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Within this bachelor’s thesis, the objective is to study strategic awareness and practices, which 

affect the largest Finnish organisations. Purpose of this research is to find results, which could 

help to understand how strategic awareness and practices affect revenue, communication, 

organisational structure, commitment to the organisation and is there any association in, that 

some industries could perform strategically better than others. Statistical methods used in the 

research are Spearman’s correlation analysis and Kruskal-Wallis test. Empirical tests are done 

using SAS Enterprise Guide 7.1 to find relationships and associations between variables. 

Data used within this research is “Knowledge management in the largest Finnish organisations 

2014”, which from I have taken descriptive and strategy related variables to be used in this 

research. Originally data was used to measure the knowledge management within these 

largest Finnish organisations.  

The results of this research are similar to earlier findings of organisation’s strategic awareness 

and practices. Strategic communication and involving organisation’s members to be part of 

the strategy formulation process improves their strategic awareness and processes have a 

connection to generated revenue. From the results of this research, assumptions can be made 

about strategic awareness and practices role to improve organisations and their processes. 
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Tässä kandidaatin tutkielmassa tutkimuksen aiheena ovat strateginen tietoisuus ja käytännöt 

Suomen suurimmissa pörssiyhtiöissä. Tutkimuksen tavoitteena on empiirisien testien eli 

tämän tutkimuksen tapauksessa kvantitatiivien menetelmien hyödyntäminen aineistoon, 

jossa tarkastellaan yritysten strategiatyön, kuinka sitoutuneita strategiaan ollaan ja strategia 

tietoisuuden yhteyttä liikevaihtoon ja siihen, miten nämä asiat esiintyvät eri toimialoilla. 

Tutkimuksen suuntaa antavana viitekehyksenä toimii strategia käytäntönä, jossa mielenkiinto 

on juurikin strategisessa toiminnassa ja kommunikaatiossa. 

Tutkimuksen aineistona toimii ”Tietämyksen hallinta suomalaisissa suuryrityksissä 2014”, 

joista olen rajannut tietyt kysymykset tutkimukseni käyttöön. Alun perin aineisto on kerätty 

tietämyksenhallinnan tutkimiseen suomalaisissa suurissa pörssiyrityksissä. Tässä 

tutkimuksessa tarkastellaan kuitenkin vain strategiaan, liikevaihtoon ja toimialaan liittyviä 

kysymyksiä.  (Helander, Kukko & Väyrynen 2014) 

Tutkimuksen tulokset ovat monilta osin samankaltaisia kuin aiemmatkin tulokset ovat 

osoittaneet. Strateginen kommunikaatio ja ihmisten osallistaminen osaksi strategian luontia 

nostattaa strategista ymmärrystä ja strategisten prosessien spesifisyydellä on vaikutusta 

yrityksen liikevaihtoon. Tutkielman tuloksista voidaan havaita strategisten toimintojen ja 

strategian ymmärtämisen vaikuttavan keskeisesti liiketoimintaan ja kuinka organisaatiota 

voidaan kehittää. 
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1. INTRODUCTION 

 

Practising strategy has been viewed as top management’s work from formulating to executing 

and then to educate organisations employees to understand the strategy. Educating 

employees about strategy, developing strategic awareness, is something that can take the 

organisation to the next level. This is where strategy as practices leaps in to explain why 

everyone within the organisation is a practitioner of strategy and why practices make the 

strategy to grow stronger in people’s minds.  

 

Strategic awareness is an important research target because the strategy is the guide for the 

organisation on its journey to become what it seeks to be in the future, what is the vision of 

organisation. How does strategic awareness apply to this? If some organisation has clear 

targets to accomplish how does one get there? To achieve goals there must be, in most cases, 

a plan which to follow, but if there are no plan or people who should be following this plan 

aren’t fully aware of it or they aren’t properly informed about the plan. This informing about 

a certain plan is what strategic awareness is all about, how people within the organisation 

understand strategy and how does this affect to the organisation. All this is down to 

communication and acting according to strategy. 

 

Strategy is a complicated concept, which is not specified strictly. In this thesis, focus is on 

strategic practices and awareness and how those affect the organisation’s revenue, how these 

vary between different industries and how these practices can be improved.  Studying 

strategic awareness is important and should not be taken lightly because lack of 

understanding strategy complicates actions of the organisation as people do not know the 

reason they are doing the work or if it’s meaningful. This lack of strategic awareness involves 

many levels of the organisation and disagreements appear in the whole organisation, from 

the employee level to top management. (Ambrosini & Bowman 2003) Strategy has been seen 

as a problematic concept to understand, but why not to make every member of the 

organisation a strategy practitioner? This is where strategy as practice comes up focusing on 

the actions of strategy, which also spread and advance strategic awareness. 
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Strategy is seen and felt differently during different ages, but it is often specified as the road 

to success. (Puusa, Reijonen, Juuti & Laukkanen 2015) Without strategy what is the mission of 

the organisation, what it wants to be in the future or how the organisation is going to shine 

or to survive depending on the situation? Those are the questions, which strategy should 

answer, but strategy as a term is very loosely specified and different approaches focus on 

different aspects of strategy. Because strategy could be the road to prosperity, everyone 

within the organisation should know the strategy and adopt the working way of the strategy. 

(Kaplan & Norton 2001, 200-227) 

 

Success isn’t something that just randomly pops to individuals or to organisations, it has come 

to those who have managed their actions and careers most effectively. (Grant 2008, 11) Still, 

many organisations suffer from the fact, that a lot of their employees and management don’t 

understand or know strategy. Jones (2008) has researched this phenomenon and only 8 % of 

employees understand organisations strategies and nine out of ten organisations couldn’t 

implement their new strategy successfully. (Jones 2008, 2) It is hard for the organisation to 

survive in a fiercely competed industry without having strategic practices, which could 

improve their operations and strategic awareness. Strategic awareness and practices are 

needed to be studied further in order to make organisations more effective. 

 

1.1 Background 

 

Strategy as a word is ancient, having roots in the Greek language, but in business, the 

organisational strategy is a relatively new concept. (Puusa et al. 2015) Strategic leadership and 

strategy took root into business language around the 1980s. Before this, there were practices 

like financial planning, long-range planning and strategic planning. Financial planning is far 

from today’s strategy practices as it focused largely on budgeting and financial measurements. 

Budgeting focused to create a budget for few years based on past financial data. In the 1960s 

emerged long-range planning, which differs greatly from the financial planning as long-range 

planning focused into the functional view of the organisation. Long-range planning focused to 

organise marketing, finance and production so each of these departments would have long-

range plans and also would develop a long-range plan for the whole organisation. In the 1960s 
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business environments were relatively “easy”, as they weren’t as competed as today or as 

dynamic, so this kind of centralization wasn’t’ needed. Strategic planning came in the 1970s 

to change the view from the inside of the organisation to also see the external factors together 

with internal. Clients rose to the pedestal with competitors. Strategic planning came in the 

1980s to take the stage and combine loved planning to implementation. Line managers took 

the strategy implementation work for themselves. Line managers were in charge of strategy 

implementation in action and developing new competitive advantages. (Pettigrew, Thomas & 

Whittington 2002) 

 

Strategy is a vital part of the organisation and it does consume a lot of time to develop and to 

implement. Because strategy is something, that can differentiate organisation and gain a 

competitive advantage by it, many of the strategy practitioners have tried to create innovative 

strategies, which could ensure survival in the quickly changing and dynamic today’s world. 

(Clark 2014) When strategist have created these innovative and new strategies, there have 

been problems with implementation. In the implementation process, there is the danger of 

strategy changing within the implementation process, which can lead to confusion in the 

organisation. In most severe misunderstanding organisation might split into “we and them” 

groups, which see strategy and organisation differently. (Balogun & Johnson 2005) Because of 

this kind of implementation in most of the organisation employees and parts of management 

might not understand organisations strategy as well as they should. This problem might be 

the result of business jargon used in strategic communication and implementation.  

 

Rukstad and Collis (2008) thought that management is responsible for the failure of the 

implementation and action of strategy. This is because management can’t bring down the 

strategy into so simple form, that everybody in the organisation could understand it. (Rukstad 

& Collis 2008) Communication skills are one of the most important skills to managers 

regardless of the level of hierarchy. Managers are often the leaders of change, in the strategy 

process it is crucial to communicate and educate employees properly about upcoming 

changes. Every level of the organisation must understand strategy, in order to help with the 

implementation process, and building understanding and knowledge base about the new 

strategy is the primary focus of an effective communication process. (Kaplan & Norton 2001, 

212-213) 
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Strategy research has divided into many different schools and approaches, which study 

different aspects of strategy. Strategy research has traditionally been about the development 

of strategy, but as time has passed processes and practices of strategy work have come to be 

part of strategy research discussion.   

 

 

1.2 Objectives and limitations 

 

In this research the topic is strategic awareness and practices affecting the biggest listed 

Finnish companies. Strategic awareness and practices are still seldom topics of research, while 

these are vital for working and understandable strategy. Purpose of this research is to find 

relationships between strategy awareness, strategic practices, organisations revenues, 

industries and how strategy practice could be improved. Industries are compared to each 

other how different industries differ in strategical thinking. Revenues are compared between 

different kind of strategical practitioners to find differences. 

