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Abstract

As a third of all directors in South Africa are chartered accountants (CAs), this research examined the
strategising practices of CA strategists in the mining industry. Drawing on the strategy-as-practice perspective,
the research aimed to answer questions pertaining to which strategy tools CA strategists use, and how their
accounting background informs their decisions on which tools to use and how to use them.

Empirical data were produced through semi-structured individual interviews with CA strategists selected through
purposive and snowball sampling. Data were analysed through conversation analysis using thematic coding.

Findings portray CA strategists as craftspeople who adapt and interpret strategy tools from an accounting
perspective to serve the requirements of the situation they face. The research confirmed wide use of accounting
tools in strategising. The research found that the model of strategising, albeit deliberate or emergent, as well as
the educational background of the strategist, affects deciding which strategy tools are used and how they are
used. Specifically, findings indicated that mostly analytical tools are used during planning and deliberate
strategising whereas people and project-oriented tools are used during implementation. Understanding how
strategy is done in the South African mining industry, offers insight into the social practice of strategy.
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1. INTRODUCTION

Approximately a third of chief executive officers of the Johannesburg Stock Exchange’s
(JSE’s) top 194 companies are chartered accountants (CAs), while as many as three
quarters of the chief financial officers of those companies are CAs. In addition, a third of all
directors in South African companies are CAs (SAICA 2011:Internet). By implication, a
significant number of top management teams of South African organisations comprise
members with a specific financial and accounting background grounded in a dedicated
academic programme.

The relationship between accounting and strategy has been researched for many years,
ranging from accounting initially serving a supporting role to strategic management to
accountants becoming strategic managers actively involved in strategising (Arnaud, Mills,
Legrand & Maton 2016:52-53; Skaerbaek & Tryggestad 2010:120). According to the South
African Institute for Chartered Accountants (SAICA 2011:Internet), only 11% of these
directors hold master's degrees in business administration (MBAs). As business strategy
does generally not form part of CAs’ training, one can argue that a large portion of
management teams of South African organisations is not necessarily trained as strategists,
which warrants further investigation. In the context of our research, we commenced the
investigation with a broad question in mind: how do these members of management teams,

referred to as CA strategists, actually strategise?

The strategy-as-practice perspective offers a useful lens with which to investigate the
practices of CA strategists. The practice approach to strategy is seen as a necessary
corrective to researching the nitty-gritty details of strategising, directing attention to the
organisational micro-processes. The strategy-as-practice perspective purports that strategy
is not seen as something that an organisation has, but rather as something that
organisations and its members do. Strategising is the ongoing interplay between strategy
practitioners and strategy practices in shaping strategy over time (Arnaud et al. 2016:38;
Jarzabkowski & Kaplan 2015:537). Strategy tools are an inherent part of the strategising
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process and are often placed at the centre of strategising — enabling strategising
(Jarzabkowski & Kaplan 2015:538; Rigby & Bilodeau 2015:3,10).

At the start, in order to understand how CA strategists do strategy, it is necessary to identify
which tools they use. Moreover, do the model of strategising and the educational
background of the strategist have an influence on deciding which strategy tools are used and
how they are used? Do strategists base their decisions on known strategic frameworks and
tools, or do they work according to their accounting perspectives? Ultimately, does their
accounting background inform their decision on which tools to use, and how to use it? This
article reports on research that aimed to answer these questions.

We argue in support of the views of Jarzabkowski and Kaplan (2015:549) that it is important
for strategists to clarify the definitions and functions of strategy tools in order to facilitate the
use thereof and to ensure that these are well matched with organisational needs. It is
therefore important to know how CA strategists use strategy tools, because this will signify
their motivations and reasoning behind using certain tools. This knowledge may shed light
on the processes followed in the application of tools, which will assist in understanding the
use of strategy tools. The South African mining industry, as the largest industry sector in
South Africa, offers a rich context in which to explore these strategising practices and the
use of tools.

Following this introduction, the article describes the theoretical context in which the research
was conducted in order to locate CA strategists within the context of the South African
mining industry. This is followed by a description of the qualitative research design employed
to explore the use of strategy tools by CA strategists. The findings offer insight into the social
practice of strategy — a strategy-as-practice perspective - by describing how strategy is done
in the South African mining sector by CA strategists.

