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1. C o n tro llin g  as p a rt of the J j omgap i_es* M an a ge menJL System

1 .1 P la n n ing and Con t r o l - Some Oef i ni to r i a 1 Remarks

M ostly when d ea ling  w ith  s t r a te g ic  management p lanning as 

w e ll c o n tro ll in g  both terms are not c le a r ly  defined  [3 ,9 ] .  They 

are ju s t  exp la ined  in  a phenomenological way. However, i t  seems 

ap p rop ria te  to de fin e  p lann ing  as " s e t t in g  g o a ls , a llo c a t in g  

resources and an a lys in g  as w e ll as f ix in g  fu tu re  a c t i v i t i e s  in 

a sys tem atic  way" [.14]. P lann ing  comprises th e re fo re  s e t t in g  

goals and f ix in g  a c t iv i t y  schemes; i t  is  c le a r ly  fu tu re  o r ie n ­

ted . Contro l as the tw in s is t e r  of p lanning [12^ is  o ften  ju d ­

ged as an a c t i v i t y  to compare and ana lyse  past a c t i v i t i e s  and 

re s u lts  [9 ] .  Looking more c a r e fu l ly  to those a c t i v i t i e s  which 

are c a lle d  c o n tro ll in g  a c t i v i t i e s  i t  is  ev id en t tha t c o n tro ll in g  

may be d iv id ed  in  two types of a c t i v i t i e s  [1 2 ].

1. Contro l of paradigms: o b je c ts  of the c o n t ro ll in g  a c t i v i t i e s  

are the b as ic  premises of any p lann ing .

2. Contro l of r e s u lt s :  o b je c ts  of the c o n t ro ll in g  a c t i v i t i e s  

are a c tu a l r e s u lts  of the company's a c t i v i t i e s .

C o n tro llin g  is  m ostly r e s t r ic te d  to c o n t ro ll in g  of r e s u lts .  

This d e f in it io n  of c o n t ro l l in g  may be seen as c o n t ro ll in g  in  a 

narrow sense. Somehow d if fe r e n t  is  d e lin ea ted  c o n t ro ll in g  in  a 

w ider sense. Fo llow ing  a w ider c o n tro ll in g  concept, e la b o ra tio n  of 

goals and development of s t r a te g ie s  as w e ll as ana lys in g  d e v ia ­

t io n s  are aspects of the c o n tro ll in g  process [5 ] .  This d e f in it io n  

of c o n tro ll in g  is  not p u re ly  p as t-o rien ted , i t  con ta in s  aspects of 

p lan n in g , too [ é j .
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When c la s s i f y in g  the d if fe re n t  p lanning as w e ll as c o n tro ll in g  

a q t iv i t ie s  in  a s p e c i f ic  company one may come to a d e f in i t o r ia l  

d e lin e a t io n  of both concepts as g iven  in  f ig .  j .  Under the premises
%

given paradigms are defined  as the b as ic  laws governing business 

p lann ing . These paradigms are not r e a l ly  o b jec ts  of the p lanning 

procedure but they dominate q u ite  f a i r l y  the p lanning r e s u lts :

f ix in g  of goals derived^

c o n tro ll in g  

in  a narrow 

sense

from h igher-order c r i t e r i a

- id e n t ify in g  the ac tu a l 

outcomes

- comparing goals and 

ac tu a l outcomes

- a n a ly s is  of d e v ia tio n s- J c o n tro ll in g  p lanning

- a n a ly s is  of p lanning in  a wi'der 

paradigms sense

- comparing goals and 

paradigms

- proposal fo r  r e a c t iv e  

p o l ic ie s

- d e f in it io n  of goals

- proposal fo r in n o va tive  

p o l ic ie s

F ig . 1. D e f in i t o r ia l  d e lin e a t io n  of c o n t ro ll in g  and planning

Ih

1.2 R e ac tive  and In n o va tive  P lann ing

U su a lly  text-books d ea ling  w ith  p lanning and co n tro l propose 

that the p lanning c y c le  s ta r ts  w ith  an exogenous idea (e .g .  idea 

of a new p ro d u c t). This p lanning may be c a lle d  " in n o v a t iv e  p la ­

n n ing "; co n tra ry  to tha t concept may be seen the concept o f a 

re a c t iv e  p lanning c y c le  which s ta r t s  w ith  c o n t ro l l in g  a c t i v i t i e s  

s tim u la tin g  p lanning d e lib e ra t io n s . E s p e c ia l ly  as regards short- 

-term p lanning i t  seems r e a l i s t i c  to suppose tha t in n o va t iv e  p la ­

nning procedures are le ss  frequent than re a c t iv e  p lanning procedures 

This dominance of r e a c t iv e  planning procedures may be an im portant 

fa c to r  to exp la in  the quick spread out of the c o n tro ll in g  inform a­

tio n  and not w ith  autonomously developed ideas fo r news s tra te g ie s  

or products.



