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Introduction

One of the fundamental determinants of success of an enterprise is to
have good operational strategy and to implement it readily and skillfully.
As evidenced in the economic practice, the enterprises which concentrate
on developing strategy tend to pass over the aspect of effective imple-
mentation of that strategy. Consequently a huge gap remains between
the readymade strategy and practice, since even the best plan or strategy
will not guarantee success of an enterprise on the market if they are not
efficiently and effectively implemented'.

Yet another obstacle lies in poor theoretical recognition of the issue of
strategy implementation. The majority of publications on strategic man-
agement take up the question of formulating strategy, while its imple-
mentation is covered by few studies only; still, the existing works lack
terminological coherence in describing the process, hence the ambiguity
in defining the scope of the matter.

Moreover, analyzing implementation from the angle of strategic manage-
ment seems rather insufficient. The issue of putting into practice certain
changes, new solutions or improvements in an enterprise has been
described in the methodologies of various management concepts. Their
output can be used to facilitate the development of a general strategy
implementation model.

This paper is an attempt at producing methodology of implementing
strategy in an enterprise, the task itself being preceded by an overview of
the literature on the course of implementation processes, followed by the
presentation of the author’s approach to the problem.
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1. The essence of implementing enterprise strategy

In his formulation of strategy, C. von Clausewitz defined it as the art of coordinating
the actions undertaken by military, political, economic and moral forces during a
conflict or when preparing to defend a nation or a group from an act of aggression?.
The notion has also been applied in other fields of study ever since.

Strategy was introduced into organizational management by A. Chandler, an
American economist who in his fundamental study from the 1960s, Strategy and
Structure, described strategy as ‘the determination of the basic long term goals and
objectives of an enterprise, and the adoption of courses of action and the allocation
of resources necessary for carrying out these goals™. When defined as such, strat-
egy is approached as a specific lodestar for an enterprise, showing the direction in
which to proceed in order to achieve the desired position of that enterprise. Strat-
egy gradually became a tool used to maintain equilibrium between an enterprise
and its increasingly turbulent surroundings, which was reflected in the successive
definitions of strategy, emphasizing that strategy is a combination of decisions or
a concept of action intended to maintain balance between the enterprise and its
external environment, both current and future?. M. E. Porter defined strategy as an
effective program formulated for each sphere of activities of the organization and
coordinating a variety of functions®. P. Wright, Ch. D. Pringle and M. J. Kroll pointed
out that strategy refers to the planned outcomes (determined by the management
of the enterprise) in relation to the mission and goals of the enterprise®.

As evidenced by the examples given above, the literature on the subject offers a
range of definitions of strategy which provide for an overview of the essence of
strategy, as well as of the different methods of defining strategy. It is rather difficult
to point to a single definition which would grasp the substantial intentions of the
authors’. Those defining the notion of strategy either emphasize varying elements
and components of strategy or approach the defined term from diverse perspec-
tives®,

When attempting at capturing those essential elements, it must be concluded that
strategy is an operational concept adopted by the management for implementa-
tion in order to guarantee the fulfillment of the assumed long-term goals. Strategies
are mostly general plans targeted as the possibly full utilization of the productive
potential of the system to achieve the assumed objectives’.

A strategic plan stems directly from strategy as its materialization. The plan, like
any other, must have the following three characteristic features: it must refer to the
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future, it must refer to action, and it must be a determinant of either individual or

collective identification or causality™. A strategic plan is a collection of decisions

which determine the goals and their modifications resulting from the requirement

to adjust to the changes in the surroundings, the resources inevitable to achieve

the assumed goals and the methods to acquire, distribute and utilize these resourc-

es'". The strategic plan covers the following elements'%

= Mission and vision statement

= Precisely defined strategy, including the long-term objectives

= Evaluation of resources, organizational structure and external surroundings of a
firm

= The list of target benchmarks, used as the reference base in evaluating the de-
gree of fulfillment of the long-term objectives

= The major planes which require modifications in order to achieve the long-term
objectives

» The set of forecasted income and financial outcomes

Same as strategy, implementation is difficult to define. The term itself comes from

Latin implementum which means ‘filling up; ‘fulfillment’’®. Implementation is under-

stood here as an act of fulfilling something, its expression in practical terms, ensur-

ing its realization using specific means. In the field of management, A. Stabryta

defines implementation as introducing in practice certain theoretical models or

functional projects which include a range of innovations and improvements'.

