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This study constitutes a review of existing literature relevant to the subject. The study examines and briefly 
discusses salient issues in managerial process of crafting and executing strategy. It identifies and lays 
significant emphasis on the five major phases that shapes the managerial process of crafting and executing 
strategy. The five phases identified and discussed are; the development of strategic vision, setting objectives, 
crafting a strategy to achieve objectives, implementing and executing the chosen strategies efficiently and 
effectively, and evaluating the performance of the new adjustments within a company. The paper winds up with 
a conclusion that Good Strategy + Good Strategy Execution = Good Management. Competent execution of a 
well-conceived strategy is the test of managerial excellence and a proven recipe for organizational success! 
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INTRODUCTION 
 
Carscrud and Brannback (2007) likened strategy to the 
master screenplay, where a poor screenplay gives a bad 
film even if it is full of special effects. Accordingly, 
strategy provides management and employees with a 
general, broad sense of direction of the venture thus 
cannot be ignored for survival and growth of the firm. 
Govindarajan and Trimble (2012) assert that strategy 
formulation and execution is an analytical, data-driven 
process that scrupulously identifies client needs, 
differentiates the company from competitors, and 
maximizes profits. Strategy formulation is mostly 
regarded as the exclusive domain of senior management 
(Cocks, 2010). Strategy development process is like a 
“black box” that produces a strategy to be implemented 
using strategy maps and balanced scorecards which 
should be governed by a systematic process that defines 
the organization's purpose and goals and carefully 
examines the external and internal environment to 
identify opportunities and constraints regarding that 
strategy (Kaplan et al., 2008). Effective strategy 
execution rarely gets as much attention as formulation yet 
experienced managers appreciate that well crafted 
visions and strategic plans are useless if they cannot be 
effectively executed. The best formulated strategies may 
fail to produce superior performance for the firm if they 

are not successfully implemented (Martin, 2010). 
Hrebiniak (2006) argues that making that strategy work is 
a more difficult task for a management team than 
formulating of the same. Li et al., (2008) argues that 
among other factors that influence the success of 
strategy implementation includes the people who execute 
the strategy; the systems or mechanisms in place for 
coordination; and control and support of implementation. 
Cocks (2010), asserts that successful execution of 
strategy calls for leadership and communication of the 
strategy to all stakeholders. Crafting and executing 
strategy is thus a managerial process that is not an end 
by itself but a means to the end. This paper identifies and 
discusses the process and concludes with remarks drawn 
from the discussion making recommendations for 
possible future consideration. It is however important to 
preliminary discuss management and strategy as the two 
main concepts widely used in this paper. 
 
Management  
Different scholars define the term management 
differently. Some definitions include: Daft (2010) that 
management is the attainment of organizational goals in 
an effective and efficient manner through planning, 
organizing, leading and controlling organizational  
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resources; Robbins and Coulter (2005) that management 
is the efficiency and effectiveness in attaining 
organisational goals; and Gomez-Mejia and Balkin 
(2002); and Lewis et al., (2007) that management is 
knowing how to allocate people and resources efficiently 
to accomplish organizational goals and to keep those 
goals in tune with changes in the external environment.  

Gomez-Mejia and Balkin (2002) summarized the 
importance of management as:- reconciling the interests 
of all the stakeholders; optimizing utilization of resources; 
managing changing environment; expanding the size of 
business; providing innovation; tackling business 
problems; directing the organization and providing co-
ordination . 
 
Strategy 
Different authors defines strategy differently but all are 
related to mean it is a road map to where we are going 
which enables planning on every level to ensure we get 
there. Some definitions include: Bryson (1995) that 
strategy is a pattern of purposes, policies, programmes, 
actions, decisions, or resource allocations that define 
what an organisation is, what it does, and why it does it. 
Johnson, Scholes and Whittington (2005) defines it as 
“the direction and scope of an organization over the long 
term, which achieves advantage in a changing 
environment through its configuration of resources and 
competences with the aim of fulfilling stakeholder 
expectations.” Thompston, Strickland and Gamble (2010) 
defines it as a management’s action plan to grow the 
business, attract and please the customers, compete 
successfully, conduct operations and achieve target 
levels of organisational performance. Carscrud and 
Brannback (2007) states that in a simple shorthand 
strategy is fundamentally who, what, when, where, why, 
how, and how much. 
Mintzberg et al., (2003) opened up the concept of 
strategy to a variety of views. Strategy is an elephant, 
they argue, and we are all the proverbial blind men 
grabbing at its different parts and pretending to 
understand the whole. These different parts could define 
strategy as: Strategy as plan - a direction, guide, course 
of action - intention rather than actual; Strategy as ploy - 
a maneuver intended to outwit a competitor; Strategy as 
pattern - a consistent pattern of past behaviour - realized 
rather than intended; Strategy as position - locating of 
brands, products, or companies within the conceptual 
framework of consumers or other stakeholders - strategy 
determined primarily by factors outside the firm; Strategy 
as perspective - strategy determined primarily by a 
master strategist and thus strategy could also be a 
concept which exist in the minds of the interested parties. 

