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Abstract. Purpose — The purpose of the article was to analyse the impact of the enterprise adapta-
tion stage on implemented strategy effectiveness.

Research methodology — In the theoretical part the method of analysis and critical review of the literature
was used. The technique used in the empirical study was paper-and-pencil interviewing (PAPI). In order
to investigate relationships, the 32 Pearson test and the Yule’s Coefficient of Association ¢ were employed.

Findings - The article resulting underline the importance of the stage of adapting the enterprise
in the strategy implementation process. The organisational structure, skills and knowledge, as well
as organisational culture, have a particularly strong impact on the effectiveness of the strategy.
Research has not confirmed any relationship between management style and resources.

Research limitations — The empirical research was carried out on business organisations from a ranking
of 500 innovative businesses of the Institute of Economics of the Polish Academy of Sciences list, what
does not ensure that the indicated problems are characteristic for the average companies active in Poland.

Practical implications — The obtained results became the basis for defining recommendations,
which are practical guidelines for those trying to implement a strategy. It should be noted that the
presented practical guidelines are not static research indications and will develop as the organisa-
tion and its environment change.

Originality/Value — There is a lack of research in Poland, which is focused on the problem of
adjusting enterprise in the strategy implementation.
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Introduction

Effective implementation of the strategy is pivotal for the development of the company. It is
one of the most important challenges faced by managers by solving any evolving organisa-
tional problems (Szarucki, 2015). The economic practice still provides examples of companies
that have failed in this difficult process. To a large extent, this is due to the improper imple-
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mentation of the strategy implementation in enterprises. Factors influencing the process of
effective strategy implementation were discussed by various authors (Ranganathan & Dhali-
wal, 2001; Catera & Pucko, 2010; Ahearne, Lam, & Kraus, 2014; Obeidat, Al-Hadidi, Tarhini,
& Masadeh, 2017). However, the state of knowledge in this area is still limited.

The essence of the implementation is to transform the strategy included in the strategic plan
as a set of actions carried out in individual departments and organisational units and also to
organise hierarchical, functional, technical and information relationships between these depart-
ments and units (Szarucki, 2013). The problem with strategy implementation relates to the fact
that it covers a wide range of issues. Their full appreciation is often impossible for entrepre-
neurs. They concentrate only on selected aspects, omitting the others, which unfortunately fails
the strategy implementation process and discouragement of the managers. The strategy imple-
mentation has to be a holistic system (Segatto, de Padua, & Martinelli, 2013), concentrating on
the integration of its components. One of them is enterprises adopting process. Nowadays (H.
Norreklit, L. Norreklit, Mitchell, & Bjornenak, 2012; Chaola, Pratoon, & Raksong, 2015), it is
to be noted that the adaptation of an enterprise in the strategy implementation process is one
of the organisational performance benchmarks but is associated with the undertaking of status
quo questioning activities (Lowy, 2015) and with unpopular decisions, while being often linked
with the involvement of large resources and considerable time commitments.

The article is of a theoretical and empirical nature, and the research problem is located
in the management sciences in the subdiscipline of strategic management and the method-
ology of management sciences (Lisinski, 2013). Using the method of analysis and critical
review of the literature, the place and role of adapting the enterprise, as part of the strategy
implementation process, will be discussed, together with areas that should be included in
each implementation process. The empirical part will present its own research on the imple-
mentation of strategies in enterprises in the area of adapting individual areas of the company
to the implemented strategy as an important part of the implementation process. The tech-
nique used in this study was paper-and-pencil interviewing (PAPI). In order to investigate
relationships, the Pearson test and the Yule’s Coeflicient of Association ¢ were employed.
The research results will become the basis for developing practical guidelines for enterprises.

1. Enterprise adjustment stage as part of the strategy implementation process

The strategy implementation is a complex process, covering many areas of the enterprise,
but also taking into account the external context. It consists of putting the strategic plan into
action. It is a sequence of activities in which their substantive scope will be combined with
activities regarding the instantiation, implementation and satisfaction®.

When indicating the stages of the strategy implementation process, it is necessary to spe-
cify the sequences of actions through which the functions of this process are implemented. In
practice, the functions are called tasks, which results from giving them the obligatory nature
in the formalised pragmatics of company management (Stabryta, 2000).

! Extensive reflections on the process of strategy implementation can be found in the works on strategic manage-
ment, see: (Candido & Santos, 2015; Schaap, 2012; Catera & Pucko, 2010; Hrebiniak, 2005; Okumus, 2003; Olson,
Slater, & Hull, 2005; Allio, 2005; Noga, 2007).