 

This research will limit only to find results on how strategic awareness and strategic practices 

are felt within the organisation and if these have an effect on other strategy practice’s. 

Implementation process, strategy development and planning are left outside of this research. 

Data itself brings limitations because the amount of observations is little, which means that 

statistical testing is limited to only Spearman’s correlations and Kruskal-Wallis tests. About 

the used data, there is at maximum 37 responses for one variable. This greatly limits possible 

tests, that can be used because data doesn’t match to the prerequisites for many more 

complex tests. 

 

Main research question: 

 

“How strategic actions and awareness differs between industries, affects revenue and can 

those be enhanced in large Finnish organisations?” 
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Main research questions purpose is to answer if there are strategical practices and if strategic 

awareness affects revenue, is there a difference in practising strategy between different 

industries and if these strategic processes and practices can be enhanced within largest 

Finnish organisations. To answer this main question four sub-questions are made to explain 

different strategic phenomenon’s.  These four sub-questions build up the answer to the main 

question. 

 

Sub questions: 

 

“Does strategy process affect revenue and is there a difference in strategy process between 

industries?” 

 

“Is there a difference in top management’s strategic actions in different industries” 

 

“What kind of practices improve strategic awareness and knowledge within the 

organisation’s?” 

 

“Are people within the organisation committed to the strategy and what makes them more 

committed?” 

 

From all these sub-questions the main question will be answered. The purpose is to find out 

how the largest Finnish organisations practice their strategy and are there certain industries, 

which could be doing better strategy work.   

 

1.3 Research methods 

 

 

The research methods used in this research are quantitative methods. Quantitative methods 

are used to describe phenomenon based to numeric data. Focus is to find relationships or 

changes within the used data. Changes or relationships can answer to questions like what, 

how often, why and how much type of questions. (Heikkilä 2014) Within this research used 
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data is gathered by structured questionnaire to find out differences in strategy between 

different industries and how strategic awareness and practices are affecting the organisation.  

 

Empirical research methods of this thesis are done by SAS Enterprise Guide software, which is 

statistics software. Data in this research is “Knowledge management in the largest Finnish 

organisations 2014” and this research is focused on questions about the organisation’s 

strategic practices and strategic awareness. These research questions have different variables, 

which are to be tested with Spearman’s correlation to find a correlation between each other. 

Kruskal-Wallis tests are used, when there is a nominal scale variable to be tested. Empirical 

test results are compared to earlier researches about strategic practices, awareness and how 

these affect the organisation. 

 

1.4 Theoretical framework 

 

Strategy as Practice and strategic awareness are the theoretical frameworks for this research 

to explore the practices of strategy and awareness within Finnish organisations. In the past 

strategy research and practices have focused mostly on top management's action’s and left 

out organisations members to execute strategy.  (Juuti & Luoma 2009, 166) Strategy as 

practice and strategic awareness aren’t as well studied fields of strategy as older approaches. 

Strategy as practice doesn’t focus on the formulation processes, but to the actions and 

discourses, which shape organisations strategy.  (Vaara & Whittington 2012) This research is 

focusing on how the organisation's strategic practices can affect revenue, improve strategic 

awareness and how strategic awareness can improve the organisation. Strategy as Practice 

approach is focused just on these aspects of strategy. Strategic awareness is chosen to be part 

of the framework as without strategic awareness organisations members do not know the 

story of the organisation and what it should become in the future and how they add up to this 

equation.  these are the main frameworks of this research. 
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1.5 Definitions and concepts 

 

Strategy – Strategy is the way of creating a competitive advantage, to accomplish 

organisation’s goals and can be seen as daily goal-oriented practices. (Pettigrew, Thomas & 

Whittington 2002) 

 

Strategic Awareness – Strategic awareness is the individual level of construct about strategy, 

and how it should be followed. (Hambrick 1981) 

 

Strategy as practice – Strategy as practice is an approach to strategy, which takes the practices 

of strategy as the most meaningful part of formulating the strategy. Practices included 

processes, communication and daily work that enhances strategy. In strategy as practice 

approach, all organisations members are seen to be strategic practitioners. (Vaara & 

Whittington 2012) 

 

Strategic Action – Strategic action is all that action, which individuals take to contribute to 

strategy and its goals. (Jarzabwoski 2008) 

 

Strategic communication – Strategic communication is the way of communicating strategy so 

that strategic awareness and knowledge could spread and improve within the organisation. 

Through effective strategic communication, management can create strategic awareness and 

enhance it. (Kaplan & Norton 2001) 

 

1.6 Structure of the research 

 

This thesis consists of five different main chapters. First one is the introductory chapter, which 

gives some background for this research like theoretical framework, research methods and 

what are the objectives of this research. The chapter also has key definitions and concepts 

listed and explained. The second chapter is all about strategy and the theory of its 

development and what are the key theories. The third chapter consists of explaining the 

methodology used in this research. The third chapter also examines the descriptive variables 
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used in this research. The fourth chapter will introduce the results of empirical testing with 

SAS Enterprise Guide. The final chapter is the summary and conclusion followed by some 

possible future research thoughts. 
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2. THEORY OF STRATEGY 

 

So what is strategy? This chapter of the research is all about different theories of strategy, 

from the formulation to action. Starting from the definition of strategy to what kinds of 

approaches are there to view strategy. These approaches are the views, which have shaped 

the definition of strategy and how the process of strategy development and strategy actions 

has changed over time.  

 

 

2.1 what is strategy 

 

The word strategy is from Greek words -Stratos, which means army and -ag, that means 

leadership. By strategy, Greek meant the skills of general, which are done hidden from the 

enemies, and because of that strategy differs from tactic, which can be seen. (Puusa et al. 

2015) Tactics can be related to planning and strategic planning, which are tools for getting to 

a certain point and are for a shorter period, but strategy itself is a lot more (Martin 2014). 

Strategy is the direction of the organisation, something that should be the aspiration or the 

way of working or doing in the organisation. Today’s organisations face the trial of 

commitment and understanding, Organisations are required to gain the hearts and minds of 

employees. Employees should understand why they do the work they are doing. (Katzenbach 

& Santamaria 1999) 

 

Organisations have had their trials of defining strategy and making everybody understand it, 

but so does the academic world. Even the most influential strategy theorist do not explain 

strategy in the same way. Mintzberg (2007) defined strategy as “pattern in a stream of 

decisions”.  While another great strategy theorist Michael Porter (1996) though strategy as 

being different. One reason there is no single definition for strategy is, that its research has 

gone to many different directions. There are dozens of different schools of strategy research, 

which have different views about strategy. Strategy is seen to specialize in certain functions 

which could lead to a planned outcome. Researchers have created different approaches about 
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understanding the strategy, which are quite different and answer to different kind of 

demands. Four generic approaches to strategy are Classical, Evolutionary, Processual and 

Systemic approaches. These approaches are views of explaining what strategy is. (Whittington 

2001) 

 

2.2 Four approaches to what is strategy 

 

Four Approaches to strategy explain how strategies formulate in the organisation and what is 

the main objective of the strategy. From Figure 1 can, be seen how different approaches differ 

from each other. Classical and Evolutionary are aiming for profit-maximizing, while Systematic 

and Processual approaches are pursuing to be plural and not aim to just one objective, like 

profit-maximizing. Systematic and Classical approaches are similar in the strategy process as 

these two approaches believe in deliberate strategy process. Evolutionary and Processual 

approaches believe in emergent strategy formulation process, this emergent strategy process 

means that strategy will emerge from the actions inside and outside of the organisation. On 

the horizontal axis, there are processes which shape the strategy, from deliberate to emergent 

strategy processes. Vertical axis consists of the outcome, which strategy is heading for, from 

profit maximization, that is self-explanatory and plural, which could mean for the quality of 

the whole product for example. (Whittington 2001, 3) 
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Figure 1. Four approaches to strategy (Whittington 2001, 3) 

 

The classical approach is the oldest and is the most influential today although there are many 

newer approaches. Rational planning methods are dominant part of classical approach and 

are the key to the goal of classical approach, profitability. Classical theorists believe in 

manager’s ability to create profit-maximizing strategies for a long period of time through 

rational strategic planning. (Whittington 2001) 

 

The evolutionary approach doesn’t trust into top management’s ability to plan or to make 

rational choices as much as the classical approach (Whittington 2001, 15-17). Like biological 

evolution, the evolutionary theory predicts that only the strongest and fittest will survive for 

example in a new niche market (Hannan 1997). Evolutionary theorist trust into the market’s 

ability to secure revenue and profitability in the end and this is a result of the fittest strategy, 

which flourishes as weaker one’s crumble and leaves from the market. (Whittington 2001) 
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The processual approach is like evolutionary in the aspect of not trusting entirely on rational 

strategy-making, top management’s ability to make rational strategy, but they differ by 

doubting markets profit maximising chances. Processual theorist believes in emerging 

strategy, which emerges from the markets and within the organisation. (Whittington 2001, 

219) Processual approaches two central themes are cognitive limits on rational action and 

micro-politics of organisations (Pettigrew 1985). The processual theory brought psychological 

and more realistic human behaviour into the discussion. People aren’t rational they are biased 

and boundedly rational. (Cyert & March 1963) Micro-politics in processual approach mean, 

that organisation isn’t just one function like production or utility like profit, Organisation is a 

fusion of the individuals in the organisation. These individuals bring their own goals, biases, 

and competence into the organisation. (Cyert & March 1963, 31) The processual approach 

changed the strategy process from formulation first and implementation second by turning it 

around, processual theorist think that strategy is found in action like Strategy as Practise 

(March 1976). 

