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Foreword
The purpose of this document is to provide a toolkit for strategic planning for enterprises in the
form of a template, and a manual for the use of the template, in order that BIGEM staff can
deliver strategic plans in a consistent quality and format. It should be used in conjunction with
it’s counterpart document. Strategic Planning Toolkit / Template.

Part One - Strategic Planning Manual
The Rationale for Strategic Planning
Strategic Planning is necessary to ensure that an entire organisation is focussed on its goal and
vision for the future. Strategic planning identifies the target destination and the route to reach
this destination. It prevents sudden changes of direction and supports the management to avoid
activities which may divert focus from the goal. Furthermore, the strategic plan can be
communicated throughout the organisation to ensure that everyone is focussed on the goal.
Stratigic Planning also assists the identification and development of Key Performance Indicators
that monitor performance towards the stated goals and assist management in identifying when
the project is failing. Strategic Planning combined with Performance Indicators stimulates
corrective action when projects are failing and strengthens overall performance of the
organisation.
Modern Best Practice in Public Shareholder Companies requires that strategic plans are carried
out annually and are facilitated by external consultants. This creates an independent output
document which can be made public and which gives stakeholders (Banks, shareholders,
Employees etc.) a vision of a common goal and an image of professionalism.
Independent Strategic Planning is essential for companies that have external shareholders and
also those who wish, in the future, to expand beyond the state of a family business or a single
owner business. The Strategic Plan is necessary to demonstrate the goals and visions of the
enterprise and to encourage financial participation in the future of the business.

The Method
There is no correct way to develop a strategic plan. Many consultants and businesses use
approaches that meet their opinion of the contents of such a plan. However, over time, a
textbook approach has emerged which sets the method clearly and allows the creation of a
template and structure. This allows the planner to concentrate on the planning task without
needing to design it each time. Strategic plans from the same source can then have a similar
structure and appearance and contribute to the brand identity of the consultant. This manual
presents s formal structure and template which may be used for developing the strategic plan
for any enterprise.
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Methodology
The standard methodology is as follows:

Strategic Planning is a process. A sequence of activities leading to an Action Plan. It begins with
a vision of the future and a strategic goal or goals which the management wish to achieve. These
may be long or short term goals and they may be intangible.

Vision and Goals
The Vision and Goals may be ambitious dreams. The Goal and Vision should be established at
the beginning of the process, but can be revisited (sometimes several times) throughout the
process, as goals may be refined throughout analysis.
The best way to set the vision and goals is for the consultant to engage in a brainstorming
session with the top management. This may not always be practical, and the vision and goals
may be confined to the Chief Executive. In the best circumstances, it will be the wider
management. They should be encouraged to be creative and ambitious. Ideas can be developed
(The crazier the better at first) to the point where a common and realistic vision is reached.

Mission Statement
The goal may be encompassed in a Mission Statement. Many companies have intangible mission
statements. Sometimes they are long and complex. The best Mission Statements are simple and
short. Some advocate that is should be possible and reasonable to create a Mission Statement
which can be presented on a teeshirt. If the Mission Statement is short, it can be captured in
graphics, signage and visibility materials so that the entire organisation understands the goal.
The Mission Statement is important and valuable if used correctly. It’s purpose is to support
thae concept that:
If any activity does not directly move the organisation towards the goal of the
organisation, then that activity should be stopped.
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Once the vision, and goals are captured in a mission statement, it is common to identify many
activities which seemed like a good idea, but do not move the organisation towards its goal.
These diversionary activities consume resources. The mission statement creates corporate
focus.

Analysis
Analysis has three elements:
External Analysis: This involves analysis of the business environment in which the
company operates It involves Competitive Forces Analysis and PESTEL Analysis and it
identifies the Opportunities and Threats facing the enterprise
Internal Analysis: This is a detailed analysis of the company itself. It assesses the
strenghs and weaknesses of the Company.
SWOT Analysis: SWOT Analysis it the result of the External and Internal Analysis and
consolidates the Strengths, Weaknesses, Opportunities and Threats to the business. The
emerging strategy is to adjust the Strenghts and Weaknesses to take advantage of
opportunities and to neutralise threats. The eventual strategy is converted into an Action
Plan with defined Objectives, Expected Results, Activities, Budget and Timeframe.
External Analysis
Competitiveness Analysis – 5 forces
The 5-forces Framework for Competitiveness Analysis is based on the work of Michael Porter. It
identifies that there are five types of competitive forces acting on any business, any region, any
country.
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Barriers to Entry
Management should be encouraged to identify and list Barriers to Entry to their
business. This gives an indication of monopolistic power. Barriers to entry are listed
below. For each barrier identified, they should also consider whether the situation is
getting better or worse, and whether it condition is an opportunity or a threat.
ENTRY Forces





Entry Costs
Speed of Adjustment
Sunk Costs
Economies of Scale

Prımary Condıtıons (Examples only – Management
must create their own relevant list)
Our products could easily be copied
1
2






Network Effects
Reputation
Switching Costs
Government Restraints

Lıkely to Improve
Substantıally A Lıttle

No
Change

Lıkely to Worsen
Substantıally A Lıttle

The equipment needed to produce our products
is extremely expensive.

