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Abstract 

This research examines the factors that affect the selection and implementation of strategic 

decision-making tools. Following a literature review, thirty five tools classified into three 

categories, and a set of factors related to decision-maker characteristics, are analyzed and 

investigated. According to the research model, three main hypotheses are formulated and 

tested. The results are discussed in terms of the importance of tools in strategic decision-

making. Two main hypotheses out of three are supported, hypothesis one which focused on 

the variation of decision-maker characteristics’ effect on the selection of specific strategy 

tools, and hypothesis three which focused on the effect of awareness of different strategic 

decision-making tools on the selection of these tools, while hypothesis two regarding strategic 

decision-makers’ preference to select simple and easily applied tools, was not supported.  
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Introduction  

Research in strategic management and decision-making theory has acknowledged the 

importance of strategy tools, and focused on how they have been used (Clark, 1997; Frost, 

2003; Afonina and Chalupský, 2012; Elbanna, 2007). Spee and Jarzabkowski (2009) 

discussed the research stream in strategy tools and showed that more research is needed 

regarding the factors affect the selection of tools, how these tools are used and for what 

purposes. 

This research highlights and investigates a set of hypotheses to provide a deeper 

understanding of what types of tools are used by organizations in the context of Egypt, and to 

what extent decision-maker characteristics, determine the selection and implementation of 

different tools. The research is based on and extends the research stream presented by 

Jarzabkowski and Kaplan (2015), Afonina and Chalupský (2012), Cabantous and Gond 

(2011), and Elbanna and Younies (2008), as they provide a framework for a research agenda 

that leads to examining the use of strategy tools’ potential outcomes, and the processes that 

produce them.  

This research first uses a literature review to build a model explaining the tools and the 

expected factors that can affect the selection and use of tools; it then develops and tests a set 

of hypotheses using a sample of Egyptian organizations. It is expected to help in generalizing 

previous findings related to: (1) which tools and techniques are commonly used, (2) which 

main decision maker characteristics determine tool selection, and (3) how the company uses 
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the selected tools; (4) in addition, the research explores the differences between organizations 

in Egypt and those in other countries.  

Strategic decision-making  

Prior research has focused on strategy definition as a starting point in the strategic 

management process (Hafsi and Thomas, 2005; Mintzberg and Lampel, 1999; Mirabeau and 

Maguire, 2014). However, the definitions have varied according to the research perspective. 

Elbanna and Younies (2008) defined the strategic decision-making process as “a set of 

activities through which strategic problems are identified, interpreted, tackled and 

solved.”(P.627). They provided a set of decision-making characteristics, stating that it is a 

compound process, involves many conflicting interests, takes a long time, and is affected by 

environmental,  and organizational factors.  

Ocasio (1997) defined corporate strategy as the pattern of decisions that defines and exposes 

company objectives, goals, policies, and the required plans for achieving these goals. This 

definition focused on strategy as a decision-making process. Van den Steen E. (2013) defined 

strategy as “the smallest set of core choices to optimally guide the other choices.” (P.2). This 

definition reflects the idea that strategy is a set of decisions that represents an intended course 

of action and provides decision-makers with a clear and comprehensive guide by which to 

assure the consistency and effectiveness of decisions.  

Nooraie (2008) described strategic decisions as critical decisions that typically require a 

significant amount of organizational resources and influence corporate direction, 

administration, and structure. Elbanna (2006) outlined some characteristics of strategic 

decisions as follows: (1) they are interrelated with other decisions and set precedents for 

subsequent ones, (2) they may be formal or informal and can be both intended and emergent, 

(3) they typically address issues that are unusual for the organization, (4) they are political 

and carry high levels of uncertainty, and (5) they rarely have one best solution; once a 

decision is made, it is difficult to reverse. In addition, Nooraie (2008) stated that strategic 

decisions are the focus of top management because they are long-term, highly unstructured, 

complex, inherently risky, and have a high impact on the future of the organization. Strategic 

decisions require significant resource allocation and direct actions at the firm level, and shape 

a firm’s general direction (Dean and Sharfman, 1996). 

Strategy tools and techniques 

According to Clark (1997) “There are currently numerous techniques, tools, methods, models, 

frameworks, approaches and methodologies which are available to support decision 

making”P.417. Gunn and Williams (2007) defined strategic tools as “methods of simplifying 

and representing a complex situation.” (P.201), they stated that tools cover all the systematic 

approaches or techniques that a strategic decision-maker has employed to enlighten their 

strategic decision-making. Jarzabkowski and Kaplan (2015) defined the term tools as a 

generic name for frameworks, concepts, models, or methods, adding that they present and 

provide an empirical research agenda framework. 

In the current paper, strategy tools are defined as the various methods, techniques, 

approaches, and concepts that support the strategic decision-making process, which are used 

to simplify a strategic decision situation, and articulate the strategic decision to achieve a high 

level of comprehensiveness and soundness (Clark, 1997). Understanding and analyzing 

strategy tools and how they help managers make decisions has been the focus of several 

studies during the last two decades. Table 1 shows these studies, and the number of tools 

investigated in each. 

According to Table 1, there is variation in the number of tools investigated, which reflects the 

difficulty of determining the exact number of strategy tools and techniques used; in most of 
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the studies, however, there is a common set of tools and techniques. Afonina and Chalupský 

(2012) showed that the number of strategic management tools and techniques is continually 

expanding. This shows the need for additional investigation of the strategy tools and 

techniques used by organizations (Jarzabkowski and Kaplan, 2015).  

Table 1: The tools investigated in a set of previous studies 

Study Study outline Sample Tools investigated 

Frost 

(2003) 

This was a 

comprehensive 

study tested the 

use of 38 tools 

in four 

countries: 

Australia, 

Hong Kong, 

Malaysia, and 

Singapore.  

Small and 

medium-sized 

companies, 

with less 

than100 

employees. In 

Western 

Australia, 

Singapore, 

Malaysia and 

Hong Kong.  

