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I. Concept and Meaning of Planning

Planning is the basic managerial function that
involves deciding in advance what to do and how to
do it. It represents the process of thinking before
doing, which requires a manager to formulate an idea
of how to work on a particular task.

Fundamentally, planning seeks to bridge the gap
between where we are today and where we want to
go in the future. It is a rational approach for achieving
predetermined goals by setting objectives and
developing appropriate courses of action to achieve
them.

Planning is not merely about dreaming of success; it
requires managers to work hard in making business
predictions and achieving targets.

Because it involves making a choice from various
alternative courses of action, decision-making is an
integral part of the planning process.

A comprehensive definition of planning includes
setting objectives for a specific time period,
formulating alternative courses of action, and then
selecting the best possible alternative among them.

Il. Features of Planning

The nature and scope of planning can be understood
through its specific characteristics:

1. Focuses on Achieving Objectives: Every
organisation is established with a general
purpose, and planning sets out specific goals
and the activities required to achieve them.
Planning is purposeful and has no meaning
unless it contributes to the achievement of
these predetermined organisational goals.

2. Primary Function of Management: Planning
provides the foundation upon which all other
managerial functions—organising, staffing,
directing, and controlling—are performed.
This is often referred to as the primacy of
planning, meaning it precedes all other
functions within the management framework.

3. Pervasive: Planning is required at all levels of
management and in all departments. While
top management plans for the entire
organisation, middle management performs
departmental planning, and supervisors
handle day-to-day operational planning.

4. Continuous: Plans are typically prepared for
a specific period (e.g., a month or a year) and
must be followed by new plans based on new
requirements and future conditions. This cycle
of framing, implementing, and reviewing
makes planning a continuous process.

5. Futuristic: Planning is a forward-looking
function essentially concerned with peeping
into the future, analysing it, and predicting it.
Through forecasting, managers anticipate
future events and conditions to prepare the
organisation to meet them effectively.

6. Involves Decision Making: The need for
planning arises only when alternatives are
available. It involves a thorough examination
and evaluation of each alternative to choose
the most appropriate one.

7. Mental Exercise: Planning is an intellectual
activity of thinking rather than doing. it
requires the application of the mind, involving
foresight, intelligent imagination, and sound
judgment based on facts and forecasts.

lll. Importance of Planning

Planning is indispensable for any business aiming for
growth and success. Its major benefits include:

1. Provides Directions: By stating in advance
how work is to be done, planning ensures that
goals are clearly defined. This acts as a guide
for action and helps departments and
individuals work in coordination toward a
common direction.
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2. Reduces Risks of Uncertainty: Planning
enables managers to look ahead and
anticipate changes. While future events
cannot be eliminated, managers can develop
responses to them, thereby reducing the
impact of unforeseen circumstances.

3. Reduces Overlapping and Wasteful
Activities: Planning ensures clarity in thought
and action, which helps avoid confusion and
misunderstanding. It allows for the
coordination of efforts across different
divisions, minimising useless and redundant
activities.

4. Promotes Innovative Ideas: As the first
function of management, planning
encourages new ideas to take the shape of
concrete plans. It is a challenging activity that
guides future actions leading to growth and
prosperity.

5. Facilitates Decision Making: By evaluating
various alternative courses of action and
making predictions about future conditions,
planning helps managers take rational and
viable decisions.

6. Establishes Standards for Controlling:
Planning involves setting goals which serve
as benchmarks for measuring actual
performance. Without the standards provided
by planning, finding deviations during the
controlling process would be impossible.

IV. Limitations of Planning

Despite its importance, planning is not a solution to all
problems and faces several internal and external

constraints: o

e Internal Limitations:

1. Leads to Rigidity: Plans are drawn
with specific goals and timeframes,
which can make it difficult for
managers to change them when
circumstances shift. Following a
pre-decided plan in a changed
environment may not be in the
organisation's best interest.

2. May Not Work in a Dynamic
Environment: The business
environment consists of shifting
economic, political, and social
dimensions. Planning cannot always
foresee every obstacle, such as
natural calamities or sudden policy
modifications, which can upset
financial and sales plans.

3. Reduces Creativity: Planning is often
done by top management, while
middle management and subordinates
are expected to simply implement
those plans. This can result in a loss
of initiative and force employees to
think only along established lines.

4. Involves Huge Costs: The
formulation of detailed plans requires
significant time and money for
scientific  calculations, preliminary
investigations, and boardroom
meetings.

5. Time-consuming Process: Sometimes
the time taken to draw up a plan is so
long that there is not enough time left
for its actual implementation.

External Realities:
1. Does Not Guarantee Success:
Complacency based on previously
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tried and tested successful plans can
lead to failure. A plan must be
translated into effective action to be

meaningful.
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V. The Planning Process

Every manager follows a series of logical steps to
develop an effective plan:

1. Setting Objectives: Objectives specify what
the organisation wants to achieve and must
be set for the entire firm and each individual

involve routine methods or generating
innovative ideas through group discussion.

Evaluating Alternative Courses: Each
alternative must be weighed for its pros and
cons in the light of the objective. For example,
in financial plans, managers evaluate the
risk-return trade-off and the feasibility of each
proposal.

Selecting an Alternative: This is the real
point of decision-making. The manager
chooses the most feasible and profitable plan
with the fewest negative consequences,
sometimes using a combination of plans
instead of just one.

Implementing the Plan: This step involves
putting the plan into action by doing what is
required, such as organising resources,
purchasing machinery, or hiring labour.

Follow-up Action: Monitoring the plan is
essential to ensure that activities are being
performed according to the schedule and that
objectives are actually being achieved.

VI. Types of Plans

unit. They should be stated clearly to provide Plans are classified based on their use and the length

direction to all employees. of the

planning period into Single-use Plans and

Standing Plans, alongside broader strategic plans.

1. Single-use Plans These are developed for one-time

2. Developing Premises: Planning is
concerned with an uncertain future, requiring
managers to make assumptions or premises
about future conditions. These assumptions,
often based on forecasts, must be the same °
for all managers involved.

events

several

3. Identifying Alternative Courses of Action:
Once objectives and premises are °
established, the manager must identify the
various ways to achieve the goals. This might

or non-recurring situations. Their duration

depends on the project, spanning from one day to

months.

Programme: A detailed statement that
outlines objectives, policies, procedures,
rules, and the budget for a specific project.

Budget: A statement of expected results
expressed in numerical terms. It serves as a
plan that quantifies future facts and figures
and acts as a control device.
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2. Standing Plans These are used for regularly
occurring activities and are designed to ensure that
internal operations run smoothly. They are modified
over time as business needs change.
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Policy: General statements that guide
thinking or channelise energies toward a
particular  direction. They define the
parameters within which a manager may
function, such as a recruitment or pricing

policy.

Procedure: Routine steps that detail the
exact manner in which a task is to be
performed, specified in chronological order.

Method: Prescribed ways in which a task has
to be performed. Selection of the proper
method saves time and money and increases
efficiency.

Rule: Specific statements that tell exactly
what must be done or not done. They allow
for no flexibility or discretion and are the
simplest type of plans.

3. Other Types of Plans

Objectives: The desired future position or
end result the management strives to reach.
They are usually set by top management and
must be measurable in quantitative terms.

Strategy: A comprehensive plan for
accomplishing an organisation's objectives. It
includes three dimensions: determining
long-term goals, adopting courses of action,
and allocating necessary resources. Strategy
formulation must take the external business
environment into account.
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