ADAM KALOWSKI

Fundaments of Strategy Effective Implementation in Enterprises

FUNDAMENTS OF STRATEGY EFFECTIVE IMPLEMENTATION IN ENTERPRISES

ADAM KALOWSKI

Abstract: Character of present global economy, make the issue of strategy effective implementation more difficult than ev-
er. Within dynamically changing economic surrounding to introduce a long term lasting strategy is a really challenge for
each manager. One of possible solution for the question is adaptation of a new paradigm of effective implementation of
strategy. So, the article presents the author study results of the factors determining implementation of the strategy in Polish
enterprises. The study was conducted in 2010 among the heads of only Polish owned companies.
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1. INTRODUCTION

The dynamic changes in the environment force both
theorists and practitioners to adapt to new ideas in the
management of the company which are adequate to the
current character of the business surroundings. In particu-
lar, in the process of management in the nowadays condi-
tions, it becomes difficulty a building foundations for the
future of the enterprise that is the choice of long term
strategy of the company.

Strong fluctuations in the last years, significantly affect
the changes in the configuration of the factors determining
the successful implementation of the long-term strategy in
the enterprises.

Existing theories determining factors effectively imple-
mented strategy unfortunately ceased to be practical and
does not constitute a prescription under the new condi-
tions.

So, at the present time, the company should therefore
build a strong foundation for the long term strategy based
on new configurations of factors. Author is convinced that
the subject must be considered as a very relevant subject
for scientifically focused research.

2. CONDITIONS FOR EFFECTIVE IMPLEMENTATION
STRATEGY

Each study the effectiveness of implementation of the
strategy should begin by defining the concept of effective-
ness and its measurement method. Studies of the literature
suggest the inclusion of this concept as a measure to
achieve the objectives. The test of economic efficiency and
effectiveness in addition is a basic measure of advantage in
the theory of management, to evaluate the efficiency of the
business organization. Recognition of effective performance
in practice narrows to the measurement of action to a par-
ticular aim achievement, for example to achieve high mar-
ket position in the international market.

This approach, competently applied in business practice,
also fund their special place in the theory of strategic man-
agement. Efficiency is a gradation concept, means that
there is a possibility of its expression, for example, on a
scale of 0 to 100%. The level of 100% means complete suc-

cess and the highest effectiveness in achieving planned
objectives, and 0% to ineffective action.

The concept of efficiency versus economic efficiency and
economic of performance does not include in their evalua-
tions and costs of action the positive effects of unforeseen
when planning activities. The only exception is inefficiency
dimension, which we define the action not only in the oppo-
site direction to the intended purpose but also generate
additional costs.

In the case of a task which is to implement the strategy
in the enterprise as a goal, it is generally the result of the
market possession, often omitting sub-goals. The fact that
this is a multistage process, and goes far beyond the current
framework for the functioning of the company and affect
the current stability in the organization, creates difficulties
not only in its implementation but also in its evaluation.

For a fairly long period, in the theory of management,
dominate mainstream A. Chandler’s, which determined the
effectiveness of the organizational structure of the corpo-
rate strategy [T. J. Peters, R. H. Waterman, p. 160].

The structure, in fact, secures the strict definition of
both the nationality of any individual to individual elements
of the organizational and links connecting them. Hence A.
Chandler believed that it is the key to efficient operation
and allows the achievement of goals. This view is also
shared by scholars and other subject matter. And R. Whit-
tington and M. Mayer [2002, p. 10], believe that the effec-
tiveness of the company’s organizational structure influence
the type of company, which must of course be adapted to
the culture presented in the environment.

Similarly, J. Kay [1986, p. 145, 185] among the primary
sources of the success factors scored architecture imple-
mented strategy, reputation, innovation and strategic re-
sources. H. Foltyn [2007, p. 17] rightly observes, however,
that the emphasis on structure as a recipe for business
success should be limited only to a stable environment.

Modern enterprise that wants to dominate not only the
,red” but also ,blue” markets, must be based on the strate-
gy implementation process is not only abort the factors
which is its structure but also other elements which charac-
terize organizations. Moreover, as numerous studies show
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the effectiveness of implemented changes in the companies
the dominant approach among managers is to focus on
structural changes while neglecting other terms of the ef-
fective implementation of the strategy [G. L. Neilson, K. I.
Martin, E. Powers, 2009, p. 47]. The variability of conditions
in the environment makes it difficult to achieve the target
organization (the effective implementation strategies), thus
introducing the structural changes ultimately did not bring
the intended effect of improving the results.

Peterson T. J., Waterman R. H. on the wave of criticism
of the idea of A. Chandler, came in a different manner to the
correlation between the effectiveness of the organization in
strategic change and the acceptance of commercial success.
Indeed, they showed that the effectiveness of the imple-
mented strategy is positively correlated with ,soft” element
of management (management styles, motivation, staff,
skills, organizational culture) than the element of ,strong”
(structure, systems) [K. Krzakiewicz, 2008, p. 10].