When this notion is reflected in strategic management, several approaches to the
position of implementation in the process of strategic management can be pointed
out based on an analysis of the relevant literature. In the first approach, implemen-
tation is not taken into account in strategic planning, and the limits of strategic
management are restricted to strategic choice™. In this case, implementation is con-
sidered as the current tasks, i.e. those included in operational management. In the
second approach, implementation is positioned between planning and control’s,
thus developing a system which complies with the cycle of an organized action:
plan - fulfillment — control. However, in most cases strategic planning is divided
into two stages only, i.e. strategic planning and strategy implementation'. The
planning stage is intended to define strategy of the enterprise, while the implemen-
tation stage covers putting strategy effectively into practice. Control, limited in this
case to controlling and considered as a system, supports the two processes. Control
has the form of strategic controlling if it refers to formulating strategy, or operation-
al controlling when used to support implementation of the strategy.

Assigning implementation to different positions in the structure of strategic manage-
ment results in diversifying the functions of the process. The stage is also attached
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various names. In its minimum scope, implementation corresponds with strategy ful-

fillment'®, The process is intended to fulfill the assumptions behind the strategic plan

and to have the structure or the information and decision-making processes adjusted

to it. Some of the authors mention strategy implementation and regard this stage as

planning and allocation of the resources required for the implementation, determin-

ing modifications to the organizational structures based on the assumed strategy,

and introducing the new system of: incentives and information, in-service training,

management style’. The tasks fulfilled at this stage were discussed in detail by A. A.

Thompson and A. J. lll Strickland, who formulated them as follows:

= Developing capacity to achieve the assumed goals by means of the strategy;

= Allocating resources with preference for the critical areas;

= Drawing up fulfillment budgets;

= Defining operational procedures and policies;

= Motivating people to fulfill individual tasks, group tasks or tasks for wider sec-
tions within the enterprise;

= Influencing modifications to the organizational culture which enable successful
implementation of the strategy;

= Developing the communication system, including the information system,
which enables efficient flow of information;

= Maintaining adequate level of leadership in order to implement the strategy.

Putting strategy into practice is described in the literature as well. This process is
based on preparing functional strategies and adjusting organization to the intro-
duced strategy?'.

From a wider perspective, implementation means preparing to implement, fol-
lowed by the fulfillment of the planned tasks and the assessment of the achieved
results. This approach to strategy implementation is presented, among others, by J.
M. Lehner, who mentions preparing the implementation tasks and their fulfillment
- establishing structures, appointing workgroups, preparing resources, realization
targeted at the optimum fulfillment of the production programs?. The notion of
implementation is approached in a similar manner by M. Lisinski, who divided the
implementation stage into initiating and fulfilling strategy®. The stage of initiating
strategy includes a diagnostic analysis of the organization, intended to assess the
degree of adjustment of that organization to the assumed strategy. The following
stage is undertaking improvement measures intended to adjust the organization to
the strategy. The successive stage covers the fulfillment of the strategic plan and the
assessment of the obtained results.

An analysis of the notion of implementation in strategic management shows the
diversity of approaches to the position of implementation and its function in the
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management structure, ranging from the narrow approach to implementation, cor-
responding only to the fulfillment of the tasks provided for in the plan, to consider-
ing implementation as the process which guarantees preparation of implementa-
tion, its fulfillment and control of the course of the tasks. A group of the authors
believe that the control process is included in that procedure, while others consider
control as the stage which follows implementation. Seemingly the control stage
should refer directly to the strategy implementation process, since the course of the
implementation must be monitored continuously to provide for remedy measures
when deviations occur. Apparently this role is played by controlling.

J. Rokita pointed out that implementation equals introduction, the latter being
understood as adjusting organization to strategy, and the fulfillment process is
included in operational management. According to the author, the problem of
implementation is not solved completely by strategic management. Therefore it
seems purposeful to place implementation in the structure of managing enterprise
as shown on Figure 1 (see Fig. 1).

Siran plannin

Strategic extc %

planning ry

v

' Operational Strategy implementation | ]
planning

Figure 1. The position of strategy implementation in the structure of managing enterprise
From: the author’s concept

2. An overview of the implementation processes in the light of the litera-
ture on the subject

When analyzing the issue of implementation, it does not suffice to look into it in the

aspect of strategic management; its analysis from the perspective of other manage-
ment concepts must be undertaken as well.
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The literature on the organization and management studies touches upon the

problem of implementation by reference to putting new solutions into practice. K.

Mreta pointed out in his works that putting an organizational project into practice is

the most difficult stage in the cycle of improving organization of the enterprise. The

author concluded that'...effectiveness of an organizational undertaking depends

on correct preparation and efficient realization of the planned solutions?*. He pro-

posed dividing the implementation stage into the following five steps:

= drawing up and approving of the schedule for the preliminary works and the
organizational start-up,

= preparing technical conditions,

= preparing the executors,

= proper start-up,

= control and analysis of results®.

