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Welcome to the course strategic management for competitive advantage. Today, we will be 

continuing with the implementation of the strategy. And we will be talking about strategy 

implementation issues. The concepts that will be covered today are Challenges of Change 

then, Communication of strategy and Pre-implementation Evaluation of strategy.  
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Challenges of change, what it is? You must know that change is the only constant that was 

said by Heraclitus. Who was Heraclitus? He was a Greek philosopher in around 565 BC, and 

in fact, Pluto and others were very hugely influenced by him. So, he observed that change is 

happening every moment, and that is the only constant in the world. So, in the business world 

also, we can see the external environment, the internal environment is always under change. 

So, you have that organizational change perspective to look into in that spirit as the changes 

are always happening, we must understand what the basic process of change is.  

So, these will help us to understand and initiate organizational change. Basically, these 

organizational changes and any other changes also follow any process of change, there are 3 

stages, one is called unfreezing, moving and refreezing. In other words, it is unlearning, 

learning and relearning that are the things we are changing all the time, what are this 

unfreezing means? The stages of this change have 3 stages. So, unfreezing stage is you have 

to release the forces underlying the status quo. Freezing means like the present equilibrium, 

so, it is deep-rooted, it is very difficult to change a system because it is in an equilibrium 

state. The more it is in equilibrium more it is deep-rooted; more will be the efforts required to 

unfreeze it or to start moving. Moving is transforming from the old state to a new state of 

development.  

So, you are in this old state of development, you move to the new state of development that is 

called moving. Then refreezing is you consolidate that new state of development and try to 

make it permanent consolidation and make it permanent so that you can go for the new state 

of development or the changes. So, now, the unfreezing requests what the release of dormant 



forces is, what is those release of dormant forces, that is within the vested interests, you will 

find are involved in that in any organization. Suppose, take the example of a company, the 

company had tolerated poor quality products for a long that they did not mind, the market 

was a monopolistic monopoly market, so they did not feel the urge to change the product 

qualities. 

Now, suppose the competitors come, or the company wants to take part in the foreign market 

then what happens first thing is required is to improve the quality then the company which 

has a poor quality for long they have continued to that to happen for long. So, it will be the 

unfreezing will be very difficult, the unfreezing state will require much effort, and the 

company may find it very difficult, and that is the unfreezing. So, this is the process of 

changes we keep in mind, then we will see how we can apply it to the organizational changes 

with the implementation of the new strategy that will be required.  
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Now, how do we manage these strategic changes? So, change in strategy, if a new strategy is 

implemented, the change in strategy requires what? It may require acquiring new skills by the 

people then it may go for a change in power structure usually will find a big strategic change 

and all also changes the power structure in the organization. It may require a change in styles, 

it may require a change in shared values, norms and so on. So, these are the changes in those 

Mckinsey’s 7s. So, you can see the change in more number of S if the changes are more than 

it will require the challenges of change will also be more will be requiring more effort. So, 

there will be a major change or minor change, major changes are, what are major changes?  



Major changes usually require more changes in Ss. Major changes also cut deep into the 

value systems of the organization and also affect the majority of the people a greater number 

of a large number of people, those are the major changes and the for that more of the Ss have 

to be aligned, you have to look at it. And also another important thing you have to sell your 

strategy to your internal customers is their internal customers, your employees, have to that 

implement those strategies they have to participate in it they have to be engaged in it.  

So, you have to be selling things more to have the buy-in of your employees. This is Kotter’s 

8-step change model. Who was Kotter’s? Kotter was the Harvard Business School professor 

who had studied several organizational changes and various types of organizations, various 

types of changes and over four decades, after these four decades-long experiences, he 

suggested these 8-step change models, what are these? This model talks about these 8 stages. 

What are these, he says create a sense of urgency in the organization. What is sense of 

urgency mean about the need for a change need for strategy, you have to impress your 

internal customers or not only internal customers to your stakeholders so that everybody feels 

so and tries to take participation.  

So, these will help the organization to go for the new state of change. This is the need for a 

sense of urgency, next is creating a guiding coalition, what does it mean? Guiding coalition 

by the people from different departments or different groups, those who are very 

knowledgeable people, they are skilful people who know their job well and those who are 

having good interpersonal relationships with others. So, create a team of people from a 

multidisciplinary multi-growth team, and they will spearhead the changes, they can give them 

the power, give them the responsibility to do so, that is creating a guiding coalition then 

create a vision for change, what is this vision for change?  