224 G. Noga. Problems of adapting enterprises in the strategy implementation process. Case of Poland

M. Moszkowicz (2005) claims that the main task of the implementation is to answer the
question: how to change from the current state to the expected state in certain company con-
ditions? The author points out, that the essence of the actions must be: gaining management
and crew to implement the adopted strategy (to want!), proper distribution of resources (to
be able to!), skills development - training (to know how!) and appropriate organisation of
the company’s activity in time (manage it!, be ahead!). So, the implementation includes the
task which requires entrepreneurial skills, whose evaluation criterion is effectiveness, i.e. the
company’s ability to implement projects approved in the strategy formulation process.

H. Piekarz (2008) marks, that implementation must be a rational action; therefore it
should proceed according to specific time and space-ordering rules, taking into account
the boundary criteria and conditions. She mentions three functions which are important
for the implementation: planning, organising and controlling. Regarding strategic planning,
she claims that the flexibility of actions must be ensured in the implementation area. In the
case organizing the author focuses mainly on the question of adjusting the structure. Hover,
control, similarly to planning, must refer to the strategy and operational level. Here, the
autonomy and knowledge of workers will determine the effectiveness.

E Alashloo, P. Castka, J. Sharp (2005), understand the tasks of implementation in a simi-
lar way. They claim that implementation must include the task of preparation, organisation
and motivation of different complex activities to ensure smooth implementation of the stra-
tegy, its control and verification, and its exploitation.

M. Srinivasan also refers to the main management functions (2014), demonstrating the
following stages in the implementation process:

- framing goals - a stage which requires precision, ensuring its transparency and no
problems with interpretation;

- implementation process control — where the implementation concentrates on opera-
tional management;

- the management of changes — with particular consideration is being given to the effect
of the changing environment;

- the involvement of staff - including the selection of change leaders, delegating deci-
sion-making powers to them, as well as providing them with an appropriate incentive-
based system;

- an ongoing analysis of process sequences and measuring performance.

Based on the presented points of view of different authors, it can be assumed that the
tasks of management strategy implementation include: preparatory tasks, adjustment tasks,
proper tasks and controlling tasks. The preparatory tasks include the development of frame-
work guidelines for the entire implementation process and an indication of procedures for
the entire company and its parts. H. Steinmann and G. Schreyogg (2001) indicate that prepa-
ration in the implementation process must include people, strategic programs and organisa-
tional initiatives. The adjustment tasks are intended to indicate the areas of the enterprise in
which changes should be made. Adjustment tasks as part of strategy implementation, relating
to the conditions of ensuring the company’s readiness to achieve the goal. These functions
are realised by creating conditions: economic, technical and social for implementing the
established strategies with the help of its employees. Proper tasks focus on the realization of
strategic activities by the division of the tasks, resources and choosing the persons respon-
sible for them. In the implementation of these tasks, attention should be paid to ensuring



Business, Management and Education, 2018, 16(2): 222-238 225

proper communication. Controlling tasks include monitoring and correcting activities in the
strategy implementation process.

Moving forward to specifying particular activities included in the implementation process
one should bear in mind the tasks mentioned above.

Kazmi (2008) shows the strategy implementation process in the form of a constant pro-
cess; its goal is to achieve effectiveness through change management by the activation of
strategies. He shows three phases: active strategy, changes management, achieving effecti-
veness. The first phase is to prepare the ground for tasks and managerial activities related
to strategy implementation. The next phase, being the core of strategy implementation, is
change management in complex situations. The last phase, or effectiveness, is the result of
the implementation process.

In his proposition C. Noble (1999 shows implementation in a structured way. The author
depicts four stages of the implementation process:

— The stage preceding the implementation (engagement in the formation of strategy, the
concentration of the implementation efforts, selection of representatives for individual
functions, education).

- Organisation of implementation (gathering resources, solving functional conflicts an
indication of leadership in the implementation, development of the implementation
plan, building partnerships understanding the possibilities and concerns of other
functional areas).

- Management of the implementation process (physical barriers, barriers resulting from
the so-called “plots” barriers related to the lack of knowledge, communication bar-
riers, personality issues, different goals, resistance in the organisation, subversives).

- Maximising inter-functional performance (informal networks, instilling a “sense of
haste”, achieving “buying” strategies.

