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Communication for sustainable development my name is Aradhna Malik and | am helping you
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Role of Strategic
Communication
with Stakehplders

Mios Munda 8 Dasrooh, 20

AL L)

The role of strategic communication with stakeholders in sustainable development and this is
from a paper by Meijer Myunial Draouch which primarily describes how strategic
communication with stakeholders helps organizations and | am going to take whatever they have
said and apply that to the context of social development of sustainable development not only
social development but sustainable social development okay, so the topic for this discussion is

going to be strategic communications sorry strategic conversations. Strategic conversations are.
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What are strategic conversations?

Méos. Mundia & Desroch, 2000
» “Strategic conversations are [...] a wal of thinking about how
organizations address (their] oxtarnnl internal questions”

s ‘Strategic conv«rsallonx conr.u! of open Issue onented, fact-
based conversations between stakeholders, [boundary
spanning employees (BSEs)], & top management.”

= “Strategic conversations [.. ) are onented towards the
advancement of the company, to the creation of the future for
the business. You (in theory) meet with other people in the
organization 1o discuss Issues of a different nature than
operational issues ... Strategic conversations are also about
the creation & acquisition of resources for the future creation
& acquisition of resources for the future & how these
resources should be allocated in the future. In short, strategic
conversations are the cradle of a company's strategy.” v

Krogh & Roos, 1005, n Maes. Munita A Damoan, 2000)

AL

A way of thinking about how organizations address their external and internal questions they are
a way of finding out how communities here this definition talks about organizations we apply it
to the context of the community how communities address their external and internal questions
how communities talk about the problems that matter to them externally and internally what are
the external influences on the community how do they address them and what are the internal

problems and how are these related.

Strategic conversations consist of open issue oriented fact-based conversations between
stakeholders boundary spanning employees and top management boundary spanning employees
in the context of organizations are the people who are who play the role of linking the internal
environment to the external environment of an organization they are the people who are in the
context of community they are the people within the community who connect the community to

the outside world.

So they are the they are the boundary spanners we would not call them boundary spanning
employees when we talk about communities we will call them the boundary spanners boundary

spanning people for lack of a better world so you know they are they form the liaison between



the internal and external environments of a community and the top management here in the
context of community the stakeholders would become the community itself the top management
would be the people who are going to implement these development efforts in the community
and the boundary spanners would be the people within the community that are going to facilitate
that are going to connect with the people who are going to implement these efforts with the

stakeholders.

So they are the liaisons and strategic conversations in the context of the community would be the
conversations that happen between these three sets of people of open issue oriented where issues
are discussed in an open you know in a way where issues are discussed in a fact-based manner
between these three groups of people strategic conversations are oriented towards the
advancement of the company to the creation of the future of the business so you know they are
directed towards the towards the advancement towards the development of the community to the
creation of the of future or they are connected with they are oriented towards the development of

the community for the benefit of the community you meet with other people in the business.

You meet with other people in the organization to discuss issues of a different nature than
operational issue strategic conversations are also about the creation and acquisition of resources
for the future and how these resources should be allocated in the future, so when we talk about
communities we are talking about strategic conversations being about how what resources are
needed how they can be collected how they can be used or how they can be created and how they
can be used to improve the quality of life of the people in the community then in short strategic

conversations are the cradle of the company's strategy or a community strategy.

How do strategic conversations help the first way or you know they helped by bridging critical
gaps and perceptions through issue-oriented fact-based open conflict between top management
who are responsible for developing intended strategies and strategic vision for the organization
or community the boundary spanners who tend to create emergence strategies and relevant

stakeholders.



So wherever there are two sets of people wherever there are people in the community with or
people from different backgrounds conflict is bound to occur conflict is result of differences in
opinion there will be differences in opinion as to which policy should be implemented and when
and where and who will be affected by it will benefit from it who may be negatively affected by

it all of these things will come into play.

So strategic conversations help bridge these gaps in perceptions regarding what means what to
whom a policy may mean one thing to the to the person designing the policy it may mean
something different to the person implementing the policy it may mean something totally
different to the beneficiary of the policy and strategic communications help bridge these gaps in

and through dialogue.

So between the affected parties between the creators of policies the implementers of the policies
the liaisons between community and policy makers and implementers and the affected parties
strategic conversations are dynamic and recursive in nature resulting in an increase in both the
quality and quantity of information and technology transfers between stakeholders of the firm or
the community thereby contributing to the formulation of the strategy of the firm and it is

implementation.