The issue of implementation is also discussed widely in project management. A. Stabryta

described the module of completing an undertaking as narrowed down to the imple-

mentation stage and the operational stage. The implementation stage includes:

= executive planning and organization of implementation,

= fulfillment,

= start-up and preliminary operation.

In turn, the operational stage includes:

= the course of direct production processes,

= the course of logistic processes,

= the course of management processes.?

The implementation stage includes preparing an undertaking, the stage of proper

implementation and control. The operational stage is the process of full operation

of the system.”

Yet another important management concept relevant for implementation is change

management. The procedural methodology in change management as defined by

Z. Mikotajczyk presents the following sequence of actions?: the preparation stage,

the implementation stage, and the assessment stage. Having regard to the no-

tion of implementation, the components of the relevant two of these stages are

described below - the implementation stage and the assessment stage. The imple-

mentation stage includes?®:

1. Developing detailed change and implementation projects.

2. Preparing implementation: informing the staff of the arranged schedule of
changes and obtaining resources to carry out the project; developing the sched-
ule of implementation and trainings for the staff.

3. Putting the change project into practice with regard to the structures, the re-
sources, the HR policy and employee behavior.
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4. Appropriate piloting of the implementation process and of elimination of the
obstacles.

The assessment stage includes the following tasks®:

1. Assessment of the results of changes from the perspective of economic effec-
tiveness and social consequences.

2. Enhancement of the achievements made hitherto by further adapting to the
changes in the surroundings.

When referring to the contemporary management concepts, it is worthwhile to
look at the methodology of ‘Lean Management’ offered by M. Lisinski, the last three
stages of which are interesting from the viewpoint of implementation, i.e.3':
I. The stage of drawing up improvement project

1. Choosing the form of improvements

2. Pointing to the list of auxiliary techniques

3. Planning improvements

4. Preparing the improvement project implementation plan
Il. The stage of preparing improvements for implementation

1. Determining the rules and methods of monitoring restructuring undertak-

ings

2. Defining the process of managing restructuring undertakings

3. Defining the methods of staff trainings
lll. The stage of applying improvement project

2. Implementing solutions

3. Control of the implemented solutions

Another contemporary management method which covers the question of im-
plementation is ‘benchmarking’. A number of methodologies are proposed in the
literature, all of them including the implementation stage. W. M. Grudzewski and .
K. Hejduk* pointed out that this stage begins with defining the goal to be achieved
by the organization by implementing improvements; the other tasks include
preparing the fulfillment plan, the operational schedule, the calculation of costs,
implementing the fulfillment plan by means of full involvement of the manage-
ment staff in the works related to introducing changes and monitoring progress of
the implementation works, and drawing up final report.

In the methodology of ‘Reengineering;, yet another management concept®, im-
plementation is included in the transformation stage. The stage involves carrying
out pilot tests, evaluating personnel, preparing implementation, training person-
nel, putting the solution into practice, embed the mechanisms of ongoing process
improvement.
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An overview of the selected and briefly discussed methodological concepts related to
implementation leads to the well-founded conclusion that implementation should be
preceded by appropriate preparation of the organization (its organizational structure,
the employees). It is necessary to develop action plan and schedule their fulfillment.
Itis also essential to pilot implementation and undertake remedy measures on an
ongoing basis. When developing the methodology of strategy implementation, it is
worthwhile to make use of all the concepts in which the implementation process is
defined, even though it differs between the particular ideas (Fig. 2).

Project
management

Change
management

Strategy
implementation

Modern
management
methods

Strategic
management

Figure 2. The concepts of organization and management studies which can be applied in developing
strategy implementation methodology.

3. Suggested strategy implementation methodology

An analysis of the output of strategic management and other methodologies pro-
posed with regard to organization management can be used as a basis to suggest
enterprise strategy implementation methodology which is presented on Figure 3
(see Fig. 3). This concept obviously covers all the tasks which should be included in
strategy implementation.

It has been assumed in the proposal that the strategy implementation process in-
cludes three interrelated and coherent modules**: preparing to implements strate-
gic plan, implementing and implementation assessment. The system of operational
controlling is built into the modules to guarantee proper course of the strategy
implementation process.
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Figure 3. Structure of enterprise strategy implementation process
From: the author’s concept
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The major modules included in the strategy implementation process are discussed
briefly below.

