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In the contemporary business landscape, the divide between organizational success and stagnation is rarely
defined by the presence or absence of a plan. Instead, it is defined by the integrity of the Strategic Management
Process—a dual-cycle mechanism comprising Strategy Formulation and Strategy Implementation. While
formulation involves the intellectual exercise of environmental scanning and competitive positioning,
implementation represents the operational mobilization of resources to achieve stated objectives. This technical
analysis explores the nuances of these two phases, their interconnectedness, and the frameworks required to
bridge the pervasive 'execution gap' that often leads to strategic failure.

The Theoretical Framework of Strategic Management

Strategic management is not a static event but a continuous process. According to the foundational principles
established by Richard L. Daft and Fred R. David, the process begins with an understanding of the organizational
missionand ends with the evaluation of performance. The cycle can be broken down into three distinct phases:
formulation, implementation, and evaluation. However, the first two phases represent the core mechanics of
strategic success.

The Duality of Strategy

Strategy formulation is often viewed as the 'thinking' phase. It involves the development of a vision and mission,
identifying external opportunities and threats, and determining internal strengths and weaknesses. Conversely,
strategy implementation is the 'doing' phase. It is the process by which strategies and policies are put into action
through the development of programs, budgets, and procedures. Technical mastery of both is required to ensure
that a competitive advantage is not only identified but also sustained over time.

Technical Mechanics of Strategy Formulation

Formulation requires a rigorous analytical approach to data. It is the phase where the Strategic Fitbetween the
organization and its environment is established. The following components are essential to a technically sound
formulation process:

1. Environmental Scanning (External Analysis)

Organizations must utilize the PESTEL framework (Political, Economic, Social, Technological, Environmental, and
Legal) to map the macro-environment. Furthermore, Porter’s Five Forcesanalysis is applied to understand
industry-level competition:

e Threat of New Entrants: Barriers to entry such as capital requirements and economies of scale.

e Bargaining Power of Buyers: The sensitivity of customers to price changes and their ability to dictate terms.
e Bargaining Power of Suppliers: The concentration of suppliers and the availability of substitute inputs.
Threat of Substitute Products: The likelihood of customers switching to alternative solutions.

« Intensity of Rivalry: The competitive pressure within the industry.

2. Internal Audit and the Resource-Based View (RBV)



Internal analysis focuses on identifying Core Competencies. Using the VRIO Framework (Value, Rarity,

Inimitability, Organization), technical writers and strategists determine if a resource provides a sustainable
competitive advantage. Formulation at this stage involves selecting the appropriate generic strategy: Cost
Leadership, Differentiation, or Niche Focus.

3. International Strategy Formulation

As noted in the scholarly works of Marta Szabo White, international strategy formulation requires additional layers
of complexity. Organizations must decide between a Global Strategy (standardized products across markets) and
a Multi-domestic Strategy (localizing products to specific regional needs). This requires a deep dive into the
CAGE Distance Framework(Cultural, Administrative, Geographic, and Economic) to minimize risk during
expansion.

The Core Mechanics of Strategy Implementation

Implementation is frequently cited as the most difficult stage of strategic management. While formulation is
primarily an intellectual process based on analytical data, implementation is a behavioral process that requires
leadership, resource allocation, and organizational alignment.

The Eight 'S's of Execution

Effective implementation can be analyzed through the lens of the Eight 'S'sframework,  which  expands upon
traditional models to ensure comprehensive operationalization:

1. Strategy: The plan itself must be clear and communicable.
2. Structure: The organizational hierarchy must support the strategic direction (e.g., functional, divisional, or
matrix structures).
3. Systems: The technical and management information systems (MIS) required to track progress.
Style: The leadership approach and corporate culture.
Staff: The human capital and their specific skill sets.
Skills: The distinctive capabilities of the organization.
Shared Values: The core beliefs that unify the workforce.
Strategic Performance: The metrics and KPIs used to measure success.
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Resource Allocation and Budgeting

Implementation fails when resources (financial, human, and technological) are not aligned with strategic priorities.
This requires Capital Budgetingtechniques such as Net Present Value (NPV) and Internal Rate of Return (IRR)
calculations to ensure that projects supporting the new strategy receive the necessary funding. Without a direct link
between the strategic plan and the budget, the strategy remains a ‘paper exercise.'

Comparative Analysis: Formulation vs. Implementation

To understand the technical differences between these two phases, the following table provides a side-by-side
comparison of their characteristics, requirements, and challenges.



