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Abstract

As many sources exhort managers to “think strategically,” only a few addresses how to make this happen. Where
strategic analysis tools are explained, this is most frequently done conceptually rather than their actual application in
strategic planning. Shortened systematic strategic planning (SSP) consists of a pattern of step-wise procedure for
straight-forward planning, and the fundamentals involved in any strategic planning project. The use of shortened
SSP is more suitable for the development of strategic plans for small- and medium-size businesses (SMEs). The
intention here is to provide a new perspective and benefit for the strategic planners by introducing this new
systematic methodology and demonstrating its implementation on an entrepreneurial and new business called CGA
Tech. Accordingly, let shortened version of SSP easily understood and universally applied to any small- and
medium-size businesses. The data that are used in this case are fictitious and only help for this study. Though, the
given case does not cover all the sections of a typical strategic plan and use all the recommended techniques, it still
reflects the basics.
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1. Introduction

Systematic Strategic Planning is the pattern of procedures by which an organization defines its status, opportunities,
long-term goals, and the strategies for which to achieve them (Butuner 2015). SSP is based on the principles of
Planning by Design (PxD) which is generated by (Muther 2011). When each step of a working model is supported
by the form of output and key document leading to it, we have what is called High Definition PxD Working Model.
A strategic plan includes the fundamentals, and the basis on which any strategic planning must rest are competitive
advantages, scenarios and strategies (Butuner 2015).

The use of shortened SSP version is more suitable for the development of strategic plans for small- and medium-size
businesses (SMEs). This paper is intended to briefly explain how each step of shortened SSP pattern can be applied
on a given case.

The case study presented in here is an entrepreneurial and new business. The data that are used in this case are
fictitious and only help for this study. Though, the given case does not cover all the sections of a typical strategic
plan and use all the recommended techniques, it still reflects the basics.

2. Systematic Pattern of Strategic Planning
Shortened SSP is a six-step methodology intended to identify the three fundamentals. Figure 1 illustrates shortened
version of SSP (Butuner 2015).
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Figure 1. Shortened systematic strategic planning

2.1 Investigating Environmental and Internal Conditions — Clarification of Current Status

The aim of the first section of SSP is to answer the question “where are we?” This requires a comprehensive status
analysis. During and after status analysis, the internal strengths and weaknesses of the organization, and the positive
and negative developments originating from the external factors are identified.

2.2 Comparison of Status and Identification of Competitive Advantages
The organization’s strengths and weaknesses are compared with the key factors in the market development phases,
capacities, and resources of main competitors and the industry’s success factors, to identify competitive advantages.

Figure 2 summarizes the development of a business profile (Pearce and Robinson 2011).

2.3 Understand Scenarios and Define Opportunities

Using the trends to be revealed by the environmental analysis, it is possible to anticipate how the field of business in
which we operate or plan to enter will evolve in the future. See Figure 3. It is intended to find the factors that would
affect and change the outlook mostly in the status and anticipated future, based on the results obtained from
environmental analysis.

Then, the scenarios to be created by trends revealed by environmental analysis for the industry must be developed;
that is, alternative scenarios must be developed for the future.

Finally, to identify the business’ potential opportunities, the organization’s competitive advantages need to be
matched with the potential positive (attractive) scenarios in the industry. Besides market attractiveness of each
scenario, you also need to take some view of the organization’s competitive position with respect to the scenario
(Rasiel 1999).
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Figure 2. Competitive advantages and success factors

2.4 Identification of Strategic Objectives and Main Goals and Development of Alternative
Strategies

The parameters constituting the assumed opportunities need to be laid down as strategic objectives and main goals.
Strategic objectives are the conceptual results that the organization aims at achieving within a certain timeframe.
Strategic objectives and main goals answer the question “what do we want to achieve?”

It is necessary to analyze what should be done and how should they be done to attain opportunities and thus achieve
goals, as well as to identify alternative strategies. Determination of a suitable strategy for a business begins in
identifying the opportunities and risks in its environment.

