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COMMUNICATION STRATEGY - ONE OF THE MAJOR BARRIERS
FOR SUCCESSFUL STRATEGY EXECUTION IN THE ORGANIZATIONS
OF EMERGING COUNTRIES

KOMMYHUKALUA CTPATEI A - OAHO N3 OCHOBHbIX NMPENATCTBUIN
ANnA YCNEWHOU PEANN3ALNN CTPATEIMN B OPTAHU3ALUNAX
PA3BMBAKOLLNXCA CTPAH
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There are different methods of strategy forma-
tion, which has its advantages and disadvantag-
es, though no matter which method will be used
for it. The most important for the organization is
to execute strategy. According to the experience
of various organizations, those who pay an atten-
tion to their strategy communication with employ-
ees, they manage to realize their vision better.
This helps to make it easy to implement it and
not only management team is trying to realize it.
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cation strategy, execution of strategy.

Ecmb pa3Hble mMemodbl  (hopMUpOBaHUsI
cmpameauu. Kaxobili nodxod umeem csou

npeumyujecmsa, U HedoCMamku, Xoms He-
3asBucumMo om moeo, kakoli Memod 6ydem
ucrnosib308ameCsl, Haubosiee BaXHbIM O/151
opaaHu3ayuu sie/1s5emcsi BbIMo/IHEHUe cmpa-
meauu. 1o onbimy pasu4HbIX opaaHusayud,
me Kmo o6pawarom BHUMaHUe Ha KOMMYHU-
Kayuto cmpameauu €O CBOUMU COMPYOHU-
Kamu, ydaémcsi peanu3osams c80e BUOEHUe
lydwe. 3mo romozaem 6osiee siesko pea-
U308amb CmMpameauto KoMnaHuu, nomomy
4mo He MOJIbKO MEHEeOXMeHM bimaemcsi
peasiuzoBams €eo.

KntoueBble cnoBa: op2aHu3ayuoHHas cmpa-
meausi, KOMMyHUKayusi cmpameauu, peasiusa-
yusi cmpameeauu.

Problem statement. Strategy is a theoretical
model of organization development for which realiza-
tion in practice appropriate mechanism creation and
management is necessary. One of them is communi-
cate the strategy with employees. Employees need to
know that the company where they are working has
a clear strategy and the management understands
where they are going very well. This tells to employ-
ees to where their company is going, what priorities
are and how their work matches with company’s
future plan. In addition it's critically important that
employees’ understand company’s strategy. Those
employees who understand company’s strategy —
work better. Everyday they make the decisions, which
matches to company’s long-term vision.

The real priority in the Company has those objec-
tives and directions on which the employee are
actively working and spend more resources — mate-
rial, time and intellectual; And not those tasks that are
only defined according the strategy.

There are two main challenges about communica-
tion of the strategy; the first challenge is to make sure
that the employees are aware of the strategy.The sec-
ond challenge — is to ensure that people understand
the strategy. Therefore, managers should ensure that
all key employees are aware of and understand the
“what”, “why”, “how”, “when” and “who” of the strat-
egy. Communicating the strategy is about ensuring
that every employee in the organization knows and
understands the direction in which the organization is
supposed to move, in form of the business strategy.
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Also, for Modern organizations it is important that
initiatives are coming from lower-level employees.
One possible solution is to communicate strategy
with the employee. Today, in most parts of organiza-
tions the initiatives mainly come from the top to the
down and not vice versa.

In such cases, the generation of ideas is taken up
by the heads. As a result it is followed with a lot of
negative consequences. The first is, that there is a
lack of ideas, which does not give a chance for selec-
tion to choose the best among them. In addition, the
ideas coming from the heads, as a rule, have no
opponents and almost all of them are implemented,
and consequently, most of them are unprofitable and
inefficient. However no one is saying it openly, before
the results are exposed.

Analysis of recent research and publications.
Strategy describes how the organization plans to cre-
ate value for its stakeholders, customers and gener-
ally for citizens (Robert S. Kaplan, David P. Norton,
2004) — what is organization’s main destination, why
it was created, what are its goals and how it is going
to satisfy customers’ needs and to achieve its goals.