Module | - Preparing to implement strategic plan

Stage I: Defining project task aims at forwarding for fulfillment and approval by the

executive department of the objective of the undertaking concerned with strategy

implementation. It covers the following sequence of actions:

1. Defining the goal, materialized by a sequence of characteristics which describe
the goal fulfillment degree.

2. Defining the terms and criteria of assessment used as a basis to determine the
degree of goal fulfillment.

3. Specifying the resources which should be at the disposal of the enterprise to
implement the strategy.

After the last step is fulfilled, it must be decided whether the implementation

process is to be continued or not. If we conclude from the analysis of the acquired

information that we are unable to effectively carry out the implementation process,

the proceedings related to implementation should be ceased; otherwise we can

proceed to the successive stage.

Stage II: Developing preliminary project of implementing strategic plan

This stage is aimed at developing preliminary implementation project, which in this

case comes down to producing framework concept of the strategic plan imple-

mentation project. This concept is understood as a general draft of changes in the
components of internal structure of the enterprise and its surroundings and the re-
quirements regarding the resources necessary to implement the strategy. It consists
in the following sequence of actions:

1. Determining the preliminary solutions regarding the degree of adjustment of
the static organization (organizational structure) and the dynamic one (organi-
zational courses) to the strategy. The scope of the solutions should correspond
with all business functions of the enterprise.

2. Defining the scope of changes in the surroundings of the enterprise.

3. Analyzing accessibility of resources in the context of the above scope of changes
in the enterprise and its surroundings.

Upon concluding the tasks undertaken within this stage, the preliminary project
needs to be verified. This verification refers in particular to confirming feasibility

of the changes provided for in the project with regard to the terms and criteria of
assessment defined in the previous stage. A positive result of verification of the
preliminary project is the determinant of proceeding with the works on developing
the detailed project; otherwise the works must be stopped at this point.

Wl

NOWY SAC/ ACADEMTC TSV



Gracjana Noga

Stage llI: Developing detailed project of implementing strategic plan

The major objective behind this stage is to specify the preliminary project and to

present it in its usable version as documentation in the form of a strategic plan. This

stage is divided into the following steps:

1. Determining the detailed project of operationalization of the goals, assigning
resources to these goals and defining the methods of their fulfillment.

2. Producing detailed description of the organizational structure of the enterprise
which is to be implemented in order to ensue that the goals are fulfilled. Prepar-
ing detailed structural solution, including detailed harmonization of the tasks in
time and in space.

3. Defining the information system for given enterprise; the system must ensure
efficient reporting on progress in strategy implementation.

4, Developing functional strategies in the form of functional strategic plans.

Developing detailed project referred to in the sequence of actions given above will

also apply in the cases where the third strategy level is defined for given enterprise,

i.e. the level of strategic business unit. In this case the strategy of the unit must be

coherent with the strategy of the enterprise as a whole.

Module Il - Implementing strategic plan

Stage IV: Implementation stage which comes down to effective implementation of

the developed strategic plan. It covers the following sequence of actions:

1. Fulfillment of the strategic plan means undertaking the actions targeted at ap-
plying the strategy. Effective realization of this sequence of actions depends on
the proper completion of the tasks in all the previous modules.

2. Implementation control intended to supervise the completion of the planned
tasks.

3. Piloting implementation and overcoming obstacles, including psychological bar-
riers.

The implementation stage is essential. The implementation process must be moni-

tored continuously during the completion of the tasks. Remedy measures must be

undertaken, if deviations occur; otherwise proceed to the last module.

Module Il - Strategy assessment

Stage V: Strategy assessment is based on measuring and assessing the degree of

strategy fulfillment. The stage includes the following sequence of actions:

1. Strategy measurement, which in this case comes down to measuring organizational
efficiency, carried out by means of selecting the factors important for the fulfillment
of the strategy, defining their condition, and the assessment of these factors.

2. Assessment of results refers to the assessment of the achieved results. It informs
whether the strategic goals have been fulfilled or not. When this partial problem
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is solved, it is necessary to refer to the assessment terms and criteria assumed in
the first stage.
The implementation process includes operational controlling, i.e. the system of
supporting the management staff of the enterprise in the process of strategy
implementation. The system utilizes management accounting to make operational
decisions.

Summary

The issue of developing strategy implementation process methodology touched
upon in this paper is an attempt at finding solution to this essential question. Look-
ing at the problem in the context of structuring actions, i.e. analyzing the method
of procedure undertaken with regard to applying the strategy neither clears out all
the ambiguities nor offers explanation to all the doubits. Still, it enables looking at
strategy implementation from a research perspective which somewhat differs from
the commonly adopted procedures.

This approach to the concept of implementation emphasizes other problems as
well, the solution of which shapes the final efficiency of that process. One of them

is the instrumental aspect, narrowed down to analyzing and classifying the strategy
implementation methods. Another one is the problem of organizational conditions
which determine fulfillment of the process by means of developing infrastructure.
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