So they are dynamic they initiate or they result in the feedback loops that help in increasing the
quality and quantity of information that is exchanged between the implementers the
policymakers and the policy user sand beneficiaries and that in turn helps the technology transfer
or that helps in transferring the techniques for development the goals of development the
processes of development from the people who have the expertise to the people who can use the
expertise the feedback loops again we talked about the participatory model it is not be one way
transfer it is the participatory model like we discussed in some earlier lectures and strategic
conversations help in this smooth transfer of technology and development of Technology

appropriate for a particular community.

Okay then different strategic communication strategies for example face-to-face virtual phone by

phone etc... you know mass communication strategies conversation strategies would not be mass



communication but they could be you could be talking to people on the phone there could be a
helpline number for agricultural problems there could be a helpline number for health problems
there could be a helpline number where you could call in and just talking to people just getting in
touch with them finding out what they could need what they may need what they actually need
how they can use what we are what we have will help us give or will help the implementers

design ways and methods in wish to help the community.

So this supplement each other to result in a richer more effective integrated strategy and this
happens only in and through smart communication it is not just random rapo building it is
actually going in and finding out what is required so it could be needs assessment it could be
capacity building it could be whole bunch of things starts with sensitivity to the environment just
listening feeling thinking reflection enhanced outreach strategic conversations also helped with
enhanced outreach understanding of what works and what does not and why and the

accountability to stakeholders.

When we talk to people when we ask them what they want they start expecting things okay, so
when the when the development efforts are participatory then people start expecting things from
the people who are actually going to put in those efforts and that is fair enough there is time there
is effort there is energy involved and in community oriented cultures there are emotions that are

involved you actually go and bond with the people concerned okay.

So these strategies then help with the accountability to stakeholders also.
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How do strategic conversations help?

(Mdes. Munda & Dasroch, 2000)

a “Strategic conversations (SCs) can hclr bridge critical gaps
In perceptions through issue-oriented, lact-based ope
conflict between top management (who are responsuble for
developing intended strategies & the strategic vision for the
organization), BSEs (who tend to create emergent strategies)
AN relevant SLAKONOIUOIS." muwmem s s 997« b Mhonns & Barsn 2900

u ‘[SCs] are dynamic & recursive in nature, resulting in an
Increase in both the %c ntity & quality of information &
technology transfers between the stakeholders of the firm”
thereby contributing to the formulation of the strategy of the
firm & its implementation

s Different SC strategles (e.g. face to face, virtual, etc)
supplement each other to result in a richer, more effective
Integrated strategy

u Enhanced outreach, understanding of what works & what
doesn’'t & why, & accountabllity to stakeholders r

And they also help develop an understanding of what works and what does not and, and why and
I will share an example of an event that | was a part of in which we used the strategic

conversation strategy to develop some development efforts.
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The role of strategic conversations in
ClOSING GAPS wases. sasse & atoen, 2000

» Performance/ Capability Gap: "The gap between
Top Management's perception of the firm's CSR
current performance & its capabilities, BSEs'
perception of the firm's CSR current performance
& its capabilities, & stakeholders’ perception of the
firm’'s current CSR performance & its capabilities.”

» The Futures Gap: “The gap between Top
Management’'s perception of Future & the firm's
role in that future, BSEs' perception of the Future &
the firm’s role in that future, & stakeholders’
perception of the Future, & the firm's role in that
future.” v

The role of strategic conversations in closing gaps strategic conversations help close the
performance capability gap performance or, and capability gap is the gap between the top
managements perception of the firms CSR current performance and its capabilities the BSEs
perception of the firms CSR current performance and its capabilities and stakeholders perception
of the firms CSR performance and its capability sound very compliments, complicated, but what
it really says what, what this the section really talks about it about is that there is a gap in the

perception regarding what the policymakers and implementers can do in the field.

And how and why and that is a gap that is exposed and in some ways plugged by the strategic

conversations. So what do they claim to know performance and capability.
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The role of strategic conversations in

ClOSING QAPS tuses. suas & turoen, 2006

e Performance/ Capability Gap: "The gap between
Top Management's perception of the firm's CSR
current performance & its capabilities, BSES'
perception of the firm's CSR current performance
& its capabilities, & stakeholders’' perception of the
firm’s current CSR performance & its capabilities.”

