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

There are different methods of strategy formation, which has its advantages and
disadvantages, though no matter which method will be used for it. The most impor-
tant for the organization is to execute strategy. According to the experience of vari-
ous organizations, those who pay an attention to their strategy communication with
employees, 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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EcTb pasHble MeToabl hopmmpoBaHuA cTpaternn. Kaxabli noaxon umeetr CBOW
npenmMyLecTBa, U HegoCTaTKM, XOTA HE3AaBUCMMO OT TOrO, Kakow MmeToa 6yaeT NCMOoJlb-
30BaTbCA, Hanbonee Ba)kKHbIM ANA OpraHu3auun ABMAETCA BblMOMHEHWE cTpaTerunu.
Mo onbITy pa3nuyHbIX OpraHn3aumni, Te KTo obpallatoT BHMMaHWe Ha KOMMYHWKaLWIO
cTpaTermm co CBOWUMW COTPYAHWKaMW, yOaEéTcA peann3oBaTb CBOE BUAEHME fydlle.
3710 nomoraeT 6onee nerko peannaoBaTtb CTPATENMIO KOMMaHNN, NOTOMY YTO HE TONbKO

MeHeI>KMEHT MNbITaeTCA pearnn3oBaTb ero.

KnioueBble cnoga: opraHmn3aunMoHHaA cTpaTterma, KOMMyHMKauma cTpaTtermn, pea-

nn3auna cTparermnn.

Problem statement. Strategy is a theo-
retical model of organization development
for which realization in practice appropri-
ate mechanism creation and management
is necessary. One of them is communicate
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 objectives and directions on which
the employee are actively working and
spend more resources — material, time
and intellectual; And not those tasks that
are only defined according the strategy.

There are two main challenges about
communication of the strategy; the first
challenge is to make sure that the employ-
ees are aware of the strategy.The second
challenge —is to ensure that people under-
stand the strategy. Therefore, managers
should ensure that all key employees
are aware of and understand the “what”,
“why”, “how”, “when” and “who” of the
strategy. Communicating the strategy is
about ensuring that every employee in the
organization knows and understands the
direction in which the organization is sup-
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posed to move, in form of the business
strategy.

Also, for Modern organizations it is
important that initiatives are coming from
lower-level employees. One possible solu-
tion is to communicate strategy with the
employee. Today, in most parts of organ-
izations 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 conse-
quences. The first is, that there is a lack of
ideas, which does not give a chance for
selection 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 unprof-
itable and inefficient. However no one is
saying it openly, before the results are
exposed.

Analysis of recent research and pub-
lications. Strategy describes how the
organization plans to create value for its
stakeholders, customers and generally for
citizens (Robert S. Kaplan, David P. Nor-
ton, 2004) — what is organization’s main
destination, why it was created, what are
its goals and how it is going to satisfy cus-
tomers’ needs and to achieve its goals.

Strategic are those decisions which
effect on organization’s developmentin the
long-term period and do not include ongo-
ing operational actions. These are deci-
sions which may stipulate completely dif-
ferent structure formation. Sometimes, on
this kind of decisions may influence such
external factors as: important changes on
the market, government regulations and/
or radical changes done by competitors.
Sometimes this is stipulated by internal
factors — management team changing,
organization’s financial structure weaken-
ing, technological changes and etc.

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

EKOHOMIKA TA YTTPABAIHHA HALIIOHA AbHKWM I"O CTTOZIAP CTBOM

15

There are differenc definition of strat-
egy and strategic implementation. Part of
researchers has been described strategic
implementation as just the execution 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 enactment of strategic plans” in stra-
tegic implementation proces. In the words
of Hrebiniak (2005): “Execution demands
ownership at all levels of management.
From C-level managers on down, people
must commit 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 execution (...) Execu-
tion will fail if no one has skin in the game”.

Despite the various interpretations of
what strategic implementation means,
it is important to recognize the role of
human, behavioral dynamics and com-
munications in the execution of organiza-
tional objectives.