The firms 

selected were 

all assembly or 

production 

based 

Covering a 

range of 

industries. The 

number of 

employees 

ranged from 

20 to100. 

Stage 1: Current direction (where are we 

going?) 

Vision/mission, Objectives, Strategy, 

Structure  

Stage 2: Strategic audit (where are we 

now?) 

Human resources, Competitive position, 

Physical resources,  

Production/process/operations, Information 

systems, Marketing capability, 

Research/development,  

Quality considerations, Relationships with 

key stakeholders, Distribution, 

Administration  

Stage 3: Environmental analysis (external 

operating environment) 

Industry, markets, competition, customers, 

suppliers, 

other stakeholders, corporate governance  

Stage 4: Environment (macro) 

Economic, political, legal/regulatory, 

social, technological, ethical, equal 

opportunity, ecological  

Stage 5: Strategic analysis 

Developing strategic alternatives, 

developing goals, evaluating strategic 

alternatives, strategy selection  

Stage 6: Strategic implementation/control 

Developing and communicating goals, 

implementation of plans, 

monitoring/review of strategic 

performance 

Ghambi 

(2005) 

This study 

focused on the 

use of strategic 

planning tools 

and techniques 

in Saudi 

Arabia,  

72 Saudi 

organization 

Widely used technique is: 

Analysis of critical success factors,  

benchmarking, what-if analysis  

Moderate use:  

SWOT analysis, product lifecycle, stakeholder 

analysis  

Very limited use: 

PIMS, experience curve, portfolio analysis, 

value chain analysis 

Least used: 

Delphi, cognitive mapping, Porter’s five-force. 
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Study Study outline Sample Tools investigated 

Gunn and 

Williams 

(2007) 

This study tested 

the overall usage 

of 15 strategy 

tools in the UK. 

The study found 

three tools that 

were highly 

used by most of 

organizations. 

A wide range of 

149 

organizations 

both public and 

private sector, 

manufacturing 

and service and 

small, medium 

and large. 

Balanced scorecard, benchmarking, competitor 

analysis, core competences analysis, 

identification of key or critical 

success factors, industry five-forces analysis, 

lifecycle analysis, McKinsey 7 “S,” 

organizational cultural analysis, resource 

capability analysis, scenario planning, 

stakeholder analysis, stakeholder mapping, 

SWOT analysis, value chain analysis 

Elbanna 

(2007) 

This study 

reviewed and 

tested the use of 

25 strategy 

tools, found the 

most used tools, 

and suggested 

the need for 

more research 

on which tools 

are used in 

Egyptian firms, 

and how? 

MBA students 

in the Graduate 

School of 

Business of the 

Arab Academy 

for Science and 

Technology in 

Cairo, 

represents one 

hundred twenty 

of Egyptian 

organizations, in 

a variety of 

industries. 

Pro forma financial statements (e.g., cash flow, 

income statement, and budget), cost–benefit 

analysis, SWOT analysis, competitor analysis, 

competitive intelligence, portfolio analysis, 

benchmarking,  

analysis of critical success factors, gap 

analysis, product lifecycle analysis, 

spreadsheet “what-if” analysis, economic 

forecasting models, PEST analysis, 

outsourcing analysis, balanced scorecard, 

stakeholder analysis, scenario 

construction/analysis, cognitive mapping, 

strategic planning software, experience curve 

analysis,  

value chain analysis, Porter’s five-forces 

analysis, BCG matrix or General Electric 

matrix, PIMS analysis, Delphi technique 

Aldehayyat 

and 

Anchor 

(2008) 

This study 

focused on the 

awareness and 

use of strategic 

planning tools 

and techniques 

It investiga14 

strategic tool, 

and showed the 

most used tools 

in Jordanian 

organizations. 

83 Jordanian 

organizations 

registered on the 

Amman Stock 

Exchange 

(ASE),  

61.4% of the 

respondents 

represented both 

the service and 

financial 

sectors, while 

38.6% were in 

the industrial 

sector. 

Value chain analysis, experience curve 

analysis, portfolio analysis (e.g., BCG: growth 

share) strategic planning software, SWOT 

analysis, financial analysis for competitors, 

analysis of organizational culture, PEST or 

STEP analysis, scenario construction, human 

resource analysis, analysis of key (critical) 

success factors, core capability/competence 

analysis, Porter’s five-forces analysis, financial 

analysis for own business  
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Study Study outline Sample Tools investigated 

Elbanna 

(2010) 

This study 

assessed the 

extent to which 

24 strategy 

tools were used 

in the strategic 

planning 

process in 

UAE 

organizations. 

112 Sampled 

UAE 

organizations, 

divided into 

47% from the 

public sector, 

and 53 % from 

the private 

sector. 

 21% of the 

organizations 

from 

manufacturing 

sector, while 

79 percent 

were in the 

service sector.  

Pro forma financial statements, cost–

benefit analysis, SWOT analysis, 

competitor analysis, analysis of critical 

success factors, benchmarking, portfolio 

analysis, value chain analysis, economic 

forecasting models, outsourcing analysis, 

spreadsheet “what-if” analysis, gap 

analysis, PEST analysis, balanced 

scorecard, stakeholder analysis, product 

lifecycle analysis, strategic planning 

software, experience curve analysis, 

scenario construction/analysis, PIMS 

analysis, cognitive mapping, Porter’s five-

forces analysis, BCG or General Electric 

matrices, Delphi technique 

Afonina 

and 

Chalupský 

(2012) 

This study 

focused on the 

nature of 

strategic 

management 

tools, and 

investigated 

the utilization 

of 15 tools and 

techniques 

according to 

firm size in the 

Czech 

Republic.  

74 Czech 

Republic 

organization. 

SWOT analysis, customer satisfaction 

analysis, price analysis, analysis of views 

and employee attitudes, cost–benefit 

analysis, analysis of customer complaints, 

analysis of customers’ opinions and 

attitudes, Porter’s five-forces analysis, 

PEST analysis, level of service analysis, 

market segmentation based on customer 

needs and wishes, 

market share analysis, customer 

profitability analysis, 

benchmarking, analysis of customer 

defection 

Rigby and 

Bilodeau 

(2013) 

 

This study 

investigated 

the utilization 

of 25 

management 

tools, and 

revealed that 

the utilization 

of strategic 

management 

tools and 

techniques is 

very important 

for 

organizational 

process.  

