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Abstract

There is a sufficient amount of research to confirm that economic sanctions can cause significant damage both to the economic growth of a country and to
companies operating in a sanctioned country. In response to multilateral economic sanctions, the sanctioned country develops a number of strategic programmes
aimed at easing the sanctions and supporting its economy. Companies also develop strategies to survive and make sustainable profits.

The study aims to examine the strategies that enable companies not only to survive, but also to thrive in international markets; the functional strategies that
companies use to increase the efficiency of their activities.

The Iranian automotive industry served as the empirical basis for the study. The case study is of Iran Khodro, one of the two leading companies in the Iranian
automotive industry, which accounts for more than 50% of the automotive market in Iran, is given. Using data from companies in the automotive industry, we
found that among the functional strategies, marketing strategy is the most important for its effectiveness.

In addition, the management of financial, customer and operational indicators based on the MTSP (Balanced Scorecard) is positively associated with the entry of
companies into foreign markets. Finally, this study has showed that for companies in the automotive industry, access to new technologies, financial resources, a
strategic plan and an export orientation are key to working successfully under sanctions.
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DopMrpoBaHme cTpaTermm MapkeTnHra

B YCIOBUSAX CaHKUM: MCMNOSIb30BaHMeE
cOanaHCMPOBAHHOW CUCTEMBbI MOKa3aTENEN

1 MOoaenen Hoshin Kanri Ha permoHanibHbIX PblHKax
NEerkoBbix aBTOMOOUNEen komnaHunm lran Khodro

N. Pe3aunexan’'
! Poccuiickuii yHuBepcuteT apyx0b1 Hapoxos (Mocksa, Poccust)

AHHOTaLuMs

Cy1ecTByeT J0CTaTOYHOE KOJIMYECTBO HCCIICIOBAHMH, ITOATBEPIKAAIONINX, YTO SIKOHOMUYECKUE CAHKIIMKM MOT'YT HAHECTH 3HAYMTENbHBII yIepO Kak SKOHOMH-
YECKOMY POCTY CTPaHBI, TAK M KOMIIAHHSIM, PaOOTAIONINM B [OJCAHKIIMOHHOI CTpaHe. B 0TBET Ha MHOIOCTOPOHHUE SKOHOMUYECKUE CAaHKIMH CTPaHa, IOAIa1a-
I0IIasl O/l HUX, pa3pabaThiBaeT psijl CTPATErHYECKUX HPOrpaMM, HAIIPABICHHBIX HA CMSTYCHHE UX JCHCTBUS U MOAIEPXKKY cBoero 6usneca. Kommanuu rarke
Ppa3pabarbIBarOT CTPATeruy, HAIIPaBICHHbIC HAa BEDKUBAHUE H IOJTyYCHHE YCTONYMBOI npuObLIH. L{enb JaHHOTO HCClIeI0BaHuUs — H3YUCHHUE CTPATEruii, KOTOPBIe
MI03BOJISIIOT KOMITAHHSIM HE TOJIBKO BBDKHTB, HO U OBITh YCIICIIHBIMHI Ha MEXK/YHAPOJHBIX PBIHKAX.

B kadecTBe sMIHMpHyYecKoil 6a3bl HCCIIEIOBAHMS BBICTYIIHIIA aBTOMOOMIbHAS IIPpOMbINUIeHHOCTh Mpana. lpuBenen keiic-ctaan Iran Khodro — oxHoro u3 asyx
JIMICPOB UPAHCKOH aBTOMOOMIIBHON MPOMBIIUIEHHOCTH, Ha JIOJI0 KOTOPOTo Ipuxoautces 6oiee 50% aBToMOOMIBHOTO phIHKa B Mpane.

Vcnonb3yst JaHHbIC KOMITAHUH aBTOMOOMIIBHOM ITPOMBIIIICHHOCTH, aBTOP IPHIIEI K BBIBOLY, YTO CPEAU (yHKIMOHAIBHBIX CTPATErHil HAMOONIBIYIO 3HAYUMOCTD
JULst UX 9G()EKTHBHOCTH UrpaeT MapKeTHHIOBas crparerus. Kpome Toro, ynpasieHue GUHAHCOBBIMY, KITHEHTCKUMU U ONIEPALIMOHHBIMH II0KA3aTeIISIMU HAa OCHOBE
CHCTEMBI COANaHCHPOBAHHBIX ITOKa3aTelIeH MOIOKUTEIBHO CBSI3aHbI C BBIXOJOM KOMIIAHHMIT Ha BHEIIHHE PhIHKU. HakoHel, JaHHOE HCCiieJoBaHNE TI0KA3ajI0, YTO
JUISL KOMITAaHUH aBTOMOOMJIBHON HPOMBIIUIEHHOCTH JOCTYII K HOBBIM TEXHOJIOTHSIM, (QDMHAHCOBBIM pecypcaM, HaIMYHue CTPATerHieckoro IUIaHa 1 OPHEHTALHs Ha
9KCIIOPT SIBIISIIOTCS KITIOYEBBIMH JUTS YCIEIIHON PaOOThI B YCIOBHSIX CAHKIIUH.
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Introduction

Professors R.S. Kaplan and D.P. Norton introduced a Bal-
anced Scorecard (BSc) method. Many organisations use it to
translate the organisation’s vision and mission into a strategy
[Kaplan, Norton, 1996]. They expressed these goals and objec-
tives in four perspectives: financial, customer, internal business
process, learning and growth. This approach covers financial
and non-financial aspects of an organisation’s performance and
balances the performance outcomes of the past and future per-
formance drivers [Kaplan, Norton, 2000]. The financial dimen-
sion focuses on spending money on financial resources. In the
Balanced Scorecard model, attention to the customer is essen-
tial, gaining customer satisfaction through efficient distribution
and improving the quality of goods. The third dimension of the
Balanced Scorecard is because of the ‘internal processes of the
organisation’ that will strengthen the previous two sizes. Then,
‘growth and learning’ focuses on the improvement of team mem-
bers, the quality of organisation’s information system, the tools,
layout and equipment to achieve goals [Kaplan et al., 2004].

