
Edited by
Angelina Zubac · Danielle Tucker · Ofer Zwikael 
Kate Hughes · Shelley Kirkpatrick

Effective Implementation of 
Transformation Strategies
How to Navigate the Strategy and 
Change Interface Successfully



Effective Implementation of Transformation
Strategies

“An interesting and diverse assortment of articles addressing the connections
between strategy and strategy implementation.”

—Philip Bromiley, Dean’s Distinguished Professor in Strategic Management,
UCI Paul Merage School of Business, United States

“This is a must-read collection of papers from leading experts in strategy and
change management, which bridges the worlds of academia and industry. The
book is full of critical, cutting-edge and research-driven insights, enabling it
to serve as a guide for leaders keen to formulate and implement strategies in
dynamic business environments.”
—Zhou Jiang, Professor (MBA) at Graduate School of Business and Law, RMIT

University, Australia

“This book takes a comprehensive view of strategy and offers suggestions that
should be of value to practitioners.”

—Linda Duxbury, Chancellor’s Professor of Management, Sprott School of
Business, Carleton University, Canada



Angelina Zubac ·Danielle Tucker ·
Ofer Zwikael ·Kate Hughes ·

Shelley Kirkpatrick
Editors

Effective
Implementation
of Transformation

Strategies
How to Navigate the Strategy and Change

Interface Successfully



Editors
Angelina Zubac
University of Queensland
Brisbane, QLD, Australia

Ofer Zwikael
Australian National University
Canberra, ACT, Australia

Shelley Kirkpatrick
The MITRE Corporation
McLean, VA, USA

Danielle Tucker
University of Essex
Colchester, UK

Kate Hughes
Technological University Dublin
Dublin, Ireland

ISBN 978-981-19-2335-7 ISBN 978-981-19-2336-4 (eBook)
https://doi.org/10.1007/978-981-19-2336-4

© The Editor(s) (if applicable) and The Author(s), under exclusive license to Springer
Nature Singapore Pte Ltd. 2022
This work is subject to copyright. All rights are solely and exclusively licensed by the
Publisher, whether the whole or part of the material is concerned, specifically the rights
of translation, reprinting, reuse of illustrations, recitation, broadcasting, reproduction on
microfilms or in any other physical way, and transmission or information storage and
retrieval, electronic adaptation, computer software, or by similar or dissimilar methodology
now known or hereafter developed.
The use of general descriptive names, registered names, trademarks, service marks, etc.
in this publication does not imply, even in the absence of a specific statement, that such
names are exempt from the relevant protective laws and regulations and therefore free for
general use.
The publisher, the authors, and the editors are safe to assume that the advice and informa-
tion in this book are believed to be true and accurate at the date of publication. Neither
the publisher nor the authors or the editors give a warranty, expressed or implied, with
respect to the material contained herein or for any errors or omissions that may have been
made. The publisher remains neutral with regard to jurisdictional claims in published maps
and institutional affiliations.

Cover credit: © BHR GHN / 500px | GettyImages

This Palgrave Macmillan imprint is published by the registered company Springer Nature
Singapore Pte Ltd.
The registered company address is: 152 Beach Road, #21-01/04 Gateway East, Singapore
189721, Singapore

https://doi.org/10.1007/978-981-19-2336-4


Contents

1 Introduction: Navigating the Strategy and Change
Interface Successfully 1
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

Part I The Strategy Process

2 Introduction: The Strategy Process 25
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

3 A Social Context View of Strategic Cognition:
Strategists Are Highly Emotional and Interactive
Homo Sapiens! 31
Steven R. Cofrancesco

4 Implementing Strategy and Avenues of Access:
A Practice Perspective 65
Harry Sminia and Fredy Valdovinos Salinas

5 Strategy Implementation and Organisational Change:
A Complex Systems Perspective 89
Czesław Mesjasz

v



vi CONTENTS

Part II The Financial Strategy

6 Introduction: The Financial Strategy 131
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

7 Implementing a Financial Strategy: Managing
Financial Capital, Investing in People, Balancing Risk
and Developing Critical Resources 139
Angelina Zubac

8 An Evolution: Turning Management Accounting
into a Strategic Function 177
Mark Pickering

Part III The Customer Value Creation Strategy

9 Introduction: The Customer Value Creation Strategy 205
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

10 Business Models for Sustainability 213
Lenore K. Pennington

11 The Customer Value Concept: How Best to Define
and Create Customer Value? 261
Angelina Zubac

12 Strategic Processes and Mechanisms of Value Creation
and Value Capture: Some Insights from Business
Organisations in Poland 289
Wojciech Dyduch