1,208 global 

executives. 

interviewed 

for Bain & 

Company’s 

14th 

Management 

Tools and 

Trends survey. 

 

Balanced scorecard, benchmarking, big 

data analytics, business process 

reengineering, change management 

programs, complexity reduction, core 

competencies, 

customer relationship management, 

customer segmentation, decision rights 

tools, downsizing, employee engagement 

surveys, mergers and acquisitions, mission 

and vision statements, open innovation, 

outsourcing, price optimization models, 

satisfaction and loyalty management, 

scenario and contingency planning, social 

media programs, strategic alliances, 

strategic planning, supply chain 

management, total quality management, 

zero-based budgeting 
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Study Study outline Sample Tools investigated 

Elbanna 

(2013) 

This study 

focused on the 

processes and 

impacts of 

strategic 

management, 

and surveyed 

the use of 12 

tools and 

techniques in 

UAE public 

sector 

organizations. 

67 federal (43 

percent) and 

local 

organizations 

(57 percent) in 

Abu Dhabi (59 

percent) and 

Dubai (41 

percent). 

 

SWOT analysis, benchmarking, 

stakeholder analysis, balanced scorecard, 

gap analysis, PEST (or PESTEL) analysis, 

EFQM excellence model, strategic 

planning software, scenario planning, 

value chain analysis, McKinsey 7 “S,”  

Porter’s five-forces analysis 

Tassabehji 

and 

Isherwood 

(2014) 

This study 

investigated 12 

of the most 

widely known 

strategy tools 

(taken from 

strategic 

management 

textbooks)  

458 

respondents 

from 47 

different 

countries. 73% 

were from 

Europe, 15% 

from North 

America, and 

the remaining 

12% from the 

rest of the 

world.  

SWOT analysis, PEST (or PESTEL) 

analysis, Ansoff matrix, Porter’s five-

forces analysis, game theory tool, scenario 

planning, value chain analysis, mission and 

vision statements, the cultural web, 

strategic clock, BCG matrix, financial 

forecasting     

 

Gunn and Williams (2007) presented three main reasons for analyzing and understanding 

strategy tools: (1) to explore the motivations of managers when using strategic tools, (2) to 

determine the factors behind the application of tools, and (3) to help academics and 

practitioners move toward more humanistic and practice-based approaches regarding the use 

of strategy tools and techniques. Furthermore, field studies have shown that tools and 

techniques perform a number of significant tasks. For example, Aldehayyat and Anchor 

(2008) showed that tools assist decision-makers in transforming valuable data into decisions 

and actions; in addition, tools help to “increase awareness, reduce the risk involved in making 

certain decisions, establish priorities in large complex companies, and provide a framework 

for evaluating the relative importance of different business portfolios.”(P.282). Clark (1997) 

argued that the role of strategic tools includes providing a structure for analysis, 

communication, and coordination in decision-making situations; he also stressed the role of 

strategy tools in the promotion of strategic thinking in organizations. Frost (2003) stated that 

strategy tools and techniques have a specific role in the process of generating information, 

providing an analysis structure, and encouraging the communication of ideas. This means that 

the use of tools in decision-making can play a role in supporting the suitability of strategic 

decisions (Gunn and Williams, 2007). 

Many researchers have focused on the determinants of selecting a specific tool or technique in 

the strategic decision-making process (Elbanna, 2007, 2010, 2013; Rigby and Bilodeau, 2013; 

Tassabehji and Isherwood, 2014; Prescott and Grant, 1988; Afonina and Chalupský, 2012). 
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According to these researchers, a set of determinants for choosing a particular tool can be 

summarized as follows: 

‐ Advantages and limitations of each available tool. 

‐ Prerequisites for conducting an analysis with a given tool or technique. 

‐ Time and financial resources required to implement the technique. 

‐ Managerial skills (technical, interpersonal, conceptual, diagnostic, and analytic). 

‐ Availability of required information and information sources. 

‐ Appropriateness, accuracy, and constraints. 

A study of Egyptian organizations by Elbanna (2007) showed that the most commonly used 

tools were: pro forma financial statements, cost–benefit analysis, SWOT (Strengths, 

Weakness, Opportunities, and Threats) analysis, competitor analysis, portfolio analysis, 

benchmarking, analysis of critical success factors, gap analysis, and product lifecycle 

analysis. In addition, he classified the tools into two groups: high-ranked and low-ranked. The 

high-ranked tools include those that focus on analyzing both internal and external factors, 

while the low-ranked tools include the experience curve analysis, value chain analysis, the 

Boston consulting group (BCG) matrix, Porter’s five-forces analysis, and PEST (Political, 

Economic, Social, and Technological) analysis. In a study of the awareness and use of 

strategic planning tools and techniques, Aldehayyat and Anchor (2008) found that the tools 

and techniques used most by Jordanian public organizations are: financial analysis, PEST or 

STEP analysis, Porter’s five-forces analysis, and analysis of critical success factors. In 

addition, the use of tools was greater in larger organizations, although the age of the company 

did not affect the use of strategy tools. They concluded that there is a gap between managers’ 

awareness of the tools and techniques, and the tools that they actually use. 

Strategy tools and techniques have other significant benefits when used in the strategic 

decision-making process. Some of the benefits discussed by Afonina and Chalupský (2012) 

include the fact that the tools: 

‐ Provide diversity by creating points of view, claim to solve practical problems, solve a 

broad range of strategic issues, and are designed for executives to make decisions, analyze 

environments, understand relations, make predictions, and find solutions to management 

problems (Stenfors et al., 2004). 

‐ Provide a framework for evaluating the relative importance of different business      

portfolios (Aldehayyat and Anchor, 2008). 

