\@‘CK” 24, Faculty of Economics, University of Nis, 18 October 2012

>
()

< :
& !
*

International Scientific Conference

SERBIA AND THE EUROPEAN UNION

ot 1960.
oc!

£ S
“, $
2 oS
epsprrery ¥

SOME ASPECTS OF THE ENTERPRISE'S STRATEGY
EFFICIENT IMPLEMENTATION

Bojan Krsti ¢, PhD”

Vladimir Ivanovi ¢, MSC

Abstract: Modern business conditions are determined by comstaanges in

the environment. They are reflecting on the stratégnking and reacting of
the management. In such circumstances, it is nougim to just have the
right, that is, well formulated strategy (effectiwtrategy), but also to
implement it in the right way. This is sine qua @do exercise and maintain
the competitive advantage. The aim of this papeioishow in what way
management seeks to achieve desired (planned)rpenices of corporate
social responsibility by implementing the strategy.
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Introduction

Traditionally, strategy implementation is a phaéstoategic management process
which comes after strategy formulation/selection. dther words, the implementation
comes after strategy creating, writing action plaml permitting of the operational
decisions implementation. This involves allocatminresponsibilities to employees, task
accomplishment and realization of the planned ecdmoresults and other business
performances. Through actions, plans and commuoitathannels, employees are
informed about the way they will work and with thelp of the developed control systems
the success of the strategy has been assessei lamsiness performances are not on the
desired level, the corrective actions are applyiBfgrategy implementation includes:
selection of the proper organizational structuresfvategy realization; determination and
provision of the necessary non-material and mdteBaources; development of the
operational plans based on the strategy, and atializ of the operational plans, that is,
realization of the business activity.

1. Strategy Implementation and Exercise of Compeiite Advantage

Competitive advantage is everything that, in thieral environment, characterizes
business activity of the enterprise compared tocapetitors. Competitive advantage is
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achieved through the offering and working betteanthcompetition. That is something
enterprise is achieving on an original way and Wwimakes it different from the competitors.

The key role of management is to constantly finav reources of competitive
advantage which will make their future effect iglmér business performances compared to
competition. Sources of competitive advantage ayklighted through selection, definition
and combination of the strategic directions. Alitthvill be defined by management in the
form of competitive strategy which successful inmpémtation is the condition of
preserving and improving the strategic competitharket position.

Basis for realizing the competitive advantageoimposed of (Davidson 1997, 261):

« Benefits of superior products/services;

» Advantages in product or brand based on its adwegti geographical place of
origin and everything else reckognised by the coreibuyer as important;

* Low production cost;

» Superior resources (abilities/competencies) anamdges which come out from
the intellectual property law, such as patentsapyrights;

e Superior contacts/relationships with the subjectsthe industry or in the
Government;

e Economy of scale;

« Competitive offensive moves and ideas how to aehthem.

That is why competitive strategy predicts somethihgt competitors are not
capable of or not going to do it. Also, this stgteredicts such actions that competitors
are going to be weaker in if they undertake them.itGnvolves such activities/actions that
will gain profit, even if the competitors realizgem. The strategy is focused on actions that
will provide use of favourable opportunities in thmarket, and which are not reckognized
by other enterprises. Being better than competitiequires flexible strategy. Flexibility is
reflected in decision-making for the period of &gy realization. It means that a specific
adaption of strategy is needed because of the esanghe environment during the process
of its application. Also, there is a need for arection between creation (definition) of the
strategy and its implementation. This means tHadivities, programs, actions during the
implementation must be integrated and coordinaiad,that all participants in the strategy
realization know all of its elements.

In the processes of strategy formulation and impletation, it is necessary to
include all the managers from the different managgntevels. Based on the determined
enterprise strategy, business unit strategies dhmildeveloped, and than, based on them,
functional strategies. Based on the enterpriseegtyaand the business units strategy,
management defines specific connections that shoofdribute to achieving of higher
singergic effects. Within that process, there ipaaticular importance for thadequate
connectivity and synchronization of realizationhofsiness units strategy and enterprise
strategy,as well asbusiness units strategies and functional stratediether words, an
adequate coordination and communication of diffepamts of organization is necessary.