 

Last of the four approaches is the systemic approach to strategy. Systemic approach regains 

some of the trust for management’s ability to form a working plan. Systemic approach sees 

also, that organisations are capable of being effective in their environment. In systemic 

theory, decision makers are calculating individuals who perform mostly in economic 

transactions, but also in social systems within the organisation. (Whittington 2001, 26) These 

social systems vary between organisations, cultures and educational background, making 

people’s economic behaviour embedded with the network of social relations (Swedberg, 

Himmelstrand & Brulin 1987). Systemic approach theorist Whitley (1991) thought that 

different organisational structures become successful in particular social context, especially 

when the culture is homogenous and have strict boundaries.  Strategy development process 

is highly affected by the strategist’s views, social characteristics, and social context. In 

systemic approach strategy is relativistic, ends and means are the reflections of the strategist, 

this means that strategy may be highly rational like classic approach or emerging like 

processual approach. (Whittington 2001, 37) 

 



13 
 

2.3 Strategy Statement 

 

Strategy statement summarises strategy from different parts. Collis and Rukstad (2008, 63-

73) thought that the strategy statement builds up from mission, vision, objectives, scope and 

advantage. Good strategy moves the organisation to the point what it wants to be in the 

future, to its desired state of being, that is the vision. (Mintzberg 1987, 25-32) The mission is 

what the organisation seeks to accomplish in the future, it’s the organisation's statement of 

existence (Grant 2006). Objectives of the strategy are the precise organisational goals, which 

could be market share for example. The scope consists of three dimensions that are 

customers, location, and vertical integration. These answer to who are the organisation's 

customers, how geographical location affects the organisation's business and what will be 

manufactured within the organisation and what is outsourced. The last one is the advantage, 

which states how objectives are achieved. (Johnson, Whittington & Scholes 2011) 

 

 

2.4 Strategic Awareness  

 

Employees are said the be the most valuable asset in many organisations. Today about 50 % 

of the work done in organisations is knowledge work, because of this change, moving from 

physical work to more knowledge work organisations must get all their employees aligned 

with strategy. (Stewart 1998) It is important to create strategic knowledge and awareness in 

organisations every level because employees are in the end ones implementing and executing 

strategy. Employees must be taught about strategy so that they can really understand it 

because otherwise, they aren’t able to help within the implementation process if they don’t 

understand the strategy. Strategic awareness and knowledge are built on effective and 

understandable communication. (Kaplan & Norton 2001) 

Strategic awareness is the individual level of understanding, but when the discussion is about 

group’s understanding or organisations top management's understanding of Strategy or what 

it should be, the correct term is the strategic consensus (Ensley and Pearce 2001). Strategic 

awareness and consensus research have mostly focused on studying relationships of top 

managers level of consensus about the organisations strategy, goals and how it is performing 
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(Kellermanns, Walter, Lechner & Floyd 2005).  In this research, these two concepts are 

combined, as strategic awareness. 

 

Executing new strategy is the most crucial point of implementing a new strategy and still, 

about 70 % of organisations new strategies fail at the launch (Miller 2002). Jones’s research 

shows, that only 8 % of employees understand the strategy (Jones 2008). Employees of the 

organisations aren’t aware of the strategy or coming change and this awareness is crucial for 

organisations succeed in the change process. 

 

Table 1. Well performing organisations have far greater communicators in management and 

employees also understand the goals of the organisation.  (Stewart 1999)  

 

 

 

 

 

 

 

 

 

 

 

 

 

To get employees to understand new strategy management should communicate effectively 

and so that every employee can understand the new strategy. Through effective 

communication, management can create strategic awareness and enhance it. Management 

should also test employees if they truly understand the strategy and if there are holes within 

the knowledge then educate them a little more. When time passes management should do 

continuous checking to employees to see if they believe in the strategy and find strategy 

loyalty among employees. This educating process should be as important as advertising or 

promotions because employees are the ones who meet customers and do the work the work 

  

Well performing 

organisations 

Poorly 

performing 

organisations 

Employees have good 

understanding of overall 

organisational goals 

67% 33% 

Senior managers are 

highly effective 

communicators 

26% 0% 
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in the organisation. Employees strategic awareness should be raised to the level, that they 

understand how they can help the organisation to meet the strategic objectives. (Kaplan & 

Norton 2001) From top to bottom view of strategic communication isn’t the recommended 

way of communicating, because organisations have become complex and have unpredictable 

processes (Mantere 2008). If employees cannot understand the vision of the company, they 

are likely not to understand strategy at all. Without employees understanding the vision, 

mission, and strategy they cannot help in the implementation process. (Kaplan & Norton 

2001) 

 

Strategic awareness researches have studied top management's and middle management's 

communication to strategic awareness within organisations. In Davis’s, Joseph’s, and Clay’s 

(2012) research they found out that top management’s communication is more associated 

with strategic awareness than middle management's communication is. Effective 

communication is key to create strategic awareness and consensus in the organisation and 

top management cooperation with middle management, should strive to communicate with 

clarity, so everyone can understand it. But there is a problem with communication and its 

quantity, more is not always better. Although the middle manager’s communications clarity 

can be at high level they paradoxically acquire too much information, which can lead to 

information saturation. This information saturation with additional communication and 

information from top management can lead to information overload. (O’Reilly 1980) If 

information comes from some other source, employees and middle managers are in danger 

of getting biased. When multiple sources are used to communicate strategy to individuals, 

their strategic awareness might weaken and understanding of strategic intent can become 

blurry. For strategic awareness and strategic consensus, it is important to keep 

communication’s clarity at a high level and concentrating information into a few focused 

sources, which can give precise information, that is not biased. (Davis, Joseph Allen & Dibrell 

2012) 

 

Table 1 is from Stewart’s research about the importance of communication within the 

organisation and how it affects overall performance. Well-performing organisations have 

employees who are highly aware of the organisational goals and most likely contribute in 

effective ways to strategic goals. Whereas at poorly performing organisations only 33 % of 
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employees have a good understanding of goals, this might imply, that strategic awareness 

might be non-existent, because none of the poorly performing organisations managers were 

effective communicator. If the managers cannot explain the strategy to employees, they 

cannot follow it or contribute in effective way to organisational goals. Highly performing 

organisations had 26 % of managers who are effective communicators which do not seem 

much, but if even one-fourth of the managers are effective communicators the amount of 

employees understanding of organisational goals is 67 %.  Communication is the key to make 

employees strategic awareness rise and this also affects the organisation's performance 

directly. (Stewart 1999, 22-25) Organisation’s performance can be with effective 

communisations and also with involving different parts of organisations to strategy 

formulation processes. Wooldridge’s and Floyd’s (1990) research results points out, that 

Involving different parts and levels of organisation to strategy formulation process is affecting 

organisations performance positively. This positive effect of involvement should be used to 

make better decisions in organisation’s strategy formulation process. Involvement is related 

to strategic awareness, consensus and commitment to strategy. (Wooldridge & Floyd 1990) 

Those managers who felt more involvement to the strategy were also more adaptive, more 

rational in decision making and had stronger vision. Communication of these more involved 

managers is less top to down. (Collier, Fishwick & Floyd 2004, 67-83) Creating Strategic 

awareness is not about top to down management it is about effective communication (Kaplan 

& Norton 2001). 

 

2.5 Strategy as Practice 

 

Strategy as Practice approach emerged in the early 2000s to study strategizing and strategy 

work (Jarzabkowski, Balogun & Seidl 2007). Before Strategy as Practice approach strategy was 

seen as the property of the organisation, but strategy as practice changed this. Strategy in 

strategy as practice should be seen differently, strategy is something that people do in 

organisations. (Johnson, Melin & Whittington 2003) Also, the organisation's strategy isn’t 

bounded into some level of organisation, but it is open and will spread out to many 

organisational levels as there are strategy practitioners at all levels of the organisation. 

(Golsorkhi, Rouleau, Seidl & Vaara 2010) 
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From the classical approach of profit maximization strategy to systemic theorist’s strategy, 

research has been mostly about developing or creating the strategy, but not about strategical 

action. Processual researchers thought strategy as an emerging phenomenon, which was 

shaped by the forces of market and organisation. Strategy as Practice research has studied 

themes like formal strategic practices, sensemaking, roles and identities in strategizing and 

power of strategic practices. (Golsorkhi, Rouleau, Seidl & Vaara 2010) Strategy as Practice 

approach is a lot like processual approach, but it focuses on to managerial level to see how 

the strategist of organisations strategizes (Whittington 1996). 