This opinion is also shared by Neilson G. L., Martin K. L.,
Powers E., according to which the foundation for the effec-
tive operation of the organization in achieving its intended
goals is suitable configuration of the following factors: es-
tablish clear decision-making system, the design flow of
information, harmonization of motivational factors and only
introduction changes in the structure.

It should highlight the fact that Podgorecki A. [1978, p.
47] already in the 70s last century showed that among the
barriers to effective operation of the organization should
include, among others: defective circulation of information,
inadequate methods of management, ritualism and formal-
ism, the impairment of the distribution ration of gratifica-
tion and sanctions.

Surveys G. L. Neilson’a, K. L. Martin’a, E. Powers’a and
organizations that achieve success, made the first step of
interfering in the decision-making system and the flow of
information, rather than changes in the structure. They
believe even that, well delegated decision-making system
and the proper transfer of information is twice more im-
portant, and twice more effective than improvements made
to the structure and motivational factors.

Not all scientists agree with a such a deep limited rele-
vance of structure in the effective implementation of the
objectives. In the study T. J. Peters’a i J. Waterman’a [1992,
pp. 8-19] identified factors of success are best managed
companies, which are classified: simple structure, namely
the pursuit of flattened structure, the interaction in a mixed
form of organizational structure: centralized and free.

Organizational structures, due to dynamic changes in
the environment are also other changes, including more
flexible, weight loss, blurred, the construction of ideal types,
which also has a significant impact on the effectiveness [Z.
Pawlak, A. Smolen, p. 118]. In addition, J. Pence [20120, p.
109] notes that the same reliable and intense transmission
of information system (communication, transmission of
ideas, providing news, discussion).

Communication, in his opinion, is the process of ex-
changing information between the tender of the message
and its recipient on the basis of feedback, resulting in not
only receiving the message, but also understanding, clarifi-
cation and modification [J. Penc, 2010, p. 110]. Even after

taking into account the above important observations, the
results of in-depth research into the hierarchy of factors
effectively implemented strategy, support the idea
Neilson’a G. L., Martin’a K. L., Powers’a E..

3. CONDITIONS OF BUSINESS STRATEGY EFFECTIVE
ACTION IN POLAND

The examples of foreign companies indicate the need
for enhanced recognition for determinants of effective
implementation strategies, rather than restricting only to
the construction of the normal structure. The “departure”
from mainstream Chandler’s management theory in the
case of a dynamically changing environment needs to be
considered correct.

In this situation you must look at the attitude of Polish
entrepreneurs in the conditions of effective implementation
strategies. Previously presented results of foreign organiza-
tions, should be confronted with the approach of managers
of companies operating in Poland, in order to identify dif-
ferences and errors in the management of organizations, in
particular the determinants of effective implementation of
the strategy that was defined in this case by increasing the
company position on the Polish market.

The process of effective implementation strategies in
the enterprise requires one hand to create the right condi-
tions, on the other hand the elimination of barriers to guard
the existing ways of acting (habits, routines, systems, etc..).

In a survey conducted among Polish managers [Harvard
Business Review Poland, September 2010, p. 71] in the
hierarchy of difficulties in achieving the strategic objectives
were identified the following factors: resistance to change,
individuals with competing plans, lack of time, resource
constraints, too large concentration on short-term results,
the lack of specific areas of responsibility or failure to see
initiatives to end, the inability to measure their impact, poor
communication strategies, lack of a clear and decisive lead-
ership, lack of consistency between strategy and the actions
of leaders, communicating to employees the importance of
first-line strategy, translate strategic objectives concrete
action, the subordination of the tasks of the strategy. In
addition it should be added that the managers in the im-
plementation process of the strategy clearly indicates the
importance of proper expression of the guidelines strategy
than inducing them to act in accordance with the strategy
(Figure 1).
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business strategy in accordance with the strategy

Figure 1. The importance of proper expression of the guide-
lines for implementation of business strategy
Source: Harvard Business Review Poland, September 2010,
p.73
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Appropriate manner to urge managers to act in accord-
ance with the strategy is not the only important factor in
the process of implementation of the strategy into effect.
The basic question is ,whether managers at all familiar with
the company strategic objective”?

In a study from Harvard Business Review Poland [Sep-
tember 2010, p. 73] only 57% of managers surveyed were
able to describe the purpose of own company. However, in
a study completed by the author of this article as much as
76% of managers confirmed that know the long term goal of
the company.

The results of research in this area clearly show that
some employees are not familiar, with the purpose to which
the company aims, which can cause limitations in the effec-
tiveness of implemented strategies. On the other hand,
those whose managers have confirmed knowledge of the
main objective, revealed a far-reaching integration of indi-
vidual goals of individual organizational units with the main
objective of the company. For up to 83% of companies sur-
veyed said they convergence objectives of its organizational
units with the main objective of the company. The high level
of convergence of positive evidence of integration within
the organization of Polish companies and creates a strong
foundation for a strategic change.

