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Abstract

This paper analyzes the dimensions underlying the management practices of public managers when they are
implementing their organizational objectives. This study also shows, in relation to our conceptual framework of
the five dimensions of strategy execution, the necessary behaviours and attitudes that public managers ought to
deploy in performing their missions of public benefit. To that end we conducted a factor analysis, subsequent to
a survey of service managers in public administration, which allowed to assess and to emphasize the
significance of each of the five dimensions of strategy execution.

Methodology

A survey questionnaire was administered to 367 public managers in the scope of the five dimensions of
performance drivers. We use the PCA method to assess the relationship between the dimensions of strategy
execution and management practices in public administration regarding the implementation of their
organizational objectives.

Findings

The study found seven main conclusions concerning the sample of public managers surveyed. These findings
are:

- The dimension of emotions defined as getting a commitment to the objectives, would be the strongest
driver that managers in public administration would use to reach their organizational objectives. The
emotions dimension has been supported as the critical dimension.

- The dimension of initiatives defined as translating the objectives into concrete projects, has been found
to be the second dimension in order of importance implemented by managers in public services when
implementing their objectives.

- The dimension of rules defined as clarifying and aligning the objectives was found to be the third
component set out by managers in public administration when executing organizational objectives.

- However, the dimension of integrity (executing the objectives within the integrity of your values) was
not revealed as being a critical dimension for managers when implementing the objectives. The
dimension of integrity of values was therefore not supported by the study.

Research

Limitations/Practical implications—the paper reveals the difference in relevance of management practices of
public managers in the implementation of their objectives.

Originality and Value

The study supports the existence of four empirical dimensions in the implementation of managerial objectives in
public administration. It brings a new perspective in terms of strategy execution for public service management.

Keywords: public administration, strategy execution, managerial performance, implementation, public
management
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1. Introduction

Public administration and public management have been changing radically over the past three decades in the
United States and across the globe. As business organizations try to adapt to the new globalized environment
and market, so do public and government agencies. The most prominent scholar in public administration,
Dwight Waldo, defined it as “the organization and management of men and materials to achieve the purpose of
public policies set by governments” (Waldo, 1953). Implied in public administration is the crucial role of
administrators and managers, who translate into strategies the policies set by governments and then implement
them. In the past decade, several authors in public administration and management have put into perspective the
need for a better understanding of the topic of strategy execution in organizations (Christensen & Laegreid,
2008).

For large bureaucracies, like government agencies, strategy execution is almost certainly accompanied with
change and transformation (Lane, 2000). That is where problems begin for managers. Change is something that
raises barriers and difficulties for public executors (Khan, 2008). According to the Merriam Webster dictionary
(2000) the notion of transformation is defined as a change of form and the word transform is defined as a change
of structure, appearance or character. Within this definition we find implied the change in practices, the way
things are carried out (the change in form), and the internal shift in structures and regulations (change in
structure and character). Their impact on the physical, psychological and emotional aspects of employees is
obvious. Managers will have to deal with all three of these aspects when trying to execute policies (Lane, 2000).

In this regard, strategy execution is often described in the literature as complex and difficult. Thus, a strategic
transformation could be defined as a transformation that is important for the organization. These are the types of
strategies managers wish they never had because of the high level of engagement required of them. In this
context Lane (2000), argued in a study that 90 percent of the formulated strategies of firms in the USA and
Europe are not implemented on time, or with the intended results. Strategic transformations have longer
timeframes for the implementation and deliver less anticipated results. Finding the reasons for this lack of
performance was not easy. Authors like Berry, (1994) mentioned that often strategy formulation is glamorous
but, unfortunately, implementation gets short drifted. Though the great part of the current literature explains the
“why”, other authors like Christensen & Laegreid (2008) argued that leaders are now beginning to state that they
understand the importance of implementation as well as strategy design. Improvements in the way projects are
estimated, scheduled, monitored, and completed have dramatically improved organizational efficiency and
effectiveness. As a consequence, these leaders are now asking “What do I need to do differently?” The question
most often asked is how a better strategy execution could better execute our strategy to achieve greater
organizational performance (Berry, 1994). Especially during the Regan administration and thereafter, even in
public agencies, service had been perceived as a category of market offering or as an intangible product offering
(Christensen & Laegreid, 2008). Public managers should turn their agencies into target-achieving machines
which maximize efficiency in formal execution but lack long-term commitment by their staff. Public managers
are now aware that strategy execution should be accompanied by transformation and change if performance is to
be affected. Nevertheless, these transformations and restructurings cannot be fully implemented without a prior
deep and comprehensive knowledge of effective service delivery as it relates to the public, whom public
agencies are meant to serve.

That is why research on strategy execution in the area of public administration and management practices has
highlighted the need to put emphasis on the complexity and the multidimensional aspect of the practices related
to it. For instance, Kettler (2002) presented different organizational frames (structural, human resource, political,
and symbolic) to better understand and diagnose problems related to implementation. Frant (1993) also argued
that this is a combination of several basic elements that match the organizational environment and that explain a
successful execution. A classical organizational challenge in complex and large organizations and institutions
has been the retaining of the status quo in relation to the changing manager involvement in institutional
decision-making (Stivers, 1994). Other authors have argued for a conceptual clarification between managerial
skills and broader leadership skills called executive skills to better apprehend strategy execution practices
(Ferguson et al., 2010). They argued that often an inquiry into executive skills revolves around the search for
managerial skills only and that executive skills form a distinct category of skills to better understand strategy
execution. Also others like Bill Damare point to the fact that workplace learning and interacting staff is very
important for managers prior and during the implementation of strategies. He argues that this constant
interaction with its staff makes a manager more agile in resolving unexpected daily issues which require
immediate actions and immediate execution (Damare, 2010).
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In his search for the key elements to better understand management execution practices, Martin (2007) studied
factors influencing the human resource management performance of first tier managers, and the vital importance
that a holistic strategic framework can have in this regard. Others have investigated the role of management
support in a lean implementation (Stivens, Jan/Feb. 2008). For instance, these authors argued that an
implementation made on communication within the organization could be simultaneously analyzed using a
rational, political and/or intuitive perspective. Others have tried to establish empirical linkages among factors
related to strategy execution. For instance Stivers (1994), found that a three-way interaction between change
vision clarity, change appropriateness, and change execution was found to predict managers’ job satisfaction,
turnover intentions, and role ambiguity. Since the last five years, we have seen an intensification of the
preoccupation for management practices in strategy execution. Metcalfe (1993) studied the practices of
exceptional companies. Zerbe et al. (2010) examined the role of smart HCM. Though the research has
recognized the role played by management practices in strategy execution, very few investigations have studied
the specific role played by various factors and the relative importance of their dimensions. This is the objective
of this paper. A review of the literature in management and of the Kolb model (1984) and subsequent empirical
work by Richard and Sabourin (2009); Sabourin (2009); Ayandé and Sabourin (2011) has led us to support the
existence of five dimensions adapted to strategy execution in public management. We labeled these dimensions
as follows: the dimensions of rules, emotions, initiatives, immediate actions and integrity.

2. Research Objective

The objective of this research is to study the dimensions underlying the management practices of public
managers when implementing their objectives. The specific objectives of this research are the following:

e Assess empirically the relative importance of the various dimensions in the execution of managerial
objectives in public administration.

*  Assess the relevance of specific management practices for each of the dimensions of public managers
in the execution of their objectives.

3. Conceptual Framework

Our conceptual framework is inspired by the work of Kolb (1984) and Kolb and Boyatzis (1995) on experiential
learning and additional work on the topic by Richard and Sabourin (2009a); Sabourin (2009a); Ayandé and
Sabourin (2011). We found that Kolb’s (1984) conceptual model provides us with a complete perspective on the
topic of strategy execution. The empirical evaluation of the experiential learning theory was mainly supported in
education (Jarvis, 1987; Johnson and coll., 1996; White, 1992). Based on this perspective, our conceptual
framework suggests that five different, but complementary dimensions could be factors faced by managers when
executing their strategy.

