
 

   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 INTRODUCTION 

Why are some companies successful and others less successful? How is it that 
some companies have a clear set of directions and others do not have one? Why 
are some companies able to take the opportunities available in the environment 
while others observe and let it go by? What makes an organisation more 
successful than others? What differentiates between an organisation with good 
management and one with poor management? The answer to all these questions 
would depend on the managers handling the various activities and functions of 
management in the organisation. 
 
In any organisation, the person at the pinnacle of the organisation is the chief 
executive officer (CEO). In some organisations, they are known as the managing 
director, executive director, president, vice-chancellor or general manager in 
some cases. The CEO is the one responsible for the performance of the entire 
organisation, and therefore, plays a critical role in developing and building the 
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LEARNING OUTCOMES 

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

1. Discuss the roles of corporate planners in strategic management;  

2. Explain the roles of the board of directors;  

3. Describe the roles of the chief executive officer (CEO); and 

4.  Explain the roles of middle management in the strategic
management process. 
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entire organisation to where it will be in the future. However, the CEO cannot do 
the job alone. He would depend on his subordinates and superior support. The 
immediate superior of the CEO is the Board of Directors, as the CEO is directly 
responsible to the Board. As such, in the strategic management of an 
organisation, it is important firstly to know the role of the CEO and the related 
personnel in an organisation to better understand how strategic management can 
be made effective and efficient.  
 
In large companies like the conglomerates or companies with multi-businesses, 
for example, Sime Darby, Permodalan Nasional Berhad or DRB Hicom Berhad, 
strategic management activities are handled by one person known as the 
corporate planner. The corporate planner will work directly with the CEO and 
facilitate the processes involved in strategic management of the organisation. As 
such, as learners of strategic management it is important to understand the roles 
and responsibilities of the key personnel in an organisation as it can affect the 
success or failure of strategic management and ultimately the performance of the 
organisation. Organisations cannot achieve what is set for them without 
knowledgeable people, the ones who handle the various activities and functions 
of management in an organisation. 
 
In this topic, learners will be exposed to the roles of the corporate planner, Board 
of Directors, Chief Executive Officer (CEO) and the roles of middle management 
in the strategic management of an organisation. 

  
ROLES OF THE CORPORATE PLANNERS 

 
 
Generally, corporate planners can be found in large organisations. In this type of 
organisation, there is a corporate planning unit, division or department that takes 
care of the entire planning activities in the organisation. 
 

 
 
 

3.1 

A corporate planner is anyone who has extensive experience in organisational 
planning in an organisation or those who have varied experiences in many 
types of organisational management. 

SELF-CHECK 3.1 

What do you think is the function of the corporate planner in an 
organisation? 
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Corporate planners can be specialists trained in planning techniques, and they 
might have experience as an economist, statistician, computer modelling experts 
or futurists. They provide direction and planning support for the whole 
organisation. As planners, they play an active role in assessing the organisationÊs 
capabilities, analysing external environmental trends and generating strategic 
alternatives. In small organisations, the role of corporate planner does not 
change, except that the person appointed to the task of corporate planning may 
not be assigned to one person but to a group of people in the organisation, under 
the CEOÊs purview. External experts may be invited to help in facilitating the 
planning sessions in small organisations. 
 
According to Harvey (1982), corporate planners have important roles and 
functions to perform, as shown in Figure 3.1.  
 

 

Figure 3.1: Some major roles of a corporate planner 
 
The following are descriptions of some of their major roles: 
 
(a) Develop a Framework for Strategic Planning and Provide Database 
 The corporate planner or planning group develops the general framework 

to start strategic planning in the organisation. This would involve making 
preparations for the database required to do strategic planning in the 
organisation. Corporate planners also have to prepare the processes and 
procedures required to do the planning in the organisation, and 
recommend to the CEO the people likely to be involved in the planning 
discussion of the organisation.  
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(b) Identify and Evaluate New Products, Services and Market Opportunities 
 The corporate planner needs to help in identifying the development of new 

products and services available in the market. He also needs to discover 
potential new markets and opportunities available for the organisation. 
Information on market trends and product life cycle stages should also be 
provided by the corporate planner. 

 
(c) Monitor, Review and Revise Strategic Plans 
 When strategic plans are made, they need to be revised and reviewed 

consistent with the changes in the business environment. The corporate 
planner needs to monitor the changes in the business environment and 
provide feedback to top management on the new and impending changes 
in the business environment. Consequently, the corporate planner may 
suggest a quarterly or biannual review of the strategic plans of the 
organisation. 