Strategic are those decisions which effect on
organization’s development in the long-term period
and do not include ongoing operational actions.
These are decisions which may stipulate completely
different structure formation. Sometimes, on this
kind of decisions may influence such external fac-
tors as: important changes on the market, govern-
ment regulations and/or radical changes done by
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competitors. Sometimes this is stipulated by internal
factors — management team changing, organiza-
tion’s financial structure weakening, technological
changes and etc.

American professor Peter Drucker (1974) has an
interesting idea about strategic planning concept:
“Strategic planning does not deal with future deci-
sions. It deals with the futurity of present decisions.”

There are differenc definition of strategy and stra-
tegic implementation. Part of researchers has been
described strategic implementation as just the execu-
tion of a strategic plan (Aaker, 1988), while others
have emphasized the control process and personnel
delegation of organizational goals (Hrebiniak & Snow,
1984). Charles Noble’s (1999) Emphasizes the role of
“communication, interpretation, adopted, and enact-
ment of strategic plans” in strategic implementation
proces. In the words of Hrebiniak (2005): “Execution
demands ownership at all levels of management.
From C-level managers on down, people must com-
mit to and own the processes and actions central to
effective execution. Ownership of execution and the
change processes vital to execution are necessary for
success. Change is impossible without commitment to
the decisions and actions that define strategy execu-
tion (...) Execution will fail if no one has skin in the
game”.

Despite the various interpretations of what stra-
tegic implementation means, it is important to rec-
ognize the role of human, behavioral dynamics and
communications in the execution of organizational
objectives.

Unsolved aspects of the problem. Substan-
tial researchers have covered that there is a gap
between strategy formulation and strategy execution,
moreover, that there is a gap between strategy formu-
lation and strategic communication. According Zook
& Allen, 2001 90% of all companies fail to realize their
strategic ambitions; Kaplan & Norton (2005) Found
that 95% of a company’s employees are unaware of,
or do not understand its strategy, Axson has estab-
lished, that (1999) 73% of employees do not have
access to the organization’s strategic plans. Fur-
thermore, only 42% of managers have access to the
organization’s strategic plans.

The question — how are people supposed to know
what to do, if they don’t even know about the strategy
in the first place?

Objectives of the study. Identify and study prob-
lems of strategy execution, specifically, strategic
communication issues in the modern organizations of
emerging countries.

World practice shows that the strategy formula-
tion and implementation approaches are constantly
changing and increasingly becoming their perfection,

! The survey did not cover those organizations who are practicing
in the field of education.

but in the emerging countries this will not have devel-
opment or being introduced late.

The main material. In order to identify and study
problems of strategy execution in the modern organi-
zations of emerging countries, there was conducted
a research on the example of Georgian companies.
In this research there were participated 59 top-level
managers of organizations operating in Georgia and
more than 100 employees.

For identification of strategy formation and execu-
tion problems in modern Georgian organizations, sur-
vey questionarries were sent directly to organization’s
top-level managers or those departments supervisors
who have information about organization’s manage-
ment systems (for example: planning and control
department supervisor).

For research there were selected those organi-
zations (local and foreign private organizations) that
exist on the market at least 3 years and they have at
least 50 employees. Mentioned criteria was chosen
to exclude problems caused because the organiza-
tion is too young and to make sure that management
had time to form management systems and establish
it. Frequently in small organizations, where number
of employees equals to 20, system errors are not as
critical as in large organizations.

According to the data of the National Statistics
Office of Georgia the 1042 organizations meet these
criteria’. The companies were selected randomly. In
addition, in order to raise the level of representative-
ness of results, the companies were divided by the
number of employees: from 50 to 100, 100 to 500
and companies with more than 500 employees. An
equal number of organizations were selected from
each group.