The author pays particular attention to the inter-functional connections, in which he
finds the key to successful implementation. He presents the problem of implementation as a
network. He thinks that in order to understand the process and obstacles, which can be met
during its realisation, one should look at the implementation network from the managers’
point of view and find the keys to the successful management of this network.

A. Srivastava and Sushil (2014) perceive the process of implementation as an interaction of
four types of activities: ensuring consistency between management functions and strategy; the
actions which are to ensure correct functioning of processes; automation, understood as the stan-
dardisation of the monitoring system and of measured performance results, as well as adaptation.

In his approach, M. Lisinski (2004) presents, the implementation process in a coherent
way and indicates two phases of this process:

- Phase I. Initiation of strategies: diagnostic analysis of the organisation, undertaking
improvement measures, adjusting the organisation to the adopted strategy.

- Phase II. Implementation and evaluation of the strategy: implementation of the stra-
tegic plan, evaluation of the implementation of the strategic plan.

H. Witczak (2004) doesn’t point out stages of the process but claims that implementation
consists of three classes of actions. These are preliminary activities (warm-up), main activities
and final activities. They characterise in the following stages:

— The preliminary activities include all the actions which are achieved by an organisa-
tion of full implementation capacity. The author doesn’t describe the stages in detail.
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He only marks that they must cover activities connected with the identification of the
organisational elements which require adjustment.

— The main activities are connected with taking actions. The strategy must be put into
practice by performing subsequent assumptions of the strategic plan, it covers all areas
of the organisation’s functioning. The author pays attention to the fact that this issue
covers all the activities that can be called working.

— The final activities are connected with controlling the execution. Managers must check
that the actions taken by the organisation are consistent with the chosen policy option
and bring the expected results. The key is the appropriate selection of indicators.

The aspect of adjusting organisation to the requirements of a new strategy is also exposed
in the authorship model by Ch. W. L. Hill (1989). The author also notes that the lack of such a
match or becoming aware of this need too late may lead to serious difficulties and inhibitions.
Taking the presented views in the strategy implementation process under consideration,

we can distinguish three phases: preparation and organisation of implementation, imple-

mentation management and control of strategy implementation. The proposal for a detailed
strategy implementation procedure can be found in Table 1.

Table 1. The procedure of implementing management strategy in an enterprise (source: own study)

Phases

Stages

Research steps

L. Introductory
actions

Adoption of the key assumptions concerning the new strategy, iden-
tification of milestones, time range, amount of budget al.ocated for
this purpose, identification of risk.

>~
o5
L
S 2. Establishment of principles for observing the environment to capture
E opportunities or threats appearing there.
< g 3. Establishment of a team for the strategy implementation or the per-
s 3 son conducting the process and indicating its place in the structure.
g % 4. Communicating the main strategy assumptions to the employees.
'«;5 g 5. Selection of implementation methods.
g § II. Enterprise 6. Specification of the elements to be verified.
25 | adjustment 7. Diagnostic analysis of the specified elements.
,g £ 8. Evaluation of consistency with the strategy.
S5 9. Indication of necessary changes to be adapted to the strategy.
g g 10. Conduct of actions.
= 11. Checking the results.
~
% III. Operation- | 12. Preparation of strategic programs and allocation of resources.
& alisation of 13. Development of performance indicators within individual programs.
strategy 14. Indication of the persons responsible for the implementation of the
programs.
IV. Conducting | 15. Planning detailed operations and deadlines for their implementation.
activities 16. Sharing tasks between particular employees.
© % 17. Piloting activities and overcoming psychological barriers.
f % V. Controlling | 18. Setting standards and designing control systems.
S &' | conducted 19. Indication of people or cells to monitor implementation of the strategy.
g -2 |activities 20. Systematic review of conducted activities.
gbg 21. Undertaking corrective actions.
g g [vL Caring 22. Establishing communication procedures in case of problems while
§ £, | for good conducting activities aimed at applying the new strategy.
E | communication |23. Establishing deadlines for regular meetings on the strategy imple-
mentation.
24. Reporting results to people responsible for the programs.
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End of Table 1

Phases Stages Research steps
VII. Measure- 25. Indication of people responsible for the process of selection and mea-
ment of strategy surement of assessment indicators.

26. Selection of the most important criteria to carry out the measurement.
27. Measuring the effectiveness of the selected criteria.

VIIL. Strategy 28. Analysis of the gathered results.
evaluation 29. Evaluation of the implementation process and formulating conclusions.
30. Submission of applications to the management of the enterprise.