Unsolved aspects of the problem.
Substantial researchers have covered
that there is a gap between strategy for-
mulation and strategy execution, moreo-
ver, that there is a gap between strategy
formulation 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 strat-
egy, Axson has established, that (1999)
73% of employees do not have access to
the organization’s strategic plans. Further-
more, only 42% of managers have access
to the organization’s strategic plans.

The question — how are people sup-
posed 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 problems of strategy execution,
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specifically, strategic communication
issues in the modern organizations of
emerging countries.

World practice shows that the strat-
egy formulation and implementation
approaches are constantly changing and
increasingly becoming their perfection, but
in the emerging countries this will not have
development or being introduced late.

The main material. In order to identify
and study problems of strategy execution
in the modern organizations 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 forma-
tion and execution problems in modern
Georgian organizations, survey question-
arries were sent directly to organization’s
top-level managers or those departments
supervisors who have information about
organization’s management systems (for
example: planning and control depart-
ment supervisor).

For research there were selected those
organizations (local and foreign private
organizations) that exist on the market
at least 3 years and they have at least 50
employees. Mentioned criteria was cho-
sen to exclude problems caused because
the organization 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, sys-
tem errors are not as critical as in large
organizations.

According to the data of the National
Statistics Office of Georgia the 1042 organ-
izations meet these criteria'. The compa-
nies were selected randomly. In addition,
in order to raise the level of representa-
tiveness 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
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number of organizations were selected
from each group.

At the same time there was also
done organizations’ employee survey,
and for this was prepared a separate
questionnaire. Purpose of employees’
research was to recheck the results of
top-level managers’ 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
strategy formed completely and prepared
as a document. Also the declaration of
strategy and its proper communication
with employees takes place pretty rarely.
Though, there are three key components
necessary to successful Strategy imple-
mentation: 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 strategy 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 research, men-
tioned that they had formed organization
development strategy, though only 27%
of them indicated that they had a written
strategy. Only 53% of organizations sur-
veyed have strategy prepared as a docu-
ment.

When strategy is not written this means
that organization management takes place
on verbal agreements level and decisions
taken regarding goals, vision, tasks and
their achievement ways stay only in the
minds of management team. In addi-
tion, 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.

"The survey did not cover those organizations who are practicing in the field of education.
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It is also difficult to overview and ana-
lyze for a certain period what the organi-
zation was planning to achieve and what
was achieved, or how was delegated
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 strategy only agreed verbally, but to
form it as a document, as a major destina-
tion for the organization to acheive.

The opinion of Robert W. Bradford, who
is the president of Center for Simplified Stra-
tegic Planning in USA — www.cssp.com, is
interesting. According to him the manage-
ment and the team which is involved in the
process of strategic planning finds it difficult
communicate decisions with the employ-
ees. This is also complicated by the fact that
sometimes management 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 pro-
cess effective, first of all it is necessary
to prepare separate document 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 com-
ments 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 formation it just stays as a document.

Clear description of strategic planning
allows us to separate it from business
planning, budgeting and marketing strat-
egy. As it is known, strategic planning is
the process of choosing specific strategies
for defining required resources, attracting
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and sharing them for organization’s mis-
sion and goals in order to ensure organi-
zation's effective working in the future.

Strategic plan should describe main
decisions taken by management about all
the important strategic issues.

Forexample, the mission of “TBC Bank”
is to create new opportunities for the
success of people and businesses. Man-
agement vision about its development 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 segments;

* Main service bank for large compa-
nies;

* Leader bank in not resident deposits
segment;

* Bank of regional importance”?.

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

During founding of the bank and defin-
ing its development strategy, its man-
agement set as their goal to create flexi-
ble and dynamic bank institution which
completely satisfies the demand of local
and foreign entrepreneurs and sole pro-
prietors, provides civilized and profitable
environment for business.

Namely, bank is operating to achieve
the following goals:

— to protect interested people and cli-
ents business 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 sta-
bile development;

— to satisfy demand level in the bank
management and internal control mecha-
nisms;

2 http://www.tbcbank.ge/web/ka/web/guest/mission-vision
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— to provide transparent bank opera-
tions according to international standards
and experience?.

