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Abstract

Contrary to popular belief about the spontaneous nature of market forces and companies' behavior as a
reaction to them, most business entities are characterized by using a strategy as a plan and as perspective,
written in the relevant official documents. These documents provide an important basis for the formation
and implementation of real strategies. The article presents the analysis of the strategies of the largest
Russian corporations available in the public space and assessing these strategies' effectiveness. The work
used data from the RA Expert-600 rating for 2019 and information from the official websites of the
largest Russian companies. For the typology of strategies, the approach of Mintzberg was used. As a
result, it was revealed that one hundred most companies have a process-type strategy, and planned and
ideological strategy types are also widely represented. It was found that longer-term strategies
characterize more successful companies. There is no industry specificity in the types of strategies used by

the largest companies.
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1. Introduction

An economy based on active competition in a variety of forms forces firms to think and act
strategically. It is about competition in the resource markets and the commodity markets, both within the
industry, and the "battle for the consumer's dollar" between companies from different spheres. Large
companies have a whole range of strategies: for shareholders, for other stakeholders, for their employees,
and top management. There is a strategy voiced for competitors, for consumers, for regulatory authorities.
In all the variety of existing strategies, it is essential to highlight and identify the fundamental line of
behavior that determines the firm's actions in addressing critical issues. The first step in solving this

problem will be to identify the official strategies declared in the public space.

2. Problem Statement

Until the last quarter of the 20th century, the term strategy was practically not used in the
scientific, economic literature, although, of course, the strategies of firms themselves existed and became
a factor of business success. Traditionally, business strategy is a multivalued concept that integrates five
meanings: plan, ploy, pattern, position, and perspective (Mintzberg, 1987). This vision of the strategy is
called 5p and is widely represented in modern business literature (Bellamy et al., 2019; Srivastava &
Sushil, 2017). Besides, earlier work (Mintzberg, 1973) described three types of strategy: planning,
adaptive and entrepreneurial modes, which differ in the dominant approach to its formation in the
organization. However, the most detailed analysis of possible strategies (primarily in the form of a
behavioral pattern) is given in (Mintzberg & Waters, 1985), which describes a continuum of strategies

from planned to imposed (table 1).

Table 1. Strategy types description (authors interpretation of Mintzberg & Waters, 1985)

Grade of
. . deliberation/ Flexibility based
Strategy type Strategy origin emerpence of Strategy rod on
strategy
Formal plans from Common formal
Planned the central Most deliberate -
. plans
leadership
. The central vision 'Relatlvely Entrepreneur’s Emerging new
Entrepreneurial . deliberate but can - -
of a single leader vision opportunities
emerge
The collective Misunderstandings
Ideological Shared beliefs Rather deliberate - of a collective
vision of all actors ..
vision
Partly deliberate, .
Partial control of partly emergent Strategic Initiatives of
Umbrella . . boundaries defined
actions by leaders and deliberately actors
by leaders
emergent
Partly deliberate, . Freedom of actors
partly emergent, Key processes in
Process Process . . to fill the process
and deliberately the organization
content
emergent
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Enclaves in Organizationally =~ Patterns shared by ~ Important actors
Unconnected L
organization emergent most actors out-of-control
Mutual adjustment Freedom of
of common ersonal or grou
Consensus Consensus Rather emergent patterns without per group
actions that follow
common
. . the consensus
intentions
. Uncertainty of
Imposed Environment Most emergent - . Y
environment

They identifies two essential components of any strategy: deliberate and emergent. The first is a
consequence of the image of future activity existing in the organization. It is derived from the intended
strategy. The second is the result of unforeseen circumstances on the company's strategy - a kind of
adjustment, flexible adjustment to circumstances. They could be distinguished by the presence (absence)
of a solid core in the strategy and its flexibility degree. Simultancously, real strategies differ based on the
core and the strategy's flexibility. Table 1 shows the main types of strategy.