2. SOUTH AFRICAN MINING CONTEXT

South Africa is renowned for its mineral resources, accounting for a significant proportion of
both world production. Mining contributed 4.9% to national gross domestic product (GDP) in
2013 (Media Club South Africa 2016:Internet). Although it is on a downward trend from its
peak some decades ago (from 21% contribution to GDP in 1970 to 6% in 2011), the mining
sector nevertheless continues to significantly contribute to the South African economy, most
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notably in terms of foreign exchange earnings, employment and economic activity (KPMG
2016:Internet). The mining sector is a key component of the JSE and is recognised to play a
major role in the national economy (Chamber of Mines of South Africa 2014:1).

The landscape within which mines in South Africa operate has changed since democracy in
1994 (Van der Zwan 2013:641) and it is facing some of its toughest challenges in history,
such as the global economic recession, domestic constraints linked to regulatory uncertainty,
infrastructure constraints, a volatile labour market and tough and disruptive government
safety interventions (De Hoop 2016). Rapidly increasing input costs have affected the
profitability of the industry as a whole. Nationalisation is also high on the policy agenda in
South Africa (Gcaza & Urban 2015:21; Hope 2014a:16; Van der Zwan 2013:642).

It stands to reason that management teams operating in the mining sector are challenged
with strategising for survival. It is vital to ensure the competitiveness of the mining industry
as an enabler of growth and transformation in South Africa (cf. Chamber of Mines of South
Africa 2014:4; Hope 2014b:76). Strategy at business level of a mine relates to the
competitiveness of each component of business, and a competitive strategy adds value to
stakeholders, such as shareholders.

Since the competitiveness of the mining industry cannot be ignored, this research set out to
explore the strategising practices of CA strategists at business level across different mines in
South Africa (De Jager & Steyn 2013:21; Urban & Oosthuizen 2009:170; also cf.
Groenewald & Van Vuuren 2011:6). As researchers, we could not ignore the need for
knowledge on how these teams strategise, given the strategic importance of the mining
industry to the country and wider.

Also, with reference to a strategy-as-practice perspective, CA strategy practitioners had to
be studied as part of a web of social practices - as organisational actors in the South African
mining industry. Strategic management in the mining industry could arguably also be
representative of business in general for South African conditions.

3. STRATEGISING

Strategising is presented in the literature through two models, namely models of deliberate
and emergent strategies. Deliberate strategies are formal, process-based, structured and
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rational, whilst emergent strategies are informal patterns realised without the clear intent
associated with deliberate strategies (cf. Mintzberg & Walters 1985:258).

A synthesis of deliberate and emergent strategies rather than perfect forms of either would
be found in real-world strategising, as dictated by different environments in organisations
(Ansoff 1991:459; cf. Leonardi 2015:520; Mintzberg & Walters 1985:258). The model of
strategising, and this article argues also the educational background of the strategist, may
affect deciding which strategy tools are used and how they are used.

3.1  CA strategists

The strategy-as-practice perspective created a platform where researchers can explore the
everyday practices of strategists within a specific context. As indicated earlier, the unique
context within which this research was conducted was the South African mining industry and
their CA strategists.

For this research, CA strategists were defined as members of the management team
engaged in strategising practices in mining companies who are eligible to use the CA(SA)
designation by virtue of being registered with SAICA. We also considered these CA
strategists not as independent individuals, but rather as organisational role players practicing
strategising. CA strategists reinforce their strategic competence by making their accounting
backgrounds suitable and valuable in their strategising. By combining their financial
knowledge and their daily strategising activities, these CA strategists transform their
professional roles from accountants to strategy practitioners.

3.2 Strategy tools

From a strategy-as-practice perspective, strategising practices are enabled by the
application of strategy tools. Strategy tools could include “any techniques, tools, methods,
models, frameworks, approaches and methodologies, which are available to support
decision making in strategic management” (cf. Arnaud et al. 2016:39 Clark 1997:417;). On
average, strategists use a core of between one and nine strategy tools. Literature suggests
(see Jarzabkowski & Kaplan 2015:550 and Roper & Hodari 2015:3) that strategists prefer
tools that are transparent and simple to use rather than sophisticated tools that require
specialist knowledge and skills. The reasons for tool usage also determine which tools are
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selected. Simultaneously, the strategy tools that are used to shape an organisation’s
strategy, influence and help legitimise strategies that are planned and implemented (Roper &
Hodari 2015:1; cf. Whittington 2015:S14).

