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gter)e,l\':\é%rigsﬁl anning, Strategy Rapid changes anq competitions i_n today's_wor_ld havg s_h_ifted the role of
map, Iranian Oil Terminals governmental enterprises into regulating and directing activities. This has led
Company to the need for the analysis of internal/ external situations and the revision of
strategic planning of such companies. The Iranian Oil Terminals Company,
as one of the National Iranian Oil Company subsidiaries, has developed its
mission, vision, and strategic plan. In this paper, the strategic planning was
fulfilled for the Procurement and Supply system of IOTC, which has the role
of supporting the primary activities of the company by sourcing, purchasing,
DOI:10.22050/pbr.2021.258760.1141 warehousing, and delivering the requested materials. In this regard, different
models of strategic planning were reviewed to design a suitable approach for
strategy formulation. The adopted framework was implemented using the
balanced scorecard approach and the results were presented step by step in
the paper.
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- transformed the role of governments from direct
1. Introduction management to guiding and regulatory roles, allowing
government agencies to look at their internal and
external situations differently. In this regard, the
National Iranian Oil Company and IOTC, as one of its

Today, financial and accounting indicators alone
cannot reflect the performance of the organization and do
not guarantee their success. The performance of oran R s
organizations can be examined beyond financial aspects sub5|d|_ar|es, have developed their mission, vision, and
and from different perspectives (McCormack et al,  Strategic plan. The procurement and supply system of
2009). A Balanced Scorecard (BSC) is an approach that ~ 'OTC. which has the role of supporting the primary
was developed to analyze the performance of activities of the company, has a significant role in
organizations from four different perspectives, including ~ Providing timely and economic materials needed by the
financial (Kaplan & Norton, 2007). The Balanced company, and any negligence in the provision of
Scorecard is later used beyond a performance materials will disrupt the petroleum exports. It seems that
measurement system, and many organizations use this e Strategic planning of the procurement and supply
method as a tool to link the organization's strategic plans ~ department of I0TC is necessary according to the vision
to performance planning and to guide the organization's ~ ©f the main company and provides the grounds for its

strategies in the long term (Kaplan & Norton, 2008). conn_ef:tion to the performance of this system. Due to the
specific nature of the present study the research

Rapid political, social, cultural, and economic  pynothesis will be exploratory. The research question is:
changes at the beginning of the twenty-first century have
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based on the internal and external situation and the
developed strategic plan of the IOTC, what is the suitable
framework for strategic planning of procurement and
supply system, and what are the resulted mission, vision,
strategic goals and strategy map of this system.

In this regard, different models of strategic planning
were reviewed to design a suitable method for
developing a procurement strategy. Accordingly, a
framework for strategic planning of procurement and
supply system in IOTC was designed and then
implemented, the steps of which are described and
presented step by step in the article.

2. Research Methodology

The general steps and framework of the research can
be summarized in Figure 1. Semi-structured interviews
were used to collect data at different steps of the
research. The experts included twelve managers and
senior experts of the company, who on the one hand were
sufficiently familiar with the company and the
procurement system, and on the other hand, were
familiar with the concepts of management and strategic
planning. The interviews were conducted according to
the interview agenda that was prepared by the research
team. The research team presented the results of each
step by summarizing the results of the interviews and
performing the previous steps.

3. Application and Results

3.1. Reviewing the Literature and Strategic
Planning Models

Reviewing the strategic management literature and
comparing the strategic planning models of large and
small organizations show that despite the differences in
the number and sequence of steps mentioned in these
models, they generally have a similar structure. The
foundation of strategic planning models can be
categorized in the following three main steps, which are
shown in Table 1:

1. Determining the mission and goals
2. Analyzing the external and internal situation

3. Formulating the strategies

3.2. Knowing the Company

Iranian Qil Terminals Company (IOTC) is an
operational, specialized, and professional company that
is active in the fields of storage, measurement, laboratory
services, export and import of crude oil, petroleum
products, and natural-gas condensate and marine
services. Its primary activity is supporting and assisting
in the sustainable continuation of the country's oil and
gas production, through the processes of receiving,
storing, mixing, measuring and measuring quantitatively
and qualitatively, loading and unloading (export and
import) of produced and exchanged crude oil and
petroleum products and operations of attachment and
detachment of oil tankers as well as completing and
upgrading the country's oil and gas value chain and
playing a worthy role in the optimal stability and
flexibility of the national, regional and international
energy supply chain.

