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Strategy Execution and Firms’ Performance: A
Qualitative Investigation of Nigeria’s
Manufacturing Sector

“Nkemdilim Iheanachor?!
'Liagos Business School, Lagos, Nioeria

This study aimed to ascertain the role of strategy execution on
the performance of the manufacturing sector in Nigeria using one
of Africa’s largest manufacturing conglomerates as a case study.
A qualitative research design was deployed to actualize the
above purpose by wusing a sample of eleven interviewees
comprising five directors and other six members of the top
management team from different departments of the firm whose
headquarter is located in Lagos. The study revealed that all
issues pertaining to strategy execution in the case study firm
are the sole responsibility of the top management team led by
its founder and president, which is consistent with theory.
However, the interpretation of the interviewees’ reactions
implies that the firm did not have an explicitly understood
strategy because it stems beyond merely setting objectives or
targets. As such, the firm’s overall performance cannot be
linked to successful strategy execution. Nevertheless, there is
a need for the case study firm and the industry to put measures
in place to ensure improved communication at all levels,
improved strategy development, reward system, performance
monitoring, accountability and goal re-assessment where
necessary. The measures mentioned above will aid the process of
bridging the gaps in the overall performance of the case study
firm in particular and the manufacturing industry in general.

Keywords: Strategy execution, firm performance, top management
team, manufacturing conglomerate, qualitative
research and Nigeria

JEL: M12, M14, M16

For several years, the concept of strategy execution has been primarily relegated to the background in
contemporary strategy management literature (Levenson, 2018; Vuorinen et a/., 2018). A rough
appraisal of the number of courses taught on strategy at virtually any modern—day university or
business school solely concentrate on strategy formulation rather than strategy execution. This also
gives credence to the general belief that present—-day managers are trained to master the art of
strategic planning and not that of strategy execution (Omsa et al., 2017, Yang et al., 2019).
Regardless of whether this statement is accurate or not, empirical evidence seems to support it
(Sibony et al., 2017).

The strategy development process consists of selecting appropriate options and ensuring their
effectiveness, while the execution process requires that these options are effectively implemented.

Without effective execution, which is referred to as a process of putting plans and strategies into
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action, it is not possible for a firm’s performance to evolve positively (Dakare, 2019; Kathuria ef
al., 2018; Shalender and Yadav, 2019). Based on the above assertions, the core research questions
this study seeks to answer are what the perception of managers on the firm’s performance is? How do
the managers perceive the strategy execution process of the firm? Providing answers to these weighty
questions will offer an insight into how top—level managers in the case study firm approach the issues
surrounding strategy execution in their organization. Given that strategic management literature is
awash with studies that examined the nexus between strategy execution and firms’ performance, it is
evident that a preponderance of these investigations concentrated on strategic management issues of
firms from the Western economies (Parnell and Brady, 2019; Rajapathirana and Hui, 2018; Sohl et
al., 2020; Taouab and lIssor, 2019; Yoshikuni and Albertin, 2020). Similarly, empirical evidence
revealed that the studies considering strategic management issues among firms from emerging
economies revolved around countries like Mexico, Taiwan, Malaysia, and Turkey (Hussain et
al., 2019; Parnell et al., 2019; Ren ef a/.,, 2019; Shalender and Yadav, 2019; Tsai and Ren, 2019;
Beekun and De Carvalho, 2021). However, Batra et a/. (2015) argued that the geographic gaze of
several studies on the strategic management pattern of firms from the emerging economies is
worryingly biased towards China and India, while other emerging economies are relegated to the
background.