The use of strategy tools have been studied outside of the context within which they are
used (Arnaud et al. 2016:38-39; cf. Vaara & Whittington 2012:4). The traditional view of
considering strategy as property of organisations has created a gap between the view of
researchers: their doxa, tacitly set up as the standard and the practical view of what actually
happens in practice.

Knowledge must come to the foreground, directing the research emphasis away from the
strategy process, form and content, towards the practical competence of the strategist. The
strategy tools used during strategising must be studied from a practice perspective: a social
practice perspective on how strategists really act and interact every day (Whittington
2015:815).

Rigby’s series of surveys conducted since 1993 (Rigby & Bilodeau 2015:1-16) are some of
the most prominent works on strategy tool usage. Rigby’s latest research is from a corporate
(practice) perspective, and forms part of Bain & Company’s Management Tools & Trends
(Rigby & Bilodeau 2015:1-3). Rigby’s studies focused on trends in strategy practitioners’
choices to identify 25 of the most popular strategy tools. These tools were defined, their use
documented (how and to which extent they are used) and their rate of success determined in
an effort to understand the vast plethora of continually evolving strategy tools (Rigby &
Bilodeau 2015:1-4).

The five most popular strategy tools identified through the literature are SWOT analysis (cf.
Gunn & Williams 2007:207), core competence analysis (cf. Rigby & Bilodeau 2015:4),
Porter’s five forces model (cf. Louw & Venter 2013:21), scenario planning (cf. lllbury &
Sunter 2001:15) and strategy meetings, workshops and brainstorming sessions (cf.
Jarzabkowski & Seidl 2008:1393; Smets, Jarzabkowski, Burke & Spee 2015:936-937).
Examples of other tools include meetings in the practice of strategy (Jarzabkowski & Seidl
2008:1416), strategy workshops (Johnson, Prashantam, Floyd & Bourque 2010:1591), visual
strategising such as the use of PowerPoint (Kaplan 2011:342), strategy as storytelling
(Brown & Thompson 2013:1143), and material artefacts (‘stuff’) such as pictures, maps, data
packs and graphs (Jarzabkowski, Spee & Smets 2013:45).
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Strategy tools can also be qualitative or quantitative, manual or computerised (Arnaud et al.
2016:39-40) and can be drawn from various academic disciplines such as accounting,
economics and information technology (cf. Gunn & Williams 2007:203, 212) — bringing the
use of strategy tools by CA strategists in the mining industry to the foreground. Quite
possibly, the strategy tools mostly used by CA strategists in the South African mining
industry might differ from the above, but no similar studies could be found in a South African

mining industry context.

4. METHODOLOGY

Within the rich context of the South African mining sector coupled with the strategy-as-
practice perspective requisite for nitty-gritty detail of strategising, the current research
followed a qualitative approach. According to Creswell (2015:18), qualitative research helps
researchers understand people and what they do, as well as the social and cultural contexts
within which people live.

For this research, we were interested not only in any one decision, its carrying out, the
participants who share it or the circumstances, but in all of these and more as they combine
in day-to-day practices from a strategy-as-practice perspective (Vaara & Whittington
2012:2). In other words, not only the CAs as strategy practitioners mattered, but also their
strategising practices and praxis in the context of the South African mining industry.

To locate the data, we identified settings across South Africa where most mining activity
takes place. Some of the participants were also located at corporate head offices. Empirical,
primary data were produced by means of semi-structured individual interviews. Participants
were identified through purposive and snowball sampling.

The selection criteria of participants for this research were that participants had to be CAs
registered with SAICA, they could have held various positions in the mining organisation as
long as they were responsible for strategy at business level, they had to have the authority
as strategic managers to develop and implement strategy, and had to have at least two
years’ strategising experience.