Geographically, IOTC activities are located in five
areas: Kharg Island, Asaluyeh, Neka Oil Terminal,
Mahshahr, and Tehran; Tehran is the head office and
coordinator of different locations of the company.
Procurement and supply affairs in IOTC, as a
governmental company, is responsible for providing
material supply services to various departments of the
company, and in this regard, it is considered as a
supporting department.

3.3.  Understanding the  Organizational
Structure and Duties of Procurement and
Supply System

The procurement and supply department of I0TC,
also known as the commerce department, has various
sub-divisions with responsibilities such as classification
and standardization of materials, orders and inventory
control, identification and assessment of suppliers,
sourcing,  purchasing,  warehousing,  warehouse
inspection, insurance, banking, and clearance.

3.4. Stakeholder Analysis

Customers and stakeholders of Iran Oil Terminals
Company can be shown in Figure 2.
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Reviewing the literature and strategic planning models

Knowing IOTC

v
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Understanding the organizational structure and duties of procurement and supply system

Stakeholder analysis
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Analyzing the high level documents

A 4

A 4

Developing values and mission for procurement and supply system

A 4

Analyzing the strengths,
weaknesses, opportunities and
threats

Formulating strategies

Developing strategic goals

Balanced Scorecard approach

\ 4

Developing the strategy map for
I0TC Procurement and supply
system

Figure 1. General steps and research framework.
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Table 1. Comparative comparison of strategic planning models.
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Figure 2. Identified stakeholders.

rules, regulations, and procedures governing the
procurement system in the company were identified and
reviewed as high-level documents and were considered
in formulating the mission of the procurement and
supply system.

The procurement and supply system in the 10TC
provides services to other sub-division and departments
of the company, and they are the main customers of this
system. The main stakeholders are the board of directors
and senior managers of the organizational departments
requesting the materials, which include maritime 3.6. Developing Values and Mission for

operations, technical affairs, general operations, Procurement and Supply System
transportation, repairs, precision tools, building

engineering, and the like. Considering the general structure of the company,
_ _ stakeholder analysis and formal structures of the
3.5. Analyzing the High-Level Documents company, on the one hand, and the other hand with a look

at the mission and vision and values of IOTC as high-
level documents, with the aim of extracting missions and
key values of the procurement system in the company,
semi-structured interviews with twelve managers and

Since the procurement and supply system operates
under the IOTC, the strategic plan of the company and
the mission statement, vision and values of the company
were considered as high-level plans. Furthermore, the
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senior experts of the company were done as mentioned
in the research methodology section. According to the
interview agenda, all interviews were conducted. By
summarizing the results of the previous steps and the
results of the interview, the research team develops the
mission and key values of the procurement and supply
system in IOTC. The mission statement is: supplying and
maintenance of materials and goods required by various
projects and operational departments of IOTC with
appropriate cost, speed, and quality.

3.7. Analyzing the Strengths,
Opportunities, and Threats

Weaknesses,

Using the analysis of the external situation, and using

December 2020
the opinions of the company experts, a list of the most
important opportunities and threats faced by the
procurement system was prepared. Moreover, in the
analysis of the internal situation, the most important
strengths and weaknesses of the procurement system
were listed and classified.

By exploring the strengths, weaknesses,
opportunities, and threats, the SWOT matrix was
extracted as shown in Figure 3. The analysis of this
matrix helps to formulate strategies to take advantage of
opportunities by using strengths as well as reducing
weaknesses and avoiding threats.

-

Strengths

knowledge

« DPI Inventory control system
Documented work procedures and
processes

e Having barges and ships to
transport goods

_

Internal Analysis
L ]

~

¢ Old staff experience and new staff

/
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s Geographical development of the
company's field of activity

e Development of  information
technology (IT) and e-commerce in
the country

¢ Increasing customer expectations
and customer-oriented requirements

e Possibility to use experts and
university graduates

"

External Analysis

/

K WEa knesses \

* Some supervisors do not believe in
education and empowerment

¢ Lack of proper encouragement and
punishment system

» Weak teamwork

N /
T

* Economic pressure, sanctions and

their impact on the supply chain

The role of intermediaries and

brokers

Volume of low quality goods in the

market

Natural and inherent problems of

locating in an island, and its impact

on the supply chain

+ Time-consuming process of
arranging contracts, auctions and

tenders in the legal and contractual
afFnivn AF A canien Ancacaneasr

.

