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Abstract

This study on the use of strategic planning tools and techniques in the Sultanate of Oman aims to contribute to the
research on strategic planning processes. Currently, only a few research studies have been conducted on strategic
planning in developing countries, especially in the Middle East. Almost no evidence of such research exists to
understand the extent of the use of strategic planning tools and techniques in the Sultanate of Oman. The study
used a questionnaire to ask about 14 strategic planning tools and techniques. Twenty organizations in Oman that
have a written strategic plan comprised the sample population. The data were collected from heads of
departments and sections, directors, managers, and advisors directly involved in the strategic planning process.
The analysis shows that the most commonly used strategic planning tools employed by organizations in Oman are
benchmarking, followed by stakeholders analysis and then strengths, weaknesses, opportunities, and threats
(SWOT) analysis, while the Delphi technique, experience curve, Porter’s five forces, and what-if analysis
techniques were the least commonly used. Considering the segmentation of organizations, one can see that the
financial sector and business groups use the tools most frequently whereas the single- and family-ownership
groups have limited use of strategic planning tools. On average, almost 30% of the organizations in Oman never or
very rarely uses strategic planning tools. This paper provides an understanding of strategic planning in Oman and
supplies the missing links in the previous studies conducted on strategic planning.
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1. Introduction

Strategic management has been studied by a number of scholars from various perspectives and using approaches
through several conceptual models (Urwick, 1956; Cyert & March, 1956; March & Simon, 1959; Ansoff, 1965,
1969; Hofer & Schendel, 1978; Bourgeois, 1880, 1984; Olsen & Eadie, 1982; Bracker & Pearson, 1986; Webster,
Reif, & Bracker, 1989; Hart, 1992; De Wit & Meyer, 1998; Porter, 1983, 2008). Defined broadly, strategic
planning processes emphasize “the execution of plans produced through comprehensive analysis and systematic
procedure” (Hart, 1992). The eventual objective of strategic planning is to put the organization in a positive
position by enabling it to act proactively and to close the gaps between the organization’s current situation and
future expectations (Gooderham, 1998). Businesses are facing constant growth and rapid changes in their
environments. This has increased the need for strategic planning, which is a phenomenon growing not only in
Western countries but also in other countries, including those in the Arabian Gulf.

Strategic planning was initiated in the mid-1950s, flourished through the 1960s and 1970s, and further matured
in the 1980s (Webster, Reif, & Bracker, 1989). Despite a few exceptions, strategic management theorists have
suggested that strategic planning is an important instrument for an organization’s success (Rhyne, 1986). Thus,
several reviews have found a modest but positive relationship between strategic planning and performance
(Sarason & Tegarden, 2003; Glaister, Dincer, Tatoglu, Demirbag, & Zaim, 2008). Strategic planning tools and
techniques are considered important in the strategic management process (Aldehayyat, Al Khattab, & Anchor,
2011). Studies to understand strategic planning in some detail have been carried out for more than 30 years. While
the majority of research on the strategic planning concepts and techniques has been conducted in developed
countries, limited research has been done in developing countries, particularly in Arab countries (Elbanna, 2008).
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There exists almost no evidence of previous research investigating the extent of the use of planning tools and
techniques in the Sultanate of Oman.

Considering the given literature review and bearing in mind that the results of studies from one region might not
apply to other regions, local management practices should be examined (Tung & Aycan, 2008). Though some
studies have been carried out in particular Arabian countries (Yusuf & Saffu, 2009; Ghamadi, 2005), there is still
little research on strategic planning in this region. Hence, this paper attempts to fill this gap by providing insight
into the tools and techniques used in the Sultanate of Oman.

2. Literature Review

The history of strategic planning begins in the military. According to Webster’s New World Dictionary, strategy is
“the science of planning and directing large-scale military operations, of maneuvering forces into the most
advantageous position prior to actual engagement with the enemy.” Taking its name and roots from the military
model, early models of formal strategic planning “reflected the hierarchical values and linear systems of traditional
organizations. Undertaken by elite planning function at the top of the organization, its structure was highly vertical
and time-bound. A certain period would be set aside to analyze the situation and decide on a course of action. This
would result in a formal document. Once this was done, the actual work of implementation—which was
considered a separate, discrete process—could begin” (Wall & Wall, 1995). Planning is needed where judgments
regarding future status require various interconnected decisions. Planning is a formalized procedure to produce an
articulated result in the form of an integrated system of decisions. Thoughts on and efforts to manage the future are
significant components of planning (Mintzberg, 1994).

