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Abstract

The purpose of this article was to explore the role of strategy operationalization as a
determinant of strategy implementation success. The article aims to distinguish strategy
operationalization as a distinct phase of strategic management, and how it impacts on the
success of strategy execution. The author seeks to explain strategy operationalization, as an
interface between strategy formulation and execution. The objective of this article is to
develop a strategic management model that include strategy operationalization. This article
reviews strategic management models and theories in relation to strategy implementation, and
proposes a model that expresses the relationship between strategy operationalization, and
strategy execution. The role played by strategy operationalization on strategy execution
success. The article develops a conceptual model of strategic management. The article
provides new insights with respect to strategy implementation, and demonstrates the role of
strategy operationalization.

Key words: strategy operationalization, strategic management models, strategy
implementation.
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Introduction

Strategy is the direction and scope of an organization, over the long term, which offers
advantages for the organization through configuration of resources within changing
environments to meet the needs of market and fulfill stakeholder expectations (Johnson
&Scholes, 2005). Strategy is a wide plan created as a response to operating environment so as
to achieve the objectives of a company (Barnat, 2005). This means that the business
environment greatly influences the process of strategy implementation.

According to Pearce& Robin (2011), a Comprehensive assessment of both external
and internal environment of a firm in relation to opportunities, threat, weakness and strengths,
will guide a firm in adopting most appropriate course of action and strategy that can lead to
realisation of long term goals and vision. Implementation of the long-term plan of an
enterprise is through plans, projects and programmes, which must be monitored and
evaluated regularly to ensure that they guide the firm towards the predetermined direction.

Strategic management is the process of defining the business of an enterprise, setting
vision and mission, identifying long- term goals, crafting the strategy, implementing the
strategy, controlling and evaluating the strategy. Approaches to strategic management include
formal, entrepreneurial, intuitive and anticipality approach. According to Coulter (2010),
success of a strategy requires successful strategy implementation. This involves aligning the
strategy with the organization’s mission and carrying out various activities that constitute the
strategy. Organization leadership tends to support strategy formulation more compared to
strategy implementation. According to Kaplan and Norton (2001), this could explain why
most strategies fail at implementation stage.

According to Thompson and Strickland (1990), strategic management is a process of
developing vision and mission, setting objectives, crafting a strategy, implementing the
strategy and evaluating performance by reviewing the situation. These are important phases
of strategic management. However the author fail to elucidate the implementation phase
interms of strategy operationalization.

Glueck,(1984) defines strategic management as “a stream of decisions and actions
which leads to the development of an effective strategy or strategies to help achieve corporate
objectives. Various authors and researchers have studied and described manner in which
strategic decision making take place. Steiner, Miner, Gray and Mintzberg,(1990) have
categorized these approaches into formal-structured, intuitive-anticipatory, entrepreneurial,
incremental and adaptive approaches.This article focuses on formal- structured approach to
strategic decision making.

In a formal structured approach, strategic problems are dealt with by a designated
group of planners who follow a set procedure to arrive at decisions. Different types of
planning such as strategic planning and corporate planning are used.

The purpose of strategic management is to help the organization, achieve its objectives. For
this to be achieved, organizations must formulate, successfully operationilize and execute
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appropriate strategies. While formulating a relevant strategy is an involving process,
implementation of the same might turn out to be more difficult, (Hrebiniak 2008).

Best formulated strategies may fail to produce expected superior performance for the
firm, if not well operationalized and executed. Studies have shown that 57 percent of firms
were unsuccessful at executing strategic initiatives over the past three years, (Allio, 2005).
Strategy implementation has been conceptualized by different authors; According to
Dekluyuer and Pearce, (2003), it is a hands-on operation and action-oriented human
behavioral activity that call for executive leadership and key managerial skills. According to
Wheelen and Hunger, (1992) it is a process by which strategies and policies are put into
action.