The participants selected represented variants of a particular social setting (the real object of
the research in question) and of the experiences arising from it (Crouch & McKenzie
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2006:493). The guiding principle that determined the number of participants selected was
the concept of saturation (Creswell 2013:178, 190, 217; Crouch & McKenzie 2006:487;
Fuchs & Ness 2015:1413; Lé & Jarzabkowski 2014:444).

A semi-structured interview guide was developed, based on the literature and research
questions. One of the interview questions covered the educational background of each
participant to link the possibility of such background to familiarity with the strategy tools as
well as his/her position in the organisation. The next section of the interview guide dealt with
strategy tools and strategising.

Each of the five most popular strategy tools were named to the participants without providing
clues on what the tools might entail. To this end, structural questions were asked to discover
participants’ experience with and basic knowledge of strategy tools, whilst descriptive, open-
ended questions were asked to allow participants to express themselves freely and to share
ideas comfortably (Creswell 2015:217). To answer the open-ended questions, participants
were asked to recall recent and previous strategising experiences, with specific reference to
how they engaged with the strategy tools. These rich descriptions generated in-depth
reflective data that offered insight as to why specific aspects of their experiences were

important.

The empirical voice-recorded interviews were analysed through conversation analysis to
offer qualitative descriptions of interactional structures and practices. The data produced
from the nine transcribed conversations consisted of 126 pages with 43 728 words (324
voice-recorded minutes) in total. Data saturation was reached when there was enough
information to replicate the study and when no new, rich information was obtained. Whilst no
single method, theory, or observer can capture all the data that is relevant or important,
by employing the most suitable data collection methods such as individual interviews in
the current study, data saturation was reached (Fusch & Ness 2015:1413).

First- and second-cycle coding was performed to analyse the complex phenomena hidden in
the unstructured qualitative data systematically. First-cycle coding divided the data into
seven subcategories of which ‘theming the data’ was applied. This was done in order to
categorise basic themes identified during pre-coding according to commonality. Second-
cycle coding entailed focused coding by further arranging first-cycle codes into a concise list
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of similar themes. These themes related to how CA strategists engaged with strategy tools
during strategising.

Table 1 offers an extract of some of the questions from the interview guide.

The ATLAS.ti software program was used during the coding process to store, organise,
manage, reconfigure and systematically analyse the transcribed interviews. Codes were
created based on the codes identified during first-cycle coding and were further to order the
themes to reflect different groupings and relationships. Data analysis followed an inductive
process of reasoning to draw conclusions about the use of strategy tools by CAs. To
increase the credibility of the coding, transcribed interviews were co-coded, with the co-
coder acting as an independent consultant who had no knowledge of the field of strategy-as-
practice or CAs.

TABLE 1:  Extract of interview questions from the interview guide

Interview questions

1. With which of the following five most popular strategy tools are you familiar:
— SWOT analysis;
— core competence analysis;
— Porter’s five forces;
— scenario planning; and

— strategy meetings, workshops, or brainstorming sessions?
Give a brief description of the strategy tools that you identified?

2. Which of these strategy tools were employed during your strategising process in
the organisation?

3. Which other strategy tools do you regularly use in your strategising processes and
can you give a brief description of the other strategy tools that you regularly use?

4. How do you apply the tools identified earlier in your strategising process in your
organisation?

5. To which extent do you use traditional accounting tools as part of your strategising

process?
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5. FINDINGS

The central storyline of the research revolved around how CA strategists use strategy tools
during strategising in the South African mining industry (Brown & Thompson 2013:1155). It
was found that CA strategists are bricoleurs of strategy tools — craftspeople who prefer the
less formal and less traditional strategy tools, using these in close conjunction with
accounting tools like budgets, reconciliations and a financial risk assessment framework.
This confirms the earlier work of Arnaud et al. (2016:52), Jarzabkowski (2004:544), and
Rigby and Bilodeau (2015:4-16), who identified adaptive use of tools, or the ‘artisan-like
inventiveness’ (bricolage) on how strategists produce their own purposeful activities and
meanings for the tools which they use.

The findings confirmed that strategy tools are inherently part of the strategising process and
they enable strategic planning and implementation. The participants described their
strategising practices as deliberate during the planning phase and as emergent during the
implementation phase, which influenced the way in which the strategy tools were used.

