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PECULIARITIES OF INTERNATIONAL STRATEGIC ALLIANCES ACTIVITY
На основе анализа проблем, которые возникают при функционировании альянсов, выявлено и охарактеризованы основные причины неудач и краха международных стратегических альянсов, а также предложены некоторые пути решения этих проблем и соответственно преодоления причин краха.
In this article principal reasons of failures and crash of international strategic alliances were revealed and described, and also some ways of solving these problems and accordingly overcoming of crash reasons were offered on the basis of analysis of problems arising by functioning of alliances.

Positing of the problem. Development of the world economy has taking place very intensively in the last decades. Creation of various integrative associations of companies becomes objective necessity and usual phenomenon. One of the forms of such integration of companies is strategic alliances. International strategic alliances develop in many spheres of the world economy, foremost – in telecommunications, informatics, air transportation, service sphere and others like that. 

Companies obtain considerable competitive advantages by the creation of strategic alliances, therefore aspirations for such integration and its reasons are completely understandable. However, strategic alliances also have risks, resulting quite often in failures and disintegration of alliances. For this reason there is the necessity in exposure of the reasons of crash of international strategic alliances and search of ways of their prevention.
Analysis of the last researches and publications. Analysis of the development and functioning of different forms of integration of companies is the topical topic of researches of many scientists. Many scientific publications, works, articles are devoted to the question of the development of international strategic alliances. [1;2;3;4] However, the issue of reasons of strategic alliances crash is reflected in literature insufficiently, and it gives possibilities and prospects for researches in this direction.

Positing of task of the article. Analysis of the problems, arising in functioning of alliances, exposure and description of principal reasons of failures and crash of strategic alliances, and also consideration of some ways of solving these problems and accordingly overcoming of crash reasons, is the objective of this article.

Exposition of the basic material. Analysis of the world experience of creation and functioning of strategic alliances ascertains interesting phenomenon: companies, which are not included in strategic alliances, experience crash more frequent, than those making the systems. Generally, strategic alliances are not absolutely stable, as some firms disappear in fact and others appear on the contrary. However, positions of alliances are much stronger as compared to the companies not incorporated in alliances.

In spite of sufficient stability of alliances, their creation not always gives the expected effect and brings the desired result. It is calculated a long ago, that approximately 60% alliances disintegrate, not overcoming four-year threshold from a moment of their creation, so ten-year collaboration, in general, is rarity. [3;4]

The reasons of the above-mentioned may vary: insufficiently exact calculations of general project profitability, different looks on the management and marketing and others like that.

Researches of activity of strategic alliances have revealed four basic problems of the creation of alliances or four reasons of their crash. 

First reason is disparity of size of alliances to the necessities and objectives, 

second reason is insufficient quality of participants of alliance, 

third reason is internal competition in alliance, 

fourth reason are problems in alliance system management. 

We will consider each of them more detailed. 

Disparity of size of alliances to the necessities and objectives.

In each individual case the network size of alliances are of great importance. It is usually considered the more partners in alliance the better. But every company has the limited resources and, therefore, it must agree to the limited number of partners. Potentially, it can support only certain quantity of communications. There is only limited amount of time and facilities which a company may allow to expend on its alliance management. Therefore, a company has to take extremely pragmatic approach in the selection of alliance partners. 

If technological collaboration is the basic motive of the strategic alliance creation, the partners’ quality becomes a determinative. 

Also it is dangerous to engage a few firms simultaneously in strategic alliance. As the world practice shows, it is needed to enlarge alliance gradually. It is the best and most consistent mechanism of the reliable alliance creation. 

A company can realize in time that the created strategic alliance is rather large, and it has shortage in resources for its coordination. Then, to preserve the alliance, it is needed to diminish it. Regardless of companies’ aspiration for a global alliance creation, which will unite all its potential participants, companies usually can not manage with a very large group. The less systems turn out to be more coordinated and, due to it, more successful. For this reason, in order to avoid a failure, it is necessary to put by a purpose of the strategic alliance creation not extremely large size of alliance, but correspondence of alliance to the necessities and objectives of companies-participants. 

Insufficient quality of participants of alliance.