These people should know, what is the organization’s vision, is and the changes they show 

are going to make, and they should have the complete picture from scratch to the final. So 

that they can convince others also, so this is creating a vision for change and then 

communicating the vision. So, these people should communicate this vision to their 

respective departments or group employees, and not necessarily it should not be in a formal 

meeting. You should be in you meet them informally or whenever you talk to them about the 

vision. So, they can understand, they can realize this is the communication of the vision, and 

then remove obstacles or roadblocks.  



So, when you are going for a new strategy, you will find there are many opposing people who 

will try to resist. So, take those people to engage with those people and make them 

understand your point of view, make them understand the vision overall visions of the 

organization, of the vision of the strategy, those are the way you remove obstacles or the 

roadblocks and roadblocks is not only the people, but roadblocks may happen also by 

unnecessary hierarchies or inefficiencies in the process, you try to remove those 

inefficiencies, try to remove the unnecessary hierarchies. 

So, those are clearing the roadblocks, then creating short-term wins, which means these are 

you introduce some quick wins, quick wins are very powerful, like the consultants. They 

always go for these quick wins, and all this suggests what these quick wins are. You prepare 

a short-term goal and how to achieve that short-term goal and these short-term goals are 

achievable. So, that it succeeds and if you succeed, success is the best motivation, success 

gives that motivates many people. So, if you have quick short-term goals and you succeed, 

then it will draw the attention of many others, and they will also try to participate in such 

quick wins. So, they will be engaged, and also you reward these people, those who are 

spearheading these quick wins, short-term goals.  

So, recognize them and reward them, then he will see many people will be spontaneously 

participating they will be engaged with you. So, this is the create short-term quick wins. Then 

next comes the consolidate your improvements, what is this consolidation of improvement 

means? You make the momentum going on that momentum you should not stop suppose you 

have got a short-term goal success and all. You do not stop there, do not suffer from 

complacency. Your goal is long-term because strategic goals are mostly long-term. So, you 

should not be complacent. So, keep your long-term goal and keep the momentum going on it 

may require giving some recognition or rewards to the team members, but you also may 

require inducting a new team and raising a new team because it is long-term.  

So that way consolidates and keeps the momentum going on, then the last step is the anchor 

the changes mean making the changes permanent, they make the changes so that, that way 

you what how do you do that? You recognize the people or the reward the people give them 

some promotions, then you will see it acts like a motivator for many people, and many people 

will participate. So, the anchor that changes should be incorporated into the culture of the 

organization so that you are weaving these changes within the culture of the organization that 



is the anchor the changes. These are Kotter’s 8-step change model that helps in organizational 

changes and implements the new strategy.  
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Then managing conflict as you saw at organizations, all of you are aware of having so, when 

a new strategy comes and all there may be a lot many conflicts. So, the basic questions come 

to the having conflict in an organization’s good or bad? Yes, you may have many opinions, 

but I can guess them. So, in fact, conflict to some extent is not a bad thing, if there is no 

conflict in the organizations that may signal apathy, apathy and people are not involved in the 

organizational activities. So, and also having conflict means energising different groups, 

different groups are energized to fight each other and all brands, which helps managers to 

identify the deficiencies. If you find that in the organization different groups are fighting with 

each other and different groups can point out the deficiencies of the other group that way it 

helps managers to identify it better and to improve the organization as a whole, it is like 

friction. 

If you have no friction, we know we cannot work for working we need some friction then 

only we can work, but if the friction is too heavy, it may happen that you cannot work say 

uphill. So, when you are going for it, you cannot work then. So, it should be this friction in 

the organization should be in manageable conditions, manageable level. So, that there is you 

can move with and if there is no conflict means the organization is in a vegetative state all are 

yes sir. So, that signals apathy for the people. So, a certain degree of conflict is always good 

and is desirable for the organization. Next, how do you as a manager, how do you resolve 



conflict? The conflict should not go beyond a certain level, conflict should not be such that it 

undermines the causes of the organization.  

So that it is not detrimental to the organization’s objectives, it should not be there if a conflict 

should be for the improvement of the organization in the positive sense, positive critiquing is 

better not the negative critiquing. So, resolving conflict depends on the manager’s 

experience. So, most of you may be familiar with how to resolve conflict, and that also 

depends on the context, depends on the situation, depends on the task you are handling, 

depends on the people you are handling all those complex issues. But I will tell you broadly, 

what are the general factors that you will find for resolving a conflict?  