Although some extant studies (Alayemi and Akintoye, 2015; Michael, 2014; Monday, 2015; Agwu,
2018; Nwachukwu and Vu, 2020) have examined strategic management issues among corporate firms
in Nigeria, nevertheless, most of the studies focused on the ideation and formulation phases of
strategy without considering the specific importance of strategy execution in the conceptualization of
their studies. As such, this study was motivated by the quest to ascertain the role of strategy execution
on the performance of the manufacturing industry in Nigeria using one of Africa’s largest business
conglomerates as a case study. The choice of this company as the focal point of this investigation is
that it is the largest manufacturing group in West Africa and one of the largest on the African
continent. The group employs more than 30,000 workers, generating revenue above US$6.1 billion in
2020. It is evident that there is a paucity of studies on strategy execution and African firms’
performance in the strategic management literature. To bridge this gap from the Nigerian context, this
study was conceived to explore the rationality of Hambrick and Mason’s (1984) upper echelons theory
(UET) in explaining the strategy execution process of manufacturing firms in Nigeria. The upper
echelon theory was founded on the premise that firm performance is directly influenced by the
experiences, knowledge and expertise of those individuals occupying prominent managerial roles in
the organization (Hambrick and Mason, 1984). The choice of the theory as the theoretical base for

this study is justified on the assertion that it has received much attention and has offered strategic
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management research with essential empirical data on firms’ strategic decisions. It also explains how
the decisions made by top—level executives strongly influence the performance of a firm and how the
firm, in Hambrick and Mason’s view becomes a reflection of top management (Hambrick and Mason,
1984; Abatecola and Cristofaro, 2018; Altarawneh et al., 2020). Given that existing studies in this
research space flagrantly failed to consider the Nigerian context, present study, therefore, contributes
to knowledge by qualitatively examining the strategy execution issues and the performance of
manufacturing firms using one of the largest manufacturing conglomerates as a case study.
Secondly, this study contributes to knowledge by using the upper echelons theory of management as
the theoretical foundation for exploring and revealing the perception of the case study firm about
strategy execution among manufacturing firms in Nigeria. Finally, this study also adds to knowledge
by determining whether the Nigerian manufacturing industry has created peculiar characteristics that
can meaningfully contribute to the ongoing debate about the strategy execution process of firms from
developing economies.

The remaining sections of the article are organized as follows: section two focuses on the
theoretical and empirical review of literature, section three deals with the research methodology.
Section four outlines the presentation and discussion of results, while section five concludes the paper

by presenting the empirical findings, policy implications, and future research direction.

LITERATURE REVIEW

Theoretical Foundation

The upper echelons theory (UET) was founded on the premise that firms’ performance is directly
influenced by the experiences, knowledge and expertise of those individuals occupying prominent
managerial roles in the organization (Hambrick and Mason, 1984). These authors introduced a model
in which situations occurring in the context of organizational life are addressed by managers whereby
strategic choices are made as a function of the unique characteristics these individuals exhibit. As a
result of the choices made by these individuals, organizational performance is argued to be directly
impacted. To reconcile the impact these “upper echelons” have on organizational performance,
Hambrick and Mason (1984) argued that focus should be directed towards those data, readily
observable, reflecting individual characteristics concerning the educational, professional, and social
backgrounds of prominent managers in organizational contexts. Thus, through the collection and
analyses of these data, UET states that organizational outcomes can be predicted to some degree
based upon the characteristics of executive managers. Since the cognitions, values, and perceptions

of top management team (TMT) members are difficult to measure, UET focuses on examining demo-
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graphy to suggest that managerial characteristics are reasonable proxies for underlying differences in
cognition, values, and perceptions (Certo et a/., 2006; Boone et al., 2019). Thus, variables such as
age, number of years and specific focus of work experience, and educational background can be
applied to predict the actions of TMT members when faced with strategic decisions in organizations.
To apply UET effectively in the examination of manufacturing firms’ performance in Nigeria,
causality is an important consideration (Hambrick and Mason, 1984; Agwu, 2018; Nwachukwu and
Vu, 2020). First, those managers with significant professional experience within the case study
organizations act in accordance with these previous experiences more so than based on their
attributes. Strategies employed in organizational life as a function of executive decision making are
often a function of macro forces driving the pursuit of organizational goals. For example, an executive
who is newly hired from an outside firm may bring a different perspective to the decision—making
process than an individual promoted from within the organization to the manager’s position. Thus,
identifying the forces most directly driving the decision—making process is essential in UET research.
Similarly, the industrial context in which the organization operates may directly impact the type of

managers in positions of decision—making authority.

