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Welcome to the strategic course management for competitive advantage. In the last sessions, 

we talked about 4 types of strategic controls; we talked about premise control, we talked 

about strategic surveillance, we spoke about special alert control and implementation control. 

In the implementation control, we discussed many things. 
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Now, today, I will show you those in implementation control; there are some real-life cases 

of how in a company, you track your strategies, those I will be showing today. And we will 

be discussing the Balanced Scorecard approach. 
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So, in this lecture, what will we be doing? These were the; these are the five topics we 

completed in the last session. Today, we will discuss the use of controls to guide and monitor 

strategy implementations and the balanced scorecard approach to integrating strategic and 

operational control. 
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Now, in the last class, we talked about implementation control. So, how do you that 

implementation and all, how do you do that, monitor, and control the strategic initiatives; 

what are the Strategic Initiatives? The capital program and project monitoring? And, what 

you do, you do the KPIs and KPMs, key performance indicators and key performance 



measures, different companies, you develop as per the need of your measurement policies, 

you develop that, and you do it now if you will see how it is being done in real life. 
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We will be going through some real life, (say) it is ABC companies’ key performance 

measure for some quarter since it is a real company’s and all I must take out the name. So, 

you have a look; this is the status; these KPMs have their targets, then their quarterly targets, 

then quarterly actual, then actual to date, year-end forecast and the remarks and the action 

plans are given. 

This is a simplified form in that company; these are measured in the computerised Hyperion 

system; there is much software for this. IBM Cognos is one such; so, this was in a Hyperion 

systems site that I could not show you the output from Hyperion because of confidentiality; I 



have just transferred it in this simple format for your knowledge. So, these are the KPIs. So, 

you measure it and whether these are green is these have been achieved, means these are 

satisfying performance. 
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Similarly, these are the other KPM, and the targets are given your quarterly targets than 

actual and what are the remarks and all this is at risk; these give you a very good picture for 

your top management they can learn quickly they can go where they these are the off-track 

so, the red signal is given. So, immediately the top management can take decisions and can 

inquire about the reasons, and they can advise accordingly. 



(Refer Slide Time: 04:36) 

 

 

So, this is for those strategic; we talked about these strategic initiatives. Those are what are 

the initiatives? Those are higher in that strategic projects. These few press strategic projects 

make a strategic program; few programs make a strategic initiative that we discussed in 

implementation control. That you have seen that those same controls are that strategic thrusts 

are required, so, this is one such these are the strategic program’s monitoring, and all you do 

is see, these are the big strategic programs, then you have their plan wise, phase wise that 

how it will be (say) different phases. So, different phases of how the programs will be 

completed, and this is just for your illustration purpose. You can monitor it quarterly. 
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So, this is strategic initiatives milestones tracking that we talked about milestone review and 

all. So, this is initiatives milestone tracking; you do it here, you have a target, then you have a 

threshold, you have the et cetera. So, you can link it with your incentive plans. These are 

some of the best practices followed in certain industries. So, this is for your illustration 

purpose. 
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Similarly, as I told what do you in capital projects, what do you do? You see, CAPEX is a 

major capital expenditure because CAPEX will ensure that capital expenditures are for the 

future growth you are investing in the project, which will give you the future returns in the 

future days that infrastructure projects or growth projects. 
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So, management must observe this project closely, and there may be many strategic projects 

in the organisations, but the management can’t go for every project. So, they identify high-

value or critical capital projects that they monitor. Here it is shown that (say) these 23 

projects are, so these projects are (say) 500 million dollars and above. So, these are critical 

projects for them. So, they monitor this project (say) 23 projects out of these 3 have been 

completed, 2 are on hold, 5 are on target, and delayed projects are 13. So, they will 

management wants to know what are the delayed projects. So, they wanted to decide on it. 
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So, these are beneficial things. So, these are the (say) delayed projects. So, you have 

completed these are the name of the project, (say) locations of the project, total approved 



budget of the project, approved budget for that year, and then the total spent up to the 

previous quarter. The category of the project is a national project, critical project, and these 