 

Strategy as Practice approach focuses in the micro level social activities affecting strategy, 

which means that it focuses to study the practices of how people do their real work, in this 

context how top management strategize. (Cook & Brown 1999) Although focus is at the 

management, strategy as practice approach doesn’t take as narrow and simple way on 

analysing strategy as classical approach, which studied the analysis of strategic direction to 

profit maximization. Practice approach takes the perspective of doing strategy and it observes 

the practitioners. (Whittingtton 2001) 

 

Strategical practitioners in Strategy as Practice approach are all individuals, who are in touch 

with strategical action. This means that every employee of the organisation is a practitioner 

of strategy. This is the key difference, that differentiates Strategy as Practice from many other 

strategic approaches. (Vaara & Whittington 2012) When the topic is Strategy as Practice, the 

discussion is about interaction between people, the strategist of the organisation.  Strategist 

of the organisation includes top management, middle management, and employees for 

example, but accountants, consultants and also the customers are seen as strategists also. 

Accountants and especially customers are not normally labelled as strategist by the 

organisation, but acts, actions and interactions are making a difference within the 

organisation. (Mantere 2005) When examining the practitioners of strategy, attention is 

focused on to how practitioners act, what they do, who are they interacting with, and how 

this action is done in practice, this all adds up to how they execute and feel the strategy 

(Ezzamel & Willmont, 2004). This view of Strategy as Practice concentrates on the 

practitioner’s skills and knowledge about how strategy is carried out. Strategy as Practice 



18 
 

approach examines the practitioners of strategy, but also the practice of strategy and 

practices how strategy is done as the main views of the approach. (Jarzabkowski 2008, 19)   

 

Practice in Strategy as Practice approach pursues to change the view of strategy from a 

polarized view of intended and emergent strategy or formulation and implementation to 

more intertwined concept. Especially in academic research of strategy and literature is full of 

this polarized view. (Jarzabkowski 2008, 19) Academic literature has characterized strategy as 

a problematic concept and how it is analysed by these polarized views, this brings the 

challenge of change because strategy is most often learned from academic literature (Chia 

2004). Processual theorist came to the conclusion, that there is a relationship between 

processes and the content of the strategy, and how these are intertwined together. Practice 

approaches mission is to remove these kinds of dichotomies or polarizations and take strategy 

research and work forward from these old theories to view Strategy as Practice. (Pettigrew & 

Whipp, 1991) 

 

Practices are the tools and artefacts which people use in the strategy work (Whittington 2003). 

Practices are divided into three groups of practice. First one is “rational administrative 

practices”, which indicates to the coordination of strategy and what is the purpose of strategy. 

These practices can be for example budgeting, some planning mechanisms and indicators, 

that measure performance. (Jarzabwoski 2008) Rationality of strategist might be biased, and 

this impaired rationality affects practices of the strategist, and this might lead to biased 

practices used. Although rational of these practices might be biased it doesn’t matter, because 

they are the tools which shape organisations strategy in everyday work. (Mintzberg 1990) 

Second of practices is “discursive” practice, which focuses on cognitive, linguistic and symbolic 

parts of the strategic action. Discursive practices focus on informing about strategy within the 

organisation (Jarzabwoski 2008). Researches have shown that strategy is formed by the 

language which the strategist’s uses. Done empirical research have shown, that how the 

strategists use discursive practices have consequential effects on how strategy is practised. 

(Hodgkinson & Wright, 2002) Last of the three are practices, which create openings for the 

organisation and which make the practitioners of strategy interact with other strategists, for 

example, meeting and workshops (Jarzabkowski 2008). The interactive practices are 
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meaningful part of the strategy work, but there is little research in this aspect and how these 

influence strategy (Hendry & Seidl 2003) 

 

 

 

 

Figure 2. How top management team’s actor’s relationship with strategy process and 

organisational context. (Jarzabkowski & Wilson 2002, 377) 

 

 

Strategy as practice approach brings out behaviours and knowledge, which shape strategic 

actions and how strategy process is linked to these (Turner 1994, 8). This understanding of 

strategy shows up in habits and behaviours of practitioners. From day to day work the strategy 

emerges and shapes into the form that actual practices shape it up. (Jarzabkowski & Wilson 

2002, 358) So the practice of strategy can be seen as an action where practitioners enact 

strategy into organisational context and in return strategy arises as the outcome of 

interactions within the organisations and processes (Hendry 2000). Figure 2 display's how top 

managements actors are linked to organisational context and how strategy must be thought 

and acted from knowledge to information processing. This thinking and acting must be 

followed with formal and informal processes like interactions and this affects to the material 

and social organisational context. From these kinds of processes organisational learning and 
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individual learning are formulated and communities, which practice strategy in this way are 

the instruments of understanding strategy formulation and implementation. Strategy as 

Practice approach deepens the understanding of strategic actions, interactions within the 

organisation and how important discourses are in strategy processes, which also links strategy 

as practice to the strategic awareness and how to develop it or to enhance it within the 

organisation. (Jarzabkowski & Wilson 2002, 378) 

 

Strategy as Practice researchers have studied intensively how discourses, action in the 

organisation and different processes affect strategy in the organisation and how strategy is 

seen within the organisation. Whittington’s (2003) research have found out that strategic 

communication effect’s strategic awareness, knowledge and action directly, and this is 

because effective communication leads to understanding. Although Whittington’s studies told 

that there is a relationship between communication and strategic knowledge it does not 

mean, that employees understand the strategic message, which manager is trying to pass and 

therefore managers should also act according to strategy. Management’s strategic actions are 

brought up in Karkulehto’s (2008) research where management’s acting according to strategy 

was important to employee’s strategic knowledge.  These results point out the fact that 

manager’s communication and actions are an important factor for developing strategic 

knowledge and awareness. 
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3. METHODOLOGY 

 

In this research, the target is to get new information about strategic awareness within Finnish 

organisations. This is done by doing statistical analysis and measurements to data, which is 

used for this research. Data used in this research is “Knowledge Management in Large Finnish 

Enterprises 2014”, which was originally used to research knowledge management practices in 

the largest Finnish organisations. This questionnaire was sent to 50 largest Finnish 

organisations and aim was to gather 135 answers from these organisations, but unfortunately, 

they only received 37 answers from 36 different organisation. For testing there are maximum 

of 37 responds per variable. Hyperlink to original data can be found at appendixes. 

 

This data is being analysed with statistical software SAS Enterprise Guide and goal is to find 

correlations and do Kruskal-Wallis’s tests. Some concepts that are related to statistical testing 

are null hypothesis, reliability and validity. Null hypothesis means the basic assumption, that 

there is no difference in sample space or there is no relationship between two variables. The 

null hypothesis being valid means, that there is no statistical relationship between two 

variables, this can be observed from p-values of done test’s. If the p-value is greater than 0,05 

these two variables have no statistical significance, on the other hand, when the p-value is 

lower than 0,05 test is statistically significant in this research. Reliability means how reliable 

the indicator is, in other words, it means, that tests results are not randomly generated, and 

the results are re-testable. Reliability is high when in different measurement time results are 

alike. Validity is a concept, which means how much researchers have been able to measure 

the right phenomenon that was supposed to be measured. In best scenario variables measure 

just the phenomena that it was supposed to measure, but sometimes for example variables 

field and concept field meet with each other only partially. (Holopainen & Pulkkinen 2012)     

 

Variables are either nominal scale variables and ordinal scale variables. Nominal scale 

variables can be differentiated to different classes can be separated from each other by name, 

this means that nominal scale is qualitative, not quantitative scale. Nominal scale variables 

can be still measured as numbers for example used “industry” has three classes, but class 

coded to present number one (1) is not better or worse than class that is coded to be number 



22 
 

two (2). Other used scale in the research is an ordinal scale, which is the simplest scale to 

measure quantitative variables. Most of the ordinal scale variables measure only if there is 

more or less some certain attribute, but it doesn’t measure how much more or less there is 

this certain attribute between two variables. (Metsämuuronen 2011) Because all of the 

questions used in this research are in ordinal scale or nominal scale, correlation and Kruskal-

Wallis tests with cross tabulation are the primary sources of information. 

 

This data was collected as a structured questionnaire, which was sent to 50 largest companies 

in Finland (Helander et al. 2014). Respondents of this questionnaire are from the higher levels 

of the organisation as we can see from the figure 4.  Structured questionnaires are 

predetermined in form and are filled by respondents to get more information about a specific 

phenomenon. The structured questionnaire helps researcher to get information easily from 

respondents especially when questions are predetermined. This also standardizes answers 

and quickens the handling and analysis process. Questionnaire’s meaning is to make 

answering easy and effortless for the respondent, and this should lead to fewer errors in the 

end. This comes up, especially if there are freely fillable questions, which can give the 

researcher some grey hair, because of nonspecific answers. These questionnaires can be used 

later to research something else like in this research. (Holopainen & Pulkkinen 2012) 

 

 

Figure 3. Industries within this research are manufacturing and construction, commerce and 

financial services.  
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Questions within this research are formed as statements where the respondent answers how 

this kind of practice are handled in the organisation. Statements could be answered from 

strongly disagree to strongly agree. (Helander, Kukko & Väyrynen 2014) Data was gathered 

from three different industries, which are shown in figure 3 where strategy is practised in 

different ways. Shown industries in figure 3 are Manufacturing and construction, Commerce 

and Financial services, these are the largest industries in Finland. 