Strategic planning is a complex and ongoing process of organizational change. Many definitions of strategic
planning exist, and a number of variable methods and tools can be utilized to accomplish strategic planning.
Most descriptions of strategic planning are focused on aligning the organization’s goals with the environment
anticipated for the future. According to Olsen and Eadie (1982), strategic planning is a disciplined effort to make
essential decisions and actions that shape and guide what an organization is, what it does, and why it acts the
way it does.

Broadly speaking, one major difference between conventional planning and strategic planning is that, to attain
results, conventional planning looks at problems based on current understanding or an outside-in mind-set
(Rowley, 1997). In contrast, strategic management is concerned with broader directions and longer term aims of a
business. It is intended to exploit the opportunities of tomorrow and is not concerned only with the general
management of day-to-day activities. Every part of the organization has a participatory role in the strategy,
including people, finances, and the environment. A formal strategic plan is one that uses clear systematic
procedures to increase the involvement of those who might affect or be affected by the plan. The strategic plan
must be written and focused on the long term (Bracker & Pearson, 1986).

Strategic planning has multiple components. It generally includes elements such as establishing a vision and
mission for the organization, scanning the external environment, assessing internal capabilities, and creating
objectives, goals, performance measures, priorities, and implementation plans. Implementation addresses details
related to how the organization’s financial resources, human resources, information, and reward systems, along
with its structure and culture, will be changed in the near term to achieve long-term strategic goals (Webster et
al., 1989; Bourgeois, 1984; Hill & Jones, 1995; Roush & Ball, 1980; Campbell & Garnett, 1989; Galbraith &
Kazanjian, 1986).

Although individual definitions of strategy vary among authors, theorists have traditionally considered planning as
a crucial part of organizational strategy.

2.1 Study and Research on Strategic Planning

The study of strategic planning is a relatively recent phenomenon that has generated significance in organizations
around the world. Though its foundation dates back to the early twentieth century, most of the research originates
in Western countries as most of the development in strategy is a result of the high growth rate of industrialization in
Europe, America, and Japan. Industrialist Taylor contributed to the earliest research on the subject (Taylor, 1911).
Fayol put his efforts into formalizing the approach in which organizations administer future organizational
activities (Fayol, 1916). In contrast, Urwick (1956) concentrated on the output and efficiency of workers by
separating particular organizational functions.

Nevertheless, actual strategy studies were not published until the late 1950s. Studies were available during times of
sustained economic growth and great increases in wealth in the West. Writers like Ansoff started to develop
corporate strategy concepts that continued to develop throughout the 1970s (Ansoff, 1965, 1969). Though the
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‘evolutionary’ school was established on the research carried out by Cyert and March (1956) and March and
Simon (1959), it was not until the mid-1980s and early 1990s that the complexity of strategic management was
better understood (Webster et al., 1989). However, most strategic management theorists have suggested that
strategic planning is an important instrument for management purposes (Rhyne, 1986).

2.2 Importance of Environment Context in the Organization

There is a link between the environmental contexts in which an organization exists and it influences the
organization’s approach to dealing with and developing its strategic processes and methodology (Bourgeois, 1980).
An organization reacts to both its internal structure and its external environment. Every country has its own
institutional environments and organizational structures are molded from varying influences that arise in those
institutional environments (Scott, 1987). Differences in environment are related to a number of elements,
including geographic location, economic position, and genetic factors (Hofstede, 1980). Studies have shown that
companies based in one country or society exhibit a different approach to strategic planning than organizations
based in another location or cultural system (Shleifer & Vishny, 1997). Because environment plays a significant
role in influencing the way in which the organization develops and tackles its strategic planning, it is valuable to
understand the strategic planning tools and techniques used by the organization in the region or countries in which
it exists.

Most of the research that exists related to strategic planning has been undertaken in developed countries and there
is a visible lack of research on the topic in developing countries. Strategic planning research is a vast topic and has
remained a popular field in management research until this day. It is also a field highly relevant to the business
world, and organizations never cease to be interested in relevant academic findings. While numerous studies on
strategic planning have been undertaken in developed countries such as the United States, Australia, Canada, Japan,
the Netherlands, Singapore, and the United Kingdom, only very recently have research studies been conducted in
developing regions such as the Arabian Gulf, Bahrain, Jordan, Saudi Arabia, and the United Arab Emirates (UAE)
(Aldehayyat, Al Khattab, & Anchor, 2011; Attahir & Saffu, 2009; Elbanna, 2010; Ghamadi, 2005).