are the on-track projects, these are the delayed project. So, it is linked with the hyperlinked 

with the further, what are the reasons for the delay and all everything analysis you must 

produce to the top management. So, these are in the backup; if you click on that, they will see 

the further reasons for the delay and take immediate action, or the decision can decide on the 

spot. 
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Similarly, these are the other assets projects those are delayed or on hold or completed this 

gives you so; these are some of the this is illustrative ones you can also similarly follow in 

your organisations. 
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So, these are the (say) Strategic Initiatives capital and all, real-time, or you can monitor it. So, 

the further one is the strategic audit; that strategic audit is what? It is a checklist shot-up thing 

that you can also audit your strategy. There you develop a checklist and this checklist on 

different areas (say) current situation, how the company is performing in terms of the stated 

objectives or terms of return on investment, overall market share, profitability trends, 

earnings per share, et cetera. How does the performance of the company compare with the 

performance of its close rival, similar companies, or industry as a whole? 

So, there may be many questions you develop, and you check with these your strategies 

positions with this whether your strategy is strong or has weakness or where you relatively 

stand. Similarly, corporate and top management related, what is the composition of the board 



of directors regarding insiders, outsiders, and part-time and full-time directors? What is the 

personality profile of top managers, has the top management got enough time for strategic 

planning and decision-making? What is their level of involvement? So, these are the checklist 

you do and compare them, and these are just for illustrations. 
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Similarly, in evaluating strategy, what corporate strategy does the company seem to follow? 

what is your assessment of the present corporate portfolio? Is the business in is in attractive 

or potentially promising industries? What are the competitive positions and market trend 

market standing of each of the company’s businesses? So, for business evaluation of your 

strategy then external environment you check the external environment and audit which of 

the environmental factors, social, cultural, economic, political, legal, and technological, are 

the most important at present and which ones could be in the next five years. So, you asked 

for it, and you do strategic auditing. 
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So, these are some of the ways you do it. So, next, what are the problems of the control 

system? There is not that control system you expect will work very seamlessly there are 

problems that arise in the control systems; these are some of the problems you can there be 

no consensus on the criteria for measuring effectiveness and efficiency of strategy, that may 

arise, and it may also happen inaccurate reporting of data. 

So, if your data are inaccurate, your strategies and all will not be you will be having some 

misleading sort of thing. It is not desirable. The internal contradictions in setting performance 

and performance standards that are not internal it is inherent contradictions in setting 

performance standards. Suppose you are strategy is increasing the market shares and all, and 

there are expectations as your market share grows, and your total overall cost for marketing 

and all should be less these are the expectations that employees perceptions like employees 

may think that they have been treated in this strategy, they have been treated very poorly 

badly. 

So, that may be non-acceptance. They may be going for the non-acceptance of the system, 

then that strategy may be the overemphasis on short-term performance and ignoring the long-

term objectives, which may also be the case. So, you should avoid such things, but a short-

term performance should be balanced at the cost of the long-term objectives because long-

term objectives that we are looking for and also sometimes difficult to set performance 

measures where output is not very tangible. There are some abstractions there, so, that it will 

be some difficulty will be there. So, these are some of the problems of control systems. 
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Next will be talking about every strategy when you do it. What do you do with those 

strategies? How do you create those control systems and all? You look at the key variables 

that are key performance measures; you look at the key success factors, and all those you will 

give you the field how to go about controlling the strategy like key performance measures, 

some of the key performance measures those are generally followed in the industries shown 

regarding marketing production, asset management personnel and financial ratios. 

So, for marketing generally, that is, sales is one performance measure, key performance 

measure, order book position, market share, gross margin of or repeat orders, then that 

productions capacity, then utilisation of capacity, cost of production, timely delivery these are 

important key performance measures. Asset Management inventory turnover, sundry debtors, 

return on investment, then personnel employee turnover absenteeism, man-days lost and 

financial ratios return ROI, profit margin, debt to equity, all these are there are to give you a 

glimpse like what are the key variables you should look at it in different industries. 