‐ Support individual and group communication (Hussey, 1997; Stenfors et al., 2004; 

Aldehayyat and Anchor, 2008). 

‐ Present information in different ways (Hussey, 1997). 

‐ Reduce lengthy narrative plans to one or two diagrams (Hussey, 1997; Afonina and 

Chalupský, 2012). 

‐ Help increase awareness and reduce the risk involved in making specific decisions (Frost, 

2003; Aldehayyat and Anchor, 2008). 

‐ Establish priorities for large companies (Aldehayyat and Anchor, 2008). 

Research design  

Research in strategy tools has focused on investigating which tools are in use; however, little 

attention has been paid to how tools are selected and implemented (Jarzabkowski and Kaplan, 

2015; Spee and Jarzabkowski, 2009; Gunn and Williams 2007; Grant, 2003; Clark, 1997). 

Tassabehji and Isherwood (2014) showed the need for further research on the strategic tools 

that should be used for communication, validation, and generation of innovative strategies. 

Afonina and Chalupský (2012) focused on the necessity of better understanding tools and 

techniques.  
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In Egypt and the Middle East, little research has investigated strategy tools, despite recent 

research efforts on the practice of strategic planning (Elbanna, 2007; Aldehayyat and Anchor, 

2008; Elbanna, 2010). Hence, there is a need to investigate the use of strategy tools in this 

region. 

According to the theoretical refinement concept presented by Edwards (2010), there is a need 

to extend the theoretical progress through the enhancement of theories. Thus, using a cross 

sectional database and descriptive and correlational analysis, this research will test a set of 

hypotheses based on the theoretical perspective presented by previous research on strategic 

management, decision theory, and strategic decision-making. 

Research question and objectives 

Successful strategic decision-making requires skilled decision-makers, quality of information, 

and the correct tools. Nooraie (2008) noted that empirical studies related to the factors that 

affect the strategic decision process are either limited or have shown contradictory results. 

Research in this area remains important in the field of organizational theories and 

management. On the other hand, Elbanna (2007), in his study of strategy tools in Egyptian 

firms, stressed the need for a wider understanding of the available tools and their use in 

providing a better understanding of strategy development. 

Building on the previous review, the research question can be presented as: To what extent do 

strategic decision-makers characteristics affect the selection of strategy tools?  

The current study will contribute to a better understanding of the process of selecting and 

implementing strategic decision-making tools, and provide an empirical test for a set of 

hypotheses depending on the research stream in strategic management tools and the strategic 

decision-making process. This research seeks to achieve two main objectives: the first is to 

highlight the decision maker characteristics affecting the tool selection process, and the 

second is to investigate the tools that are used by the sampled organizations in Egypt. 

Achieving these two objectives will generate a better understanding of the determinants of 

strategy tools’ selection and implementation. At the same time, this study is expected to 

contribute to the generalization of previous findings related to which tools and techniques are 

commonly used, and why.  

Research model 

This research tests the decision maker characteristics that affect the selection and use of 

strategic decision-making tools; these characteristics may be categorized as follows: (1) 

demographic factors (age, education, gender, experience, level), and awareness of tools, as 

shown in Figure (1).  

 

 

 

 

 

 

 

 

 

 

 

 

Strategic decision-maker  
(Age, education, experience) 

Tools 
Selection and 

implementation  

 Strategic decision-maker 
awareness of tools  

Figure 1:  Research conceptual model: strategic tools selection and implementation. 
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Research hypotheses 

Strategic decision-maker characteristics and strategy tool selection  

Jarzabkowski and Kaplan (2015) stated that not all the actors in decision-making are the same 

and “ it seems natural that these different actors might choose different tools and use them 

differently because of their diverse sources of power, varied levels of expertise and the broad 

range of outcomes at stake.”(P.552). Furthermore, decision-makers may use the same tool in 

different ways, and to satisfy various purposes (Spee and Jarzabkowski, 2009). However, 

Tassabehji and Isherwood (2014) stated that no proof has been found regarding the 

relationship between a decision-maker’s education and their use of strategic tools. 

In addition, the level of a decision-maker (position in the hierarchy) is expected to affect their 

strategy tool section. Different tools require different data and information, and the authority 

to collect specific data could be easier and faster for high-level decision-makers. Decision-

makers have more or less freedom to select a tool depending on their position in the hierarchy. 

Jarzabkowski et al. (2013) found that senior managers use more strategy tools than lower-

level managers. Stenfors et al. (2007) referred to Haspeslagh who showed that higher CEO 

commitment was associated with successful adoption of portfolio planning tools, and that 

middle managers usually get signals from CEO support using particular strategic decision-

making tools. 

Previous research related to decision-makers’ demographic characteristics has shown a small 

contradiction in relation to strategy tools, which suggests that decision-makers’ demographic 

characteristics play a clear role in their selection of strategy tools and techniques (Elbanna, 

2007; Jarzabkowski and Kaplan, 2015), but what has not been tested is which of these 

demographic characteristics is more important; i.e., demographic characteristics may have a 

considerable effect on the process of  tools selection, and this effect may differ according to 

the decision situation. Accordingly, the first hypothesis is expressed as follows: 

H1: The characteristics of strategic decision-makers vary in their effect on the selection of 

specific strategy tools. 

Many researchers (Clark, 1997; Stenfors et al., 2004; Spee and Jarzabkowski, 2009; Afonina 

and Chalupský, 2012; Jarzabkowski and Kaplan, 2015) have stated that decision-makers 

prefer tools that are obvious, well known, and simple to use, and require less training; tools 

that require a significant mathematical and economic background are less preferred by 

decision-makers. In addition, investment in new tools is usually difficult, especially when the 

current tools are capable of achieving the decision-maker’s purpose. Familiarity also plays a 

role in the selection of a particular tool; however, quantitative tools—which may require a 

mathematics background—may be used more by decision-makers because numbers are more 

expressive, and accurate. 

 On the other hand, Elbanna’s (2010) research did not support the relationship between the 

ease of application and the type of tool used. However, Tassabehji and Isherwood (2014) 

showed that decision-makers frequently use the traditional structuralist strategy tools.  