As can be deduced from all their definitions, strategy is 
the coherent or consistent stream of actions which an 
organization takes to move towards its vision. This 
stream of actions can be centrally planned and driven;  
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delegated and distributed throughout the organization. 
They can be either conscious actions, unconscious or 
emergent actions resulting from the past patterns of 
decisions, resource allocations or current responses to 
problems and opportunities. In reality, organisations tend 
to pursue a mixture of these. These strategies are put 
together in one strategic plan which is formally reviewed 
annually but frequently reviewed informally when major 
and unexpected events occur. Because strategies are not 
ends in themselves but means to an end, they are by 
necessity both flexible and pragmatic. They will be 
constructed and pursued only to the extent that they 
facilitate the pursuit of the vision (Burnes, 1996). Strategy 
scholars Hambrick and Fredrickson (2001) indicated that 
a good strategy should have elements of one or more of: 
arenas (where will we be active?), vehicles (how will we 
get there?), differentiators (how will we win in the market 
place?), staging (what will be our speed and sequence of 
moves?) or economic logic (how will we obtain our 
returns).  

Criteria for Effective Strategy 
Mintzberg et al., (2003) argues that effective strategies 

should at a minimum encompass certain other critical 
factors and structural elements. These include: 
- Clear, decisive objectives: Are all efforts directed 
toward clearly understood, decisive, and attainable 
overall goals? Specific goals of subordinate units may 
change in the heat of campaigns or competition, but the 
overriding goals of the strategy for all units must remain 
clear enough to provide continuity and cohesion for 
tactical choices during the time horizon of the strategy.  
- Maintaining the initiative: Does the strategy preserve 
freedom of action and enhance commitment? Does it set 
the pace and determine the course of events rather than 
reacting to them? A prolonged reactive posture breeds 
unrest, lowers morale, and surrenders the advantage of 
timing and intangibles to opponents. Ultimately such a 
posture increases costs, decreases the number of 
options available, and lowers the probability of achieving 
sufficient success to ensure independence and 
continuity. 
- Flexibility: Has the strategy purposely built in resource 
buffers and dimensions for flexibility and maneuver? 
Reserved capabilities, planned maneuverability, and 
repositioning allow one to use minimum resources while 
keeping opponents at a relative disadvantage. 
- Coordinated and committed leadership: Does the 
strategy provide responsible, committed leadership for 
each of its major goals? Successful strategies require 
commitment, not just acceptance. 
- Surprise: Has the strategy made use of speed, 
secrecy, and intelligence to attack exposed or 
unprepared opponents at unexpected times? With 
surprise and correct timing, success can be achieved out 
of all proportion to the energy exerted and can decisively 
change strategic positions.  
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- Security: Does the strategy secure resource bases and 
all vital operating points for the enterprise? Does it 
develop an effective intelligence system sufficient to 
prevent surprises by opponents? Does it develop the full 
logistics to support each of its major thrusts? Does it use 
coalitions effectively to extend the resource base and 
zones of friendly acceptance for the enterprise?  
 
The managerial process of crafting and executing 
strategy  
The managerial process of crafting and executing 
strategy has five phases, which includes developing a 
strategic vision; setting objectives; crafting a strategy to 
achieve the objectives and vision; implementing and 
executing the strategy; and monitoring developments, 
evaluating performance and making corrective 
adjustments.  
 
Phase 1 - Developing a strategic vision  
Thompson et al., (2010) describes a strategic vision as 
the route a company intends to take in developing and 
strengthening its business. In this step, a strategic vision 
of where the company needs to head and what its future 
is in regard to its products, customers, market and 
technology focus is sort and detailed. This managerial 
step provides long-term direction, infuses the 
organization with a sense of purposeful action, and 
communicates to stakeholders what management's 
aspirations for the company are.  

Rigsby and Grecor (2003) listed six characteristics of an 
effective vision as follows: Imaginable: Conveys a picture 
of what the future will look like (graphic); Desirable: 
Appeals to the long-term interest of employees, 
customers, stockholders, and others who have a stake in 
the enterprise (directional); Feasible: Comprises realistic, 
attainable goals; Focused: Is clear enough to provide 
guidance in decision making; Flexible: Is general enough 
to allow individual initiative and alternative responses in 
light of changing conditions; and Communicable: Is easy 
to communicate; can be successfully explained within five 
minutes process, an integral part of the ongoing task of 
visionary leadership.  