Studies have been carried out on factors that influence the strategy implementation
process. Hrebiniak, (2008) and Allio, (2005) hold the view that quality of a strategy will
affect strategy implementation. .Daulatrum, (2005), mehta and Krishnan, (2004), explain the
impact of culture on strategy implementation. They ascertain a significant relationship
between corporate culture and strategy execution.

According to the above studies, nature of strategies formulated, structure of the
organization, institutional relationship and corporate culture directly affect strategy
implementation. These studies have not identified strategy operationalization as an important
phase that significantly determines the success of strategy execution.

Problem Statement

According to a study by Muchira (2013), there is a strong relationship between organization
performance and strategy implementation; however, most strategies fail at the
implementation stage. Allio (2005) states that 57% of firms, poorly implement strategies.
This could be attributed to a failure to effectively operationalize the strategy before
execution. This study therefore seek to establish the role of strategy operationalization in
strategy implementation.

Literature Review

Strategy operationalization

Strategy is enacted through a set of social interactions and conversations through which
managers project a direction for the firms and activate it, (Denis and Poulean 2007) once
long-term objectives are established, corporate level and business strategies are selected,
several activities must take place, to ensure successful strategy implementation. The first
activity is to operationalize the strategy throughout the organization.

Strategies operationalization involves translating long term objectives into current
target by developing annual objectives. This forms the basis for resources allocation.
Development of functional strategies is the next aspect of strategy operanalization.
Addressing cross-functional implications of the new strategy through effective organization
communication is the next dimension of strategy operationalization. This is followed by
development of policy framework setting the landscape across which the new strategy will be
executed.

In accordance with the emerging field of strategy —as practice (s-as-p) strategy is
viewed as something organization members do and enact. The aim of practice is to describe,
theories about a practical activity and interaction of people (Whittington 1996, Johnson et al,
2007).
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Strategy implementation

Strategy cannot be executed if it, cannot be understood, (Kaplan and Norton 2001).
Organization must translate the strategies into operational terms, align the organization to the
strategy, make the strategy every ones job make the strategy a continuous process and
mobilize charge. Through executive leadership (Kaplan and Norton, 2001).

Implementation of strategy is the process through which a chosen strategy is put into
action. Schrod, (2002). It involves designing and management of systems to achieve the best
integration of people, structure, process and resources in achieving organizational objectives.
Strategy implementation describes the process of activating the strategy. It is based on the
overall concept, strategic goals and the essential question about the purpose as well as the
financial and regulatory framework. The main focus is strategy directed action plans (Mayer,
2016). Strategy execution comprises of activities which align the firm with the new strategy.
The internal environment comprises of forces arising from organization structure, current
firm technology, leadership, management, tangible and non-tangible resources and
organization culture among others.

According to the emerging field of strategy as practice (SAP), strategy is something
organization members do and enact. Strategy process involves people making, formulating
and implementing strategies (Johnson & Whittington, 2007). Strategy is operationalized
through social interactions, routines and conversations through which managers project a
direction for their firms and prepare the firm to execute it (Denis & Roulau, 2007).Strategy
execution therefore is the process of aligning internal, organization, with the new strategy
while configuring the various internal forces to leverage the new strategic initiative. This will
lead to successful institutionalization of the new strategy.

Strategic Management Process

Strategic management is a process of developing vision and mission, setting objectives
crafting a strategy, implanting the strategy and evaluating performance by reviewing the
situation (Thorpson and Strickland 1990).

Several models have been posited by different authors and researchers. Strategic
management model identifies concepts of strategy and the elements necessary for
development of s strategy, enabling the organization, realize its vision.

According to William F. Glueck’s model, the phases of strategic management process are
illustrated below:

\ 4

Analysis Strategic
choice

Implementation Evaluation

Source: Adapted from William F. Glueck (1984)

This model however overlooks the importance of strategy operationalization.

Schendel and Hofers model comprises of goal formulation, environmental analysis, strategy
implementation and strategic control. Omitting the critical role of strategy operationalization.
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According to Thompson and Strickland (1990), model, strategic management process
comprises of 5 steps as explained below.
These are;

(1) ldentifying and formulation of the vision,

(ii) Setting performance objectives

(iii)Crafting a strategy

(iv) Implementing the chosen strategy

(v) Evaluating performance

The model fails to articulate the importance strategy operationalization in strategic
management.

