro (2001) also puts it that “Planning is the systematic process of establishing a

need and then working out the best way to meet the need, within a strategic framework that

enables you to identify priorities and determines your operational principles”. In this regard

Planning means forecasting the future and to discover about the future so thatone can proffer

now a solution. However, it doesn’t actually mean that everything must work as planned.  But if

one have made appropriate plan, the ability to quickly adjust,without compromising the whole

sets of objective, will be that certain.

Strategic Planning:

There are various ways to developing strategic plans this depends on the nature of the

organization's leadership style, sophistication of the organization, complexity of the organization,

its goals, mission and vision as well as its external environment, size of the organization, and the

skills of the planners. Suffice to say that strategic plan encompass all the activities that involve

the bearing towards goal attainment of organisation. Simply put, strategic planning determines

where an organization is going over the next year or more, how it is going to get there, and how

it will know if it got there or not. The focus of a strategic plan is usually on the entire

organization (Free Management Library, 2015). Also, Strategic planning is an organization's

process of defining its strategy, or direction, and making decisions on allocating its resources to

pursue this strategy (Wikipedia 2015). According to Gates (2010), Strategic planning is the

process of defining an organization’s plans for achieving its mission. This shows that for an

organisation to achieve its mission, strategic planning stands as the bedrock. An organisation

cannot achieve its objective without determining where it is, where it wants to go and how to get

there. This can only be attained if planners are capable enough to make reasonable decision in

selecting between alternatives as put by James (2010), that Strategic planning is the process of
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making these choices and documenting them. James further argued that an effective strategic

planners make choices based on:

i. “Knowing who you are” (means to determine your strength at the stage of planning)

ii. “Knowing what brings change” (determine the next resources to acquire)

iii. “Predicting how the environment is likely to change” (ability to forecast the future by

being    proactive).

iv. “Rigorous and honest self-appraisal” (these entails the full process of adequate

evaluation).

To achieve the aforementioned an entrepreneur need to determine which of the models of

strategic planning is adopted to meeting the requirement of an organization with a view to

achieve the full benefits of strategic planning. There are many benefits of strategic planning to an

organisation if adopted, this is dependent on what the organisation wants to achieve and the

direction/bearing of the entrepreneur. Some benefit of strategic planning will however be

considered.

Benefits of Strategic Planning

McNamara (2000),puts it that, “Strategic planning serves a variety of purposes in

organizations”, which an entrepreneur may consider to includes;

1. Clearly define the purpose of the organization and to establish realistic goals and objectives

consistent with that mission in a defined time frame within the organization’s capacity for

implementation.

2. Communicate those goals and objectives to the organization’s constituents.

3. Develop a sense of ownership of the plan.

4. Ensure the most effective use is made of the organization’s resources by focusing the

resources on the key priorities.

5. Provide a base from which progress can be measured and establishing a mechanism for

informed change when needed.

6. Listen to everyone’s opinions in order to build consensus about where the organization is

going.

7. Provides clearer focus for the organization, thereby producing more efficiency and

effectiveness.

8. Bridges staff/employees and the board of directors (in the case of corporations).
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9. Builds strong teams in the board and in the staff/employees (in the case of corporations).

10.Provides the glue that keeps the board members together (in the case of corporations).

11.Produces great satisfaction and meaning among planners, especially around a common vision.

12. Increases productivity from increased efficiency and effectiveness.

13. Solves major problems in the organization.

Models of Strategic Planning:

Every organization finds a way of developing its own model of strategic planning; this is

often done by choosing particular model and modifies it to suit its operation as they go along in

developing planning process. McNamara (2006) presents the following Six (6) models.

1. “Vision-Based or Goals-Based Strategic Planning Model

This is the most common model of strategic planning, although it's not suited for every

organization. This model includes developing a vision (usually quite ambitious) about a future

state and then works backwards to identify what goals are needed to achieve that vision. This

model is Ideal for organizations that do not have a large number of current issues to address,

have sufficient resources to focus on an ambitious vision, and with external environments that

are not very rapidly changing and is best suited for organizations that have been successful with

this model before. The basic strategic planning process includes:

1. Identify your purpose (mission statement) - This is the statement(s) that describes why your

organization exists, i.e., its basic purpose. The statement should describe what client needs are

intended to be met and with what services, the type of communities are sometimes mentioned.