A clear strategic vision crystallizes an organization’s 
long-term direction; reduces risk of rudderless decision-
making; creates a committed enterprise where 
organizational members enthusiastically pursue efforts to 
make the vision a reality; provides a beacon to keep 
strategy-related actions of all managers on common path; 
and helps an organization prepare for the future. 
 
Phase 2 - Setting objectives  
According to Johnson et al., (2005), objectives are 
quantifiable aims in line with a mission. Pearce and 
Robinson (2011) define objectives as the end results of 
planned activities. They should be stated as action verbs 
and tell what is to be accomplished by when and 

 
 
 
 
quantified. Pearce and Robinson (2011) says that 
objectives are different from goals as a “goal” is an 
operation ended statement of what one wants to 
accomplish with no quantification of what is to be 
achieved and no time criteria for completion. Thompson 
et al., (2010) identifies two types of objectives required 
which includes the financial and the strategic objectives. 
Financial objectives focus on improving financial 
performance while strategic objectives focus on 
improving competitive vitality and future business 
position. 

Pearce and Robinson (2011) indicates main reasons 
why objectives should be set as: conversion of the vision 
into specific performance targets, and creating yardsticks 
to track performance. This is because the vision is too big 
to use as target as it could take long before 
accomplishment. The objectives will be used to track 
performance and see if the company is still on the right 
track. These are mostly set by the business and 
operational strategies in line with the vision. 

Thompson et al., (2010) identifies well-stated objectives 
as being: quantifiable, measurable and contains a 
deadline for achievement. They spell-out how much of 
what kind of performance by when. Objectives should be 
set at levels that stretch an organization to perform at its 
full potential, deliver the best possible results, push firm 
to be more inventive, exhibit more urgency to improve its 
business position and be intentional and focused in its 
actions.  
 
Specification of objectives 
Druker (1986) came up with the following specifications of 
objectives:- 1) Objectives must be derived from “what our 
business is, what it will be, and what it should be.” They 
are the action commitments through which the mission of 
a business is to be carried out, and the standards against 
which performance is to be measured. 2) Objectives must 
be operational. They must be capable of being converted 
into specific targets and specific assignments. They must 
be capable of becoming the basis, as well as the 
motivation: for work and achievement. 3) Objectives must 
make possible concentration of resources and efforts. 
They must winnow out the fundamentals among the 
goals of a business so that the key resources of men, 
money, and physical facilities can be concentrated. They 
must, therefore, be selective rather than encompass 
everything. 4) There must be multiple objectives rather 
than a single objective. To manage a business is to 
balance a variety of needs and goals that requires 
multiple objectives. 5) Objectives are needed in all areas 
on which the survival of the business depends.  
 
Phase 3 - Crafting an strategy  
According to Thompson et al., (2010), crafting the 
Strategy is primarily a market driven activity. It involves 
identifying the desired competencies and capabilities to  
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build into the strategy and help achieve competitive 
advantage. Crafting strategy is concerned principally with 
forming responses to changes under way in the external 
environment, devising competitive moves and market 
approaches aimed at producing sustainable competitive 
advantage, building competitively valuable competencies 
and capabilities, and uniting the strategic actions initiated 
in various parts of the company. Successful strategy 
making depends on the business vision, perceptive 
analysis of the situation, attracting and pleasing 
customers, and outcompeting rivals. 

An effectively formulated strategy integrates, marshals, 
and allocates the firm’s internal resources and makes 
appropriate use of external environmental information. 
The idea is to formulate a mission-consistent strategy that 
will lead to sustained superior performance. Poor strategy 
formulation can result in costly business failures. Gomez-
Mejia and Balkin (2002) and Vallabhaneni (2009) stated 
that the formulation includes the planning and decision 
making that lead to the establishment of the firm’s goals 
and the development of a specific strategic plan. 

Thompson et al., (2010) says that a firm's strategy is 
defined by six “How’s”: how to grow the business; how to 
please customers; how to outcompete rivals; how to 
respond to changing market conditions; how to manage 
each functional piece of the business (RandD, 
production, marketing, HR, finance, and so on); and how 
to achieve targeted levels of performance. 
 