 

 

Figure 4. Data was collected from different levels of the organisation. There are three 

organisations levels within used data. Top management consists of 35 % of respondents, 

middle management 46% and specialist are 19 % of the data. 

 

Out of the structured questionnaire’s variables most of them are ordinal scale and especially 

Likert scale. Likert scale is widely used for opinion surveys and it scales usually from strongly 

agree to strongly disagree. (McIver & Carmines 1981) In this research, most of the variables 

are Likert scaled ordinal variables and have five responses. These responses are: Strongly 

agree, Agree, Neither agree nor disagree, Disagree, Strongly disagree and neutral. Some tests 

have zero value for some variable, so they are left out of the presentation. 

 

3.1 Quantitative methods 

 

In this chapter there are presented the used quantitative methods. First method is Spearman’s 

correlation analysis, which test’s used non-parametric data for correlation and is specifically 



24 
 

used for ordinal scale variables. Second used quantitative method is Kruskal-Wallis test, which 

is also test for non-parametric data.  

 

Correlation tests are one of the most used tests in quantitative research but are also the most 

incorrectly used ones (Carroll 1961). This is mostly because of correlation is understood to be 

the same concept as causality, which is not. Correlation tests are used to find out if there is 

relationship or dependability between two variables. Correlations test can be used to 

determine if there is a relationship between two variables, to describe this relationship, can 

be used to provide reliability estimates, evaluating the validity and estimate superiority of 

used tool or intervention. (Chen & Popovich 2011) Hays (1994) stated that it is not important 

to distinct dependent and independent variable in correlation tests. Although correlation 

doesn’t mean causality in this research correlation is the main methodology for empirical 

testing, so it is possible to examine relationships between variables and make careful 

assumptions about research results.   

 

When interpreting correlation tests the correlation coefficient is telling about the relationship 

between two different variables. Correlation coefficient varies from -1 to 1 to show how 

variables are related. Higher the correlation coefficient is, so is the relationship between two 

variables. With positive 1 correlation variables change in the same way and as much, and if 

negative the variables are opposites. Zero Correlation would mean that between two 

variables there are no correlation or relationship. (Weber & Lamb 1970, 59-64) If there is a 

positive correlation coefficient these two variables are directly related to each other, if 

negative they are inversely related (Campbell, 1997).   

 

Levels of correlation coefficient are seldom above 0,80 correlation, within social sciences.  

When the correlation coefficient is at the level of 0,8 – 1,0, correlation is really strong. Going 

down to the level of correlation coefficient 0,6 – 0,8 is considered as strong correlation, 0,4 – 

0,6 moderate correlation and bellow 0,4 is considered weak correlation. Relationship strength 

between two variables is determined by this correlation value, although it does not mean 

causality it is still a strong sign, that these two variables influence each other. (Holopainen & 

Pulkkinen 2012) 
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𝒑 = 𝟏 −
𝟔𝜮 𝑑𝒊

𝟐

𝒏(𝒏𝟐 − 𝟏)
 

 

Formula 1. Spearman’s correlation formula. The formula of Spearman’s correlation test, which 

can be used for all ordinal scale variables, like Likert. In this formula p means Spearman rank 

correlation, di is the difference between two or more ranks of variables and n is considered as 

observation number (Metsämuuronen 2011). 

 

Because the data, which is used in this research is purely ordinal and nominal scale variables, 

tests are done with Spearman correlation tests. Figure 4 is the formula of Spearman’s rank 

correlation, which delivers the correlation between two distinct variables.  Spearman’s 

correlation is an exception from Pearson correlation because in Spearman’s correlation we 

can use ordinal scale variables for the analysis, as for Pearson’s correlation there must be at 

least interval scale variables for the analysis. (Holopainen & Pulkkinen 2012) Whereas the 

Spearman correlation test does not require this continuity of interval scale variables and there 

is no requirement for normal distribution. In this research spearman’s correlation is used to 

determine if there is a relationship between variables, and how strong this relationship is. 

(Metsämuuronen 2011). 

 

For Spearman correlation’s null hypothesis (H0) is, that there is no statistically significant 

correlation between the two variables. This means that if the p-value is higher than 0,05 risk 

level there is no correlation and if the p-value is lower than 0,05 risk level there is a correlation 

between two variables. (MacFarland & Yates 2016) In this research rejecting null hypothesis 

gives us the information, that there is statistical significance and that there is a correlation. 

From the statistically significant result correlation coefficient explains the direction and power 

of the relationship between two variables. 

 

Second used quantitative method is Kruskal-Wallis test. Kruskal-Wallis test is used to find out 

if there are statistically significant differences when comparing variable that consists of three 

or more classes. Kruskal-Wallis test is often used for ordinal scale variables and so is in this 
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research. Like spearman’s correlation, Kruskal-Wallis test is also nonparametric and doesn’t 

require data to be interval scaled or normally distributed.  (Ruxton & Beauchamp 2008) 

Kruskal-Wallis’s test is used because there is no normal distribution requirement and nominal 

and ordinal scale variables can be used for testing. 

         

Kruskal-Wallis tests null hypothesis is that observations are from a similarly divided population 

or in other words, there is no association between the two variables. If the null hypothesis is 

rejected, that specifies the difference between means of the tested variables and that the 

means are different and that leads to different distributions. (Elliot & Hynan 2011) For 

example, there is no association with strategy process and industry, which is tested if there is 

statistical significance. Kruskal-Wallis test’s p-value should also be under 0,05 risk level to be 

approved for a statistically significant result, otherwise, if the p-value is higher than 0,05 risk 

level there is no statistical significance between variables and no association. In other words, 

if variables industry and strategy process have p-value under 0,05 risk level it is statistically 

significant and there is association between these two.  In this research, Kruskal-Wallis test is 

used to determine if there is a statistical difference between two groups. 

 

3.2 Descriptive variables 

 

 This research consists of data that is gathered from the largest Finnish organisations and in 

this research, there are three descriptive statistical variables, which are to be presented 

before deepening into strategy related questions. These three descriptive variables are 

organisation’s revenue in millions, industry of organisation and in which level of organisation 

the respondent operates. These variables are compared together to explain how these 

organisations differ from each other. 
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Figure 5. Organisations industries and how revenues differ in each industry.  

 

Organisations in the data are from three industries, which are manufacturing and 

construction, commerce and financial services. From these industries, manufacturing and 

construction is the largest one, as second comes financial services and the smallest one is 

commerce. In figure 5 there are compared industries and how their revenues divide. In this 

research, concept revenue means organisations revenue in millions of euros in year. Revenues 

scatter from 1500 million euros to over 6200 million euros.  Most of the organisations are 

getting revenue of more than 6200 million euros in a year. Manufacturing and construction 

dominate revenue comparison in most of the revenues classes, but this because there are 

more observations from manufacturing and construction. Financial services compare well 

with manufacturing and construction at the lowest and highest revenue classes, but it is non-

existent in the middle. Commerce is the smallest one and does not compete well with 

manufacturing or financial services. This indicates that most of the largest Finnish organisation 

operate in Manufacturing and construction or Financial service while commerce is not as large 

as an industry compared to two abovesaid. Commerce in this data’s view isn’t as profitable 

industry compared to two other industries, but commerce is also tiniest of the three by 

observations. 
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Figure 6. Respondents of the data are shown here and from what level of organisation they 

operate and in what industry they are from. 

 

Respondents in the data are from three different levels of the organisation. The highest level 

is top management, which has second most respondents. From figure 6 can be seen how 

respondents are distributed to different levels of organisation and in what industry they are 

working. The highest number of respondents are from middle management, which is the 

second highest level on the organisational scale. specialists are the employee level in this 

research although they aren’t the typical employee level. Employees are also as a choice in 

the questionnaire, but there is no observation in that category. Manufacturing and 

construction have as many top managers as middle managers as respondents in the data, 

which is most likely a result of needed engineers and other highly educated individuals with 

technical expertise participating. Financial services do have also as many respondents in the 

management level of organisation, but they have specialist most the and this is most likely 

because financial services are highly expertise demanding industry. Commerce has as many 

middle managers within data as financial services, but there are just a few top managers and 

specialist as respondents. Commerce is also the smallest in observations in data, which could 

have an effect to this ration of middle management or this is how industries differ from each 

other as manufacturing and construction and financial services can be more technical 

expertise demanding industries than commerce.  
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4. RESEARCH RESULTS 

 

Within this chapter, the discussion is about empirical results, which are obtained from data by 

SAS Enterprise Guide 7.1 software and the methods that have been used. Statistical methods, 

which are interpreted in this research are Spearman correlation analysis, Kruskal-Wallis tests 

and cross tabulations. These tests are the main sources which provide information about 

strategy awareness and how strategy is practised within organisations. Relevant SAS outputs 

can be found at appendixes. 

 

4.1 Impacts of having specified strategy formulation process 

 

First sub-question of this research is “Does strategy process affect revenue and is there a 

difference in strategy process between industries?”. Strategy processes and revenues are 

tested with Spearman's correlation test, in which target is to find out if there is correlation, 

how strong it is, and in which direction correlation indicates the relationship. Alongside 

spearman’s correlation Kruskal-Wallis test is also used to find association between two 

variables, when the other variable is industry because it is nominal scale variable.   

