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6.0 OBJECTIVES

After reading this Unit you should be ableto:

a e realise theimportanced planning and decisionmakingfor buildingand bringingup any

organisation,
e familiariseyourself with various techniquesdf planning and decision making,
e deveopskills requiredfor effective planningand decision making, and
e plan your own strategies and objectivesfor improved performancein any organisation.

6.1 INTRODUCTION

In Block-1, Unit-1, we mentioned Planning as an essential processd Management. Infact,
when you take up any managerial task, entrepreneurial assgnment or areas like tourism
development, promotion, marketing, etc. there is one function which you cannot afford to
miss, and that is- Planning. Every tourism related activity, service or development at a
particular location, region or leve requiresalot of planning. In TS-1, Unit-29 you have
already been familiarised with the National Action Plan on Tourism formulated by the
Department of Tourism, Government of India. Similarly, in Unit-27 of TS-2the Tourism
Plan of Maharashtra wasdiscussed. Today planninghasemerged asaspecialised areaand
you have planners,estate planners, corporate planners, tour plannersandsoon. Toestablish
your own business, to be an entrepreneur or a manager you haveto plan.

This emphasis on planning is not something very recent, but has evolved over the years
becaused twofactors:

i) Planning hasindeed becomespecialised, being applied to moreand more aspectsof our
businessand personal lives.

i) While planningwas once an activity in which one engaged in order to get through crisis
situationsor to fill unoccupied time, now it is clearly recognised as a task essential to
tourism businessand personal wel being.

Bitt if you ask why it isessential, theanswer issimple. Planning can be described "as the
process through which we determine how best to commit present availableresourcesin
order to influencefutureevents” In this Unit we discussthe various stepsinvolved in the
planning process alongwith the advantagesaf planning. Sound planningfor thefutureleads'
usto sound Degision Making. The Unit alsotakesintoaccount certain other aspectsrelated
to Decision Making:
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Planningisa process that invalvesthe determination o any future course of action, i.e. why
take an action, what action, how to take action and when to take action. JThese why, what,
how and when are related with different aspectsd the planning process. All these aspects
arethe partsdf the processwhich determinesin advancethe future accomplishmentsand the
meansto achievethem. For a manager it means, clearly putting down the actionswhich he
or sheintendsto take for achieving the organisational goas. For an entrepreneur it mean:
drawing a blue print of the activities to be undertaken for establishing the business
anticipated problems, etc. However, the nature and scope of planning variesas per the leve
of the manager. For example, an escort may plan for the day tour or the group's total tow
& butthetour operator will planfor packagingthetour, marketingit and cateringto thegroup
etc. Here, you should aso remember that planning is needed primarilyfor two reasons:

E i) Committing and allocating an organisation's (this can be your own business or the
company you work in) availableresourcesfor achievingitsstated goals, and

il) Anticipatingthe future problemsand opportunities.

Planningasoimplies:

e naki ng choicesfrom the diverseavailable opportunities, and
e atimelimit for achievingthegoals.

For your own clarity you should take note of thefeaturesd planning. Planningis

e a process rather than behaviour & a given point of time. It is the process which \
determines thefuture course of action. \

|

1

e concerned basically with the future and requires forecasting o thefuture situation.

the process o sdlection o a suitable course o action keeping in view the available \

resources. 4
e not restricted to acertain section of the organisation but isundertakenat al levels. This 1
isbecausedl levelsdf management are concerned with the determinationd thefuture .]
coursed action. '

flexibleascommitment isbased on future conditionswhich are dwaysdynamic. Assuch
an adjustment is needed between the variousfactorsand planning.