The top-level management should develop and agree on the mission statement. The statements

will change somewhat over the years.

2. Establish a vision statement - This statement describes the future state of your

customers/clients and your organization at some point in the future.

3. Select the goals your organization must reach if it is to effectively work toward your mission

and achieve your vision - Goals are general statements about what you need to accomplish to

meet your purpose, or mission, and address major issues facing the organization. The vision and

goals might be long-range, for example, for 3-5 years into the future.

4. Identify specific approaches (or strategies) that must be implemented to reach each goal - The

strategies are often what change the most as the organization eventually conducts more robust

strategic planning, particularly by more closely examining the external and internal environments
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of the organization. Small organizations might not refer to strategies and, instead, go the next

step about action planning for each goal.

5. Identify specific action plans to implement each strategy (or objectives to achieve each goal) -

These are the specific activities or objectives that each major function (for example, department,

etc.) must undertake to ensure effective implementing each strategy (or achieving each goal).

Objectives should be clearly worded to the extent that people can assess if the objectives have

been met or not. Ideally, the top management develops specific committees that each have a

work plan, or set of objectives.

5. Compile the mission, vision, strategies and action plans into a Strategic Plan document.

Ensure that upper management approves the Plan.

6. Monitor implementation of the Plan and update the Plan as Needed - Planners regularly reflect

on the extent to which the goals are being met and whether action plans are being implemented.

Perhaps the most important indicator of success of the organization is positive feedback from the

organization’s customers.

2. Issues-Based Planning Model

This model works best for organizations that have very limited resources, several current

and major issues to address very soon, little success with achieving ambitious goals, and/or or

very little buy-in to strategic planning. In contrast to vision-based planning that works from the

future to the present, the issues-based model works from the present to the future. An issues-

based plan is usually shorter in duration than a vision-based plan, e.g., might be even a one-year

plan. After an issues-based plan has been implemented and so its internal operations are stronger,

then the organization might undertake the more ambitious vision-based model.

1. Identify the current, major challenges facing the organization. Write down 3-5 major issues.

Organisations internally are faced with many issues affecting their operations such as staffing,

finance, as well as management. Externally, it is faced with competition and maintaining

customer relationship. Other factors could be government policies, tax and bills.

2. Brainstorm ideas to address each major issue. The ideas may not necessarily be the perfect

ideas, but it is important to identify at least a reasonable approach to address each issue. The

issues and ideas are usually short-range, for example, for 9-12 months in to the future.

3. Compile the issues and ideas into a Strategic Plan document. Ensure that upper management

approves the Plan.
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4. Monitor implementation of the Plan and update the Plan as Needed - Planners regularly reflect

on the extent to which the goals are being met and whether action plans are being implemented.

Perhaps the most important indicator of success of the organization is positive feedback from the

organization’s customers.

3. Alignment Model

The overall purpose of the model is to ensure strong alignment among the organization’s

mission and its resources to effectively operate the organization. This model is useful for

organizations that need to fine-tune strategies or find out why they are not working. An

organization might also choose this model if it is experiencing a large number of issues around

internal efficiencies. Overall steps include:

1. The planning group outlines the organization’s mission, programs, resources, and needed

support.

2. Identify what is working well in the organisation and what needs adjustment.

3. Identify how these adjustments should be made.

4. Include the adjustments as strategies in the strategic planning activity.

4. Scenario Planning Model

This approach might be used in conjunction with other models to ensure planners truly

undertake strategic thinking. The model may be useful, particularly in identifying strategic issues

and goals. Many people might not consider scenario planning to be a planning model, and that

instead, it is a method to enhance strategic thinking in any model of planning.

