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STRATEGY IMPLEMENTATION AND CONTROL

Question 1

State with reasons which of the following statements is correct/incorrect:

(a) Strategy follows structure. (Nov., 2007)
(b) “Efficiency and effectiveness mean the same in strategic management’. (May, 2008)
(c) ‘“Resistance to change is an impediment in building of strategic supportive corporate
culture”. (May, 2008)

(d) An Organisation's culture is always an obstacle to successful strateqy implementation.
(Nov., 2008)
(e) SBU concepts facilitate multi-business operations. (June, 2009)
(f) A corporate culture is always identical in all the organisations. (Nov., 2009)
(2 Marks each)

Answer

(a)

(b)

(c)

Incorrect: Structures are designed to facilitate the strategic pursuit of a firm and,
therefore, follows strategy. Without a strategy or reasons for being, it will be difficult to
design an effective structure. Strategic developments may require allocation of resources
and there may be a need for adapting the organization’s structure to handle new
activities as well as training personnel and devising appropriate systems.

Incorrect: Efficiency pertains to designing and achieving suitable input output ratios of
funds, resources, facilities and efforts whereas effectiveness is concerned with the
organization’s attainment of goals including that of desired competitive position. While
efficiency is essentially introspective, effectiveness highlights the links between the
organization and its environment. In general terms, to be effective is to do the right things
while to be efficient is to do things rightly.

Correct: Corporate culture refers to a company’s values, beliefs, business principles,
traditions, ways of operating, and internal work environment. In an organizational effort to
build strategic supportive corporate culture resistance can impede its successful
implementation and execution.



Strategic Management

(d) Incorrect — A company’s culture is manifested in the values and business principles that
management preaches and practices. The beliefs, vision, objectives and business
approaches and practices underpinning a company’s strategy may be compatible with its
culture or may not. When they are compatible the culture becomes a valuable ally in
strategy implementation and execution.

(e) Correct: Organizing business along SBU lines and creating strategic business units has
become a common practice for multi-product/service and global organizations. It is a
convenient and intelligent grouping of activities along distinct businesses and has
replaced the conventional groupings. SBU facilitates strategic planning, gaining product-
related/market-related specialization, gaining cost-economies and more rational
organizational structure.

(f) Incorrect: Every company has its own organisational culture. Each has its own business
philosophy and principles, its own ways of approaching to the problems and making
decisions, its own work climate, work ethics, etc. Therefore, corporate culture need not
be identical in all organisations. However, every organisation over a period of time
inherits and percolates down its own specific work ethos and approaches.

Question 2

Briefly answer the following questions in 2-3 sentences each:

(a) Difference between Strategy formulation and Strategy implementation. (Nov., 2008)
(b) Components of a Value chain. (Nov., 2008)

(2 Marks each)
Answer

(a) Distinction between strategy formulation and strategy implementation: Although
inextricably linked, strategy implementation is fundamentally different from strategy
formulation in the following ways:

(i) Strategy formulation is positioning forces before the action. Strategy implementation
is managing forces during the action.

(i) Strategy formulation focuses on effectiveness whereas strategy implementation
focuses on efficiency.

(iii) Strategy formulation is primarily an intellectual process whereas implementation of
strategy is primarily an operational process.

(iv) Strategy formulation requires good intuitive and analytical skills while strategy
implementation requires special motivation and leadership skills.

(v) Strategy formulation requires coordination among a few individuals while strategy
implementation requires organization wide coordination.

(b) Value chain refers to separate activities which are necessary to underpin an
organization's strategies and are linked together both inside and outside the
organization. Organizations are much more than a random collection of machines, money
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and people. Value chain of a manufacturing organization comprises of primary and
supportive activities. The primary ones are inclusive of inbound logistics, operations,
outbound logistics, marketing and sales, and services. The supportive activities relate to
procurement, human resource management, technology development and infrastructure.

Value chain analysis helps in maintaining the long-term competitive position of an
organization to sustain value for-money in its products or service. It can be helpful in
identifying those activities which the organization must undertake at a threshold level of
competence and those which represent the core competences of the organization.

Question 3

What do you mean by strategic leadership? What are two approaches to leadership style? To
bring in strategic change which three steps may be initiated? (3+3+4 = 10 Marks) (May, 2008)

Answer

Strategic leadership is the ability of influencing others to voluntarily make decisions that enhance
prospects for the organisation’s long-term success while maintaining short-term financial stability.
It includes determining the firm’s strategic direction, aligning the firm's strategy with its culture,
modelling and communicating high ethical standards, and initiating changes in the firm's strategy,
when necessary. Strategic leadership sets the firm’s direction by developing and communicating a
vision of future and inspire organization members to move in that direction. Unlike strategic
leadership, managerial leadership is generally concerned with the short-term, day-to-day activities.

Two basic approaches to leadership can be transformational leadership style and
transactional leadership style.

Transformational leadership style use charisma and enthusiasm to inspire people to exert
them for the good of the organization. Transformational leadership style may be appropriate in
turbulent environments, in industries at the very start or end of their life-cycles, in poorly
performing organizations when there is a need to inspire a company to embrace major
changes. Transformational leaders offer excitement, vision, intellectual stimulation and
personal satisfaction. They inspire involvement in a mission, giving followers a ‘dream’ or
‘vision’ of a higher calling so as to elicit more dramatic changes in organizational performance.
Such a leadership motivates followers to do more than originally affected to do by stretching
their abilities and increasing their self-confidence, and also promote innovation throughout the
organization.

Whereas, transactional leadership style focus more on designing systems and controlling the
organization’s activities and are more likely to be associated with improving the current
situation. Transactional leaders try to build on the existing culture and enhance current
practices. Transactional leadership style uses the authority of its office to exchange rewards,
such as pay and status. They prefer a more formalized approach to motivation, setting clear
goals with explicit rewards or penalties for achievement or non-achievement.

Transactional leadership style may be appropriate in settled environment, in growing or
mature industries, and in organizations that are performing well. The style is better suited in
persuading people to work efficiently and run operations smoothly.
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For initiating strategic change, three steps can be identified as under:

(1)

(i)

Recognize the need for change: The first step is to diagnose which facets of the present
corporate culture are strategy supportive and which are not. This basically means going
for environmental scanning involving appraisal of both internal and external capabilities
may it be through SWOT analysis and then determine where the lacuna lies and scope
for change exists.

Create a shared vision to manage change: Objectives and vision of both individuals and
organization should coincide. There should be no conflict between them. Senior
managers need to constantly and consistently communicate the vision not only to inform
but also to overcome resistance through proper communication. Strategy implementers
have to convince all those concerned that the change in business culture is not
superficial or cosmetic. The actions taken have to be credible, highly visible and
unmistakably indicative of management’s seriousness to new strategic initiatives and
associated changes.

Institutionalise the change: This is basically an action stage which requires
implementation of changed strategy. Creating and sustaining a different attitude towards
change is essential to ensure that the firm does not slip back into old ways of thinking or
doing things. Capacity for self-renewal should be a fundamental anchor of the new
culture of the firm. Besides, change process must be regularly monitored and reviewed to
analyse the after-effects of change. Any discrepancy or deviation should be brought to
the notice of persons concerned so that the necessary corrective actions are taken. It
takes time for the changed culture to prevail.
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