» The Futures Gap: “The gap between Top
Management’'s perception of Future & the firm's
role in that future, BSEs' perception of the Future &
the firm’s role in that future, & stakeholders’
perception of the Future, & the firm’s role in that
future.” o

What, what do they come with they say, okay we are the we are so and so we have done this in
this place we have done this in this place and then they come and they actually do what is
required to be done in a community. So everybody is perceptions are more or less you know
strategic conversations help align the perceptions of the different people involved in sustainable

development efforts and processes, okay.

The futures gap the gap between the top managements perception of the future the firms role in
that future the BSE is perception of the future and the firms role in that future and the
stakeholders perception of the future and the firms role in that future, so how do we perceive our
futures and what do we expect from the people who can contribute to that future the community

perceives its future in a certain way, okay.

And the community starts expecting things from the people who claim to help the community
now these people could be the politicians, they could be the social workers, they could be the
government, they could be the local administration, they could be people, they could be

academics who go in for one project second project third project extra. So we start perceiving



our future association with wherever we come in contact with, excuse me, in a certain way and

strategic conversations help close this gap.

They help people the different people involved in the process align their perceptions about the
future in a manner that they all understand what is going on, okay. So the implementers of the
policy may have a certain vision for the future of the community they may have some idea and
the, the policy the people who make the policy have some idea, the liaisons between the internal
and external environments of the community have some idea, the people the community itself

has some idea about its own future.

And these different perceptions are aligned through strategic conversations through smart
conversations through asking the right questions to the right people at the right time and
interpreting the responses that we get from the community in the context of what we understand
about the community and how do we develop that understanding of the community by being a
part of the community by checking with the community, by through this the feedback loops that

we establish in our conversations in our connection with the community.
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Goal of strategic conversations

Mies Muniis A Dasrooh. 2000

To ".. facilitate the flow of tacit knowledge & the
transfer of tacit knowledge into explicit
knowledge in and around an organization.”

Goal of strategic conversations, the goal of strategic conversations is to facilitate the flow of tacit
knowledge and the transfer of tacit knowledge into explicit knowledge in and around an
organization or a community. So we are again talking about experts but it is not only that it is
also to enhance participation to know what needs to be transferred to get that and to transfer it in

a manner that it will be acceptable by the community.
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Steps of effective strategic conversations

Mées. Mundia & Dasmroeh. 2000
Step Oulcomen

I Questioning & understanding the mental A noher understanding of the proferred
models & concerns of top management stratogi intent of the varous
BYEs A refovant stabelvddors parhicipants
)

2 Shaving lach knowledpe among & between | Enhancing the organization s knovwiedge
OrQanZatonad & stahohodded groups Dase, Croating & shared undersianding of
e ey’ atory. capabdition
petformance & fubure

3 Tranaformeng relovant tacit knowledge indo | Codifying the firm's knowledge base
oxpheit krvovAodge

' 4 Usityg this shaved exphoft knowdedpe Yo | A lorced Tesity check . Yo dolermine
evaluate INoNded A emerQent stralogees whothor here realy s a shared
N the procoss of strategic rationalzation undorstanding of the firm s history
capabiition performance & future
5 Strategy formation Erhanced compebitive standing as an
outcome of mote nfotmed & rebevand
strastogy making "re

Some steps of effective strategic conversations, effective strategic conversations take place
through various steps, the first step here is questioning and understanding the mental models and
concerns of top management BSEs and relevant stakeholders. The first step is finding out where
we are, what are we doing, okay so that is the first step questioning and understanding the mental
models and concerns of the as far as the community is concerned this would be the policymakers
the liaison between the community and the policymakers and implementers and the community

itself.

And the outcome of this step would be a rich understanding of the preferred strategic intent of
the various participants, what do we want at the end of these efforts? We all need to be on the
same page regarding that, what is it that we are going towards what are we what do we want to
sustain and why, okay so that question is answered. Sharing the second step after we have
understood what we all want then we want to share tacit knowledge among and between the

organizational and stakeholder groups.