2. The Role of Management in Effective Leading
of the Strategy Implementation Process

Key management tasks in strategy implementatiomaireasy to specify. The main
reason is that many factors influence the procdsstrategy implementation. Strategy
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implementation brings a variety of roles and taskglecide, acquire the resources, motivate,
resolve crisis, reward/punish, monitor, change,etigvy human potentials, be informed,
pressure employees to work harder etc. In somatigits, these roles are exposed and direct,
and in other indicrect and discreet because tredaegated to subordinates. Sometimes it is,
therefore, necessary to show (formal or actualparity, and sometimes careful listening,
making compromise decisions, giving instructiond dalegating.

The essence in the effective managing of stratptac implementation is to
continuously get the information about how the ect§, processes, activities, plans are
realized and what is the progress in the strategpl@mentation. Ways to timely obtain
vital information are different: reporting aboutlieed performances, conversations with
key people, meetings, presentations, contacts wigtomers and competitors, visits to
organizational units, interviews with executivestheir workplaces etc. All this provides
not only to get the information, but to encouraganagers, their initiative and positive
energy which moves the people to do whatever égak their surrounding that will help to
successfully realize the strategy

In other words, the role of managers is to createstructive pressure on
organization to achieve good results (Thompsonjci¥and, Gamble 2008, 393).
Organizational culturevhich is focused on the value of achieving the ltesand constant
increasing of objectives (as in the past they amd achieved or surpasseday be
helpful in strategy implementatiorBesides, it is important to also promote other
organizational values such as: encouraging empfoyeeself-initiative and creativity,
contribution to business success, involvement imisittn-making and improvement
making, etc. Apart from this, however, it is impot to replace inefficient managers,
additionally educate average executives, educatetram for new tasks, firing inefficient
executives, and rotation of executives in ordeletrn as much as they can and become
experts for different tasks, etblo less importance have quality compensation pazkag
which will motivate the employees and keep themhimitan enterprise, but who will also
be a “magnet” for attracting professionals from #&rounding. Managers’ skills are
hidden, but vital input for strategy implementatiéior successful strategy implementation
the key is inskills of managers. Adequate manager’s behavior, influemceeople from
the surrounding, leadership, giving a role-modet, iateractive. Also, aprart from these,
managers should have negotiating skifllocating skillsmean the ability of the managers
to organize the others, and to adequately allotate, money and people on the most
important projects and high priority actions in erdo efficiently implement a strategy.
Controlling skillsare very important, because it is not enoughtjustave good information
(control) system, but to use the feedback mechamnishich provide tracking of business
success factors. Controlling managers includesr thé&ect participation in the key
processes, trainings, discussions and so on, anfustoisolated determination of results
and definition of the rewards/punishments basedeatized performance®rganizinig
skills include the ability to design formal organizatiorsifuctures, but also organizing
processes/activities in order to fulfil effectivetian which leads to timely and consistent
strategy realization.

3. Problems and Challenges in Strategy Implementatn

Experiences of many enterprises tell about thahoaph the strategy is well
formulated, it is not often that some special resshive been achieved. Problem does not
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have to be in planning and formulating the stratbgy in its implementation. If the
problems are discovered on time, they can be sa@wddconsequences can be avoided.

First of all, one cannot develop strategies tha maot in accordance with
resources/capabilities of the enterprise and iteraal environment, and which ignore
organizational changes and actions leading to ¢kelts. On the other hand, mistake that
most managers make is to begin with the problerm@ation too late, and that means
after introducing the strategical intentions toddlthe employees, but really, a discussion is
needed much earlier, in the process of considenmyformulating a strategy. The mistake
many enterprises make is that managers do not iperdbke changing internal and
especially external environment as a problem, sy tinake inadequate decisions. Also,
managers often know that the strategy is goingetddrd to implement, so they dismiss it
prematurely and direct the attention to the neatstyy, which is bad and expensive option.
Even worse is to run an enterprise without anytestia Premature switch to a new strategy
is a result of lack of attention devoted to problexamination connected with the
implementation, that is, testing the strategy befapplying it, and so management cannot
struggle with the difficulties.