A review of the literature in management and of the Kolb model (1984) and subsequent work (Richard &
Sabourin, 2009; Sabourin, 2009; Ayande & Sabourin, 2011) has led us to develop a conceptual framework of
five dimensions adapted to management leadership in the public sector. We labeled these dimensions as follows:

*  The first dimension of rules deals with the clarification and alignment of the manager’s objectives.
The first dimension gathers variables that refer to factual and rational analyses of given situations. This
perspective leads to concept forming and formulation of generalizations that integrate the observations
and the reflections. Economic planning and analysis prevail in this dimension. Factors deal with
figures, figures and protocols. Decision making is based on facts and abstract principles.

*  The second dimension of emotions deals with getting a commitment to the manager’s objectives from
its employees. This dimension gathers variables dealing with topics such as fetching a commitment,
clarifying problems, reconciling the divergent points of view and establishing consensus. In this
second situation, we make a thoughtful observation that consists of making observations on the
experience lived by the persons and of thinking about their meaning.

¢ The third dimension of initiatives deals with translating managerial objectives into concrete projects
for employees. It gathers variables dealing with the introduction of new projects and ideas that result
in more willing and more capable employees. This third dimension relies on the active
experimentation of initiatives: realizing projects and continuous improvements to the existing
activities.

¢ The fourth dimension of immediate actions gathers variables that reflect creating value-added actions
or immediate actions in response to urgent matters in the execution of objectives. It addresses concrete
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actions and those that allow for rapid actions on a small-scale to obtain quick results. Thus, the
variables deal with quick decision taking without respect to an established plan.

e  The fifth dimension of integrity deals with executing objectives in the context of the integrity of
values and principles. It gathers variables associated with the execution of objectives in respecting
organizational values and principles. These variables refer to factors faced concerning organizational
values. This is the capacity to realize the organization’s objectives in respecting the integrity under
pressure.

4. Review of the Literature
In the following lines we review the literature according to these 5 dimensions inspired by Kolb (1984).
4.1 The Dimension of Rules

The dimension of rules can be defined as a strategy based on a factual analysis of the situations with the intent
of setting up a more coherent and more rational system. According to Kolb (1984), this strategy has to do with
abstract conceptualization. This strategy leads to the forming of concepts and formulation of generalizations
which integrate the observations and the reflections. In fact, the “classical” paradigm of public administration
has been considered, ever since Max Weber, to be the only dimension valuable for public management. The
view that the administration of public agencies should be dominated by formal regulations was considered to be
untouchable. Administrators should implement strategy in a step-down method of strictly following the rules in
order to achieve high levels of efficiency (Stivens, Jan/Feb. 2008). In fact, this paradigm was challenged by
Dwight Waldo who made possible the shift of this paradigm from public administration to public management.
Nevertheless, Waldo emphasized the important role that rules play in the management of an organization, be it
public or private. As a result, a new understanding of this dimension has emerged in relation to transformation,
change and execution. A first group of authors has examined the management practice of strategy execution as
related to what we call the dimension of rules, with factors such as the hierarchy of objective principles of
governance. For instance Stivens, Jan/Feb. (2008); Henisz (1999); McLoughlin (1985), studied non-linear
governance change by analyzing the importance of sector-specific institutions and the pathways for governing
they create. They identified the key role of redistributive policies, more specifically, sector-specific institutions
can account for the specific ways in which reforms redefine hierarchy and professional self-regulation and the
extent to which reforms strengthen the hierarchy and affect the balance with other forms of governance.
McLoughlin (1985); Zerbe et al. (2010) have used the concept of alignment to explain strategy execution and
organizational performance.

4.2 The Dimension of Emotions

This second dimension of emotions has to do with commitment and the development of employees’ convictions
in the context of a service transformation. This is what Kolb (1984) labeled a “reflexive observation”. It is the
most important part of delivering strategy execution as it “clashes” with the internal barriers of resistance to
change. These are the most important aspects of resistance to change. A good manager/ administrator will act in
order to make its staff/employees become promoters of change, instead of resistance (D’Agostino & Levine,
2010). This dimension is about how to bring about a commitment from employees by clarifying the problems,
reconciling the divergent points of view and establishing consensus. In the context of this strategy, the divergent
and conflicting points of view are comfortably accepted. Several authors have underlined the role played by
management practices in relation to emotions as a driver of strategy execution. A large number of authors have
put emphasis on management practices which could be gathered under the dimension of emotions. In the
literature, it has been identified as the predominant perspective on the topic of practices related to strategy
execution. Zerbe et al. (2010); McLoughlin (1985) argued that resistance to change represents a key factor in
strategy execution and it should also take into account any resistance coming from managers. This resistance is
mainly shown as a response to the attack on the interests and power position of the manager. In fact, this has
been one of the key problems identified in large public institutions since the beginning of the 21% century.
Certainly this was true for the United States, but other countries followed. As Waldo (1953) puts it,
administrators tend to routinize their work and their down-the-scale staff adapt to this routine. Executing a new
strategy involving change disrupts the established work routine. But the managers themselves will have to
change their routines. That is why they become the first barrier to the execution of the strategy. For this reason,
a key aspect of execution is the specific support of line managers that must support the change. It has been
argued that there should be sufficient leading officials in key positions who completely endorse and extend their
cooperation to the changed project (McLoughlin, 1985).
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In their research on the implementation process, McLoughlin (1985); Zerbe et al. (2010) discerned several
forces. The most important one is often the force aimed at coordination, which can be traced baek to two causes:
the idea that implementation must necessarily take place on the job floor; and the idea that many different
aspects (components) have to be further developed and coordinated, especially during implementation.
Jorgensen (2006) described the processes related to the resistance to implementation in detail. His findings
showed how getting a commitment from the resisters is often very complex and difficult. He stated that instead
of resisting openly, this group can also manifest itself by taking advantage of every opportunity to postpone any
concrete steps towards implementation, in particular by creating procedural delays. In political policy
environments (departments, provinces, municipalities), an additional factor is that such delays can also be
attempted so that the terms no longer coincide with the realistically required time to complete the
implementation.

The research also found support for improved communication in the organization attributable to a lean
implementation process. Jorgensen (2006) and Henisz (1999), revealed the psychosocial dimensions of learning
as a process that transcends across multiple levels and units of analysis. The analysis of the relationship between
individual and organizational learning highlights the multiple and interlocking contexts that define the content
and process of learning in organizations, the politics of learning at work and the institutional identity of
individuals' learning as a reflection of organizational learning (or lack of it). McLoughlin (1985) examined the
relationship between quality of leadership and attitudes, and presented evidence of: the validity of a new
leadership instrument; the differential relationship between leadership quality and staff attitudes and their sense
of well-being at work; and a predictive relationship between leadership quality and organizational performance.
Henisz (1999) explored the linkage between nurses' levels of optimism and performance outcomes. The results
indicated a highly significant positive relationship between the nurses' measured state of optimism and their
supervisors' ratings of their commitment to the mission of the hospital, a measure of contribution to increase
customer satisfaction, and an overall measure of work performance.

All of the above reveal the importance of emotions in the dynamics of an organization, both public and private.
Thus, the emotions dimension is the most important aspect of the implementation of a strategy if that strategy is
to be successful (Zerbe et al., 2010).