Quality of its participants is the leading factor of the alliances functioning efficiency. Imperfection of this factor may result in the ineffective and inefficient functioning of the strategic alliance, and as a result – to the failure and crash of the alliance. Alliance partners must complement possibilities of each other as well as possible. For the most exact determination of potential partners, a company must define the list of its possibilities, and also list of the weaknesses, i.e. the list of what it has not enough for the successful functioning. Then it must engage additionally partners which will fill these weaknesses. 

Association of some successful developments becomes the result of well-selected alliance members. For example, one company offers technology, other company gives resources, the third one – design, and another one gives its commercial network, client base, etc. 

Internal competition in alliance.

This is one that can break any international strategic alliance. But on the condition of correct alliance formation, participants must complement each other, instead of compete. As for example, Lufthansa does not compete with Air Canada, quite the reverse, they complement and strengthen each other in the strategic alliance Star Alliance and compete with Sky Team. Although to a certain extent, similarity and competition may facilitate innovations and multiply flexibility. But problems, generated by the competitors’ consolidation, may be considerably more serious. For example, if one of the participants will share knowledges and experience with alliance partners concerning production process, market and distribution, and other ones only will aim to adopt this experience and use the got knowledges in their own aims, it will unavoidable lead to collapse of such strategic alliance. Preventing the origin of such problem is possible due to guarantee obligations, properly concerted and fixed in the contract. 

Other problem may arise on the basis of coincidence of strategic intentions. Usually it happens, when both small and powerful companies are included in strategic alliance. Lesser companies-participants may win considerably more from this alliance. In fact they are acquainted with strategic planning, technologies, experience and knowledges of large and less flexible companies. And if they will be able to incarnate all of it considerably more quickly, than powerful companies, consequently it will give them possibility to take new segments of market as first ones. 

Recommendations concerning the openness of information help to decide such problem. That, companies-participants of strategic alliance should foresee risks and divide information into opened and closed for all alliance members. It can provoke the mutual mistrust of partners, but business is business. In order to avoid a failure by the creation of strategic alliance, participants, however, need to sign a contract with the guarantee obligations or create clear instruction concerning closeness/openness of information. 

Also there is the danger of enticement of clients from one company-participant of alliance to another one. On the creation of alliance, companies sometimes tell about their contracts, after all partners must exchange intentions. As a result, it can appear that an alliance partner tries to work directly with the clients of this company. For this reason, in order to avoid enticement of the clients and attempts of the partner to enter your market with its product, alliance participants shall not reveal information about their contracts to the alliance partners. 

Another no less important problem is the slow process of decision-making in alliances. Such problem can arise, when consolidation of companies for the production of the same products is provided, but one company has for an object only to know as much information as possible and begin own production. When other alliance participants begin finally to understand intentions of such company, alliance already becomes unnecessary for it, which results in its disintegration.

Working on the same products, avoiding such problems is possible by concentrating on different links of creation of the output value. For example, one firm-participant of the strategic alliance may conduct base researches, and another one may carry out marketing activity and distribution. However, they will not be able to exist without each other. 

Problems in alliance system management.

The management structure is dictated by the management process. If many partners alike between itself, and which have similar interests, are included in strategic alliance, they will constantly and without result compete. The structure of "center and periphery", including one or some closely connected between itself members of the core and less partners, revolved round a center, is more effective. For example, decision is made by three basic firms, other execute them. So, already mentioned Star Alliance has the most effective management system among airlines. Two companies are central – United Airlines and Lufthansa. It is an exactly that case, when the center and periphery system functions effectively. Considerable growth of the network may be the only problem of such management system. 

Another one, no less effective management system, may be based on leadership of one company. It is the situation of one company dominant. For example, Boeing. Instead of three firms one Boeing settles all disputes, undertakes responsibility and disciplines. Thus, necessarily a large and authoritative company must be a leader.

Conclusions. Companies get considerable competitive advantages by the creation of international strategic alliances, therefore aspirations to such integration and its reasons are entirely clear. However, regardless of the advantages and sufficient stability of alliances as compared to separate companies, creation of strategic alliances not always gives the expected effect and brings the desired result, and many of them disintegrate. 

The most various reasons are as follows: insufficiently exact calculations of general project profitability, different looks on the management and marketing, etc.

Researches of strategic alliances activity allowed authors to reveal basic problems of the creation of alliances and characterize principal reasons of alliances’ crash. 

On the basis of analysis of the problems, arising in functioning of alliances, some ways of solving of these problems and accordingly overcoming of the reasons of international strategic alliances crash are offered.
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