3. Research Design

The main objective of this study was to understand the nature and extent of strategic planning practices in
organizations operating in the Sultanate of Oman. Survey research was adopted for this study because this
research is the first of its kind in Oman.

The questionnaire for this study was adopted from Elbanna (2010). The questionnaire comprised three parts. The
main questionnaire to be filled out by the respondent was composed of two parts with a final section including
supporting information for the reference of respondents. The first sets of questions related to the respondents’
basic information and the organization’s background. The second sets of queries related to the strategic plan and
extent to which planning tools and techniques were used. The 14 most commonly used strategic planning tools
were chosen to estimate the frequency of usage. The third part contained reference information, including the
basic definition of strategic planning and information on planning tools, to enhance the understanding of
respondent. This effort was intended to put the respondents at the same level of understanding and
comprehension of terms.

Several definitions of strategic planning exist, but for the purpose of this paper and to ensure consistency of
responses across the sample organizations, we adopted the definition used by Elbanna (2010): “the development
of a long-range written plan which covers more than one year for the effective management of environmental
opportunities and threats, in the light of the organization’s strengths and weaknesses. It should include
formulating an organization’s mission and/or vision, specifying long-term objectives and developing strategies
which the organization plans to use to achieve these objectives.” This definition of stratetegic planning was
included in the questionnaire sent to respondents to avoid various interpretations of the term.

3.1 Sample Size and Response Rate

The final sample constituted 20 organizations in Oman. Due to the nature of the study, only organizations that
had a written strategic plan were included in the sample. Sixty-three questionnaires were distributed to randomly
chosen organizations in Oman and the total number of questionnaires filled out by respondents was 29. Of the
completed questionnaires, four were unusable because of incomplete or inaccurate information, and five of the
organizations did not have a written strategic plan and were not included in the sample. The overall response rate
was 43%; 32% of the questionnaires was considered usable for the study at hand, but 54% of the questionnaires
was not returned and 14% was unusable.

The sample population segments included divisions by nature, sector, company size based on number of
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employees, business type, and operating zone. According to the nature of the companies, the sample consisted of
25% public, 60% private, and 15% semi-private companies. Based on the sector distribution, the sample
population included 15% manufacturing sector, 15% financial sector, and 70% other service sector. The service
sectors included contracting and trading, education and training, consultation, tourism, entertainment,
information technology (IT), transportation, and media and communication companies. The sample population
comprised 65% large companies with more than 50 employees and 35% small companies with fewer than 50
employees. According to ownership type, the sample population under study contained 25% single- and
family-ownership firms, 15% business groups, 25% joint ventures, and 30% other ownership types. Sixty
percent of the sample organizations operated inside the country and remaining 40% operated inside and outside
Oman.

Considering the nature of the study, the data were collected from heads of departments and sections, directors,
managers, and advisors directly involved in the strategic planning process. Of the respondents, 40% was female
and 60% was male.

Operating inside and outside the country 40%
Operating inside country 60%
Others Ownership 35%
Joint venture 25%
Business group 15%
Single and family ownership firms 25%
Small Organizations 35%
Large Organizations 65%
Finance Sector 15%
Service sector 70%
Manufacturing Sector 15%

Semi private/public 15%
Private Organizations 60%
Public Organizations 25%

Figure 1. Percentage sample of companies in Oman—division based on nature, sector, size, type, and operating
zone

4. Analysis and Discussion

Management research places strategic planning at the center of organizational practices and processes. Business
strategy remains an essential part of an organization and strategic planning is the most popular instrument of
strategic management (Rigby, 1999). During the 1950s, SWOT analysis was in trend and a well-used strategic
planning tool. During the 1960s, more quantitative and qualitative tools were employed. In the 1980s, strategic
planning tools and techniques of the shareholder value model and Porter’s model were widely used. With more
competition, organizations evolved and, to attain competitive advantage as well as survive, gave birth to a number
of strategic planning tools and techniques (Gouillart, 1995). Researchers have outlined a number of existing
strategic planning tools and techniques (Webster, Reif, & Bracker, 1989). Selective strategic planning tools and
techniques, 14 in number, have been employed in this study to understand the level and extent of their use in the
region of Oman. Table 1 shows the frequency of usage of each strategic planning tools and techniques by
organizations in Oman.