4.3 The Dimension of Initiatives

The dimension of initiatives relies on the active experimentation of initiatives, the realization of projects and
continuous improvements to the existing activities. This is what Kolb (1984) called the process of active
experimentation. Extensive literature shows the significance of the learning function in the organization based
on innovation and projects as a way to execute organizational objectives (Rainey, et al., 1976; Park & Rainey,
2008; Berry, 1994). Many practitioners and academics now endorse the view that strategy execution is based on
decentralized initiatives and small-scale improvements and individual innovations that help to attain
organizational success (Metcalfe, 1993; Berry, 1994; Ring, & Perry, 1985; Van der wal, et al., 2006). Taking
initiatives during the daily routine of work proved to be a must, especially for field managers. One perfect
example of such a situation is the study conducted by Karakosta, Doukas and Psarras (2009) regarding a
development project conducted in Chili and sponsored by the World Bank. They demonstrated the importance
of taking initiatives from field managers. They argue that without the constant initiatives and immediate actions
of these down-the-scale managers, the level of performance of their workers would be significantly lower. That
would directly impact the overall efficiency of the organization and thus the realization of the strategy execution
process.

Other authors like Berry (1994), have shown how an inventory of leader behaviours likely to enhance
employees' innovative behaviour, and the initiatives and projects of employees are a factor in the execution of
objectives. According to Van der wal, et al. (2006), the manager function is more explicit and takes on a more
general responsibility for the department and the professions. However, the managerial function is substantiated
by conditions related to the professional field of knowledge, which gives legitimacy within a medical logic.
Managerial changes need to relate to this if they are to have consequences on the managerial roles and structures
at the departmental level in hospitals. The paper suggests that the future development of this role will depend on
the way the collectivist and individualist aspects of responsibility are handled, as well as on the further
development of the managerial knowledge of physicians. Some authors have examined the role of
decentralization and initiatives as management and organizational practices in the execution of objectives. For
instance Warwick (1975) when discussing recent research contributions in comparative healthcare systems,
emphasized decentralization as a major characteristic of Scandinavian hospital systems.
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In fact, the lack of initiatives from managers and administrators is something that even Waldo warned against
more than six decades ago (Waldo, 1953). This lack of initiatives was identified by him as one of the major
factors influencing the lack of efficiency in large bureaucracies. Second only to this was the lack of immediate
actions on issues that come up during the daily routine.

4.4 The Dimension of Immediate Actions

Fourthly, the dimension of immediate actions is carried out through immediate actions and allows for an
immediate implementation at a small-scale level in order to obtain results quickly and adjust on the basis of
feedback. According to Kolb (1984), results are obtained by means of immediate actions. There is an
opportunity for fast decision-making without respect to an established plan. Interaction with the others is
favoured only as far as it gives results quickly. This perspective is partially inspired by the theory of the
contingency school (Ferguson, et al., 2010), according to which the execution depends widely on the immediate
context. This perspective meets itself, however, mainly in works intended for the practitioners and often outside
of university research. These works present a voluntarist perspective rather than a determinist one. Under this
perspective, the success of the execution rests on the leadership of the managers (Jolliffe, 2002; Khan, 2008) and
the capacity to take action in a concrete and immediate way in difficult situations. Warwick (1975) with his
various books is a good representative of the perspective. Covey emphasizes the problems of the urgent matter
as a symptomatic element of the lack of control of the administrator in the execution of organizational objectives.
For Lane (2000), the immediate actions and the implementation of actions are the elements-keys in the
execution of a strategy. Damare (2010) in his study of CEOs found even at this level that more than half of their
activities lasted less than nine minutes. Jolliffe (2002) painted a picture of how a lack of time stresses a person
who is constantly interrupted and unable to prioritize, and therefore has no time for longer-term planning. Berry
(1994) and Ferguson et al. (2010) identified short-term work pressures as an obstacle to strategy execution.
Altshuler and Behn (1997) studied the prioritization process to derive a set of factors dealing with too many
conflicting priorities in terms of customer needs, capability risks, directives, initiatives, issues and activities.
Management engineers are the hostages of short-term immediate actions and recurrent short emergencies that
impede long-term efforts. Damare, et al. (2010)) refer to the practice as a unified approach to development
versus a piecemeal one. They argue that a unified approach rather than one regarding development as a separate
and isolated process is a key practice for HRD managers. Their argumentation is also based on the work of
Jolliffe (2002), who argues that when his managerial development is not linked to a business strategy and when
activities are unrelated and fail to reinforce each other, they reduce the potential for improving organizational
effectiveness. In this regard, Henisz (1999) showed the benefit of a prioritization process developed and used at
Network system of BAE Systems. This system has allowed for better immediate actions and facilitated
trade-offs in prioritizing goals, customer needs, capabilities and technical performance with an improved
prioritization process. This strategy is pragmatic and acts on the basis of the first results obtained. For instance,
Jolliffe (2002) mentioned that a relevant topic is the assessment of reactions to organizational change.

4.5 The Dimension of Integrity of Values

The dimension of integrity deals with the capacity to achieve objectives within the values and principles of the
organization. Executing objectives in the context of integrity has to do with the capacity to achieve objectives
without compromising the values and principles in the functioning of the organization. Several authors have put
emphasis on the integrity of values and principles as a way to execute objectives. For instance Frant (1993),
mentions that one of the forces in implementation is the organizational force to redefine the identity. Henisz
(1999) identified transparency, for instance, as a key value linked to strategy execution and organizational
performance as it highlights the role of a superordinate identity. For achieving team goals in an organization,
Kettl (2002) and Fernandez and Rainey (2006) suggest that project leaders have a role in developing team
characteristics into a collective set of virtues including: Ethics, Respect and Trust for others, Honesty, Prudence,
Courage, Responsible Use and Sharing of Power. Many managers tend to form a framework of values during
their daily routine with their staff. Many authors call this framework of values the “work culture”, or
“organizational culture”. This organizational culture represents the boundaries within which strategy should be
executed. The problem with these “boundaries” is that in time they turn out to be barriers to growth or
innovation as new conditions appear (Karakosta et al., 2009). Nevertheless, in many cases they turn out to be
“positive barriers” against corruption and abuse.

In conclusion, according to the review of the literature, the management practices for executing the objectives of
the public managers should be structured around the following hypotheses.

60



www.ccsenet.org/ijbm International Journal of Business and Management Vol. 7, No. 19; 2012

5. Hypotheses

In accordance with the review of the literature and our conceptual framework, we could formulate the following
six hypotheses.

Main hypothesis

H;: The management practices related to the dimension of emotions such as the capacity to level-down
resistance to change and to meet commitments would be used more intensively by managers than any other
dimension of execution when executing their objectives.

Our hypothesis is that managers use this dimension extensively in order to increase the collaboration among
employees and reconcile divergent points of view, which can be a major obstacle to strategy execution. A key
aspect of strategy execution is the support of line managers that deal with daily resistance from the established
company work culture. That is why managers, from the top down to the bottom line, extensively use the
emotions dimension to “soften” this resistance when implementing new strategies.

According to the review of the literature and our conceptual framework, we could also formulate the following
five specific hypotheses.

Secondary hypotheses

H,: The management practices that relate to the dimension of emotions such as the capacity to develop
convictions and to get a commitment represent a significant component of practices for managers when
executing their objectives.

This secondary hypothesis is related to the ability of managers to level-down resistance to change when
implementing a strategy. A change in organizational culture begins with the conviction that something has to be
changed. It continues with the commitment of the down-the-line managers and employees who will work toward
the implementation of this change.

H;: The management practices that relate to the dimension of taking initiatives such as learning by doing and
giving the employees a sense of responsibility are a significant component of practices for managers when
executing their objectives.

In order to spearhead change in the organizations, managers are obliged to take advantage of windows of
opportunities and to undertake initiatives and actions without any prior planning. This will set an example for
the other line managers and employees and will also give them a sense of responsibility in the process of
implementation of the strategy.

H,: The management practices that relate to the dimension of rules such as clarifying and aligning the objectives,
are a significant component of practices for managers when executing their objectives.