1. Select several external forces and imagine related changes which might influence the

organization, e.g., change in regulations, demographic changes, etc. Scanning the newspaper for

key headlines often suggests potential changes that might affect the organization.

2. For each change in a force, discuss three different future organizational scenarios (including

best case, worst case, and OK/reasonable case) which might arise with the organization as a

result of each change. Reviewing the worst-case scenario often provokes strong motivation to

change the organization.

3. Suggest what the organization might do, or potential strategies, in each of the three scenarios

to respond to each change.

4. Planners soon detect common considerations or strategies that must be addressed to respond to

possible external changes.
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5. Select the most likely external changes to effect the organization, e.g., over the next three to

five years, and identify the most reasonable strategies the organization can undertake to respond

to the change.

5. “Organic” (or Self-Organizing) Planning Model

Traditional strategic planning processes are sometimes considered “mechanistic” or

“linear,” i.e., they are rather general-to-specific or cause-and-effect in nature. For example, the

processes often begin by conducting a broad assessment of the external and internal

environments of the organization, conducting a strategic analysis (“SWOT” analysis), narrowing

down to identifying and prioritizing issues, and then developing specific strategies to address the

specific issues.

Another view of planning is similar to the development of an organism, i.e., an “organic,”

self-organizing process. Certain cultures, e.g., Native American Indians, might prefer unfolding

and naturalistic “organic” planning processes more than the traditional mechanistic, linear

processes. Self-organizing requires continual reference to common values, dialoguing around

these values, and continued shared reflection around the systems current processes. General steps

include:

1. Clarify and articulate the organization’s cultural values. Use dialogue and story-boarding

techniques.

2. Articulate the group’s vision for the organization. Use dialogue and story-boarding techniques.

3. On an ongoing basis, e.g., once every quarter, dialogue about what processes are needed to

arrive at the vision and what the group is going to do now about those processes.

4. Continually remind yourself and others that this type of naturalistic planning is never really

“over with,” and that, rather, the group needs to learn to conduct its own values clarification,

dialogue/reflection, and process updates.

5. Be very, very patient.

6. Focus on learning and less on method.

7. Ask the group to reflect on how the organization will portray its strategic plans to

stakeholders, etc., who often expect the “mechanistic, linear” plan formats.

6. Real-Time Planning Model

Many experts assert that conventional strategic planning has become rather out-dated

because the world is changing much more rapidly than before, to the extent that conventional
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(especially long-range) plans quickly become obsolete. These experts might assert that planning

be done continuously, or in "real time." The process might look like the following:

1. Initial discussions to clarify mission, vision and values. Ideally, these are documented, such

that changes are easily recognized and communicated.

2. Discussions in, for example, Board and staff meeting that clarify current, major priorities.

Discussions are not supposed to be based on people's current opinions, but that they also be

based, as much as possible, on verified impressions from accurate data, for example, from

environmental scans, market research, brainstorming or product/program evaluations. It is

important that the updated/changed priorities also be documented.

3. In a planning meeting (e.g., a Board meeting), planners might discuss the external threats and

opportunities facing an organization. In the next meeting, e.g., a month later, they might discuss

the internal strengths and weaknesses of the organization. In the next meeting, they might discuss

strategies to address what they have found. The organization would repeat this process, e.g., in

each Board meeting”.

These models can be very successful if entrepreneur could implore the use of planning

tools/kits at each step in applying the models. The toolkits are considered as a means to

activating the models as presented.

Planning Tools/Kits

To achieve the enormous task of organizations in applying strategic planning models,

knowing the tools/kits or guide to planningis necessary; these tools are put forward by Shapiro

(2001)as follows:

“1. The SWOT analysis: the Purpose of this analysis is to identify the internal strengths and

weaknesses of an organisation or project, and the external opportunities and threats the

organisation or projectfaces.The best time to use a SWOT Analysis is after a review progress and

after some sort of environmental scan. The process can be done for the organisation,

departments, projects and units. It can make a useful contribution to an organizational diagnosis.

