
 

   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 INTRODUCTION 

The strategic management process results in making strategic decisions that have 
significant effects and consequences on the organisation. The strategic decisions 
made can have a favourable or unfavourable impact on the overall performance 
of the organisation. While formulating the strategy is important in setting the 
direction and plans for the organisation, strategy implementation puts the plan 
into action. The strategic management process is not complete unless the 
performance of the organisation is assessed and reviewed. In other words, the 
final stage in the strategic management process is strategy evaluation and 
control. In this stage, the implemented plans of action are assessed and reviewed 
and appropriate actions will be taken to improve the situation. 
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LEARNING OUTCOMES 

By the end of this topic, you should be able to:

1.  Identify the key elements for assessing the strategy of an
organisation; 

2.  Discuss the criteria for strategy evaluation; and 

3. Explain how the strategy evaluation process and control
mechanism can match the set strategy and direction of the
organisation. 
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ELEMENTS OF STRATEGY EVALUATION 

In trying to assess the implemented strategy of an organisation, we must 
understand why strategy has to be assessed and evaluated. This is important as it 
will provide us with the foundation for such actions. If this is not clear to the 
managers in the organisation, strategy evaluation may not have much impact on 
the organisational performance in the long run. As such, before assessing the 
strategy, one must understand that there are three key elements which form the 
basis for evaluating the strategy. The key elements are as follows: 

(a) Is the existing strategy good for the organisation? 

(b) Will the strategy be good for the organisation in the future? 

(c) Is there a need to change the strategy? 
  
With respect to the first element, which is whether the existing strategy is good 
for the organisation, it is important for the manager of an organisation to review 
the internal and external situations and assess the fit with the environment. The 
outcome or response from this will provide the foundation in determining 
whether the strategy implemented would be good for the organisation in the 
future or otherwise. Subsequently, the need to revise the strategy may come into 
effect.  
 
Further, it should be realised that the purpose of reviewing the implemented 
strategy is to make the organisation fit for the changing business environment. 
The business environment changes very rapidly. Therefore, the organisation 
needs to make adjustments and realign certain activities so that the implemented 
strategy will not deter the organisation from achieving the organisational goals 
and objectives that had been set earlier under different assumptions and 
conditions. As socio-economic and geopolitical scenario changes rapidly, 
organisations need to reassess the strategies implemented so that they can fit well 
with the highly uncertain business environment. 

  
CRITERIA FOR STRATEGY EVALUATION 

In trying to evaluate an organisation's strategy, there are at least six criteria to be 
considered (Tilles, 1963; Rumelt, 1980): consistency, consonance, feasibility, 
advantage, acceptable degree of risk and appropriate time horizon. 
 
 
 
 

11.1 

11.2 
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11.2.1 Consistency 

 
 
 
 
When conflicts among departments or divisions occur, it means that the selected 
strategy is not consistent with the organisation. For example, if the organisational 
strategy is to expand its international operations, conflicts can arise between the 
marketing and finance divisions, when the former wants to spend the money 
while the latter wants to control expenditure. Such strategies must be made clear 
and consistent with the financial and marketing policies of the organisation.  

11.2.2 Consonance 

 
 
 
 
 
For example, an organisation's market penetration strategy may be appropriate if 
the potential demand for the product or service is increasing as the disposable 
income of the consumers is increasing and consumption is increasing. On the 
other hand, this strategy would not make sense in times of recession or 
depression in the national economy. 

11.2.3 Feasibility 

 
 
 
 
Once a strategy is selected, it must match with the available physical resources, 
financial resources and human resources of the organisation. The selected 
strategy must also match with the organisational capabilities, competencies and 
skills. For example, it may not be a feasible strategy if the physical or financial 
resources pose a constraint to the organisation. Similarly, the strategy may not be 
feasible if the organisational capabilities are not available. 

Consistency refers to the extent the selected strategy does not pose a threat to, 
or conflict with, the organisational goals and policies. 