Even though initiatives are important to trigger the process of implementation of a strategy, nevertheless, in
order to have an effective implementation, managers need to clarify their protocols and objectives. This is
accomplished in order to avoid confusion among employees about the specific tasks expected from them.
Sometimes this includes even the rules and procedures of executing a task in order to yield the maximum
efficiency.

Hs: The management practices that relate to the dimension of immediate actions, such as quick feedback and
direct contacts, represent a significant component of practices for managers when executing their objectives.

As described in the third hypothesis above, managers take advantage of windows of opportunity to take actions
to ensure the proper implementation of a strategy. Direct contact with down-the-line employees can serve as a
source of feedback for possible strategy modifications and as a morale booster for them. Managers try to take
advantage from these opportunities to support execution.

Hs: The management practices that relate to the dimension of integrity, such as practices related to the
clarification of values, represent a significant component of practices for managers when executing their
objectives.

When implementing objectives, managers are careful not to cross the borders of the guiding values and
principles of the organization. Such a trespass could result in long-term negative consequences for the
organization. That is why when laying down the strategy implementation rules, managers are eager to clarify the
limits within which any action should be undertaken.
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6. Methodology

The research is part of a broader research on managerial strategy execution and was conducted in four major

steps.

Step 1: Empirical validation of the dimensions of our conceptual framework

1)

2)

3)

4

Table 1.

Data was collected by managers through structured training in countries members of the Organization
for Economic Co-operation and Development (OECD). Three regions of the world, namely, Europe,
North America and Australia, were selected. 322 referees completed the questionnaire.

The measuring instrument of Kolb and Kolb (2005), which is the ‘Learning Style Inventory’, has been
used ever since the initial variables were related to the modes of learning. We validated the questions
during executive seminars with the managers of the organization.

To make sure that each of the questions was understood, the validation was preceded by a pre-test
conducted on 15 referees of the Belgian Management Training Association. All questions were
suitably understood and adjustments were made to one in order to clarify its understanding.

Descriptive analyses were completed to identify certain characteristics of the sample. A Frequency
analysis and the test of Cronbach Alpha were completed. The results of R-square (degree of explained
variance by the model) and factorial analyses were used to verify the hypotheses. As shown in Table 2,
reference is made to the Cronbach Alpha-an indicator of reliability with the scale of measure between
1 (not reliable of the whole) and 5 (reliable).

Four of the five dimensions of our conceptual framework have been validated in previous research.
The first four dimensions had a positive Cronbach alpha (Table 1) and the fifth dimension was added
afterwards following meetings with the focus groups. Table 1 below presents the concept definition
and the variance and reliability obtained in previous work (Richard & Sabourin 2009).

Concept definition

Concept definition Variance and reliability

Variance explained: 53.5 %

Rules(abstract conceptualization): theoretical conceptualization by means of

Emotions (reflexive observation): problem recognition and capacity to develop

Initiatives (active experimentation): select a model to test its possible

rules, postulates and models to systematize information Alpha of Cronbach: 0.799

Variance explained: 60 %

convictions and to get a commitment Alpha of Cronbach: 0.831

Variance explained: 53 %

consequences. Learning by trying, finding new ways to put new ideas into

Immediate actions: oriented actions that are immediate and concrete. Oriented

practice. Support initiatives to responsibilize employees. Alpha of Cronbach: 0.8

Variance explained: 52.6 %

towards direct contacts and apprehension rather than comprehension. Quick

adjustments resulting from feedback. Alpha of Cronbach: 0.740

Integrity: ability to meet organizational objectives in respecting the integrity of
the mission. Active and deliberate construction of the organization’s values into Not applicable

the structure of its everyday actions.

Step 2: Focus groups to identify managerial factors

Twelve (12) focus groups were conducted with an average of 15 managers per group to identify factors faced by
managers. The drivers identified were used as input to elaborate the measurement instrument related to the

drivers.
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Table 2. Description of measurement questions in the dimensions

) Dimensions and .
Drivers . Measurement Questions
variables

Dimension of

Rules

Drv, Vi I have some techniques to clarify the expectations of our managers.

Drv, V, We evaluate each year our service and the goals oriented toward the clients’
relationship satisfaction.

Drv; V; We have techniques so that our people are results-oriented with respect to our
annual objectives.

Drvy V4 We systematically conduct annual reviews of our activities with the other
units within our organization.

Drvs Vs We are able to estimate the economic value of improvements we wish to

make throughout the organization.

Dimension of

Emotions

Drvg Vs We are able to encourage our workers to adhere to our goals so that they are
fully aware of their importance.

Drv, \Z! We are able to communicate a sense of urgency to our workers so that they
are able to make rapid decisions.

Drvg Vg We are able to significantly increase the motivation and levels of engagement
of our workers.

Drvy Vo We work closely with colleagues who are able to support us during the
decision-making process.

Drvy Vio We are able to treat our employees fairly.

Dimension of

Initiatives
Drvy; Vi We have developed a culture that fosters initiative and accountability.
Drvy, Vi, We translate our goals into concrete projects for all our employees.
Drvs Vi3 We are able to develop team-based objectives.
Drvy, Vis In my organization, we use various techniques of self-resolution at the
employee level in order to solve the management dilemmas they meet.
Drvs Vis In my organization, we use various techniques according to the level of

importance of the decisions and team-based management.
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Dimension of

Immediate
Actions

Drvy Vi We systematically provide improvements and contingency plans to
effectively respond to emergencies.

Drvy; Vi7 Over the past few years, the number of emergencies we responded to has
decreased.

Drvig Vig We systematically perform reviews to find sustainable solutions for repeat
situations.

Drvg Vio I dedicate at least 2 to 3 ninety-minute sessions each week to work directly on
their annual goals.

Drvy Voo We dedicate a maximum of one day each week to respond to urgent requests.

Dimension of

Integrity
Drv,, Vai We clearly define the values of our organization.
Drvsy, Vo When under pressure, we are able to reinforce the values of our organization.
Drvy Vi I am able to recognize differences between the values of my employees and
those of my organization.
Drvy, Vo We are reputed for the quality of our service delivery.
Drvys Vs We have some techniques to reinforce our employees’ sense of responsibility.

Step 3: Development of a measurement instrument

We further developed an instrument tool to measure the role of the 25 drivers that were identified by the focus
groups. The questionnaire was administered and the questions were sequentially adjusted with five groups of
approximately 25 managers per group.

Step 4: Surveys of managers

Once the instrument was validated, we surveyed 367 managers to better understand the drivers they deploy in
the execution of their objectives. The objectives are to empirically assess the existence of the 5 categories of
drivers. The number of variables was reduced from 25 to 19 after examination of the empirical findings for the
section on integrity. Table 3 below presents the dimensions and the variables.

Step 5: Sample for the survey of managers

In the specific context of this research we surveyed a specific group of 367 managers in order to better
understand the factors facing them when executing their objectives. In our sample, an average of 48.2 % of the
managers was responsible for 5 to 19 employees working under them. The median years of service at the current
organization was 2 to 5 years of which a majority (36.2 %) had spent less than 2 years at their current
managerial position. A majority of the respondents (60.5 %) were 49 years old or younger. On average 34.1 %
of the managers had been employed by the organization for a time-period lasting between 2 and 10 years. The
median years of service at the current organization was 10 to 20 years of which a majority (68.5 %) had spent
less than 20 years at their current organization.

Step 6: Identification of the 5 dimensions with Principal Component Analysis for the specific purpose of this
study

Once the instrument was validated, we surveyed 406 managers to better understand which of the performance
drivers they used to implement the execution of their objectives. The objectives empirically assess the existence
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of 5 categories of performance drivers. The number of factors was reduced from 25 to 15 after examination of
the empirical findings for the section on integrity. Table 3 presents the dimensions and the variables.