1.3 Comparing T a c t ic a l,  O pera tive ,

In n o va tive  and S tr a te g ic  C o n tro llin g

A d is t in g u ish in g  mark of the c o n tro ll in g  concept of planning 

is  a somehow adaptive  business p lanning procedure. These p lanning 

prpcedures may be c la s s i f ie d  as short-term  ( t a c t i c a l ;  up to one 

ye a r ) p lanning procedures or as mid-term (o p e ra t iv e ; one to three, 

f iv e  уеагб ) plannirtg procedures or as long-term (s t r a t e g ic ;  more 

than f iv e  ye a rs ) p lanning procedures.

The d if fe re n t  p lanning and c o n tro ll in g  a c t i v i t i e s  are s t r u ­

ctured  in  a h ie r a rc h ic a l manner (F ig .  2 ).

company

mission
strategic ^  operative q  tactica l reali-J1

tactica l 
controlling

operativ

T j

— ----

strategic

oontrolling

F ig . 2. H ie rarchy  or p lanning and c o n tro ll in g  areas

When cons id e ring  s tru c tu re s  as g iven in  F ig . 2 i t  is  easy to 

understand that s t r a te g ic  c o n tro ll in g  a c t i v i t i e s  which are  inde ­

pendent of t a c t ic a l  or o p e ra tive  c o n tro ll in g  a c t i v i t i e s  cannot 

e x is t  as fa r  as these a c t i v i t i e s  are past o r ie n te d . Any s t r a te g ic  

c o n tro ll in g  a c t i v i t y  has always to consider long-term as w e ll as 

short-term  p o l ic ie s  and s t r a te g ie s .  S t r a te g ic  c o n tro ll in g  as an 

independent area of business a c t i v i t y  should, th e re fo re , mostly 

be d ire c te d  towards c o n tro ll in g  p lann ing  paradigms [1 2 ]. With 

th is  p e rsp e c tive  of s t r a te g ic  c o n t ro ll in g  in  view i t s  fun ctio n  

may be seen to q u an tify  the r is k  of past t r a d it io n  in  the fu tu re  

as w e ll as to co n tro l whether the paradigms u nderly ing  the ac tu a l 

business p lanning procedures are s t i l l  those of the re a l world

[1 2 ]. As a consequence of th is  view of s t r a te g ic  c o n t ro ll in g  we 

have to deal w ith  i l l  s tru c tu re d  fuzzy se t type problems [8 ].



2.1 S tra te g ie  C o n tro llin g : C o n tro llin g  of Paradigms 

and S tim u la tio n  of R e ac tive  Business P lann ing  A c t iv i t ie s

According to the b as ic  ideas la id  down in  t,he chapter above 

w ith in  s t r a te g ic  c o n tro ll in g  one has:

- f i r s t  to survey a l l  types of ex te rn a l аз w e ll as in te rn a l 

fa c to rs  of a company which may have an impact on the company' s 

g o a ls ,

- second to co n tro l the concordance of the paradigms, important 

fo r  any s t r a te g ic  p lann ing  a c t i v i t y  w ith  the re a l world s e t t in g .

In  order to support c o n tro ll in g  of paradigms very o ften  compa­

n ies  are  running a gap a n a ly s is .  Gap a n a ly s is  (F ig .  3) may be 

th e re fo re  seen as a kind of e a r ly  warning system [3 ,1 3 ,4 ].

The th ree  paths describe  the expected development of the c r i ­

te r io n ! s outcome as g iven by the company's m ission as derived  

from the a c tu a l p o lic y  and as d e rived  from the p o lic y  as planned.

2.2 Analysing  Exogenous Fac to rs  as a P a r t  of ал E a r ly  

Warning System

S o c ie ty  as w e ll as economic in d ic a to rs  on which the p lanning

is  based and which are im portant prem ises of long range p lann ­

cnterion

due to tarqet

due to modified policy

due to odual policy

time

date of dates of control 
contra

F ig . 3. Gap a n a ly s is



ing have to be surveyed con tinuously  and analysed fo r s t ru c tu ra l 

changes. Very o ften  d is regard  or wrong in te rp re ta t io n  of weak 

s ig n a ls  derived  from these analyses are causes fo r company d e f i ­

c i t s .

2.3 A na lys i ng Company I n te rn a l Fac to rs  as a B as is  

of Long Range Plann lnn

Whereas the exogenous fa c to rs  determ ine m ainly the develop ­

ment of the market as a whole, the company s p e c i f ic  s treng ths and 

weaknesses are m ainly re le va n t fo r the market share of a company. 