The institutional aspects of national strategies and growth trajectories of companies are considered
(Zysman, 1994). The peculiarities of the strategies of national companies in the UK, depending on the
board of directors' structure, are considered in (Stiles, 2001). A new approach to the formation of national
strategies of Swedish, Danish and French companies is considered (Normann & Ramirez, 1993). An
approach to assessing a zero-waste production strategy in China is presented in (Ghisellini et al., 2018).
Hernaus et al. (2016) examined the features of Croatian and Slovenian firms' strategies in the context of
their application of various models of business process management. The influence of staff motivation on
the implementation of companies' behavior strategy from Ghana is presented in (Kuranchie-Mensah &
Amponsah-Tawiah, 2016). The national characteristics of Indonesian firms' strategies in healthcare are
analyzed by (Nurrochmat et al., 2017).

Several works are devoted to applying strategies in organizations, typology, measurement, and
individual cases (Amoo et al., 2019; Gurkov, 2009; Gurkov, 2016; Pletnev & Barkhatov, 2016). Also in

(Gurkov, 2009), three strategic dilemmas are identified that are relevant for modern corporations (table
2).

Table 2. Strategic dilemmas for organizations (Gurkov view)

Strategic Dilemma Question Options

How strategic decisions develop

Strategic thinking Rational or intuitive

and made?
Strategy formalization way How strategic decisions execute? Deliberate or emergent
. . .. Controlled or evolutionar
Strategy realization way Who strategic decision made? vou Y

uncontrolled process
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In the second decade of the 2lst century, special attention is paid to the existence and
characteristics of the development and application of organizational strategies in the context of rapid and
disruptive technological changes. Several works studied development strategies in Industry 4.0
(Ghobakhloo, 2018; Xu et al., 2018) and other emerging spheres (Barchiesi & Colladon, 2019; De
Pelsmacker et al., 2018; Vargo & Lusch, 2017). The transformation and adaptation of strategies to
sustainable development principles are also studied in detail (Baumgartner & Rauter, 2017; Sharma et al.,

2017). Scientific research in these areas of knowledge is mostly descriptive and does not contain

theoretically significant generalizations.
3. Research Questions

The study answered the question of systematizing large Russian companies' strategies in the

second decade of the 21st century.
4. Purpose of the Study

The study aims to identify and systematize the largest Russian companies' strategies in the second

decade of the 21st century.
5. Research Methods

The study used the following algorithm:

1. Selection of the largest companies for analysis (top-22) by revenue for 2019 from the main RA
Expert rating

2. Generalization of data on formulated and implemented strategies, including timing and
benchmarks

3. Evaluation of companies' performance during the period of the strategy based on the data of
their annual reports and information on the listing of shares on stock exchanges.

4. Generalization of company strategies based on the types identified by Mintzberg

5. Conclusion about the influence of the type of strategies on the results of the company

The study is based on data from the RA Expert rating agency and reporting data from large

Russian companies' official websites.
6. Findings

The largest Russian companies operate in various markets: in addition to the traditional leaders (oil
and gas and metallurgical industries (6 companies each), the rating of the best includes retailers (3), banks
(2), transport (3) and energy (2) companies. Most of the companies are transformed Soviet associations of
enterprises, trusts, or entire ministries (like Russian Railways or Gazprom), or they were created in the
1990s, that is, they have a reasonably long history of their work.

Most companies have officially approved and publicly announced strategies for different periods

(from one year, which is strange) to ten years. Most of the company has developed strategies for 3-5
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years. It should also be noted that several companies do not mention such documents as a development

strategy at all. For a significant part of the companies under study, a separate document and a guide to

action are sustainable development strategies, which means environmental protection and personnel

development. The strategic goals themselves are both too fuzzy - "to become a leader", "to acquire a new

quality" or "quantitative growth", and they detail the future of the company down to specific indicators

and their forecast values (passenger traffic, EBITDA, TSR, capitalization or safety indicators) ... Brief

results of the analysis performed by companies are presented in Table 3. The table also shows changes in

two key indicators - revenue and capitalization that occurred in 2010-19.