It was found that some variables at the end of the matrix rotation had migrated to others dimensions. Therefore,
these variables were correlated to other dimensions of the concept model. Also, 6 of the 25 variables weren’t
correlated and were extricated from the factor analysis. This change in relation to the primary configuration of
the four dimensions is remarkable, given that many variables that had formerly belonged to one particular
dimension were incorporated in other dimensions. Ultimately, 19 instead of 25 variables have been linked and
taken into account in the study.

Table 3. KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy 0.926
Bartlett's Test of Sphericity Approx. Chi-Square 4572.037
Df 300
Sig. 0.000
7. Data Analysis

7.1 The Drivers of the Rules Dimension (Means V; to Vs)

According to our conceptual framework, the first dimension of rules deals with the clarification and alignment
of the managers’ objectives. The first dimension gathers variables that refer to a factual and rational analysis of
the situations that arise from the implementation of a strategy or during the managers’ daily work. Below is a
description of what the data gathered from the survey regarding each of the variables of this dimension.

Vi: I have some techniques to clarify the expectations of our managers. Overall, 91.8 % of the respondents
are clear about the results he/she is expected to achieve with their managers and the organization. Only 8.2 % of
them believe that in their organization there is lack of clarity regarding the results they are expected to achieve
(median score 2.44, standard deviation 0.984).

V,: Each year we evaluate our service and goals which are oriented toward the clients’ satisfaction. For
our second variable in the dimensions of rules, the emphasis is placed on clients’ satisfaction. An overall
majority of 71.8 % indicated in the affirmative that the emphasis placed on customer service exceeded that
placed on financial and compliance rules (median score 2.33, standard deviation 1.188).

V;: We have techniques to ensure that our people are results-oriented regarding our annual objectives.
When questioned about the lack of orientation in the results and objectives to be achieved, overall, 85 % of the
managers think that they display a clear understanding of the results that their respective managers need to
achieve (median score 2.55, standard deviation 1.001).

V4: We systematically conduct annual reviews of our activities with the other units of our organization.
More than 64.1 % of the respondent managers state that annual reviews were held with other work units. Only
12.7 % of them agree there is a lack of communication with other departments (median score 2.85, standard
deviation 1.338).

Vs: We are able to estimate the economic value of the improvements we wish to make throughout the
organization. 63.6 % of the respondent managers state that they were able to estimate the economic value of the
desired improvements to their organizations. Less than 13.9 % of them agree there is a lack of communication
with other departments (median score 3.11, standard deviation 1.177).

7.1.1 Obstacles to the Dimension of Rules (Means V1 to V5)

From the mean score of the 5 variables above we clearly see that 57.52 % of the managers agree that the
presence of a rules dimension, which deals with the clarification and alignment of the manager’s objectives, is
necessary and clear to them. Even less than 10 % of these managers (taking 2.59 as middle point) think that a
lack of clarification and alignment of the manager’s objectives with that of the organization and their staff is an
obstacle.
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7.2 The Dimension of Emotions

According to our conceptual framework, the second dimension of emotions deals with getting a commitment to
the manager’s objectives from its employees. This dimension gathers variables dealing with topics such as
getting a commitment, clarifying problems, reconciling the divergent points of view and establishing a
consensus.

Vs: We are able to encourage our workers to adhere to our goals so that they are fully aware of their
importance. With the indicated values, the average median score is 2.79 and standard deviation 0.931. Nearly
84.5 % of the managers understand how to encourage their workers so that they fully adhere to the importance
of the organization’s goals. Only 3.2 % of the managers think there are no methods to gain the support of their
objectives by the employees.

V;: We are able to communicate a sense of urgency to our workers so that they are able to make rapid
decisions. A significant majority (86.3 %) of the surveyed managers were able to communicate in situations of
emergency and make rapid decisions. On the contrary, only 3.2 % of the managers were not able to
communicate when it was urgent to make a decision (median score 2.64, standard deviation 1.000).

Vs: We are able to significantly increase the motivation and levels of engagement of our workers. More
than 77 % of the managers think that they have sufficiently motivated their employees to increase their level of
engagement. 4.7 % of the managers were unable to increase the engagement level of their employees (median
score 2.93, standard deviation 0.897).

Vo: We work closely with colleagues who are able to support us during the decision-making process. 80 %
agree with the fact that they need to work with competent colleagues and to count on their support, while 3.2 %
consider that they do not correspond to their organizational practices (median score 2.72, standard deviation
1.023).

Vie: We are able to treat our employees fairly. 86.7 % of the managers treat their employees fairly, whereas
4.4 % of them don’t. We also note a median score of 2.48 and a standard deviation of 1.050.

7.2.1 Obstacles to the Dimension of Emotions (Means V4 to V)

Overall, in calculating the mean frequency and score for the variables under the dimension of emotions, a
majority of 88 % (taking 2.795 as the mid-point score, 100 %-11.7 % = 88.3 %) of the respondents do not
evaluate the emotions dimension as an obstacle to their ability to perform the managerial tasks assigned to them.
This reflects that the managers are able to get a commitment from their respective employees to fulfill the
managers’ objectives.

7.3 The Dimension of Initiatives

According to our conceptual framework, the third dimension of initiatives deals with translating managerial
objectives into concrete projects for employees. It gathers variables dealing with the launching of new projects
and ideas that result in more willing and more capable employees. This third dimension relies on the active
experimentation of initiatives: realize projects and continuous improvements of the existing activities.

Vii: We have developed a culture that fosters initiative and accountability. 79 % of the managers had
implemented a culture of initiative and accountability while 4.5 % had not. For this variable the median score is
2.78 and the standard deviation is 1.089.

Vi2: We translate our goals into concrete projects for all our employees. On average, 75.2 % of the
managers state that their employees are concerned with their organization’s goals. Only 4.8 % of the managers
translating goals into concrete projects for all employees were unconcerned by their aim. It has a median score
of 2.89 and a standard deviation of 1.054.

Vi3: We are able to develop team-based objectives. This concerns more than 78 % of the managers while
3.8 % could not develop techniques to orient teams to their objectives (median score 2.77, standard deviation
1.034).

Vis: In my organization, we use various techniques of self-resolution at the employee level in order to
solve the management dilemmas they meet. 65.4 % of the managers agree that they used these various
techniques while 10.9 % of the managers surveyed did not translate this aspect into practice. For this
observation, the median score is 3.07 and the standard deviation is 1.138.

Vis: In my organization, we use various techniques according to the level of importance of the decisions
and team-based management. 73.1 % of the managers considered that they used these various techniques
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relative to the decision’s level of importance and team-based management, and 7.1 % of the managers surveyed
did not translate this aspect into practice (median score 2.94, standard deviation 1.068).

7.3.1 Obstacle to the Initiatives Dimension (Means V11 to V15)

Observing the mean score for variables 11 to 15 dealing with the dimension of initiatives, the authors found that
with a median score of 3.5 and standard deviation of 0.86, 84 % (taking 2.92 as mid-point, 100 %-15 % = 9%)
of the test sample respondents feel that the dimension of initiatives was not an obstacle to translate managerial
objectives into concrete projects for employees.

7.4 The Dimension of Immediate Actions

According to our conceptual framework, the fourth dimension of immediate actions gathers variables that reflect
creating value-added actions or immediate actions in response to urgent matters in executing the objectives.

Vie: We systematically provide improvements and contingency plans to effectively respond to
emergencies. With a median score of 3.00 and a standard deviation of 1.067, 73.2 % of the respondents agree
that they systematically provide improvements and contingency plans in order to effectively solve emergency
situations. Overall, 5.4 % of them disagree, stating that this variable was a restraint to the performance of their
managerial duties.

