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Planning methodology fundamentals in the service organization management process

Rational business dealing becomes the requirement for a survival in the market which especially dynamically develops in sphere of services. Practical application of management theories will allow to answer, how the system can provide the functioning at the achieved level and to move ahead in a direction of more effective work and what it is necessary to undertake to influence the future results or events? It is necessary to stimulate the service organizations to application of scientific systems of strategic alternatives and methods of strategic planning estimation.
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The basic contents of managerial process will consist in development and realization of a plan of action within the framework of the established purposes and during the certain period of time. Therefore planning represents the first and most important function of management providing an opportunity of a careful substantiation of rational administrative decisions making. 
Efficiency of planning in many respects is determined by complexity of the problems facing to the organization and depends on rigidity of pressure on the part of an environment and, in particular, competitors. Formation of accessible base of knowledge in the field of development and perfection of methodology of planning has the big practical value. It is necessary to draw precise enough side between various plans of the organizations depending on an orientation and terms which they cover. 

Long-term aspects of planning usually deal with development of strategic decisions. The modern theory of management recognizes models of formation of strategy the organizations constructed on variation base of application of one the following approaches:

- 
 Highly structured analytical planning;
- 
 Administrative interpretation of prevailing values, sights and ideas; 

- 
 Search of political compromises and the resolution of conflicts;

- 
 Maintenance of logic escalating strategic subsystems;

- 
 Adaptation of the organization to conditions of an environment on principles of «natural selection»;

- 
 Carrying out during a life of sights of the head, on the basis of trust and a recognition of his insight. 

In the foreign literature necessity of research of problems of planning as a formal kind of business activity, communicates with plural changes in the market environment which beginning concerns to 60-th years of XX century. The most actual these questions began from the beginning of 90th years that has demanded adequate strategic reactions and as consequence, development of the differentiated methodological approaches to planning.
One of early representations about public planning is «the theory of a choice» or « model of rational planning» which authors were Davidoff and Reiner [1]. Its application covers such aspects of planning, as the municipal economy, new town-planning, and also planning of economic development of the country at regional and national levels. Substantive provisions of the considered theory have been advanced in the USA during the period between 1935 and 1965. According to the given model, planning is defined as process of definition of the future activity by consecutive selection of rational variants of achievement of objects in view. Procedure of planning from this point of view includes the following stages: 

1. 
 The formulation of final purposes and definition of estimation criteria of their achievement. 
2. 
 Identification of all set of alternatives, i.e. directions of action or the strategy making a basis for a choice of the most rational variant of achievement of objects in view.

3. 
 A choice of desirable alternative and alternative means of realization of the plan.

4. 
 Definition of the list and sequence of performance of concrete actions on achievement of ultimate goals.

Ultimate goals are submitted by a wide spectrum of public or social reference points. It is desirable, that they have been coordinated among themselves and adequately reflected representations of the majority of a society about their rationality. The specified purposes should take into account social values and preferences, and also to be desirable for the state. On occasions they exist in an obvious kind if, for example, are fixed by the legislation or statutory acts, obligatory for execution. In all other situations ultimate goals which are necessary for reflecting in the plan, are determined on the basis of studying tendencies of development of a public policy, wide public opinion or public interests.
The alternative means used for realization of plans - potentially possible processes and methods of achievement of objects in view. The set of factors of existing alternatives suitable to estimation, includes: 

- 
 Resources and the expenses connected to use of their each version;
- 
 Time frameworks for achievement of objects in view;

- 
 Probability of that objects in view in general will be achieved. 

In an ideal case at use of such technology of planning any possible not taken into account consequences, and also distributive (secondary, indirect, connected, etc.) effects of social achievements and losses demand the estimation.
The estimated criteria used during rational planning, represent rules of decision-making on selection of available alternatives or system of arrangement of priorities among objects in view and problems. We shall result as the example - comment some approaches in definition of rules of acceptance of such decision: 

1. 
 The most preferable among all other alternative variants is what provides the highest level of economic efficiency capital and / or the current expenses of the organization (hotels, restaurant, …).
2. 
 The positive decision will be accepted in relation to that from the alternative projects submitted on competition which provides the highest degree of service of clients within the limits of the available budget (parameters of work of city passenger transport, operational reliability of a general purpose high system).