e a pervasive and continuous management function involving complex processes of
perception, analysis, conceptual thought, decisionand action.
Here one must take note of the advantagesd planning:

you can direct theactivitiesin an orderly way for achievingthe goal,
unproductive work and wastage can be minimised,

proper resource allotment can bedone,

better utilization of availableresourcesis possible,

problemsand competition, etc. can be anticipated,

things can be looked at in totality, etc,

At the same time certain disadvantages of planning have aso been pointed out like:
predictions cannot aways be accurate; planning makes you work in a preconceived
framework and discourages initiativeand innovation; plannerseverde their job; somefeel
planningis only theoretical, etc. However, al such disadvantagesshould again be taken as
chalenges by the managers and-entrepreneurs. Y ou should remember that the magnitude
o planningistoo vast in managerial tasks. You need a plan to organise, mobilise, allocate,
operationalise, finance, market compete, monitor, control, improve, change or innovate, etc.
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Planning is avast area asall managers plan to achieve the stated goalsdf an organisation.
Withinthat, every unit or department hasitsown plansand soon. Generally, planscan be

of twotypes.

iy  Strategicplans
ii)  Operational or Tactical plans
Strategic plansare devised to meet the organisational goalswhereas, operational plansare

devised toimplement the strategic plans. However, abovedl theseisthe missionstatement
which definesthe organisation's goals.

MISSION STATEMENT
(ORGANISATIONAL GOALS)

A 4

STRATEGICPLANS

1

OPERATIONAL PLANS

For an organisation'sgrowth it isimperative that operational plansreflect thestrategic plan.
For examplethe variousregional managersd the Department of tourism make promotional
plansfor their regions, but the guiding factor for them are the principles metioned in the
strategicplandesigned by the Department of tourism. However, it must berememberedhere
that strategic planshave along span o time compared to operational plans. For example, as
atour operator you may have astrategic plan to cater to 100 groupsadf touristsin afiveyear
time. T o achievethistarget you may have operational plansfor cateringco 20groupsinayear.
Similarly, your strategicplanwill cover abroad ranged organisational activitieswhereasyour
operational plan will have alimited scope. It isinteresting to notethat your smplestrategic
goal o 100groupsleadstocomplex operational planning, takiigintoaccount your marketing
strategies, linkages, infrastructure, etc.

Strategic plans decide the aims and policies of the organisaticn. Accordingly, the
programmesand methodsfor ther fulfilment are also detailed. Once thisisdone, at any
given time, questions like where the organisation stands or where it intends to go, are
answered by the strategic plan. But how the organisation will get there isanswered by the
operationa plans.

For formulatinga strategic plan you can begin with asking thefollowing questions:

What serviceisto be provided by you?

What sort of competition do you have?

Wheat are the resourcesand infrastructural needs?

What kind of social, economic or palitical environment is there?
What uniquefeaturesyou offer?etc.

Though, such strategic planning may not predict your future but surely a strategic plan
enables you meet future contingencies; correct errors, take timely decisionsand avoid
deviations.

Operationa planning determines the tasks to be accomplished, determines responsibility,
allocatesresourcesand sets measurementsfor every task.

Besidesthesetwotypesd plans, there are certain other typesdf plansdealt with by managers
in their routine. These may involve individual activity, departmental activity or entire
organisationalactivity. Such plansarerel ated topolicy matter s,pr ocedur es methodologies, 1
qualityassur ance, budgets, pr oj ectsor technologies. YOU must remember herethat planning
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isan ongoing activity relevant for both managersaswell asemployees. In aserviceindustry
like tourism it isessential that not only the top or middle managersbut the employeesaso
plan their activitieskeepingin view the organisationalgoals. Thiswill add to their efficiency.

6.4 PLANNING SILLS

You often hear or make these statements, "he or she is very good at planning,” "they have
planned wdl"; the plan is excellent and we must congratulate the planners.” We have
mentioned earlier that planning hasbecomea speciaisation. Not only individuals, partners
or organisationsdotheir planning, but today thereare professi onal swho as consultants make
plansfor organisations. Planning requires certain skillslike the ability to:

think ahead,

forecast futuretrends,

state organisational goals,

choosestrategies, and

-arrive at performance standards, etc.