Hoshin Kanri is a planning system for implementing and
disseminating the the organisation’s objectives and macro strate-
gies to different levels [Zairi, Erskine, 2011]. The Hoshin Kanri
planning method extends and shares the goals, directions, and ap-
proaches of senior management to the level of the organisation’s
employees. This enables each organisational unit to plan and
manage its activities accordingly [Tennant, Roberts, 2001]. The
results are then evaluated and reviewed, and through Deming’s
circle (PDCA cycle), the aim is to continuously improve the or-
ganisation’s performance. For this purpose, all organisations are
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always doing different actions at the assessment rate and moni-
toring their life status [Freyssenet, 2010].

The following are some of the key reasons for strategic plan-
ning; these reasons show that the absence of such a system poses
challenges and risks to the organisation:

1) Monitoring and controlling organisational performance at
the micro and macro levels [Arnold, Quelch, 1998];

2) Providing an appropriate basis for management decisions
[Lee et al., 2022];

3) Creating the possibility of diagnosing and troubleshooting
organisational disorders [Cameron, Green, 2019];

4) Controlling performance indicators, effectiveness, produc-
tivity, and profitability [Peridy, Abedini, 2008];

5) Establishing a basis for appropriate and effective sanc-
tions;

6) Establishing a viable option to achieve the organisation’s
strategic objectives;

7) Creating an appropriate space for performance improve-
ment at all levels of the organization [Tennant et al.,
2002];

8) Establishing appropriate organisational performance man-
agement structures [Piplai, 2001];

9) It is possible to compare the company with competitors,
identify strengths and weaknesses, and environmental op-
portunities and threats to help develop strategies tailored to
its environment and capabilities [Pavlinek, Zenka, 2010];

10) The review of past investments and the decision on new
investments are based on rankings and performance eval-
uations [Kotler et al., 2019].
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As can be seen from above statements, strategic planning
ensures growth and success in terms of various aspects of the
organisation, a comprehensive system, and proper functioning
[Cavusgil, Nevin, 1981].

Iran Khodro is one of the two giant automotive poles of the
Iranian automotive industry, with more than 50% of the car mar-
ket share in Iran. Realisation of percentage of market share in
Iran showed their success in the domestic market by more than
50%. Iran Khodro’s cooperation with several global mechanisms
has been traced to realise the strategy of selecting new builders.
Given this, the company has failed to reach the international
market [Rezaeinejad, 2021a; 2021b]. Only 2% of Iran Khodro’s
output has been exported; therefore, the successful presence of
the Iranian company in the global market has been considered
a strategic issue. In response, the main issue and the critical
question for the management of the agent and vice-export is the
translation of this current strategy in Iran Khodro Company. The
implementation of such a strategy requires the participation and
alignment of many organisational levels. Therefore, two Bal-
anced Scorecard perspectives and Hoshin Kanri were targeted
as the required tools.

1. Literature review

In recent years, various academics and marketers have found
that strategic planning is an effective tool to differentiate and gain
a competitive advantage in the market [Clarke, Flaherty, 2003].
These strategic programmes have remained in the market for
decades, maintaining their superior position through continuous
innovation [Mottaghi, 2019]. Thus, strategic plans have also paid
attention to both companies and customers [Humphrey, 2003]. A
strategic foresight programme is a tool for measuring an organi-
sation’s competitiveness, which since the formation of this con-
cept has been studied mainly through two approaches: financial
and non-financial measures [Malina, Selto, 2001]. The topic dis-
cussed in this field is whether strategic planning should be con-
sidered with the marketing or financial approache [Paul, 2019].
As we will see, most studies have been concerned with these two
views. There have also been attempts to combine these two views
into a comprehensive model using the Balanced Scorecard and
Hoshin Kanri models. By referring to each of these perspectives,
this study has attempted to present a model that combines the two
perspectives to create a more comprehensive approach to codify-
ing strategic planning [Fernandes et al., 2006].

The integration of the Balanced Scorecard and Hoshin Kanri
as a strategic management system is a new theory that has been
studied in recent years. It was first proposed by B.J. Witcher and
V.S. Chau in 2007. However, attempts have been made to use two
models simultaneously rather than as a single model.

As stated, the first example of integrating the two models was
presented in 2007 by Witcher and Chau, who gave a Balanced
Scorecard and Hoshin Kanri for the strategic management pro-
cess in the organization’s success in achieving its goals should be
integrated into an integrated model and complement each other.
As shown in Figure 1, the above figure indicates the Balanced
Scorecard and Hoshin Kanri as complementary capabilities. The
Balanced Scorecard is a long-term strategy. Hoshin Kanri has
been stated in the short term [Witcher, Chau, 2007].
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Fig. 1. Integrated model presented by Witcher & Chau
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Source: [Witcher, Chau, 2007].

