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ABSTRACT

The essence of strategic success lies in effectivencss of strategy implementation rather
than the sophistication of strategy formulation. This paper reviews existing models or
frameworks of straiegy implementation, comments on the impediments o strategy
implementation, and derives the themes of strategy implementation. Suggestions 1o
reinove the impediments to strategy implementation are: adopting a clear model of
strategy implementation, cffective management of change in complex situations, and
setting down clear measures of effectivencss. These three suggestions are utilized to build
up the three themes of sirategy implementation: activating sirategies, managing change,
and achieving effectiveness to construct a model of strategy implementation. The proposed
model has sets of activities such as project and procedural implementation that could find
more academic and practical relevance to strategic management in developing
£CUROIMIES.

Keywords: Strategy implementation, Implementing strategies, Framework of strategy
implementation, Model of strategy implementation, Strategy execution.

INTORDUCTION

Often, success in strategic management of an organization is dependent on how
effectively it is able to implement strategies rather thun the finesse with which it
formulates them. There is ample evidence to show that implementation is the bedrock of
stralegic success rather than strategy analysis and formulation. Yet, strategy formulation
has developed more in terms of theories, models, and practices than has
implementation. One reason why this has happened is that the level of complexity in
strategy implementation is greater than what it could be in strategy formulation,
Another reason could be the fact that there is greater likelihood of failures in strategy
implementation. Rather, the only place where strategies could really fail is in the arena
of implementation. A nicely drafted strategic plan on paper is hardly likely to fail! But
odds are high that strategy implementation could experience hiccups when managers
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are mired in the marshy grounds of day-to-day business realities.

In the course of their research, Bartletl and Ghoshal found that in all the companies
they studied 'the issue was not a poor understanding of environmental forces or
inappropriate stralegic intent. Without exception, they knew what they had to do; their
difficulties lay in how to achieve the necessary changes” (Bartlett & Ghoshal, 1987).
Strikingly, organizations fail to implement a hetty majority of about 70 per cent of their
new strategies (Miller, 2002). Another recent study is a bit less alarming: it says 40 per
cent of the value anticipated in strategic plan is never realized (Mankins & Steele, 2005].
Evidence keeps piling of how barriers to strategy implementation make it so difficult for
organizations to achieve sustained success (Beer, Eisentat, & Spector, 1990; Sandelands,
1994), Bridging the gap between strategy formulation and implementation has since long
been experienced as challenging (Mintzberg, Ahlstrand, Lampel, 1998: Hempstead,
Verweire & Van den Berghe, 2004; Grant, 2005),

No wonder, allention has shifled to an intense examination of strategy
implementation. Unlike strategy formulation, where there are well-known frameworks
such as strategic planning, SWOT analysis, Porter's generic strategies, industry analysis
or compelitive analysis, there are few models or frameworks available in the area of
strategy implementation. Those that are available do not have finality lo them meaning
thereby that they are still in the process of being developed and refined. This paper is
attermnpted to act as a review of the existing models and attempt to nudge the boundaries
of understanding a bit ahead in this significant area of strategic management. While
doing so, this study intends to focus on the special context in developing countries in
contrast to what could be there in the case of developed countries. This means that
scholars and practitioners in developing economies need to have additional factors of
implementation thal have to focus upon.

A REVIEW OF EXISTING MODELS OF STRATEGY IMPLEMENTATION

The need for models is sorely felt in the case of strategy implementation. The
reasons are obvious: it's an extremely complex set of tasks and managers need to know
what are the steps to follow, what is the sequence of those steps, why at all those steps
are necessary, what is more critical in those steps, and so on. Having & model of strategy
implementation in hand is like having a roadmap in alien territory. In the absence of a
model, managers would still implement their strategies. But they would do so thinking
of what they, as individuals, think is important resulting in disjeinted and conflicting
actions. A model, on the other hand, would serve as a beacon to guide managers at
various levels spread over different functional areas within the organization.

There are several models or frameworks of implementation available in strategy
literature. Qkumus (2003) makes an insightful review of the available frameworks in
strategy implementation. This paper will rely on Okumus review and add the later
references during the course of this study.
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(One of the earlier models was in the form of the popular McKinsey's 7-S framework
by Peters and Waterman, 1980 that considered seven factors of implementation, These
factors are: strategy, structure, systems, style, staff, skills, and subordinate goals. The
conceptual frameworks developed over the succeeding two decades, for instance, by
Stonich (1982), Hrebiniak and Jovce (1984), Galbraith and Kazanjian (1986), Reed and
Buckley (1988}, Alexander (1991), judsen (1995), Miller and Dess (1996) and
Thomspson and Strickland (2003) consist of well defined and critical implementation
factors that is a point of similarity of approach in these framewarks.7 These frameworks,
for instance, use quite similar factors of implementation such as organizational
structure, culture, people, communication, contral and outcome, Each of these scholarly
contributions - whether based on empirical or conceptual work - recommends that the
process of strategy implementation be built around a set of implementation factors.
These frameworks migh differ in terms of the selection of implementalion factors, the
nomenclature given to each factor, the relative emphasis on each factor in the set, and
the way how the factors gets implemented. Nevertheless, the idea is clear: there are a set
of implementation factors each significant enough to be treated separately in terms of
the managerial emphasis laid on them.

As one moves towards more recent studies, one finds greater sophistication in
terms of the identification of the implementation factors and clarity in the
interrelationship that these might have, and the impact that they have collectively on
the strategy implementation process. For instance, receni warks by Aaltonen and
Ikavalko (2002) and Freedman (2003) stress on organizational structure and culture that
is receptive to change, elaborate building up of change management systems and skills,
and communication and employee commitment to vision.

As an illustration of how the frameworks of strategy implementation are proposed,
two contributions will be picked up for a bit lengthier elaboration. The first illustration
is from the 1990s and the other more recent from 2003 Skivingten and Daft (1991}
selected three organizations in the inlegrated circuits, petroleum, and health care
industries. They chose 57 strategic decisions and examined how these were
implemented in the course of putting the competitive generic strategies of low-cost and
ditferentiation. They could identify several factors such as intended strategy, structure,
systems, interactions, and sanctions that mattered so far as implementation were
concerned. They divided these factors into two broad groups of framework and process
factors. It was found that both the framework and process factors could be used to
implemented the low-cost and differentiation strategies.

The second work by Okumus, 2003 is seminal in the sense that it makes a
comprehensive review and then proceeds to propose a strategy implementation
framework. In doing so, Okumus creates a typology to provide a categorization of
frameworks in three groups as below.

1. A simple approach to listing and describing the implementation factors (e.g.

Hrebiniak & Joyce, 1984)
















