Part IV The Resource Strategy

13 Introduction: The Resource Strategy 319
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

14 Communicating and Shaping Strategic Change:
A CLASS Framework 327
Maris G. Martinsons



CONTENTS vii

15 A Structured Approach to Project Management
as a Strategic Enabling Priority 355
Stephen Abrahams

16 Family Firms and Mergers and Acquisitions: The
Importance of Transfer of Trust 387
Danielle Tucker and Stella Lind

Part V Non-Market Strategies

17 Introduction: Non-market Strategies 409
Angelina Zubac, Danielle Tucker, Ofer Zwikael,
Kate Hughes, and Shelley Kirkpatrick

18 Towards a Strategic Change Management Framework
for the Nonprofit Sector: The Roll-Out of Australia’s
National Disability Insurance Scheme (NDIS) 415
David Rosenbaum and Elizabeth More

19 When Everything Matters: Non-market Strategies,
Institutions and Stakeholders’ Interests 451
Angelina Zubac

Index 479



List of Contributors

Abrahams Stephen Swinburne University of Technology, Hawthorn,
Australia

Cofrancesco Steven R. University of Advancing Technology, Tempe,
AZ, USA

Dyduch Wojciech University of Economics in Katowice, Katowice,
Poland

Hughes Kate Technological University Dublin, Dublin, Ireland

Kirkpatrick Shelley The MITRE Corporation, McLean, VA, USA

Lind Stella KPMG AG Wirtschaftsprüfungsgesellschaft, Frankfurt,
Germany

Martinsons Maris G. Department of Management, City University of
Hong Kong, Kowloon, Hong Kong, China

Mesjasz Czesław Management Process Department, Cracow University
of Economics, Cracow, Poland

More Elizabeth Study Group, Sydney, NSW, Australia

Pennington Lenore K. University of Wollongong, Wollongong, NSW,
Australia

ix



x LIST OF CONTRIBUTORS

Pickering Mark Swinburne University of Technology, Hawthorn, VIC,
Australia

Rosenbaum David King’s Own Institute, Sydney, NSW, Australia

Salinas Fredy Valdovinos QuodPraesens HR Consulting, Santiago de
Chile, Chile

Sminia Harry University of Strathclyde Business School, Scotland, UK

Tucker Danielle University of Essex, Colchester, UK

Zubac Angelina University of Queensland, Brisbane, QLD, Australia

Zwikael Ofer Australian National University, Canberra, ACT, Australia



List of Figures

Fig. 1.1 The firm’s strategic context: Two perspectives 6
Fig. 1.2 Examples of traditional vertical structures 9
Fig. 1.3 Example of structures at a large modern organisation 12
Fig. 1.4 An institutional approach to strategy and change 14
Fig. 1.5 Towards a strategically aligned organisation: Thinking,

collaborating and acting strategically together 17
Fig. 2.1 Strategy and change at the contemporary organisation:

implementing to learn and learning to implement
within the institutional superstructure (Source Adapted
from Zubac et al. [2021]) 28

Fig. 3.1 The receipt of an affective interaction 45
Fig. 3.2 The giving of an affective interaction 50
Fig. 5.1 Coevolutionary interface—strategy and organisational

change (Source own research) 102
Fig. 6.1 Implementing strategy and organisational change:

a financial strategy focus 133
Fig. 6.2 Financial strategy: information flows and decision-making

policies and processes 135
Fig. 7.1 The transformation of capital 143
Fig. 9.1 Implementing strategy and organisational change:

a customer value creation strategy focus 207
Fig. 9.2 Strategic customer value creation 210
Fig. 9.3 Building a sustainable comprehensive customer value

co-learning, co-creation and co-delivery system 211

xi



xii LIST OF FIGURES

Fig. 10.1 Sustainable value (Source Adapted from Evans et al.
[2017: 600]) 225

Fig. 11.1 Actioning customer value learning (Source Adapted
from Woodruff [1997]) 270

Fig. 11.2 Building customer value (dynamic) capabilities
to transform the organisation into a customer value
delivery powerhouse 277

Fig. 11.3 Learning about, and creating and delivering customer
value within an institutionally complex ecosystem 280

Fig. 12.1 Strategic processes and mechanisms of value creation
and capture influencing organisational performance 310

Fig. 12.2 The value creation and capture pillars 311
Fig. 13.1 Implementing strategy and organisational change:

A resource strategy focus 321
Fig. 13.2 Building a strategically aligned organisation and positive

culture 322
Fig. 13.3 Implementing/Continually refining a horizontally

aligned and cooperation-based resourcing strategy 325
Fig. 14.1 The CLASS framework for an additive change 333
Fig. 14.2 The CLASS framework for a substitutive change 335
Fig. 14.3 The CLASS framework for interdependent strategic

changes 349
Fig. 14.4 The CLASS framework for an integrated strategic change 350
Fig. 15.1 A Typically Siloed and Ad-Hoc Approach to Project

Management (Source Author’s own creation) 356
Fig. 15.2 Strategic Alignment and Enablement Pyramid (Source

Author’s own creation) 358
Fig. 15.3 Strategic goals roadmap against business themes (Source