5.1 Background and position of participants

To understand which strategy tools CA strategists chose to use, it was necessary to
consider their background. None of the nine CAs participating in this research held MBA
qualifications, although two participants were studying towards MBAs.

Five of the nine participants had attended informal, in-house strategic management courses.

Five of the nine participants practiced their strategising at head offices — ranging from a
senior executive in charge of the company’s strategy to a senior manager responsible for
capital expansion projects and a general manager of information and business planning,
whilst four of the participants practiced their strategising at mining operations offices —
ranging from a mine’s financial manager to heads of stay-in-business projects and long term

production productivity strategies.

The findings suggest that participants replaced formal strategic management training with in-
house programmes such as mini-MBAs. This finding could have affected participants’
knowledge and use of traditional strategy tools.
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5.2 Strategy tools used by CA strategists

In order to explore how participating CA strategists use strategy tools, it was firstly
necessary to determine which of the five most popular strategy tools as identified in the
literature, as well as any other strategy and accounting tools, were being used during
strategising. The five most popular strategy tools were determined through an evaluation of
studies of various-sized companies over different industries in different countries for the
period 2000 to 2014.

5.2.1 The five most popular strategy tools

In general, participants were familiar with the five most popular strategy tools, but their
accounts of their use of these tools lacked rich, theoretical descriptions of the first three tools
in particular (strengths, weaknesses, opportunities and threats [SWOT] analysis, core
competence analysis and Porter’s five forces), as illustrated by the following statements:

“SWOT is strength, weaknesses, opportunities and authority” (Participant 4).
“Yes, what do you call it, look, yes, | am aware of it [SWOT analysis]” (Participant 5).

“I am not a hundred per cent familiar [with core competence analysis]. Very similar to
SWOT but it just looks at the competencies and everything more than the business
as it is” (Participant 1).

“The Porter one focuses on the competition within the industry, which in mining of
course is different from other industries” (Participant 4).

Participants showed better insight in the less formal and less structured strategy tools of

meetings, workshops and brainstorming sessions, and scenario planning.

“There is a standard framework that we use that has been developed by [corporate
head office], so that guides us in terms of how to facilitate workshops” (Participant 8).

5.2.1.1 Scenario planning

Scenario planning, together with meetings, workshops and brainstorming sessions, was the
tool with which participants were most familiar and which they used most. Scenario planning

was commonly used in conjunction with other strategy and accounting tools, namely with
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budgets, risk management and as a valuable bargaining tool with corporate head office. It
was used mainly from a financial perspective and with financial performance drivers, such as
obtaining maximum finance from corporate head office, economical value of projects and the

financial effect of worst-case scenarios.

“Especially from a risk point of view it [scenario planning] is actually a real analysis,
because it is embedded in what | do. | do not even think of it as a tool, because it is
what | do. Risk management looks at various possibilities in terms of what could
happen” (Participant 8).

5.2.1.2 Meetings, workshops and brainstorming sessions

As could be expected, all participants were familiar with meetings, workshops and
brainstorming sessions and described them as valuable, productive and effective.
Participants provided detailed descriptions of these sessions that were being used
extensively during the planning phase of strategising, but also later during the
implementation phase as part of status updates and project evaluations.

“You first have your, we call it PTV [pathway to value] where you have your
strategies and then they say we think you need to adapt this, or adapt that, you need
to speed up this, and then from there you develop your business plan. Once a year,
as a company, we call PTV sessions, where everybody from across the world get
together and different mines present their strategies for the year ahead” (Participant

1),

Sessions were mostly formally structured during the planning phase and informally
structured during the implementation phase.

5.2.1.3 SWOT analysis

Although all nine participants indicated that they were familiar with SWOT analysis and
seven participants stated that they did use it, only three participants provided detailed
information on how they used SWOT analysis in their day-to-day strategising practices. The
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findings indicated that SWOT analysis was combined with other strategy and accounting
tools, such as action plans and scenario planning.

The three participants who actively used SWOT analysis and who were able to describe how
they used the tool, all used it as an analytical tool as part of a formalised (deliberate)
planning phase of their strategising. Participants did not have a strong knowledge of SWOT
analysis, however, one participant illustrated how he overcame his lack of knowledge of
SWOT analysis by the use of a facilitator, “at the time that we did it we had a facilitator and
we had two or three days that we did it over” (Participant 1).

