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Abstract

Strategic planning has a direct impact on various success factors of a company, including market position and
competitive advantages in terms of supply and resources (Griinig & Kiihn, 2015). However, in an increasingly volatile
and complex environment, the classic, rather static approach to strategic planning is no longer appropriate (Mintzberg,
1994). New approaches to strategy development must therefore be able to create and realistically estimate the scope
for future developments (Gausemeier & Plass, 2014; Fink & Siebe, 2016). On the basis of expert interviews and a
quantitative study, various requirements were defined for different areas within a strategy development and strategy
review process. From the current state of research, it can be inferred that methods exist which meet these requirements.
However, the expert interviews conducted have shown that in current practice, a comprehensive and systematic
approach using these methods is yet to be defined. This paper describes a fundamental system for a continuous strategy
development and strategy review process, which enables the development of future-proof strategies by using foresight.
The system is based on the approach of cross-generational product development and is modified for use in the context
of corporate strategy development (Albers et al., 2018; Marthaler et al., 2019).
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1. Introduction and motivation

Studies show that innovation cycles within the automotive industry have shortened from 11 to less
than six years in the last 30 years. This is the result of the increasingly volatile and complex
environment, which represents one of the greatest challenges of today's strategic planning
(Darkow, 2015; Wulf et al., 2012). With the help of suitable methods of strategic analysis, current
and future success potentials can be identified and adapted strategies defined (Fink & Siebe, 2016;
Gausemeier & Plass, 2014). Furthermore, the studies carried out within the scope of this work
have shown that it is necessary to review and update strategies on a regular basis, particularly due
to the continuously increasing changes in the environment and discontinuities. This paper
describes an overall and systematic approach for a strategy development and strategy review
process that uses foresight methods to evaluate the need for change and future robustness of
strategy fields. This system is based on the process model of Albers et al. and Marthaler et al. and
offers the possibility of developing strategies for a short-term, medium-term and long-term
planning horizon (Albers et al., 2018; Marthaler et al., 2019).

2. Current state of research
2.1. Strategic analysis

According to Voigt, the strategic analysis can be divided into a time and a subject dimension. The former comprises
the analysis of the company and its environment. The time-related dimension can be considered using methods of
foresight (Voigt, 1993). The resulting interactions between company analysis and environment analysis can be
investigated with the help of an integrated analysis. The relationships described between the various methods of
analysis can be seen in Figure 1.

Methods of
company analysis l
| Methods of Methods of

P integrated analysis =======P foresight

Methods of T

environmental analysis

—» Consideration of future developments of the considered subjects
—» Synthesis of company and environmental analysis

Figure 1: Elements of strategic analysis and their relationship to each other

The company analysis is used to identify strengths and weaknesses of the own company. In this context, Welge & Al-
Laham divide company analysis into classical, value-oriented and resource- and competence-oriented approaches
(Welge & Al-Laham, 2003). An overview of these methods, their objectives and the relevant literature for further
information is presented in Table 1.
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Table 1: Objectives of the methods of company analysis and relevant literature

Methods

Objectives of the method

Relevant literature

Classical approaches

Value-oriented
approaches

Resource- and
competence-oriented
approaches

Comparison of current and historical company data for the
analysis of strengths and weaknesses as well as
consideration of the requirements of the departments for the
various life cycle phases of a product

Consideration and evaluation of value-adding processes of a
company with regard to the organisational structure, the use
of technology, the linkage and interdependence, the sources
of differentiation as well as the costs

Evaluation of the company-specific resources and
competencies with regard to value, rarity, uniqueness and
organizational support.

Hofer & Schendel, 1978
King & Cleland, 1987
Pearce & Robinson, 2003
Ulrich, 1990

Welge & Al-Laham, 2003

Aeberhard, 1996

Frese, 1993

Macharzina, 1993

Porter, 1998, 2000
Volck, 1997

Welge & Al-Laham, 2003

Knaese, 1996
Johnson et al., 2017
Welge & Al-Laham, 2003

In a next step, the strengths and weaknesses identified with the help of the company analysis must be compared with
the opportunities and risks of the current and future environment (Pearce & Robinson, 2003). For this purpose,
methods can be applied for the analysis of the general environment as well as the industry and competitive
environment (Hitt et al., 2011). Table 2 provides an overview of the general methods of environmental analysis and

the relevant literature.