Types of strategies 
There are different types of strategies available 
depending on factors like:- product life cycle, changing 
environment, competitor’s game, vision of the company. 
The most pronounced strategies are the Porter’s grand 
and generic strategies and red and blue ocean strategies. 
Different tools used to know which strategy to take 
includes:- the Strength, Weakness, Opportunity and 
Threat (SWOT) analysis, Porter’s five forces of 
competition, Political, Economical, Social, Technological, 
Ecological and Legal (PESTEL) analysis, McKinsey 7-S 
framework, portfolio analysis, Boston Consulting Group 
(BCG) Matrix model, Strategic Position and Action 
Evaluation (SPACE) matrix, Grand Matrix and 
Quantitative Strategic Planning Matrix (QSPM). 
  
Selection of strategies 
Johnson et al., (2005) indicates that it is important to 
recognise that the evaluations do not by themselves 
determine which strategies should be or are selected for 
implementation. However, the evaluation process always 
contributes by raising the level of debate which occurs 
among senior managers when they are using judgments 
on the selection of strategy. Also, strategic choice can be 
a process of 'testing and learning' in which a particular 
strategic option is partially implemented to be continued 
or modified depending upon the results obtained.  
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Similarly, it is impossible to demonstrate conclusively that 
a particular business strategy is optimal or even to 
guarantee that it will work. One can, nevertheless, test it 
for critical flaws.  

Mintzberg et al., (2003) says that of the many tests 
which could be justifiably applied to a business strategy, 
most will fit within one of these broad criteria: 
Consistency: The strategy must not present mutually 
inconsistent goals and policies; Consonance: The 
strategy must represent an adaptive response to the 
external environment and to the critical changes 
occurring within it; Advantage: The strategy must provide 
for the creation and/or maintenance of a competitive 
advantage in the selected area of activity; and Feasibility: 
The strategy must neither overtax available resources nor 
create unsolvable sub problems. 

The table 1 summarizes the questions that can be 
posed and the tools that could be used to analyse the 
same. 

Mintzberg et al., (2003) says that a strategy that fails to 
meet one or more of these criteria is strongly suspect. It 
fails to perform at least one of the key functions that are 
necessary for the survival of the business. Experience 
within a particular industry or other setting will permit the 
analyst to sharpen these criteria and add others that are 
appropriate to the situation at hand. 

Finally strategic choice has an ethical aspect - a fact 
much more dramatically illustrated in some industries 
than in others. Mintzberg et al., (2003) added that just as 
alternatives may be ordered in terms of the degree of risk 
that they entail, so may they be examined against the 
standards of responsiveness to the expectations of 
society that the strategist elects. Some alternatives may 
seem to the executive considering them more attractive 
than others when the public good or service to society is 
considered. 
 
Phase 4 - Implementing and executing the chosen 
strategy 
Thompson et al., (2010) indicates that executing the 
strategy is primarily an operations-driven activity which is 
tougher and more time consuming than crafting the 
same. This is because of the variety of managerial 
activities to be performed and most importantly battling 
resistance to change that might occur. Good strategy 
execution requires putting desired competencies and 
capabilities in place, upgrading them as needed, and 
modifying them as market conditions evolve. Gomez-
Mejia and Balkin (2002) added that the best conceived 
strategies are of little value if they are not implemented 
effectively.  

To enable smooth implementation and execution of a 
strategy, Thompson et al., (2010) indicates eight actions 
that should be carried out. These include:- Building an 
organization with the competencies, capabilities and 
resource strengths, needed for successful strategy  
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Table 1: Selection of strategies, tools, models and techniques 

 

Criteria and Questions Tools, Models and Techniques 

Suitability 

Does the strategy address the external environment? 

Is the strategy viable and achievable given conditions 
within the environment? 

Does the strategy build upon or exploit the strategic 
capabilities of the organisation? 

Does the strategy create/exploit synergy across the 
organisation? 

Does the strategy fit with the current corporate culture of 
the organisation? 

Does the strategy create/maintain competitive advantage? 

 

SWOT analysis 

PEST analysis 

Five forces framework 

Strategic group analysis 

Market segmentation analysis 

Resource analysis 

Value chain analysis 

Core competences analysis 

Activity mapping 

Cultural web mapping 

Generic strategy identification 

Synergy analysis – portfolio; linkages; core competences; 
management styles 

Sources of competitive advantage appraisal 

Acceptability 

What are the expected outcomes of the strategy and are 

they consistent with stakeholder expectations? 

Does the strategy look attractive in terms of financial 
returns and the timescale required for delivery? 

What are the risks involved in following the strategy and 
how significant are they? 