There is a need to investigate the extent to which decision-maker preference affects the 

selection of a tool; the second hypothesis is expressed as follows: 

H2: Decision-makers prefer tools that are simple and easy to apply. 

According to Jarzabkowski and Kaplan (2015), awareness of strategy tools and techniques is 

one of the main factors that determines the selection of tools. It is assumed that the managers 

involved in strategic decision-making are aware of most strategy tools and techniques, but this 

may not be true; even in cases where this is true, the decision-makers do not always use all the 

tools (Elbanna and Younies, 2008). 
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 Likewise, Aldehayyat and Anchor (2008) concluded that there is a gap between managers’ 

awareness of strategy tools and their use of them. Elbanna (2010) supported the argument that 

strategic decision-makers’ lack of awareness of the relevant tools leads them to use such tools 

less frequently. For organizations that depend on external consultants, the selection of tools 

becomes the responsibility of a consultant, and the awareness of the decision-maker in this 

case may not affect the selection of tools. In this context, the third hypothesis is expressed as 

follows: 

H3: Awareness of strategy tools affects the selection of strategy tools. 

Data and measurements 

Surveys and interviews are useful methods for collecting research data. After analyzing 

various research methodologies, Nooraie (2008) found that the field survey is the most 

suitable choice for studying strategic decision-making; furthermore, because of the scarcity or 

absence of reports about decision-making in Egypt, Elbanna and Younies (2008) used 

questionnaires and interviews to collect research data; they referred to a set of studies that 

support the use of surveys and interviews. 

In the current research, surveys and interviews are employed to collect field data and 

information needed to measure the variables under study. The survey was developed using the 

measures presented and used by Elbanna and Younies (2008) and Nooraie (2008), in addition 

to some new measures developed for the additional variables. 

The survey was reviewed and tested via a pilot study involving 20 companies before final use. 

We used interviews to collect the data. The meetings began with a briefing about the research 

objective and context, and an explanation of the strategy tools. 

Strategy tools under study 

As discussed above, it is difficult to determine the actual number of strategy tools that can be 

used by managers; as a result, the research investigates the most widely known strategy tools 

(Tassabehji and Isherwood, 2014). To develop a structure for the determination and 

assessment of tool usage, Clark (1997) categorized strategic tools according to a three-phase 

strategic management process: situation assessment, strategic analysis, and strategic 

implementation; however, Elbanna (2007) stated that strategy tools may also be used for 

issues that extend beyond this three-phase categorization. What is important is why the 

company uses a particular strategy tool; i.e., the objective of selecting and using tools. 

Building on this, the current research investigates 35 tools, and groups them, according to 

objective of use, into the following three categories: (1) 17 tools to support internal situation 

analysis, (2) nine tools to support external situation analysis (competitive analysis, market 

evaluation, and category), and (3) nine tools to support development of strategy. 

Participants were asked to what extent their organizations used the various strategy tools and 

techniques, and to indicate the extent of their use in strategic decision-making based on a 

scoring system of 1 = not at all, to 5 = to a very great extent. 
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Table 2: Categories of strategy tools under study 

First Category  Second Category  Third Category  

Tools to support internal situation 

analysis  

Tools to support external 

situation analysis (competitive  

analysis, market evaluation) 

Development of 

strategy  

Analysis of critical success factors  Ansoff matrix Cognitive mapping  

Analysis of organizational culture BCG  Delphi technique  

Balanced scorecard         Competitor analysis         Game theory                              

Benchmarking   Economic forecasting models         PIMS analysis   

Core capability (competence analysis) Financial analysis for 

competitors 

Scenario construction 

(analysis and planning) 

Cost–benefit analysis    General Electric matrix Spreadsheet “what-if”  

analysis  

Experience curve analysis   PEST analysis           Stakeholder analysis       

Financial analysis for own business Porter’s five-forces analysis Strategic planning 

software  

Financial forecasting                      Strategic clock      SWOT analysis 

Gap analysis                                  

McKinsey 7 “S” 

Portfolio analysis         

Pro forma financial statements (e.g., cash 

flow, income statement and budget) 

Product lifecycle analysis  

Resource capability analysis 

The cultural web 

Value chain analysis      

 

Sample and data  

The research sample included hundred active Egyptian companies in the Egyptian Stock 

Exchange (EGX). The data collection process continued for three months, from February to 

April 2016, and a total of 89 companies’ data were collected, providing a response rate of 89 

percent of the sample size. This high response rate achieved upon using networking, direct 

and prescheduled interviews, and support team from Central Agency for Public Mobilization 

and Statistics (CAPMAS). 

The researcher used one questionnaire for each company, and the respondent in each 

company was a member of the strategic planning team (CEO, planning manager, head of 

finance, or head of planning unit). According to the research data analysis, we can describe 

the participants as follows: 

Job level: Top management level respondents (CEO, head of finance, head of planning, or 

board member) represented 61.80 percent of the total respondents, while the middle-level 

respondents (HR manager, planning or control manager) represented 38.20 percent. The 

majority of the respondents were at the top management level, and participated heavily in 

strategic decision-making. [Please, insert table 3-1 about here] 

Age: Respondents’ ages ranged from 24 to 65 years, with a mean of 47.03 years.  

Education: The majority of participants, 67.4 percent, were university graduates; 18 percent 

had a high school diploma; 6.7 percent held an MBA; 5.6 percent had an MSc; and 2.2 

percent held a DBA. [Please, insert table 3-2 about here] 

Experience (in general): ranged from four to 50 years, with a mean of 22.37 years. 

Experience (in strategic planning): ranged from one to 25 years, with a mean of 9.20 years. 

Gender: Men represented 89.89 percent of respondents; women represented 10.11 percent. 