Table 2: Objectives of the methods of environmental analysis and relevant literature

Methods

Objectives of the method

Relevant literature

PESTEL-Analysis

Industry structure analysis

Analysis of the strategic

group

Competitor analysis

Analysis of the general environment with regard to
political, legal, socio-cultural, economic, ecological and
technological factors in order to identify opportunities and
risks for the company

Analysis of the industry with regard to the negotiating
strength of suppliers and customers, the threat from new
competitors and substitute goods as well as the rivalry
between established competitors

Analysis and comparison of competitors with similar
resources and strategic behaviour with regard to product
range, regional presence, price, quality and extent of
vertical integration

Analysis of competition-relevant information from
competitors to determine strengths and weaknesses,
strategic developments and positions as well as a
subsequent comparison with the company itself within the
framework of industry requirements

Ginter & Duncan, 1990
Hitt et al., 2011
Yiiksel, 2012

Hahn & Taylor, 2006
Porter, 1998, 1999, 2000
Welge & Al-Laham, 2003

Dess et al., 2014

Hahn & Taylor, 2006
Porter, 1999

Welge & Al-Laham, 2003

Bogetoft, 2012

Hahn & Taylor, 2006
Pieske, 1994

Shetty, 1993

Stapenhurst, 2009
Watson, 2007

Welge & Al-Laham, 2003

The company and environment analysis are combined in an integrated analysis. This ensures that the results of both
analyses are taken into account for strategy development and adaptation (Griinig & Kiihn, 2015). A summary of the
objectives and relevant literature of selected methods of integrated analysis is presented in Table 3.
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Table 3: Objectives of the methods of integrated analysis and relevant literature

Methods

Objectives of the method

Relevant literature

SWOT-Analysis/
TOWS-Matrix

BCG-Matrix

General Electric/
McKinsey-Matrix

Combining the strengths and weaknesses of the business
analysis as well as opportunities and risks from the
environmental analysis/

Analysis and networking of strengths and opportunities,
strengths and risks, weaknesses and opportunities,
weaknesses and risks

Analysis of the business areas of a company with regard to
the industry growth rate and the relative market share as
well as a derivation of strategic recommendations for
action based on this analysis

Analysis of the business areas of a company with regard to
market attractiveness and competitive advantages as well
as a derivation of optimization strategies based on this
analysis

Griinig & Kiihn, 2015
Kay, 1996

Mussnig et al., 2013
Pearce & Robinson, 2009
Sternad, 2015

Weihrich, 1982

Dess et al., 2014

Griinig & Kiihn, 2015
Johnson et al., 2017
Proctor & Hassard, 1990

Griinig & Kiihn, 2015
Pearce & Robinson, 2009
Proctor & Hassard, 1990
Welge & Al-Laham, 2003

In addition to current information about the company and its environment, possible future developments are also
relevant for strategic planning. Therefore, these must be analysed within the context of foresight. Various methods
can be used (see Table 4), but it is advisable to use a mix of methods to cover all aspects of the forecast (Hahn &

Taylor, 2006).

Table 4: Objectives of the methods of foresight and relevant literature

Methods

Objectives of the method

Relevant literature

Forecasts

Scenario technique

Trend analysis

Estimation of future developments through modelling and
use of economic techniques and historical values

Development of future or rather option areas for a
particular object of consideration by analysing various
influencing factors and their interrelationship and using
various quantitative and qualitative data and their future
developments for evaluating current and future
opportunities and risks

Estimating future and alternative developments of trends
by analysing complex societal contexts using data that
have been used in past developments to measure certain
variables

Cuhls, 2008, 2012

Fink & Siebe, 2016

Siebe, 2018

Rohrbeck et al., 2007
Meyer-Schwickerath, 2014

Berner & Popp, 2012
Bishop et al., 2007
Durance & Godet, 2010
Donitz, 2009

Chermack, 2007

Fink et al., 2001

Meyer & Giinther, 2011
Meyer-Schwickerath, 2014
Mietzner & Reger, 2005
Gausemeier et al., 1995, 2016
Gausemeier & Plass, 2014
Godet, 2000