So, these may be useful say separate first you do when there is a conflict, separate the 

warring groups they should be separated, and then create a procedure of appeal just like 

grievance handling and all that has a way as a procedure in an organization. Similarly, you 

create a procedure of appeal in the organization. Next, you should appoint an integrator, this 

integrator can look into the matters and can resolve the conflict, these indicators should be 

acceptable to most people. So, he should be impartial, he should have high of integrity, and it 

is perceived by most of the people in the organization that he is for the benefit of the 

organization.  

So, you appoint and integrate with such quality who are can be can resolve the conflicts of 

the warring groups then, you rotate the members. If a vested interest in an organization is 

entrenched, when a person is holding the same chair, same position or the same job doing it 

doing an all then the vested interest is entrenched. So, if you rotate the members in different 

departments, different groups or different job activities as per the requirement of the 

organizations, then it will be reduced to a great extent. Then reduce interdependence among 

the different groups, and that will also reduce the issues of conflict. Then, you emphasize the 

organization goals, which means every group in every department thinks they are 

departmental or the group goals are very dear to them, and they have that silo thinking they 

are channelized with that they are targeting their objectives. 

But, in the process, they forget what the overall picture is. The overall picture is the corporate 

objectives, what are the corporate company’s objectives company’s targets? If you emphasize 

that to each group, then they will be knowing that all the groups are working to achieve the 

overall corporate objectives of the organization, this will help to reduce the conflict among 

various groups, then another one is the Ignore conflict what it is? It is like a small, small 



conflict, sometimes if you just ignore it, sometimes that conflict may one day it is a very hot 

conflict, and all you have to do it and all that sort of thing. You will see that most of the 

conflict means the majority of the conflict that dies down on its own after one week or after 

few days, after few days it naturally dies down.  

So, this small, small conflict you just ignore as experienced managers know when to ignore 

and all you gain this thing with your experience. So, small, small conflict, let it die down on 

its own, and you ignore those. Then, another thing is your bargain, you bargain when a 

conflict comes by among different groups and all. You bargain with the groups and to have 

more productivity more output, and you bargain for you are in a position to get that conflict 

to resolve conflict, you emphasize the improvement of the organization in terms of 

productivity, in terms of resource utilization, in terms of profitability, and whatever it may be.  

So, you bargain with these for organizational improvement. Second, you should practice 

integrative problem solving, you take the different group’s different things together and try to 

solve the problems that will reduce the conflict and also that will improve the acceptability of 

that strategy or of the outcome of the integrative problems it will be acceptable to many 

people, a large number of people. So, these are some of the techniques resolving to resolve 

the conflict the managers may use, and these are not exhaustive these are there are many 

other techniques as a practising manager will be knowing it better in his situation.  
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Another important thing is the communication of strategy like strategy as I told you earlier it 

has to be sold, it has to be the buyouts will be there among the employees because they are 



implementing those strategies. So, you have to communicate the strategy, you do not think 

that they will be knowing unless you communicate, they are not clear, people will start, their 

own conjecture their own thinking and all they will be that may be a distorted form. So, you 

have to as a good strategist, you have to communicate strategies, how do you communicate 

and what do you communicate? The first thing is, what to communicate? You have to know 

whom to communicate with. These are the 2 important things. So, what is this like, what to 

communicate? Because strategy whole things you do not communicate and what are the 

things you should communicate? You should communicate the overall things, not the very 

intricate or intensive things, overall, like the missions of the strategy, objectives of the 

strategy like the resource allocations for the strategy. 

Strategic planning, process, budgeting, then forecasting, then your growth strategy, your 

retrenchment strategy there has to be communicated so that everybody is on the same page. 

Otherwise, they will have their own conjecture, own things and all and will have distorted 

views. So, these are the things you communicate, you never communicate your say your 

trademarks or your secret things, all those things are not to be communicated. So, whom to 

communicate? You communicate to different stakeholders, and these stakeholders’ 

requirements are different, internal employees may be one, shareholders requirement of the 

communication needs are different, suppliers will require their requirements of 

communications are different, then your top management’s communications will be 

something else, then it appears in different groups will be involved in different capacities or 

varying capacities.  

So whom to communicate and what to communicate are important, how do you find out what 

to communicate and how do you find out whom to communicate, how you will know that? 