Empirical Review

-Top Management Team (TMT) and Firms’ Performance

A multitude of studies in the strategic management literature has focused on the nexus between top
management team (TMT) strategic decisions and firms’ performance (e.g., Certo et al., 20086;
Boone et al., 2019; Richard et a/., 2019). This research is mainly based on the upper echelon theory
(Hambrick and Mason, 1984) and considers the dispositions of the most powerful stakeholders within
an organization to understand why firms perform the way they do. Demographic features of top
managers are used as a proxy of their cognitive frames by referring to bounded rationality. Values,
experience, and personalities are reflected in executives’ characteristics and affect their field of vision,
selective perception, and interpretation (Hambrick, 2007; Abatecola and Cristofaro, 2018). Within the
context of this research space, demographic diversity i.e., the level of dispersion among TMT players,
has received a great deal of attention empirically and conceptually (Certo et al., 2006; Boone et
al., 2019; Richard et al., 2019). TMT strategic decisions should be positively related to firm
performance through coordinated strategic planning processes and improved innovation outcomes
(Liu, 2017; Dubey et al., 2018; Richard et al., 2019). TMTs face complex, uncertain situations and
diversity may provide resources in several views that are outside homogeneous TMTs. Nevertheless,
the empirical support of a direct link between a variety of TMT strategic decisions and firm

performance remains equivocal at best, and recent literature asserts that it is impossible to assume a
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direct and straightforward relationship between TMT strategic decisions and firm performance without
considering a series of factors that affect this relationship (Araujo—Cabrera et a/., 2017; Joshi and
Roh, 2009; Cambrea et al., 2017; Georgakakis et a/., 2017).

In recent years, the TMT literature has increasingly examined the role of moderators and mediators,
which may influence the relationship between TMT’s strategy execution decisions and firm
performance. First, it has been revealed that the performance effects of strategy execution depend on
specific moderators (Hambrick, 2007; Hambrick and Mason, 1984; Araujo—Cabrera et al., 2017,
Pisani et al., 2018). For instance, managerial characteristics will only propel strategy and
performance if means—ends ambiguity exists (Eisenhardt, 1989; Cambrea et al/., 2017; Richard et
al., 2019) i.e., managerial discretion must be high (Certo et a/., 2006; Boone et al., 2019), if
executives operate under pressure i.e., executive job demands must be high (Pisani et a/., 2018), if
executives have considerable influence on firm performance (Parnell and Brady, 2019), or if behavioral
integration is high (Shalender and Yadav, 2019; Tsai and Ren, 2019).

Second, empirical evidence shows that different aspects of strategic decisions may provoke
different performance outcomes (Joshi and Roh, 2009; Araujo—Cabrera et al., 2017, Cambrea et
al., 2017, Georgakakis et al., 2017). Third, in many contexts, the performance effects of task—
oriented aspects of strategy and relations—oriented aspects of strategy work in opposite directions.
For example, while relations—oriented strategy seems to adversely affect performance due to
stereotypic perceptions of dissimilar others, subgroup formation, and intergroup bias, task—oriented
strategy rather seems to drive performance due to differences in information, knowledge, and
perspectives (Rajapathirana and Hui, 2018; Sohl ef a/., 2020).

Third, it is opined that the relationship between TMT’s strategic decisions and firms’ performance is
indirect rather than direct, thereby relying on mediating processes. However, TMT research has not
devoted much attention to examining such mediating processes (Hambrick, 2007). Those scholars
who have done so (Daspit et al., 2014; Araujo—Cabrera et al., 2017; Hussain et al., 2020; Pisani et
al., 2018) were mainly interested in how TMT diversity influences the TMT’s social behavior i.e.,
communication, decision—making, consensus, or conflict. Hence, empirical backing lacks when it
comes to how top managers’ cognitive frames guide. However, Liu et a/. (2018) demonstrated that
TMT characteristics are indirectly related to firm performance through social integration and
communication. These TMT processes directly increase the return on investment (ROI) of firms.