Mistakes in implementation lead to the strategylufai For this reason,
formulation and implementation of the strategy $tidae two sides of the same coin. This
means that even in the stage of strategy formulatioe must take into account all the
requirements of its implementation which would miide the mistakes in that process. The
best option is to implement the strategy with tesponsibility of the managers and other
employees who formed it.

Because of the ineffectiveness in realizing thatsgy, general managers can be
characterized as unsuccessful. Certain researchesefarded this issue pointed to the fact
that only 10% of the enterprises realizes the egsatsuccessfuly (Niven 2002, 9). Those
researches identified the following constraintstiwe strategy application: (1) lack of
strategy understanding; (2) lack of informing diktparts of the organization with the
strategy content; (3) no linkage between employeesipensation system with the success
(results) in the strategy realization; (4) lack mainagement commitment in strategy
implementation; (5) weaknesses in the planning gsscof the enterprise regarding
mismatches of the long-term and short-term plandingensions.

Apart from these, other researches of strategy e@mphtation problems have
identified additional limits (Beer, Eisenstat 20@1, 32): (1) inefficient top management
team; (2) unclear and unprecise strategy and pesri(3) top-down management style; (4)
bad vertical communication; (5) bad coordinatiommgen organizational units; (6) poorly
developed leadership skills of the lower managers.

Ineffective top management teaim characterized by managerial failures
(omissions) regarding strategical moves, plan exaou leading, technological
development, etc. Howevegffectivecan only be the team of top managers which members
have managing orientation in which the enterprisestbpment has a dominant position.

Managers with the top-down styleamper discussions that may lead to
confrontation of opinions and, eventually, to “ctiastive conflicts” and influence ther
associates by imposing their views/interests. Rersuccessful strategy a leadership style is
needed in order to overcome the top-down directisimee the policy can come from the
lower parts of the organization. However, a probleinsufficient information has to be
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solved especially those going from the lower to tiigher managing levels. General
manager sets the direction, but also gets feedivdgkmation. Weak and/or bad vertical
communication of the highest management and lowecwive levels has a particular
negative impact on the ability to reformulate (rféu®) the strategy, that is, to learn through
a certain business process and to react with theopfate correction in the strategy.

Inadequate communicatian such cases leads to ex post reactions, thaftes, a
certain program, project, action or initiative hast been realized successfully. So, open
and direct communication is needed between loweazldewith the top management team
about their role in the strategy implementationn§idering all the problems and limits in
the successful strategy implementationsteategy mappings recommendedKaplan,
Norton 2000) Strategic maps necessary tool for strategy communication winelps a lot
in its implementation.

4. Problem Recognition in Strategy Implementation ad Readiness to Change

An enterprise or its various organizational (busf)esegments differ in terms of:
(@) knowing that there is a problem of implementatithat needs to be solved (or,
eventually, a belief that there is no problem) érjddesire to take action to solve a problem
or, even so, on the other hand, lack of willingnasd readiness to engage in that direction
(Piercy, 2009). By crossing these criteria, one ickmtify four situations enterprises can
find itself in: (1) there are, in fact, enterprisedosed mindsthat believe there is no
problem and are not ready to make any changes.eTaas enterprises which have little
awareness about the problem existence and are teadgke minimal efforts to change. So
inefficient enterprises cannot achieve good resultstrategy implementation, and also
cannot count on sustain competitive advantagee(®rprisesworried observers/scared
rabbits” are aware of the problem existence. However, tl@ptoblems will be solved by
themselves and that nothing should be done abattid cause unnecessary expences that
way. They continue to operate the way they usedrd wait for certain results; (3)
enterprises Blisfull ignorance” are open for new ideas, ready to change, but ttliak
problem does not exist and (4) in the best posiéianenterprise§eady to move” They
are aware of the problem existence and directfalh@r capacities to solve them. These
actions are planned, designed, so they expect gsuits with a reason