For that, you have to do a stakeholder analysis, what is stakeholder analysis? I will just show 

it how to do a stakeholder analysis.  
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This is a stakeholder’s communications analysis. This is nothing but a 2 by-2 matrix, one x-

axis is the interest or the influence of the stakeholders, and the y-axis is the power, power or 

influence that the stakeholder holds. So, suppose here this quadrant is what? The interest of 

the stakeholders is very high, and the power of the stakeholders is also high. So, you identify 

who are these people, who are these stakeholders and accordingly what to communicate to 

them and what to communicate at what frequency to communicate and all those things you 

have to find out? So, who are these people? They are with high interest in the strategy, high 

interest in the strategic project or initiatives and they will have high power who are these 

people? These people are generally high interest, and high power is your project or team 

those groups which are involved with that project, those groups which are implementing that 

project, those groups people, project teams, they fall here. 

And, there may be supposed a project is say increasing of your productions of the 

organizations. Here, what you find there may be some other groups, engineering groups or 

maybe the logistics groups are closely involved in that project. So, they also have to be 

managed closely. So, you appropriate you design the appropriate communication what is 

required and inform them, then this quadrant here, the interest of these is low, but power is 

high like they can stop put hurdles in your strategy or they can further facilitate your strategy. 

So, who are these people, these stakeholders are generally the top management say directors 

and all, if you have to keep them in good humour, you have to give them a good relationship.  

So, they can your sponsor, project sponsor, the strategy sponsor, they can if you face any 

obstacle, they can facilitate, can aid the implementation of your project your sponsor. So, 



keep them satisfied with appropriate communication if you give them too much, too much 

information they may get irritated because they do not have that much time they are looking 

after broad areas brought many things and they may be looking after the number of strategies 

on which your strategy is one of the strategies.  

So, you the frequency of information and that they may be required only the topical things 

when your strategy will start giving what the milestones will start delivering that they may be 

interested in, not the details of the strategy what it requires. So, if you keep satisfying them, 

then this is the quadrant interest is high, but the power is very low, they cannot give a day 

who are these people? These people may be anyone. So, depending on the type of strategy, 

type of project you are handling, depending on that, it may be your peers, the other 

departments, managers, managers of the other groups and all, say it may be finance group, 

maybe HR group, maybe IT group, maybe Risk Management Group.  

So, you keep them informed also customers may be fall here that depending on that type of 

strategies and all. And here, it is the low interest and low power these are the people who 

have very low interest and low power to say, who are these people? These people may be the 

general like say Legal Group, maybe the personal PR group, all these they fall here and there, 

these keep informed is that high interest but low power, another may be the trade union, 

collectives and all they may fall here depending on the type of organization.  
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So, having developed such a stakeholder analysis will help you to communicate your strategy 

what to communicate and when to communicate? That will give you the advantage of selling 



your strategy for it will help you to implement your strategy without many obstacles. So, this 

is the communication strategy. Then also it is followed by change management and change 

management as you know, it is a big subject it is a subject by itself you know that. So, we 

will not go that deep into this change management, I will just emphasize that there are four 

stages for that change management bringing about change management. One first phase is the 

create awareness among the people create among the employees, and among the different 

stakeholders, awareness creating like town hall meetings, posters, and emails, all these there 

are many methods of creating awareness.  

Then, Sensitize, sensitize your key employees, sensitize the group, sensitize the people. So 

that they are aware of your strategies then, the next step is that engage, engage the people. So, 

that and the engagement itself is a phase it takes time, and there are many ways to engage that 

change management people, they draw that engagement means programs and all. How to 

engage? There are many techniques and many programs you have to draw, then they 

participate when they are engaged, and the next step is to participations. So, this way you can 

involve people in your implementation of strategy, but these phases, these phases are not only 

one time, this is going on repetition after this, suppose this is one year program, after that you 

do not stop again repeat it, repeat it. 

So, it is not a one-shot program, it continuously keeps the people aware sensitized, engaged 

and participating. So, this is in a nutshell the change management will not go further on this. 

Then another way is the pre-implementation evaluation of strategy, what is it? It is like, 

before you implement your strategy, you make out your many checkpoints are there, and you 

have to check all those whether those will be your strategy will be successful or not, you have 

a checklist, you go through that checklist, and you see where do you stand, you try to 

partially implement and you see how it is responding, these are the pre-implementation 

evaluation through various checkpoints and all, these are the ways you can do it.  
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So, to summarize today’s lecture, we can say that we have discussed important issues related 

to the implementation of strategy, such as challenges of change, the process of change, 

managing change and resolving conflict in the organizations we have done, we have 

discussed. It further dwells upon the importance of communication of strategy and 

stakeholder analysis to engage with various stakeholders as per their interests and influence 

they will. So, we have done those stakeholders analysis.  
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So, the references you can go through these are some of the books you can go through and 

further enrich yourself on this. Thank you very much for attending.  