Vi7: Over the past years, the number of emergencies we responded to has decreased. When asked about the
number of emergencies tackled, the median score was of 3.43 (standard deviation 1.191). The managers who
agreed represent 47.9 % of the sample.

Vi1s: We systematically perform reviews to find sustainable solutions for repeat situations.

Most managers agree and they represent on average 89 % of the respondents (median score 3.03, standard
deviation 1.163). 10.9 % of them consider that there is a lack of performing reviews to find sustainable
solutions.

Vie: I dedicate at least 2 to 3 ninety-minute sessions each week to work directly on their annual goals.
Only 41.2 % of the managers dedicated a time to work on the achievements of their organization’s annual goals.
This variable screens a median of 4.00 and a standard deviation of 1.233.

V,0: We dedicate a maximum of one day each week to respond to urgent requests. With a median score of
2.98 and a standard deviation of 1.343, 14.1 % of the respondents disagree, saying they don’t have the available
time to respond to urgent requests; on the contrary, 81 % of managers agreed.

7.4.1 Obstacles to the Dimension of Immediate Actions (Means V16 to V20)

Calculating the mean score frequency for variables 16 to 20 that deal with the dimension of immediate actions,
the authors found that with a median score of 3.2 (standard deviation 0.9), 56.7 % of the total respondents
indicate that the variables included in the dimension of immediate actions (v16 to v20) pose an obstacle to their
managerial objectives.

7.5 The Dimension of Integrity

According to our conceptual framework, the fifth dimension of integrity deals with executing objectives in the
context of integrity. It gathers variables dealing with executing objectives while respecting organizational values
and principles.

V,1: We clearly define the values of our organization. With an average median score of 2.52 (standard
deviation 1.055), variable 21 indicates that overall, 83 % of respondents feel that there are shared organizational
values.

V,,: When under pressure, we are able to reinforce the values of our organization. This variable screens a
2.84 median and a 0.958 standard deviation. More than 76.1 % of managers feel there is no gap between
personal and organizational values.

V,3: I am able to recognize differences between the values of my employees and those of my organization.
Overall, 83.9 % of managers focus on how to recognize these differences between personal organizational
values, with a median average score of 2.62 (standard deviation 0.939).

V,4: We are reputed for the quality of our service delivery. More than 72.3 % of managers agree with their
reputation of quality service delivery. With a median average score of 2.36, it also marked a standard deviation
of 1.116.
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V,5: We have some techniques to reinforce our employees’ sense of responsibility. 80.4 % of the managers
use these techniques to increase their employees’ sense of responsibility. The median score is 2.84 (standard
deviation 0.964).

7.5.1 Obstacles to the Dimension of Integrity (Means V21, V23 and V25)

The variables included address the managerial objectives in respecting organizational values and principles
while executing the assigned tasks. Looking at the mean score of variables v21, v23 and v24, overall, 45.5 %
(100 %-54.5 %) of managers follow the dimension of integrity in the pursuit of their executive objectives.

After the presentation of the data from our 25 variables of the conceptual framework, it is necessary to employ
the PCA (Principal Component Analysis) using SPSS analysis tools, in order to get a complete perspective of
the five dimensions. The raw scores were standardized to allow for a uniform unbiased distribution of all
variables. The correlation matrix was derived and the eigenvalues of these variables from the matrix were used
for multivariate principal component extractions and the eigenvalues plotted on a screen plot graph as shown in
Figure 1.

The first four significant principal components with a cut-off of >1.0 were selected. From the results we see that
more than 63.87 % of the total variance was attributed to these four principal components. The Varimax rotation
with Kaiser Normalization was used to obtain a simple obstacle model. Table 3 shows the rotated component
matrix of how each dimension variable loads onto each component. For our study, a factor loading cut-off
of >0.5 was used. As seen in Table 3 that gives the KMO and Bartlett's test of sphericity results on the reliability
of the data set, the KMO value of 0.926 is closer to 1.0 and thus statistically very significant. This adds good
confidence and weighting to our PCA analysis.

The total variance explained by these 4 components was 63.879 % (Table 4). The ranking of the dimensions, in
order of importance were: the emotions dimension (getting a commitment to the objectives), the initiatives
dimension (translating the objectives into projects), the rules dimension (clarifying and aligning the objectives)
and finally the immediate actions dimension (value added actions and dealing with urgent matters).

8. Findings

Here we come to the crucial point of this article. The findings section will attempt to point the reader to the
practical implications derived from the data analyses and their relation to the hypotheses we formulated.
Practically, this section will demonstrate if our hypotheses were supported or not by the data and analyses. In
order to do this we need to perform a PCA (Principal Component Analysis) and explain the total variance from
the five components of the data analysis performed. We will start by explaining the five components from the
PCA analysis beginning with the obstacles found in the analysis.

8.1 Principal Component Analysis

Principal Component Analysis “is a mathematical procedure that uses an orthogonal transformation to convert a
set of observations of possibly correlated variables into a set of values of uncorrelated variables called principal
components” (Jolliffe, 2002). It is a very useful tool in analyzing data and in making predictive models of what
these data are showing. This is also the main reason why we use this analysis in our research. We want to assess
if the data collected correlates to our hypotheses, what they are showing and what this can possibly mean for the
future. We will discuss each component in detail and will identify what could hamper or improve managers'
performance within the framework of their missions of public interest. We begin by exploring the data results
from the drivers relating to the PCA analysis.

Component 1: Drivers of the Emotions dimension

The first component in our management / leadership obstacle model is a set of variables identified as follows:
V6, V8, V7, V25, V9, V11, and V12 (Table 4). Most of the variables are related to the dimension of emotions
(four out of seven emotions variables that form component 1). Indeed, this component consists of a set of
variables that affect both the technical, cultural and emotional competencies when performing the execution of
organizational strategies. It is also relevant to notice that after the rotation, some drivers that belonged to the
Initiatives Driver and the Integrity Driver became, across the matrix transformation, linked to the Emotions
Driver. This is the case for variables Vi;, V12 and V25. The first two originally were part of the Dimension of
Initiatives and V25 the Dimension of Integrity. In Table 4 the variables related to the Emotions Drivers are
displayed in a descending order of importance. The higher loading of variables from the dimension of emotions
marks the first component. This dimension addresses reflexive observations such as: problem recognition and
the capacity to develop convictions and to get a commitment. With an eigenvalue of 5.65, this component
accounts for 37.70 % of the total variance. V6, which is intended to observe the capacity of managers to
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encourage workers to adhere to their goals so that they are fully aware of their importance, accounts for the
highest factor loading of 0.838 (Table 5).

Component 2: Drivers from the Initiatives dimension

This dimension is related to the variable drivers (Table 4) V12, V14, V15, V4 and V5. Here also it was noted
that drivers V4 and VS5, originally of the Dimension of Rules, came out of the matrix transformation and
migrated to the Dimension of Initiatives. Table 4 displays the variables related to the initiatives drivers in a
descending order of importance. Most of the variables are related to the size-taking initiatives (3 of the 5
initiatives variables that make up component 2). Indeed, this component 2 consists of a set of variables that
affect only two major aspects such as rules and taking initiatives when executing organizational strategies. The
second component was the Initiatives dimension. It was defined as an active capacity to experiment and select
patterns to put new ideas into practice. The variance explained by this component was 10.49 % with an
eigenvalue of 1.57. In this cluster, V4 (utilizing various techniques of self-resolution at the employee levels in
order to solve the management dilemmas they meet) had the highest factor loading of 0.763 (Table 5).