Diagnosing problems in implementations requires ltbinking aboutdequacy of
strategy(appropriate/inappropriate strategy), as well lasuénecessary abilities and skills
for implementation(good/bad) (Piercy, 2009). There are for specifitiagions: (1)
~Success'in achieving goals can be expected only by entegprivhich have appropriate
strategy and good implementation skills. In othesrds, success is guaranteed if an
enterprise has a good strategy and its consisigpiication; (2) Opposite to them are
enterprises with inappropriate strategy and wealémentation skills. Théfailure” is
certain for them. Not even implementation improvatmezan help them if they continue to
stick to the same (inappropriate) strategy. Evehéfstrategy gets reformulated, and there
is still a problem of bad realization, failure isopable; (3) Often enterprises have good
strategy but weak abilities/skills for its implent&tion, which is &problem”. The burden
of bad performances, in that case, falls on theageament and executives. Management
has devoated very much attention to the strategypudation itself, but without providing
all prerequisits and resources for its implemeatatirhe point is in engaging management
to find ways and means for successful implemematind (4),roulette” is a situation
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which characterizes enterprises with inappropriateategy, but excellent skills in
conducting weak strategy. They need time to imprdket is, to redefine strateg¥he
greatest chance of success has enterprises withroppate strategy and good
implementation skillsHowever, in the dynamic business conditions, salvirequires
constant innovation. Good strategy cannot permanesain good, so enterprise should
constantly adapt it to new circumstances. It measinbaccordance with existing resources,
systems and structure.

5. Strategy Testing in the Aim of its Efficient Imgementation

To make the implementation efficient, the testitttgt is, strategy checking is
necessary. That process is completed through titrages (Piercy 2009). In the first phase
of strategy testingit is necessary to consider coherence and compstef strategy.
Strategy must be connected with the actions beaathsewise desired results can hardly be
achieved. It must point out what to do. If that mainbe seen from the strategy, then it
should not be implemented.

In the second phase of strategy testing,al®quacy for implementation in a
concrete enterprise, in the defined tilvas been examined (presence and projected future —
period from 3 to, mostly, 5 years or longer). Ifettstrategy is not adequate for
implementation in a specific enterprise, it is tadithat desired effects will not be achieved
after it has been applied. Well formulated strateglyich is not supported by management
structure of enterprise and does not comply with rdquirements of the present moment,
can hardly provide realization of the targeted bess performances and contribute to
realization and/or sustainability of the compeétadvantage.

In the third phase of testirftexibility, that is, adaptability of the stratedy being
observed An enterprise must be ready to make an effort tdeatrategy adapting and
support providing — by changing plans if that ise®sary. If an enterprise is not ready to do
that, the only result is to refuse and not impleteghe strategy. In this regard, mid-level
managers in many enterprises tend to make resestenstrategy implementation — so
called, counter-implementation. It means, actugllsistent attitude and long-term effort
to prove that the strategy will not work.

Strategy testing is necessary condition for stgrtitrategy implementation, but
surely, it is not enough to achieve desired effectsiplementation and total effects after that
process. Very important aspeist strategy check in regard of possible impleméonat
problems.This testing can be realized through four phasés. first phase is checking the
strategy for potential implementation problenfsthere is some insurmountable barrier,
strategy is being rejected before enterprise spwmusmuch resources, time and effort on it.
On the other hand, timely problem identificatioveasi enough time to solve them. In the
second phase enterprise performs implementatioblgo isolation and their detailed
analysis and assessment. that aim, it is necessary to examine the factimsn the
environment which have impact on the strategy ahdhe same time, to examine eventual
balance between positive and negative factors (aigpaRepeted analysis may reveal that
some of the reasons which make strategy rejectedatrinsurmountable. In the third phase
key players are being identified and assedsacing a problem requires higher precision and
specificity in regards to necessary stuff, unitsnmissions, etdVhen the result has been
achieved in all these phases, a credible stratefging developed in the phase four. Such a
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strategy is relatively resistant to such implemgona problems, supported with all the
resources, So its success is more certain. lighmdt the case, the strategy is being rejected.