Author’s own creation) 360
Fig. 15.4 Portfolio Management Decision Making Cycle (Source

Author’s own creation) 362
Fig. 15.5 Example Project Portfolio Matrix for determining

project and Programme Priorities (Source Author’s own
creation) 363

Fig. 15.6 Strategic roadmap showing goals, key enabling
programmes, projects and dependencies (Source
Author’s own creation) 365

Fig. 15.7 Portfolio, Programme, Project Resource Planning
Challenge (Source Author’s own creation) 367

Fig. 15.8 Effective portfolio, programme and project resource
management (Source Author’s own creation) 369



LIST OF FIGURES xiii

Fig. 15.9 Project-based resource management (not real figures)
(Source Author’s own creation) 370

Fig. 15.10 Functional resource management (not real figures)
(Source Author’s own creation) 371

Fig. 15.11 Example Organisational Project Governance Structure
(Source Author’s own creation) 373

Fig. 15.12 Example Project Life Cycle Phases and Activities
(Source Author’s own creation) 375

Fig. 15.13 Stakeholder Impact Assessment Checklist (Source
Author’s own creation) 376

Fig. 15.14 Project Approval and Reporting Flows by Project Size
(Source Author’s own creation) 377

Fig. 15.15 Example of indicators as measures of benefits that deliver
strategic outcomes (Source Author’s own creation) 379

Fig. 15.16 Example project life cycle adjusted for benefits
realisation and sustainment activities (Source Author’s
own creation) 380

Fig. 15.17 Enabling Processes for Strategic Outcomes and Change
Management (Source Adapted from the Model
presented by Zubac et al., 2021: 487) 385

Fig. 16.1 A framework for family firm M&A trust transfer
processes (Source Author’s own creation) 393

Fig. 17.1 Implementing strategy and organisational change:
a non-market strategies focus 411

Fig. 17.2 Integrating market and non-market strategies 413
Fig. 18.1 NDIS implementation framework—the high-level

context 422
Fig. 18.2 A more accurate depiction of Lewin’s 3-step model

of change (Reproduced from Rosenbaum et al. (2018)) 427
Fig. 18.3 NDIS implementation framework 427
Fig. 19.1 The firm’s strategic context (Source Adapted from Zubac

et al., 2007) 453
Fig. 19.2 Formulating and implementing integrated market

and non-market strategies: The critical internal
and external Knowledge flows and social interactions 471



List of Tables

Table 3.1 Cognitive styles: characteristics and outcomes 54
Table 4.1 Key terms and definitions 73
Table 4.2 Implementation practices 83
Table 5.1 Synthesis of philosophical interpretations

of organisational change 98
Table 5.2 Perspectives of strategy implementation 112
Table 10.1 Stakeholder definitions 227
Table 10.2 Cultural values for SBMs 233
Table 11.1 Comparing accounting and software engineering firms 274
Table 12.1 Value creation and value capture: selected theoretical

perspectives 296
Table 12.2 The questionnaire structure 301
Table 12.3 The influence of VCVC variables on firm performance 306
Table 14.1 CLASS Framework 332
Table 14.2 Summary of Propositions to Guide Strategic Change

Based on the CLASS Framework 348
Table 16.1 Examples of specific actions for trust at family firms

during the M&A/integration process 397

xv



CHAPTER 1

Introduction: Navigating the Strategy
and Change Interface Successfully

Angelina Zubac, Danielle Tucker, Ofer Zwikael, Kate Hughes,
and Shelley Kirkpatrick

Book’s Aims

There are no two ways about it, it is no easy task to significantly change
how an organisation operates, much less transform it. There is always
so much leaders need to think about and there are countless ways a
programme of strategic change could be derailed. This partly explains why
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it is regularly reported fewer than 30% of all strategies are fully imple-
mented, if at all. Of course, not implementing a strategy or changing
it mid-course may be a good thing if the management team is leading
from the front and are continuously considering how the strategy could
be improved or reimagined. Sometimes a strategy needs to be drasti-
cally tweaked or discarded entirely. Notwithstanding, it is more often the
case that a strategy is badly or not implemented because the recursive
practices required to effectively implement it or modify it over time are
poorly understood or non-existent (Zubac et al., 2021), the organisation
does not have a compelling vision for the future everyone can get behind
(Kirkpatrick, 2016) and processes are not in place to ensure the organisa-
tion’s strategic projects can realise their expected value (Zwikael & Smyrk,
2019).