Planners must be ableto determinethe framework of purposefor the organisation. Thereis
dways a multiplicity of objectiveslike: profitability, growth, turnover, social responsibility
survivd, continuity, etc.

The organisation's objectivesareidentified and articulated in a mission statement.

The mission statement should be such that it clarifies;

the nature of the organisation,

inwhat businessthe organisationis, 2
what the long term objectivesare,

what are the short term objectives, and

the methodsto be adopted for achievingthese objectives.

A mission statement is relevant for big as wel as small organisationsand for both profit
making as well as non profit making organisations.

6.5 STEPSIN PLANNING

A particular planning process may not be applicablefor d| organizationsand for dl typescof
plans. Thisisbecause the variousfactorsthat go into the planning process may differ from
plan to planor from oneorganisationtoanother. But with minor modificationsthefollowing
planning processis applicable to al typesd plans.

Per ception of ; Establishing Planning
Opportunities 5 Objectives -5 Premises
L J
Alternatives:
Establishing Formulation of I
§ k piiet < ) 1. Identification
Sequence of Activities SupportingPlans % > Ev alulhltionl
3. Choice




You may use asimilar sequence o stepsfor formulatinga plan. Thisstructure leadsto the
trandationd your ideasinto action by reaching to the state of establishing the sequences of
activities. The contribution o each stagein the planning processisgiven beow:

1. Perception o Opportunities.

e Perceptiond opportunitiesincludes:

e a preliminary look at possible opportunities and the ability to see them clearly and
completely,

e aknowledged where the organisationstandsin thelight of itsstrength and weaknesses,

e anunderstanding d why the organisation wantsto solve uncertainities, and
a avisond what isexpected to be gained.

2.  EdablishingObjectives.

Magjor organisational and unit objectives are set at this stage. They specify the results
expected and indicate the end pointsof:

o wha istobedone,

e Wwherethe primary emphasisisto be placed, and

e wha istobeaccomplishedby varioustypesdf plans.

3. PlanningPremises.

Planning premises are planning assumptions - the expected environment and internal
conditions. Thus planning premisesare both, external aswdl asinternal :

o External premisesinclude total factors in task environment like political, socid,
technological, competitors plansand actions, government policies, etc.

a Internal factorsinclude the organisation's policies, resources of various types and the
ability of the organi sation to withstand the environmental pressures.

4. ldentification of Alternatives

At thisstage, various dternatives are identified based on the organisational objectivesand
planning premises. The selected alternatives are then reduced so that the most promising
ones may betaken for detailed andysis. The concept of various alternativessuggeststhat a
particular objective can be achieved through various actions.

5. Evaluation of Alter natives.

At this stage, an attempt is made to evaluate how each alternative contributes to the
organisationa objectivesin thelight of itsresourcesand constraints.

6. Choiced Alternatives

Oncetheadlternativesareevauated, the onewhichfitsbest in the organisation isselected. In
case, of morethanonealternativefittingtheorganisationa needsand constraints, the planner
should choose more than one alternative. This provides the flexibility to the plan and the
contingency plan (i.e. the alternate plan) can be implementedin changed situations.

7.  Formulation of SupportingPlans:

Oncethe basic planisformulated, various plansare derived so asto support the main plan.
Thesederivative plansare formulated out of the main plan and, therefore, they support it.

LY
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8 Establishing Sequence of Activities:

After formulatingthe basic and derivative plans, the sequenced activitiesis determined so
that plansare put into action.

A fact that is particularly true to the tourismindustry isthat the sale of a product signdsthe
beginningand not theend o the obligation tothe customer. Of coursethisisnot uniqueonly
totourismand travel industry but in varyingdegrees, customer obligationsmust beconsidered
by al planners. Thisleadstowhat isknown as Service Capability. If servicecapabilitiesare
low, it will not take long for thiscondition to have a profound and negativeimpact on sales
Serviceshould be analysed in thelight of the businessyou are redly in and in termsdf the

end results. Andyssd the service to be provided, in terms o end, provides a different
perspectived the business.