Feature

Focus

Primary Actors

Required Skills

Scope

Coordination

Frequency

The 8-Step Guide to Mastering the Strategic Cycle

Strategy
Formulation

Effectiveness
(Doing the right
things)

Top-level
Management /
Board

Intuitive and
Analytical Skills

High-level Vision
and Objectives

Requires
coordination
among few
people

Periodic
(Annually or
during crises)

Strategy
Implementation

Efficiency
(Doing things
right)

Process Type

Mid-level
Management
and All
Employees

Motivation and
Leadership Skills

Specific
Programs and
Action Plans

Requires
coordination
among many
people

Continuous
(Daily
operations)

Analytical and
Intellectual

Operational and
Behavioral

For organizations looking to bridge the gap between planning and execution, a structured 8-step approach is

recommended. This guide integrates the principles of Businessmap and Richard Daft's management theories.

Step 1. Define the Strategic Intent

Establish a clear Vision (where the company wants to be) and Mission(how it will get there). This provides the

‘North Star' for all subsequent implementation efforts.

Step 2: Conduct Situational Analysis

Perform a comprehensive SWOT analysis. Technically, this involves mapping Strengths and Weaknesses

(Internal) against Opportunities and Threats (External) to identify strategic gaps.

Step 3: Develop Long-Term Objectives

Objectives must be SMART: Specific, Measurable, Achievable, Relevant, and Time-bound. In technical strategic
planning, these are often quantified using financial ratios and market share percentages.

Step 4: Formulate Strategies

Select the optimal path based on the analysis. This involves choosing between growth strategies (vertical
integration, diversification) or defensive strategies (retrenchment, divestiture).

Step 5: Design the Organizational Structure

Align the structure with the strategy. If the strategy focuses on innovation, a flat or decentralized structure may be
necessary to foster creativity. If the focus is cost leadership, a centralized, hierarchical structure may be more



efficient.

Step 6: Integrate Management Information Systems (MIS)

As noted in Strategic Management: Concepts and Cases, MIS is critical. Enterprise Resource Planning (ERP)
systems and Business Intelligence (BI) tools must be configured to provide real-time data to decision-makers.
MIS allows for the tracking of Key Performance Indicators (KPIs) across different departments.

Step 7: Mobilize Human Resources and Culture

Strategy implementation is heavily dependent on Change Management. Leaders must communicate the ‘why'
behind the strategy and align incentive programs with strategic goals. Cultural resistance is a primary failure mode
in implementation; thus, cultural alignment is a technical requirement, not a soft skill.

Step 8: Monitor, Evaluate, and Control

The final step is the feedback loop. Using tools like the Balanced Scorecard (BSC), organizations monitor
financial performance, customer satisfaction, internal process efficiency, and learning/growth. If the actual results
deviate from the plan, the strategy must be reformulated or the implementation tactics must be adjusted.

The Role of Technology and MIS in Strategy Execution

In the digital age, Management Information Systems (MIS)serve as the nervous system of strategy
implementation. A robust MIS facilitates success by:

e Data Centralization: Ensuring all departments are working from a single source of truth.

¢ Performance Tracking: Automating the collection of metrics, reducing manual reporting errors.

* Scenario Modeling: Allowing strategists to perform 'What-If' analyses to anticipate the impact of
implementation changes.

¢ Communication Flux: Streamlining the flow of strategic directives from top management to the frontline.

Case Study: Why Strategies Fail in Implementation

Research indicates that failure modes are often technical in nature. Consider a firm that formulates a strategy for
'Digital Transformation' but fails to implement it. Analysis usually reveals three common failure points:

1.The 'Strategy-Culture' Mismatch

The strategy requires agility, but the existing culture is risk-averse and siloed. Without a technical plan to migrate
the culture, the implementation stalls.

2. Resource Misalignment

The organization announces a new focus on R&D but keeps 90% of the budget allocated to legacy maintenance.
This is a failure of the Resource Allocation Process (RAP).

3. Lack of Cascading Objectives

While the C-suite understands the strategy, the individual contributors do not know how their daily tasks contribute
to the high-level goals. This requires a Cascading Scorecardapproach to ensure every employee has relevant
metrics.

Synthesizing the Strategic Process

Strategy formulation and implementation are two sides of the same coin. A brilliant strategy that is poorly



implemented is as ineffective as a mediocre strategy executed with precision. The synergy between these two
phases is what creates organizational resilience and long-term value. Success requires a technical approach that
balances analytical rigor in the formulation phase with behavioral and operational discipline during implementation.

Ultimately, the role of the senior leader is to ensure that the Strategic Loop remains closed. This involves constant
environmental monitoring to ensure that the current strategy is still relevant and rigorous performance management
to ensure that execution remains on track. By utilizing frameworks such as the Eight 'S's, Porter's Five Forces, and
the Balanced Scorecard, organizations can transform abstract ideas into tangible market leadership. The

integration of Management Information Systems and a deep understanding of International Strategyfurther
prepares the modern firm for the complexities of a globalized economy, ensuring that the transition from ‘plan’ to
‘action’ is seamless and sustainable.
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