(Refer Slide Time: 16:36) 

 

Now, you also monitor strengths and weaknesses, opportunities, and threats; these are some 

questions you ask, are the strengths still strengths? Because the environment is dynamic, 

yesterday’s strengths may not be your strength now because your competitors might have 

improved. Have we added additional strength? Weakness Similarly, Are the weakness still 

weaknesses? Because you are wanted to come out from overcoming the weakness, you are 

improving. Are opportunities still opportunities? And the threats you discover continuously 

by monitoring and using your appropriate use your controlling strategy in these strategic 

audits we have done it. 
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Now, we will discuss the last part is very important, which is a very important thing. So, you 

must have heard about the balanced scorecard; what is a balanced scorecard? That we will be 

discussing it. So, the basic questions will put, what is a balanced scorecard? How did it 

evolve, and why is it needed? So, these are very important things we will discuss now.  

Robert Kaplan and David Norton developed the balanced scorecard in 1992 in their 

pioneering work. What was the evolution before that? Before, they found that companies 

used to measure their performance in terms of financial ratios in terms of only one 

perspective the finance that is inadequate to that can tell what the performance of the 

company at present is, but what will be the performance of the company at the future that it 

cannot predict or cannot say anything about it. 

So, this is a shortcoming, plus they have also found a gap between the strategy formulations 

and the strategy implementation; why is that gap there? Because strategy cannot be measured 

usually that most companies implement the strategy. Still, the measurement of strategy could 

be more established, and the people who are implementing the strategy, they cannot make out 

what is their work performance, what the gap is, and how the strategy is being efficiently 

implemented or not. That gap exists because there were not many measurement criteria, what 

to measure and how to measure. That was not there. These 2 gaps they tried to overcome. 

How do they overcome? They introduced or supplemented 3 more perspectives. Previously it 

was mostly the financial perspective and some operational KPM, but they introduced 3 

supplementary perspectives. Namely, one is the customer’s perspective, another is the 

internal business process perspective, and the third is the learning and growth that is 

innovative perspective. These 3 perspectives will not only tell the present standard 

performance standards of the organisation, but they will also help tell what will be the future 

performance of the organisation.  

Because many of these works are for the future-oriented suppose, the innovation learning and 

growth this is for the pay the future how the company’s R&D these will talk about the future 

growth of the company and how it will perform. So, this is the need for a balanced scorecard 

and how did it evolve that we have talked about. 

Now, what is this balanced scorecard? This balanced scorecard is a basic strategy 

implementation tool, it measures, control and evaluates the performance of the organization, 

and it is also valid why it is called a balanced scorecard. Because it balances the expectations 



of many stakeholders, it balances the financial and non-financial performance, it balances the 

customer’s expectations, and customer needs with the employee objectives. So, so many 

things are there. So, I will go one by one. What does it do? The applications of a balanced 

scorecard approach. What does it do? As I told you, it combines both qualitative and 

quantitative measures. 

There may be some qualitative measures, but previously it was mostly quantitative. It 

balances the financial and non-financial measures, and the operational measures balance the 

expectations of different stakeholders. As I told you, it balances shareholders’ and customers’ 

and operational objectives. Also, it considers both the long-term and short-term objectives of 

the organisation. It also considers the hard performance measure and the soft performance 

measure all these it takes into account, and as I told you, it could measure, can forecast what 

will be in the future. 
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So, the views are organisation form a 4 perspective previously, it was only financial 

perspective. Now, it is 4 perspectives, one financial perspective, the customer perspective, as 

I told internal business process perspective, and the learning and growth perspective. So, how 

does it go like this? These 4 perspectives are like this; these are the balanced scorecard 

perspectives that, as I told are linked this way financially. Then you are at the core of the 

vision and strategy of the organisation. Though financial internal business processes are 

learning and growth customer to financials, we know those our return on investment, 

profitability, whatever you is your company’s net present value, companies whatever the 

focus area, those are the financial perspective that gives you the return. 