[Please, insert table 3-3 about here] 
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Table 3: Respondent’s characteristics  

Managerial level of respondents Frequency Percent 

Top management 55 61.8 

Middle or functional 34 38.2 

Education level of respondents Frequency Percent 

Graduate (University level) 60 67.4 

High diploma 16 18.0 

MBA 6 6.7 

MSc 5 5.6 

DBA 2 2.2 

Gender of respondents Frequency Percent 

Male 80 89.9 

Female 9 10.1 

 

According to the analysis, we can describe the 89 companies under study as follows: 

Type of industry: The sample represents eight types of industries, as shown in Table 4. 

Table 4: Categorizing the sample companies according to the type of industry   

Industry type Frequency Percent 

1. Real estate 17 19.1 

2. Banks and financial services 16 18.0 

3. Miscellaneous 14 15.7 

4. Food and beverage industry 11 12.4 

5. Construction and materials 9 10.1 

6. Services, industrial products, and 

cars 
9 10.1 

7. Tourism and leisure 7 7.9 

8. Personal and household products 6 6.7 

Total 89 100.0 

 

Results and discussion  

The analysis focused on determining the tools used in the firms under study, and the effect of 

decision-maker characteristics on the selection of tools and techniques. The statistical analysis 

starts by reviewing the collected data, testing the reliability and validly using Chronbach’s 

alpha, and Kruskal–Wallis test, factor analysis, the next section will present the results of 

testing the relationships between the study variables. 

Using tools in strategic decision-making 

First category: Tools to support internal situation analysis 

The results show that use of the 17 tools ranged from never to a very high extent of use, as 

shown in Table 5. 
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Table 5: Usage level index for first-category tools in the firms investigated  

Tools Index Usage level 

Financial analysis for own business 85.62 High  

Cost–benefit analysis 81.35 High 

Pro forma financial statements 77.30 High 

Financial forecasting 75.28 High 

Portfolio analysis 71.01 High 

Analysis of critical success factors 67.42 High 

Core capability (competence analysis) 63.37 Moderate 

Analysis of organizational culture 62.70 Moderate 

Benchmarking 61.80 Moderate 

Resource capability analysis 60.90 Moderate 

Experience curve analysis 56.63 Moderate 

Product lifecycle analysis 54.61 Moderate 

Balanced scorecard 52.36 Low  

The cultural web 51.91 Low 

Value chain analysis 50.56 Low 

Gap analysis 49.89 Low  

McKinsey 7 “S” 33.03 Never  

Overall mean index 62.10 Moderate 

 

According to Table 5, only one tool (McKinsey 7 “S”) had been never used by the companies 

under study; five of the six most frequently used tools focused on financial analysis, and the 

six moderately used tools focused on other aspects of the internal environment. The overall 

index of the use of first category tools was 62.10 percent. This means that the organizations 

under study used tools that support internal situation analysis in strategic decision-making to a 

moderate degree. 

Second category: Tools to support external situation analysis (competitive analysis, and 

market evaluation) 

The results show that use of the nine tools ranged from never to a very high extent of use, as 

shown in Table 6. 

Table 6: Usage level index for second-category tools in the firms investigated  

Tools Index Usage level 

Competitor analysis 77.08 High  

Financial analysis for competitors 70.34 High 

Ansoff matrix 57.53 Moderate 

Economic forecasting models 53.03 Low  

PEST 52.81 Low 

Porter’s five-forces analysis 38.88 Never  

Strategic clock 35.73 Never 

General Electric matrix 34.83 Never 

BCG 34.38 Never 

Overall mean index 50.51 Low 

As shown in Table 6, the two tools used most frequently focused on competitor analysis, and 

four of the tools have never been used by the companies under study. The overall index of the 

use of second category tools was 50.51 percent. This means that the organizations under study 
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used tools that support external situation analysis, competitive analysis, and market evaluation 

in strategic-decision making to a limited degree. 

Third category:  Strategy development tools 

The results in Table 7 show that use of the nine tools ranged from 38.43 percent to 63.15 

percent; none of these tools was highly used, four were moderately used, four had a low-level 

of use, and one (Delphi technique) was never used by the companies under study. The overall 

index of the use of third-category tools was 52.28 percent. This means that the organizations 

under study used tools that support strategy development to a limited degree.  

Table 7: Usage level index for third-category tools in the firms investigated  

Tools Index Usage level 

Strategic planning software 63.15 Moderate 

PIMS analysis 61.80 Moderate 

Stakeholder analysis 54.83 Moderate 

SWOT analysis 54.61 Moderate 

Spreadsheet “what-if” analysis 53.03 Low 

Cognitive mapping 52.13 Low 

Scenario construction (analysis and planning) 51.91 Low 

Game theory 40.67 Low 

Delphi technique 38.43 Never 

Overall mean index 52.28 Low 

Overall evaluation of use of the 35 strategy tools in the organizations under study 

As shown in Table 8, the 35 strategy tools investigated can be categorized into four levels of 

use, as follows: 

Level one—tools that had never been used by the firms under study. This group includes 

McKinsey 7 “S,”  BCG matrix, General Electric matrix, strategic clock, Delphi technique, and 

Porter’s five-forces analysis. 

Level two—tools used at a low level. This group includes game theory, gap analysis, value 

chain analysis, the cultural web, scenario construction (analysis and planning), cognitive 

mapping, balanced scorecard, PEST, economic forecasting models, and spreadsheet “what-if” 

analysis. 

Level three—tools used at a moderate level. This group includes product lifecycle analysis, 

SWOT, stakeholder analysis, experience curve analysis, Ansoff matrix, resource capability 

analysis, benchmarking, profit impact of market strategy (PIMS) analysis, analysis of 

organizational culture, strategic planning software, and core capability (competence analysis). 