Consonance refers to the extent the strategy conforms to the environmental 
trends. In other words, to what extent the output of the organisational internal 
and external analyses is consistent with the environmental trends. 

Feasibility of a selected strategy is important as it can determine whether the 
strategy can be implemented with minimal barriers or obstacles. 
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11.2.4 Advantage 

In evaluating a strategy, one must consider the potential competitive advantages 
to be created or sustained in the selected organisational strategy. Competitive 
advantage can be obtained through cost advantage or value creation like product 
positioning and differentiation. The selected strategy must provide such 
advantages to the organisation or the leading edge as compared to the other 
competitors in the industry. For example, by reducing the price of the product by 
10%, to what extent can the organisation be in a leading advantageous position 
compared to its competitors? If the price cut strategy cannot provide a greater 
advantage in terms of getting more than 10% increase in revenue, then the 
strategy poses no advantage to the organisation. 

11.2.5 Acceptable Degree of Risk 

The acceptable degree of risk involved in selecting a strategy is also important in 
evaluating a strategy. Some strategies appear to be attractive but there is a higher 
degree of risk involved due to uncertainties in the environment. Some degree of 
risks should be incurred but uncalculated risks or major risks should be avoided. 
For example, in a volatile capital market, mortgaging the organisational shares 
too highly can be risky in taking a financial loan when the potential values of 
organisational shares can be overvalued or undervalued in a short time.  

11.2.6 Time Horizon 

Finally, in evaluating a strategy, the time horizon is important as it would 
indicate the extent to which the project or selected strategy can be implemented 
effectively. If the time horizon is too long and the degree of risk is high,  careful 
assessment should be made before implementing the strategy. 
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STRATEGY EVALUATION PROCESS 

The strategy evaluation process involves the steps as shown in Figure 11.1. 
 

 

Figure 11.1: Strategy evaluation process 

11.3.1 Determine What to Review 

The first step in strategy evaluation is to determine what to review in the 
strategic management process. This means that the top managers and operational 
managers need to determine whether the strategy formulation or strategy 
implementation needs to be reviewed. This can be done by reviewing the internal 
audit and external audit of the organisation. Such organisational audits will show 
whether the organisation needs to review the goals or objectives or the 
implementation processes. If this is not done accordingly, the organisation may 
be reviewing the areas least related with the underperformance of the 
organisational unit or division. 

11.3 
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11.3.2 Identify Aspects to be Measured 

After having identified the areas to be reviewed, the managers would know what 
aspects to focus on in the review process. For example, the major area of concern 
is the financial or marketing functional strategy, which poses an obstacle to the 
organisational plans and implementation. This can be related to the functional 
policies and processes that need to be revised accordingly.  

11.3.3 Set the Standard to be Gauged 

In setting the standards to be assessed, the organisation can use the industry's 
standards to benchmark its standards or use the long-term set targets. This 
means the organisation needs to know how its competitors are doing and to what 
extent the benchmark is achievable or comparable. For example, there is no point 
comparing the non-computerised banking service provider with the automated 
computerised banking provider.  

11.3.4 Assess the Performance and Compare the 
Performance 

Once the standards have been set, the organisation can assess the performance 
achieved and compare it with the benchmark selected.  

11.3.5  Identify Gaps and Take Corrective Action 

As soon as the performance assessment has been completed and compared with 
the set standards, the organisation will identify the gaps. The organisation needs 
to review why these gaps occurred and how they could be rectified. Then, 
alternative corrective actions are analysed and selected to rectify the gaps. This 
aspect is not easy and may take some time before the corrective measures can be 
done. The corrective action to be taken must be identified precisely so that it will 
bridge the gaps identified earlier.  
 
Once the corrective action has been selected, the next stage is to implement it so 
that the situation can be improved. This does not mean that the organisation has 
to redo the strategic planning; rather, it has to redo the strategy implementation 
process until the next strategy evaluation and review process. The corrective 
action can be done in the first 6 months of the strategy implementation phase 
(say out of the 12-month implementation plan), and at the end of the next 
evaluation process, say in the next 6 months, the whole strategic plan and 
implementation process is reviewed for the subsequent strategic plan of the 
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organisation. As such, this process of strategic planning and implementation 
would require the organisation to have specialised personnel and units to handle 
the process so that it can be done in an efficient and effective way. 