 
(d) Forecast New Trends and Situations 
 The corporate planner must provide forecasting information to the 

organisation. This information can be acquired from various sources in 
Malaysia, like the yearly Economic Report and Bank Negara Report. 
Economic and social information and trends must also be acquired and 
taken into account in making the forecasts of the socio-economic scenario in 
the country. The corporate planner may obtain this information from the 
lower management group, but the corporate planner must have a good 
grasp of the information obtained. The corporate planner should not be a 
facilitator but must assume a proactive role in obtaining information from 
sources in Malaysia and abroad. 

 
(e) Develop Contingency Plans and Alternative Scenarios 
 Corporate planners should not focus only on one strategic plan of the 

organisation. They should also prepare a contingency plan for the 
organisation, and possibly identify alternative scenarios to cater to 
unexpected changes. This is unavoidable as the change in environment is 
rapid due to unforeseen circumstances. This will also reduce the risks in the 
strategic plan of the organisation. 

 
(f) Predict the Uncertain Future 
 In large companies, they have a group of intuitive thinkers or futurists who 

try to predict long range socio-economic and political forces that may have 
an impact on the current business of the organisation. As such, the 
corporate planner is expected to contribute to facilitating this role in the 
strategic plan in the organisation. 

 



          TOPIC 3    ROLES OF TOP MANAGEMENT IN STRATEGIC MANAGEMENT  

 

28 

The roles and functions of corporate planners mentioned here are neither 
exhaustive, nor suggest that all corporate planners perform such roles and 
functions. Depending on the organisation, there may be variations in the 
roles and functions of corporate planners to suit the needs of the 
organisation at any particular point of time. 
 

 

  
ROLES OF THE BOARD OF DIRECTORS 

In recent years, demands and expectations of the roles and functions of the board 
of directors of an organisation have changed in relation to corporate governance.  
 

 
 
The board of directors is one of the key stakeholders in the organisational 
governance, which exercises formal legal authority over the organisation's policy. 
This means that the business laws of the country gives legal responsibility to the 
members of the board of directors for the affairs of the organisation (in this case 
the company). 
 
In Malaysia, under the Malaysian Companies Act 1963, all private and public 
listed companies registered in the country must have a board of directors with at 
least two people before it can be accepted for registration. For private limited 
companies (known as sendirian berhad), there must be at least two members in 
the board of directors to represent the shareholders. However in the case of 
public listed companies (known as berhad), the number of members on the board 
will depend on the amount of paid-up capital and composition of shareholders. 
This means that some companies can have up to 10 to 15 members on the board 
of directors. The members of the board are also known as non-executive 
directors, which means that they are non-salaried employees of the company. 
They are appointed on the board for a period of at least one year. This 
appointment is renewable each year. Their presence on the board of directors of 
the company is to represent the other shareholders. 
 
 

Corporate governance refers to the overall control of an organisation's actions 
(Post et al., 2002). 

3.2 

ACTIVITY 3.1 

Describe other possible roles of a corporate planner.
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As a member of the board of directors of a company, they are expected to 
perform many types of roles and functions. According to David (2003) and 
Hunger and Wheelen (1996), a board of directors have the following duties and 
responsibilities as shown in Figure 3.2. 

 

Figure 3.2: Duties and responsibilities of the board of directors 
 
(a) Control and Oversight of Management 

This means that the board is responsible for hiring and firing the CEO, 
assessing management performance, setting management salary levels and 
compensation, assuring corporate integrity and continuous audit, 
reviewing and revising management policy decisions. 

 
(b) Adherence to Legal Prescription 

The board must make sure that the company is aware of new laws affecting 
the business, appointment of directors, approval of capital budgets and 
authorisation of borrowings, new issues and other related matters. 

 
(c)  Consideration of Stakeholders' Interests 

The board is expected to monitor product quality, facilitate better quality of 
work life for employees, review employment policies, improve customer 
relations, foster better relations with community and society, assume roles 
in non-governmental organisations and maintain good public image. 

 
(d) Advancement of Shareholders' Rights 

The board is also expected to preserve shareholders' equity, stimulate 
growth for the company, assure equitable shareholder representation, 
declare dividends and inform shareholders of the company's performance. 
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In relation to the strategic management activity, the roles of the board of 
directors are listed in the following: 

(a) Monitor the development of both internal and external issues affecting the 
company which management might have overlooked; 

(b) Evaluate proposals and influence the members of the board and top 
management on proposals, decisions or actions that need to be taken; and 

(c) Initiate and determine the strategic mission and options of the company to 
the management. An active member may take this task in hand. 

