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	Strategy Implementation and Control

	Introduction
Designing a successful strategic plan is only "half the battle." Implementation is the other part. Organizations must complete action steps to achieve the strategies and objectives within the plan. 

Monitoring
Another important part of strategy implementation is monitoring; that is, taking periodic reviews of the strategic plan implementation. 

It is important to monitor the implementation of your strategic plan for a number of reasons. Monitoring ensures that your efforts conform to the plan and that you are actually taking the necessary steps you intended--in other words, that you are staying on course. You must be certain the results you attain correlate to the quantified objectives, that you are achieving what you intended. Monitoring helps here too. Monitoring permits corrective action should it be necessary. You are able make adjustment not only to your strategies, but to the planning process as well. Another part of monitoring is a control process which encourages improved performance. Employees are generally stimulated to do a better job if they know they will be measured. Monitoring helps produce better plans midway through the plan.

Most importantly, monitoring provides the vital connection between the written plan and the day-to-day operation of your business. It exhibits to all that your business is being managed according to the business plan. Instead of an annual academic exercise, monitoring the plan regularly makes your entire planning effort a tangible reality. A major benefit of the monitoring process is that it detects issues more timely. 

Corrective Actions
It is important to realize that nothing is perfect. Your actions may be off target. Some strategies will not work. Some objectives will be missed. Corrective action must be taken when this happens.

Delaying the Schedule
You might find that you simply need more time. If your strategy is fundamentally sound, and if you feel the tactics you were using to implement the strategy were also sound, then letting your schedule slip is an option worth considering. It is very possible that you were overly optimistic in deciding on your due date, or some other activity is momentarily competing for a key resource. Perhaps you decided to wait for some important piece of information. These are perfectly valid grounds for allowing your schedule to slip.

Changing Course
If slipping your schedule is not an acceptable solution to correct an implementation problem, you might consider changing your course of action. You would do that only if your fundamental strategies were sound, but your tactics to accomplish it were faulty. It is possible that the people assigned to achieve those tactics were the wrong people. Perhaps your marketing department does not have the time to conduct the survey they offered to do, or the production department does not have the expertise to automate the line. In either situation, you might continue with your strategy, but modify your action steps perhaps by using expertise from outside.

Changing Strategies 
What if your strategy is simply wrong? Maybe you earlier developed the wrong strategy, or your external environment has changed, such as customers' needs, competitive offerings, legislative factors, or the economy. Perhaps your organization has changed internally. These are valid reasons to change your strategy, but obviously your last resort would be to compromise your objective. 

You should watch for opportunities to adjust your planning process. This will help to implement your strategies in later years. For example, at the second quarterly review of your strategic plan, take some time to discuss the planning process looking back on your strategy development sessions. Ask what went well, what did not, and what changes might be suggested for next time. Changes are important to improve the plan, to improve its implementation, and to "fine tune" your planning process, so that it better meets your company's specific needs.

Source: 

Birnbaum, Bill. "Monitoring Implementation of Your Strategic Plan." Birnbaum Associates, 2003. http://www.birnbaumassociates.com/monitoring.htm


	Questions and Answers

	Question #1
What is a balanced scorecard, and how does it relate to implementing strategy?

An average plan that is executed well will have a better outcome than an excellent strategy that is poorly implemented. Numerous organizations have problems putting their strategies into operation. This may result from a failure to effectively communicate the strategy to the employees or a failure to coordinate resources and reward systems around the strategy. 

The Balanced Scorecard is one of several best management tactics for implementing strategy. The scorecard looks at the combination of traditional financial measures with forward-looking measures that drive profitability. There are four basic concepts in a comprehensive framework used to develop measures:

· Customer: identify existing and emerging customer needs, and then create measures for these important performance drivers 

· Internal Processes: focus on the internal processes that best serve the identified needs. Regularly, the organization will need to develop new processes to satisfy growing customer specifications 

· Learning and Growth: the organization defines and measures the infrastructure needed to build continuing organizational improvement 

· Financial: the organization’s financial result should improve by measuring and managing profit drivers in the above three areas. A cause and effect illustration of the business results from the Balanced Scorecard method links the performance drivers to bottom-line results 

The Balanced Scorecard can simplify the strategy for senior management, and conveys the strategy to employees in the company. An organization allows for stretch goals to be set for the measures when it measures its strategic objectives. By evaluating the links between performance drivers and the company’s resulting profitability, feedback can be acquired as to the success of the strategy, and the strategy can be improved and streamlined over time.