3. 
 Priority tasks are considered, which decision will provide benefits for the majority of potential clients (passengers, tourists, …) or the population of region.

The finishing administrative act from a position of the theory of a choice is realization of strategy or the strategy assumed for the elected alternative variant of the decision of tasks in view. Such strategy is necessary for organizing in a corresponding plan of action which includes distribution of the resources necessary for realization of strategy. Thus there is a definition of their qualitative structure, quantitative parameters, and also sources and ways of assignment of means for performance of scheduled tasks. Thus it is important to provide the continuous control of strategic actions, removal of obstacles, and a continuous estimation of progress over a way to achievement of ultimate goals of the plan.
As a whole, the theory of a choice demands precise understanding of social values in definition of objects in view and estimated criteria of their achievement. It provides, in turn, full representation about system and principles of arrangement of priorities on the basis of the realized hierarchy of values. Process of planning in this case also assumes presence of the authentic, sufficient, duly and accessible (perfect) information which creates real knowledge concerning all set of alternative opportunities, social values and preferences. In result necessary preconditions for acceptance of rational decisions on each of the listed stages of planning are created. 

The basic lack of the given model of planning is erroneous, in our opinion, the assumption of absence of limits of the rationality, accepted decisions.

Other theoretical approach to definition of the contents and methodology of planning is the position where planning is considered as section of " scientific management » or as process of development of the list of scheduled tasks and, corresponding methods of their performance to provide achievement of the ultimate goals formulated by the subject of planning (any organization). As such tasks manufacture of an industrial output, creation of other material - material products of work, performance of any works, rendering of services, etc. is considered. Here, as well as in the first case, rather rational approach to decision-making is supposed it, however, is designed for application in the concrete organization (during the certain kind of activity). Orientation to ultimate goals of the organization as, however, and on the global social purposes, for the given approach are not characteristic (not endogenous). On the contrary, instead of it, they are rigidly determined. At the same time, real representation about social values and public priorities is formed at a level of the state and a society as a whole, that in a result and enables the organization to establish the list of possible alternatives and potential strategy which can be considered during planning as rational.

Essential interest for the present research is represented with the concept « trans-active (dialogue) planning ». Scheduling here is a process of mutual dialogue between professionals (for example, technical experts) and clients which result is formation of a file of knowledge on a structure of a subject of planning. The important attribute of the considered approach is maintenance of a mode of "feedback" between subjects of the market. Thus importance of value of public character of planning is especially emphasized. The mode of continuous dialogue especially brightly proves at a stage of statement of the purposes and definitions of means of their achievement. 

The form of process of planning depends on a degree of an autonomy of its participants and quantitative parameters of their expectations regarding a subject of planning. Thus within the framework of the given conceptual approach it is allocated four typical directions which essence differently influences used methods.

The first direction, so-called « developing planning », is connected to problems of development already by definition and therefore, assumes a significant degree of an autonomy of the subject of planning and concentrates basically on statement of the purposes and definition of the means necessary for their achievement. Traditionally, the given direction is used during planning social and economic development in national scale or at a level of separate region.

Specificity of the second direction, « adaptive planning » means, that the subject of planning is in enough rigid dependence on developed external conditions and factors working at present. As an example any of acts of planning can serve in sphere of city passenger transport since his(its) parameters directly depend on corresponding parameters of budgetary appropriations.

The third, and to the contents, both to the first, and to the second direction, « innovative planning » is faithful. As his(its) basic applicability planning creation new институциональных objects or essential updating of traditional kinds of activity acts. In Russia, for example, such problems are connected now to reforming of the major transport industry - railways. Though management of their activity also is not exposed to a direct decontrol, the state decisions on reforming branch and transformation of functions of the branch ministry to the joint-stock company obviously have innovative character.