 
Since many of the strategic management activities involve top management, it is 
inevitable that members of the board of directors need to know what is going on 
in the company and the implications of their approval and decisions made. In 
large companies, many issues are raised in a management committee, and 
presented to the board for consideration and approval. In its 2003 Annual Report, 
Gold Bridge Engineering and Construction Berhad (a civil engineering and 
construction company listed in the Kuala Lumpur Stock Exchange) outlined that 
the board take full responsibility for the overall performance of the Company 
and the Group. This responsibility includes reviewing and adopting strategic 
business plans for the Group, identifying principal risks and ensuring the 
implementation of appropriate systems to manage these risks, managing and 
overseeing the operations of the Group's business, and reviewing the adequacy 
and integrity of the Group's system of internal controls and management system 
including systems for compliance with applicable laws, regulations, rules, 
directives and guidelines. 
 
In small companies, this is generally done in a more informal way. Nonetheless, 
what is important is that the board of directors has a role to play in the strategic 
management process and decisions, and therefore, understanding their roles and 
functions would help us enhance the strategic management activity in the 
organisation. 

  
ROLES OF THE CHIEF EXECUTIVE OFFICER 

The chief executive officer (CEO) of an organisation performs the top management 
function and coordinates with the other members of the organisation. The CEO is 
appointed by the board of directors, and therefore, responsible directly to the board for 
the overall management and performance of the company. 
  
According to Henry Mintzberg (1973), the job of top managers comprised of 10 
managerial roles that can be categorised into three groups, i.e. interpersonal 
roles, informational roles and decisional roles, as shown in Figure 3.3. 

3.3 
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Figure 3.3: Roles of top managers 

 
(a)  Interpersonal Roles 

The figurehead role implies that the manager has to perform duties related 
to ceremonial functions like attending social events to represent the 
organisation, signing contracts for the company and hosting dinners for the 
clients. As a leader, the manager motivates, develops and guides 
subordinates to perform their duties and responsibilities well. The leader 
also provides the role model and vision for the organisation. As a liaison 
agent of the organisation, the manager maintains a network and 
information sources with key people in the business environment including 
playing golf with other CEOs. These three roles will provide the CEO the 
interpersonal contact and networking that will allow him to perform his 
duties well in the job. 

 
(b) Informational Roles 

The informational role suggests that the CEO will monitor, obtain and 
disseminate information about the organisation. As a monitor, the CEO 
seeks and obtains information needed to better understand the business 
environment and these could be obtained through reviews and periodical 
reports. As a disseminator, the CEO transmits the information obtained to 
all the other managers in the organisation, for example in the staff meeting 
or strategic planning sessions. As a spokesperson, the CEO transmits 
information to people outside the organisation through press conferences, 
public talks, and participation in social and community affairs. 
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(c) Decisional Roles 
As a CEO, he has to make decisions. In the decisional role, the CEO 
plays the role of an entrepreneur. In this role, the CEO seeks projects or  
businesses that can help improve the performance of the organisation, 
including initiating new product or services development, improvements in 
processes, and also seeks new business ventures and opportunities for the 
organisation. In the disturbance handling role, the CEO makes decisions on 
troubles or crises inside the organisation, like handling employeesÊ 
grievances, unethical behaviours and discussions with clients or customers. 
In the resource-allocator role, the CEO will have to make decisions on how 
to allocate resources and prioritise the allocation of resources like personnel 
and budgets. Finally, the negotiator role suggests that the CEO represents 
the organisation in negotiating important agreements, resolves disputes 
between organisational divisions, negotiates with key customers, suppliers, 
creditors and reviews contracts.  

 
These roles are performed by many managers in the organisation including 
the CEO and middle-level managers. However, there are variations in the 
roles performed by the managers and CEO depending on the size of the 
organisation, type of industry and nature of the job involved. In other 
words, some managerial roles are more important than others in certain 
types of organisations and businesses. 