Another example of integrating two models came in the same
year, but with a different approach, from S. Serdar Asan and M.
Tanyas. In their view, the Balanced Scorecard is a function-ori-
ented and objective model, whereas Hoshin Kanri is process-ori-
ented. They believe that by presenting an integrated model of
strategy implementation, weaknesses in setting strategic objec-
tives and placing them in a specific framework can be overcome
and better synergy effects can be achieved. The proposed process
is shown in Figure 2.

Fig. 2. Integrated model presented by Serdar Asan & Tanyas

I Documentation

Preparation Building the Strategy Deployment Implementation
activities scorecard Map of strategies of plans

1L 1L
< . e

Source: presented by [ Serdar Asan, Tanyas, 2007].
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This stage reviews the literature on strategic management and
the use of the Balanced Scorecard and Hoshin Kanri used in com-
panies and organisations.

1. ‘Lessons from implementing the Balanced Scorecard in a
small and medium-sized manufacturing organisation’were done
by [Fernandes et al., 2006].

The UK manufacturing sector is facing massive challenges
to survive in today’s global and volatile marketplace. Compa-
nies are adopting newer management systems to clarify and
translate their vision and strategy and translate them into ac-
tion to meet these challenges. The Balanced Scorecard (BSC)
is one such approach that is gaining considerable interest, es-
peciallyin small and medium-sized enterprises (SMEs). This
paper uses a case study of an SME to show how BSC can be
successfully implemented using a systematic and structured
methodology. This paper presents the experimental results
of the proposed deployment methodology and highlights the
experiences, successes, and lessons learned during the imple-
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mentation process. In conclusion, this research confirms the
validity and usefulness of the proposed methodology and of-
fers managerial insights and guidelines for similar implemen-
tations.

The project initiation phase is the most critical step in the
entire implementation process, as it defines the planning and
forcasting of the actions required to complete the implementation
process. Then, by defining the criteria and indicators, they are
examined in the four dimensions of the Balanced Scorecard and
are characterised by essential criteria. It builds a clear view of the
organisation’s movement towards its ultimate goal. It functions
to move it to employees at different levels, moving them towards
their ultimate goal.

2 .‘Balanced Scorecard implementation in Jordan: an initial
analysis’ was conducted by [Al Sawalqa et al., 2011].

This paper analyses the state of implementation of the
Balanced Scorecard (BSC) in Jordanian industrial compa-
nies. From an economic perspective, Jordan is an example of
an advanced developing country in the Middle East region.
The paper is a more comprehensive investigation into the di-
versity of performance measurement techniques developed in
the West in the Jordanian context. A quantitative survey of
168 companies provided insight into the implementation, dif-
fusion, and purpose of the BSC approach in medium and large
industrial companies. The results showed that 35.1% of the
companies surveyed used the BSC approach. The results also
indicated that approximately 30% of the respondents were
considering or implementing the BSC approach. The results
showed some inconsistency in the types and number of BSC
perspectives used. Companies implementing the BSC used
different perspectives in their BSC, focusing on the original
four perspectives suggested by the original authors of Kaplan
and Norton.

The Balanced Scorecard has spread across industrial sec-
tors and increased with the size of the organisation. The study
revealed that Jordanian industrial companies use a Balanced
Scorecard for various purposes, such as assessing organisational
performance, observing legal cases evaluating management per-
formance, and enhancing business process development [Xia,
Tang, 2011]. Other objectives include a better understanding of
cause-and-effect relationships, the relevance of organisational
strategy, the management of productivity, reward, performance,
and decision making.

3. “The Successes in Long-Term Implementation of Balanced
Scorecard: A Healthcare Organisation Study’ was conducted by
[Chang et al., 2010].

Measuring organisational success is an ongoing challenge
for both academics and practitioners. Although studies support
the widespread use of the Balanced Scorecard (BSC) in many
organisations, few reports have identified critical success fac-
tors that can maximise the benefits and overcome certain critical
predicaments faced at different stages of BSC implementation
in the long term. The purpose of this study is to reflect on the
successive phases in the evolution of BSC implementation for
the most prominent Presbyterian hospital system in Taiwan. We
discuss four phases of BSC implementation from 2001 to 2008
and examine the proposed phases and the activities carried out in
each phase. Four stages can be distinguished: (1) planning and
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design; (2) weighting and evaluating the strategic performance
measures; (3) aligning the strategic business units and strategic
support units; and (4) achieving long-term performance and cul-
tural change. Their study also elaborates on the experiences and
results of monitoring and managing organisational performance
towards a long-term dynamic realisation of an overall goal from
the perspective of health care executives ,while exploring mana-
gerial guidance for similar implementations. These findings can
be generalised for other organisations adopting or considering
adopting the BSC.

4. Implementation of Balanced Scorecard: example of the
Ministry of Youth and Sport of the Republic of Turkey by [Ek-
mekgei, 2014].