5.2.1.4 Core competence analysis

Five participants indicated that they were familiar with core competence analysis, with only
two participants stating that they used core competence analysis in their strategising
practices. However, as a result of the descriptions by three participants (Participants 2, 3
and 6) of their day-to-day strategising practices, it was found that they were also using core
competence analysis regularly without realising it. For example, Participant 3 described
some of his day-to-day strategising as:

“So for each of these core functional areas within this little mini-business, you need to
know what other competencies are required. When a project manager sits and he
says okay, here’s my piece of paper so let me start “specking” who | want to be on
my project team, he needs to decide what the outputs are. So these are the outputs
that my project needs to deliver and for that | need expert A, B and C and they need
to have certain competencies. Ultimately, this is the output of my project and those
are the specific [resources].”

Similar to SWOT analysis, core competence analysis was found to be used during the
planning phase of strategising as a formal (deliberate) tool predominantly to determine the
availability of internal resources for projects. Resources mentioned by participants included
mainly human resources, but also production plant capacity, transportation capacity of mined
products and financial resources (for example operational capital and external finance, such
as long-term loans). Core competence analysis was again adapted in its use based on
participants’ financial backgrounds and their limited knowledge of the tool.
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5.2.1.5 Porter’s five forces

Porter’s five forces was the strategy tool that the participants used least with only two
participants using Porter’s five forces during their strategising. One of the participants who
used Porter’s five forces commented, “it's at times difficult to convince people who are in
industry ... to really follow Porter’s five forces” (Participant 7).

Porter’s five forces model was once again used as a formal strategy tool during deliberate
strategic planning. The power of customers was highlighted as one of Porter’s five forces
that play an important role in the South African mining industry.

Thus, participants in the study were less familiar with the more formal and traditional strategy
tools of a SWOT analysis, core competence analysis and Porter’s five forces, and did not
use them often during strategising.

5.2.2 Other tools

In addition to the five most popular strategy tools listed in the interview guide, participants
were asked to describe other strategy tools used during strategising. Participants were then
required to describe how they applied the identified tools during their strategising.

5.2.2.1 Change management

Two participants provided detailed information on the change management tools they
employed to communicate strategies to create awareness and buy-in at various levels within

their organisations during strategy implementation.

5.2.2.2 Project implementation plan

Another strategy tool used by participants was a project implementation plan, referred to as
a “Gantt chart” (Participant 3) [from Microsoft Projects] and “action plans” (Participant 1). The
Gantt chart contains the number and type of resources utilised, outcomes, completion dates,
interdependencies and financial information (cf. Wilson 2003:432). Participants reported that
the Gantt chart was drafted from planning documentation during the planning phase of the
project. The Gantt chart was mainly used during the handover to the project team as the
journey map during implementation of the project.
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5.2.2.3 Balanced scorecard

Another participant mentioned his balanced scorecard that listed specific outcomes during
the implementation phase of his division’s projects. The balanced scorecard was used as
framework from which “personal scorecards” (Participant 7) were developed to assign
responsibilities to individual team members. As a result, the balanced scorecard was also
used as a performance management tool during strategy implementation.

5.2.3 Accounting tools

During the interviews, we also enquired from participants to which extent they used
accounting tools as part of their strategising practices.

5.2.3.1 Budgets

Budgets were the accounting tool mostly used during strategising. Participants commented
that focus was placed on budgets as part of defensive strategies during a global financial
recession. Budgets were used mainly during the planning phase of strategising and since
budgets should mainly serve as a controlling mechanism during strategising, CAs’ use of
budgets predominantly during the planning phase could illustrate their lack of strategic

management knowledge.

Based on the interviews, some of the factors included in the budgets were ratios, such as
net present value of capital employed in projects, internal rates of return, dividend cover,
debt types and other financing instruments, flexibility around capital finance drawings and
around interest repayments, production targets, sales targets, cost of production and
financial impacts of waste. Budgets were also used during the implementation phase to
measure progress and performance against set targets.