 
 In the Malaysian setting, Zabid (1987) found that CEOs in state-owned 

enterprises performed 15 managerial work roles that were categorised into 
three groups, namely, the internal roles, external roles and internal and 
external roles as shown in Figure 3.4. The internal roles of the CEO include 
that of an entrepreneur, leader, administrator, custodian, liaison and 
resource allocator. The external roles include assuming the role of a 
lobbyist, disturbance handler, spokesperson and figurehead. Finally, the 
CEO's internal and external roles include being a negotiator, technical 
expert, strategist and disseminator. 
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Figure 3.4: Roles of CEOs in state-owned enterprises in Malaysia 
 

The differences in the classification of managerial roles could be attributed to the 
differences in the managerial work of managers in state-owned enterprises as 
compared to private enterprise. Furthermore, the method of analysis was 
different as compared to Mintzberg's which used an inductive approach while 
Zabid used the quantitative method of analysis. Nonetheless, it cannot be denied 
that top managers and the CEO performed these work roles but with different 
emphasis, depending on the organisational context and situations. 
 
In a study of 23 companies in Europe, Goldsmith and Clutterbuck (1998) found that 
high performing companies have great leaders instead of managers. The companies 
have value-based leadership, which uses values rather than systems to influence other 
people's behaviour. These companies also take the role of their managers as chief 
coach seriously. Harvey and Wheelen (1996) also found that successful corporations in 
the United States had leaders with three basic characteristics: 

 
(a) The CEO articulates a transcend goal for the organisation, thus avoiding 

petty complaints and grievances of the average work day; 
 
(b) The CEO presents a role for others to identify with and follow; and 
 
(c) The CEO communicates high performance standards but also shows 

confidence in the followers' abilities to meet these standards. 
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In relation to strategic management, the job of the CEO is like a strategist. As a 
strategist, the CEO will be responsible for determining the vision, mission and 
goals of the organisation. The CEO must set the direction for what the 
organisation will become in the future. As a strategist, the CEO must also decide 
on the allocation of personnel, financial and marketing resources effectively and 
efficiently so as to achieve the goals of the organisation. Coordinating and 
integrating the various functional activities consistent with the strategic plan is 
also another important job of the CEO. This is to ensure that the plans are being 
implemented according to the subscribed plan. The strategist would also have to 
monitor and control the performance of the organisation, and develop policies 
that can improve the management systems and processes in the organisation. 
The strategist has an important role in the strategic management process in terms 
of influencing an appropriate style of management in the organisation. In other 
words, the CEO as a strategist must ensure that the tone of management style is 
conducive to the environment and acceptable in the organisational setting. 
Finally, as a strategist, the job of the CEO is to ensure that the board of directors 
and himself are committed to the strategic management activity, instead of just 
giving lip service. This presents a major challenge to the CEO. 

 

  
ROLES OF MIDDLE MANAGEMENT 

 
 
The middle-level management refers to people between the CEO and the lower- 
level employees. They are mainly divisional heads or functional managers.  
 
They are the ones who will ensure the success or failure of strategic planning and 
implementation. In large organisations, they are involved in preparing the 
business plans while the top managers, and a selected few, are involved in the 
corporate plans. The business plans are important in implementing the corporate 
plans. For example, in a large company with multi-businesses, like Sime Darby 
Berhad, the business plan for the plantation division, trading division and other 
major business activities must be determined. In Petronas, business plans for the 

3.4 

In your own words, describe the strategic role of the CEO.

ACTIVITY 3.2 

SELF-CHECK 3.2 

Who do you think make up the middle management of an 
organisation? 
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gas business, education business, petroleum products and petrochemical 
businesses must be made. The role of middle-level managers, therefore, is to 
ensure that the business plans are developed in line with the corporate and 
functional plans.  
 
Middle-level managers also have to work well with the functional level managers 
to ensure that the business plans and functional plans are implemented 
effectively and efficiently. As such, middle-level managers are critical in the 
strategy implementation activities in the strategic management process. Thus, 
middle-level managers have a strategic role to play in the strategic management 
activity in an organisation. According to Goldsmith and Clutterbuck (1998), high 
performing companies generally have the best people possible for each job and 
they nurture creativity and proactive behaviour. They also provide training and 
development to achieve great things. These organisations use communication as 
an engine of commitment, and recognise and reward achievements. 
 

 
 
 
 
 
 
 

ACTIVITY 3.3 

  

1. Why is it important to recognise and reward achievements? 
 
2. Outline the role and duties of the board of directors in the 

strategic management process. 
 
3. What is the role of the corporate planner in strategic planning? 
 
4. The chief executive officer plays several roles in the 

organisation.  What are these roles? 
 
5. Give an example of a negotiator role played by the chief 

executive officer. 
 
6. Compare between the interpersonal and informational roles 

played by a top manager. 

 