Unfortunately, the management literature provides us with little defini-
tive guidance about the best way to navigate the strategy process to create
value and bring about meaningful organisational change regardless of the
context. It is still replete with contradictions. For instance, even though
MBA students are now taught there can be huge disparities between the
planned strategy and what is actually realised, they are also taught the
strategy process is essentially a mechanistic stepwise process, which may or
may not involve everyone at the organisation. They are told the strategy
process can only begin once the external and internal environments have
been thoroughly analysed. The objective of this step is to understand
the opportunities the organisation can viably pursue and to generate
strategic options for the future. The options chosen from the final short-
list inform the strategic plan. Once the strategic plan is finalised, it is then
possible to identify the programmes and budget allocations that are neces-
sary to ensure the strategy can be successfully implemented. Further, top
management accountabilities for each programme can then be confirmed

K. Hughes
Technological University Dublin, Dublin, Ireland
e-mail: kate.hughes@hughes-scm.com

S. Kirkpatrick
The MITRE Corporation, McLean, VA, USA
e-mail: skirkpatrick@mitre.org
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to ensure the intended benefits are realised and organisational change
happens.

Because most employees tend to resist change, MBA students are also
taught that it is important to develop a change management plan as a
cardinal last step in the strategy process. This plan defines the models
of change and leadership that will be used to motivate everyone at the
organisation to embrace the strategy and update their skills. However, it
is not always clear why the organisation’s people are being urged and/or
incentivised to apply themselves differently because the people responsible
for developing the change management plan are seldom the same as those
who prepared the strategic plan. This vital connection is never established.
As a result, it is not surprising that most leaders prefer to apply popular
models of change instead of empirically validated models or are unable to
learn valuable lessons from their implementation leadership experiences
(Stouten et al., 2018).

With this in mind, differentiating itself from all other books on strategy
implementation published to date, this book sheds light on the specialised
(sub)processes and cognitions used by managers, singly or in combina-
tion, to navigate the strategy and change interface. Put another way,
it demonstrates how the best managers make rationally derived strate-
gies a reality in practical and sometimes very non-rational terms through
the organisation’s key processes and its people. The book applies the
latest thinking from the resource-based literature, in particular the idea
that high performing organisations have become adept at developing
and utilising value creating dynamic capabilities to not only develop and
implement a strategy but to make timely adjustments to it as is neces-
sary. It builds on the idea that dynamic capabilities make it possible to
sense opportunities and threats, seize profitable opportunities and miti-
gate threats, and reconfigure or transform the organisation as required.
They are comprised of specialised (sub)processes and cognitions brought
together, sometimes as platforms, to achieve these ends. The way dynamic
capabilities are developed and utilised at different organisations will differ
because no two organisations ever evolve in the same way (Teece, 2007).

This book also assumes that, unless managers understand the organi-
sation’s institutional context and accept that organisations are essentially
all about their people, they will struggle or be unable to navigate the
strategy and change interface successfully to bring about lasting change.
Thus, it represents a break with past thinking about how to successfully
enact change in organisations. Towards the end of the last millennium,
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it was widely accepted that organisations could be changed effectively if
principles from industrial organisation (IO) economics and the resource-
based view were judiciously applied. This is because these theories can be
used by managers to understand the competitive environment, including
how best to position the organisation within its industry and lever its
unique portfolio of assets and capabilities. However, neither of these theo-
ries consider how an organisation can do well by emulating the behaviour
of other organisations. This includes achieving success as a result of
complying with the same laws, regulations and rules of the formal insti-
tutional environment, and the cultural and ethical norms and practices
of the informal institutional environment of which their contemporaries
are also subject. One more theory was required for this to happen. An
institution-based view is such a theory because it acknowledges the social
context within which strategic decisions are made. Decision-making is
not limited to finding ways to outsmart the competition (Peng, et al.,
2009). An institution-based view makes it clear that organisations can also
thrive by becoming appreciably similar to competitors and other notable
organisations.

Therefore, the book provides insight into how an organisation’s
leadership can effect strategic change by building a dynamic capability
base designed to comprehensively address the institutional environment.
Crucially, it develops a number of versatile frameworks leaders can utilise
while leading a complex programme of strategic change to bring out the
best in others.

The Corporate Strategy: The
Market and Non-Market Domains

Accordingly, the corporate strategy in this book is conceived as being
an amalgam of four fundamental strategies: the organisation’s financial,
customer value creation, resource strategies and its non-market strategies.
This reflects the idea that organisations must constructively participate in
the capital, product and service, and the resource markets, and the non-
market environment of relevance to them if they are to succeed. This must
be done while observing these institutions’ parameters as is appropriate
(Zubac et al., 2012). Hence, for-profit organisations need to use the
market system (capital, product and services, and resource markets) while
observing the rules of competition and pursuing their profit agendas.
Not-for-profit organisations need to use the market system to achieve



1 INTRODUCTION: NAVIGATING THE STRATEGY AND CHANGE … 5

their stakeholders’ social goals and their revenue neutral agendas. Compa-
rable principles apply to the non-market institutions with the potential
to impact the organisation. Regardless of their profit-seeking status, all
organisations need to address the demands placed upon them by the non-
market environment to gain legitimacy. However, the methods used to
gain legitimacy by for-profit and not-for-profit organisations are likely to
differ because they are driven by different value systems.