Analyses of the company's s treng ths and weaknesses are the re fo re  

a core po in t of any s t r a te g ic  p lanning and c o n tro ll in g  [ б ] . 

W ith in  tn is  kind of ana lyses  p o s it iv e  as w e ll as n egative  aspects 

of the company have to be made e x p l ic i t  and have to be q u an ti­

f ie d .  I t  is  very d i f f i c u l t  to determ ine the fa c to rs  to be taken 

in to  account w ith in  such an a n a ly s is .  To some extent research  as 

done e .g . w ith in  the PIMS p ro je c t  [ l l j  helps to do the a n a ly s is  

p ro p e rly . Though there is  no c le a r  agreement as of the main fa c ­

to rs  to be analysed in  th is  context almost a l l  researchers  agree 

tha t q u a l i t a t iv e  c r i t e r i a  such as brand image, company image, com­

p a ra t iv e  s tren g th , know-how e tc .  are mor im portant fo r long term 

p r o f i t  and market share development than c r i t e r i a  such as p r o f i t  

and tu rno ver.

S ince  bo ttle-necks of a company are q u ite  im portant fo r i t s  

long-term development and these bo ttle-necks  cannot be pre-speci- 

f ie d  a - p r io r i i t  is  necessary to survey a l l  p o te n t ia l b e ttle-n eck  

fa c to rs  of a company. The s tren g th , weaknesses and p o te n t ia l 

b o ttle-necks  which have to be surveyed are c a lle d  the key fa c ­

to rs  of s t r a te g ic  c o n t ro l l in g .

3. S t r a te g ic  C o n tro llin g  in  a Sm all S ize  Company - A Case Study

3.1 S t r a te g ic  C o n tro llin g  and Sm all Businesses

In  order to make sure tha t i t s  com petitiveness is  not weake­

ned through s t r a te g ic  changes in  the market p lace  and new oppor­

tu n it ie s  a small s iz e  company in  the chem ical in d u stry  decided 

to in s t a l l  a concept of s t r a te g ic  c o n t ro l l in g .  In  s p ite  of i t s



si.ia ll s ca le  the p lanning procedures are q u ite  formal ones (manage­

ment w ith  3 academics as managers) and a w e ll developed system 

of t a c t ic a l  c o n tro llin g  was e s tab lish ed  a few years ago. Due 

to the c lo se  connections between the managers and the market p lace 

t a c t ic a l  c o n tro ll in g  systems are judged as not very im portant but 

s t r a te g ic  c o n tro llin g  systems are supposed to be very im portant 

because of the fa s t  growing and unstab le  markets, the company is  

ac tin g  on.

S ince  the company shows on ly a sm all market share the a n a ly ­

s is . of strengths and weaknesses was supposed to be very im portant 

in  order to f in d  those fa c to rs  which are determ ining the company's 

market share which is  m ainly im portapt fo r the o v e ra ll development 

of the company.

3.2 A n a lys is  of the Streng ths and Weaknesses of a Company

fo r Assessing i t s  Market P o te n t ia l

The o p p o rtu n it ie s  of the company have been re la te d  to pre-spe- 

c i f ie d  s treng ths and weaknesses of the company s p e c i f ic  to p ro ­

ducts and market a reas , thus, f i r s t ,  in fo rm ation  to develop an 

adequate produci-m arket-concept has been derived  ([7] .

Those fa c to rs  which show fe a s ib le  d if fe re n ce s  between the com­

pany and i t s  main com petitors and are re le va n t fo r long-range mar­

ket p o s it io n s  have been s c ru t in iz e d . The r e s u lts  of these a n a ly ­

ses have been put together i«n a sim ple graph (F ig .  4; a cu ta l 

p r o f i le  1983, -. a c tu a l p r o f i le  1978, - ta rg e t p r o f i le  1983). 

The p o s it io n  of the main com petitor is  g iven  in  F ig . 4 by the 

c e n tra l l in e .

The p r o f i le  gave the management im portant in d ic a t io n s  how to 

p o s it io n  the company fo r a s p e c i f ic  market (th e  p r o f i le s  have 

been developed fo r each product m arket).

3.3 The S tra te g ic  Ba lance  as an A n a ly s is  of the Company's 

S tre n g ths and Weaknesses D if fe re n t ia te d  According to Fu nction a l

Areas

The s t r a te g ic  balance [7j has to a llo c a te  the company s strengths 

and weaknesses to d if fe r e n t  fu n c tio n a l areas and not to d i f f e ­

ren t markets as the a n a ly s is  of the fcompany's market p o te n t ia l.
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F ig . 4. The p r o f i le  of the company in  1983

This balance is  planned to be a medium to a l lo c a te  management ca ­

p a c it ie s  as w elL as f in a n c ia l  resources to fu n c tio n a l a reas . The 

b as ic  idea is  that of g e tt in g  a maximum increm ental b e n e fit  of the 

management a c t i v i t i e s .