The mission and goals of “Legi Group”
are to have demandable and competi-
tive 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 onthe market more
than 10 years. It has its own enterprises in
Tbilisi and Gori, which are equipped with
modern machinery. There are 100 special-
ists employed. The company produces
the following products: goffered card-
board, wooden boxes, supplementary
packaging materials, paper and etc.*.

The goal of Pharmaceutical Company
“GPC” is to involve society in health
improvement process. Its values are car-
ing, kindness and optimism. Organiza-
tions 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 care5.”

Declaration of strategy takes place
rarely and there is not its proper commu-
nication 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

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

® We were informed about organizational
strategy

® [ don’t have information about organizational
strategy

B Organization does not have a strategy
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employees —63% of them mentioned, that
they don’t know organization strategy.

Difference between surveys of top-
level managers and employees indicates
that in the modern organizations 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 appropri-
ate 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 effec-
tive communications realization, adminis-
tration, control and amendment of strat-
egy is too difficult.

Robert Kaplan and David Norton (2000)
named 4 basic obstacles of strategy exe-
cution in their research, out of which one
is the issue — communication of strategy.
According to research only 5% of employ-
ees know and understand organization
strategy, which is one of the important
obstacles of its implementation.

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

* Translate strategy to operational
terms;

* Align the organization to the strategy;

* Make strategy everyone’s everyday
job;

* Make strategy a continual process.

Without effective communication real-
ization, administration, control and cor-
rection of strategy becomes very compli-
cated. In the western developed and large
organizations even special teams (internal
communications teams) are created who
are responsible for strategy and employ-
ees communication.

Different companies use different
methods for this. For example: one of
international retaling company Tesco

3 http://www.investbank.ge/ge/about-bank/our-mission-and-goals

4 http://www.legigroup.ge/indexmain.php
5 http://www.gpc.ge/
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Tesco Steering Wheel

especially for this reason created strategy
communication format, which is known
as Tesco Steering 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 managers of companies’ oper-
ating in Georgia give big importance to
strategy formation, at least to have organ-
ization development directions. This can
be seen not only from the research but
from specific questions asked during the
research. We asked to managers to indi-
cate 3 the most important factors of com-
pany success. According to them — 66%
of them named the strategy.
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‘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 conclude, that strategy formation
culture in the organizations in emerging
countries is developing gradually. Man-
agers feel the importance of this and are
active in this direction. 82% of surveyed
organizations’ has quantitative/measur-
able goals (specific figures they should
achieve in a certain period), though they
pay less attention to have all these formal-
ized, complete and declared.

Communication has agreatimportance
for the organization's activities and its suc-
cess. After the formation of the organiza-
tion's strategy, the relevant employees
must be informed, otherwise, they will not
understand what to do and why. The best
idea, a proposal, a plan will not be imple-
mented without a communication.
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COMMUNICATION STRATEGY - ONE OF THE MAJOR
BARRIERS FOR SUCCESSFUL STRATEGY EXECUTION
IN THE ORGANIZATIONS OF EMERGING COUNTRIES

There are different methods of strategy formation, which has its advantages and
dis- advantages, though no matter which method will be used for it. The most impor-
tant for the organization is to execute strategy.

According to the experience of various organizations, those who pay an attention
to their strategy communication with employees, they manage to realize their vision
better.

In order to identify and study problems of strategy execution in the modern organ-
izations of emerging countries, there was con- ducted 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.

Research results turned out to be interesting. One of the basic problems identified
regarding strategy execution is that one part of organizations has no strategy formed
completely and prepared as a document — only 53% of organizations surveyed have
strategy prepared as a document. Also the declaration of strategy and its proper com-
munication with employees takes place pretty rarely — 63% of employees mentioned,
that they don’t know organization strategy.

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. Those
employees who understand company’s strategy — work bet- ter. Everyday they make
the decisions, which matches to company’s long-term vision.

Keywords: organizational strategy, communication strategy, execution of strategy.
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