All organisations need to comply with the expectations of collectives of
institutions. This is because all institutions are socially derived. They exist
to serve society in some meaningful way. Many institutions are promoted
through the auspices of an organisation too. When the organisation is not
a for-profit or not-for-profit organisation as is commonly understood and
has a legitimising objective, in all probability it was established to ensure
compliance, for example, it was established to ensure compliance with
the rules for safely driving a car, transacting commercially or manufac-
turing fit-for-purpose products. Markets, regulators, standards developers,
enforcement agencies, the judiciary and governments are all institutions,
as are the laws and conventions or behavioural norms that they exist to
define, oversee or uphold. By the same token, for-profit and not-for-profit
organisations are institutions. All of these institutions matter in different
ways (North, 1994).

These ideas underpin the whole book. They are depicted diagrammat-
ically at the top of (Fig. 1.1) in the area labelled “a”. As shown, the
corporate strategy informs the organisation’s financial, customer value
creation, resource and non-market strategies. However, as the double-
headed arrows suggest, the organisation’s people are always learning and
finding new ways to improve upon the strategy or change it, as well
as solve problems as they arise; therefore, it is inevitable the corporate
strategy will be informed by the four lower-level strategies.

The opportunities inherent in the market and non-market systems
are determined through the processes associated with the appropriate
lower-level strategy. Accordingly, the financial strategy reflects the capital
markets of relevance to the organisation. The customer value strategy
reflects the product and service markets of relevance to it. The same
can be said of the resource strategy—it reflects the resource markets of
most relevance to the organisation. The non-market strategy reflects the
specific non-market institutions that could impact the organisation. As
the double-headed arrows connecting the strategies also suggest, each of
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these strategies are best developed, implemented and/or revised with an
appreciation of how they complement or could impact each other.

The section labelled “a” similarly establishes the fact that all organisa-
tions evolve their own institutions and, consequently, their own unique
internal context. Ideally, the strategies encourage the organisation’s
people to cultivate (sub)processes and cognitions, including mindsets that
allow them to play a positive role at the organisation and contribute
to its cultural development. Of course, it is conceivable that sometimes
the (sub)processes and cognitions that are evolved are not particularly
constructive. This is consistent with what we already know about institu-
tions. Some organisations are very dysfunctional due to their inefficient
processes or problematic cultures. In summary, the external institu-
tional environment influences the evolution of the organisation’s internal
context, and organisations will influence the development of society’s
institutions over time. The extent to which this can occur depends on
their intertwined histories, including the way in which certain institutions
accumulated power.

The potential usefulness of this approach is further clarified diagram-
matically in (Fig. 1.1) in the section labelled “b”. In this perspective, the
organisation’s market strategies are grouped together because they have
the same underlying drivers. These are distinct from the organisation’s
non-market strategies. Market strategies address the market environment
while non-market strategies address the non-market environment, that is,
market strategies focus on achieving the organisation’s economic objec-
tives while non-market strategies focus on achieving its non-economic
objectives, including the organisation’s ethical and cultural objectives.
Just as was the case in “a”, the corporate strategy informs the develop-
ment of the organisation’s market and non-market strategies. Each of the
lower-level strategies informs the corporate strategy. When the market
and non-market strategies are approached in an integrated manner, they
are more likely to complement and support each other (Baron, 1995).

What is most significant about this second perspective is that it
highlights how important it is to consider the interests and needs of
stakeholders. This includes at all stages of the strategy process. This is
indicated by the inclusion of the “stakeholder matrix”. The stakeholder
matrix makes it clear that while some stakeholders may be internal stake-
holders, a large number of important stakeholders are likely to be external
to the organisation. Both kinds of stakeholders may have some sort
of association with, be embedded within, or be socially defined by an
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external institution, which may or may not be fronted by an organisa-
tion. No matter the type of organisation, organisations are more likely to
achieve so much more through their strategy than they otherwise would
have done if their stakeholders’ needs are considered. Stakeholders help
organisational leaders understand if the organisation is demonstrating the
“right” set of values. This is important because when an organisation
disappoints some stakeholders the organisation’s reputation could suffer
inordinately (Freeman et al., 2021). For example, we probably can all
recount an instance where one extremely well-written and widely read
published letter to a newspaper editor had a profound impact.

Of course, some stakeholders may end up having a larger say in how
the organisation operates while others have very little. It is important
to assess the potential of all stakeholders to impact the organisation
regardless lest something of strategic importance ends up being missed.
Organisations are stakeholder dependent for this reason. This second
perspective also reinforces the fact that gone are the days when the
sole objective of a strategy was to maximise the welfare of shareholders.
Instead, the welfare of all stakeholders must be internalised by the organ-
isation if it is to find its place in the world and be governed with foresight
(Tirole, 2001).