4.1 SWOT Analysis (SWOT Analysis)

SWOT analysis is a strategic planning method used to evaluate strengths, limitations, opportunities, and threats.
The strengths, weaknesses, threats and opportunities are evaluated through systematic development of past,
present, and future data. This involves specifying the objectives and identifying internal and external factors that
are favorable and unfavorable for achieving the objective (Weihrich, 1982).

It is apparent from Figure 2 that the financial sector is utilizing the tool most frequently. It appears that a high
percentage of organizations in Oman (i.e., nearly 60% of each segment) uses the tool quite commonly (frequently
or very frequently). Looking at various organizational segments, the analysis shows that on average 28% of
organizations in Oman use SWOT analysis, and 38% use it frequently. Only 24% of organizations are not using or
rarely using the technique.
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100%
80% m 1 Very rarely/ never
60% M 2 Rarely
40% m 3 Occasionally
20% 4 Frequently
0%

|5 Very frequently
1 2B 3A 3C 4B 5B 5D 6B

Figure 2. SWOT analysis

4.2 Portfolio Analysis (BCG,; Growth-Share Matrix and Directional Policy Matrix)

Portfolio analysis is an organized way to analyze the products and services that constitute an organization’s
business portfolio. The two best-known portfolio planning methods are the growth-share matrix (BCG) from the
Boston Consulting Group (BCG; Day, 1985) and the directional policy matrix (DPM) from General
Electric/Shell (Robinson, Hichens, & Wade, 1978).

Business groups apply the technique of portfolio analysis most commonly and those with single or private
ownership apply the technique most rarely. On average, almost 20% of the organizations use the portfolio
analysis technique very frequently, 27% use it frequently, 13% apply it occasionally, 10% use the technique
rarely, and 28% of organizations use it very rarely or do not apply it at all.

100%
S0% IIIIIIIIII DR mvery rarely/ never
60% I I I H Rarely
40% M Occasionally
22: - Frequently
M Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 3. Portfolio analysis

4.3 Experience Curve Analysis

The experience curve is based on long-run strategic development, which is positioned on the idea that the more
we do something, the easier it is to do and the more enhanced it becomes. Hence, the more experience gained by
the passing of time to make a product or provide a service, the quicker and cheaper to achieve the outcome. The
experience curve stresses the cost and price over an extended time for the company, product, and industry
(Ghemawat, 1985; Neidell, 1983).

General observations from Figure 4 reveal that the experience curve analysis is least used by public
organizations and business groups. The private, semi-private, financial, and manufacturing sectors use the tool
more commonly. At least 20% of each segment applies the tool commonly (very frequently or frequently);
exceptions include public organizations, business groups, and companies operating inside and outside Oman.

100%
80% m 1 Very rarely/ never
60% M 2 Rarely
40% M 3 Occasionally
20% 4 Frequently
0%

1 2B 3A 3C 4B 5B 5D 6B W 5 Very frequently

Figure 4. Experience curve analysis
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On average, the frequency of experience curve analysis is as follows: 5% of organizations uses it very frequently,
24% uses it regularly, and 12% uses it occasionally. However, a large number of firms (58%) either uses it rarely
or does not use it at all.

4.4 Porter s Five Forces Analysis

Primary determinants of the competitive strategy framework as identified by Porter’s five forces in the industry
are the threat of new entrants, the bargaining power of buyers, the threat of substitute products or services, the
bargaining power of suppliers, and the rivalry among existing firms. The business strategy viewed in the context
of this framework is to create a secure position in relation to competitive forces (Porter, 1983, 2008). The
strength of these five forces collectively determines the basic potential of organizations to earn profits and
survive. Each of the five forces has further underlying elements in a specific industry, which constitute the
industry structure (Porter, 2008).

One can see that the business group companies are using Porter’s five forces analysis tool at a minimum. The
financial sector uses it more commonly. At least half of each segment either uses the tool very rarely or does not
use it at all, exceptions being private organizations, the financial sector, and joint venture firms. At least 30%
(each) of semi-private organizations, the manufacturing sector, the financial sector, large organizations, and joint
ventures uses the tool frequently.