 

Stakeholder mapping 

Profitability analyses – return on capital employed; payback period 
and net present value of discounted cash flows 

Risk analyses – financial ratio projections; sensitivity analysis and 
simulations  

Feasibility 

Has the organisation got the resources and capabilities to 
deliver the strategy? 

What gaps in resources and capabilities need addressing 
in order to ensure success? 

 

 

Resource analysis 

Value chain analysis 

Core competences analysis 

Activity mapping 

Resource and capability gap identification 

Cultural web re-mapping 

Stakeholder re-mapping 

 
 

 

execution; Allocating ample resources to strategy-critical 
activities; Ensuring that policies and procedures facilitate 
rather than impede strategy execution; Instituting best 
practices and pushing for continuous improvement in how 
value chain activities are performed; Installing information 
and operating systems that enable company personnel to 
better carry out their strategic roles proficiently; Tying 
rewards and incentives to achievement of strategic and 
financial targets and to good strategy execution targets; 
Shaping the work environment and corporate culture to fit 
the strategy; and Exerting the internal leadership needed 
to drive execution forward.  

Thompson et al., (2010) argues that the managers 
should be ready to show leadership by building 
consensus and enthusiasm for smooth execution of the 
strategy. They should secure commitment of the 
stakeholders uniting all behind the strategy. There is no 
proven formula for implementation of any particular 
strategy, which makes the leadership's total involvement 
vital. Delegation should be selective and control must be 
maintained. Organizational structure also requires to be 
matched to the requirements of successful strategy 
execution. Finally, culture encouraging actions and 

behaviors supporting strategy execution should be 
imbedded to promote strong employees commitment.  
 
Phase 5 - Evaluating performance and initiating 
corrective adjustments 
Wheelen and Hunger (2010), described performance as 
the end result of activity. After the strategy is 
implemented, evaluation of performance and initiating 
corrective adjustments in vision, long-term direction, 
objectives, strategy, or execution in light of actual 
experience, changing conditions, new ideas, and new 
opportunities is necessary. This phase of the strategy 
management process is the trigger point for deciding 
whether to continue or change the company's vision, 
objectives, strategy, and/or strategy execution methods. 

Wheelen and Hunger (2010) indicates that controls can 
be established to focus on actual performance results 
(output), on the activities that generate the performance 
(behavior), or on resources that are used in performance 
(input). Pearce and Robinson (2011) indicates for types 
of strategic control which includes; premise control, 
implementation control, strategic surveillance and special 
alert control.  
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Problems in measuring performance 
Following Wheelen and Hunger (2010), the measurement 
of performance is a crucial part of evaluation and control. 
The lack of quantifiable objectives or performance 
standards and the inability of the information system to 
provide timely and valid information are two obvious 
control problems. Nevertheless, the use of timely, 
quantifiable standards does not guarantee good 
performance. The very act of monitoring and measuring 
performance can cause side effects that interfere with 
overall corporate performance. Among the most frequent 
negative side effects are a short-term orientation and 
goal displacement.  
 
Continuous improvement 
Continuous improvement should be carried out to ensure 
that the strategy does not make the boat to sink at any 
one time. It can be done in regard to organizational 
quality and performance, focuses on improving customer 
satisfaction through continuous and incremental 
improvements to processes, including by removing 
unnecessary activities and variations. Total quality 
management methods of quality improvement could be 
used. This could include among others Kaizen 
(continuous improvement), six sigma (Define, Measure, 
Analyse, Improve and Control (DMAIC), quality circles 
(group of people oriented to improvement), Business 
Process Reengineering (BPR) and the 7-S (sort, simplify, 
shine, standardise, sustain, safety and support). The 
main aim of the continuous improvement is to detect 
faults early enough, improve quality, eliminate waste, 
reduce time and reduce total costs. 
 
CONCLUSION 
This paper has identified, examined and discussed the 
managerial process of crafting and executing strategy. A 
theoretical review has been made on existing literature 
relevant to the topic. Today’s success does not 
guarantee tomorrow’s success. It is thus important for the 
firms to either have teams within or hire experts from out 
to always scan the environment and come up with better 
strategies. This should be done on time to avoid being 
overtaken by the competitors. Including other key 
employees ensures better strategy as they offer their 
expertise on the strategy. It also makes the execution 
easier as there is no resistance to the strategy. To 
summarise the managerial process of crafting and 
executing strategy, all the above has proven that Good 
Strategy + Good Strategy Execution = Good 
Management! Given the turbulence of business 
environments, the authors recommend that specific 
studies be conducted on the thematic area in order to 
understand the evolution of strategic management 
processes with the view to determining how managers 
are likely to strategically craft and implement strategies 
that will ensure their firms attain strategic fit.  
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