Source: Mueller, George. Mueller Consulting. Milwaukee: 2000. http://my.execpc.com/~gcm/co00003.htm

Question #2
What is the factor analysis method?
Factor analysis is a method by which a problem is divided into its elementary components and each one is analyzed. The basic procedure is as follows: 

· Decide which layout to select by listing all the necessary or important factors that are important or significant 

· Assess the relative significance of each of these factors to each other 

· Rate the alternative plans against one factor at a time 

· Compare the total value of the various plans by extending the weighed, rated values 

The planner should create, list, and briefly define the overall objectives after conferring with individuals who will approve the layout. These overall objectives are broken down into factors or considerations (for example, ease of future expansion, flexibility of layout, effectiveness of flow of materials, material handling, storage, and supporting-service integration, space utilization, and quality of product). 

The factor analysis method makes orderly evaluations out of subjective views. This method is good for projects about which the opinion level is high compared to measurable economic considerations. Psychologically, this procedure permits a favorable, organized way to involve individuals who make the layout work and others who must approve the outflow of capital. It is a vehicle that allows planners to coordinate their relative sense of values with that of management’s and operation’s thoughts before the planners make their recommendations on a specific plan. 

Source: 
University of Buffalo. "Weighted Factor Analysis." http://wings.buffalo.edu/academic/department/eng/ie/courses/ie327/slp/fact.html

Question #3
What is executive succession and why is it so important?
With the oldest baby boomers nearing retirement, major U.S. firms are now preparing a new generation of managers to take over. It is a delicate and essential task, as employers selectively pick future leaders without causing bitterness among those who are not selected. Managers must invest in their successors (i.e., training, leadership experience, and mentorship), developing the type of employees that competitors would like to acquire. Management must provide advancement opportunities despite a sluggish job market that has reduced promotion opportunities.

Employees developed for future leadership roles are generally in their 30s or 40s and have a proven record at the company for 10 to 15 years, unless their experience is gained elsewhere. Employees are selected based on their behavior as well as their performance. Some employers believe that behavior traits, such as natural leadership and an ability to work with others, can be crucial.

Succession planning can also create rancor between employees selected for future leadership programs and those who are not. There is a risk that managers will put too much emphasis on future leaders at the expense of other employees. To eliminate these issues, many organizations have a two-tiered system—a short-term succession planning for openings that may come around now or in a few years and grooming employees that will be available years later. 

For succession planning to be successful, organizations must determine what their potential leaders want in their career. Companies’ survival depends upon succession planning, as failing to plan can create a leadership gap that shakes client confidence. 

Source: 

Armour, Stephanie. "Playing the Succession Game." USA Today.com 23 Nov 2003. http://www.usatoday.com/money/companies/management/2003-11-23-succession_x.htm

Question #4
What is TQM and how does it relate to a corporation’s strategy?
Total Quality Management (TQM) is a controlled approach for satisfying customers, both internal and external, and suppliers. This is accomplished through integration of the business environment, continuous improvement, and advancements with development, improvement, and maintenance phases while altering the organizational culture. 

Executing a TQM program leads to change in organizational culture. Employees feel empowered and are encouraged to use their capabilities. A TQM method necessitates methodical changes in management practice. This includes redesigning work, redefining managerial roles, redesigning organizational structures, learning new skills by employees, and reorienting organizational objectives. 

There are several TQM tools:

· Hierarchical groups (levels) of language data. This is similar to thoughts and ideas sorted together in columns or categories used to identify missing information (for example, problems, causes, ideas, solutions, and customer requirements) and to categorize ideas together so that themes can be recognized 

· Language levels (relationships between "what" details), such as an organizational chart. These levels are used to review data from an Affinity Diagram to classify or group language data, to review language levels, and to find missing categories of information 

· Relationship levels between two groups of factors. This is used to envision and simplify the complex relationships between two groups or factors 

· Hierarchal relationships between "whats" and "hows." This is used to ascertain the relationship between what must be achieved and how to accomplish it. The structure is always top-to-bottom 

· Graphical schedule for each task, action, or activity necessary to achieve a target or purpose. This is used to create an effective schedule for tasks, action items, or activities 

· Potential product or service failures with hierarchal relationships. This is used to investigate the hierarchical relationships between potential product or service failures 

· Degree of drive or influence of a cause has on an effect. This is used to establish the cause and effect relationships between numerous issues, so as to identify obvious patterns within them 

· Problems or barriers to a preset outcome and the corrective actions to be taken if the problems or barriers take place. This helps to develop solutions for future changes—specifically, a contingency plan 

· Relationships between a quality characteristic (effect) and the factors that contribute to it (causes). This is used to find possible factors (causes) for a crucial effect 

Sources: 

National Productivity Council. TQM, Benchmarking and SIPS Division. "Total Quality Management and Benchmarking." http://www.npcindia.org/tqm.htm#Total

Integrated Quality Dynamics, Inc. "TQM: Definition of Total Quality Management." 1998-2001. http://www.iqd.com/hoshin_def.htm

Question #5
What is strategic planning?