SWOT means:S = Strengths, W = Weaknesses, O = Opportunities, T = Threats. Strengths and

weaknesses are factors that are internal to the organization and can be addressed within the

organisation. Opportunities and threats are external (environment) to the organisation and
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provide challenges to the organisation. One probably need about an hour to do a SWOT Analysis

for an organization but needed ample time for a project.

2.The PEST analysis: the purpose of this analysis is to scan the external environment for forces

and trends that may be opportunities or threats for the project or organisation. To help the

project/organisation understand its context. The best time to use a PEST Analysis is probably

after you have had input on“the big picture” and before you most have done a SWOT Analysis.

PEST means:P = Political, E = Economic, S = Social, T = Technological. You could add other

categories if you thought they might be useful. e.g.Legislative, Psychological, Cultural,

Ecological.

3.Futuring: the purpose of this analysis isto enable a group to free itself of the constraints

ofcurrent work and contextin order to develop a true vision of how they would like the future to

look.This is probably best done before the group tries to develop a vision ormission statement.

4.Stakeholder analysis: The purpose of this analysis is to identify the organization’s, or

project’s, key stakeholders and theirconcerns and expectations, and to explore how they

influence theorganisation.A stakeholder is anyone or any group or any institution or structure

that has any kind of stake in your organisation or project. This is a useful exercise to do when

you are thinking about partnerships and also before you do your action planning.

5.Gap analysis: the purpose of this analysis is to identify the gaps that need to be addressed

between where theorganisation is now and where it aims to be in the future.This is a good

technique to use after you have done a vision and mission statement, an organizational diagnosis,

and an environmental scan, and programme planning. It is a good introduction to planning the

internal changes needed to meet your targets and goals. You need to know where you are, and

where you want to be.

6.Logical Framework Analysis (LFA): the LFA is an overall planning tool. It uses a log-frame

or matrix (table) with columns and rows to help you plan a project. The rows represent a

hierarchy(top to bottom) of goals and objectives, from overall goal to activities, and the columns

represent the way in which achievement of these goals and objectives can be verified (shown to

have taken place). This makes the LFAa very good tool for planning for monitoring and

evaluation. Many donors now insist that organizations use the LFA to do their planning. It is,

however, a very complex tool and it does not work if itis not used rigorously.
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The diagram 1 shows the conceptual Mapping of applying the strategic planning Models

and toolkits to solving organizational problem, to achieving organizational goals.

Figure 1. Strategic Planning Conceptual Map

Conclusion:

It is conspicuous that in the present day atmosphere, most organisation could not stand

the environmental challenges and thereby majority of them are faced out of business within few

years of operation. These could however be traced to inefficiency and inadequate knowledge at

the side of the entrepreneur, and their inability to throw back to historical events using adequate

models by comparing to present, and forecasting the future proactively to determine the success

or other wise of its investment. The Strategic Planning models if carefully selected in accordance

to the organizational needs will help entrepreneurs to utilize the tools outlined in achieving the

mission and vision/goals of their organisation which is the sole aim of Strategic Planning.

Recommendations:

Strategic planning models provide a variety of options among which an entrepreneur

could choose a suitable approach and begin to develop its own strategic planning, this is given

the fact that organizational problems varies. It is however worthy of note that an organization is

not restricted to adopting a single model at a time, depending on the situation, condition or

position. Entrepreneur might choose to integrate two or more models at a time. The size of an

organisation plays major role in influencing the decision of adopting a particular model. For

instance, Real-time planning model may not be suitable for small scale and medium term

organisation due to the long range timing. Such organisation preferably should adopt the Organic
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model because of its swift nature in problem solving and organizational repositioning.Another

important factor to consider is weather the organisation is new or an existingone. For new

organisations, conducting a SWOT analysis is recommended before opting for a suitable model.

Public organisations mostly use a combinations of two or more models at a time depending on

the nature of the problems at hand, this is because public organisations are large in size and are

governed by bureaucratic principles, and however scenario planning model is often adopted in

addition to other models in this regard.
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