Now, the customer perspective is what? Customers’ perspective deals with customer 

satisfaction, market share goal, how many market shares you want to have, product attributes, 

and service attributes. These contain the customer’s perspective. The internal business 

process perspective is how you are improving your internal business processes like your 

supply chain management processes, your quality control processes, your training and 

development processes, your financial and accounting processes, and your HR processes. 

These are internal business processes. 

So, these processes, if you strengthen for (say) the next 10 years objectives, that your growth 

strategy, this will can forecast how your company will be, how your company will be in the 

next 10 years, these are the internal business processes. Then learning and growth are the 

perspective of innovation like you develop, how you develop your human capital, your 

information capital, and your organisation capital, that is, skill sets, training, development, 

research and R and D research and development. So, all these things will tell you that, that 



your future growth and help you to be your future growth; these are the 4 perspectives. So, 

BSC or balanced scorecard provides the framework to translate strategy into operational 

terms. So, these are strategies you are transpiring to translate to operational terms. So, these 

are the balanced scorecard. 
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Now, I will talk about that there are some limitations of balanced scorecard that what are the 

limitations of balanced scorecards. These balanced scorecards have 4 perspectives, and these 

perspectives are not integrated that do not link with each other. So, you can have different, 

you can have different objectives, you can have as many objectives rather not different, as 

many objectives and as many KPM’s key performance measures, and you can develop in one 

perspective. Still, these are not linked with another perspective. 

So, it is a silo sort of thing. Unless these are linked, your strategies will be a silo sort of 

strategy, it will not be a cohesive strategy, and it will not be an integrated strategy. So, you 

are required to integrate it; that balanced scorecard approach does not do that. So, these are 

the limitations of the balanced scorecard to overcome; how do you overcome these? To 

overcome these, the strategy map was developed; what is the strategy map? 

Strategy map talks about integrating different balanced scorecard perspectives into a cohesive 

one, I will show you so that all these perspectives are integrated. So, if we have the (say) 

return on investment, some financial perspective, how it will come if it is integrated with 

your production, it is integrated with your supply chain management, the production will 



require the supply chain management or not. So, all these are interlinked. So, that is, I will 

show you some strategy maps in real life that will be, that will be. 
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This is a real-life strategy map for one company. Here you see that these are the 4 balanced 

scorecards perspective, financial, stakeholder or customer perspective, internal business 

process learning and growth, and these are your KPMs. So, these all can be integrated, all 

these can be the growth of results sustainable future this, and this can be integrated, I will 

show you the integrations. 
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This is a new strategy map that the company developed that was the initial one; this is the 

next see these are the perspective under that (say) you can also these are the growth of these 

are the KPMs. So, these are all interlinked. These are productivity-oriented KPIs from a 

different perspective. So, these are the relationship and governance increase in revenue for 

the state of that country to the company was contributing. So, these are all interlinked. So, 

this cohesive strategy map gives you the that overcomes the silo non-integrated strategy of a 

balanced scorecard to a cohesive and integrated strategy. So, nowadays, mostly, it is used for 

that purpose for the organization’s this, this is the strategy map. 
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So, next, we have discussed here the balanced scorecard and the limitations of the balanced 

scorecard and what is that strategy map. So, now, I think we will wrap up whatever we have 

discussed in this session will summaries in continuation with the previous lecture; this 

session discusses the balanced scorecard approach that integrates strategic and operational 

control and balances the expectations of different stakeholders. It also illustrates the need for 

a balanced scorecard, its evolution, and its limitations at length. 

It further elaborates on using a strategy map to overcome the limitations of the balanced 

scorecard. Furthermore, we have also showcased some real-life examples and how these 

implementation controls are done in a world-famous company. That there we have seen how 

the Strategic Initiatives how the, KPIs and KPMs and other measures, and capital projects 

utilisations are monitored. 

So now, we have also talked about robust monitoring and control systems helping in the 

successful implementation of strategy and, thus, achieving the long-term objectives of an 

enterprise. These are some of the references you can go through and which will help you to 

enrich your knowledge further. Thank you very much for attending. 

  

 

  

 



 

 