 
STRATEGIC CONTROL 

 
 
 
 
 
The purpose of the strategy evaluation process is to determine the areas to be 
assessed in implementing the organisational strategy. Once this has been 
determined, the next stage is to manage strategic control of the organisational 
strategy. In the strategy evaluation process, it is concerned with the areas to be 
evaluated, while in the strategic control, it is concerned with the extent to which 
the organisation is able to achieve the results it had intended. As such, the control 
process begins when the organisation has found that there are gaps in the 
organisational performance in terms of the intended results against the budgets 
or targets set earlier. Strategic control focuses on how to improve the 
organisational performance based on the feedback received on the actual 
performance of the organisation at one point in time.  
 
In order to have a successful strategic control in the organisation, it is necessary 
to look at how the organisational structure, systems and processes fit with the 
implementation of the organisational strategy. Then, strategic control is made, 
either to maintain or revise the current strategy selected by the organisation, or to 
adopt a new strategy. If the control shows that the outcome is to select the earlier 
strategy, then organisational adjustments are made with minor modifications in 
the organisational management processes. For example, an organisation may 
want to continue its growth or expansion strategy that it had set earlier. Then, 
from the analysis of the organisational situation, it was found that the changes to 
be made only required small or a few changes in terms of the organisational 
systems and processes so that it can improve the implementation of the 
organisational strategy. In other words, the purpose is to improve the 
performance of the organisation in its implementation process, say, changing the 
way things have been done or improve methods of doing things in the 
organisation. This is also known as continuous improvement.  
 
If the control shows that the organisation has to change the original strategy 
selected to a different strategy, for example from a growth strategy to a 
consolidation strategy, then the adjustments to be made in the organisation can 
be substantial in terms of resource allocation, policy and decision making 

11.4 

Strategic control is concerned with tracking the implementation of the 
strategic plans that had been selected. 
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priorities. This situation can arise due to rapid unforeseen changes in the 
environment, say a war erupted in the identified area for growth. The situation 
can also arise as the organisation experienced an unexpected drop in financial 
performance. In this case, the purpose of strategic control is to steer the 
organisation so that it would not fall into further undue difficulties. In this case, 
the changes in the organisation can involve restructuring or reengineering in the 
organisational structure, systems and processes. This can also occur when the 
organisation is involved in mergers and acquisitions, which involve restructuring 
of the activities and focus of the organisation.  
 
To ensure successful strategic control in the organisation, it is essential that the 
top management and middle management personnel are involved and 
committed to the strategic control process. These top managers must also 
understand the areas to be concerned in strategic control, and how to implement 
effective control. In other words, having a thorough understanding of the 
interrelated systems and processes in the organisation provides a sound 
foundation in improving managerial and organisational control in the 
organisation. Further, the top management must make firm commitment in 
terms of setting the key priorities in revising the budgets (resource allocation) 
and making changes to be implemented in the organisation. One of the areas of 
poor strategic control in organisations is that the top management may have 
difficulties in accepting new ways of doing things, such as a change in the values, 
attitudes, behaviours, culture or norms in the organisation. Further, the changes 
in the strategic control mechanism may not provide incentives but disincentives 
to the employees, which is an obstacle in making new changes or having effective 
control in the organisation. For example, in order to have effective strategic 
control, it may entail having the organisation change its organisational 
procedures. This can cause delays in implementation as the policy may not be 
communicated effectively throughout the organisation. Thus, one of the key 
areas of concern in effective strategic control is transparency of the matters to be 
controlled and communication on those areas to be controlled so that they can be 
effectively enforced in the organisation. 
 

 

ACTIVITY 11.1 

1. Discuss the criteria for strategy evaluation.
 
2. Illustrate the strategy evaluation process. 
 
3. How would you implement strategic control for your 

organisation? 