At the same time there was also done organiza-
tions’ employee survey, and for this was prepared
a separate questionnaire. Purpose of employees’
research was to recheck the results of top-level man-
agers’ survey. More than 100 employees participated
in the survey. The research was conducted in the
same organizations where top-level managers were
surveyed.

Research results turned out to be interesting. One
of the basic problems identified regarding strategy
execution is that one part of organizations has no strat-
egy formed completely and prepared as a document.
Also the declaration of strategy and its proper com-
munication with employees takes place pretty rarely.
Though, there are three key components necessary to
successful Strategy implementation: relevant structure
(Chandler's principle — "Structure follows Strategy"
(1962)), resources and, finally, to convince employees
(and not forced to accept) to act according to the strat-
egy with the right communication.

Part of organizations has no strategy formed
completely and prepared as a document: 80%
of organizations, which were surveyed during the
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research, mentioned that they had formed organiza-
tion development strategy, though only 27% of them
indicated that they had a written strategy. Only 53%
of organizations surveyed have strategy prepared as
a document.

When strategy is not written this means that orga-
nization management takes place on verbal agree-
ments level and decisions taken regarding goals,
vision, tasks and their achievement ways stay only
in the minds of management team. In addition, when
the strategy is not formed in a written way or as a
document, achieved agreements and defined goals
might be perceived in a different ways by individual
manager.

It is also difficult to overview and analyze for a
certain period what the organization was planning to
achieve and what was achieved, or how was dele-
gated strategic tasks — who was responsible for what.
It's also complicated the issue of the communication
strategy.

For these reasons it is important not to have strat-
egy only agreed verbally, but to form it as a docu-
ment, as a major destination for the organization to
acheive.

The opinion of Robert W. Bradford, who is the
president of Center for Simplified Strategic Planning
in USA — www.cssp.com, is interesting. According to
him the management and the team which is involved
in the process of strategic planning finds it difficult
communicate decisions with the employees. This is
also complicated by the fact that sometimes manage-
ment do not want to give information to employees
about some parts of the strategy. In addition, it is not
desirable to give information about whole strategy to
all employees.

In order to make communication process effective,
first of all it is necessary to prepare separate docu-
ment designed specifically for employees. Document
should be as short as possible, the most effective can
be only 1 page, which will be guided by 15-30 minute
informational introductory meetings.

It is also interesting to overview comments from
surveyed people regarding this issue. Part of them
mentioned that:

» they only have a vision, to where they want to
develop their organization;

« they only have the budget;

» they have defined only several major goals,
which they should achieve till the end of the year;

» Strategy is a formal document, after its forma-
tion it just stays as a document.

Clear description of strategic planning allows us
to separate it from business planning, budgeting and
marketing strategy. As it is known, strategic plan-

2 http://www.tbcbank.ge/web/ka/web/guest/mission-vision
3 http://www.investbank.ge/ge/about-bank/our-mission-and-goals
4 http://www.legigroup.ge/indexmain.php

Bunyck 1. 2016

ning is the process of choosing specific strategies for
defining required resources, attracting and sharing
them for organization’s mission and goals in order to
ensure organization’s effective working in the future.

Strategic plan should describe main decisions
taken by management about all the important stra-
tegic issues.

For example, the mission of “TBC Bank” is to
create new opportunities for the success of people
and businesses. Management vision about its devel-
opment is the following: “with the best employees,
strong brand and in diverse innovation channels with
outstanding quality:

— The biggest bank in middle and high income
people and small and medium sized business seg-
ments;

— Main service bank for large companies;

— Leader bank in not resident deposits segment;

— Bank of regional importance*2.

“InvestBank” (capital bank) mission and goals are:
to create strong, stable and reliable financial institu-
tion with team-work and with the support of clients,
business partners and all the interested people.

During founding of the bank and defining its devel-
opment strategy, its management set as their goal
to create flexible and dynamic bank institution which
completely satisfies the demand of local and foreign
entrepreneurs and sole proprietors, provides civilized
and profitable environment for business.