Table 3. Biggest Russian companies and their Strategies

Growth 2010-2019,
times (in RUB)

Company De:til:tlzement The strategic goal
gy By gross By market
revenue value
A new quality of company thru
Rosneft Rosneft-2022 synergy and competitiveness 5.5 2.0
growth
Keeping a leading position in
Gazprom Not specified the world thru diversification of 23 1.3
consumers
Sberbank Sberbank-2020 ~ Kealization of initiatives that 40 25
lead to global competitiveness
Program of strategic
Lukoil development 2018- "Sustainable organic growth." 2.5 2.7
2027
Russian Development strategy .
Railways t0 2030 Twelve different goals 1.9 -
Surgutneftegaz Not declared Fuzzy 3.0 1.7
Strateey for eve Be first-choice company for
X5 &y y customers, best workplace for 5.0 1.6
three years
employees
Empowerment of client-
VTB Strategy 2019-22 oriented model 33 0.8
Magnit Strategy for 2020 Tobea favorablg shop for 6.0 0.9
every family
Rosseti Strategy 2030 Efficiency, reliability, balance 1.9 1.7
of interests
Development of main gas
Transneft Strategy of Transneft L . 2.7 2.0
pipelines in Russia
Inter RAO Development strategy ~ To be a key actor on the world 0.85 11
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Development strategy ~ Market value increasing to 36

Tatneft for 2020 bln USD 3.3 55
To be a global gas company
Novatek Deveg)(l)) I?f%;gategy thru the resource base 7.5 55
increasing
Evraz na. To be the glgbal mining and 20 nd.
metallurgical company
NLMK Strategy 2019-22 1003 Worllggzleiss efficiency 3.0 1.5
Growth based on first-class
. . assets, value creation,
Norilsky Nikel Strategy 2019-25 responsibility for capital, and 1.9 3.1
social responsibility
GK Megapolis n.a. n.a. 2.0 n.d.
Based on the shared vision,
Rusal Strategy 2016-2021 respect, and responsibility 1.9 n.d.
Aeroflot Strategy 2028 Tobe thecl;fggfyw"“d air- 43 1.7
Sibur-holding n.a. Fuzzy 2.3 n.d.
Development strategy To be a leader by Total
Severstal for 2023 Shareholders Return. 2.7 26

Analysis of the strategic goals voiced by companies from Table 3 allows them to be systematized
as follows (in descending order of frequency of mention):

1. Become (or strengthen your position) an industry leader

2. Achieve the growth of key performance indicators (revenue, capitalization, resource base)

3. Improving the efficiency of activities

Separately, mention should be made of the strategic goals directed inwardly to the company
(Rosneft, Sberbank, VTB) or customers (Magnit, X5). This is partly determined by the specifics of the
companies' business. However, these companies showed the fastest growth in revenue, which allows us to
formulate a hypothesis about the positive impact of customer-oriented or process-oriented strategies on
the company's revenue.

Also noteworthy is that companies with a vague formulation of strategies or do not have them at
all, as a rule, did not achieve significant success in operating activities. Their revenue growth was within
the inflation range or slightly ahead of it. Furthermore, those companies that used long-term horizons of
strategic planning (8-10 years) are generally ahead of the rest in terms of the achieved growth rates.

Analysis of strategic development documents in the context of Mintzberg's strategy typology
shows that most strategies are either planned or process-oriented. Some strategies can be classified as
ideological or even imposed. These strategies are common in customer-focused companies. Even if they

do exist, other types of strategies are veiled and not made public (table 4).
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Table 4. Dominant strategy types for the biggest Russian Companies

Strategy type No of Cases Company names

Rosneft, Inter RAO, Tatneft,
Aceroflot, Severstal

Sberbank, Lukoil, Russian
Railways, Surgutneftegaz, VTB,

Planned 5

Process 10 Rosseti, Transneft, Novatek,
NLMK, Norilsky Nikel
Ideological 5 Gazprom, X5, Magnit, Evraz,
Rusal
Not identified or imposed 2 GK Megapolis, Sibur Holding

The study failed to identify industry specificity in the types of strategies and the relationship

between the types of strategies and the financial results of companies.
7. Conclusion

As a result of the study, the following main results were obtained:

1. The overwhelming majority of the largest Russian companies have publicly available
documents or sections of the company's official website describing the development strategy (19 out of
22).

2. Most of the largest Russian companies (10 out of 22) formulate a strategy that can be classified
as a process-oriented type according to Mintzberg's classification. Planned and ideological strategy types
are also widely represented.

3. The type of strategy does not directly affect the analyzed performance indicators of the
company (revenue growth and capitalization growth)

4. The companies with the best performance tend to develop strategies for a more extended period.

5. There is no industry specificity in the types of formulated development strategies.
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