Level four—tools used at a high level. This group includes analysis of critical success factors, 

financial analysis for competitors, portfolio analysis, financial forecasting, competitor 

analysis, pro forma financial statements, cost–benefit analysis, and financial analysis for own 

business. 
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Table 8: Usage level index for strategy tools 

Tools Index Usage level 

McKinsey 7 “S” 33.03 Never  

BCG 34.38 Never 

General Electric matrix 34.83 Never 

Strategic clock 35.73 Never 

Delphi technique 38.43 Never 

Porter’s five-forces analysis 38.88 Never  

Game theory 40.67 Low 

Gap analysis 49.89 Low  

Value chain analysis 50.56 Low 

The cultural web 51.91 Low 

Scenario construction (analysis and planning) 51.91 Low 

Cognitive mapping 52.13 Low 

Balanced scorecard 52.36 Low  

PEST 52.81 Low 

Economic forecasting models 53.03 Low  

Spreadsheet “what-if” analysis 53.03 Low 

Product lifecycle analysis 54.61 Moderate 

SWOT analysis 54.61 Moderate 

Stakeholder analysis 54.83 Moderate 

Experience curve analysis 56.63 Moderate 

Ansoff matrix 57.53 Moderate 

Resource capability analysis 60.90 Moderate 

Benchmarking 61.80 Moderate 

PIMS analysis 61.80 Moderate 

Analysis of organizational culture 62.70 Moderate 

Strategic planning software 63.15 Moderate 

Core capability (competence analysis) 63.37 Moderate 

Analysis of critical success factors 67.42 High 

Financial analysis for competitors 70.34 High 

Portfolio analysis 71.01 High 

Financial forecasting 75.28 High 

Competitor analysis 77.08 High  

Pro forma financial statements 77.30 High 

Cost–benefit analysis 81.35 High 

Financial analysis for own business 85.62 High  

 

The above results show the variety of strategy tools used by the companies under study. Six of 

the 35 tools had never been used by the Egyptian companies under study, and this may be due 

to the nature, complexity, and shortage of experience in implementing these tools. The other 

29 tools ranged among low, moderate, and high levels of use.  

With respect to the criteria of selecting tools, Table 9 shows that familiarity with the tool is 

the most used criterion for the first and second categories, while fitness of problem is the 

primary criterion for the third category; this may explain the high use of tools in the first two 

categories, and the very low use of tools in the third category.     

 



International Conference on Business (CUCBS) Roadmaps for Sustainable Business  
23-24 April 2017 

16 
 

Table 9: Use of criteria (%) for selecting and using tools in the three categories  

Selection criteria First category Second category Third category 

1. Fit to the problem 64.09 51.15 56.18 

2. Known or familiar 64.40 53.69 50.75 

3. Cost 62.20 50.97 52.69 

4. Ease of application 58.31 47.25 43.77 

5. Ease of understanding 59.61 43.41 49.63 

The current results support Elbanna’s (2007) findings related to five of the nine high-ranked 

tools (pro forma financial statements, cost–benefit analysis, portfolio analysis, competitor 

analysis, and analysis of critical success factors). Three of Elbanna’s high-ranked tools show 

moderate use (benchmarking, SWOT analysis, and product lifecycle analysis); this may be 

due to changes in the economic conditions in Egypt, increase the focus on short-term issues 

more than the long term ones, or differences between the two research samples. 

These results differ from those of Aldehayyat and Anchor (2008), who concluded that 

Jordanian companies showed relatively less focus on the use of internal analysis techniques 

(core capability/competence analysis, human resource analysis, value chain analysis), but 

support their results related to the limited use of portfolio analysis, strategic planning 

software, and experience curve analysis.  

The current results are also partially consistent with Elbanna’s (2010) study of United Arab 

Emirates (UAE ) organizations in relation to two of the three most used tools (pro forma 

financial statements and cost–benefit analysis), but contrast with SWOT analysis, as it is 

mostly used by UAE organizations, and used moderately by Egyptian companies. This may 

be due to the rate of change in the environment. The other tested tools by Elbanna, showed 

different results. For example, some of tools that were used extensively in the UAE had never 

been used by Egyptian companies (value chain analysis, what-if, gap analysis, balanced 

scorecard), and most of the tools UAE companies used at a low level had never been used by 

Egyptian companies (product lifecycle, cognitive mapping, Porter’s five-forces analysis). 

These results reflect the variation of tools usage objectives among organizations in the two 

countries. 

The findings of the present analysis are also partially consistent with Ghamdi’s (2005) study, 

which investigated the use of strategic planning tools and techniques in Saudi Arabia. The 

moderately used tools are the same, but for widely used three techniques in Saudi Arabia, 

only the analysis of critical success factors had a high level of use; the other two are 

categorized as moderate (benchmarking) and low (what-if analysis) in the current study. 

Strategic decision-maker characteristics  

The Kruskal–Wallis test results shown in Table 10 show that only two characteristics of 

decision-maker had a significant effect on the use of first category tools: experience in 

strategic planning (Kruskal–Wallis 0.092, confidence more than 90%), and gender (Kruskal–

Wallis 0.070, confidence more than 90%). 

 

 

 

 

 

 



International Conference on Business (CUCBS) Roadmaps for Sustainable Business  
23-24 April 2017 

17 
 

Table 10: Kruskal–Wallis test for decision-maker characteristics and tool categories    

Decision-maker characteristics 
First 

category 

Second 

category 

Third 

category 

Job level 0.800 0.787 0.633 

Age 0.360 0.457 0.439 

Education 0.915 0.617 0.716 

Experience 0.181 0.484 0.383 

Experience in strategic planning 0.092 0.228 0.166 

Gender  0.070 0.160 0.421 

The above results show that, the investigated decision-maker characteristics do not affect the 

selection of strategic decision-making tools, except experience in strategic planning and 

gender; this supports H1, which focused on the variation of decision-maker characteristics 

effect on the selection of specific strategy tools. This also supports Tassabehji and Isherwood 

(2014), who stated that no link has been found between decision-maker education and use of 

strategic tools.  

The results in Table 10 support the importance of decision-maker experience in strategic 

planning because it effects on the tool selection; i.e., experience determines the tool to be used 

in a specific decision situation; this is supported by the data in Table 11, which shows the 

order of the four approaches to selecting and implementing strategy tools, in which the 

experience of the strategic planning team comes first. 

Table 11:  How do you apply strategy tools and techniques? 