Previously discussed strategy testings should brapamented by reviewing
value/performance strategy potentidlhe importance of a strategy can be determined
through the possibility that its application addeegtes, increases) the value — material (in
financial terms) and non-material, on the one hdmd,also to avoid or reduce expences
(costs), on the other hanByri¢in, JanoSewi 2006).

However, in order for potential strategy to bring the value increase of an
enterprise in the future, it is essential thatoibtcibutes to increase different operative and
investment performances that we mark as “drivinlyest (Krstic, Sekulgé 2007, 366). It
means that those performances and their objecativeld can be tested by the criteria for
adequacy assessment and strategy selection. Toegdure is calledtrategy valuation
(assessing of strategy optionK)is an integral element of the strategic choiogcpss when
choosing between several strategic options whithddest for an enterprise in the present
circumstances, and which will be implemented in thieire period. After the selection,
there is a check procedure which includes contrtt® previously made strategy selection.

Otherwise, evaluation of strategic options cons$the following steps:

(1) Determining set of mutually exclusive strategiaam (usually three to five) (Nutt
1998) out of which one will be chosen for implenaiun;

(2) The choice of target or quantity and quality objeeswhich should be realized by
strategy implementation and according to which eheuld assess different
possible strategic options and make a decisioniwtie of them is the best;

(3) Projecting and eventual quantifying of the strategptions/strategies influence
over selected goal/goalthat is, performances in order to facilitate theecton.
In evaluating different options (strategies) one strt from one goal approach —
maximizing profit or more goals approach, one ofchihis maximizing profit. In
this regard, strategic options evaluation may ide|un the first case, use of (a)
classic discount methods (net-present value, iateate of return, recovery time)
or, on the other side, (b) value analysis of patiiity measures of enterprise
(strategic business unit), where also one perforoadsulations by years of the
strategy realization period partially, (c) the as&d of the values of other key
financial and non-financial performance measureshich strategy success can
be followed;

(4) Comparisson and analysis of all strategic optiomserms of possible fulfillment
of the defined set of objectives, that is, criteriacceptability/adequacy;

(5) Again (backup) assessmehthere is the dilemma about selection, but alsout
the evaluation which starts from other scenarioslarhand and competition if it
turns out that strategic options considered argpr@priate

Crucial in the process of evaluation and stratedyeck for the future
implementation or more strategic options is answgetthe question which strategy can
provide the highest growth of enterprise value gdor the owners) in the future. That is
also the essence of the conceptvalue based managemditrnold, Matt 2000). In this
regard, there is a necessity for application ofcthiecept of value based management in the
strategy evaluatioifuricin, JanoSewi 2006, 378).
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6. Determinants of Efficient Strategy Implementatiam

Strategy implementation is an operational actidignnected with the resource
management, change management, organization (stlctorganization culture and
performance of business processes. Strategy implkatien requires different changes
within an enterprise, realization of projects, peogs and initiatives. In other words,
strategy implementation involves translating sggténto action, that is, realization of
actions/activities in order to fulfil determinedattgic objectives.

Aligning organizational structure with the strategiyms to improve it in order to
improve organization of execution of enterprisevétégs. Sistem of organization should be
in function of strategy realizatioGood organization in an enterprise is a prerequisit
effective and efficient execution of business psses, programs, initiatives and actions.

The first important decision regarding the adjustinef the structure with the
strategy is related to what activities in the vaklain will be done internally, and which
ones externallyAccording to the basic directions of outsourcingategically important
(essential) activities should be done by the enaptself in order to achieve full control
over them and avoid dependence of other subjeets Important (non-essential) activities
can be outsourced, and central decisioin prindpalost-effectiveness meaning that it is
much cheaper to outsource than doing it insideetherprise. This initial decision will
largerly determine the organizational structureglesthat is, the organizational system of
an enterprise. Strategy implementation also reguihe alignment of organizational
structurein terms of forming and eliminating organizationais (departments) or business
unit (profit centers) on one territory or more di#nt geographical areas.