5.2.3.2 Reconciliations and risk assessment

Other accounting tools used by participants were “reconciliations” and a “risk assessment
framework” (Participant 8) that was developed in-house by the corporate head office.
Reconciliations were performed during both the planning and implementation phases of
strategising, and on a variety of strategy decision-making information. Once again,
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reconciliations as an accounting tool have been adapted in their use to reconcile non-

financial information also.

One such example was a reconciliation between service-level agreements, outputs, due
dates, service payments and late delivery penalties on service-level agreements. The risk
assessment framework was also an adaptation of the Committee of Sponsoring
Organizations of the Treadway Commission (COSO) framework commonly used by CAs to
assess internal control and specifically financial risk (COSO 2013). The financial risk
assessment framework was used by Participant 8 throughout the planning and
implementation phases of his strategising.

5.3 Strategising by CA strategists

Findings suggested that realised strategies comprised a combination of deliberate and
emergent strategies, in line with findings by Mintzberg and Walters (1985:271). Strategising
during the planning phase followed a deliberate strategy model whilst strategising during the
implementation phase followed an emergent strategy model.

5.3.1 Use of the five most popular strategy tools

The five most popular strategy tools were mainly used during the formal planning phase,
with the fifth tool, namely meetings, workshops and brainstorming sessions, as the
exception. Meetings, workshops and brainstorming sessions were held throughout the
strategising process.

5.3.2 Use of other strategy tools and accounting tools

Other strategy tools such as change management, a risk assessment framework and a
balanced scorecard were used during an emergent implementation phase. Accounting tools,
such as budgets, were extensively used throughout the strategising process, but mainly in
conjunction with the five most popular strategy tools. As such, the use of accounting tools
depended on the use of strategy tools.

These accounting tools were found to be used often in conjunction with other strategy tools,
such as scenario planning. As a result, the strategy tools with which accounting tools were
used, determined the strategy phase (i.e. planning or implementation) and strategy model
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(i.e. deliberate or emergent) of their use. For example, budgets were used in a formal,
deliberate manner in conjunction with scenario planning during the planning phase of
strategy. In contrast, budgets were used in an informal, emergent manner as a performance
measurement tool during the implementation phase of strategy. As such, an analysis of
findings indicated a pattern that showed that accounting tools used during the planning
phase followed a deliberate model whilst accounting tools used during the implementation
phase followed an emergent model.

Figure 1 depicts the findings on deliberate and emergent strategising and which tools are

used when.
STRATEGISING
PLANNING PHASE All of the five most popular strategy
tools used:
Scenario planning
DELIBERATE MODEL SWOT analysis

+ Corporate policy Core competence analysis

Porter’s five forces
Meetings, workshops, brainstorming

Accounting tools:

Budgets

Reconciliations

Financial risk assessment framework

IMPLEMENTATION PHASE One of the five most popular

strategy tools used:
Meetings, workshops, brainstorming

EMERGENT MODEL Other strategy tools:

«\/olatile industry Change management
Project implementation plan
Balanced scorecard

REALISED STRATEGY
(DELIBERATE AND EMERGENT STRATEGIES)

Accounting tools:

Budgets

Reconciliations

Financial risk assessment framework

FIGURE 1: Strategy tool usage by CAs during a deliberate planning phase and an
emergent implementation phase as part of their realised strategising
practices

Source: Grebe 2014:153

Journal of Contemporary Management Volume 13 Page 859
DHET accredited 2016
ISSN 1815-7440 Pages 843-865



L GREBE The use of strategy tools by chartered accountants
A DAVIS in the South African mining industry
E ODENDAAL

Our findings indicated that mostly analytical tools were used during planning and deliberate
strategising whereas people and project-oriented tools were used during implementation. In
order to realise the strategy, changes in strategy models from deliberate to emergent during
the planning and implementation phases, influenced which and how strategy tools were
used by participating CA strategy practitioners.

From figure 1 it seems through CAs’ strategising practices during planning and
implementation, that they possibly view strategic management as an ‘add-on’ only and not
as an integral part of their business plan.

6. DISCUSSION AND MANAGERIAL IMPLICATIONS

Participating CA strategists are bricoleurs of strategy tools who adapt and interpret strategy
tools to serve the requirements of the situation they face. These findings confirmed findings
in the literature (cf. Dameron, Lé & LeBaron 2015:S2; Jarzabkowski & Kaplan 2015:554;
Rigby & Bilodeau 2015:4-9) that the particularities of the use of strategy tools as dictation of
which strategy tools to use and the way in which they are used, optimise these strategy
tools.