Siebe, 2018

Acatech, 2012V

Durst et al., 2010
Gausemeier et al., 2016
Gausemeier & Plass, 2014
Horx, 2006

Popp et al., 2009

1) Deutsche Akademie fiir Technikwissenschaften
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2.2. Other elements of strategic planning

Further components of strategic planning are strategic analysis, strategy development, implementation and strategic
controlling (Rapo, 2019). During strategy development, information from company, environment and integrated
analysis are used to define decisions on long-term company goals to make optimal use of the company's resources and
capabilities (Sternad, 2015). For the subsequent implementation of a strategy, the strategy must be operationalized
with the help of implementation measures. This operationalization requires implementation planning and the final
transformation building on it (Gausemeier & Plass, 2014). The last component of strategic planning, strategic
controlling, is required for the subsequent implementation, planning and control of the strategy and its measures
(Gausemeier & Plass, 2014; Langguth, 1994).

3. Research questions & methods

3.1. Research questions

The current state of research shows that new approaches to strategic analysis must be able to better estimate future
environmental developments (Gausemeier & Plass, 2014; Siebe, 2018). In addition, a suitable strategy development
process is necessary to continuously take discontinuities into account (Warren, 1999). The studies carried out within
this research project were carried out in cooperation with Porsche AG. Since there is close cooperation between
company strategy and product strategy within this company, this work also examines which information should be
exchanged here (Rapo, 2019). The following research questions are derived from this:

o What are the requirements for the development of the company strategy in premium sports car development?

o Which methods and process steps meet the requirements of the strategy review process in premium sports
car development?

o Considering the existing findings, how can a strategy development and strategy review process be designed
within premium sports car development?

o Which information interfaces should there be between the corporate strategy and the product strategy?

3.2. Methods

In order to answer the research questions, two studies were conducted on the basis of a literature research. The
literature research served to build up a knowledge base on the state of current research on the topic and to identify the
first relevant success factors and methods of strategic planning. In addition, this should provide the first relevant points
of orientation for the subsequent studies. Based on the literature research, 19 expert interviews were conducted to
determine the quality of various practice-relevant requirements. The expertise resulted from the fields of employment
of the interviewees, who were active in the automotive industry, in the consulting industry or in the university
environment. (Rapo, 2019). In the next step, an online survey was carried out on a sample of 14 to quantify the results
of the expert interviews. Based on the findings from the state of research and the studies carried out, a system for a
continuous strategy development and strategy review process was developed to answer the third research question.
The system was based on an approach for cross-generational product development, which has already proven itself in
several studies in the product development context.

4. Results

4.1. Expert requirements for the strategy development and strategy review process

The online survey provided the relevance rating of various requirements identified within the expert interviews. These
quantitative results were categorized according to their area of application and are shown graphically in Figures 2 to

6. On the ordinate, the expert rating was plotted with a range from 1 ("absolutely not relevant") to 5 ("extremely
relevant"). The abscissa reflects the respective requirements.
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a)
b)
<)

d)

Expert rating
w

N

Definition of the corporate strategy at high level
(interdisciplinary barriers)

Communication of strategic objectives with all
departments in advance

Central control and coordination of the strategic fields of
action by the Executive Board

Practicability of the strategic objectives

a) b) c) d)

e)
B

g)

h)

e) f) g) h)

Visualization of the target picture

Joint development of strategic fields of action in
workshops

Decentralised definition of strategic fields of action by the
departments

Shorter cycles between strategy development processes

Figure 1: Mean value and standard deviation of the relevance of different requirements to the strategy development
process on a scale from 1 ("absolutely not relevant") to 5 ("extremely relevant")
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Expert rating
w

N

Review of the target picture

Coordination of the strategy review process by the
management board

Consultation and networking of departments

Continuous review of strategic fields of action using key
performance indicators

Involvement of internal experts

Impartiality during the strategy review process

g)

h)
i)
i)
k)

b o 4 o H g b D P K

Compact strategy review process (only review of previous
made assumptions)