Especially important question igleterminating the degree of power and
independence of each organizational unit, as wellhe responsibility of each individuh
pretty centralized organizational structure, trgpamsibility concentrates mostly on managers
and mid-line managers (business units for examplbjle very little authority transfers to
first line managers and executives. The point istoiet adherence of procedures which are
prescribed by the superior management, as wel dlseostrict monitoring and controlling. In
larger enterprisesdecentralization of decision-makings necessary. Responsibility is
transferred to those levels and individuals whatlageclosest to the source of problem and the
most familiar with it. Individuals are trained tesa&ss situation and decide about everyday
operations, but also make decisions which influestaegy realization. The problem of good
organization or organizing execution of businesgbimg activities is not just a question of
duties division and delegation of authority, busoala goodcoordination Usually, an
individual is responsible for coordination on tleeporate level. As an important coordination
mechanismprocess departmentare formed in order to merge segments of stratiygica
important activities which have previously beenaeied in a separate business functions as
organizational units.

Inability to provide appropriate material and humaresources and their
inadequate allocation on organizational (business)s can delay or stop realization of
actions, programs, initiatives and projects whiehlization actually means the realization
of strategy. In the first place, the appropriat&ficial resources for investments should be
provided. However, strategy implementation has lpmformed by people. Bearing that in
mind, allocation also includes human resourcesh#n aim, it is relevant to recruit quality
staff and train the existing stuff in order to paep them for the implementation of new
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strategy. Flexibility in resource reallocation withange of strategy is also an important
prerequisite of its successful implementation.

Developing a compensation package based on thézeglaperformances is also
an important factor of successful strategy impletagon. Compensation system (system
of salaries, stimiulations and, so called, indirestmpensating) is based on the realized
performances (results, effect, contributions) ahdusd primarly be designed to support
achievement of enterprise’s strategic objectivésis la powerfull management tool to
achieve commitment of all the people in organizatioconsistent strategy implementation.
Quality and highly motivating compensation systesm im service of strengthening
organizational culture which emphasizes: realizitgygeted performances, work,
dedication, loyality, and continous result improeh

In strategy realization, apart from individual coengation packages, group
compensation systems also have a special Kr&ekult 2007, 109-140). For the
implementation of functional strategies, the speaiaportance have, so called, team
(functional) compensation systems. However, meetiosystems and system elements are
not the only one. Apart from them, in modern entegs and referent literature there is a
wider set of mechanisms of compensations/rewardinguding there the following:
promotion possibility, possibility of improvemertrou training on the working place and
outside, so called “psychological” addition as amo&onal reward thanks to the job itself
and the environment (people), providing a bettealitu of life and work, as well as the
“factor X” an element employees would like to haa® a part of their working places
(Trompman 2004, 30).

Organizational culture and climate represent kegtdas of successful strategy
implementation.Organization culture may be a support in strategglization if the
highlighted values, behaviours, norms, beliefs, bodiness principles are in accordance
with characteristics of strategy. In order to madteategy as effective as possible,
management ought to harmonize values of organizatistructure with the structure
characteristics. Those values should point outrdeédiehaviours and thoughts which are in
function of strategy realization. Therefore, theme usually changes in culture when
implementing new strategy. New behaviours and wlu®claimed should be connected
with better enterprise functioning in the futurfigastrategy implementation.

Leadership is also very important factor of susfasstrategy implementatiofihe
primary role of a leading manager is to implemdwet strategy and that is the activity they
should devote significant attention and majorityhadir working time. Leading managers (not
just at the top of the enterprise, but also onldkaer hierarchical levels), according to their
personal and professional characteristics, havedhesr to influence on value and behavior
of the people in organization. Also, they shouldate constructive pressure on the members
of organization to make their contribution to tiategy realization by achieving good effects
(results), as well as to initiate and implementecive actions in order to improve strategy
implementation and achieve the desired effects.