100% m Very rarely/ never
M Rarely
50% M Occasionally
Frequently
0%

1 2B 3A 3C 4B 5B 5D 6B  MVeryfrequently

Figure 5. Porter’s five forces analysis

On average, very frequent use of the tool is only 5%; 22% of the organizations uses the tool frequently, 13%
occasionally, 18% rarely, and almost 42% does not use it or uses it very rarely.

4.5 Financial Analysis for Own Business

Financial analysis can be applied in a wide variety of situations to provide the information needed to make
critical decisions. Financial analysis involves utilizing historical data to gain information on the current and
future financial health of a company (Donnahoe, 1989). Financial analysis is performed using ratio analyses and
financial statements to assess the viability, profitability, and stability of the organization (Weston & Brigham,
1975; Kristy, James, & Susan, 1984).

From Figure 6, one can see that the financial sector in Oman is most commonly utilizing the financial analysis
tool, while the single- and family-ownership group and public organizations use it the least. At least 60% of
segments that use the financial analysis tool commonly (very frequently or frequently) is private organizations,
semi-private firms, the financial sector, business groups, joint ventures, and other ownership firms. Taking the
average percentage reveals that almost 26% of the organizations uses the tool very frequently, 26% uses it
frequently, 27% occasionally, and 21% rarely or never.

100%
20% H Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0% H Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 6. Financial analysis
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4.6 Value Chain Analysis

Porter developed the value chain to analyze customer need structures. The organization’s value chain is
demonstrated in the range of its activity stream, called the value system. Value chain analysis indicates that it is
not sufficient to only study the company as a whole to understand its competitive advantage; rather, the
competitive edge arises out of the multiple involved activities, including primary and support activities (Porter,
1985; Clark, Magretta, & Carliss, 2000).

Figure 7 provides an overview of the situation, showing that value chain analysis is most frequently used by
business groups. The tool is least used by government organizations and other ownership types. At least 20% of
all segments uses the value chain analysis tool commonly (very frequently or frequently). Forty percent of all
segments does not use it commonly (occasionally, rarely, or never), with the exception of the finance sector and
business groups. On average, 21% of organizations uses the value analysis tool very frequently, 24% frequently,
20% occasionally, 16% rarely, and 19% very rarely or never.

100%
80% m Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0% H Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 7. Value chain analysis

4.7 Analysis of Critical (Key) Success Factors (CSFs)

The concept of success factors has been applied and used in many sectors and organizations (Johnson & Michael,
1995). To attain superior performance and success stability, an organization must achieve a few critical elements.
Hence, identification and assessment of critical success factors becomes important to avoid pitfalls and attain
smooth running of organizational activities for the organization’s survival and success (Boynlon & Zmud, 1984).

An overview reveals that manufacturing organizations, semi-private firms, and single-ownership firms use the
tool least. There is minimal use of the tool seen in 45% and more of each segment, except the business group and
the financial sector. At least 60% of the business and financial sectors uses the tool commonly. On average, 21%
of organizations uses the critical success factor tool very frequently, 9% uses it frequently, 15% applies the tool
occasionally, 23% utilizes this tool rarely, and 32% uses it very rarely or never.

100%
80% m Very rarely/ never
60% H Rarely
40% B Occasionally
20% Frequently
0% H Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 8. Analysis of critical success factors

4.8 What-If Analysis

What-if analysis is a method used to understand the outcomes and impacts of changes by systematically
varying variables. What-if analysis allows the researcher to measure the effect of changing values of
variables on the overall outcome (Philippakis, 1988). A few commercial tools are available that can assist in
performing what-if analysis (Matteo, Stefano, & Andrea, 2006).
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Figure 9 shows that single- and family-ownerships firms use the tool least commonly. At least 60% of all
segments uses the tool on a limited basis, except for semi-private firms, financial firms, and the
organizations that operate inside and outside Oman. Analysis shows that on average 10% of the firms uses
the tool very frequently, 30% uses it frequently, 10% applies it occasionally, 11% rarely, and 38% use it
very rarely or never.

100%
80% m Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0% H Very frequently

1 2B 3A 3C 4B 5B 5D 6B
Figure 9. What-if analysis

4.9 Stakeholders Analysis (Stakeholders Model)

Stakeholders analysis identifies the important stakeholders, individual people and groups who influence the
organization and its objectives (Freeman, 1984). The process includes evaluation and identification of
stakeholders who are directly and indirectly affected by or can affect the organization’s achievements and
operations (Freeman, 1984).