So once we know what is required then we take that knowledge that information and we transfer
it to the people who can use it among the people who have it and the people who can use it,

okay.
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Steps of effective strategic conversations

Mées Muniia & Dasroes. 2008

Step Oulcomen

I Questioning & understanding the mental A nchar understanding of the proferred
models & concerns of top management stratogi intent of the vanous
BYEs A refovant stabelvddors participants

o Sharing lach knowiedpge among & between Emhancng the organization s knovwiledge
OrQanZational & stahehodded groups Dase, Croating & shared undersianding of

e ey’ atory. capabdition
petformance & future

3 Tranaformeng relovant tacit knowledge indo | Codifying the firm's knowledge base
onpheit krovAodge

4 Using this shaved exphoft knowiedpe o A forced Tesity check . Yo dolermine

evaluate INoNded A emerQent stralogees whothor here realy s a shared
N the procoss of strategic rationalzation undorstanding of the firm s history

capabiition . performance & future

5 Strategy formation Enhanced compebitive standng as an
outcome of mote nlotmed 4 rebevard
stratogy making "

And that is the step and how do we do it the final outcome is enhancing the organizations
knowledge-based so we find out from the community what they want, when we go back and we
get it, if we can we try our best to gather that information enhance our knowledge base creating a
shared understanding of the firms history in this case the history of how we have developed
policies how we have worked on the development efforts and then we create a shared
understanding of what we can and cannot do, what we have and have not been able to do in the

past capabilities, performance and future

So this is what we have this is what we need this is what we can give to the community this is
how we can sustain it in the future, so we share the tacit knowledge. Then the third step is
transforming relevant tacit knowledge into explicit knowledge, so what we know is then
transferred into what we show explicit knowledge is the knowledge that is expressed in various

ways in an through performance in and through, through decision-making extra. Codifying the



firms knowledge base, so we decide what we want to show what we want to express and how
and that is the, the final outcome. After we have done that using the shared explicit knowledge to
evaluate intended and emergent strategies in the process of strategic rationalization we know
what goal we are moving towards, we know what we want at the end of it so we share this
explicit knowledge we want to achieve X this is the knowledge we have to achieve X this is how
we are going to use that knowledge and then we actually in the fourth step we start using the
shared explicit knowledge to evaluate intended and emergent strategies in the process of strategic

rationalization.

When we want to use this knowledge how are we going to go ahead and use it and how will it
affect the different stages of the work that we are going to do in the community, in the context of
the organization it would be strategy in the context of the community it would be the social
development efforts. And those are going to be affected by a whole bunch of things that we
cannot predict. So the way this strategic development happens in all our strategic efforts happen
in, in the developing areas in the socially vulnerable area is very, very different from the way
they happen in the organizations.

And the outcome would be a forced reality check we go in with one idea we come out with
another plans are the first things to crash in any real so especially social development effort, we
go in with one plan and the community throws another googly at us, | am a cricket fan so googly
is a ball that whose direction you cannot predict so it comes and you know you do not know
which way the ball is going to swing and which way is going to bounce and everything and it is a
forced reality check to determine whether there really is a shared understanding of the forms
history capabilities performance and future.

So when we go and actually implement what we have planned that is when it hits us and that is
when the gaps regarding or the gaps in our understanding of what we want from our efforts are
exposed okay. So we and that happens only when we actually go out and do what we set out to
do.



So we go and tell people, we ask people what do you want, come back evaluate ourselves and we
say okay this is what we will tell people when we go back and tell people that this is how we can
help you, this is what we will do for you, we actually start doing it, then they say no, this is not
what we wanted. The actual intended result was something totally different, so there could be a
problem with the communication and then further alignment the feedback loop is established at

this point.
(Refer Slide Time: 20:51)

* JEE—
Steps of effective strategic conversations

Mies Munila & Damrou

Step Oulcomens
+ {
I Questioning & understanding the mental A roher understanding of the proferred
models & concerna of bop management sirategic intent of the varnous
BUEs. & refevant stahohodors pahicipants

1
< Bhaning el hnowiedpe among & between | Enhancng the organizaiion s knowiedge

OQANZatione & stadoholder groups Dase, Crooting o shaded understanding of
he firm s vatary. capabilition
petformance & fubure

3 Transformeng relevandt taclt knowledge indo | Codifying the firm's knowledpe base
onphe it knovwledge

4 Using thin shared ephofl kntdedge Yo Aforced ‘roalty check 1o determine
Ovalate INEONANI & 0 Dot st slogees wHONer edo roaly 18 & shareo
N 1he procoss of strstegc rabionakzabon understanding of the firm's history
capatiiition. porformance & future

"

Srategy Tormation Enhanced competitive standing as an
OUACome of more mforrmed & redevant
Mirategy making e

The gaps are exposed and then the strategy for mission takes place we know where we can
expect the problems to start we realize where we can see gaps, we realize where things are going
to not happen the way we planned that they would happen and that is when the strategy
formation start. So we say, okay these are the areas where we will have to be careful, this is how
we will communicate our interests, our capabilities, our visions for the future, and that strategy
formation then leads to enhanced competitive standing as an outcome of more informed and
relevant strategy making in the context of the community, it is going to be, you know an
enhanced competitive and enhanced understanding of or an enhanced development or a richer

formulation of a more informed and relevant strategy making effort.