Setting up an editorial network of experts
Involvement of external experts
Review of the target path (methodology)

Detailed strategy review process (review of all factors and
changes)

Figure 2: Mean value and standard deviation of the relevance of different requirements to the strategy review
process on a scale from 1 ("absolutely not relevant") to 5 ("highly relevant")
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a)  Analysis of technological factors g)  Trend analysis
b)  Analysis of competition h)  Scenario analysis
¢)  Analysis of economic factors i) Analysis of political factors
d) Internal and external stakeholder analysis j)  Analysis of company competencies
e)  Analysis of the product strategy k)  Analysis of sociological factors
f)  Analysis of legal factors 1)  Analysis using game theory approaches

Figure 3: Mean value and standard deviation of the relevance of different analytical priorities during the strategy
review process on a scale from 1 ("absolutely not relevant") to 5 ("highly relevant")
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f)  Development budget

Figure 4: Mean value and standard deviation of the relevance of various key performance indicators for the
development of the product strategy on a scale from 1 ("absolutely not relevant") to 5 ("extremely relevant")
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Figure 5: Mean value and standard deviation of the relevance of various key performance indicators for the
development of the corporate strategy on a scale from 1 ("absolutely not relevant") to 5 ("extremely relevant")
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4.2. System for a continuous strategy development and strategy review process

Based on the expert requirements presented and on the system for cross-generational product development according
to Albers et al. and Marthaler et al., a system for a continuous strategy development and strategy review process was
designed (Albers et al., 2018; Marthaler et al., 2019). The system recommends eight consecutive process steps and
offers the choice between three different planning horizons: 0-2 years, 2-5 years and >5 years (see Figure 7, first step)
(Kiick, 2019; Lang, 2019; Sickinger, 2019).

1. Determining the | 2. Analysis of the 3. Analysis of 4. Derivation of 5. Evaluation of 6. Strategy 7. Strategy 8. Strategy
version of the company potentials of the fields of action potentials development/ implementation controlling and
system environment adjustment communication
Fields of action more relevant in the present
Analysis and Analysis of the .
evaluation of the current market rgz:vgp::lgé N
2 existing environment ! ! Determination of
2 SF,to L strategyand || | andforecastsin ||| basled. unfthhe N L[| “the strategic L] . N
> [ > objectives with |— order to find the |, analysis of the - - 1. Creation ofa [~
~ SFp T jectives wil | K o t Ket dl | fields and goals | ™
' regard to their urrent markef to be adapted common concept
o degree of required today envir and of the strategy
achievement and in the short forecasts through cross-
term disciplinary
/ communication
and visualization of
1. Evaluation of the a target picture
= Identification of fields of action i
—_— Continuous data
» relwfaniﬂ.tlrends 'ltﬁnva}\onlgf with regard to 2. Providing ac:q:isiliinn
H N or the ields of action fut busti ;. . . !
§| 2| srito M Analsisand | determination of || basedonthe || "tUre ropustness | | | | |,| strategyfields | | | controlling and
> [-> evaluation of C : : - - and goals with [Z% communication
) SFnz2 ™ required 7| trend analysis | ™ ] | QL I
b ' " company medium-term 2. Derivation of the KPI's and thus via KPI's and/or
o~ p i : need for 1. Determination of making them software-based
i as well as v dificati the strategic measurable solutions
E examination of / / m? |l u:atllon ?l fields and goals
P strate evel
z the mission and / / ay to be adapted 3. Incentive for
vision with- . strategy
regard to their 3_'9']\'::':;13?1; 2. Derivation of a implementation
h_degree ctf ; s:,gnarios Derivation of "road!nap of . by establishing
?;;\?;:Teergr?:e for the fields of strategic fields’ the goals in
. " y action individual target
company |der:2ﬁﬁ?r1:;n of based on :$ :3 agreements :$
cnmpqetancics environmental
in the long scenarios
term
Fields of action more relevant in the future

Figure 6: System for a continuous strategy development and strategy review process