7. The Role of Balanced Scorecard in Efficient Sttagy Implementation
Balanced Scorecard (BS) (Kaplan, Norton 1996) e loriginally designed as a
control system for business performance measureamhtmeasurement of the effects of

implemented strategies of enterprises and thegrorgtional units. Over time, the concept
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has been developed in the direction of the strateginagement system that supports the
implementation of the strategies and translatimgéhstrategies into the actions at different
levels of complex organizations. BS as a managertmoit can motivate and initiate
significant improvements of business performance&dy areas of business activity. It
allows managers to introduce four management psese$Chow, Haddad, Williamson
1997, 26), which separately and in mutual combimaiontribute to linking long-term
strategic goals with short-term, current actions.

The first process iganslating the vision and strateglf helps managers to achieve
the consensus of the opinions about vision anteglyan an enterprise. In order to employees
can understand the vision of management, it is wepprtant to translate vision and strategy
into the operational relations and terms. Visiod atrategy must be expressed through an
integrated set of objectives and performance imdisa which will qualitatively and
quantitatively describe long-term objectives anddes of the business success of enterprise.

The second processd@gsmmunication and networking of objectives and ooafe
strategy with the objectives and strategies of iess units (departments), as well as with
goals of individuals This process is implemented through system ddrival informing
(communication), which will help to all the empl®age and managers within the
organization with strategic goals. In order to esgpks and managers on the lower levers
fully understand strategic goals, it is necessargdécompose the goals and performance
indicators into operational goals and operations ¢alled performance indicators of
narrower organizational units and performance iutics of activities within them).

The third process idusiness planninglt helps integrating units business and
financial plans. BScorecard can be very usefulgfinihg goals, establishing priorities and
resource allocation decision making.

The fourth process imformational feedback and organizational learnirighelps
the enterprise as a system to realize the prodeksaming. BS directs the attention of
management on performance management, starting fihenemployees’ and managers’
learning, which can provide initiative to improvatérnal business processes and the
consumers’ requirements in the target marketssthadld be fulfilled.

BS as a performance measurement system primamigtasn monitoring and
control of strategy implementation by translatihg strategy into goals and indicators that
will serve to control these goals. Besides, BS khtelp in formulating and redefining
strategies. Therefore, BS as a measurement sysimutdsbe linked with the strategy. This
connection arises from the process of developmedtravision of the BS, in which the
vision and mission are translated into a set oéadbjes. Based on those objectives key
success factors can be identified, which then rieetbe translated into a set of key
performance indicators of strategy success. Aftat, tout of those key success factors and
indicators, we can derive initiatives, actions aptbgrams for successful strategy
implementation. Essentially, these elements presetivities of management process.
(Sekulie, Krsti¢ 2004).

BS as a measurement system helps company to overtembasic problems:
first, problem of effective business performanceasmgement, and second, successful
strategy implementation. BS is relatively comprediem system for measuring different
aspects of enterprise’'s resource usage performaifkestic, Sekult 2007, 186).
Performance management is a key activity for théviies of strategy formulation and
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implementation (Neely, Adams, Kennerley 2002, 1M@gasurement systems developed
according to the BS model can help managers toviolip strategy implementation by

comparing performances achieved with the targeteeés.o This way, performance

measurement systems based on the BS model playpamtant role in helping managers to
correct themselves, to adapt and learn. Out ofl#zahing process they receive directions
and information in order to redefine their stragegi

Measuring according to BS model plays an importasieé in providing key
information which will provide proper definition aissumptions. Also, measurement and
information it brings are relevant for strategyorehulation. One of the reasons for strategy
failure is that strategy “audit* is mainly based angood managers’ hunch or on a
management theory postulates, and less or not ahdhe internal environment analysis
(resources, production program...) and external enwirent analysis (situations in the
industry, technology trends, competition intensiby...