 

Used variables are picked to find out about how strategy processes are related to revenue and 

industry. Variable “In our organisation there is a specified strategy formulation process”, this 

describes organisations strategy work by examining if there are specified strategy processes 

within the organisation. Industry variable and revenue in millions of euro are used in analysis.  
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Figure 7. Organisation’s revenue and how specified strategy formulation process distributes 

organisations. 

 

Table 2. Spearman’s correlation between revenue of the organisation and if there is specified 

strategy formulation process within organisation. P-value 0,0225 and correlation coefficient 

0,385. 

 

 

 

For specified strategy formulation process there is 35 observations and answer options from 

1 to 5 in Likert scale with mean of 4,31 and standard deviation 1,07. Revenue has also 37 

observations with answer options from 1 to 5. Revenues mean is 3,35 and standard deviation 

1,69. From figure 7 can be observed, that most of the organisations strongly agree to have 

specified strategy process and most of those organisations belong to the highest revenue class 

of over 6200 million euros in revenue, but these strongly agreeing organisation are also found 
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from the lowest revenue class of 1500 million euros. Table 8. shows clearly that most 

organisations have specified strategy process and strongly agreeing and agreeing 

organisations are the highest revenue generating organisations. But there are just a few 

organisations, that are disagreeing to have specified strategy process.  

 

Spearman’s correlation test null hypothesis is that there is no correlation between an 

organisation’s revenue and if there is a specified strategy formulation process within the 

organisation. Opposing the null hypothesis, hypothesis one means that the stronger 

respondent’s feelings are about having a specified strategy formulation process within the 

organisation, the revenues should increase. In other words, the stronger feelings are about 

strategy formulation process within the organisation, the higher the generated revenue 

should be.  From table 2 that consists of correlation of organisations revenue and if there is 

specified strategy process within organisation presents, that for these two variables p-value 

is 0,0225, which is lower than 0,05 level of risk and this means, that null hypothesis is rejected. 

Rejecting null hypothesis means, that there is correlation between these two variables. The 

correlation coefficient for these two variables is 0,385, which is considered weak correlation 

coefficient. 

 

Figure 8. How specified strategy formulation process differs by industry. 
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Table 3. Kruskal-Wallis test for finding association between is there specified strategy 

formulation process within organisation and organisations industry. 

 

 

To examine the possible association between organisation’s industry and if there is specified 

strategy formulation process within the organisation, is tested with Kruskal-Wallis test. 

Kruskal-Wallis test’s null hypothesis is that there is no association between the two variables. 

In this examination between industry and if organisation have specified strategy formulation 

process, an alternative hypothesis is that there is association between variables. The industry 

as a variable has 35 observation and answer options vary from 1 to 3. From Figure 8 can be 

seen, that all respondents have answered pretty evenly in all industries to most of the options 

and there can be seen a pattern taking shape. From table 3 P-value is 0,767, which exceeds 

0,05 risk level. This exceeding means that null hypothesis is accepted and therefore 

organisation’s industry doesn’t have an association with having specified strategy formulation 

process within the organisation. 

 

4.2 Different industries and differently acting top management 

 

Next chapter deals with the second sub-question, which is “Is there difference in top 

management’s strategic actions in different industries?” and here examination focuses to top 

management and do their acting according to strategy differ by industry. Variables used for 

this examination are industry and strategy related variable is “Our organisation’s top 

management acts according to strategy”.  
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Figure 9. bar chart how top management acts according to strategy and how this show up in 

different industries. 

 

For top management’s acting according to strategy variable there is 35 observation with 

answer option ranging from 1 to 5. Mean for the variable is high 4,43 and standard deviation 

of 0,70 with median being 5.  Different industries and responses to if top management acts 

according to strategy are shown in the figure 9, which presents differences by industry. Figure 

9 displays that most of the practitioners of the data are answering “agree” and “strongly 

agree” in which manufacturing and construction are dominating these two. Financial services 

are also answering “strongly agree” that can compete with manufacturing and construction’s 

numbers. Commerce is the only one to have disagreement. 

 

Table 4. Kruskal-Wallis test for industry and top managements acting according to strategy.  
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Kruskal-Wallis test shows up the association between two variables. The null hypothesis is 

that there is no difference between two variables: Organisation’s top management acting 

according to strategy is not dependent on industry. Alternative hypothesis is the opposite, 

that these two are dependent on each other.  Table 4 displays Kruskal-Wallis test between 

these two variables, where chi-square is 6,32 and p-value is 0,04, which is lower, than the risk 

level of 0,05 and because of that null hypothesis is rejected. Rejecting null hypothesis means 

that distributions differ and there is association between variables. There is a difference in the 

distribution of top management’s strategic acting and industries, which means that certain 

industry’s top management acting more according to strategy than other industries. From 

figure 9 shows how, manufacturing dominates “strongly agreeing” and “agreeing” groups and 

financial services do also well, but in commerce strategic acting doesn’t go so well, but 

observation size is small, which affect this test because there are not equally observations 

from all industries. 

 

4.3 Strategic practices affecting strategic awareness 

 

Third sub-question is about how organisational strategy is known within the organisation and 

these test answer to question “How well the organisational strategy is known in the 

organisation?”. To examine this phenomenon the Spearman correlation test is used to find 

relationships between variables. Used variables are “Organisation’s strategy related questions 

are handled within different departments”, which have 37 observations, answer options from 

1 to 5 and mean is 4 with standard deviation of 1,18. “Organisations strategy, organisational 

structure and policies are interdependent”, have 36 observations with answers going from 2 

to 5 and mean is 4,06 with standard deviation of 1,04. “Organisations top management acts 

according to strategy”, with 35 observations on answer option from 2 to 5, mean is 4,43 and 

standard deviation 0,70. “Management is committed to execute strategy” have 37 

observations with answer option ranging from 1 to 5, mean is 4,08 and standard deviation is 

1,01. “Our organisation’s employees know organisations strategy well”, has 37 observations, 

choices for answers are 2 to 5 and mean is 3,57 with standard deviation of 0,77. “Our 

organisation’s uses multiple communication channels”, have 30 observations with answer 

options ranging from 3 to 5, mean is 4,57 and standard deviation 0,62.  
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Figure 10. How well employees know strategy in different industries. 

 

Organisation’s employee’s strategic knowledge or strategic awareness is shown within figure 

10 and how answers divide to different industries. Employees strategic knowledge is high level 

at financial services and manufacturing and construction. Commerce has mostly “Neither 

agree nor disagree” responses as other two industries have most responses in “Agree” 

category. 

 

Table 5. Spearman’s correlation table to display all variables used in correlation tests with 

organisation’s employees know strategy well.  
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Spearman’s correlation test is used to find variables, which affect to organisation’s employee’s 

strategic knowledge. For all these combinations null hypothesis is that there is no correlation 

between variables. Table 5 displays all correlation variables used in this examination.  

 

Firstly, when organisation’s strategy, structure and policies are interdependent they correlate 

with employee’s strategic knowledge. For this combination p-value is <.0001 that is lower than 

0,05 risk level, it is statistically significant. Combination’s correlation coefficient is 0,62, which 

means that there is strong positive correlation between these two. Therefore, having strategy, 

organisation structure and policies interdependent in organisation have positive correlation 

to employee’s strategic knowledge. 

 

Using multiple communication channels in organisation is important and to find out if it has 

any relationship to organisation’s employee’s strategic knowledge. This combination has p-

value of 0,0004 and correlation coefficient of 0,60. 0,004 is lower than the risk level of 0,05, 

because of that it’s statistically significant and with strong correlation coefficient. Using 

multiple communication channels has strong relationship to organisation’s employee’s 

strategic knowledge. 

 

Next combination is to find out if there is a relationship between employee’s strategic 

knowledge with handling strategy related questions within different departments of 

organisation. For this combination p-value is <.0001, which is greatly lower than 0,05 risk level. 

The correlation coefficient for these variables is 0,62 and it indicates strong correlation. 

Handling these strategy questions in different departments has strong positive relationship to 

organisation’s employee’s strategic knowledge. 

 

Organisation’s management is the main driver of the strategy in most cases and to find out if 

organisation’s management’s commitment to execute strategy would correlate with 

organisation’s employee’s strategic knowledge next examination is about this combination. 

These two variables have p-value of <.0001 and it is lower than 0,05 risk level, therefore this 

combination is statistically significant. The correlation coefficient of this combination is 0,79, 
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which is strong correlation. This means, that there is a really strong relationship how 

committed management is to execute strategy and the level of strategic knowledge among 

employees. 

 

 

4.4 Commitment to strategy 

 

Last sub question examines commitment to strategy within organisation and the question is 

“Are people within the organisation committed to strategy?”. Methods used are Kruskal-

Wallis test and Spearman correlation tests. New variables for this analysis are next. “if whole 

organisation is involved to strategy formulation process”, this variable has 37 observations 

answers ranging from 1 to 5 and mean being 2,92 and standard deviation 1,19. “Organisations 

managers are committed to execute organisation strategy” and this variable has 37 

observation with possible answering range from 1 to 5. Mean of this variable is 4,08 and 

standard deviation is 1,01. “all of the organisation’s members are committed to the strategy”, 

has 37 observations, with answer range of 1 to 5 mean being 3,81 with standard deviation of 

0,88. 