  Using… Frequency Percent Order 

Experience of strategic planning team  56 40.88 1 

Computer software 44 32.12 2 

External expert 23 16.79 3 

Attending training sessions    14 10.22 4 

Investigating the relative importance of the criteria for tool selection, Table 12 shows that the 

first factor is the extent to which the selected tool fit with the decision problem, and the last 

two factors are the ease of application and understanding. Accordingly, H2, regarding 

strategic decision-makers’ preference to select simple and easily applied tools, is not 

supported. 

Table 12: Frequency distributions of tool selection criteria   

Variable Frequency Percent Order 

1. Fit to the problem 57 36.31 First 

2. Known or familiar 31 19.75 Second 

3. Cost 31 19.75 Second 

4. Ease of application 23 14.65 Third 

5. Ease of understanding 15 9.55 Fourth 

Total 157 100.00  

Awareness of tools  

As shown in Table 13, there was a moderate level of awareness about the overall tools in the 

three categories, but what about the awareness level for the individual tools in each group? 

This has been analyzed as follows: 

First category: Tools to support internal situation analysis. Reliability of measure: 
According to Cronbach’s alpha, there is a high level of reliability (Alpha = 0.9070). The level 
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of awareness of the 17 tools ranged from high (six out of 17) to moderate (10 out of 17), 

while the McKinsey 7 “S” model was unknown. 

Second category: Tools to support external situation analysis.  Reliability of measure: 

According to Cronbach’s alpha, there is a high level of reliability (Alpha = 0.7946). The level 

of awareness of the 9 tools in this category ranged from high (two out of nine) to moderate 

(three out of nine), while four out of the nine were unknown. 

Third Category: strategy development tools. Reliability of measure: According to 

Cronbach’s alpha, there is a high level of reliability (Alpha= 0.8728). The level of awareness 

of the nine tools in this category was moderate (seven out of nine), and two out of the nine 

were unknown. 

Table 13: Awareness level of the three strategy tool categories 

Category Awareness  index Level 

First 72.24 Moderate 

Second 64.25 Moderate 

Third 64.17 Moderate 

Levels of awareness and use of tools 

As shown in Tables 14, the level of awareness varied across the three categories.  

Table 14: Tools awareness in the different tools categories 

Awareness of : N 
CV 

coefficient 
of variation 

Mean 
Std. 

Deviation 

Category (1): Actual Tools to support internal 

situation analysis 
89 21.79 2.1672 .47233 

Category (2): Actual Tools to support External 

situation analysis " Competitive analysis, Market 

evaluation " 

89 23.15 1.9251 .44563 

Category (3) Actual Tools to development of strategy 89 28.20 1.9276 .54358 

The overall awareness level of strategy tools in 

companies under study (To what extant you are aware 

of the following tools). 

89 22.08 2.0433 .45114 

Several authors have discussed the relationship between the awareness and use of tools 

(Jarzabkowski and Kaplan, 2015; Elbanna and Younies. 2008; Aldehayyat and Anchor, 

2008), but there is no consensus regarding this relationship. This research investigates this 

relationship using Pearson correlation between awareness and actual use of tools. According 

to Table 15, there is a highly significant positive correlation between the two variables in all 

categories, which means that as the awareness level about a specific tool increases, use of the 

tool increases.  

Table 15: Pearson correlation between the awareness and actual use of tools (N=89) 

Actual use/awareness First category Second category Third category 

First category 
Pearson correlation 0.819** 0.689** 0.681** 

Sig. (2-tailed) 0.000 0.000 0.000 

Second 

category 

Pearson correlation 0.667** 0.700** 0.573** 

Sig. (2-tailed) 0.000 0.000 0.000 

Third 

category 

Pearson correlation 0.737** 0.608** 0.803** 

Sig. (2-tailed) 0.000 0.000 0.000 

** Correlation is significant at the 0.01 level (2-tailed) 



International Conference on Business (CUCBS) Roadmaps for Sustainable Business  
23-24 April 2017 

19 
 

 

The above result can explain why familiar tools are highly used, and supports H3, which 

focuses on the effect of awareness of different strategic decision-making tools on the selection 

of these tools; i.e., the tools that are associated with the highest awareness are the ones most 

frequently selected and used. 

Conclusion  

This paper has analyzed the nature of strategic decision-making tools and techniques in 

practice, providing relevant information about existing studies that have investigated the 

utilization, awareness and factors that affect the selection and implementation of tools. 

The data from the field study (of 89 companies) reflect the strategic decision-making tools 

and techniques used in Egypt, and the main factors that determine the selection and 

implementation of different tools. The 35 most well-known tools and techniques were 

classified into three categories according to objective of use. By testing the use and awareness 

of the three categories, the research offers the following conclusions: 

‐ The organizations under study were using tools that support internal situation analysis in 

strategic decision-making to a moderate degree, while using tools that support external 

situation analysis and strategy development tools to a low or limited degree. 

‐ The analysis of the overall use of the 35 tools investigated shows that six of the 35 tools 

had never been used by the Egyptian companies under study, and the level of use for the 

other 29 tools was either low (10), moderate (11), or high (eight).  

‐ Furthermore, the paper provides new evidence related to the decision maker 

characteristics that affect the selection and implementation of strategic decision-making 

tools and techniques. It also adds to previous studies that have focused on analyzing the 

role of tools in strategic decision-making.  

Limitations and future research 

Although the findings of this research have some generalizability, they do have two 

limitations back to the research design:  

‐ This research is descriptive, and the approach used is the survey method. 

‐ Single respondents, rather than multiple respondents, participated in the survey. 

Future research should consider the above limitations. The current research raises some 

significant points for future research, such as: 

‐ Why strategic decision-makers use tools, and how this can increase the level of decision 

rationality. 

‐ What other variables effect on strategy tools selection and implementation. 

‐ The role of business schools in adapting and implementing strategic decision-making tools 

for organizations. 

‐ How the effective use of strategic decision-making tools can affect an organization’s 

performance. 

Addressing these points will enhance knowledge, and support the development of theory and 

strategic management science. 
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