It is evident that the relationship between TMT demographic characteristics, heterogeneity, strategic
decision—-making, and firm performance is contradictory. Therefore, some scholars seek new research
directions and ways to discuss the stable relationship between TMT and organizational output. As

such, this study is designed to test the proposition stated below:
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P:: Top management team (TMT) strategy execution processes are likely to

significantly influence the firm performance.

METHODOLOGY

This study followed Yin’s (2003) research procedure which consists of defining research problem,
stating objectives, drawing research questions, generating data, and creating an in—depth
understanding of cases under investigation. The purpose of this inquiry was to unravel how the top
management team’s perception of strategy execution in their firm influenced overall performance in
recent years. In generating the relevant information for the investigation, this study explored strategic
management literature to establish a theoretical base for the study. A single—case procedure
accompanied the theoretical underpinning to probe the burning research issues. In the investigation of
the case, extant literature did not only aid to formulate the appropriate research design and facilitate
data collection but also served as an essential instrument for summarizing and analyzing the data on
the concerned case. This was a single case aimed at following replication logic to produce identical

results consistent with literal and theoretical replications (Yin, 2003, Creswell et al., 2007).

Sample

The sample for the study comprised of five (5) directors from the top management cadre and six (6)
managers from the middle and lower management cadre from five (5) departments of Jupiter Group
i.e., strategy, capital projects and portfolio development, logistics and distribution, commercial
operations, stakeholders’ relations and corporate communications and human resources of a top
manufacturing conglomerate in West—African sub-region whose corporate headquarters is located in
Lagos, Nigeria. The choice of this firm as the sample for this investigation is based on the fact that it
is the largest manufacturing group in West Africa and one of the largest on the African continent. The
group employs more than 30,000 workers, generated revenue above US$6.1 billion in 2020.

The average age of the participants was fifty—eight years, and they all had over ten years of working
experience in their respective departments in a different capacity. Two participants represented each
department during the interview session except the logistics and distribution department, which had
one representative. The participants for this interview were guaranteed their anonymity and the

confidentiality of the responses they provided.

Data Collection Procedure
The data on strategy execution and the performance of firms in the Nigerian manufacturing industry

were collected qualitatively using semi-structured in—depth face—-to—face interviews with different
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managers and directors from the case study firm Jupiter Group. The firm requested assurance of
confidentiality before approving their participation in the interview. Therefore, the firm’s real name and
interviewees’ identities were deliberately kept anonymous following Elliott (2018), as such, Jupiter
Group is a pseudo name.

Prior to the face—to—face interview session, an email was sent to the public relations unit of the
selected case study, which approved the interview request. The interview questions were prepared
based on the insights obtained from extant literature with the core research problem, research
questions, and objectives in mind. Since the investigators and the officials of the case study firm
participating in the interview process were comfortable with the English language, the interviews were
administered using the English language. The interviews lasted between 30 to 40 minutes, with an
average of 35 minutes. The consent of the interviewees was sought before their voices could be
recorded and they were conducted at the firm’s corporate headquarters in Lagos, Nigeria, between

March and June 2021.

Data Analysis

Ethical research standards and protocols were strictly followed while seeking formal participation
approval for the interviews. An a priori list of codes guided the coding and analysis of interview
transcripts. The hierarchical code structure from the a priori list of codes was replicated in the Nvivo
(David—West et a/., 2018; Iheanachor and Ozegbe, 2021). Insights from multiple sources in strategic
management literature were used as a guide while writing the research report (Braun and Clarke, 2006;
Kiger and Varpio, 2020). The choice of intra—case analysis used in this study was justified because it
provides a nuanced, empirically rich, and holistic account of a specific phenomenon under

investigation.

RESULTS

Overview of the Case Study Firm
Jupiter group is used as the pseudo name of the firm under consideration for this investigation to
guarantee the case study firm’s anonymity. The group is a multinational manufacturing conglomerate
of Nigerian origin founded by its incumbent president. It is adjudged the largest business
conglomerate in the West—African sub-region and one of the largest in Africa. The group employed
over 30,000 workers generating over $9.1 billion in revenue as of the last quarter of 2020.