An overview of the situation is shown in Figure 10; one can see that semi-private firms, industrial firms,
and private firms use the tool most commonly. The tool is least used by single-ownership and family
businesses. At least 20% of each sector uses the tool very frequently, with the exception of the
single-ownership firms. Studying the average shows that 38% of the organizations uses the tool very
frequently, 22% frequently, 22% occasionally, 4% rarely, and 15% either rarely or never.

100%
% H Very rarely/ never
oo W Rarely
o I I B Occasionally
20% i l
oty: IIIIIIII.IIIII requently

H Very frequently
1 2B 3A 3C 4B 5B 5D 6B

Figure 10. Stakeholder’s analysis

4.10 Product Life Cycle

Product life cycle is a model for analysis based on the various successive stages in the development of an
activity or product (Day, 1986; Lorange, 1980). The product life cycle is usually divided into five stages:
launch, early growth, late growth, maturity, and decline (Steiner & Miner, 1977).

Business groups are using the tool most commonly, followed by the financial sector companies that operate
inside and outside Oman and private organizations. Surprisingly, it is least used by the industrial sector and
joint ventures. The average percentage shows that almost 16% of the organizations uses the tool very
frequently, 9% frequently, 24% occasionally, 15% rarely, and 36% very rarely or never.
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100%
80% m Very rarely/ never
60% H Rarely
40% B Occasionally
20% Frequently
0% M Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 11. Product life cycle

4.11 Profit Impact of Market Strategy

Scholars have investigated the profit impact of market strategy (PIMS) due to its thorough analytical
formation. PIMS is based on conclusions drawn from diversified samples collected over time (Schoeffler,
Buzzell, & Heany, 1974; Anderson & Paine, 1978; Bradley & Robert, 1987). It is a strategic planning tool
that provides measures for business units in a diversified portfolio. It also attempts to create value in
synergistic portfolios (Bradley & Robert, 1987).

From Figure 12, one can see that the PIMS analysis tool is least commonly used by public organizations
and single ownerships. At least 50% of each sector does not commonly use the tool, apart from five specific
segments in organizations. The tool is most commonly used by semi-private firms, the finance sector,
business groups, other ownership firms, and firms operating outside Oman (at least 60% of each utilizes the
tool commonly). Large organizations use the tool more commonly than small organizations.

The results show that, on average, PIMS analysis is used in 16% of organizations very frequently and in 21%
regularly. However, many firms (63%) either use it rarely or do not use the tool.

100%
80% M Very rarely/ never
60% H Rarely
40% B Occasionally
20% Frequently
0% M Very frequently

1 2B 3A 3C 4B 5B 5D 6B
Figure 12. PIMS analysis

4.12 Benchmarking

Benchmarking was introduced as a way to measure progress (Bogan & English, 1994; Karlof, Edenfelt, &
Marie, 2001). It is a comparative analysis method used to measure the organizational objectives and
operations against other existing similar programs and strategic positions (Mennon & Landers, 1987).

Note that the benchmarking tool shows that the benchmarking technique is very commonly used by
organizations in Oman. At least 80% of each segment applies the benchmarking technique commonly or
occasionally; the only exception is single- and family-ownership firms. The benchmarking technique is
most frequently used by the financial sector.

On average, 43% of organizations uses the tool very frequently, 17% frequently, 26% occasionally, 5%
rarely, and 8% very rarely or never.
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100%
0% H Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0% H Very frequently

1 2B 3A 3C 4B 5B 5D 6B
Figure 13. Bench marking

4.13 Scenario Construction/Analysis

Scenario analysis is used to forecast based on known trends and facts. It uses a description of a set of future
situations through a sequence of time frames and snapshots. It helps in visualizing alternative courses of
events based on a selection of assumptions and forecasts about future events (Nair & Sarin, 1979). Scenario
construction emerged as a useful tool to state possible lines of development and visualizations of alternative
courses of actions on the basis of predictions and assumptions (Kees, 1996; Mats & Hans, 2003; Peter,
1991).

Organizations in Oman do not commonly use scenario construction. At least 15% of each segment applies
the tool more frequently, exceptions being semi-private firms, manufacturing firms, and single- or
family-ownership organizations that apply the technique occasionally.

100%
80% m Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0%

H Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 14. Scenario construction analysis

On average, almost 20% of the organizations uses scenario construction analysis very frequently and 20%
applies it occasionally, while 20% uses the technique rarely and 40% uses it very rarely or does not apply it
at all.