In this article, the Balanced Scorecard approach has emerged
as a selection method through multiple performance measures
that meets many of the challenges faced by public institutions.
The adoption of what are considered to be private sector manage-
ment styles and techniques is now becoming commonplace. The
Balanced Scorecard methodology enables institutions to measure
tangible and intangible assets. These measurements are made in
four dimensions: financial perspective, customer perspective, in-
ternal process perspective, and learning and growth perspective.
In modern management, sport must be controlled autonomous-
ly as developed countries. Turkey is one of the three countries
where sport is managed by the government. Sport is a state in-
stitution, but it is a widespread sector with profit and non-profit
organisations in Turkey. For this reason, the Balanced Scorecard
method is applied to the Ministry of Youth and Sports as a strate-
gic management tool in this study.

2. Methodology

Methods such as interviews, questionnaires, document re-
view, analysis, and objective observation are used to gather infor-
mation and evidence in research. However, the following meth-
ods will be used in this study: examination of books, articles, and
general references related to the field of Balanced Scorecard and
Hoshin Kanri, study and analysis of strategic planning document
of Iran Khodro Company, questionnaire, the statistical population
in this study consists of 15 persons of experts related to the case.

The executive model for research stages is divided into seven
phases, which are:

Phase 1: Defining the vision, mission, and values: the mission
and vision of the organisation is a document that distinguishes
an organisation from other similar organisations, defines values
and priorities, specific competitive capabilities and the scope of
the organisation’s activities in terms of product, customer and
market.

Phase 2: Identifying critical success factors and key per-
formance indicators: the critical success factors include an or-
ganisation’s resources, capabilities and characteristics in the
industry and are necessary for success in the marketplace. Key
performance indicators help organisations define and measure
the achievement of organisational goals. Once an organisation
has analysed its mission, all stakeholders are identified, and ob-
jectives are defined to measure the degree of access to these ob-
jectives. Then, the critical indicators of the tool’s performance
are provided.
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Phase 3: TheSWOT analysis and the determination of the
evaluation matrix of the internal factors and external factors and
dimensions of the competition and competitor’ analysis is an
effective tool to identify the environmental conditions and the
internal capabilities of the organisation. Understanding the sur-
rounding environment is the basis of this effective strategic man-
agement and marketing tool. The first step is to identify internal
factors and external factors. After identifying all the strengths
and weaknesses, threats, and opportunities, the internal factors
evaluation matrix (IFE) is formed from the external factors eval-
uation matrix (EFE). Next, the internal strengths and weakness-
es of the matrix are analysed, and the opportunities and threats
of the external factors are examined.

Phase 4: Defining the strategy and creating a quantitative de-
cision matrix: After identifying and scoring internal and external
factors in Phase 3, these factors are grouped in the matrix. Then,
using the matrix, the strategies are counted, and the priority of
implementation is determined.

Phase 5: Defining strategic objectives using the Hoshin Kan-
ri model: after completing the strategic objectives of the export
area, the strategic objectives qualitatevly define the outcome of
all the organisation’s activities and emphasise the long-term (20-
year horizon) based on the medium-term goals and the strategies
necessary to achieve these goals.

Phase 6: Defining the strategy map and creating a Balanced
Scorecard model: to build this model, the organisation’s strategy
must be translated into the dimensions and objectives of several
levels (according to the original model to four levels of financial,
customer, internal processes, and growth learning) and then, for
each of the objectives set in these levels, one or more standard
targets are defined to measure the achievement of the objectives.
The final step is to define number of plans and action steps to
meet the standards set for each indicator.

3. Findings and Discussion
3.1. Case Study: Iran Khodro

Iran Khodro (Persian: ls_log s204), branded as IKCO, is
an Iranian automobile manufacturer based in Tehran. Found-
ed in 1962 by the Khayami brothers, Iran National Company
(the first name of Iran Khodro Company) began its operations
by assembling L.P. or 321 buses with its parts supplied from
Germany. To meet Iranian society’s demand for automobile
suitable car, the company’s founders held talks with the Brit-
ish car manufacturer Talbot to obtain the production certif-
icate to assemble the Hunter Hileman without any localisa-
tion. The cooperation with the British manufacturer resulted
in various models of the Hunter Hileman or Paykan in 1967.
Paykan was assembled into various primary, deluxe, sports,
station wagon and pick-up models. In addition to Paykan,
Iran National also produced and assembled heavy vehicles
[Holweg et al., 2009].

Given the progress made in the production strategy of the
national vehicles, Iran Khodro took another long step in design-
ing and developing more sophisticated auto parts and technical
sets of subsystems [Esfahani, Pesaran, 2009]. The company has
achieved self-sufficiency due to its lack of trust in foreign sup-
pliers and its all-out efforts to achieve the necessary capacities
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to produce all models of national vehicles [Rezaeinejad, 2021a;
2021b].

Over the years, IKCO has developed its capabilities to be-
come the most influential industrial group in Iran engaged in
industrial activities and services in the automotive sector for
both passenger and commercial vehicles. Determined to become
a world-class car manufacturer, IKCO established its R&D,
engine development and testing centres, along with the latest
technology of production machinery, equipment, and facilities
in cooperation with leading European countries in the automo-
tive industry, including Germany and France [Klier, Rubenstein,
2010].