The group was founded in the late 1970s when the president created an enterprise that traded
majorly in sugar and other fast consuming goods through an initial capital of $3,000 obtained as a

loan from an uncle. The group later expanded by starting trading in other commodities such as rice. In
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1981, the group created two business ventures specializing in import business; this was an era where
the Nigerian government made it strictly mandatory for firms to acquire import licenses before
engaging in bulk importation of goods. The group then applied to acquire import licenses for various
commodities such as aluminum products, steel, and baby foods. Later, cement importation and
shipping were incorporated into the group’s business portfolio. The group competed and still
competes with another top multinational firm that produces and imports the bulk of cement used in
the African continent.

Jupiter group currently owns and operates over 18 subsidiaries in 15 African countries. One of the
subsidiaries that specialize in cement production is listed in the Nigerian Stock Exchange, with its
market capitalization representing over 20 percent of the total capitalization of the Nigerian Stock
Exchange. The group headquarter is located in Lagos, Nigeria.

The data in Table 1 (see Appendix—I) illustrate how the interviewee’ from the top to the lower
management levels expressed a relatively similar opinion on the perception of the group’s overall
performance. However, only the lower—level managers held the opinion that employees were
dissatisfied with the measurement of performance. Financial performance was perceived as mostly
poor by the top management team, despite the predominant perception of satisfied customers and
employees. This seems odd as one could expect excellent financial performance given that
employees and customers were both satisfied. The primary reason for this disparity was that the
Covid-19 pandemic adversely impacted the group’s performance during the long periods of national
lockdown in 2020.

Table 2 (see Appendix—Il) indicates that the interviewees were familiar and conversant with the
concept of strategy execution in varying degrees. All interviewees agreed that all issues pertaining to
strategy execution in Jupiter group are the sole responsibility of the top management team led by its
founder and president.

After the participants’ opinions on strategy execution were assured, they were further probed on the
factors (drawn from literature review) which they perceived to have militated against strategy execution
in their firm. The interviewees could add other factors to the ones on the list. The discussion of their
selection of execution barriers, nonetheless, falls outside the jurisdiction of this investigation. The
factors cited most often (ranging from one as most often cited to nine as the least often cited) as
militating against strategy execution are reflected in Table 3 (see Appendix-Ill).

The interviewees’ views on the factors militating against strategy execution differed. However, they
concurred that the principal reason for the breakdown was ineffective communication. Interestingly, all
interviewees agreed that the absence of approved strategy in the Group is a significant factor

militating against strategy execution, as only middle management previously indicated that the Group
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did not have a strategy. The reasons stated for hindering strategy execution are congruent with the
stages of strategy—shaping. Again, it appears as if these reactions were at variance with previous
responses, particularly those of lower management cadre, who held a view that the Group was
proficient in all facets of strategy building, and middle management cadre, whose opinion is that the
bank was proficient in its strategy execution drive. Therefore, these responses were congruent with
those of the top management cadre, whose viewpoint is that the bank was not proficient in any stage
of strategy execution. From these responses, interviewees from all management cadres agreed that

effective communication would improve strategy execution.

DISCUSSION

As observed from the results, the management team at all level expressed a relatively similar opinion
on their perception of the group’s overall performance. This viewpoint is consistent with the strategic
management literature in relation to the importance of leadership in successful strategy shaping
(Behara, 2017; Hayati et al., 2018; Littoz=Monnet, 2017, Rezvani et al., 2017). The consensus
revelation of the interviewees from the Jupiter group and the empirical insights from the literature
conforms to the postulation of upper echelons theory (UET) which posits that firms’ performance
outcomes are directly impacted by the expertise, knowledge and experiences of those individuals
occupying prominent and top managerial roles in the organization (Hambrick and Mason, 1984).
Nevertheless, this view is at variance with the findings of some empirical studies, which assert that
successful strategy—shaping efforts require the participation of all levels of firms’ management
(Georgakakis et al., 2017; Gupta et al., 2018; Islami et al., 2020; Liu et al., 2018; Tarakci et
al., 2018). The involvement varied in some aspects of their responses to several of the strategy
contexts explored. These responses suggest that interviewees were not clear on whether or not Jupiter
Group had a strategy at the time of the inquiry.