The Strategically Aligned Organisation

The two preceding frameworks provide insight into the organisational
forms the contemporary organisation ought to aspire to evolve. In the
past, it was taken as a given that young or growing organisations should
build the same vertical, divisional structures as large multi-business indus-
trial organisations of the last century. It was argued that these behemoths
had achieved scale and scope efficiencies because the divisional struc-
ture enabled effective decentralised decision-making (Chandler, 2001).
Of course, while growing and resource constrained, it was important to
adopt organisational forms of a more intermediate nature, such as the
functional form. What was important, no matter the structure that was
ultimately adopted, was a structure that allowed decisions to be made
by those most qualified to make them, no matter where that person
sat within the organisation’s hierarchy (Miles & Snow, 1984; Miller &
Kirkpatrick, 2021).

These principles are illustrated diagrammatically in (Fig. 1.2). The
section labelled “a” is an example of a functional structure. Functional
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structures are normally adopted when an owner or single manager needs
assistance from people with functional expertise. The section labelled
“b” is an example of a divisional and functional structure. Such vertical
structures are adopted when it is important to have decision input from
managers with market or product expertise, as well as managers with
functional expertise. The section labelled “c” is an example of a divi-
sional structure supported by functions. Divisional structures of this type
are adopted when head office requires divisional support, and the divi-
sions require specialist functional support. The section labelled “d” is an
example of a matrix structure. Matrix structures are adopted to ensure
divisional or functional strategic projects are undertaken by project profes-
sionals who can draw on the expertise of divisional or functional staff. The
project manager and the head of the division or functional area instigating
the project are normally jointly responsible for the project.

In addition to ensuring effective decision-making, the “right” structure
or organisational form became synonymous with the ability to achieve fit
with the external environment and the related concept of the strategi-
cally aligned organisation. This is because high performing organisations
were good at meeting the demands of the external environment, strate-
gically using the resources they had at hand. When an organisation was
sustainably high performing, it was because its managers could quickly
adapt its structure and use organisational resources differently to meet the
demands of the external environment and, thus, achieve the organisation’s
strategic objectives (Sarta, 2021).

Although both vertical and horizontal structures can be used to achieve
a particular strategic theme, the horizontal structures established at the
organisation tend to be more useful in this regard. The theme adopted
depends on the priorities of the organisation (Kathuria et al., 2007).
For instance, it may be important to ensure the organisation is able to
consistently reconfigure its value chain to achieve its industry position
goals (Porter, 1985). Likewise, it may be important to ensure everyone
at the organisation contributes to new product development initiatives
in the same way (Acur et al., 2012), the organisation’s goals and indi-
vidual employees’ goals better align (Alagaraja, 2013; Han et al., 2019;
Wright & Snell, 1998) or the organisation’s digital systems are able to be
used more strategically (Coltman et al., 2015). If the wrong underlying
strategic driver is chosen or it is assumed what is good for the organi-
sation today will be good for it tomorrow, then the organisation could
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struggle. Inconsistencies between the organisation and the greater insti-
tutional environment may emerge that become extremely problematic.
They may be very difficult to bridge without completely transforming the
organisation.

To avoid inconsistencies emerging, it is important to consider the
cross-disciplinary and wide-ranging strategic implications of the organi-
sation’s unique institutional context. This is illustrated diagrammatically
in (Fig. 1.3). As opposed to (Fig. 1.2), it is taken as a given that
just as much effort should be placed on building suitable horizontal
structures as is placed on building vertical structures. As illustrated in
(Fig. 1.3), this is because market and non-market environments cannot
be thoroughly addressed without establishing an appropriate set of knowl-
edge sharing, learning, decision-making and collaborative action-oriented
structures based on what was learned about the institutional environ-
ment. The ability to respond to the institutional environment may also
be contingent on the ability to source resources from across the organ-
isation and effectively use them. If the corporate strategy informs how
the three market and non-market strategies are developed, implemented
and/or revised over time, and the four lower-level strategies inform the
corporate strategy, a diversity of people with expert knowledge and expe-
rience of all kinds will need to be involved in every single strategic decision
made at the organisation. This needs to be enabled as much as is practi-
cably possible through the formal structures. This includes by establishing
platforms, self-forming teams and/or focused microdivisional structures
(Zubac et al., 2021).

The Strategy and Change Interface

However, despite knowing more than we have known ever before about
the strategy and change interface, it is still difficult to understand
how organisations can approach strategic change problems consistently.
Resource-based theory has come close to providing a solution. It is still
the dominant theory for explaining why some organisations are able to
outperform other organisations within their industry for sustained periods
of time. Indeed, it deservedly pushed IO economic explanations for high
performance from the top spot of explanations because it explains how
the possession of a superior resource base could improve an organisa-
tion’s competitiveness within its industry (Helfat et al., 2007). However,
as previously discussed, an institution-based view has the potential to
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provide even more insight into the sources of competitive advantage and
high performance more generally because it also explains the benefits of
becoming similar to other organisations.