Evaluation of the
strategy implementation
process

Adjusting the enterprise is the stage of phase preparation and organisation of the strategy
implementation process. As the first step, the enterprises which implement the strategy —
should individually indicate key elements for this process, especially of the internal context,
but also specify the most important conditions shaping the relations between them. The next
step is an assessment of the indicated elements regarding consistency and adjustment to the
implemented strategy as well as identification of any deviations. Adaptation projects are be-
ing prepared for them. The changes should be made based on clear criteria for the strategic
match, and these are:

- Consistency with the competitive advantage,

- Consistency with workflow-facilitating and strategy-supporting processes,

— Support for the functions of primary importance regarding the geographical nature
of the business,

- Adaptation to basic product variables and market segmentation variables

- Transferring decision-making power to persons in the positions closest regarding be-
longing to a given decision, and thus having the greatest possibilities to implement
this decision,

— Cooperation of enterprise elements (Drazin & Howard, 2004).

In the next step, all the projects should be implemented. Control over the introduced
changes and their compliance with the strategy is the last action within the adaptation phase.

The proposed structuring of the strategy implementation process in a detailed way indica-
tes the stages and research steps in individual stages. It can serve as support for the enterpri-
ses which have no experience in strategy implementation. It also underlines the importance
of the enterprise adaptation phase.

Given these considerations, it seems advisable and appropriate to link the degree of the
strategy fulfilment with adjusting of the enterprise components to the implemented strategy.

It is important to note that both the strategy and the enterprise components must
not be based on rigid premises which, in volatile conditions, do not adequately represent
the specific characteristics of the organisation activity, thus creating some confusion
(Dandira, 2012).
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2. Elements of the enterprise that need to be adjusted during strategy
implementation

In the literature, there are many propositions indicating elements of the enterprise which are
important for the strategy implementation process.

A. Pettigrew and R. Whipp (2007) do not specify in detail the areas which the strategy
implementation should be concerned with, but they point out that it must combine three
related aspects:

- Analytical - implementation must cover many organisational areas,

- Educational - new strategic knowledge which is derived from its implementation,
must be captured and spread across the entire organisation, which is why implemen-
tation cannot be treated as constant and unchangeable; organisation learns about its
strategies through implementation,

- Political - implementation must be flexible and react to pressure from outside and
inside the organisation.

Ch. W. L. Hill (1989) lists the organisational structure, the appropriate system for me-
asuring and evaluating the achieved results, and the rewarding system for these results, the
information and control system, organisational culture and performance potential. All these
factors describe the internal potential of an enterprise, and according to the model’s author,
they play an important role in strategy implementation, regardless of the type of industry in
which the company operates.

One of the most widely recognised models dealing with the implementation factors is
the 7S model by R. H. Waterman Jr., T. J. Peters and J. R. Phillips (1980). It indicates seven
elements that are interrelated, and a change in one of them causes a change in the other:
strategy, organisational structure, systems (all formal and informal procedures enabling the
functioning of the organisation), management style (actions taken by the top management),
staff, value system (organisational culture), skills (competences, dominant features possessed
by the enterprise).

J. M. Higgins (2005) is the author of the 8S model, in which factors from the 7S model
have been slightly modified. They include strategy, structure, systems and processes, mana-
gement style/leadership, staff, resources, organisational culture and additionally the “results”
factor. By adding the “results” factor, the author justifies the need to control the obtained
results.

Fewer, as only four important factors, are indicated by G. Yip (1992). These are the fol-
lowing factors: organisational structure, culture, people, management processes. The author
claims that these four factors determine necessary forces in the organisation, which influence
its capacity to formulate and implement strategies.

Another example is the proposition of the authors M. A. Carpenter and W. G. Sanders
(2007), who pointed to organisational structure, systems and processes, people and prizes,
strategic leadership, resources, communication. According to this approach, attention is paid
to the communication factor, which according to the authors is particularly important.