The interpretation of these reactions implies that Jupiter Group did not have an explicitly understood
strategy as at the time of this particular investigation because strategy stems beyond merely setting
objectives or targets (Hayati et al., 2018; Littoz-Monnet, 2017; de Oliveira et al., 2019; Vigfusson et
al., 2021). Therefore, the contradicting opinion on the existence of a strategy is not surprising given
the emergent pattern of strategy—shaping and the inconsistency in responses to questions about which
stage of strategy—shaping was the more essential and the firm’s proficiency in strategy—shaping.
However, the key insight from these responses is the absence of attention to competitive advantage or
any dimension alluding to competitive advantage, the hallmark of a successful strategy (Barney, 1991;

Khan et al., 2019; Wati and Triwiyono, 2018). In summary, the reactions to strategy as presented in
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Table 2 alludes to the absence of clarity of strategy in Jupiter Group and indicates the complex nature
of strategy as signified in the literature. Furthermore, the argument of Ansoff and McDonnell (1990)
that strategy is an elusive concept seems to hold in this context. The participants’ responses to the
questions regarding strategy execution were deemed congruent with their reactions to the reasons for
the strategy execution breakdown and steps that could be followed to bridge the performance gap.
This is addressed in the subsequent paragraphs.

Although improvement in communication could raise the level of strategy execution, it is much
more complicated and involved than communication, as was indicated in the theoretical framework
(Behara, 2017; Hayati et al., 2018; Crittenden and Crittenden, 2008; Kanter, 2017; Oketch et
al., 2021). The responses correspond with the factors reported in the literature, therefore, leadership
is essential in drawing strategy (Beer and Eisenstat, 2000; Hassert, 2018; Mubarak et a/., 2019;
Schaap, 2012); all stakeholders should participate in strategy formulation process (Joshi and Roh,
2009; Araujo—Cabrera et al., 2017; Cambrea et al., 2017; Georgakakis et al., 2017); the starting—
point of execution (Tait and Nienaber, 2010; Schaap, 2012; Hayati et a/., 2018; Littoz—Monnet, 2017;
de Oliveira et al., 2019; Vigfusson et al., 2021); and execution is neglected from the beginning.
These responses are consistent with reasons suggested for the execution gap as identified by previous
studies (Beer and Eisenstat, 2000; Mankins and Steele, 2005; Tait and Nienaber, 2010), although the
order differs. Congruent with previous studies (Beer and Eisenstat, 2000; Mankins and Steele, 2005;
Joshi and Roh, 2009; Tait and Nienaber, 2010; Araujo—Cabrera ef a/., 2017; Cambrea et al., 2017;
Georgakakis et al., 2017), the responses of interviewees proved that the barriers to strategy execution
could be minimized and possibly eradicated to bridge the performance gap in Jupiter Group.
Moreover, the interviewees were not in agreement regarding their responses. The answers regarding
corrective action failed to completely align with their reactions regarding the breakdown in strategy
execution. However, the steps as graded by interviewees at all management cadre enhancing
performance improved communication and better remuneration, then increased strategy development
and ensured management buy—in, followed by performance monitoring and empowerment, after that
accountability assignment. The next line of actions advocated by all was an improvement in talent
management (recruit, train and retain the right staff), closely followed by management development
and consequence control. A better transmission of the environment, proposed by middle and lower
cadre managers, after that the re—evaluation of objectives proposed by all management levels and
lastly selecting a different strategy as submitted by middle management. Again, the whole of these
actions can be categorized into one or more of the strategy—shaping process. Furthermore, these
responses confirm that the strategy—shaping procedure is indeed integrated and that if a particular