The participating CA strategists preferred less formal and less traditional strategy tools, such
as meetings, workshops and brainstorming sessions and scenario planning, which they used
in conjunction with accounting and other strategy tools. The reasons for this intuitive
approach could relate to CAs’ lacking knowledge of formal, traditional strategy tools.

The five most popular strategy tools that were identified in the literature were mainly used in
conjunction with accounting and other strategy tools, such as budgets and change

management, in particular from a financial perspective.

Findings suggested that financial performance strategic drivers, such as commodity prices
and operational costs, informed strategic decisions. This finding was confirmed with the
extensive use of budgets in conjunction with the five most popular strategy tools. It became
clear from participants’ descriptions that they often adapted strategy tools to serve as
financial decision-making tools during strategising. In turn, accounting tools were adapted to
serve as strategy tools. Scenario planning is therefore put forward as a useful tool to be
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utilised more extensively in the South African mining environment, which is facing challenges
such as a global economic recession.

The development of strategy skills and competencies of CA strategists contributes to the
transformation of their roles as strategy leaders in the South African mining industry.

Participants did not illustrate a strong knowledge and use of strategy tools, yet they held
leadership positions in international mining organisations. Participants seemed to regard
their CA qualifications as sulfficient for their transformation into strategists and they replaced

formal strategic management training with in-house programmes, such as mini-MBAs.

These findings were at odds with literature, which places strategy tools at the core of
strategising as an inherent part of the strategising process (Belmondo & Sargis-Roussel
2015:S91; Rigby & Bilodeau 2015:10-12).

The question could be asked whether participating CAs were merely promoted to strategic
roles for their success in dealing with operations in the mining industry and because of their
professional skills in accounting, or whether in fact they have successfully transformed as
competent strategy leaders? This knowledge could contribute to professional accounting
bodies and educators alike by extending the basis of knowledge on the transformation of
CAs as strategy leaders for the future education, recruitment and development of CAs.

Participants described how they adapted accounting tools to suit their strategising practices,
in line with Rigby and Bilodeau’s (2015:16) argument that tools should be adjusted to suit
business systems. For example, budgets included also non-quantitative indicators and were
used as a performance-measuring tool during strategy implementation. Participants’
adaptation of accounting tools may therefore be interpreted as part of their transformation
into strategy leaders.

CA strategists are part of the social constructs within which they perform their strategy
practices and, as such, their environment also had an effect on their transformation as
strategy practitioners. Defensive strategies in a mining industry facing a global financial
recession could have contributed to participants’ financial perspective with financial
performance as key strategic organisational driver during their strategising. These findings
could add to the base of knowledge of strategising in a mining industry that is facing some of
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its toughest challenges in recent times, to aid decision makers such as CEOs, executive
directors and human resource recruiters of strategists to the industry.

7. FUTURE RESEARCH

The adaptation of accounting tools to be useful strategy tools, in addition to authentic,
traditional strategy tools is identified as an area for further research. The ways these tools
were adapted by participating CA strategists and similarities and duplications of these tools
with existing strategy tools could be useful knowledge for future use of these tools.

Stronger alignment and synergy between strategy tools and accounting tools could be
explored. Based on the findings on the subconscious use of core competence analysis, the
possibility exists that participants also used other strategy tools without realising it, an area
for further research. The question arises of how is the strategic decision informed by CAs’
biased thinking?

This research only explored strategising of nine participants and we cannot claim that it
represents the experiences of all CA strategists in the South African mining as well as other
industries. Further research could be conducted to obtain descriptions of how other CA
strategists as well as other business strategists in other business sectors, engage with
strategy tools during strategising.

8. CONCLUSION

CAs will continue to be part of management teams. Understanding how strategy is done by
these CAs, offers insight into the social practice of strategy and informs scholars and
practitioners. CA strategists base their decisions on known strategic frameworks and tools
influenced by their accounting perspectives. This article argues that the model of strategising
and educational background of the strategist, affect selection and use of strategy tools.
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