The models mentioned above differ in the number and nature of the factors which deter-
mine strategy implementation. An attempt to include all the factors (dimensions) in strategy
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implementation that could constitute important areas of managers’ intervention during stra-
tegy implementation was undertaken by C. J. E Candido and D. S. Morris (2001). According
to them, the basic dimensions of strategy implementation are: the paradigm / model of
the world, attitudes, skills, roles and styles of managers, the content of strategy, structure,
facilities, equipment along with technological characteristics and potential, information and
communication systems, decision-making processes, service analysis systems, design, exter-
nal communication and delivery, rules, policies and task descriptions, systems: evaluation,
control and remuneration, organisational competencies, people, power structures (formal
and informal), commitment, values and norms, stories, symbols, rituals, routine procedures
and ceremonies, financial resources, time (schedule, coordination, programming, urgency).
The twenty dimensions included in this model are elements that simultaneously:

- Can be changed and should be controlled and consistently adjusted,

- Should be monitored and made the subject of collected and distributed information,

- Could be within reach of a difficult organisational debate due to their interests, basics
of power, approach and belief,

- Are co-dependent and when certain dimensions are changed - affect all others; some
of these influences will prove helpful and compensatory, others will be harmful or
retaliatory.

The model’s authors claim that 20 dimensions and their connections can determine the
success or failure of any strategic change which is why they were grouped into one instru-
ment that can be used for: improving and enriching the diagnosis, stimulating thinking,
assessing the necessary scope of change in relation to each dimension, and supporting change
planning.

According to F. Okumus (2003), Jiang and Carpenter (2013), the factors closely related
to implementation are divided into external and internal ones. The external ones include or-
ganisational structure (a division of power, decision-making practices), organisational culture
(traditions, values, standards), leadership (management support), resources (distribution of
means, information, time limits).

For the process of implementing the strategy, a role will be played by the elements of the
external context, which macro-environment and micro-insecurity belong to. Macro-environ-
ment contains processes and phenomena, which must directly affect the tasks being achieved
by the enterprise, however, they create the necessary conditions for running a business. Mi-
cro-environment consists of two specific organisation subjects or their groups which may
influence the enterprise. It includes competitors, customers, suppliers, trade unions, owners
and strategic allies (Pearce & Robinson, 2015). Both the micro and macro environment do
not have spatial boundaries; everything depends on the strength and directions of connec-
tions between the enterprise and the surrounding phenomena, processes and entities. For
the strategy implementation process, the internal context is particularly important, defining
the elements inside the company that are in mutual relations with each other and with the
elements that create the external context. The internal context is composed of organisational
structure, organisational culture, resources, management style, skills and knowledge, and
systems that comprise: the motivational system, information and communication system.
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3. Methodology of conducted research

In the empirical sciences, which include management science and strategic management,
as its sub-discipline, the basis for conclusions is practical research. The value of any theory
is determined by observation. About the scientific problem being analysed in this article,
empirical research aimed to verify whether the adaptation of enterprise, constituting a stage
in the strategy implementation process, has an impact on the effectiveness of the implemen-
tation process?.

The results of research on adopting a company to a strategy, as introduced in this ar-
ticle are part of a wider research on the strategy implementation in enterprises. The study
involved 693 business entities, from Poland, listed in the ranking of 500 innovative businesses
of the Institute of Economics of the Polish Academy of Sciences (Baczko & Puchata-Krzy-
wina, 2013). A crucial reason for using this ranking is the fact that innovation occupies a
leading position on the list of postulates formulated towards strategic management. Since the
assumption was to reach out to the enterprises putting strategic management into practice,
it was recognised that companies are trying to be innovative in a special way also focus on
formulating and implementing strategies. The research technique used in the research was
a direct questionnaire interview (PAPI). The interview questionnaire contained 59 proper
questions and eight metrics questions. The study was conducted in 2015. The problems dis-
cussed in the article were addressed by the following research problems:

- Determining whether business subjects pay attention to the adjustment of the com-
pany in connection with strategy implementation,

- determining whether, in connection with strategy implementation, they have made
changes in one of the areas of the company.

— Determining the level of difficulty in making changes in the indicated areas,

- determining the impact of adjusting enterprise elements to the implemented strategy
on the effectiveness of the entire implementation process,

- determining whether the environment is perceived as a source of problems when
implementing the strategy.

20.6% of small enterprises, 41.2% of medium enterprises and 38.2% of large enterprises
employing over 250 employees took part in the conducted research, of which 17.6% were en-
terprises employing 501-1000 employees and 14.7% enterprises employing over 1000 people.

Among the most important tasks in strategy implementation, the respondents indicated:
determining the priorities, assigning responsibility, assessing the results, supervising the
implementation and adaptation of the enterprise. They confirmed that they pay attention to
the adjustment of the company strategy implementation.

The enterprises indicated, in order to implement a new strategy, it is necessary to make
changes in the following enterprise areas: skills and knowledge (76.50%), resources (76.50%),

2 Research was carried out by the author of article as a part of her doctoral thesis (Noga, 2017): Methodology of
implementation of the management strategy in enterprise, prepared in the Department of Strategic Analysis at the
Cracow University of Economics.