4.14 Delphi Technique

The Delphi method is based on the assumption that group judgments are more valid than individual
judgments. It is a structured technique for gaining input and judgment from expert sources to address and
solve problems (Harold & Murray, 1975). A standard Delphi technique is developed as a systematic and
interactive forecasting process that is carried out through a set of sequential questionnaires, combined with
summarized information and feedback from earlier responses, to attain results (Rowe & Wright, 1999;
Delbeeq, Van de Ven, & Gustafson, 1975).

100%
80% H Very rarely/ never
60% M Rarely
40% B Occasionally
20% Frequently
0%

H Very frequently

1 2B 3A 3C 4B 5B 5D 6B

Figure 15. Delphi technique
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Simple analysis of the sample reveals that almost none of the firms in Oman uses the tool commonly, and
almost all the firms use the Delphi technique rarely or have never used it. A more generalized view in
Figure 15 shows that the Delphi technique is the least commonly used tool by the segments. All the
segments either don’t use the tool or use it rarely. From Table 1, one can see that on average 20% of the
firms uses it rarely and 80% does not use the technique.

The most common strategic planning tools used by organizations in Oman are benchmarking, followed by
stakeholders analysis and SWOT analysis. Financial analysis, portfolio analysis, value chain analysis, and critical
success factors are used moderately. PIMS analysis, product life cycle, and scenario analysis have received limited
use. The Delphi technique, experience curve, Porter’s five forces, and what-if analysis techniques are the least
commonly used strategic planning tools. Figure 16 and Figure 17 show the level of usage of the analyzed strategic
planning tools employed by organizations in Oman.
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Figure 16. Level of strategic planning tools used by the ~Figure 17. Results on strategic planning tools and techniques

organizations in Oman used by organizations in Oman

Furthermore, Table 2 shows average results for the tools’ frequency of use by organizations in Oman. On average,
19% of organizations applies strategic planning tools very frequently, 19% frequently, 14% occasionally, and 15%
rarely. Almost 30% of the organizations either uses the strategic planning tools very rarely or does not use them at
all.

In comparison, the financial sector applies strategic planning tools very frequently, whereas the manufacturing
sector shows the least usage of strategic planning tools. Looking at the size of organizations based on number of
employees, the results show that large organizations use strategic planning tools more often than small
organizations.

Analyzing the organizations based on business type, one can see that business groups use the tool more
frequently, followed by other ownership types and joint ventures, whereas single and family ownerships use it
most minimally. When comparing the companies according to their operating zones, it is apparent that
companies with international operations use the tools more frequently than the companies that operate only
inside Oman. Considering the nature of companies, one can see that private organizations are using strategic
planning tools more frequently than semi-private organizations, which show moderate use, and public
organizations apply limited strategic planning.
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Table 2. Average results: strategic planning tools and techniques

No Strategic Planning tools and techniques Frequency of Usage in Percentage

5 4 3 2 1

Very frequently Frequently Occasionally Rarely Very rarely/never

1 SWOT Analysis 33 38 4 14 12
2 Portfolio Analysis 22 27 13 10 28
3 Experience curve 5 24 12 39 19
4 Porter’s five forces 5 22 13 18 42
5 Financial analysis 26 26 27 8 13
6 Value chain analysis 21 24 20 16 19
7 Critical success factors 21 9 15 23 32
8 “what-if” analysis 10 30 10 11 38
9 Stakeholder analysis 38 22 22 4 15
10 Product life cycle 16 9 24 15 36
11 PIMS analysis 16 21 0 20 43
12 Bench marking 43 17 26 5 8
13 Scenario analysis 20 0 21 20 38
14 Delphi Technique 0 0 0 20 80
Average (Percentage) 19 19 14 15 30

Table 3. Average results—all firms ad sectors

No Organizations Frequency of Usage in Percentage

5 4 3 2 1

Very frequently Frequently Occasionally Rarely Very rarely/never Quantity of sample

1 All Organizations 18 18 15 16 31 20
2A  Public Organizations 11 12 14 18 42 5
2B Private Organizations 24 18 12 14 30 12
2C  Semi private/public 7 30 26 21 14 3
3A  Manufacturing Sector 11 23 18 16 28 3
3B Service sector 14 15 7 18 32 14
3C  Finance Sector 43 25 2 2 25 3
4A  Large Organizations 18 21 15 14 29 13
4B Small Organizations 21 14 13 16 34 7
SA  Single family ownership 2 17 21 18 40 5
SB  Business group 42 11 4 16 23 3
5C  Joint venture 18 18 15 14 32 5
5D Others Ownership 20 22 14 14 37 12
6A  Operating inside country 12 21 14 14 37 12
6B Operating inside & outside the 27 16 15 19 21 8

country

Average (Percentage) 19 19 14 15 30
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Based on Table 3, 43% of the financial sector, 42% of business groups, and 27% of the organizations operating
inside and outside Oman apply the tool most frequently, while 42% of public organizations, 40% of
single-ownership and family businesses, 37% of companies operating inside Oman, and 34% of small
organizations either don’t use the tools or use them very rarely.