In the context of this work, the planning horizon of 2-5 years is to be explained as an example, since it has the most
interfaces with the other planning horizons mentioned. The second step comprises the analysis of the company. In the
case of the 2-5-year planning horizon, corporate competencies are evaluated and the mission and vision are examined
with regard to the degree of achievement and relevance for the company. Furthermore, the existing strategies and
objectives with regard to the degree of achievement can also be reviewed here (interface to the planning horizon 0-2
years). As an example, an automotive manufacturer XY could be taken here, who with the help of this step has
recognized that the corporate competencies as well as mission and vision are strongly oriented towards combustion
engines and that the existing goals in this respect have a high degree of achievement. The third step comprises the
analysis of environmental potentials, which, with the help of the identification of relevant trends, aims to find
necessary competencies mainly in the medium-term in the planning horizon mentioned. Here, too, the interfaces to
the other planning horizons can be used to find the competencies required in the short-term with the help of market
environment analyses and forecasts, or the competencies required in the long-term with the help of environment
scenarios. In this step, conclusions can also be drawn about the analysis in the second step. In relation to the exemplary
automotive manufacturer XY, this would mean that it recognizes that the relevance of combustion engines is declining
and that other drive technologies and digitization are becoming more relevant, but that no strategies and goals have
been defined for this. Based on steps two and three, certain fields of action are derived in the fourth step. The
automobile manufacturer XY listed here could therefore derive the following fields of action: 1. research and testing
of alternative drive technologies for the existing product portfolio, 2. expansion of the share of electric vehicles by
X%, 3. definition and expansion of digital business models in the finance department and in the after-sales department.
The fifth step deals with the potential evaluation of the defined fields of action with the parameters of future robustness
and need for change. Equation (1) represents the formula for future robustness d(Hx). This results from the future
robustness of the field of action in the different scenarios His,y. The respective scenario is represented by the y index.
In principle, future robustness can reach values from 0 (low future robustness) to 4 (high future robustness).

O8(Hk) =4 - (max {Hxksz1, Hxs22,..., Hiszy} - min{Hxsz1, Hk sz2,..., Hiszy }) (1)
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Equation (2) represents the formula of the need for change of a field of action y(Hx), which can reach a value from -4
(low need for change) to 4 (high need for change). Hy n.1 represents the future robustness of the company competencies
or the existing strategy and goals.

Y(HO) = 2ot Higszy) - i )

The sixth step involves identifying and modifying the strategic fields and goals to be adapted. With the help of the
previously calculated future robustness and the need for change, variation rules can be determined for the identified
strategy fields and goals (see Figure 8). Future robustness and the need for change can be divided into two value areas:
low [0;2] and high (2; 4] future robustness as well as low [-4;0) and high [0; 4] need for change. If we refer to the
example with the car manufacturer XY, a possible characteristic for the fields of action 1, 2, 3 would be "3", "4" and
"2" in relation to future robustness. With regard to the need for change at strategy level, a possible characteristic would
be "2", "-2" and 0. From this, an early variation would be recommended for the 1st field of action, no variation for the
2nd field of action, and a late variation of the strategy fields and goals for the 3rd field of action.

4 g
Case 4: Case 2:
High .
need of change Mid-term Early
variation variation
Case 1:
Low
need of change No
variation
Low High
future robustness future robustness

Figure 7: Rules of variation depending on future robustness and the need for change

In the seventh step, strategy implementation is achieved through a uniform understanding and interdisciplinary
communication of the target picture, the determination of KPIs for strategy fields and targets, and the anchoring of
the strategy and targets in the individual target agreement. The eighth step comprises strategic controlling with
continuous data collection and communication using KPIs and/or software-based solutions.

5. Conclusion and outlook

The relevant literature and the study results of this work indicate that an overarching and
systematic approach to the strategy development and review process is needed. The systematics
developed within the scope of this work will initially be applied within Porsche AG and thus
validated. In the next step, the validity of the system can be checked within other automobile
manufacturers. It would also be important to examine the long-term usefulness of the system
within the context of long-term studies. Furthermore, the studies carried out within the scope of
this work were able to show that the lack of a group-wide system and communication leads to
additional costs within the strategic analysis. An examination of the presented system for cross-
company relevant aspects can contribute to the fact that such additional expenditures can be
avoided in the future. Since this represents a major challenge due to the different strategic focuses,
it would open up a large area for future research.
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