Since 2003, IKCO has exported passenger cars to more than
40 countries, mainly in the CIS, the Middle East, North Africa,
and Eastern Europe [Kuboniwa, 2009]. IKCO cars have been
sold in Belarus, Syria, Turkey, Iraq, Venezuela, Azerbaijan, etc.
The export of car parts and castings is one of IKCO’s main over-
seas activities. The developing of export is a strategic perspective
for IKCO, which is another sign of its movement towards inter-
nationalisation and its promotion as a regional company and even
an international company.

3.2. Iran Khodro SWOT matrix

After analysing the SWOT matrix, it is clear that the main
focus is on organisational processes, followed by the growth and
learning perspective. The principle is that these two aspects of the
organisation are designed to achieve strategic goals.

Table 1
Strengths and Weaknesses

Weaknesses (W) Strengths (S)

W1) Lack of allocation unit in ~ S1) Modern and advanced
the field of international affairs machinery and equipment

'W2) High logistics and S2) Establishment of the
distribution costs quality management system
W3) Lack of a coherent S3) Existence of personnel

mechanism in measuring
customer satisfaction and

with knowledge and belief in
system thinking

agencies S4) Government attention
W4) Long time to issue to export and credit for
documents production

W5) Weakness in the S5) Customer complaint
knowledge of managing management

agencies and lack of
appropriate training
programme for them

S6) Having appropriate and
efficient marketing capabilities

W6) Lack of staff in the 57) Brfing one of the top

markets and lack of foreign o e . .

aitfees ShS) Cu&tomer-orlented spirit of
t t

W7) Lack of comprehensive ¢S . .

and up-to-date documentation S9) Identification of customer

. . © tation:

W8) Weakness in effective e 1. s

monitoring of product S10) Having excellent

presentation in the markets iexpeirlence at international
eve

W9) Lack of standards for
most activities

‘W10) Unclear monitoring of
after-sales service performance

W11) Weakness in promotion
strategy in the market

W12) Lack of specialised
personnel
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Table 2
Opportunities and threats

Threats (T) Opportunities (O)

T1) Lack of promotion in
foreign markets

T2) Lack of updated product
T3) Inadequate government
support for exports compared to
competitors

T4) The presence of
competitors in the area of
economical vehicles such as
China and India

T5) Increasing speed of
competitors offering diverse
and quality products

T6) Low mental image of Iran
Khodro brand compared to
competitors

T7) Increasing the variety of
competitors’ products

T8) Risk of bankruptcy
T9) Absence of Iran in trade
and economic associations

T10) Macroeconomic indicators
such as inflation and exchange
rate stability

T11) Lack of flexibility in the
production line

T12) Comprehensive sanctions
T13) Lack of transport
infrastructure and banking
communication

T14) Quality and options

T15) Lack of an information
structure in customer affairs

O1) Consumer dissatisfaction
with the quality of Chinese
products

02) Exploitation of common
political and religious issues
03) Ability to use financial
resources and export credit
sales

04) Cheap price of spare
parts

05) Sales growth in global
markets

06) Demand for small and
economical cars

07) Government attention to
exports

08) Transformation of a car
from an investement vehicle
to a luxury vehicle

09) Demand for economy
cars in high risk areas

010) Active and experienced
workforce

3.3. Definition of the strategy and creation
of a Quantitative Strategic Planning matrix

Table 3
The internal and external matrix

Conservative strategy

Aggressive strategy

\ Competitive strategy

Defensive strategy

According to the Quantitative Strategic Planning matrix, the

IFE=2/63
EFE=2/57

author has prepared some strategies.

1) innovation strategy in the process of export marketing

and sales research;

2) information, organizational, and human capital manage-

ment strategy,

3) market share maintenance and expansion plan;

4) export process operations excellence strategy (interna-

tional affairs, logistics, finance and commerce);,
5) external database management strategy;
6) brand development strategy;
7) agency management strategy and agency satisfaction;
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8) productivity strategy;

9) growth and profitability strategy;

10) export customer satisfaction strategy.

According to the Quantitative Strategic Planning matrix, we
have prioritised strategies using expert opinion in Table 4.

Table 4
Quantitative Strategic Planning matrix

Strategies

Strategy 4 = Export process operations excellence

66/6 strategy (international affairs, logistics, finance and
commerce)

62/5 Strategy 1 = Innovation strategy in the process of
export marketing and sales research

38/5 Strategy 5 = External database management strategy

35/5 Strategy 7 = Agency management strategy and
agency satisfaction

3/5 Strategy 2 = Information, organisational, human
capital management strategy

51/4 Strategy 3 = Strategy to maintain and grow market
share

01/4 Strategy 10 = Export customer satisfaction strategy

91/3 Strategy 6 = Brand development strategy

44/3 Strategy 9 = Growth and profitability strategy

32/3 Strategy 8 = Productivity strategy

3.4. Defining strategic goals by the Hoshin Kanri model
After analysing the SWOT analysis and studying the mis-
sion and vision of the organisation, the strategic objectives of the
company were prepared according to Hoshin Kanri objectives as
follows:
1. Employing experts in the field of export.
2.  Institutionalising individual and organisational export
knowledge.
3. Using modelling of top organisations.
4.  Fostering export culture in the organization.
5. Optimising the export organisation structure.
6.  Development of export customer database.
7.  Development of customer communication systems and
agency network.
8. Information systems development and integration.
9.  Improving the knowledge and skills of export personnel.
10. Deepening and expanding market studies.
11. Improving the market research mechanism.
12.  Demand management of export customers.
13. Developing new marketing methods.
14. Quantitative and qualitative improvement of participa-
tion in international exhibitions.
15. Developing interaction with agents and customers.
16. Brand development.
17.  Simplifying the logistics process and product distribu-
tion.
18. Simplifying document issuing processes.
19. Enhancing the capabilities of the dealer network.
20. Expanding dealer network.
21. Developing network monitoring and evaluation.
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22. Agent business development.