Based on using both the techniques of Generic Competitive Strategies (Porter 1998) and Components of Strategy
(Ansoff 1970), the corresponding Grand Strategy(ies) can be identified (Pearce and Robinson 2011).

2.5 Evaluating Strategic Plans and Selecting the Best
Here you select the strategic plan most suitable for your organization. To do this, you make an evaluation of the
alternatives based on qualitative factors (Muther 2011).

Even if the best strategy is selected, contingency plans are still necessary for the selected strategy in a risky
environment. A sensitivity analysis needs to be conducted (Keown and Martin 2001), taking into consideration the
possibility that basic assumptions and parameters do not come out as expected and the measures considered to be
taken in this respect need to be identified.
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Figure 3. Procedure of identifying opportunities (Source: Butuner 2015)

2.6 Implementation Plan and Control

The implementation plan is a tool that gets strategic plans underway. The implementation plan required to be created
to answer the question “how can we reach our target destination?” in the systematic of strategic planning must be
coherent with the whole of strategic plan. This step also involves the preparation of budgets for utilization of
resources required for the realization of action plans.

3. CGA Technologies

CGA Technologies vision is to make technology invisible for providing total satisfaction for its customers and
opportunities for its associates to grow and contribute. Its mission is to enhance its customers’ businesses by
providing consultancy on software and hardware development for telecom companies in the field of information
technology (IT) with its international experience to move to a superior position in the market.

It provides a full range of consultancy services and support to help remove the hassles out of its IT projects.

3.1 Clarification of Current Status

3.1.1 Internal Analysis

It is assumed that considering the functional capabilities of CGA Tech., the following results are determined as its
strengths and weaknesses.

Strengths:
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*  Firm's products/services; breadth of product line

*  Ability to gather needed information about markets

*  Product/service mix and expansion potential

¢ Channels of distribution: number, coverage and control
*  Product/service image, reputation, and quality

*  Pricing strategy and pricing flexibility

*  Procedures for digesting market feedback and developing new products or services
*  After-sale service and follow up

*  Ability to raise short-term capital

*  Ability to raise long-term capital: debt/equity

*  Cost of entry and barriers to entry

*  Price-to-earnings ratio

«  Effective cost control, ability to reduce costs

*  Economies of scale

«  Effective use of subcontracting

*  Degree of vertical integration, value added, and profit margin
+  Effective operation control procedures

*  Research and development/technology/innovation

*  Management personnel

*  Employees' skill and morale

+  Efficient and effective personnel policies

+  Employee turnover and absenteeism

*  Specialized skills

Weaknesses:

*  Concentration of sales in a few products or to a few customers

*  Market share or submarket shares

» Imaginative, efficient, and effective sales promotion and advertising
*  Goodwill/brand loyalty

»  Corporate-level resources

*  Tax considerations

*  Working capital; flexibility of capital structure

*  Financial size

* Inventory control systems; inventory turnover

*  Cost and technological competencies relative to industry and competitors
»  Labor relations cost compared to industry and competition

«  Experience

*  Firm's image and prestige

*  Use of systematic procedures and techniques in decision making

3.1.2 Environmental Analysis

3.1.2.1 Macroeconomic analysis

Macroeconomic analysis summarizes the status of the variables with respect to customers’, governments’, financial
institutions’, suppliers’, shareholders’ and employees’ points of view.

On the demographic side, population growth rate has a minimal impact on the IT business environment.

On the economic side, growth rate, interest rate, exchange rate and inflation rate are the factors that have a high
impact on the IT business environment.

On the political side, government regulations and policies that have an enormous impact on IT operations may
include trade and labor laws, tax policies, environmental laws and regulations, trade restrictions, commercial tariffs,
and infrastructure and development policies. The degree of political stability also has an important impact on the IT
business environment.
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On the technological side, R&D activities, automation, technology incentives, and rate of change have a high impact
on IT operations.