Figure 18 provides an overview of the frequency of usage of strategic planning tools by different segments. The
financial sector and business groups use the tool most frequently whereas single- and family-ownership groups
show limited use of strategic planning tools.

15 —— B Most frequently used

I I moderatly used

0 . M rarely used

N
&S . &
£ & L boo“o\,@& o z\& & B Most rarely used

Figure 18. Level of strategic planning tools used by organizations in Oman based on nature, sector, size,
type and operating zone

5. Managerial Implications and Recommendations

The extent of use of strategic planning tools in the organizations under investigation varies owing to the
influence of a number of factors. The results of this study reveal a ‘great divide’ between the use of strategy tools
and techniques and managers’ awareness of the same. Managers are generally aware of most strategy tools and
techniques, but they don’t always use them to their optimal potential. Similarly, planning is a process that cannot
be outsourced. Outside help can be brought in, but ultimately only the firm itself possesses enough inside
knowledge to craft a strategy and take steps to achieve its goals. Based on our findings, managers must pay
attention to the use of appropriate planning tools. Some authors have argued that each manager should have
some level of understanding of strategic planning as it is associated with the management process and ultimately
with the success of an organization (Mintzberg, 1979a; Steiner, 1979). Organizations should choose tools that
support their strategic objectives (Rigby, 2001) and clearly communicate these tools to managers (Parson, 1934)
to ensure successful implementation of the tools and fruitful outcomes. Top managers must obtain the essential
experience and understanding to plan successfully, and the research provides fairly comprehensive information
on the understanding and use of planning tools for managers in more regional contexts. Therefore, it is essential
for the managers of these firms to augment their knowledge with regard to these techniques and their fitting use by
attending specialized training courses and programs, thereby enhancing the strategic change process within their
respective organizations.

Although this research contributes significantly to understanding the strategic planning tools used in Oman, it has
two limitations. We only present the extent of planning tools used by firms in Oman. Further investigation is
needed to identify the level of participation of employees at different organizational levels and to study the
impact of the use of strategic planning tools on the success of organizations in Oman. Further research can be
conducted to understand the significance of strategic planning procedures and results.

The paper does not explore the approaches used by organizations in Oman to implement each strategic planning
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tool, which allows for developing research questions that identify the methodologies organizations use to apply
the management tools. Furthermore, this research could be measured for possibilities to study the quality of
usage and application of strategic planning tools in our sample. Despite the limitations, this study provides a
comprehensive understanding of the nature and extent of strategic planning practice in business organizations in
the Sultanate of Oman.

6. Conclusions, Implications, and Recommendations

Although the established norm endorses the use of strategic planning tools as a vital cornerstone of the strategic
planning process, strategy pundits have given little thought to the study of strategic planning tool usage. Instead,
they have assimilated tool usage as a minuscule part of their investigations in both developed and emerging
market contexts. In this paper, an attempt has been made to bridge the gap in the literature regarding this pivotal
element of the strategic planning process by providing pertinent information about its use, awareness, and
correlation with certain organizational facets.

This research indicates that although almost 30% of the firms very rarely or never uses strategic planning tools,
organizations in Oman are utilizing strategic planning tools to some extent; they are moving beyond daily
management and have started to plan for the future by using various types of strategic planning tools and
techniques.

The paper provides an understanding of the level of use of strategic planning tools and related practices in
various organizational sectors in the Sultanate of Oman. The literature suggests the importance, growing use of,
and need for strategic planning for management purposes in organizations around the world. This study supplies
the missing links in previous studies carried out on strategic planning and will also be a highly valuable
reference for the future from local points of view. We set out to investigate the planning tools in a specific
context to provide an understanding of the extent to which strategic planning tools are used in the region; the
study can very well act as a future reference for organizations in a more local context.
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