Senior management uses strategic planning to prepare for economic, demographic, competitive, technological, and regulatory changes that affect the way their organization operates. It is a process of cooperative and informed decision making that assists management and leadership teams position their organization for lasting competitive success. It also helps these teams to intelligently implement changes to their processes, systems, and structure. 

Strategic planning is not just about content; it is about the process of research, development, documentation, and implementation. Strategic development is a course of action that must be constantly refined in any organization. Most strategic plans must be updated every three to five years.

High-performing organizations constantly improve their planning process. The plan is continually executed at the tactical level throughout the organization. This process can be exasperating for managers and leaders who generally want a strategic plan with a beginning, middle, and a conclusion, like most business projects. Managers like these consider the written plan itself as the finale of the process, but the opposite is true. The real work begins when the final plan is documented and accepted. Unlike other business processes, a strategic development process is never finished.

Source:
Mazza, J. "Strategic planning and Implementation for Success." Los Angeles Business Journal. 28 Oct. 2002. http://www.findarticles.com/cf_0/m5072/43_24/94023413/print.jhtml

Question #6
What is a matrix structure?
On occasion, a company plans its operations according to the projects it must complete. In these instances, employees usually collaborate together in a team to accomplish their project's goals. An employee working on a project might have two managers; typically, the manager of the department in which he or she works and the project leader or manager with whom he or she is working at the moment. A project may cover some or all of the company’s functional areas.

An example is in the aerospace industry, which specializes in manufacturing and developing airplanes and spacecraft. A government might require an aircraft similar to a space shuttle to be designed and built. Another government department might ask for a spacecraft to go to Jupiter. These vessels would certainly be very different. Can a company align itself to accomplish both projects? They can if they set up two project groups: the Jupiter team and the shuttle team, both of which would use staff and other resources from different departments in the company. These project teams disband when the projects are completed.

Source: 

Swinburne University of Technology. "Information Technology and Management—The Matrix Structure." http://opax.swin.edu.au/~388226/howto/it2/mstruct.htm

Question #7
What are the different types of validity, and what do they measure?

The different types of validity are content, face, criterion-related, concurrent, predictive, construct, convergent, and discriminate. Content validity ascertains whether the concept is adequately measured. Face validity ensures that the experts validate that the instrument used for validity measures what its name suggests. Criterion-related validity ensures that there is enough difference that a criterion variable can be predicted. Concurrent validity ensures that there is enough difference that a criterion variable can be predicted concurrently. Predictive validity looks to see whether the individual differences are such that a future criterion can be predicted. Construct validity guarantees that the instrument analyzes the concept as theorized. Convergent validity assures that the two instruments use correlate positively. Discriminate validity ensures that variables that are not to be correlated are not correlated. Sekaran, Uma. Research Methods for Business A Skill Building Approach. 4th ed. New York: John Wiley & Sons, Inc, 2003.
Question #8
What are “goodness of measures,” “reliability of measures,” “stability of measures,” and “internal consistency of measures?”

“Goodness of measures” ensures that the measures used accurately measure variables or concepts. “Reliability of measures” helps assess the goodness of measures and ensures that the measures are without bias and are consistent. “Stability of measures” guarantees that the ability of a measure remains the same over time. “Internal consistency of measures” assures that when several measures are used, they all independently measure the same concept. Sekaran, Uma. Research Methods for Business A Skill Building Approach. 4th ed. New York: John Wiley & Sons, Inc, 2003.
Question #9
What are some techniques to eliminate bias in interpreting results?

One way is to ensure your data-gathering techniques were not prone to bias. For example, if you collected data by interviewing people, then you want to ensure that you did not conduct these interviews when the people were busy or under stress. Quantitative data is objective in nature. It is the subjective interpretation of the data that can skew the analysis of results. A researcher must remain objective and not be emotionally tied to the data or the results. Furthermore, information gathered should be treated confidentially and ethically. The treatment of the current data will set the tone for future data analysis and the cooperation of the entities involved.
Question #10
What are the advantages and disadvantages to using software to analyze your data?

Various commercial programs can help with the analysis of data, such as SAS™, SPSS™, Askia™, ATLAS™, Bellview™, and Brand2Hand™. The data must be edited, coded and categorized before it can be analyzed. If you use any of these programs, then you must ensure that the data is formatted the way the program will accept. Note that after the data is analyzed, sometimes the researcher may want to change the hypothesis to better fit the results. It is very important not to do this. It would be acceptable, however, to formulate subsequent hypotheses to further test and draw new results and conclusions.
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