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CbNTEXTUAt:INFLUENCE ON STRATEGIC PLANNING: PORTER'S
I~DUSTRY; A1ALYSIS lVIODELIN THE KENYAN SETTING
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Abstract : I .
1rious ,models J;ave reen put!onvard regarding how

strrtegy ISJomHiZ~ted.lJtl companies. These models have
Za'1!ely been adv4nce~ in developed coulltry contexts
which are rather differ '/'Itfrom developing country ones.
If~uch models JUJvet be applied in developing coun-
tries, some adaptation may be necessary. A study ~"as
carried out in Keryd 0 assess the applicability cif Por-
teis industry analysis model here. It revealed that Ken-
y~n organizatiol1~ fac d strategic challenges;which could

I ' '
not befully explaine by Porter's model., The model
wbs adapted by a~din~ extra forces to better reflec:Ken-
y~'s business situ~tiot , . 'i ' ,
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Managers have always been faced with the cl131-

lenge of positioning their companies such that
they best address challenges emanating from the
external environment. It is the environment that
is the source of resource inputs for the compa-
nies. Once resources have been transferred by
companies, the resultant output goes back to the
environment. Companies have to maintain this
relationship with their environments. Ansoff and
McDonnel (1990) have described companies as
being "environment dependent". For success to
be attained, a company has to maintain a consist-
ent relationship with the external environment.

As environmental challenges have increased
overtime, managers have turned to strategic plan-
ning in trying to shape the future of theircom-
panies (Ansoff and McDonnel, 1990), Although
formal strategic planning originated in United
States of America in the 1960s, evidence indi-
cates that it has spread to other parts of the world
(Capon et al, 1980). Empirical evidence also
shows that strategic planning ha; been adopted
by companies operating in Africa (Woodburn,
1984; Adegbite, 1986; Aosa, 1992, 1996).

An issue that arises is whether strategic plan-
ning models developed in other countries can be
applied in Africa. Management (and therefore
strategic planning) is sensitive to the context in
which it is practiced (Pugh et al, 1963; Pugh et
aI, 1969; Ansoff. 1987; Tones, '1988; Osigweh,
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'1'989; Hussey, 1990; Austin, 1991). This suggests
that strategic planning models advanced in de-
veloped countries (where~s.tJ;"ategicplanning origi-
nated) may not be directly applicable in Africa.

, This is because of the differences in context be-
tween developed and African countries. A study
was carried out in Kenya to evaluate this propo-
sition that strategic planning models needed ad-

.aptation before being applied in other contexts.
The five-force industry analysis model developed
by Porter (1980) was assessed.

The Porter Model

Porter (1980) postulated that a company's suc-
cess' would be enhanced if the company oper-
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afcd in an indust1")j that was attractive i.e. pote n- panics. A gcner::d manager of a 10c:J1company
t~alprofitability \\.;ap high. Such Jttr:Jc,tiYeness was explained this by saying:
~?t1uenced by the, tiegl:ee o~ competition in the "We have a lot of illegal imports. They affect our
industry Competition III an industry was 111 turn, marketing. They are sold at very low prices".
dependent upon fite forces namely threat of new The operations director of a larger foreign
phrr:1ntc:: t-h~·~'"'t- ,....~1 •.• ~1....-a.:..... . ) '.' - , - J . f h. .., ,..... - r.~~"~.J, lULL.' !.l l.lllJJPJny concurred With t 1e sentiments 0 t e
dpstry rivalrybargaining power of suppliers and general manager. He pointed out that;
bargaining power of buyers. Collectively, these "There is tough competition. We have four
fqrces defined the 1\rategiC agenda or challenges companies here. But other products come in
facing companies. rather unfairly. Illegal imports are eating our

I This mOdel.s~g1ested that ifmanagers used it markets".
t9 condu~t an: ana ysis of their indu,stries, they The observations made here do not fit in with
would understand he challenges and dynamics Porter's model.
.o( their industries ully. This is all the informa- It is my view that the logic of Porter's model
tion they required ~o formulate effective strate- holds true in Kenya. However, before the model
gibs for their o~ga:ilization. This included mak- is fully applicable, it needs to be modified. Palvia
~n~ suc~ criticd;l de -is!Ol:s as ent~ring. or exiting et al (1990) did suggest adaptations to the model
m~ustnes (based 0 their attractiveness). In the to suit developing country contexts. They added
current study, we tied to establish whether this two more forces to the model: Government and
w~s the case in :Ke±a. . .:. logistics. They pointed out that governments in

I The ~eny~~ Study. Interviews were con- developing countries played very significant and
ducted WIth se.nlOrf13nagers of73'large compa- dominant roles in the economy. This was high-
nies operating iHKerya during the period 1992- lighted in this study by the reported problem of
93\-The resp<;mdentslwere asked about their prob- "government bureaucracy and constraints". Simi-
leTS and experi~ncC1s when formulati~g strategy. lady, many infrastructure inadequacies exist in'
The companies.surveyed fell into three catego- Kenya. Therefore, it appears that the modifica-
ri+ foreign, inqige~ous Kenyan and Asian Ken-:- tions suggested by Palvia et al (1990) hold true
yan companies. Thelproblems reported were the (or Kenya.
ones managers.had t~ address in developing strat- The above modifications do not explain all
egtes for their companies. These problems were experiences of Kenyan managers. In the current
compared withfhe~nsights provided by Porter's research, managers complained of external in-
ind1ustry analysis 111bfel. ' terference, unfair treatment and illegal competi-

I : -. : tion. These factors cannot be attributed to gov-
Results and Discu sionI' ernment directly. Individuals holding powerful
Respondents indicat d that they experience prob- positions in society canjgl}or:~g~rnment pro

~~~~~~!~~~~··~.~i~n~e~-~e~re~n~c~e~a~n~~u~i~~r~t~re~ajt~m;e;n~t~~v~lG's~io~n;s~a;;I~'d~;~o~n~tr~o~l;s~a~ndinfluenceburine~activ-
w~ile carrying ~u't heir activities. There were irye.g. avoic.ing to pay duty on imports thus giv-
als~ reports of obstr ction and illegal competi- ing rise ';0 illegal imports or ip.£luencing licens-
tion. The three 'mos!r-frequently cited problems . i~g procedures. This can happen when such in-
wete:- .: dividuals stand to gain. It is my proposition that

!. !

a) Raw material, rnachinery and spare parts activities of such individuals constitute a forrni-
lvailability : _: . . . . dable strategic force. This should be added to
~) Governm·erit bJreaucracy and constraints Porter's model to better reflect industry challenges
t)Illegaldealings, ·~llegalcompetition and in Kenya. This new force is labelled':power play"
corruption .' :. Porter's modified model for the Kenyan setting
I . .,'

These problems posed strategic challenges which therefore has eight forces. To the original five
could not be identified by Porter's model in its forces, three new ones have been added: Gov-
original form. Managers reported that some of ernment, logistics, power play. The new model
these problems 'were so fundamental that they provides a more complete exposition of the ad-
aloAe were threatening the survival of their com- ditional challenges that have to be taken into ac-
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Conclusion : J' . ,
i ;; '.

The observations made here adduce supportive
~vjdenceto the p loposirion th t management, is
~ensitive to the c9ntext in w~ich it is p~act.iced.
The context of rrianagemenr 10 Kenya ISdiffer-
~nt.from that of ~he United States of America.
irherefore, the Porter model, which was devel-
6ped in. the tIni ed States of America, needed
tdaptation before being applied in' the Kenyan
setting ..
i
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