When perform ing the a n a ly s is  w ith in  the framework of a s t r a t e ­

g ic  balance the fo llo w in g  steps have to be performed:

- a l i s t  of re le v a n t fu n c tio n a l areas has to be se t up;

- the chances and problems of the company in  d if fe re n t  functio­

na l areas have ,to  be form alized  on the b as is  of key fa c to rs  in  

each fu n c tio n a l a rea ;

- the re levance  of the d if fe re n t  fu n c tio n a l areas as to absorb 

management ca p a c ity  has to be eva lua ted .



For the analysed company f iv e  fu n c tio n a l areas (m arketing, f i ­

nancing, purchasing, personnel., know how) were form alized and by 

means of 34 key fa c to rs  the chances and problems were q u an tif ie d  

(0 : area does not o f fe r  any chancos/area does not pose any pro­

blems; 100 : area does o f fe r  b ig chances/area poses b iq  problem s). 

The balance is  g iven in  F ig . 5.
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F ig . 5. Thé s t r a te g ic  ba lance  of the company in  19B3

The balance sheet is  an easy graph to understand to make appar­

ent the problems and chances of d if fe r e n t  fu n c tio n a l a reas . Howe­

ve r, o ften  one w i l l  not be s a t is f ie d  w ith  such a balance but look 

fo r a sim ple in d ic a to r  of the re levance  of the. fu n c tio n a l areas 

fo r a l lo c a t io n  of a d d it io n a l resou rces . Such an in d ic a to r  of r e le ­

vance fo r a l lo c a t in g  resources can e a s i ly  be gained by m u lt ip ly in g  

the chances-problem s-difference w ith  a ra t io - s ca le d  c o e f f ic ie n t  of 

the importance of the d if fe re n t  fu n c tio n a l areas (0 : fu n c tio n a l 

area has no im portance; 1.0: fu n c tio n a l area has b ig  im portance) 

The l i s t  of the in d ic a to rs  of re le vance  is  g iven  in  Tab. 1.



T a b l e  1

The relevance of different functional areas for strategic activ ities

Functiona l
area

Chances-prob- ( 
lem s-d iffer-  

ence
Importance

Relevance
score

Marketing 100 0.8 80

F inancing 150 0.4 60

Purchasing 120 0.2 24

Personnel 160 0.9 144

Know how 90 0 7 63

The in d ica to r  g ives  a c le a r  p ic tu re  of the re levance  to a l l o ­

ca te  a d d it io n a l resources to the d if fe re n t  fu n c tio n a l e reas .

S t r a te g ic  p lanning and c o n tro ll in g  have to be done on the ba­

s is  of q u a l i t a t iv e  d a ta . The b as ic  fun ctio n  s t r a te g ic  c o n tro ll in g  

has to porfo rn  is  to s e n s it iz e  the management fo r problems w ith  

long-range e f fe c ts  and to make sure th a t the corresponding ques­

t io n s  are re g u la r ly  posed w ith in  company board' a meetings. However, 

i t  is  not necoosary to run s t r a te g ic  c o n tro ll in g  in  f ix ed  p lan ­

ning in te r v a ls ,  a continuous e la b o ra tio n  of the problems in  ques­

t io n  is  much more im portant.
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Franz Böcker, G ab rie le  B lö ch l 

PLANOWANIE STRATEGICZNE I  KONTROLA - STUDIUM PRZYPAOKU

Za in teresow an ie  problemami s tra teg icznego  zarządzania zw ię­
kszy ło  s ię  wyraźnie w c ią g u •o s ta tn ich  k i lk u  l a t  z powodu stagna­
c j i  na w ie lu  rynkach. Sposoby planowania kreatywnego, o p ie ra ją ce  
s ię  na stosowaniu w o d n ies ien iu  do produktu metody " p o r t f o l io "  o-' 
raz krzywych dośw iadczen ia, s t a ły  s ię  coraz b a rd z ie j popularne, 
zw łaszcza wśród naukowców. Choć często  przyjm uje s ię ,  iż  ko n tro la  
je s t  b liź n ia c z ą  s io s t r ą  p lanow an ia ,to  w d z ied z in ie  s tra teg iczneg o  
zarządzania aspekt k o n t ro li n ie  j e s t  jeszcze  zbyt dobrze zbadany. 
A rtyku ł ten zaw iera przede wszystkim p rezen tac ję  k o n tro li w u ję c iu  
stra teg icznym , a następn ie  p rzedstaw ia studium przypadku małego 
p rzed s ięb io rs tw a , w ykorzystującego tę koncepcję.