Namely, bank is operating to achieve the following
goals:

- to protect interested people and clients busi-
ness interests;

- to satisfy and focus on clients’ demands;

- to keep high quality bank service level together
with financial increase;

- to ensure service quality and bank stability;

- to ensure financial reliability and stabile devel-
opment;

- to satisfy demand level in the bank manage-
ment and internal control mechanisms;

- to provide transparent bank operations accord-
ing to international standards and experiences.

The mission and goals of “Legi Group” are to have
demandable and competitive offer, to be well-known,
innovative and constantly focused on novelties; to
establish and retain leader position on the market; to
gain customers’ confidence in order to always have
satisfied customers with service.

“Legi Group” exists on the market more than 10
years. It has its own enterprises in Thilisi and Gori,
which are equipped with modern machinery. There
are 100 specialists employed. The company pro-
duces the following products: goffered cardboard,
wooden boxes, supplementary packaging materials,
paper and etc.”.

The goal of Pharmaceutical Company “GPC” is
to involve society in health improvement process. Its
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values are caring, kindness and optimism. Organi-
zations vision is formed as follow: “active by diverse
means, to stimulate healthy lifestyle and to foster.
Customer needs maximum satisfaction based on
progress, innovation and care®.”

Declaration of strategy takes place rarely and
there is not its proper communication with employees:
From research results, communication of strategy with
employees is an interesting issue. 90% of Surveyed
organizations managers mentioned that company
development strategy communication takes place with
the help of different methods. However results were
different from surveing of employees — 63% of them
mentioned, that they don’t know organization strategy.

Are you informed about your organizational strategy
(what organization is planning for the future)?

B We were informed about organizational
strategy

M | don’t have information about
organizational strategy

M Organization does not have a strategy

Difference between surveys of top-level managers
and employees indicates that in the modern organi-
zations which operate in Georgia, proper communi-
cation of strategy with the emplyees takes place very
rarely. It is also possible that this is not done with
the appropriate method, form and frequency, which
reduce employees perception about what information
is received, how important is this information for them
or it is presented to them only one time and over time
they forget about it. Therefore, without effective com-
munications realization, administration, control and
amendment of strategy is too difficult.

Robert Kaplan and David Norton (2000) named
4 basic obstacles of strategy execution in their
research, out of which one is the issue — communi-
cation of strategy. According to research only 5% of
employees know and understand organization strat-
egy, which is one of the important obstacles of its
implementation.

To create an organization which is focused on
strategy it is necessary to consider the following prin-
ciples (Robert S. Kaplan, David P. Norton, 2004):

« Translate strategy to operational terms;

« Align the organization to the strategy;

e Make strategy everyone’s everyday job;

« Make strategy a continual process.

Without effective communication realization,
administration, control and correction of strategy
becomes very complicated. In the western developed
and large organizations even special teams (internal
communications teams) are created who are respon-

5 http://www.gpc.ge/

sible for strategy and
employees communica-
tion.

Different companies
use different methods for
this. For example: one
of international retaling
company Tesco espe-
cially for this reason cre-
ated strategy communi-
cation format, which is
known as Tesco Steer-
ing Wheel and consist of 4 components: consumer,
operations, finances and people. With the help of this
company consistently reminds its employees about
company'’s priorities.

Overall, research results indicate that top-level man-
agers of companies’ operating in Georgia give big impor-
tance to strategy formation, at least to have organization
development directions. This can be seen not only from
the research but from specific questions asked during
the research. We asked to managers to indicate 3 the
most important factors of company success. According
to them — 66% of them named the strategy.

Tesco Steering Wheel

‘What do you think is key factor for the success of the company?

motivation system

Financial Resources Management
Organizational Culture

Human Resources

Organizational Structure

Business Processes

Strategy

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%

Conclusion. Out of research results we can con-
clude, that strategy formation culture in the organiza-
tions in emerging countries is developing gradually.
Managers feel the importance of this and are active in
this direction. 82% of surveyed organizations’ has quan-
titative/measurable goals (specific figures they should
achieve in a certain period), though they pay less atten-
tion to have all these formalized, complete and declared.