Independent it is necessary to recognize, the fourth basic direction - « resource distributive planning ». Its essence is reduced to planning assignments limited (basically - financial) resources on competing directions of their possible use. In the given context it is necessary to recognize planning all-round from the point of view of its subject orientation. Traditional sphere of resource distributive planning - the decision of questions of financing of federal and regional projects and programs. 

One more of existing approaches to planning is the theory of Disjointed Incrementalism by Lindblom [2]. This theoretical approach to essence and the organizations of procedure of planning is antithetic of model of rational planning. The thesis serves in the given representation by a starting point that the information cannot be accomplished, and its reception, frequently, manages very dearly. Therefore there is a significant uncertainty concerning consequences of accepted decisions. It is unique comprehensible alternatives of scheduled decisions, these are for what possible consequences are predicted (are known), and which, basically, provide a local gain of values of the certain parameters, instead of system (revolutionary) changes. In the given context, the majority of administrative decisions develop of fine controlled steps, which provide the certain updating (an increment on separate parameters) working programs or a policy. It is typical, that thus, the degree of achievement of ultimate goals, performance of strategic tasks or programs are estimated in rare cases.

The scheduled decisions accepted according to principles of the given theory, are inconsistent for two reasons. First of all, it is necessary to note, that in relation to the concrete organization or the program, the sum of all achievable приростов separately taken parameters absolutely not necessarily means, that the given subject progresses in a direction of positive business. The unique confidence will be, that the fact of achievement completely certain local, as a rule, little changes takes place. In the second, maintenance local приростов parameters of separately taken programs or the organizations is not subject to obligatory coordination. The given theory stimulates application of principles of resource distributive planning as a whole.

The theory of « satisfactory planning decisions » by Simon can be considered as contrast of model of rational planning [3]. 

As the basic thesis of the given theoretical approach the concept of the limited rationality acts. Because of the limited information and variety, and, sometimes, and the conflict of purposes, managers carry out search satisfactory for firm of scheduled decisions. The person accepting the decision, agrees with a choice of first of feasible alternatives with the least amount of undesirable consequences which can be predicted by the data of the limited information available at its order. The most important purpose will be to perform the work making a subject of planning. The elected alternative can not be the most effective, however in a typical situation it will provide the least amount of negative consequences or complications.

It is necessary to notice, that the theory of satisfactory scheduled decisions contradicts the classical microeconomic theory of firm (organization) where reception of the maximal profit is considered as the general purpose of all of its activity that is provided, including, and due to application of various methods of planning. 

Any of theories taken separately does not explain all aspects of planning of sphere of services. Today, the majority of planning processes has trans-active character and assume obligatory participation of the public in acceptance of administrative decisions. In connection with that the majority of the organizations working in social sphere, is limited to budgetary appropriations and process of drawing up of the budget, the nature of acceptance of corresponding scheduled decisions gravitates to use of methods of resource distributive planning and maintenance local приростов within the framework of undertaken actions. Besides planning is usually carried out on principles of the theory of satisfactory scheduled decisions because of lack of the information and time. 

The initial act of planning in sphere of services usually is planning investments. Planned targets are developed for short enough terms and cover the period from 1 up to 5 years that corresponds to time allocated on realization of this or that target program. Somewhat, methods of planning differ at federal, regional and local levels of management. The number of restrictions at a federal level of management is usual less. Therefore approaches used here have innovative character with elements of developing planning. As a whole it is possible to note, that planning is especially adaptive, than at lower hierarchical level of management there is its subject.

In many cases the given programs are multi-purpose and inter-branch, their internal and external coordination already at a stage of planning therefore is required. It is especially important in large cities since all acts of planning of development of an infrastructure of sphere of services cannot be considered(examined) separately. So, for example, planning of development of passenger transport is a component of actions on the organization of effective land tenure, maintenance of conditions for preservation of health and rest of people, to maintenance of ecological balance, etc. 