23. Developing agency standardization.

24. Product export development.

25. Development of new marketing and sales methods.

3.5. Preparation of a balanced scorecard
and definition of the strategic plan

In the end, the integrated model of the Balanced Scorecard
and Hoshin Kanri provided for Iran Khodro’s export division in
Tables 5—-8. Tables 5-8 prepare a Balanced Scorecard model for
Iran Khodro in four aspects.
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4, Conclusions and proposals

In the strategic planning of Iran Khodro’s export division,
attention has been paid to the cause-and-effect relationships and
the Balanced Scorecard. Based on the objectives derived from
the strategy, indicators and measurement criteria have been de-
fined based on the Hoshin Kanri, considering that Iran Khodro
Company operates as one of the two major car manufacturing
hubs in the country with more than 50% share of the passenger
car market in Iran. Therefore, based on the Hoshin Kanri model
and the Balanced Scorecard model, it was examined whether the
Balanced Scorecard framework could be designed to meet the
needs for effective translation, implementation, and alignment of

Table 5
The Balanced Scorecard model from a customer perspective

Target | Measurement Related measures Strategic objectives
value unit

Percent Customer satisfaction with product price Economic price
85  Percent Customer satisfaction with after-sales service . .
. . . . Competitive after-sales service
75  Percent Agent satisfaction with after-sales service
75  Percent Agent satisfaction with sales services Competitive sales service
90  Percent Agent satisfaction with product quality . .
. . . . Modelling of top organisations
90  Percent Customer satisfaction with product quality
85  Percent Agent satisfaction with product comformity with the order Product conformity with the order
85  Percent Agent and customer satisfaction with timely delivery Timely delivery
60  Percent Agent satisfaction with product prices Information systems integration
35  Percent Market share of Iran Khodro products in export markets Maintaining and growing of market share
73 Percent Satisfaction of export sales network agents Export customer satisfaction
35  Percent Iran Khodro brand awareness Well-known brand
73  Percent Satisfaction of export sales network agents Deyeloping and updatingisysicm
documentation standards
35  Percent Customer satisfaction with the free service portfolio Complementary service portfolio
75  Percent Agent satisfaction with the economic situation of the sales agents’ business Economisation of representative units

Table 6
The Balanced Scorecard model in financial-aspect

Target value Related measures Strategic goals

2000 Device Number of CBUs issued
2700 Device Number of CKDs issued
50 Percent Export rates to production
Increase exports of current

9 Number Number of CBU markets products
500 Thousand dollar Export value of production equipment and technical and

engineering services
153 486 Thousand dollars Exported CKD value

65 Percent
158 486

The ratio of the number of new products exported to total exports
Export new products

Thousand dollars Export value of new products

30 Percent The ratio of sales to investment Information systems integration
5 Percent Per capita advertising cost per car in the target market Increase marketing cost

110 000 Thousand dollars The amount of savings in marketing costs efficiency / Sales

150 000 Thousand dollars The amount of logistics costs saved per year Reduce logistics and

35 Percent The ratio of absorbed export credits to export value distribution costs

158 Online-sepcus xypHana www.jsdrm.u



Crparernyeckme peweHns 1 puck-meHemxmenT / Strategic Decisions and Risk Management / &iBSRFEFMREIE, 2024, 15(2): 91-204

Rezaeinejad I.

Marketing strategy formation under sanction: Utilizing Balanced Scorecard and Hoshin Kanri models in the Iran Khodro Company’s r g\onal passenger car markets
Pesantexan U1.

DOpPMUPOBAHHE CTPATEr M MAPKETUHIA B YCNOBIAX CAHKLIIA: UCTIONb30BaHME CONAHCPOBAHHOI CUCTEMbI NOKasaTeneii 1 mofeneit HOShIﬂ Kanri Ha pervioHanbHblx pbIHKax Nerkosblx asTomoouneid komnaxuy Iran Knodro

FERER A FRIEEHEE: ERBEEDAELT (Iran Knodro) SRAEXIEHAERFELTD RAILHEREE

Table 7
The Balanced Scorecard model in growth & learning-aspect

Target Measurement

Institutionalisation of individual and

Number Number of registered sciences organisational export knowledge
34 Number Number of databases Development of customer database /product /
34 Number Number of records and database fields market
" - : Improving the knowledge and professional
45 Hour Specialised export training per capita per year skills of export staff
5 Number Number of Modelling activities carried out and reported Modelling of top organisations
(organizations, exhibitions, seminars, research, etc.)
80 Percent Implementation of export culture promotion in the
organisation . . o
. Fostering an export culture in the organisation
Number of methods used to promote export culture in the
8 Number L
organisation
The degree of alignment of the organisational structure with 6 o g "
75 Percent export strategies Optimisation of the export organisational
60 Percent The degree of integration of information systems . . .
. . Integration of information systems
15 Number Number of new information systems
q 2 ] < Development of customer communication
Percentage of implementation of customer relationship and
75 Percent agency system systems, dealer networks and overseas
gency sy production sites
11 Number Number of documents created Developing and updating system
11 Number Number of documents updated documentation standards