Between crafting a new strategy and implementing the strategy, certain events take place.
These include communicating the strategy to the entire organization, developing a policy to
support the new strategic initiative and translating long-term goals into short-term objectives.
This aloe the firm to align the internal environment with the new strategy.

Korey’s model is based on three discrete phases which do not clearly identify role of strategy
operationalization.

(i) Preliminary analysis

(ii) Strategic planning phase

(iii)Strategic management phase
Model by Peter Wright, Charles Pringle and Mark Kroll (1994), does not include strategy
operationalization phase. This model comprises of 5 phases.

(i) Analyzing the external environment for opportunities and threats

(i1) Appraising internal strength and weaknesses

(iii)Establishing mission and goals

(iv) Strategy formulation
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Thompson and strickland’s model of strategic management

Developing
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A

Setting objectives

A

Strategy formulation
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Strategy
implementation

A

Performance evaluation

A
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Glueck and Jauch ‘s strategic management model

Enterprises | .| Enterprises
strategies objectives

Environmental threats
and opportunities

Internal  competitive
advantage

Consider alternative
strategies

\ 4

Choose the strategy

'

Resources & structure

.

Policies &

'

Result evaluation

As observed from above strategic management models, none of them has
critically identified and explained the important role of strategy
operationalization phase in strategic management process and how it
influences strategy execution phase. Glueck and Jauch’s model demonstrates
strategic planning process from environmental analysis to evaluation. The
model fail to indicate the interface between strategic choice and strategy
execution. Similarly, Thompson and Strickland model indicate strategy
implementation without special attention to operationalization.
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Proposed Strategic Management Model
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Source; Ntongai D. (2022)

The proposed model has the following phases

Phase 1

Environmental analysis;

This phase involves analyzing the firm (internal environment) to establish inherent strengths
and weaknesses in the firm. The phase also involves analyzing the external environmental,
both industry and remote to establish opportunities and threats.

Phase 2

Business definition

With the result of environmental analysis, the firm can define its business, along various
dimensions such as customer groups, customer function and alternative technology. The firm
articulates its mission and vision.

Phase 3

Strategic analysis and choice

This phase involves choosing the preferred courses of action that takes the firm to the desired
future state, in the light of business definition and environment analysis.

Phase 4

Strategy operationalization
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This phase is important in that it determines the success of strategy execution. It involves
developing a policy framework that will guide strategy execution.

It also involves accurate communication of the strategy to the entire organization. Long term
objections are translated into actionable short-term goals, leading to functional level
strategies and resources are set, that will be used in the execution of strategy stage.

Phase 5

This is the actual execution of the strategies.

This phase involves aligning the internal organization to the strategy; culture, structural and
commitment of resources- people and skills. It involves actual carrying out of Tasks and sub-
task that constitute the new strategy.

Phase 6

Strategy evaluation

This phase is continuous. It involves both strategic and operations control. The objective is
to ensure that the chosen strategy is relevant and is guiding the organization towards the
desired direction. It ensures activities are carried out as per the plan.

Information and learning from evaluation and control are used to revise the other phases for
optimal performance.

Conclusion

The objective of this article was to elucidate the role of strategy operationalization in strategic
management process. Strategy operationalization is an important phase that determines the
success of strategy execution. The author proposes a model that emphasize the role strategy
oparationalization , in strategic management process.

CONCLUSION

Strategy implementation is an important phase of strategic management. This phase has two
components; strategy operationalization and execution. Successful strategy execution will
depend on how well strategy operationalization is done.

RECCOMENDATIONS

When implementing strategies in organizations, measures should be put in place to ensure the
strategy is well operationalized before actual execution. This involve developing a policy
framework, translating long-term goals into short-term objectives and communicating the
new strategy effectively to the entire organization.
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