3
4

Threats from Entry Issues
1
2
3

Copying of products by a competitor.

Opportunıtıes from Entry Issues
1

Strategy Actıon to minimise Entry Rısk or benefit from opportunıty as a result of entry ıssues
analysis:
1. Establish patents on products.
Supplier Forces; Buyer Forces; Industry Rival Forces; Substitutes and Complements
A similar exercise should be undertaken with each of the five forces. The end result will
be a listing of all the Strengths, Weaknesses, Opportunities and Threats facing the
enterprise.

PESTEL Analysis
PESTEL Analysis involves the examination of
the Political, Economic, Social, Technical,
Environmental and Legal Factors that affect the
business.
A similar framework is used to consider the
divverent external issues which may create
opportunities or threats to the enterprise. If

Political

Legal

Economic

PESTEL
Environmental

Social
Technical
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management are creative in this exercise, they will realise that there are many relevant external
factors beyond their control which lead to opportunities and risks that they may not have
previously considered.

POLITICAL Factors (Examples only)

Lıkely to Improve
Substantıally A
Lıttle

1 Conflict with Russia
2 Increased support from Europe
3 Refugee Crisis
Threats from Political Issues
1 Russian markets blocked to Bafra companies or
in decline

No
Lıkely to Worsen
Change Substantıally A
Lıttle

Opportunıtıes from Political Issues
Easier access to European Markets for Bafra
1
Companies

Strategy Actıon to minimise Entry Rısk or benefit from opportunıty as a result of Political Factors
analysis:
1. Develop access to European Markets and other markets. (Example)
The consultant should work through each of the PESTEL elements (Political, Economic, Social,
Technical, Environmental and Legal. To identify opportunities and threats in each area and to
complete the each table.

Internal Analysis
Internal Analysis assesses the capability of the enterprise in its main functional areas. For this,
the consultant may rely on the Diagnostic Study and Organisational Health Manual and Toolkit
(See separate document) to assess the quality of the company in respect of the following
functions:
Strategic Planning – An area that should be vastly improved as a result of this strategic planning
process. Note: Organisational Health relies on the fact that all the following elements are aligned
with the Strategic Plan and the goals of the Company.








Marketing Capacity – Note: this is not a Marketing Planning exercise – We are only
evaluating the marketing capability to identify if it is a strength or a weakness?
Structure – Is the corporate structure in align with the strategy?
Systems – Are the systems appropriate for the organisation and its goals?
Operations – Is the operation aligned with the strategic plan?
Human Resources – Is the organisation chart and the manpower structure appropriate
to the strategy?
Internal Controls – Are the internal controls appropriate to meet the vision of the
future?
Organisational Culture – Is the organisational culture aligned with the strategy?

Use a similar framwork to the Enternal Analysis to list the strengths and weaknesses or the
organisation in each area. Consider the strengths and weaknesses in terms of the vision and the
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goals.

SWOT Analysis
The Strengths, Weakness, Opportunities and Threats identified in the Internal and External
Analisis should all be listed on one single table, as follows:
Strengths

Weaknesses (Examples)

Highly skilles workforce
Modern Machinery

Poor Marketing Capacity
Lack of differentiated products
Weak corporate identity

Opportunities

Threats

New European Markets

New Competitor with lower prices

Emergent Strategy
Tasking advantage of Opportunities
List all the activities that can be undertaken to take advantage of opportunities
Capitalising on Strengths
 List all the activities that will capitalise on the strengths of the company
Dealing with Threats
 List all the activities required to minimise or manage threats facing the company
Managing Weaknesses
List all the activities necessary to deal with the identified weaknesses of the Company.

Action Plan
The entire action plan can be captured in one single table (Logical Framework), Gant Chart
(Timetable) and Budget by completion and discussion of the template. It is suggested that
the consultant complete the Action Plan based on the findings of the Analysis and then test
the findings through debate in a workshop with the Senior Managemwent.
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This publication has been produced with the financial assistance of the European Union. The
contents of this publication is the sole responsibility of Norm Consulting and can in no way be taken
to reflect the views of the European Union.
9