Component 3: Drivers from the Rules dimension

The drivers of these variables (Table 4) are Vy, V,, and V. It is interesting to note that after the rotation matrix,
these three main variables are the most critical. Also, after the rotation, the V,, drivers that had been part of the
immediate actions drivers came across the matrix transformation as drivers linked to rules dimension. This
variable V20 has a loading factor of 0.63. The third component characterizes the rules dimension and deals with
clarifying and aligning the objectives. Unlike our conceptual framework, the dimension of rules seems less
important with a low eigenvalue of 1.280 and accounts for 8.53 % of the total variance. V; (I have some
techniques to clarify the expectations of our managers) has the highest factor loading of 0.828. It is followed by
V, which has a factor loading of 0.789 in this component cluster which accounts for 8.53 % of the variance
(Table 5).

Component 4: Drivers from the Immediate Actions dimension

This concerns the variable drivers (Table 2) Vypand V17. The fourth component in our management/leadership
performance model is the immediate actions dimension. This is defined as taking immediate actions to respond
to urgent matters or to take value added actions. With the lowest eigenvalues of 1.071, the total variance
explained by this component is 7.14 %. Vo (We dedicate a maximum of one

day each week to respond to urgent requests) has the highest factor loading of 0.817. It is closely followed by
V17 with a loading factor of 0.785 in a component which accounts for 6.743 % of the total variance (Table 5).

Table 4. Rotated component matrix

Drivers Components
1 2 3 2
Vo .838
V8 .801
\& 724
V25 .700
\E 628
Vil 614
V12 577 433
V14 763
V15 737
V4 682
V3 556
Vi 828
V2 789
V20 630 817
V17 785

Extraction method: principal component analysis
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8.2 Variance explained

This second section analyses the total variance explained by our findings. A variance is used in probability to
measure “how far a set of numbers is spread out from each other, describing how far the numbers lie from the
mean (expected value)” (Goodman, 1960, p. 709). In our case, the closer they are to the components, the more
chances there are to confirm our hypotheses. Below, in the table, we find a presentation of the factors drawn
from each of the five dimensions of drivers encountered in the research.

Table 5. Total variance explained

S Extraction Sums of Squared Rotation Sums of Squared
Component Initial Eigenvalues Loadings Loadings
0, o o
Total A) of Cumulative % Total A’ of Cumulative % Total A’ of Cumulative %
Variance Variance Variance
1 5.656  37.706 37.706 5.656  37.706 37.706 3.784  25.228 25.228
2 1.574 10.494 48.200 1.574 10.494 48.200 2425  16.169 41.396
3 1.280  8.537 56.737 1.280  8.537 56.737 1.878  12.523 53.919
4 1.071 7.142 63.879 1.071 7.142 63.879 1.494  9.960 63.879

9. Discussion
9.1 Overview of the Discussion

This section is divided into two parts: the general and the specific. The general part explains more on the
contribution of the observations drawn from the literature review. The specific part examines and discusses our
five hypotheses formulated earlier. With respect to the findings on the subject of exploring the obstacles faced
by public managers while executing their objectives, we intend to examine to what extent each of our
hypotheses was supported. The results of the empirical analyses provided answers to our research questions.

The most significant finding stemming from this research is that, out of the five dimensions of the strategy
execution skills used in the study, four dimensions, namely emotions, initiatives, rules and immediate actions, in
this order of importance, were considered as essential by the respondents for their strategic skills. Though it is a
generic finding, the implications of the results for both research and practice are really evident.

9.1. 1 General Part

Our analysis brings to light the complementary perspective of four dimensions of strategy execution practices
for the public managers. Both the analysis of the data and subsequent findings from the previous works
highlight how strategy execution gathers multidimensional practices with varying complementary facets. As
Waldo (1953) pointed out, for many decades administrators/managers have tended to use multiple variable
solutions during the implementation of their strategies.

From our study and its correlations with the literature review, it resulted that these practices mainly deal with the
aforediscussed dimensions of strategy execution. These dimensions include: dimension of emotions dealing with
emotions and the capacity to get objectives; dimension of rules that focuses on commitment, objective
clarification and alignment; dimension of initiatives which involves the translation of objectives into concrete
projects; dimension of integrity which involves respecting the integrity of the values and principles; and the
dimension of immediate actions with its proactive role to solve urgent matters. This was found to be consistent
with the previous works in management and with the Kolb model (1984) and subsequent work (Richard &
Sabourin, 2009; Sabourin, 2009; Ayandé & Sabourin, 2011).

Component 1: Factors of the Emotions dimension

This dimension of emotions includes the commitment of public managers towards the organization and work,
how engaged they are with respect to the organization, their motivation or morale level, the extent to which they
realize the importance of organizational goals and targets, and the extent to which they understand the sense of
urgency in attaining the targets. Also, it covers the perception of how fairly they are treated in the organization
and the conviction they apply to their work. Christensen and Laegreid (2008) observe that the heart, mind and
hands of the public managers have to be connected to the work through the use of strategic skills. Hence, if the
right attitude exists, capabilities can be developed (Stivens, 2008).
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Component 2: Factors of the Initiatives dimension

This dimension focuses on the translation of objectives into concrete projects and the continuous improvement
of existing activities. It also includes the application of innovative ideas and experimentation for the betterment
of the existing system. Bringing necessary changes and experimentation will encourage improvements within
the organization.

Component 3: Factors of the Rules dimension

Rules are the guidelines or the path lines for achieving the objectives. The dream or vision of the organization
has to be converted into specific objectives and targets which are concrete and tangible (Berry, 1994). This
target has to be communicated clearly to the public managers and they must be precisely aware of what is
expected from them. Defining the best attainable outcomes is the base of any strategic skills and by gaining
clarity of the outcomes the organization will have a higher probability of aligning its investments to execute
strategy (Fernandez and Rainey, 2006).

Component 4: Factors of the immediate actions dimension

This focuses on situations with uncertainties and the completion of tasks with a time tag fixed to them, while
executing the strategies. Without adequate contingency plans and given the many uncertainties in the
environment, completion of the execution within the time line becomes very difficult (Lane, 2000).

Summary of the discussion components

The dimension of emotions is considered as the foremost performance dimension when applying strategic skills.
In other words, motivated and engaged public managers contribute to the successful execution of the strategy.
The findings related to the dimension of initiatives can be applied to identify training and development needs, in
order to fill the competency gap. Conversion of goals into concrete projects, techniques used for team-based
management, techniques used for the self-resolution of managerial dilemmas all require a set of unique
competencies. The findings related to the dimension of rules also have managerial implications. This dimension
focuses on the clarity of communicating the expectations, systems to evaluate the results and supportive
parameters and the process used for regular reviews, and it calls for precise identification, design and
implementation of communication systems, evaluation systems and monitoring systems, respectively. Hence,
management should strive to design perfect systems to ensure that the dimension of rules is followed. Though
not all strategic skills have deadlines and contingencies, preparing for a crisis and planning for same will also
ensure the support of the dimension of immediate actions. Since the dimension of integrity as a performance
dimension is not considered, management should consider the reason for this.

9.1.2 Specific Part

In the above general discussion section we dealt with the general purpose of the research on the complementary
perspective of the strategy execution practices implemented by managers. The specific scope of the research was
to prove whether the hypotheses presented at the beginning of the paper are supported or not by the data
gathered from the survey and their subsequent analyses. It is time to evaluate each of the hypotheses, one by one,
and see if they have proved to be true or false.

H1: The management practices related to the dimension of emotions such as the resistance to change and the
lack of commitment would be used more intensively by managers when executing their objectives than the other
dimensions.

Our main hypothesis was supported. In accordance with the literature, our research highlights that practices that
relate to the dimension of emotions (resistance to change and commitment from employees) appear to be the
most critical dimension faced by managers in the execution of their strategy.

Our data suggest that the dimension of emotions is the most critical practice to ‘change resistance’ and explains
37.4 % of the variance. The immediate actions dimension driver in our findings plays a secondary role as a
management strategy execution practice. This is in contrast with some existing studies on strategy execution
which have put a lot of emphasis on action-oriented practices and on the capacity to provide quick feedback
(immediate action) from employees to explain the practices faced by managers.