3 For the sake of the character of the discussed issue, micro-enterprises were excluded from the study, and thus 278
small and medium-sized enterprises and 197 large companies were included in it.
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organisational structure (75%), management style (75%), management systems (67.50%),
organisational culture (55.90%).

Enterprises assessed the difficulty of making changes in particular areas. Their opinions
are illustrated in the picture below (Figure 1).

The analysis of the presented graph shows that:

- Organisational structure - The introduction of changes in this area of the company is
relatively smooth. There were no indications for any difficulties that would make the
changes impossible, 29.4% of the respondents marked value 1 - little difficulty and
27.5% of enterprises chose value 3 — medium difficulty.

- Organisational culture - an area difficult for changes to be carried out. Difficulties
which made changes in the enterprise impossible appeared in 2.6% of the cases. The
highest percentage of the respondents, 42.1%, indicated emergence of very serious
difficulties.

- Management style - Answer 3 dominates in this area - medium difficulties, 37.3% of
the enterprises. Despite a general impression that in this case, the changes proceeded
rather smoothly, 5.9% of the respondents indicated that they had difficulties making
changes impossible.

- Skills and knowledge - in this area the difficulties appeared rather often. However
they were not particularly cumbersome. This area should be ranked second, after
organisational structure, as one where changes went rather smoothly.

- Resources - in this area more than 20% of the enterprises indicated the presence of
particularly big difficulties, also 3.8% of respondents indicated difficulties are preven-
ting the changes.

- Management systems - this one, like organisational culture, turned out to be prob-
lematic for changes to proceed. The most common answer was the value of 5 — the
difficulties preventing implementation, accounting for6.5% of the indications here.
At the high level, there is also answer 4 - very big difficulties, indicated by 28.3% of
the respondents.

45%
40%
35%

30%

25% §
N
20% §
15%
10%
D
. “ [ d
0% N N i N
0 1 2 3 4 5
& Organizational Structure W Organizatianal Culture Management Style
2 Skils and Knowledge O Resources B Management Systems

Note: 0 - no changes were made, 1 - minor difficulties, 2 - small difficulties,
3 - medium difficulties, 4 - large difficulties, 5 difficulties preventing strategy
implementation.

Figure 1. Difficulties in making changes adapting the organisation to the
new strategy (research results)
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The enterprises were also asked to indicate whether they had to make changes in their
assumptions during the implementation. The answers of the respondents were referred to
the environment in which the examined entities were functioning. The results are as follows:

- Enterprises operating in a very stable environment: no changes were made in the plan
of 50% of the enterprises, slight changes took place in 50% of the entities.

- Enterprises operating in a moderately stable environment: there were no changes in
the plan of 23.5% of the enterprises, minor changes were made in 58.8% of the enter-
prises and large changes — in 17.6% of the enterprises.

- Enterprises working in a dynamic environment: 10.7% of the enterprises made no
changes in the plan, minor changes were made by 60.7% of the respondents, and large
changes were made in 28.6% of the enterprises previously envisaged in the strategic
plan.

The presented results indicate that that enterprise try to stick to the assumptions adopted
in the strategic plan. Nevertheless, operating in a very dynamic environment requires them
to demonstrate high flexibility and adjustment methods. Innovative enterprises, which were
included in the study, can react and adapt their companies’ policies to changing conditions.

To establish relations between the enterprise’s elements and the effectiveness of strategy
implementation, respective statistical calculations were made. All tests were carried out with
the significance level of 0.05. The significance of the relation of nominal features was calcu-
lated using Pearson’s 2 test. In order to measure the strength of relations between variables,
Yules correlation coefficient ¢ was determined.

In particular, the following was examined:

- Relationship between adjustment of the organisational structure and effective strategy
implementation,

— Relationship between adjustment of the organisational culture and effective strategy
implementation,

- Relationship between adjustment of the management style and effective strategy im-
plementation,

— Relationship between adjustment of the skills and knowledge and effective strategy
implementation,

- Relationship between adjustment of the resources and effective strategy implemen-
tation,

- Relationship between adjustment of the management systems and successful strategy
implementation.

The relationships between individual elements of the enterprise and the effectiveness of
strategy implementation are presented in Table 2.