L

.

Figure 3. SWOT analysis.

3.8. Formulating Strategies
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the results of SWOT analysis, the strategies of the
company's procurement and supply system were
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formulated as follows:
1. Providing customer and stakeholder satisfaction
2. Improving relationships with suppliers

3. Creating satisfaction and motivation in human
resources

4. Improving inventory control

Figure 4. Strategy map in government companies.

It is necessary to consider the fact that due to the
supporting nature of the procurement and supply system
in the company and considering that the procurement is
one of the functional departments and does not have
financial responsibilities, therefore the financial
perspective has been changed to the mission perspective.

The long-term
mission of the
organization

Perspective of internal
processes

Perspective of growth and
learning

3.9. Developing Strategic Goals According to the
Balanced Scorecard Approach

Using the balanced scorecard approach and placing
the mission as the main and long-term goal, Kaplan and
Norton (2002) illustrated the strategy map in a
government company as Figure 4.

2. Improving the level of satisfaction of the
company's senior managers

3. Improving the level of supplier satisfaction

4. Development of domestic material production

3.10. Strategic Goals from the Mission

Perspective

According to the mission of the procurement and
supply system, which was stated earlier, the strategic
goals from the perspective of the mission are:

» Timely supply and distribution of materials

» Supply with appropriate quality

» Supply and maintenance of goods and materials at a
reasonable cost

+ Strategic Goals from the Customer Perspective

1. Promoting the level of satisfaction of applicants for
materials and services

3.11. Strategic Goals from the Internal Processes
Perspective

1. Optimization of maintenance and warehousing
2. On-time distribution
3. Improving inventory control

4. Increasing the supply of materials from surplus
warehouses

5. Improving the sourcing and development of
suppliers' database

6. Improving interaction  with  domestic

manufacturers
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7. Improving the speed of material supply

8. Organizational re-structure

3.12. Strategic Goals from the Perspective of
Growth and Learning

1. Development of team and group work
2. Developing employee participation

3. Empowerment and development of knowledge and
skills of employees

4. Improving the level of organizational satisfaction
and commitment

21|
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5. Development of information and communication
infrastructures

6. Architecture and development of integrated
systems

3.13. Developing the Strategy Map for 10TC
Procurement and Supply System

Using the extracted strategies, strategic themes, and
strategic goals and through 4 balanced scorecard
perspectives, the strategy map was developed and causal
relationships were identified as shown in Figure 5.
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Figure 5. Strategy map.

role in carrying out IOTC primary activities by providing
timely and economic materials needed by the company.

4. Conclusions

The procurement and supply system has an important
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It is worth noting that any negligence in the provision of
materials will disrupt the petroleum exports of the
company. Development of a strategic plan for the
procurement and supply system of the company was
done in this paper. "Supplying and maintenance of
materials and goods required by various projects and
operational departments of IOTC with appropriate cost,
speed and quality"” was determined as its mission. After
that, by analyzing the internal and external situation of
the company, the strengths, weaknesses, opportunities,
and threats were analyzed and strategies were
formulated. Then, using the balanced scorecard
approach, strategic goals were developed. Finally,
considering the cause and effect relationships between
strategic goals in the four perspectives based on the
balanced scorecard approach, a strategy map was
developed and presented. Furthermore, the following
policies can be recommended based on the conducted
interviews:

« Systematic communication of the financial affairs of
the main company with the procurement and supply
system can facilitate and expedite the processes

» Planning for technical and documentary recognition
of surplus electrical, mechanical and chemical items
due to changes in the company's projects and
determining their reuse

* Coordinating  with  other  companies and
managements of the Petroleum Ministry in order to
transfer or sell surplus items

» Applying appropriate executive economic methods
(such as cost-benefit analysis) to optimize and reduce
banking, insurance and logistics costs

« ldentifying and controlling the quality of defective or
damaged goods in order to repair defective items and
reuse them to eliminate unnecessary orders

Designing the metrics and indicators based on the
balanced scorecard approach and using them to
evaluate the performance of the procurement system
concerning the long-term goals can be proposed as a
suggestion for future research.
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