On the social side, changes in social trends such as health consciousness, career attitudes, emphasis on safety, and
change in life styles have a normal impact on the demand for IT services.

3.1.2.2 Competition analysis
Table 1 shows the competition analysis form that helps us to analyze the status of the existing firms, threats of new
companies, and the competitive power of customers and suppliers.

3.1.2.3 Industry life cycle

IT outsourcing industry is in the growth stage, as shown in Figure 4.
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3.2 Competitive Advantages, Success Factors, Weaknesses

400

250

200

250

200

150

100

50

346

371

Figure 4. Growth of worldwide IT outsourcing

Table 1 compares the competitive advantages, success factors, and weaknesses of the firm, defined as follows:

Competitive advantages: Factors providing the business with an edge compared to its main competitor and

industry average, that is, the ones that have plus sign only on the CGA Tec. column.

Success factors: Factors that are important capabilities for the business to have but are also typical of every
viable competitor; do not represent a potential source of any strategic advantage.
Key vulnerabilities: Factors on which the business currently lacks the necessary skill, knowledge, or

resources to compete effectively and shown as minus sign on the CGA Tec. column.

Table 1. Competition analysis form

FIRMS IN THE
INDUSTRY

THREATS OF NEW COMPANIES

COMPETITIVE POWER OF
CUSTOMERS
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Market share or submarket shares

Product / service mix and expansion potential

Channels of distribution: number, coverage and control

Effective sales organization: knowledge of customer needs

Product / service image, reputation and quality

Imaginative, efficient and effective sales promotion and advertising

Pricing strategy and pricing flexibility

Procedures for digesting market feedback and developing new products, services

After-sale service and follow up

Goodwill/brand loyalty

+ o+ o+

+

FINANCE AND ACCOUNTING

Ability to raise short-term capital

Ability to raise long-term capital: debt/equity
Corporate-level resources

Cost of capital relative to industry and competitors
Tax considerations

Relations with owners, investors and stockholders
Leverage positions

Cost of entry and barriers to entry

Price-earnings ratio

Working capital; flexibility of capital structure
Effective cost control, ability to reduce costs
Financial size

Efficient and effective accounting system for cost, budget and profit planning

PRODUCTION/ TECHNICAL

Inventory control systems; inventory turnover

Economies of scale

Effective use of subcontracting

Degree of vertical integration, value added and profit margin

Efficiency and cost / benefit of equipment

Effective operation control procedures

Cost and technological competencies relative to industry and competitors
Research and development/technology/innovation

Patents, trademarks and similar legal protection

+ o+ o+ o+t

PERSONNEL

Management personnel

Employees' skill and morale

Labor relations cost compared to industry and competition
Efficient and effective personnel policies

Effective use of incentives to motivate performance
Ability to level peaks and valleys of employment
Employee turnover and absenteeism

Specialized skills

Experience

+

+ |+ o+

+

ORGANIZATI

ON AND
GENERAL

Organizational structure
Firm's image and prestige
Firm's record for achieving objectives

Organization of communication system

+ o+ o+ o+

+

R S o e T
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Overall organizational control system - + +
Organizational climate, culture + + +
Use of systematic procedures and techniques in decision making -
Top-management skill, capacities and interest -
Strategic planning system +

Interorganizational synergy + + +

3.3 Scenarios and Opportunities

3.3.1 Positive and Negative Scenarios

Based on the outcome of environmental analysis, the concluded positive and negative scenarios for the IT
outsourcing industry are shown in Figures 5 and 6.

With the increase of
incentive revenues firms
are encouraged to increase
consultants to be more
vuccessful in the projects:

Foreign investments will

increase in large scales in IT _ Basedon large-scale
Sector. (Microsoft, IBM, etc.) investments in our country
This will provide from Arab and Asian
opportunities for consulting COUNtfleS,_OUf economy will
companies. expand. This also means more

technology and more R & D.