In the case study the main factors effectively imple-
mented strategy as the most important in the study group
of companies succeeding in the Polish market, fund (figure
2): decision — making powers and the structure of the organ-
ization. Both the motivating factors, such as the proper flow
of information have, in the case study group, relating suc-
cess in the market of less importance. Therefore, in the
study group approach, prevails “Chandler” idea - the recog-
nition of the structure as the key to business success. This
conservative approach, however, is enriched with essential
factor, namely, correctly set the power of decision within
the organization. Hence, should not be criticized so com-
pletely traditional management approaches. Unfortunately,
the constant changes in the economy, Polish managers do
not pay enough attention to the orderly flow of information
and communication system in the enterprise, which has
indisputable must be considered negative.
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Figure 2. The significance of the factors guaranteeing the
effective implementation of strategy relating success on the
Polish market
Source: Own calculations based on the questionnaire re-
search

These conclusions confirm the detailed study of the fac-
tors guaranteeing the effective implementation of strategic

change. First of all factors associated with the normal flow
of information within the organization were less likely to be
indicated by the Polish managers than for foreign ones.

It can be concluded that in the group of Polish entrepre-
neurs are not attached due attention to the proper flow of
information from the environment and its changes. You
should also see that mobile workers and liner have less
knowledge (data, indicators and results) than their counter-
parts in foreign companies on the impact of their daily op-
erational decisions on results and success of the company.
In fact, this is a big mistake in the organization of enterpris-
es operating in an era of constant change. This irregularity,
however, alleviates the correct attitude in regard to “confer
decision-making powers”, where managers in entities oper-
ating in Poland, triaged more weight.

On the other hand, Polish entrepreneurs stressed the
important role of motivation and structure, assigning more
points to these factors than their counterparts from devel-
oped countries. Specific high differences in motivating fac-
tors can be observed in the case of such opinions as “if the
whole company has a bad year, but despite this particular
branch has a good record, his boss gets a bonus. Or “do
good work motivates people by many factors, not only pay
because the difference in significance, Expressed in points in
the group of Polish managers is up to four limes higher than
in the other study group.

Similar differences can be observed in the case of a
structural factor. The significance of the structure factors in
the case of Polish managers is often twice as high in indica-
tions managers of highly developed countries.

4. CONCLUSION

The results of research in Polish enterprises indicate sig-
nificant differences between Polish and foreign entities in
the approach to the significance of factors for successful
implementation of strategy. This implies the need for dis-
semination of knowledge in this field, with an indication of
best practice in developed countries.

The dynamics of change in today’s changing environ-
ment forces business to operate in four area of its opera-
tion. The more the process, which is to implement the strat-
egy in the enterprise, requires special attention and signifi-
cant support, as it contributes to profound changes in the
company. Previous approaches to this issue clearly indicate
the structure of the organization as a foundation for success
is outdated due to changes in external conditions. While this
thesis has been proven in the case of foreign companies, the
research in Polish enterprises, however, show that manag-
ers still apply Chandler’s organization management model,
which pay enormous attention to the structure as a key
success. Moreover, unlike the foreign managers, Polish
managers do not pay enough attention to information man-
agement, which in the knowledge economy can not be
regarded as a recipe for a successful implementation strate-
gy. Modern companies wishing to effectively implement
strategy, they should build the foundations of their own
organizations, not only by properly structured, but also on
factors such as communicative” flow of information and a
clear system of decision-making powers.

19



20

ADAM KALOWSKI
Fundaments of Strategy Effective Implementation in Enterprises
REFERENCES
[1] FOLTYN H., 2007, Classical and modern structure of company, Key Test, Warsaw
[2] KIEZUN W., 1998, Effective management of business structure, SGH, Warsaw
[31 KRZAKIEWICZ K. (red), 2008, Theoretical fundaments of management, Poznan University of Economics
[4] MARTIN R. L., September 2010, Strategy and strategy implementation is one, Harvard Business Review Poland
[5] NEILSON G. L., MARTIN K. L., POWERS E., January 2009, How successfully implement a strategy, Harvard Business Review
Poland
[6] PAWLAK Z., SMOLEN A., 2008, Structure of company. Designing, developing, decision-making power system, Poltext, War-
saw
[71 PENCJ., 2010, Communication and negotiations in company, Difin, Warsaw
[8] PETERST.J., WATERMAN R. H., 1992, In search of excellence. Lessons from American’s best-run companies. Harper Collins,
New York
[9] PODGORECKIA., 1978, [in:] KIEZUN W., The barriers of capable organization, PWE, Warsaw
[10] WHITTINGTON R., MAYER M., 2002, The European corporation. Strategy, structure and social science. Oxford University

Press

Adam KALOWSKI

Warsaw School of Economics

Al. Niepodlegtosci 162, 02-554 Warszawa, Poland
e-mail: adam.kalowski@sgh.waw.pl