The management practices that related to the dimension of emotions such as the capacity to develop convictions
and to get a commitment represent a significant component of practices for managers when executing their
objectives. Our hypothesis was thus empirically verified.

H2: The management practices that relate to the dimension of taking initiatives such as learning by doing and
giving employees a sense of responsibility is a significant component of practices for managers when executing
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their objectives. Our hypothesis was supported. In line with the literature review, public managers are entrusted
not with the responsibility of attaining the highest possible status, but with the responsibility to ensure that
junior employees are given avenues which will allow them to learn. This learning involves attaining competent
managerial practices and skills. Organizational success cannot be realized if management remains the boss and
employees become enslaved. All levels should somehow be involved as each has a role to play in management.
If duties are shared and distributed out, then it follows that organizational objectives will be achieved.

H3: The management practices that relate to the dimension of rules such as clarifying and aligning the
objectives are a significant component of practices for managers when executing their objectives. Our
hypothesis was supported.

Managers understand that a proper clarification of what should be done and how it should be achieved is
essential in achieving maximum efficiency. A further step in clarifying organizational objectives will have
public managers be cthical in their leadership and management roles. Several authors have highlighted some
essential managerial disciplines regarding the formation of concepts and generalizations which integrate the
observations and reflections (Sabourin, 2009; Richard & Sabourin, 2009; Ayandé & Sabourin, 2011). When
formulating organizational rules it is imperative that these managers be ethical; they should therefore not
formulate dictatorial rules which do not allow for managerial development, growth and learning.

Our data findings show that the dimension of rules takes up almost 56 % of the cumulative variance, meaning
that rules play a critical role in the management and objective achievement of public managers. This was found
to be in line with the prior research, as shown in the literature review.

H4: The management practices that relate to the dimension of immediate actions, such as quick feedback and
direct contacts, represent a significant component of practices for managers when executing their objectives.
Our hypothesis was supported.

Managers do take advantage of the windows of opportunities to have direct contact with their employees, gather
feedback from them and try to boost their morale. They found this to be a positive tool when implementing
strategy.

HS5: The management practices that relate to the dimension of integrity, such as practices related to value
clarification, represent a significant component of practices for managers when executing their objectives. Our
hypothesis was not supported. In the literature review, it was established that managers ought to be integral and
whole in their management practices. Public managers should not withhold or falsify facts with the sole
intention of achieving personal advancement or reward. It is important to note that the lack of adequate
measures for the implementation of programs to promote integrity in the workplace can seriously hinder the
ability of a manager to flatten the organizational obstacles. Our data show a 7.1 % variance in integrity. This
could support the hypotheses because public managers failed to clarify their objectives to the bottom-line
employees. For public managers to achieve the highest verifiable success, they have to be ethical and disciplined
in the performance of their work.

It seems that managers are so eager to implement strategy and spearhead change that many times they fail to
clarify to their down-the-line employees the borders within which actions should be confined. This can either be
justified with the sense of urgency they have or their sense that a radical change needs to take place in order to
get the strategy executed. Another possible explanation is that, by challenging the company's guiding principles,
they wish to make a radical change in the organizational culture, in order to make it easier for future strategy
implementations. This way, “change” will be a consistent part of the organizational culture, weakening
resistance to future objectives.

9.2 Research Limitations/Values/Implications

Our study contributes to the existing literature on strategy execution of management practices by examining, for
the first time, the relative importance of specific practices in strategy execution in public management.
Moreover, data from many other sectors will have to be collected to improve the external validity of our
findings. Thus, future research will also have to be completed from other regions and from more sectors for a
generalization of the results. Moreover, country specific differences need to be captured in the analysis.

On a more specific basis, this research demonstrated that the management practices that relate to the dimension
of emotions (H,), such as the capacity to develop convictions and to get a commitment, represent a significant
component of practices for managers when executing their objectives, was supported.
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Also, H;: The management practices that relate to the dimension of taking initiatives such as learning by doing
and giving employees a sense of responsibility is a significant component of practices for managers when
executing their objectives, was supported by the data gathered.

Also, Hy: The hypothesis within which the management practices that relate to the dimension of rules such as
clarifying and aligning the objectives is a significant component of practices for managers when executing their
objectives, was supported by the data gathered.

Also, Hs: The management practices that relate to the dimension of immediate actions such as quick feedback
and direct contacts represent a significant component of practices for managers when executing their objectives,
was supported by the data gathered.

One major remark / limitation of this research is that He: The hypothesis that the management practices that
relate to the dimension of integrity such as practices related to value clarification, represent a significant
component of practices for managers when executing their objectives, was not supported as a hypothesis by the
data gathered.

10. Conclusion

This article explored the concept of strategy execution of management practices in public services. It highlights
four components that play a key role in the execution of the objectives of managers. The main contribution of
our investigation is to put into perspective the critical role played by emotions in the strategy execution practices
of managers. The dimension of emotions deals with the capacity to get a commitment to the objectives of the
organization. However, we found three other dimensions which are, in order of importance: the capacity to
translate objectives into concrete projects (dimension of initiatives); the capacity to reinforce organizational
values (dimension of integrity); the capacity to clarify objectives within the hierarchy and throughout the
manager’s department (dimension of rules). In contrast with our conceptual framework, we found that the fifth
dimension (dimension of immediate actions) was split into two factors of immediate actions: urgent matters and
valued-added actions.

In fact, and according to the conceptual framework of this study, we assert that the five dimensions are tools
which public managers use to conduct their daily business. A balanced use of these five dimensions can imply a
set of skills that are technical, social and contextually specific to the particular environment in which managers
operate. However, it should be noted that the practice of these five dimensions by the manager can sometimes be
conscious and / or unconscious, depending on his level of confrontation with the necessary achievement of
strategic organizational objectives.

The study also investigates the importance played by dimensions such as emotions and resistance to change. The
dimension of rules is a strategy based on a factual and empirical analysis of the situation in order to set up a
coherent and rational system of managing the organization. It leads to a business model based on an analysis of
facts and on their rational analysis. Regarding the role played by emotions, Frant (1993) argued that resistance
to change represents a key factor in strategy execution and it should also take into account any resistance from
managers. Some professionals and academics argue that the execution of strategy in an organization should be
based on decentralized initiatives of individual innovation and small-scale improvement (Berry, 1994;
Christensen and Laegreid, 2008; Altshuler and Behn, 1997). Thus, managers should rely on a constant
experimentation of initiatives and improvement of existing activities (Sabourin, 2009; Ayandé & Sabourin,
2011). This is labeled as the dimension of initiatives. But in the course of their daily routine, managers
oftentimes encounter opportunities for fast decision making without the need for a prior established strategy.
This is the dimension of immediate actions. Here the interaction with others is favoured only as far as it gives
quick results; otherwise, managers have to exert leadership and decide fast. Their capacity to act fast with
concrete actions in response to the situation, defines the success or failure of their organization (Frant, 1993).
Authors like Christensen and Laegreid (2008) have argued that the value of transparency is important for the
success of the implementation of a strategy and increase in organizational performance. Other values play an
important role as well. That is why project managers try to transform team characteristics into a set of virtues
(Altshuler and Behn, 1997). This is what they label an organization’s dimension of integrity. Finally, the
dimension of emotions is related to the development of convictions and commitment from employees. It deals
with ways managers find and implement to clarify problems, reconcile divergent viewpoints and increase
commitment from their employees. It is a way to motive and implement change and increase performance in
strategy execution. To conclude, we reiterate that the dimension of emotions plays a significant role in the
achievement of certain targets by public service managers. Moreover, our study reports the relevance of this
dimension over the others.
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