
TOPIC 1 THE HISTORY OF STRATEGY AND AN INTRODUCTION TO BASIC CONCEPTS 
 
History of strategic thought 
• Strategy is a concept with military origins 
• ‘Stratego’: “to plan the destruction of one’s enemies 
• through effective use of resources” (Mintzberg, Quinn & 

Voyer, 1995: 8) 
• The writings of Sun Tzu in The Art of War (circa 500BC) 

provide an example of an attempt to codify military strategic 
principles: 
o Know the other and know yourself: one hundred challenges 

without danger; 
o Know not the other and know yourself: one triumph for every 

defeat; 
o Know not the other and know not yourself: every challenge is 

certain peril (Sun Tzu) 
 
History of strategic thought 
• In other words, a winning military strategy, according to 

Sun Tzu, emerges from a thorough evaluation of one’s 
opponents and a complete understanding of oneself 

• In modern business terms, effective strategic management 
requires, amongst other things, evaluating competitors  

 
Strategy as a management discipline 
• Strategic management in business originated in the 1950s 

and 1960s 
• Chandler, Selznick, Ansoff & Drucker were seminal authorities 

 
1970s: Ellen-Earle Chaffee 
Strategic management: 
• involves adapting the organisation to its business 

environment 
• is fluid and complex 
• affects the entire organisation by providing direction 
• involves both strategy formation and also strategy 
• implementation 
• is partially planned and partially unplanned 
• occurs at several levels within organisations 
• involves conceptual and analytical thought processes 

 
1970s: The marketing revolution 
• Businesses should start with the customer, find out what they 

wanted, and then produce it for them. The customer became 
the driving force behind all strategic business decisions 

• AKA – customer focus 
 
1980s / 1990s: Competitive advantage 
• Gary Hamel and C. K. Prahalad declared strategy needed 

to be more active and interactive; less “arm-chair planning” 
needed 

• New terms including strategic intent and strategic 
architecture 

• Core competencies 
• Important to know one or two key things your organisation 

does better than competition 
 
 
Porter’s competitive advantage model & Five Forces theory 

 
 

THE STRATEGIC PLANNING PROCESS 
 
The traditional strategic planning process 

 
 
1) Mission and objectives 
• Mission statement describes an organisation’s business 

vision 
• Vision statement should guide the org’s leaders to define 

measurable financial and strategic objectives 
• Financial objectives = sales targets, earnings growth 
• Strategic objectives = org’s business position and market 

share 
 
Examples of famous vision statements 

1. Virgin Atlantic: 
“The success of our three year strategy requires us to 
build on these foundations by focusing on the business 
and leisure markets and driving efficiency and 
effectiveness” 
 

2. Southwest Airlines: 
“Our vision is to expand our locations both domestic and 
overseas by being the largest and most profitable airline 
company to achieve both short and long-haul carriers 
efficiently and with low cost. Also to be an airline carrier 
that has the most productive workforce to guarantee the 
best flight possible for each and every passenger” 
 

3. Hilton: 
“To create rewarding customer experiences that build long 
term loyalty to our family of brands, drive business to our 
hotels, and spread the warmth of Hilton hospitality 
worldwide” 

 
Mission statements or vision statements? 
• Some organisations combine their accomplishments 

together with their future aspirations in just one statement 
• This is a hybrid version of both a mission and vision 

statement 
• There are no rules, the choice is down to the company 

who decide what they are trying to achieve and who will 
be reading the statement 

• Reviewed every 3 to 5 years 
 
2) Internal and external analysis (scanning) 
• Usually done by using a SWOT 
• Strengths (internal), Weaknesses (internal), 

Opportunities (external), Threats (external) 
• Assesses what an organisation can and cannot do 
• Takes information from an environmental analysis and 

separates it into internal and external issues 
• Assists in determining what needs to be done, so the 

organisation can achieve its objectives 
 
 



 
Internal analysis defined 
• Strengths and weaknesses: internal factors that give an 

organisation certain advantages and disadvantages 
o Strengths: core competencies that give the firm an 

advantage in meeting the needs of its target markets 
o Weaknesses: limitations an organisation faces in 

developing or implementing a strategy 
 
External analysis defined 
• External analysis examines opportunities and threats that 

exist in the environment. Both opportunities and threats 
exist independently of the firm 

• To differentiate between a strength or weakness and an 
opportunity or threat, ask: “Would this issue exist if the 
company did not exist?” 
o If the answer is yes, it should be considered external to 

the firm 
• Opportunities: favourable conditions in the environment 

that could produce rewards for the organisation if acted 
upon properly 

 
PESTEL- for external analysis 
PESTEL Analysis: 
… a non-exhaustive list of potential influences of the 
environment on the organisation. It helps managers gain a 
better understanding of the opportunities and threats they face 
and consequently a tenant building a better vision of the future 
business landscape and how the firm might compete profitably  
 

 
 

 

3) Strategy formulation 
• Match strengths to opportunities 
• Address weaknesses and external threats 
• Develop a competitive advantage over rivals: generic 

strategies 
 

Porter’s generic strategies 

 
 
4) Strategy implementation 
• Selected strategy is implemented by means of programs, 

budgets, and procedures 
• Involves alignment of organisational resources and 

motivation of the staff to achieve objectives 
• Implementation is crucial to success 
• In a large company, those who implement a strategy likely 

to be different people from those who formulate it 
• Therefore, care must be taken to communicate the 

strategy and the reasoning behind it. Otherwise, the 
implementation might not succeed 

 
5) Evaluation and control 
• The implementation of the strategy must be monitored and 

adjustments made as needed 
• Evaluation and control consists of the following steps: 

1. Define parameters to be measured 
2. Define target values for those parameters 
3. Perform measurements 
4. Compare measured results to the predefined standard 
5. Make necessary changes 

 
EMERGENT STRATEGY 
• “An emergent strategy is a pattern of action that develops 

over time in an organisation in the absence of a specific 
mission and goals, or despite a mission and goals” 

• It “is sometimes called realised strategy. An emergent 
strategy or realised strategy differs from an intended strategy.” 

 
Unintended strategies … and how to be good at them 

 
 
Why emergent strategy should be taken seriously 
• Most successful entrepreneurial startups rely on intended 

and emergent strategy 
• Things with important strategic implications can happen 

outside that process 
• Most planned strategy processes involve a fixed and 

usually lengthy cycle.  
 