 

  

Figure 11. How managers commitment shows up in each industry. 
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Manager’s commitment to execute strategy properly is one of the most important duties in 

management and from figure 11 it is shown how this commitment vary between industries. 

Most answers are in “Agree” and “Strongly agree” classes with looking to have a pattern from 

“Nor agree or disagree” to “Strongly agree”. Manufacturing rises steadily on the scale, 

financial services has evenly distributed answers and commerce distributes also pretty evenly 

on the whole scale. 

 

Table 6. Kruskal-Wallis test to find out difference about managers commitment and industry. 

 

 

Table 6 shows the presentation of Kruskal-Wallis test for industry and management’s 

commitment to strategy. null hypothesis is that there is no association between two variables. 

P-value for this pairing is 0,30 and it is higher than 0,05 level of risk, which means that null 

hypothesis is accepted and stays valid. There is no statistical significance between these two 

variables. Therefore, managers commitment does not differ from another. 

 

 

Figure 12. How organisation’s members are committed to strategy and how does that differ 

between industries.  
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Next how organisations members are committed to organisational strategy and does this 

differ between industries. Figure 12 present values how committed organisations members 

are and most of them “Agree” to be committed to strategy. Commerce has only two classes 

of observation, which are “agree” and “disagree”, but 5 out 6 from commerce think, that 

members are committed to strategy, which is great. Manufacturing and construction scatters 

to evenly through the scale and financial services are on the stronger sides of agreeing. 

 

Table 7. Kruskal-Wallis test for industry and organisation’s members commitment to strategy.  

 

Kruskal-Wallis test was done to find out if there is significant association between members 

commitment and industry. From table 7 can be observed, that P-value is 0,82 which greatly 

surpasses the risk level of 0,05 and is not statistically significant. There is no association 

between being from certain industry and being committed to strategy. 

 

 

Table 8. Spearman’s correlation test between management’s and members commitment and  

how these affect revenues. 

 

Next is to examine if there is correlation between commitment and organisations revenue. 

This examination is done with Spearman’s correlation test, which results can be observed 

from table 8, and null hypothesis is that there is no correlation between two variables. First 



40 
 

organisation’s members commitment to strategy and revenue has p-value of 0,18, and 

therefore null hypothesis stays valid. There is no statistical significance between these two. 

Secondly correlation of manager’s commitment to strategy and revenue, which have p-value 

of 0,11 and correlation coefficient of 0,26. P-value exceeds risk level of 0,05, because of that, 

there is no statistical significance or correlation. Commitment to strategy doesn’t influence 

generating more revenue. 

 

Table 9. Spearman’s correlation on specified strategy process and commitment of members 

and managers  

 

 

Is commitment a result of specified strategy formulation processes? Next examination is to 

find out if there is correlation between strategy formulation process and management’s or 

with organisations members, which can be seen from table 9. Null hypothesis is that there is 

no correlation. Management’s commitment and specified strategy process has p-value of 

0,0002, which makes it statistically significant because it is lower than 0,05 risk value. 

Correlation coefficient of 0,59 is moderate correlation. Organisations members commitment’s 

p-value is 0,007 also and it is also statistically significant value. Members commitment’s 

correlation coefficient is 0,45. There is moderate correlation between commitment and 

having these specified strategy processes. 
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Table 10. Spearman’s correlation for involving whole organisation and how committed 

members of organisation and managers are. 

 

 

Next observation deals with involving whole organisation to participate in the strategy 

formulation process and does this have correlation with commitment of managers or 

members of the organisation and the results can be seen from table 10. First managers 

commitment’s p-value is 0,0095 which is lower than 0,05 risk level and is statistically 

significant. The correlation coefficient is pretty low 0,42 but it is moderate correlation still. 

Involving whole organisation have more powerful impact on members commitment. 

Members p-value is <.0001 and is lower than 0,05 risk level, with strong correlation coefficient 

of 0,70. Members of organisation get more committed than managers when whole 

organisation gets to be involved in strategy process. 
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5. SUMMARY AND CONCLUSIONS 

 

This chapter consist of summary, answers to research questions and research conclusion’s. 

Summary expresses how this research was done and what was found out. Results of empirical 

testing are concluded and then presented some future research ideas and questions. The main 

research question is answered with the four-sub question, which were handled in the previous 

chapter. 

 

5.1 Summary 

 

This research started by introducing what is about to be researched, concepts and research 

questions. Moving forward from the introduction chapter two consisted of strategy theory. It 

started by explaining strategy’s history as a concept and moving on what it is considered 

today. History of four approaches described the development of strategy and how it has been 

approached before and how it has changed over the years. Strategy statement, strategic 

awareness and strategy as practice chapters explained deeply about researches main 

theories, what those studies have found out and what they believe strategy is. The third 

chapter, methodology consisted theories of statistical methods used for this research. Used 

methods were Spearman’s correlation, Kruskal-Wallis test and then there were descriptive 

variables used in tests. Tests were done using SAS Enterprise Guide statistic software. The 

fourth chapter presented the research results, which were obtained from SAS and edited with 

excel in more descriptive and aesthetic form. Within chapter four all the tests for sub-research 

questions were done. The last chapter of the research is summary and conclusions to end this 

research with summary, deep conclusions about what was done and how these results 

connect to strategy as practice and strategic awareness and for last is left further studies to 

discuss recommendations what could be studied in the future. 

 

5.2 Conclusions 

 

First sub question observed how specified strategy process could have an effect to revenue 

and if there was a difference between industries. Revenues were mostly evenly scattered 
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across industries, but those organisation’s which felt that they have more specified strategy 

processes had higher revenues than others. To support this view Spearman’s correlation test 

was done to find out about the relationship between revenue and strategy process. Revenue 

and specified strategy process had positive correlation coefficient, and this means that there 

is relationship between revenue and specified strategy process. From Spearman’s test 

provided the direction and strength of the relationship, and because the relationship is 

positive it is possible to assume, that organisation, which are doing strategy work with 

specified formulation processes generate revenue more, than those organisations, which do 

not. From correlation, causality cannot be assumed, because there might be other variables 

and phenomena affecting both. Strategy as practice approach weight’s action’s highly and 

strategy formulation process is just the kind of process, as all of the organisation’s members 

are practitioners of strategy work. Also differences at having specified strategy formulation 

process and industry were observed. Most industries had responded, that they have specified 

strategy processes, but only one with strongly disagreeing in this part was manufacturing and 

construction, which dominates all other answers as well. Kruskal-Wallis test was done to get 

information if industry had association to having specified strategy processes, but there was 

no association with these two. Having specified strategy process has correlation with higher 

revenue and do not differ by industry. Because of these finding’s organisations should invest 

effort to strategy formulation processes regardless of what their industry is. Doing this is 

exactly what strategy as practice studies, processes of formulating the strategy. Wooldridge’s 

and Floyd’s (1990) research concluded that strategy processes could be made better by 

involving more organisation’s members to make better decisions. This better decision making 

could be the reason why there is correlation between having specified strategy formulation 

processes and having higher revenue.  First sub-questions answer is that strategy process has 

relationship with revenue and there are no differences between industries in strategy 

formulation processes. 

 

Second sub question handles if top management’s actions differ between industries. Strategy 

work is mostly seen as top management’s job from formulation to implementation and 

strategy as practice has studied management’s actions and communication, because 

management’s practices should follow strategy in order to develop organisation’s strategic 

awareness. Manufacturing and construction had the strongest feeling about how well top 
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management act’s according to strategy. Half of manufacturing and construction’s 

respondents were from top management and the other half was from middle management 

and there was no specialist in this group so top management and middle management feel, 

that top management is acting well according to strategy. This may also be a result of 

management answering how they feel and not counting others and the possibility, that 

management could be biased. Financial services also had a strong opinion, that management 

does a good job at acting according to strategy and this may be result of being at industry 

where expertise is highly valued. Commerce, which has much smaller response pool than two 

other industries is only one disagreeing and not taking a side. These results brought out that 

there might be industries, whose top management is acting more according to strategy than 

others. Kruskal-Wallis test was done to observe if there are differences between industries. 

The test indicates, that there is difference in distribution, which means that there is 

association between having more strategically acting management and being in certain 

industry. Kruskal-Wallis test do not give results about the order of variables, but from figure 9 

manufacturing and construction dominates the fact, that they have more strategically acting 

management. But here should be careful with generalisation, because observations size is 

small, but on the other hand, these organisations are the most successful Finnish 

organisations. Finland is largely industrialised country and from exporting comes around one-

third of country’s GDP, where the manufacturing and construction industries are operating 

(Best countries for business- Finland 2017). From this we can make a careful assumption, that 

top management acts according to strategy better in some industries, than others. 