_— CENARIOS

M2M will take its place as the
world's most popular technology ,
it will affect all of the
technological developments and
will create new markets. All
homes and offices will be
arranged in order to create smart
grid. Demand will come from
sectors such as; food technology,
agriculture, tranformation,
construction, retail, logistics,
health, leisure, security.

Consultancy demand from
abroad will increase,
representative agencies will
be opened. Representatives
will be trained by foreign
companies.

Figure 5. Positive scenarios
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Taxes wihich airea
the biggest
constraint in the
field of M2M
Saector, can
affect the sector
vegative by

BAD
SCENARIOS

The foreign
coimpanies that hawe
strong references may
see the deficit in the
imarket and im ay try ta
enter the mar ke t.
{Com panies that
previows y provide
consultancy service to

Figure 6. Negative scenarios

3.3.2 Business Opportunity

The concluded business opportunities for CGA Technologies, by matching its competitive advantages with the

potential positive scenarios of the industry, are shown in Figure 7.

= The ability to train highly gualified,
young and dynamic computer
engineers and software dewvelopers in
ever-increasing numbers.

Increase in technology incentives
Increase in demand for consulting

OPPORTUNITIES™

Abilities

{domestic, foreign)

The rapid growth of MZM technology
in the field of communication.

Large irvestment made by global
technology companies in Turkey, (IBM,
Microsoft, Vodafone, etc)

=  Afper sale service and follow up

- Product/service mix expansion potential

- wWell-educated specialists

- Research and Development / Techmology/ Innowvation

3.4 Main Goals and Main Strategies
Based on the determined opportunities of CGA Tech., the following main goals are set.

Financial goals:

© IEOM Society International

=  Gowernment Policies (tax
increase)

=  Foreign markets may also
recognize the potential of this
sector in Turkey.

=  Reliability problems may occur, THREATS
because it is a developing
sector.

=  Foreign countries’ economic
problems

= Lack of gqualified personnel

MZM will take its place

Figure 7. Business opportunities for CGA Technologies
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*  Exceed $5 million in the next 10 years

* Increase revenue by 15% annually

* Increase gross profit by 15% annually

» Increase contracts with companies by 10% annually

Operational goals:
*  Continuously improve operational processes
»  Capitalize on physical facilities (location, capacity, etc.)
* Improve organizational structure
*  Restructure available resources
*  Decrease expenses by 5%

Main strategies:

Product development will be the main strategy, as shown in Figure 8. This involves investing heavily in research
and development for developing modern technologies for existing telecom companies.

Innovation

Market Market
Development Concentrated

Figure 8. Components of strategy

CGA Technologies aims to utilize its differentiation advantage for a few selected number of segments in which
existing competitors could not meet their requirements. Figure 9 shows the selected strategy. CGA Technologies
will offer specially tailored software and hardware consultancy to its customers for a premium price.
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4. Conclusion

The aim of Systematic Strategic Planning (SSP) is to force a consider the future and therefore provides an
opportunity to influence the future, or assume a proactive posture, to provide better awareness of needs and
environment, to help define and focus on the objectives of the organization. SSP—shortened version consists of a
pattern of six steps for straight forward planning, and the three fundamentals (competitive advantages, scenarios and
strategies) involved in any strategic planning project. The use of shortened SSP version is more suitable for the
development of strategic plans for small- and medium-size businesses.

Here, we have provided a new perspective and benefit for the strategic planners by introducing the shortened version
of SSP and demonstrating its implementation on an entrepreneurial and new business called CGA Tech. This will
help SSP users to easily understand and apply this new methodology to any small- and medium-size businesses’
strategic planning project. Though, the given case did not cover all the sections of a typical strategic plan and use all
the recommended techniques, it still reflected the basics.

Cost Differentiation
Leadership Leadership

Cost Focusing

Figure 9. Generic strategies
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