At a regional level (for Russia - the subject of Federation) planning should answer principles of all-round scope of problems of integrated approach of problems of territory, coordination of regional programs and a continuity of process of planning. Such approach should stimulate regional authorities to necessity of the account of the maximal number of factors which can render positive influence on results of investments.

It is of great importance for key industries of sphere of services to which number passenger transport, first of all, concerns. Its social value is in detail enough described above, however that the given kind of activity in most cases concerns to a category low or completely unprofitable services is rather essential also. Obvious (city passenger transportations) and latent (indemnification of losses from suburban transportations due to incomes of freight traffic on railways) grants - sufficient to a volume acknowledgement. Therefore observance of principles of integrated approach, coordination and a continuity of planning in this case will be limited to parameters of financing (budget). Clearly, that the methodology of planning adequate to a situation will be under construction on resource distributive principles and to answer the requirement of maintenance local приростов. 

Traditional planning concentrates on problems of the current activity, operation and service of working control systems. The list of characteristic questions by development of the plan includes:

1. 
 How the system can provide the functioning at the achieved level and to move ahead in a direction more and more effective work? 

2. 
 How it is possible to adapt (to justify) the further forward development of working programs for which there is an obvious social support?

Such questions described the most urgent problems during the period concerning stable financing public sector of economy of our country. However, since 90th years when the country has entered during active reforming the economic system, the state policy has undergone essential transformation. Changes in a demographic situation were reflected in qualitative and quantitative parameters of demand in the market of services and, first of all, have touched demand for services of public transport. Budgetary assignments for development of non-productive branches are allocated on a competitive basis in conditions of an aggravation of a competition for the right of possession with the state support. Fundamental changes in philosophy of attitudes to the programs financed from public funds, have generated rather stable environment of the market, that, in turn, has strengthened pressure of external factors. 

In these conditions for branches (organizations) of services sphere on the foreground questions of new type leave the following: if it most likely takes place in the future so what is necessary to undertake to have an opportunity to influence the future results or events?  

Such approach is called to stimulate the service organizations to application of systems of an estimation of strategic alternatives and methods of strategic planning which until recently were actually basic for corporate planning in the sphere of production of goods.

Corporate strategic planning has received the development during 60-70 years in the USA. The set of external factors induced subjects of the business environment to strategic thinking. As the basic motives for this purpose, change increase of an internal and global competition, saturation of the majority of commodity markets by the goods and services have served in economic - legal regulation of an environment of the market, high rates of inflation, general uncertainty of a financial condition and market conditions. In effect, the basic accent in the American business after the Second World War has moved from industrial production or production of goods in general to marketing and logistic.

All together, these external and internal forces demanded regular process of planning which could include a wide range of factors and identify opportunities of corporation and external in relation to it(her) threats. The analysis of an environment began for the American business by every day business. After some period of experiments, strategic planning began to be applied widely and was integrally entered in practice of continuous process of strategic management.

Corporate strategic management can be considered in quality of « a new wave » theories and practice of the organization of 80th years. Typically, as the theory, and practice in the greater degree were guided by process, than on the plan. Strategic management of business has mentioned concepts of resource management, the administrative control, organizational structure of management, as well as concepts of strategic planning. The maximum and average control links became equally involved in managerial process. 


Strategic planning and management of public sector has been conceived as use of successful methods of management of business in application to the governmental and noncommercial organizations. In 1982, the Department of Transport of State Pennsylvania realized methods of strategic management in practice. However, as a whole, the initial level of perception and a level of obligations of the state and local agencies have not been provided so highly, as in a private sector. After consideration of results of questionnaires, authors of the project have made the conclusion that strategic principles of managerial process and its benefit are recognized and are applied only in separate Departments of Transport.