Featuesof a BusinessPlan

Introduction of the Project
Market Assessmernt

Size of the Project

Organisational Structure
Infrastructural Requirements (Physical, Raw Materials, Utilities, etc.)
Manpower Requirements

Capital Estimates and Sources
Profits
Time Schedules

Check Your Progress-1

- 1)  How would you define Planning?

..............................................
.................................................

..................................................

2) Discuss the different types of plans

.................................................
-------------------------------------------------

3)  What are the various steps involved in formulating a plan?

.................................................

.................................................

.................................................



6.6 DECISIONMAKING

The processfollowed for identifying and choosing a course of action in order to solvea
specific problem is known as decison making. Decision making is both, a managerial
function as wel as an organisational process. It is organisational in the sense that many
decisions transcend the individua manager and become the products o groups, teams,
committees, etc. It ismanagerial in the sensethat decision makingisthe basicresponsibility
d aManager, whether it is giving shape to a company's planning or choosing alternatives,
etc. Managershave to take decisionsand hence need to devel op skills for decision making
and problemsolving.

No Managerialfunctionor responsibilitywhether it is planning, organising or controllingcan
becompl etewithout decisionmaking. In eachfunction, decision making holdsacentral place.
It,infact, isan inherent or in-built functioninal the manageria responghilities. For example,
in planningone hasto take decisionsfor setting objectives, schedulingthe project, budgeting
etc. Smilarly, in organising, decisions have to be taken regarding delegating project
implementation, establishmentaf communication channel setc. The positionin controllingis
alsothe samewhere decision makingisrequired for performance, eval uation, etc.

Decision naki ng involves three aspectsd human behaviour :
1) Cognition - i.e. activitiesd the mind associated with knowledge.

9) Conation - i.c. the action o mind implied by such words as willingness, desire and
aversion.

3) Affectation - i.e. the aspect of mind associated with emation, feeling, mood and
temperament. .

Generally, itistakenthat decisionmakingand planning arethesame. This isnot true because
one cantake decisionsfor many activitiesbut it isthrough planning only that the decisionwill
beimplemented. Nevertheless,theroled decisionmakingis highlyimportant in planning as
it permeatesManageria functionsand isat the cored planning.

6.7 STEPSIN DECISION MAKING

It may not be guaranteed that any approach to decision making will dwayslead towards a
right decision. Y et, the Managers follow certain steps which help them to understand the
decision making process and provide a process to be adopted for rational decision making.'
Generdly, thefollowingsteps are adopted for decisionmaking. Beforewe outlinethe steps,
we must make it clear that the decision making processis required for achieving certain
specific objectives. Setting of specific objectives itsdf isan outcome o earlier decisions.
Hence, setting up of aspecificobjective, though not truly thefirst step of thedecisionmaking
process, providesaframework for the process.

1) Identifying/Defining the Problem

Thismarksthe beginning o the decision making process. A Manager shouldbe clear in
defining the problem in relation to the organisational objectives. Unlessas a Manager,
you definewhat the problem is, you may move in the wrong direction asking wrong
guestionsand makingwrong decisions.

2) Analysing the Situation

Once the problem has been defined, as a Manager one mud analyse the situation. For

example, what are theseveral elements the problemconsistsof and what must besolvedor

what should not be solved. At the sametime, the manager should attempt to understandthe
sources/causes df the problem. Sometimes, the problems and the causes may be smple,
whereas sometimesthey may be complex. Hence, you mugt be extremely cautiousin dealing
with the problemand coming to decisionsfor solving them.

Planning and Decision Making
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3) GatheringInformation

The problem onceidentified and stated hasto be solved. But for solvingit, aManager must
gather informationabout different coursesd action. For this, timeaswel asresourcesa: &
crucial. At times, gathering information isa costly affair.