For many years of experience, Kaplan and Nortorpl&a Norton 2000) have
noted that organizations need a certain tool torsanicate strategy and specific processes
(systems) which help strategy implementation. I, tthey found a specific solution — a
strategic map based on the BS. It clearly indicated explains to employees how their
jobs and tasks are connected with the organizatigoals. This way, it provides a basis for
coordinated efforts of individuals, and thus a wiithe enterprise, all leading to achieving
desired objectives. Strategy map shows cause-efédations and connections through
which improvements and desired results can be aetlie

The strategic map also helps in finding and selgctmeasures for activity
monitoring. It shows how an organization will realiits initiatives and resources (tangible
— disclosed in the balance sheet, and intangilgartially or not at all disclosed in the
balance sheet) and achieve the desired resulesaurce usage. A completed map can be
used to communicate (announce) strategies andltwgir which is reflected in the answer
to question why we believe we’ll be successful. Bssence of the strategic map is to
describe a strategy. Its purpose is accomplishedh iinsight and analysis of the strategy
map help to understand the strategy, that is, datify good all of its elements. The value
of strategic maps based on the BS model is theart help in detecting failure, that is,
elements missing in a certain strategy (Kaplani&o2006).

Conclusion

Strategy, logically, should highlight what entesgriworks well and, at the same
time, avoid weaknesses, that is, activities thammetition performs better. By
implementing the strategy, management seeks to mizi competitive abilities and
minimize the disadvantages compared to the conopgtit

Successful strategy implementation in an enterpreygesents a key step in
achieving a long-term goal of the enterprise — cetitigeness and profitability. To
become, but also to remain competitive on a moderh dynamic market, becomes a
growing challenge, and so, successful implememtatiod realization of the planned
strategy gain higher importance. In the very preagsimplementation, managers are the
key, and strategy itself should be their continpatoccupation, with the employees
maximally participate in the strategy implementatyrocess. In order to enable successful
strategy realization, strategic objectives aredi@ed into short-term goals for every year
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of strategy realization by the process of budgetihgalso delegates responsibility for
meeting the objectives on the lower organizatideatls — managers and executives. Apart
from human resources, it is also necessary to eeqother non-material and
material/financial resources in order to implemestrategy.

Strategy implementation also requires the developroé human potentials and
existing enterprise’s abilities in order to facebing environment and provide enterprise
to keep up with the competition in the future, thst in time of the strategic plan
realization. Quality management team is the fingrgquisite of the adequate strategy
realization. Therefore, it is necessary to stremgthuman resources and fill in such a team
with creative, trained, competent, hard-workingdidated and loyal employees who are
ready to learn and grow.

The problems that may potentially occur are wariivag it is necessary to integrate
strategy formulation and its implementation in orde achieve enterprise’s competitive
advantage. The theory offers the instruments sadBadanced Scorecard and strategic maps
as an attempt to overcome above mentioned chafleimgstrategy implementation. Their
importance lies in providing strategy communicatidirnthe way through an organization and
deviations detection in the strategic course ofdtganization thus providing managers to
take the corrective actions timely, all in purpagfeachieving desired, that is, planned
performances with respect to the principal of cospmsocial responsibility.
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NEKI ASPEKTI EFIKASNE IMPLEMENTACIJE
STRATEGIJE PREDUZE CA

Rezime: Savremeni uslovi poslovanja predéaeuslovljeni su stalnim
promenama u okruzenju. One se odrazavaju na siskegazmisljanje i
reagovanje menadzmenta. U takvim okolnostima, ddjeoljno samo imati
pravu, tj. dobro formulisanu strategiju (efektivrairategiju), vé je i
implementirati na pravi r&n. Ovo je sine qua none ostvarivanja i odrzavanja
konkurentske prednosti. Cilj ovog rada je da pokaie Kkoji n&in
menadzment tezi da spralenjem strategije ostvari Zeljene (planirane)
performanse druStvene odgovornosti predaze

Klju é€ne regi: strategija, implementacija, menadzment
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