This obvious lack has been in part caused by some primary ambiguity of expected results of strategic planning, and also failures of separate experimental programs. Most known of such problems and failures were:

1. 
 Absence of close connection between strategic plans and daily activity of the organizations and their budgets.

2. 
 Plans were frequently prepared by separate isolated staff of scheduled workers which had no sufficient competence and knowledge in comparison with linear managers.

3. 
 The supreme managers frequently did not give to strategic planning of priority value.

4. 
 During adaptation of successful methods of strategic corporate planning distinctions between the state and private organizations were not always taken into account. It is typical, that the given lack and till now remains a potential obstacle in a way of successful introduction of methodology of strategic planning in controls general purpose transport.

The special attention is deserved with research of fundamental distinctions between the state and private organizations. As a whole they are shown with a view of, the organizations and culture of management that can make process of an embodiment of ideas and realizations of methods of planning heavy and sometimes inefficient.

The significant part of sphere of services is submitted by the noncommercial organizations. Estimated criteria of success of their activity do not assume use of such parameters, as total and the net profit. Moreover, the state noncommercial organizations in a typical situation provide creation of products which cannot or will not be made in a private sector because of their financial inefficiency. 

The mechanism of formation of their incomes, first of all, assumes the sources determined by the legislation, such as special funds, client gathering (duties, payments, etc.). The state organizations cannot quickly increase the income, independently raising the prices as it is done by the private companies. As a whole, their mission as well as the purposes are determined from above that means is relative a lot of restrictions in managerial process in comparison with a private sector. Thus, in public sector managers are frequently less inclined to risk, than in business.

According to Steiss [4], strategic management represents continuous process of acceptance of anticipatory decisions. Components of decision-making within the framework of strategic management are formulated in table 1. Thus all set of such administrative acts is grouped on three basic directions:

1. 
 Planning, i.e., definition of what the organization should do in the future.

2. 
 Resource management, i.e. an establishment of the one who and it will do by which image.

3. 
 Monitoring and improvement of activity (the control and an estimation).

The organization should identify precisely target groups or clients, as well as the alternative program of activity or a set of services which could be offered clients. The geographical area of service can be limited to statutory acts of political or legal character, however, in some cases the zone of service demands the definition, as, for example, in a case with suburban passenger transport. 

Relative advantage on parameters of quality of services traditionally belongs to the private organizations. However in some cases when imposing services and missions against each other takes place, i.e. the list of rendered services changes or extends, the state organizations in a condition to provide a high degree of service. For example, public health services, social security, and other noncommercial organizations in the USA sometimes are responsible for the organization of passenger transportations by general purpose transport in a countryside the same as the state and local transport agencies. In cases when it occurs, each of the organizations should reveal those kinds of services which could be rendered is more profitable, than others.

Table 1

Basic elements of acceptance of the strategic decision

	The main mission
	The basic purposes of the organization and supervising principles of its behavior

	Target groups
	Groups of clients or sponsors of activity of the organization

	The purposes and tasks
	That the organization aspires to reach(achieve), carrying out the programs in general (purpose) and in particular (tasks)

	The contents of activity
	Types of programs and the administrative actions stipulated for achievement of objects in view and tasks

	Geographical zone of service
	Physical borders of activity of the organization

	Comparative advantages
	The advantage determined by comparisons with other organizations which can participate in realization of the given program


Thus, strategic management it - process of formation of clear strategic representation of the organization about set of consecutive ranged actions for achievement of a desirable condition or position. Strategic planning - a part of strategic management where are formulated new (or the purposes are reconsidered old) and tasks, are identified key questions, the general and program strategy are determined.

During strategic management, the organization concentrates the attention to the following aspects of administrative activity:

· the precise formulation of mission, the purposes and tasks of the organization (its divisions, if it - versatile business); 

· development of the general strategy;

· development and the coordination of program strategy;

· development of plans of maximum effective actions on achievement of the purposes and tasks;

· maintenance with the resources necessary for performance of the plan; 

· an establishment of the responsibility and system of the account of results on realization of the plan;

· creation of system of monitoring and measurement of results for the report on progressive changes during performance of the plan;

· creation of system of stimulation of individual results and the responsibility (a recognition and compensation).