Interestingly, there are situations when an institution-based view also
explains a differential advantage. For instance, when an organisation is at
the forefront of changing an institution with broad social implications, it
may become known as the organisation that took the lead. Some organi-
sations have been the first or only organisation to propose a change to a
law or standard, to comment on a proposed change in government policy
or to suggest and garner support for the establishment of a new industry
body. Indeed, there are many potential reputational and knowledge-based
advantages that an organisation can gain by taking the lead to trans-
form an institution (Greenwood & Suddaby, 2006). Analogously, some
organisations will imitate the competitive actions and business models of
successful organisations during periods of uncertainty to avoid being left
behind. There are many potential ways to benefit from being known as
an industry leader or being the first to introduce a new type of business
model to the market (DiMaggio & Powell, 1983). Thus, in addition to
providing insights about the benefits of sameness, an institution-based
view explains institution-based forms of differentiation. This is some-
thing that IO economics and resource-based explanations of differential
performance have not explained.

Without a doubt, leaders face many challenges when navigating the
strategy and change interface. In addition to determining the extent to
which an organisation should differentiate itself from other organisa-
tions while simultaneously pursuing social legitimacy, leaders also need to
understand the many different actions their organisations can take given
the diversity of markets and non-market institutions that confront the
organisation on any given day. The problem is only so much can be
achieved at any one time too. Also, what works well one day may not
work well another day. It may take years for an organisation to come even
close to achieving its stated strategic objectives, if at all. Even if is able to
achieve good things through its strategies, there is another challenge to
overcome. Organisations cannot grow and perform sustainably over time
unless they can develop the dynamic capabilities that they need to enable
their people to sense, seize and reconfigure or transform the organisation
as is necessary. Dynamic capabilities are the means by which organisa-
tions are able to meet the demands of a changing external environment.
However, they need to be able to change too.



14 A. ZUBAC ET AL.

These ideas are illustrated diagrammatically in (Fig. 1.4). Just as before,
it can be observed that corporate strategy informs the four lower-level
strategies. The four lower-level strategies inform the corporate strategy.
All of these strategies are important for addressing the capital, product
and service, resource markets and non-market institutions of most rele-
vance to the organisation. These can variously promote or constrain the
organisation’s growth. Most importantly, (Fig. 1.4) makes it clear organ-
isations cannot effectively develop, implement and revise their strategies
over time allowing for the institutional context unless it possesses sensing,
seizing and reconfiguring/transforming dynamic capabilities. These need
to be particularly attuned when the institutional environment is especially

RECONFIGURING/TRANSFORMING TO PURSUE OPPORTUNITIES

SENSING OPPORTUNITIES/SEIZING OPPORTUNITIES

Pressure to converge

Corporate 
Strategy

SENSING THREATS/MITIGATING THREATS 

RECONFIGURING/TRANSFORMING TO MITIGATE RISKS

Pressure to converge

Capital Markets Resource Markets 
Product & Service 

Markets 
Non-Market 
InsƟtuƟons 

Customer 
Value CreaƟon 

Strategy

Financial 
Strategy 

Resource 
Strategy 

Non-Market 
Strategies 

Capital Markets Resource Markets 
Product & Service 

Markets 
Non-Market 
InsƟtuƟons 

Growth constraining insƟtuƟonal structures

Growth promoƟng insƟtuƟonal structures

Fig. 1.4 An institutional approach to strategy and change
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complex and diverse. As the double-headed arrows suggest, the dynamic
capabilities organisations develop by utilising many (sub)processes and
cognitions are always changing too because new ways to sense, seize and
reconfigure/transform are always necessary to find to stay relevant.

Logically, since dynamic capabilities allow organisations to keep pace
with change emanating from the external environment, organisations that
find it difficult to address change in the external environment are less
likely to possess dynamic capabilities. The capabilities they develop will be
of a more ad hoc nature. This is not to say that the people leading such
organisations should just give up. When an organisation becomes good at
sensing, seizing and reconfiguring through the process of implementing
the strategy, as bad as it might be, its people can change the strategy. The
organisation can then pursue the opportunities that would have otherwise
been overlooked (Lee & Puranam, 2016).

Thinking, Collaborating
and Acting Strategically Together

In summary, there are many good reasons why leaders should not take
a rigid stepwise approach when developing and implementing its strate-
gies. Although it can be helpful to run strategy workshops or go away to
a strategy retreat to get to know each while setting the organisation’s
direction, this is only a small part of what strategy is all about. Ulti-
mately, the strategy process works best when everyone, in every part of
the organisation, understands that the concept of “the current strategy”
is just that, a concept. It is simply a means by which everyone can learn
about the organisation’s longer-term strategic objectives and identify the
projects that should be undertaken in future to achieve them. The strategy
process also works best when everyone understands the strategy is not set
in stone and that it will change over time as it becomes clearer how the
organisation can more effectively address the external environment with
the resources it has on hand.