So we are now better prepared for the unexpected events, we use a term contingency planning |
think that is an oxymoron because by definition contingencies are unexpected events, so we
cannot plan for unexpected events, we can only be prepared for unexpected events. And that is
what happens when we get the feedback from the environment, from the community we become

better prepared to face these questions.

And we know where in what stage, at what stage of our efforts we can expect what kinds of
questions the exact questions will reveal themselves at the proper time, but we get a fair enough
idea of the kinds of problems the kinds of gaps that are likely to be exposed that are likely to
surface and we are better prepared to deal with them and succeed in our ultimate efforts to help

the community and that is these are.
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I Questioning & understanding the moental

models & concerna of top management
BUEs & redevant stakehoddors

A richer understanding of the proferred
stratogic intent of the varous
participants
'
< Shaning ol knowiedge among & between
OrQaniZationad A stabehodder groups

Enhanomg the organization s knovwiedge
base. cresting » shared undorstandng of
e Hrm s eatory. capabdition
petformance & fubure

Tranaforming relevant tact knowledge indo
opheit knovledge

Codifying the hirmy's knowledge base

4 Using this shared axpholl knowiedge Yo
ovaluate intonded & emergent stisteges
N the process of strategic rationakzation

Strategy formation

Some of the steps that have been proposed okay.

)
Alorced Teaitty check Yo determine

whethor hare realy 18 & shared
understanding of the firm's history

capatsittion. porformance & fulure

Enrhanced compebiiye standvig as an
oudcome of more mformed & retevand

strstegy making "me
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Example of strategic conversations

in action

= Art of Hosting and Harvesting Conversations that
Matter: February, 2014: Lithuania: Part 1:

I:'.llw. www . youtube com/watch?vepi01YzvDk/8

The complete video cannot be shown here due to
copyright restrictions, Students are advised to go
through Parts 1 to 4 to see how strategic
conversations actually shape up.

m

At this point | would like to show you, | cannot show you the whole video because of copyright
restrictions, but I can definitely take you to the video and this video is in four parts. So please
watch it on your own it is actually, you know it is a very interesting exercise that demonstrates
the art of hosting and harvesting conversations that matter there was a workshop in Lithuania in
February 2004 and, you know just have the subtitles on YouTube and this is shown there as to

how people physically get together and do it and after this I will share an example of an activity.
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Example of strategic conversations
In action
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That | was a part of many years ago there we used strategic conversations as a method of
development efforts.
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And only I did not know about the term strategic conversations at that point okay. So this is the

video.
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And this is summary. Many years ago | am a part of a group or a team that worked on, you know
we tried to evaluate the kinds of efforts that would be required in a particular development
setting. And what we did was we got all the stakeholders involved, we got all the stakeholders to
come to a particular, to come to our center and we all, we made a list of the questions we would
ask them, and they had these discussions and little focus groups. And then they had these
discussions, they came out with outcomes, the outcomes were compiled and then they were put
together.

And then we went through the discussions in many cases the discussions were in the regional
language which many of us did not understand. So these discussions were put together and we
went through these discussions and we summarized the results of these discussions. And then we
came up with what we really wanted to go in and do with these people. So that is how this
strategic conversation technique can really help you, we made a list of questions, but he gave the
discussion leaders the freedom to take the discussion in a way that would not take them with, you
know to keep the discussion somewhat on track and still in and through rapo building, regular

discussions, conversations just get what we wanted out of the conversation.



And that was a very enriching experience and | wish | could give you more details but I am not
at liberty to do so but then you can watch these four videos.

(Refer Slide Time: 26:06)
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Example of strategic conversations
in action

= Art of Hosting and Harvesting Conversations that
Matter: February, 2014: Lithuania: Part 1:

https://www . youltube. com/watch?vepd01YzvDkZ8

The complete video cannot be shown here due to
copyright restrictions. Students are advised to go
through Parts 1 to 4 to see how strategic
conversations actually shape up.

And those four videos will give you a very nice idea of how these conversations really help, you
know come to a strategic plan for sustainable development. So that is where we will stop the
discussion today, and we will continue from here in the next lecture, thank you very much for
listening.