4) Searchfor Alternatives

The decision maker must try tolook for variousalter nativesavailable, in order toget
satisfactoryresultsfrom a decision. To find out the various aternatives, the Manager
should go for individua or group brainstorming sessions. For example, you are a
ManagerinaTour Operatingcompany. The personwho used tolook after themarketing
aspect hasleft. Now, toface this problem, you can have thefollowing alternatives:

e |eavethe vacancy unfilled,

e appoint apermanent person,

e promotethe next personin hierarchy, or
e hirethesarvicesd atemporary person.

For agood Manager, it isamust that instead of one alternative, he/she should think o
variousadternatives.

5) Evaluation of Alternatives

Onceaset d dternativesisavailable, a Manager must eval uatethe alternativeskeeping
in view the advantages and disadvantages o each alternative. One should also ask
guestions about the feasibility of the alternatives and the consequences of the
dternatives. This takes usto the choice o alternatives. While choosing an aternative,
besides comparative andyses d various aternatives, one may also take into account
earlier experiences, experimentation, research and analyses.

6) Action

Oncethebest alternativehasbeen chosen, generdly it isfelt that the processd decision
making hasended. However, decision makingisa continuousand on-going processand
a thisstageit istheresponsibility o the Manager to convert the decisionintosomething
operationally effective,

\

I n the entiredecision making process, thereisadwaysan e ement o risk and one should not
forget the possiblerisksand uncertaintieslinked to a decision. That iswty it is necessary
that theimplementation o a decision must also be closaly monitored.

Different types d problems require different types d decision making and the nature o
Manageria decision naki ng is categorisedas:

e Programmedecisions, and

e Non-programmedecisions

The programmedecisionsare as per thewritten or stated procedures, rulesor policiesand
are generdly used for dedling with both complexaswel assimpleissues.

Exceptional or unusua problemsare dealt with through non- programmedecisions. But one'
must remember herethat a certainamount o risk isinvolvedin all decisions.

The following aspectsalso play arolein decision meking :

e Sometimesintuition playsarolein decision making where the Manager uses hunches
and in thisthe psychological make-upd theindividua playsavitd role. ,

e Dependingon factsisanother aspect d decision making. Facts provide a sound bases
for decision naki ng.

e Dependingonexperienceisanother aspect d decision making. Past occurrencesareaso
important for decision making.



e Considered opinionsare a so taken into account in the decision making process. Many
Managers use them for decision makingas they are based on logic and reason.

Another question asked hereisthat who should be makingdecisions. Thisgenerally depends
on the nature o the problems, thesituationand thestructured the organisation. Therecan
beindividual decision naki ng aswell asgroup decision making. Oneshould remember that
though the responsibility of decision making rests with the Manager one should not ignore
the subordinates asthey can also’contribute by their ideasand experiences.

Check Your Progress - 2

)  What doyou understand by decision meking ?

2) Listthestepsin decision meking.

6.8 LET USSUM UP

In this Unit, we explained to you the importance of planning and decision making while
performing Manageria jobs. Sound planning and decison making helps not only in the
growthd the organisation but alsoin meeting the organisational objectives. While planning,
one should look at the advantagesof planningand be very clear asto what kind o planning
oneisgoinginfor. Thevariousstepsin planning and decision making mentioned in the Unit
will be d useto you either asa Manager or asan entrepreneur. Very often, tourism services
are not planned or are ill-planned and even the decision making processisnot sound. This
has been the case not just at the national or state level o planning but even with different
segments d the tourism industry. In order to improve the services, infrastructureor the
tourism product, proper planning and decision making isamust at every level.

6.9 ANSWERSTO CHECK YOUR PROGRESS'EXERCISES

Check your Progress-1

1)  SeeSec. 6.2for your answer. '
2) Differenttypesd planshavebeendealt within Sec. 6.3. Read theSec. for your answer.

3)  Baseyour answer on the steps mentionedin Sec. 6.5.

Ci:eck your Progress-2

i) SeeSec. 66 for your answer.  «

2)  InSec. 67, we havelisted certainsteps. Check your answer with them.
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