Percent

Table 8

The Balanced Scorecard model in internal processes-aspect

Target value Related measures Strategic goals

Percentage of coverage of market studies with standard

criteria
25 Number Number of market research reports npEaSlancis D M el
25 Number Number of markets studied
2 3 2 Portfolio management maintaining and
20 Number Export market portfolio implementation rate influencing target markets
8 Number I(;Iurlnbelr1 of complementary services provided per o .
SRS Top organisation modelling
8 Number Number of complimentary services provided by agencies
] Developing new marketing and sales
4 Number Number of sales promotion methods promotion methods
4 Number Number of advertising methods per market
Number of visits to trade fairs as a percentage of total Increasing promotional methods
5 Number o
number of visits per year
8 Number Number of delegations received and sent Encouraging interaction with agents,
customers and domestic and foreign
6 Number Number of conferences per year institutions
3 Number Number of brand development programmes Creating a well-known brand
35 Percent Reduction of CBU container shipping costs o .
. o Agility of supply and preparation processes
3 Day Average time of logistics process to export products
Ratio of documents required for duty drawback to
55 Percent d deli d » . .
ocuments delivere Agility of financial and business processes
2 Day Average time to issue documents
75 Percent Percentage of needs met by export customers Il 0 H0 SURIFED (e ST
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Table 8 (ending)

Target value Related measures Strategic goals

Percentage of product location added to products -

Optimising the business structure of
foreign production sites

Systematisation of monitoring systems of
foreign production sites

Development of standardisation and

Acceptable score obtained by representatives in evaluations Capacity of agencies

Expansion of the network of agencies

Development of network monitoring and

et production sites
7 Number Number of markets with a production site
18 Number Number of monitoring systems
18 Scores Score of representatives in each market
14 Scores
7 Number Number of agencies
4 Number The number of representatives evaluated

macro-strategies and strategic issues at different levels of the
organisation, so that each level can understand its role and po-
sition in the realisation of strategic issues and gain more value
from the use of this tool.

Evaluation of Iran Khodro’s strategic plan using key com-
ponents of the Balanced Scorecard:

A. Financial aspect

1. Increasing the current products exported

‘Increase in exports of current products’ is calculated using
three key indicators: ‘number of vehicle parts exported,” ‘val-
ue of spare parts exported,” ‘export value of production equip-
ment and engineering and licensing services,’ to the number of
CBU export markets. The situation indicates a weakness and
the need to work on improving this area. Therefore, the au-
thor suggested that Iran Khodro Company strengthen sales by
holding monthly planning meetings with all relevant units, im-
plementing the export reporting system, consolidating existing
distributed systems, and concluding and renewing contracts
with customers and contractors. It is important to act with the
necessary capacity and flexibility and to continue to increase
capacity through the programme. Furthermore, should a group
undertake the sales and installation of production facilities in a
simultaneous manner, the average installation time of projects
will be reduced, thereby facilitating the expeditious realisation
of support revenues.

2. Exporting new products

The calculated value for the export of new products through
the two key indicators, number of new product sites and num-
ber of markets studied for the construction of the production
line, is in close proximity to the set goal and exibits minimal
discrepancy from the set goal. In accordance with the devised
plan, the calculated actual values are evaluated in relation to
the set goals. The defined indicators are deemed sufficient and
appropriate for evaluating the company’s financial perfor-
mance.

B. Customer aspect

1. Export customer satisfaction

The export customer satisfaction indicator is comprised of
two key metrics: the number of markets in which the end-cus-
tomer survey was conducted and the number of markets in
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evaluation

which the representative survey was conducted. According
to the pre-established goals, these metrics indicate areas of
weakness and a need to implement strategies to enhance this
aspect of the process. Therefore, the researcher recommended
that Iran Khodro Company a more comprehebsive approach
to the planning of surveys and evaluations to be conducted in
designated markets. For this goal, the company may consider
conducting surveys in other potential markets, includinf Syria,
Venezuela, Iraq.

2. Product compliance with the order

The critical indicator of product compliance with the order,
namely the export fulfillment rate, serves to highlight the ne-
cessity for improvement in this particular area. It was therefore
recommended by the researcher that Iran Khodro Company
implement more rigorous performance monitoring and com-
parison with the plan, submit reports to the production, supply,
and logistics headquarters, and accurately reflect customer or-
ders to Iran Khodro planning. Furthermore, it was suggested
that weekly meetings be held with relevant units, and that or-
ders be packaged on time.

According to the resulting planning in each metric, it is
possible to calculate the actual values and compare them with
the set goals. The defined indicators to evaluate customer per-
formance are efficient and effective.