By the conducted test, a significant relationship was observed between changes in the
following elements of the enterprise and the effectiveness of strategy implementation: or-
ganisational structure, organisational culture, management systems, skills and knowledge.
Enterprises, which adopted the areas mentioned above to the implemented strategy, have
achieved their strategic goals to a greater extent.

By the conducted test, there was no significant relationship between changes in the fol-
lowing elements of an enterprise and the effectiveness of strategy implementation: manage-
ment style, resources.



Business, Management and Education, 2018, 16(2): 222-238 233

Table 2. The relationship between the enterprise’s elements and effectiveness of strategy implementation
(source: research results, n = 69)

Enterprise area . Pearson’s co'rrelation Correlation

coeflicient coefficient ¢
Organisational Structure 0.0131 8.6646 0.3623
Organisational Culture 0.0040 5.9291 0.2997
Management Style 0.5424 1.2234 0.1362
Skills and Knowledge 0.0321 6.8790 0.3228
Resources 0.6383 0.8978 0.1166
Management Systems 0.2721 4.8855 0.0026

The correlation test shows that the following have the most important impact on the
effectiveness of implementation measures: organisational structure 0.3623, skills and knowl-
edge - 0.3228 and organisational culture - 0.2997.

The tests confirmed that adjustment of such areas as organisational structure, organisa-
tional culture, skills and knowledge and management systems has a direct influence on the
success of strategy implementation.

According to the opinions of the respondents, less significant factors were resources and
management style. It should be noted, however, that the respondents pointed to resources
as a particularly important factor in the strategy formulation phase, thereby emphasising
that it plays an important role in the strategy implementation process. However, it is rather
perceived as an element conditioning the selection of a given strategy, and not as an element
requiring adaptation.

4. Proposals for enterprises resulting from the research

The research confirmed that the adaptation of areas such as organisational culture, organ-
isational structure, knowledge and skills, and management systems contributes to success in
strategy implementation.

Respondents paid particular attention to the organisational culture, which they indicated
as particularly difficult to adapt. To implement a strategy, proper organisational culture is
necessary, being characterised by the will of achievement, engagement, discipline and the
employees’ sense of strategy ownership. Organisational culture bridges the gap between what
the formal procedures and instructions describe and what is going on, so it is a powerful
engine during strategy implementation.

Regarding organisational structures, solutions should be sought that promote the ex-
change of information, coordination of activities and clear assignment of tasks and respon-
sibilities. The organisational structure must meet the company’s pursuit of flexibility and
adaptability to changed conditions.

Regarding knowledge, the employees’ knowledge should be expanded so that they can
carry out the tasks properly assigned to them.
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The systems must be fully concentrated on the implemented strategy. The task of the in-
formation system is to acquire, process, store, protect and transfer information. Such a system
should not only provide relevant strategic information but also properly convey information
about the strategy both within and outside the company. The matrix of M. Freedman (2003)
may be useful, where those strategy elements are indicated that should be communicated to
individual stakeholder groups in the enterprise. The strategic communication system should
focus on informing the employees about the assumptions and strategic goals, explain the
doubts and ambiguities, and convince them about the validity of long-term development
directions. Both systems form an inseparable body and should support one another. The
motivational system should also provide additional support. The situation that the employ-
ees receive respective remuneration, regardless of whether the implementation is success or
failure, should be avoided.

When it comes to the management style, in the chosen solutions, it is not only the mana-
gers but all the employees who should be engaged in the implementation processes. Chan-
ges in this new strategy are associated with the emergence of employee resistance. It is a
natural reaction, reflecting a certain mental state of the employees, which is an expression
of the fear of the unknown. That is why it is very important to make employees aware of
the upcoming changes and the team’s commitment to introduce them. Participation will be
possible after making employees aware that the changes are necessary in order to maintain a
competitive position on the market. For smooth implementation, it is also crucial to inform
the employees about the current basis on the progress in implementing the strategy, but also
about any problems that have arisen throughout the performance of the specific tasks. The
leader must, therefore, communicate perfectly, making everyone focus their attention on the
company’s strategic priorities. W. Chan Kim and R. Mauborgne (2005) indicate that during
the operation, it reveals whether employees were provided with intellectual and emotional
recognition. The authors write, that in a situation of vivid and honest trust, appreciation of
particular entities and deep belief in their knowledge, skills and talents it will be easier to be
successful in achieving the company’s goals.