As to the latter, it will be important to establish the ways in which the
organisation’s people can change the strategy, including improve upon
how fit with the external environment is achieved over time. The dynamic
capabilities, particularly the specific (sub)processes and cognitive methods
that are key for enabling these changes, must be apparent and acces-
sible. Everyone at the organisation should be aware of how they can
use these tools for adapting the organisation and the extent to which
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they are authorised to use them to initiate change given the organi-
sation’s decision-making and operational structures. The organisation’s
people cannot contribute to the strategic development of the organisa-
tion over time otherwise. Likewise, how internal stakeholders think, feel
and institutionalise knowledge and interact with each other, as well as
interact with external stakeholders must be understood. Certainly, this is
something that the astute leader needs to understand will be part of the
mix.

These ideas are considered by the chapter contributors of this book in
a variety of ways, reflecting a range of theoretical and disciplinary tradi-
tions. Consequently, the book has been divided into five sections. The first
considers the nature of the strategy process. The second, third and fourth
consider how the financial, product and service, and resource markets of
most relevance to the organisation could impact it. The fifth and final
section considers the non-market environment and how organisations
could address it. The chapters demonstrate the relationship between the
corporate strategy and the four fundamental strategies. Importantly, they
demonstrate the many recursive practices and enabling structural, learning
and cognitive mechanisms that should be in place and then effectively
utilised to implement a strategy as a process of learning, as suggested
diagrammatically in (Fig. 1.5). Each strategy is essentially a reflection of
the other. The following is an overview of the sections and the chapters
contained within them.

The Strategy Process

The three chapters in the first section of this book consider the nature of
the strategy process in some detail from different disciplinary view-points.
Chapter 1 by Steven Cofrancesco, A social context view of strategic cogni-
tion: Strategists are highly emotional and interactive Homo sapiens, argues
that it is a mistake to assume strategy can be formulated and implemented
linearly and rationally. The strategy process evokes strong emotions. These
can be advantageously harnessed. Chapter 2 by Harry Sminia and Freddy
Valdovinos Salinas, Implementing strategy and avenues of access: A practice
perspective, argues that strategy is best conceived as a continuous imple-
mentation process. This is because the structures, incentives, cultural and
people goals, and controls put in place to position the organisation in
future can never be pursued with certainty. Concomitantly, Chapter 3
by Czeslaw Mesjasz, Strategy implementation and organisational change:



1 INTRODUCTION: NAVIGATING THE STRATEGY AND CHANGE … 17

Fo
ca

l O
rg

an
isa

Ɵo
n

Cu
st

om
er

 V
al

ue
 

Cr
ea
Ɵo

n 
St

ra
te

gy

Co
rp

or
at

e 
St

ra
te

gy
  

Fi
na

nc
ia

l 
St

ra
te

gy
  

Re
so

ur
ce

 
St

ra
te

gy
  

N
on

-M
ar

ke
t 

St
ra

te
gi

es
  

Horizontal Alignment

Fo
ca

l O
rg

an
isa

Ɵo
n

Fi
na

nc
ia

l 
St

ra
te

gy
 

Co
rp

or
at

e 
St

ra
te

gy
  

Cu
st

om
er

 
Va

lu
e 

Cr
ea
Ɵo

n 
St

ra
te

gy

Re
so

ur
ce

 
St

ra
te

gy
  

N
on

-M
ar

ke
t 

St
ra

te
gi

es
  

Horizontal Alignment

Fo
ca

l O
rg

an
isa

Ɵo
n

Fi
na

nc
ia

l 
St

ra
te

gy
 

Co
rp

or
at

e 
St

ra
te

gy
  

N
on

-M
ar

ke
t 

St
ra

te
gi

es
  

Cu
st

om
er

 V
al

ue
 

Cr
ea
Ɵo

n 
St

ra
te

gy

Re
so

ur
ce

 
St

ra
te

gy
  

Horizontal Alignment

Fo
ca

l O
rg

an
isa

Ɵo
n

Fi
na

nc
ia

l 
St

ra
te

gy
 

Co
rp

or
at

e 
St

ra
te

gy
  

Re
so

ur
ce

 
St

ra
te

gy
  

Cu
st

om
er

 V
al

ue
 

Cr
ea
Ɵo

n 
St

ra
te

gy

N
on

-M
ar

ke
t 

St
ra

te
gi

es
  

Horizontal Alignment

Fi
g.

1.
5

T
ow

ar
ds

a
st
ra
te
gi
ca
lly

al
ig
ne

d
or
ga
ni
sa
tio

n:
T
hi
nk

in
g,

co
lla
bo

ra
tin

g
an
d
ac
tin

g
st
ra
te
gi
ca
lly

to
ge

th
er