C. Internal processes aspect

1. Improving and expanding market studies

Improving and expanding market studies through four key
indicators: market study standardisation, improving export
market prioritisation methods, improving survey methods and
identifying appropriate sources for purchasing information ac-
cording to the set goals. The result of efforts in this field is pre-
sented. It is therefore recommended that Iran Khodro Compa-
ny implement a comprehensive plan to address the shortage of
human resources, which is likely to become increasingly acute
in the context of the planned expansion in activities in the field
of advertising and international affairs. In order to prioritise
markets and select several models, it is necessary to:

2. Implement effective control and penetration manage-
ment strategies within target markets

The management of protection and influence in target
markets is indicated by five key factors, which also demon-
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strate the relative weakness of some sectors and the necessity
for efforts to improve these sectors. It was thus recommended
that Iran Khodro Company appoint a resident representative
of Iran Khodro in the Iraqi market and a representative in
the African markets. Furthermore, the implementation sales
development plans in four markets, namely Iraqi, Azerbaija-
nian, Syrian and Egyptian was advised, as was the expansion
into five markets in Ukraine, Russia, Belarus, Nigeria, and
Algeria. Finally, the pursuit of an increase in the warranty
ceiling for export vehicles was also recommended. In order to
facilitate the preparation of a business plan and its approval
by the board, the company will pursue the adoption of the
Euro 4 standard for all export products by engineering, mar-
keting and presenting prototype vehicles in African markets.
Furthermore, the company will market and offer a model car
in markets in Asia and Europe. In addition, the company will
participate in car exhibitions in Africa and Latin America,
Asia, and Europe.

3. Develop innovative marketing techniques and sales pro-
motions

The attainment of the set goals demonstrates a notable de-
ficiency, threby underscoring the necessity for improvement.
Therefore, the researcher proposed that Iran Khodro Compa-
ny undertake the compltion and implementation of the seven
markets in Syria, Iraq, Venezuela, Algeria, Azerbaijan, Egypt,
and Sudan.

4. Provide quantitative and qualitative development of ad-
vertising mechanisms

The number of markets for which export advertising infor-
mation has been provided shows the effectiveness of the pro-
grammes in this area. Therefore, the researcher said that Iran
Khodro Company should improve its advertising and provide
more useful tools in eleven countries (Egypt, Nigeria, Algeria,
Iraq, Syria, Ukraine, Belarus, Azerbaijan, Sudan, Senegal, and
Venezuela) .

5. Promote interaction with representatives and customers
and institutions

The objective is to enhance the interaction with repre-
sentatives, customers and domestic and foreign institutions.
This will be achieved by pursuing the creation of an export
website, which is a key indicator of success in this sector.
The efficiency and effectiveness of the programmes in this
sector are demonstrated by the attainment of the set goals.
It was therefore recommended by the researcher that Iran
Khodro Company persevere in its efforts to establish an ex-
port website, with the preparation of web pages in languag-
es other than English representing a key component of this
strategy.

6. Introduce brand promotion in global markets

The term ‘brand promotion in global markets’ is defined
by three key indicators, the performance of which indicates a
slight weakness in relation to the set goals. This area therefore
requires improvement. In light of these considerations, the re-
searcher proposed that Iran Khodro Company delineate and as-
semble an advertising campaign in six Asian and three African
markets, while concurrently identifying potential avenues for
expansion in regions such as Syria, where prevailing political
circumstances present a challenge.
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7. Make agencies more standardised and capable

The researcher recommended that Iran Khodro Company
should create a standard for overseas agencies, develop software
software for active markets, and create training packages for
agencies.

8. Expand the network of agencies

The expansion of the network of agencies can be gauged
by the key indicator of the number of selected regional agen-
cies. This indicator demonstrates the effectiveness of the pro-
grammes in this sector in achieving the set goal. In light of the
aforementioned considerations, the researcher proposed that
Iran Khodro Company delineate and operationalise a network
development plan in the Syrian and Iraqi markets. This entailed
formulating a plan to visit the markets,applicants and agencies,
with the objective of selecting five regional agencies in Syria
and two agencies in Iraq.

9. Monitor and evaluate networks

The researcher proposed that Iran Khodro Company devise
a checklist to assess the standardisation of agencies and oversee
and monitor agencies’ standards. The calculation of actual values
and comparison with set goals is made possible by the resulting
planning in each metric. The defined indicators for evaluating
customer performance are sufficiently efficient and evaluative.

D. Consider learning and growth aspects

1. Develop customer, product and market database

The development of a customer, product and market data-
base is contingent upon the creation of a comprehensive export
database. This indicator demonstrates the current deficiencies
in this sector and underscores the necessity for more rigorous
implementation of programmes and criteria. Consequently, the
researcher proposed that the Iran Khodro Company assume a
coordinating and monitoring role in the field of database design
across various stages, facilitating the exchange of information
regarding the export unit’s requirements.

2. Develop and update system documentation standards

The development and updating of system documentation
standards, as indicated by the critical factor (number of doc-
uments finalised, reviewed and compiled), in accordance with
the established goals, demonstrates a relatively high level of
effectiveness and efficiency of programmes in this area. It is
therefore recommended that the Iran Khodro Company main-
tain and reinforce the number of finalised, revised, and com-
piled documents. In order to achieve this objective, it is essen-
tial to give due consideration to the review of the executive
method of commercial services.

As can be observed, an analysis of the results obtained in
each of the measures indicates that, at least in the short term,
some indicators should be adjusted or a suitable mechanism
should be designed to respond to and calculate them.

Finally, considering the consensus on these indicators, the
potential for calculating actual values and comparing them with
the established goals for the two indicators, and the aforemen-
tioned explanation, it can be concluded that these indicators,
in terms of learning and growth, represent a valuable tool for
evaluation and performance assessment in the strategic plan-
ning domain of Iran Khodro Company.
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