The methodology of planning of activity of the organization depends on a level of stability of parameters of an environment of the market. In conditions of the current condition of the market of services in Russia it, first of all, concerns to character and parameters of the declared demand. Within last 20 years the country has gone through, at least three serious social and economic shocks, each of which reduced up to a minimum business activity due to a rise in prices inadequate in relation to demand for the goods and tariffs for rendering of services. 

Strategic scheduled decisions in conditions of an stable social and economic situation in the market of services are necessary for formulating in the situational form, pawning an opportunity of flexible reaction of the subject of service on prospective variants of succession of events. The mechanism of the adaptation of planned actions to realities of a changing environment is based on complex use of various administrative approaches to the account of expected consequences of the accepted scheduled decision. 

Effective means of target planning is linear programming which is used for definition of variants of maximization of the profit or reduction of expenses, regarding labor, material and other resources. Unfortunately, such classical analytical tools are not capable to provide the argument of satisfactory scheduled decisions. Nevertheless, recently global practice of management shows, that in its principles and methodology there are essential changes. More and more actual there is a target programming that allows to analyze and optimize diverse and, sometimes, the inconsistent purposes to model satisfactory behavior of the organization in a sustainable environment. It is important to note, that habitual for domestic practice, discrete character of planning (in a cyclic mode of time multiple to calendar year) is not capable to satisfy adequately to specificity of occurring social and economic processes. Therefore actual there is a requirement of planning in scale of real time.

Universal remedy for the decision of the given problem is the search approach to planning which gravitates to methodology of carrying out of scientific researches and assumes formation of a working hypothesis about probable succession of events as a result of realization of the scheduled decision in the form of the certain set of actions on achievement of objects in view and tasks. The scheduled decisions accepted within the framework of the given approach, are based on use special versions of the marketing information, so-called estimations. 

At their formation, the subject of planning (in the given context - the researcher) the important place allocates to statistical methods of calculation of parameters. The size of a corresponding error is determined by the size of sample and accuracy of spent gauging of quantitative parameters which determine a condition of an environment of the market. Besides expert estimations, i.e. opinions of high quality skilled experts in this or that applied area which are formed during consultations of the personnel and-or heads of the organization are used also. 

In real practice, in our opinion, any mathematical estimation, without dependence from a concrete method of calculation of planned targets, should pass the obligatory expert test for "common sense" to exclude possible mathematical errors or mistakes.

The information base of planning in a mode of carrying out of researches or purposeful search is required to its subject in specially ordered and systematized form. For this purpose the researcher (expert) can use a principle of construction of logic relationships of cause and effect between events or « logic chains ». It is especially important in conditions of planning of parameters of activity of the service organization where, practically always it is necessary to foresee reaction of a society to the offer of its product (service) from the point of view of social consequences of its consumption in view of ecological, moral - ethical and other aspects of expectations of potential clientele.

Specific version of estimations is the forecast of event. Models and methods of forecasting are based on use of economic-mathematical toolkit and in modern conditions assume use of computer facilities. 

Carrying out of researches during search planning has the purpose to confirm competitiveness of services and their conformity to predicted consumer expectations. At occurrence of discrepancy of parameters of services offered to the market to inquiries of clientele the organization should undertake the actions directed on search of more effective decisions, under condition of obligatory updating put by way of the purposes. The methodology of the planning basing extrapolation of revealed tendencies is replaced with the purposeful analysis of strategic alternatives. For definition of consequences and the qualitative argument of expected productivity of the updated scheduled decisions, it is required to provide revealing of tendencies and probable parameters of a consumer demand, i.e. its forecasting for the nearest and remote prospect.
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