 

Third of the sub-question deals with how well organisational strategy is known. This relates 

straight to strategic awareness, strategic communication and strategic practices. This question 

answers to what practices have relationship to strategic awareness in order to develop the 

largest Finnish organisations strategic awareness. Strategic awareness studies have come to 

the conclusion that strategic awareness can be developed and spread out by effective 

communication. Strategy as practice scholars have also found that strategic communication 

and discourses are the key to educate employees about strategy. Stewart’s study (1999), 

presented in table 1, also categorized organisation into well performing and poorly 

performing and what well performing had in common was, that they had senior managers 

that were effective communicators compared senior managers of poorly performing ones, 
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who had zero effective communicators. (Stewart 1999, 22-25) This effective communication 

leads to employees having a better understanding about strategy, which leads to strategic 

awareness. In many times organisation management is unable to communicate strategy so 

that everyone could understand it. (Rukstad & Collis 2008) Strategic intent is built up from 

effective communication in the whole organisation and it is important for getting information 

from sources that have the same kind of thought about strategy, if not strategic intent might 

become weakened. Weakened strategic intent has direct effect on strategic awareness as 

people might get confused about strategy. 

 

From different industries strategic knowledge has the best value’s in manufacturing and 

construction compared to others and financial services had most “strongly agree” responses. 

Commerce’s mostly answered option was “Neither agree nor disagree”, which may be 

because of the industry.  For finding answers to what affect strategic knowledge in largest 

Finnish companies, Spearman’s correlation tests were done to find correlations. First to be 

tested was if organisations strategy, structure and policies are interdependent to have 

correlation with employee’s strategic knowledge. This result seems logical because if strategy, 

organisation structure and policies are interdependent, organisation practices are done 

according to strategy and these strategic actions are what builds up the strategy as an 

emerging phenomenon.  From here assumption can be made, that if organisations strategy, 

structure and policies are interdependent the stronger is employee’s strategic knowledge 

should rise.  

 

Next one to examine is if there is correlation with using multiple communication channels and 

if organisation’s employees know strategy well. Strategic awareness and strategy as practice 

studies have found out, that communication is one the most crucial tool to spread strategic 

awareness. Using multiple communications channels correlates positively with organisation’s 

employee’s strategic knowledge. From this we can assume that using multiple communication 

channels to communicate strategy is related to employees having higher strategic knowledge. 

This might be an effect of effective communication. Jones’s (2008) study informed that only 8 

percent of employees understood organisation strategy. Also Stewart’s (1999) research 

explained how using effective communication can enhance employees strategic awareness 

and also is related to organisation better performance. Better communication and using 
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multiple communication channels could make strategy easier to understand because it come 

from different people who could explain it differently. Explaining insides of strategy in multiple 

of ways could help employees to understand it or to get confused about it if there would be 

information overload, which is what O’Reilly said (1980). In this research the results are that 

having multiple communication channels improves strategic awareness and this is most likely 

because of managements effective communication like Stewart’s research showed.   

 

having organisation’s strategy related questions handled within organisation’s different 

departments and how well employees know strategy is the next one to be observed. Handling 

strategy question within different departments is strategic practice to enhance strategic 

knowledge and spread it out effectively is just what Strategy as Practice practitioner’s advice 

to do, because all of organisation’s members are strategic practitioner’s. Handling these 

questions within different departments has positive correlation to employee’s strategic 

knowledge. Correlation is strong, which means that if organisation handles strategy related 

questions in different department’s strategic knowledge of employees is higher. From this we 

can assume that strategy related questions should be handled in different departments to 

develop higher strategic knowledge. 

 

The last one to observe is if organisations management is committed to execute organisation’s 

strategy and if there is correlation between employee’s strategic knowledge. Strategy as 

Practice scholars have studied management’s strategic practices a lot, but less if it affects to 

employee’s strategic awareness and knowledge. There is strong correlation between 

management being committed to execute strategy and organisation’s employee’s strategic 

knowledge. Result of this combination explain how good leadership can make employees to 

gain greater strategic awareness and hypothetically work better because management is 

showing a clear way which to follow. Karkulehto’s (2008) research explained that 

management’s action greatly affects how organisation’s employees know strategy. This is 

similar result to if management is committed to execute strategy and organisation’s 

employees know strategy well, because there must be some practices, that improve 

employee’s strategic knowledge and awareness.  
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From these four combinations can be assumed, that developing organisations strategic 

awareness and knowledge large Finnish organisations should focus on making strategy, 

structure and policies interdependent so that they are part of every day of work and 

meaningful. Developing better and more communication channels to communicate strategy 

to members of organisation, but not too much, because there is danger of information 

overload. Handling strategy questions in different departments to make more strategic 

practitioners and last, management to be committed to lead and execute strategy properly. 

Showing employee’s how to act according to strategy and general example of practising 

strategy could lead to greater strategic awareness.  

 

Last sub-question handles commitment to the organisation’s strategy. Commitment to 

strategy is one of the most crucial things in implementation and formulating strategy, because 

organisation must win its members hearts and get members to believe in strategy. 

Commitment didn’t differ by industry much and from the figure 12 could be seen almost a 

pattern to build up. This was also tested with Kruskal-Wallis test, if there would be association 

with certain industry and commitment, but there were no statistically significant results. Next 

combinations are if organisation’s members or managers are committed to the strategy, these 

have a relationship with generated revenue. But there was no correlation between generating 

revenue and having committed individuals, which sounds strange. But even the most 

committed individual cannot make large organisation more profitable but can set an example 

for others and motivate them to become more committed. Commitment and specified 

strategy process were also tested for correlation to find out if commitment could be improved 

with specified strategy formulation processes. Organisations management’s commitment to 

execute strategy correlated positively with specified processes. Member’s commitment and 

specified strategy processes have positive correlation. From these results, assumption is that 

having specified strategy formulation processes have a positive effect to organisation’s 

members and management commitment. This might be result of getting to work and practice 

strategy in a way that makes it meaningful for the people. Last test done to find out about 

commitment in organisation is if involving whole organisations to strategy formulation 

process would have an effect to members or managers commitment. Management’s 

commitment and involving whole organisation had positive correlation, which isn’t really 

strong. Meanwhile member’s commitment and involving whole organisation has a strong 
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correlation. These correlations differ hugely as members commitment rises a lot more if the 

whole organisation gets involved and this is what strategy as practice studies, practitioners of 

strategy who are in every level of organisation. For managers this isn’t such a big deal because 

they get to be involved anyway. Vaara and Whittington (2012) had similar results in their 

studies where they found out that involvement improves commitment and knowledge of 

strategy. Assumption for this result is that taking the whole organisation to strategy 

formulation process has a positive effect on especially members commitment, but also to 

manager’s commitment.  

 

To answer the main research question “How strategic awareness differs between industries, 

revenues and can it be enhanced?”. Test results have shown that having specified strategy 

formulation processes affects generated revenue positively, in some industries management 

acts more according to strategy, Strategic awareness can be enhanced with having 

interdependent strategy, structure and policies, using multiple communication channels, 

handling strategy within different departments and making management more executed to 

strategy and to get people in the organisation to commit into strategy specified formulation 

processes should be used and involve whole organisation. Comparing results to earlier 

researches, which heavily focused on communications effect on strategic awareness or how 

practices could be enhanced by communication. Whittington (2003) also found out that 

strategic communication is directly related to strategic awareness and actions. Results of this 

thesis also point out that communication is powerful tool to improve strategic awareness. 

Involvement to strategy formulation has been strategy as practices main subject as strategists 

are all members of the organisation like Vaara and Whittington stated (2012). Involving 

members of organisation to the strategy formulation process greatly improves their 

commitment to the strategy is result which is similar to Vaara’s and Whittington’s studies. 

Large Finnish organisations should focus on improving strategic practices like communication, 

involvement, and making structural changes to improve development of strategical practices. 

These practices should be developed, because these could help them to strive for even greater 

success. 
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5.3 Further studies 

 

Strategy as practice and strategic awareness both need more research on macro and micro 

level. For example, this research could have been a lot more reliable, if data had more 

observations, but unfortunately, gatherers of the data got only so few observations for their 

research. Doing research with larger observation pool and multiple respondents from the 

same organisation and from different organisations levels would make results more 

generalizable. Strategic awareness is studied only a little, when there is a lot of potential to 

find out about organisations greatest asset, people, and make organisations more profitable. 

Also doing more quantitative research both of these topics would benefit a lot of organisations 

and people within to understand what strategy is and how it affects to everyone in the 

organisation. Interesting further research would be to combine employees and management’s 

confidence in each other’s expertise and how strategic awareness and practices are affected. 

These kinds of studies would be more comprehensive and too broad for bachelor’s thesis, but 

maybe these ideas could be used for master’s thesis, doctoral thesis or some other research. 
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7. APPENDIXES 

 

Link to data:  

https://services.fsd.uta.fi/catalogue/FSD3014?tab=description&study_language=en  

 

Appendix 1. List of used variables. 

 

 

 

Appendix 2. Output of basic statistical values of the used variables. 

 

 

 

 

 



 
 

   

Appendix 3. Spearman’s correlation matrix consisting all variabes.  

 

 

Appendix4. Kruskal-Wallis test between industry and specified strategy process. 



 
 

 

 

Appendix 5. Kruskal-Wallis test between industry and management’s commitment. 

 

Appendix 6. Kruskal-Wallis test between industry and members commitment 

 

Appendix 7. Kruskal-Wallis test between industry and top management acts according to 

strategy 

 

 