step in a phase of the process is ignored, it will have a spillover effect on the phases that follow
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(Alexander, 1985; Tait and Nienaber, 2010; Islami et al., 2020; Liu et al., 2018; Tarakci et
al., 2018). However, these responses are explained to indicate that the interviewees were fully aware
of their lack of expertise concerning strategy—shaping, which could be enhanced by a range of
actions, especially management development. The measures advanced by the respondents that could
be taken to strengthen strategy execution and improve the firm’s overall performance include skill
management and improved environmental scanning, consistent with some of the features of the
strategy definition proposed by Nag et a/. (2007). The top management team believed that these
corrective measures would have a significant performance improvement, while middle cadre managers
were mainly of the opinion that these actions would result in a moderate increase in performance.
These responses correspond with findings from previous studies (Alexander, 1985; Beer and
Eisenstat, 2000; Mankins and Steele, 2005; Tait and Nienaber, 2010; Hayati ef a/., 2018; Littoz—
Monnet, 2017; de Oliveira et a/., 2019). The findings reveal that interviewees in the study exhibited
some level of understanding of the concept of strategy and its components, all stakeholders were not
optimally involved in drawing strategy, the formulation phase was underestimated, and strategy

execution starts from the formulation stage.

CONCLUSION

The purpose of this study is to ascertain the perception of the top management team and other
categories of managers in West Africa’s top manufacturing conglomerate regarding the issues
surrounding strategy and the firm’s overall business performance. Strategy in itself is the instrument
employed by management to achieve organizational goals by matching internal resources with the
circumstances and conditions surrounding the organization’s external environment with the primary
motive of maximizing financial gains.

It is worthy of note that any breakdown in strategy execution leads to poor financial performance
and other setbacks within the organization’s ranks. The difference between a firm’s planned
performance and its actual performance has been studied by numerous scholars from various
perspectives in the past. Despite their limitations, they have contributed immensely to the
understanding and knowledge of the concept of organizational performance through the effective
execution of strategy. Although there is no conclusive answer with regards to how best an organization
should formulate and execute strategies. Therefore, the phenomenon of strategy execution in
particular and strategy in general, is as complex as other concepts in social and behavioral sciences.
This study strives to provide a deeper understanding of the issues about gaps in performance by
examining the factors militating against strategy execution in the selected case study firm Jupiter

Group.
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The managers’ indication at the different cadre of the Group’s management hierarchy shows that
opinions were similar in some areas while they differed in others. All interviewees exhibited some basic
understanding of the concept of strategy as a whole and execution in particular. They stated some
reasons behind the failure of strategy execution as follows; weak communication, weak monitoring,
insufficient senior leadership, inadequate skill, insufficient details, no approved strategy, poor
accountability, limited reward and consequences, leadership style as well as conflicting priorities. They
suggested possible corrective measures (improvement in communication, improved strategy
development, better rewards, monitoring of performance, accountability assignment, management
buy—in, empowerment, advanced talent management, consequential management, management
development, environmental consideration, re—assessment of goals and adopting different strategy)
that can bridge the gaps in an organization’s performance. The factors highlighted for both the
breakdown and corrective measures can be classified according to the various stages of the strategic
management procedures and are congruent with those in previous studies in connection with the
performance gap. The factors militating against strategy execution and corrective measures outlined
by interviewees can be classified by the stages of strategy—shaping or drawing process, which
signifies the strategy formulation stage as essential. However, this stage is generally underrated and
relegated to the background, which negates the ability to draw proper strategies that are needed to
propel organizational success. It is consistently observed in the literature that successful strategy
formulation often leads to success in strategy execution. While it is advisable to focus attention on an
integrated approach to strategy issues, organizations must focus on ensuring that adequate measures
are established to ensure the proper execution of strategies. A better understanding of the strategy
execution stage of the strategy—shaping procedure will greatly benefit all manufacturing firms

operating within Nigeria.