Communication has a great importance for the
organization's activities and its success. After the
formation of the organization's strategy, the relevant
employees must be informed, otherwise, they will not
understand what to do and why. The best idea, a pro-
posal, a plan will not be implemented without a com-
munication.
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Y cmammi sucsimnaeHo iHBeCcmMuyilHi me-
XaHi3Mu  po3BUMKY MPaHCnopmHo-/oaic-
MUuYHOI iHgbpacmpykmypu ma ii peeioHis.
PosanissHymo npobiemu po3sUMKY MmpaH-
CMOPMHOI /102iCMuKU.

KntouoBi cnoBa: mpaHcrnopmHa /sio2icmuka,

iHBeCMUUYItHUU MexaHi3M, HayioHaslbHa eKo-
HOMiKa, pO38UMOK, MpaHCMopmHo-/102icmuy-

Ha iHgbpacmpykmypa.

B cmambe 0CBeueHbl UHBECMUUYUOHHbIE Me-
XaHU3Mbl Pa3suMUsi MPaHCMoPMHO-/102ucmu-
yeckoli UHGbpacmpykmypbl U ee PeauoHOs.
PaccMompeHb! Mpo6/ieMbl pa3gumusi mpaHc-
MOPMHOL /I02UCMUKU.

KnioueBble cnoBsa: mpaHCcriopmHasi /oeu-
CMUKa, UHBECMUYUOHHBIL MexaHu3M, Hayuo-
Ha/lbHasi 9KOHOMUKaA, passumue, MpaHcrop-
MHO-/102UCMUYECKas UHghpacmpykmypa.

Introduction. For stable operation and success-
fully solve the problem of transport services trans-
port economy of the Black Sea should have modern
material and technical base, advanced technology
transportation process, conveying and transporta-
tion capacity. This requires enhancing the investment
activity, providing expanded reproduction, restora-
tion and modernization of fixed assets, which directly
depends on the financial support.

According to the general concept of reforming
transport, it shall provide organizational transforma-
tion circuit expansion investment financing sources
related to the formation of the competitive environ-
ment in the transport market, auctioning and greater
economic independence of market entities. In this
connection, to strengthen strategic advantages in
a competitive transport sector requires continuous
improvement of its mechanism of investment and
expansion of production and economic potential by
mobilizing all sources of financing.

Analysis of recent research and publications.
Theoretical and practical aspects of the development
of logistics and transport system in a changing envi-
ronment considered in scientists such as A.A. Bakaev,
Irtyscheva 1.0., Pisarenko V.V., Savina\ N.B., Sob-
kevych O.V., Stroyko T.V.

Setting objectives. The article is to highlight
investment mechanisms of transport and logistics
infrastructure and its regions.

The main material research. The crisis forced a
review of the role of government in funding a number
of industries that require significant upgrading existing
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infrastructure and creating new innovation to achieve
growth of national economy. In terms of private busi-
ness financial instability (because of its unwillingness
to finance long-term risky projects) took a wait, but the
government afford this can not, as required to ensure
the growth of the national economy in all, including
crisis situation.

Fundamental sectoral features transport products
as reproductive irreplaceable by any other production
and inability spatial interchangeability of the trans-
port of products (its shortage in one region can not
be compensated by an excess of production in the
other), determine the need and importance of bal-
anced development of financial security and mate-
rial base vehicle both in industry and in the regional
aspects of the structure of the transport sector.

In an effort to socio-economic development of the
regional economy can not be interested in increasing
the proportion of transport costs in the cost of finan-
cial products, increasing transport ‘gross domes-
tic product. The conclusion: no matter how large
or small the total cost of living and past social work
and work on the development of the transport sec-
tor, they can provide economic benefit only indirectly,
through other branches of material and non-material
production. Therefore, the role of transport in improv-
ing economic efficiency is reducing in various trans-
port ‘gross domestic product (specific public transport
costs per unit of production) and the maximum reduc-
tion of all types of loss and damage in transportation.

A number of major shortcomings of modern trans-
port operation region in particular is to provide a low