The resources are a particularly important area for formulating and implementing the
strategy. The problem of resources limits small and medium-sized enterprises to a larger
extent than the big ones especially in the aspect of financial resources, but also all others. It
is different in large enterprises where it is easier to obtain funds, more often they also have
qualified staff. Human resources play a significant role in smooth strategy implementation.
People play an important role because they will ultimately decide on the successful (or unsuc-
cessful) strategy implementation. Like in business functioning in general, effective strategy
implementation requires compliance of the company’s goals and activities with the goals and
personal actions of its employees. It is easy to engage all of them in the strategic management
process. A strategic instrument proposed by O. Gadiesh and J. L. Gilbert (2001) may be a
helpful instrument in this respect. The principle is to provide employees with a signpost and
motivation to act, show the direction in the constantly changing business environment and
help quickly respond to emerging opportunities. It is important to extract the quintessence
of the strategy and formulate it in the form of one short sentence because even the greatest
strategy gives little unless people understand and use it in their everyday work.
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The enterprises also paid attention to the limits of the environment where the company
operates - its stability, type, complexity. Changes occurring in the environment that cause
risk and uncertainty are an inseparable element related to the functioning of the enterprise.
Strategy implementation requires constant monitoring of the activities carried out inside the
company, as well as in its environment. Also, it is important to identify even weak signals,
then to properly assess their meaning and anticipate which of them may affect the functio-
ning of the company. Exceptionally unexpected and fundamental changes in the environment
may even result in complete obsolescence of the assumptions which the strategy was based,
on, potentially leading to its redefinition.

The adjustment of an enterprise is a demanding task. Therefore the choice of the proper
methods is important. The following instruments may be useful: project management, Ba-
lanced Scorecard, Strategy Map, General Management Navigator, internal audit, change ma-
nagement, diagnostic method prognostic method, critical evaluation and analysis method.
Certainly, the chosen method depends on many factors, including the level of the company’s
preparation for the application of the given method, cost, and time-consumption. The com-
pany must select the tools that it uses, and it is impossible to propose a perfect solution for
use in any enterprise (Noga, 2016).

Concerning adapting business areas, one of the important aspects affecting the process
is the period of business activity. Enterprises that operate longer and have experience in the
field of implementation can be identified. The second group is made up of companies with
a short operating period, having less experience in strategy implementation. In the case
of a well-established enterprise, adaptation to the company’s strategy becomes a particular
problem. In these cases, the communication and motivation system plays an extremely im-
portant role. It must be well designed to give employees incentives to engage in new pro-
jects related to the implemented strategy, requiring them to learn something new and new
responsibilities often. For an enterprise being on the market for a short time and not having
experience in strategy implementation, any good practices that it can use and develop further
are generally missing. In these cases, the knowledge and competencies of the personnel are
particularly important.

Conclusions

The reflections presented in the article resulting from the author’s research on strategy im-
plementation underline the importance of the stage of adapting the enterprise in the stra-
tegy implementation process. The organisational structure, skills and knowledge as well as
organisational culture have a particularly strong impact on the effectiveness of the strategy.
Research has not confirmed any relationship between management style and resources.

The obtained results became the basis for defining recommendations, which are practical
guidelines for those trying to implement a strategy. It should be noted that the presented
practical guidelines are not static research indications and will develop as the organisation
and its environment change.

In this context, attention should be drawn to the research limitations, associated with the
character of undertaken practical investigations. One of the limitations is the fact that the
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group of respondents consisted of business organisations from a ranking list, what does not
ensure that the indicated problems are characteristic for the economic operators active in
Poland. In addition, a certain dose of subjectivism in such studies is simply unavoidable for
the practical absence of real possibilities to verify the answers provided by respondents. It,
therefore, opens up the field for even more detailed empirical studies. The article also indica-
tes the problem of selecting methods in the process of adjusting the enterprise to the strategy.
The enterprise itself has to select the tools that it will use to implement the strategy, depen-
ding on its assumptions, its resources or the economic and social situation. In agreement with
M. Szarucki’s opinion (2016), who, analyzing the issue of the choice of a suitable method
for solving a particular task, points out that “lack of classification of management methods
hinders the possibility of choosing the proper one”, attempts should be made to reorganize
the methods used in the process of strategy implementation. The classification criteria should
include many factors such as the level of preparedness of the company, its resources, costs of
the method used, or the area of its application. This will make it easier for the companies to
choose a suitable method and will contribute to successful strategy implementation.
Finally, there is a need to channel future studies on strategy implementation to the issue
of the underlying risk. It has both a theoretical and practical dimension. It appears therefore
necessary to expand the analyses on strategy implementation with the risk management issue.
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