IMPLICATIONS

By implication, the consensus revelation of the interviewees from the case study firm Jupiter Group
and the empirical insights from the literature conforms to the postulation of upper echelons theory
(UET) which posits that firms’ performance outcomes are directly impacted by the knowledge,
experiences and expertise of those individuals occupying prominent and top managerial roles in the
organization (Hambrick and Mason, 1984). Nevertheless, this view is at variance with the findings of
some empirical studies, which assert that successful strategy—shaping efforts require the participation
of all levels of firms’ management (Georgakakis et a/., 2017; Gupta et al., 2018; Islami et a/., 2020;

Liu et al., 2018; Tarakci et al., 2018).
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From a practical perspective, some reasons behind the failure of strategy execution include weak
communication, inadequate monitoring, insufficient senior leadership, inadequate skill, insufficient
details, no approved strategy, poor accountability, limited reward and consequences, leadership style,
and conflicting priorities. Possible corrective measures that can bridge the gaps in an organization’s

performance are also suggested by the interviewees.

LIMITATIONS AND FUTURE DIRECTIONS

The solutions proffered in this article are based on the revelations of respondents during the
interviews. Unfortunately, this study is based on a single—case inquiry. Although the respondents are
generally experienced and knowledgeable in this field of management, it is difficult to generalize the
finding of this study to other firms. Therefore, future studies can adopt the use of quantitative or mixed
method approaches in investigating the issues surrounding strategy execution and firms’ performance.
In addition, further research may include more intensive qualitative analysis, which should incorporate
more firms from the same industry and possibly other sectors because perception may differ across
firms and industries. Therefore, a sample of more interviews from more firms and industries would

help to confirm the findings.
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Appendix—|
Performance Lower management Middle management Top management
Measurement Cadre Cadre Cadre
Financial Was not attained Was not attained Was not attained
Employees Dissatisfied Satisfied Satisfied
Customers Satisfied Satisfied Satisfied

Source: Author’s Presentation

Table 1. Interviewees’ Perception on the Group’s Overall Performance

45



International Journal of Management, Economics and Social Sciences

Appendix—II|

Lower management
Cadre (Directors)

Middle management
Cadre

Top management Cadre

Conversant  with
strategy
Execution.
Does Jupiter
Group have
strategy?
Strategy execution
process in the
Group is?
Who executes
strategy?
Instruments for
strategy
Which stage of

strategy shaping is
more important?
Jupiter  Group’s
proficiency in
strategy shaping

Conversant with the term
Strategy execution

& its implications

The Group had a strategy
because targets were set.

Deliberate & emergent

The CEO
Vision & mission
statement, strategic

planning & outsourcing
Divided equally, all three
& execution

Not effective in any of the
stages.

Conversant with the term
strategy execution & its
implication

The Group didn’t have a clear
strategy, although goals were
set.

Emergent

The top management

Balanced scorecard, vision &
mission statements,
outsourcing & benchmarking

Evaluation

Proficient in strategy
formulation, but not effective
in execution & evaluation.

Conversant with the term strategy
execution & its

Implications

The Group had strategy, although
the (top management) were not
wholly involved in the strategy
formulation & execution.
Emergent

Executive committee, middle &
lower management cadre
Balanced scorecard, vision &
mission  statements,  strategic
planning & outsourcing

Execution

Proficient in all stages

Source: Author’s Presentation

Table 2. Interviewees’ Perception about Strategy Execution in Jupiter Group
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Appendix-Il|

Factors Lower management Middle management  Top management
Cadre Cadre Cadre (Directors)

Communication v o1 v o1 v o1

Inadequate monitoring v 3 v 2 v 2

Insufficient senior leadership v 3 v 9 Not cited

Inadequate skill v 1 v 2 v 2

Insufficient details v 3 v 2 Not cited

No approved strategy v 3 v 3 v 2

Poor accountability v 2 v 2 Not cited

Limited reward and consequences Not cited v 2 v 5

Leadership style v 3 v 9 v 4

Conflicting priorities v 3 Not cited v 5

Source: Author’s Presentation

Table 3. Factors Militating Against Strategy Execution in Jupiter Group

47



