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Introduction

Strategic control is the system through which an organization tests whether its strategy still rests on
valid assumptions, whether major initiatives are producing intended results, and whether unexpected
events require a change of direction. Strategy implementation takes place under uncertainty, so even
a carefully designed plan cannot be treated as a fixed sequence of instructions. Market conditions,
customer needs, technology, regulation, supply chains, employee capabilities, and competitor
behavior can change after commitments have been made. Strategic control therefore connects long-
term direction with operational learning rather than merely comparing budgeted and actual financial
results. Its purpose is diagnostic as much as corrective. A performance gap may reflect poor
execution, an unrealistic objective, an invalid premise, an external shock, or an unintended
consequence, and management should identify the cause before imposing a response. Too little
control allows drift and delayed recognition of risk, while excessive control can discourage
experimentation and cause employees to hide bad news. An effective system must therefore combine
accountability with the freedom to learn, using information to adapt strategy before sunk costs or
executive pride make change unnecessarily difficult (Pearce et al., n.d.).

Premise and Implementation Control

Premise control and implementation control examine different but complementary parts of strategy.
Premise control monitors the assumptions on which strategic choices were based, such as expected
customer demand, regulatory stability, exchange rates, technological maturity, labor availability,
supplier capacity, or competitor behavior. Managers should identify which assumptions are most
critical, select indicators that can reveal deterioration, and define thresholds for reassessment.
Implementation control, by contrast, examines whether major programs and milestones justify
continued commitment. A company introducing a new service, integrating an acquisition, or
transforming its operating model can use staged reviews to continue, modify, pause, or terminate
work according to evidence. Premise control is valuable because it makes hidden beliefs explicit, but
weak indicators or organizational politics can protect assumptions that senior leaders prefer not to
question. Implementation control prevents unlimited spending on failing initiatives, yet premature
reviews can kill ideas before learning is possible. Both forms work best when review criteria are
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defined in advance and when managers distinguish a genuinely weak strategy from temporary
implementation difficulties that can still be corrected.

Strategic Surveillance and Special Alert Control

Strategic surveillance broadens attention beyond the assumptions and milestones already built into a
plan. It scans customer complaints, employee observations, competitor announcements, patents,
legislation, supply chains, cybersecurity intelligence, research, and social trends for developments
that may not fit an existing monitoring category. Its strength is the ability to reveal weak signals and
opportunities that managers did not anticipate. Its weakness is information overload: large volumes of
data can become noise, while confirmation bias encourages leaders to notice only signals consistent
with the current strategy. Special alert control addresses the opposite problem by activating rapid
reassessment after a major shock such as a cyberattack, pandemic, natural disaster, product-safety
failure, war, leadership crisis, or abrupt regulation. Emergency control can protect continuity and
reduce harm by clarifying decision rights and accelerating information flow. However, urgency can
centralize authority and suppress dissent when decisions are made under incomplete information.
Organizations therefore need crisis governance before a shock occurs, including temporary authority,
escalation rules, documentation, and a later review that returns exceptional powers to normal limits
once the immediate threat has passed.

Balanced Scorecards and the Link to Operations

The balanced scorecard helps translate strategic direction into linked objectives and measures rather
than a list of unrelated performance indicators. Its classic perspectives—financial, customer, internal
process, and learning and growth—encourage managers to examine how capabilities and operating
processes create customer value and eventually financial or mission outcomes (Kaplan & Norton,
1996). A scorecard should express a theory of cause and effect. Training and data quality may
improve process reliability, which may raise customer retention and later increase revenue, but these
relationships must be tested rather than assumed. Measures should include both leading indicators
and lagging outcomes, and each metric needs a clear definition, owner, data source, review
frequency, and escalation rule. The method fails when organizations collect dozens of measures
without prioritizing them or when employees learn to hit targets by damaging unmeasured outcomes.
Balancing measures, qualitative evidence, and discussion of unintended effects are therefore
essential. Strategic control is useful only when the metric system improves decisions rather than
turning management meetings into arguments about whose numbers are correct.

Innovation, Continuous Improvement, and Portfolio
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Control

Strategic control should protect disciplined innovation rather than equating control with avoidance of
risk. Continuous improvement strengthens existing processes by reducing defects, delay, waste, and
variation, while breakthrough innovation seeks larger changes in performance, customer value,
technology, or business model. Organizations need both exploitation and exploration because
perfecting the current system is dangerous when customers or technology are moving elsewhere.
Innovation portfolios can manage uncertainty through prototypes, small experiments, staged funding,
customer testing, independent safety review, and explicit stop criteria. A failed experiment may still
create useful knowledge when it was designed to test an important assumption, whereas repeated
failure caused by ignoring evidence is not productive learning. Risks include technical failure, weak
demand, regulatory harm, cost overruns, cannibalization, supplier dependence, and reputational
damage; rewards can include new revenue, lower cost, improved quality, new capabilities, and
greater resilience. Portfolio control therefore evaluates innovation according to evidence appropriate
to its stage instead of demanding mature-business returns from early experiments or allowing
attractive ideas to consume resources indefinitely.

Entrepreneurship, Intrapreneurship, and
Organizational Behavior

Different strategic roles contribute to innovation in different ways. An entrepreneur identifies an
opportunity, assembles resources, accepts uncertainty, and creates a venture or new business model.
An inventor develops a novel method, device, or idea but may never commercialize it. A promoter
mobilizes attention, capital, or support, while an administrator coordinates established resources,
rules, and operations. These roles can overlap, and none is inherently more valuable than the others
(Parker, 2018). Intrapreneurship describes entrepreneurial behavior inside an existing organization,
where employees pursue new services, products, or processes using organizational resources while
facing legacy systems, approval layers, compliance requirements, and internal politics. Leaders can
support intrapreneurship by defining strategic areas for experimentation, providing seed budgets and
customer access, creating cross-functional teams, protecting responsible dissent, and establishing
evidence-based stage gates. Control becomes counterproductive when every experiment requires
senior approval or when employees are punished for surfacing information that threatens an
executive’s preferred initiative. The strongest governance system therefore sets clear boundaries
around safety, ethics, and resources while giving teams meaningful room to test alternatives and
learn quickly.
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Conclusion

Strategic control is effective when it helps an organization learn faster than the environment changes.
Premise control tests the assumptions behind the strategy; implementation control evaluates whether
major initiatives justify continued commitment; strategic surveillance looks for developments outside
the planned monitoring system; and special alert control enables rapid reassessment after major
shocks. The balanced scorecard can connect these forms of learning with operations when measures
are few, clearly defined, and linked to strategic logic rather than collected as a metric inventory.
Continuous improvement and breakthrough innovation then require different control rhythms because
mature processes should be standardized while early experiments need room to test uncertain ideas.
Entrepreneurs, inventors, administrators, promoters, and intrapreneurs contribute distinct but
overlapping capabilities, so control should coordinate their work without suppressing initiative. The
central challenge is behavioral as much as technical. Measures influence what employees reveal and
what managers notice. A useful control system therefore rewards accurate information, includes
stakeholder and risk measures, distinguishes persistence from escalation of commitment, and treats
evidence as a reason to adapt rather than as a weapon for defending decisions already made.
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