CHANDLER
The logic of managerial enterprise

Step 1: Investments 

· Build larger, efficient production capacity to exploit economies of

· scale: big production to get smallest cost per unit

· scope: efficient use of common items

· Create extensive marketing and distribution channels

· Establish well-organized management teams
Step 2: Implement a “Strategy of Leadership”

· Continuous research, improvement and innovation

· Systematically lower costs and improve quality

· Expand marketing and distribution (geographically and market-wise)

· Compete aggressively and never let up

First movers

· Confidently seize opportunities through major commitments (FIRST)
· Constantly improve and aggressively compete (BEST)
· Manage logically and systematically (BEST)
· Maintain and nourish their competitive capabilities (RIGHT)


Other concepts:

· Functional divisions
· Management hierarchy

· Research and development

· Related diversification

· Separation of top vs. middle management

· Stock market pressures

· Short-term thinking

GREINER

	Evolution 1: Creativity

· Product

· Dedication

· Target market
	Revolution 1: Leadership

· Motivational issues

· Leader to manage employees

· Capital/accounting processes needed

	Evolution 2: Direction

· Functional organization: separate manufacturing from marketing

· Accounting for inventory and purchasing

· Motivation by money 
	Revolution 2: Autonomy

· Lower level have constraints and cannot take initiative

· Top level don’t want to give up their responsibilities

· Moral and motivation decreases

	Evolution 3: Delegation

· Responsiveness (delegate tasks)

· Profit centers and bonuses

· Acquire outside enterprises
	Revolution 3: Control

· Top executives feel loss of control

· Everyone is doing what he/she wants

· Lack of communication

	Evolution 4: Coordination (formal systems)

· Establish new formal procedures

· Efficient allocation

· No loss of response
	Revolution 4: Red-tape (lack confidence)

· Gaps in levels

· Outgrow the established new procedures because company is too large to be run by formal and rigid systems

	Evolution 5: Collaboration

· Focus of team action

· Communication is frequent
	Revolution 5: ? crisis

· Psychological situation (rest, reflect, revitalize)

· Habit structure (daily work)

· Reflective structure (personal reflection)


Guidelines for managers of growing organizations:
Know where you are in the development sequence

· Leaders should be able to work with the flow

· Leaders should not avoid resolutions. They provide pressure, ideas and awareness that initiate change

Recognize the limited range of solutions

· Different situations (phases) require different solutions

· Solving crisis and moving toward next phase requires self-awareness in top management and inter-personal skills to persuade that change is needed
Realize that solutions breed new problems

· Organization solutions create future problems
· Being aware of this can help managers evaluate problems with historical understanding instead of blaming current development

· Can also help predict problems ahead of time and enforce coping strategies

COLLINS AND PORRAS
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Five Criteria of a good BHAG:

1. Are set with understanding, not bravado

2. Fit squarely in the three circles 

3. Have a longtime frame (10 to 30 years)

4. Are clear, compelling and easy to grasp

5. Directly reflect your core values and core purpose

Definitions: 

· Core values: guiding principles to adhere to no matter what; they never change

· Core purpose: the underlying ‘why’ you are trying to climb the mountain
· BHAG: the specific mountain you are currently trying to climb

· Strategy: the route you intend to take and the general methods you intend to use to reach the top of that specific mountain

· Base camps: intermediate objectives to the top of the mountain; the goals on the way up to achieving the BHAG

· Tactics: specific methods for climbing the sections of rock and ice that confront you right now; plans for getting things done 

PORTER
Strategy is fundamentally about making choices, sticking with them and refining them to get better at it.
Operational Effectiveness if not Strategy

· It is a requirement, not an advantage

· Consists of doing what you choose to do in an effective and efficient way (it works and it works well)

Strategy Rests on Unique Activities

· The more common something is, the less it is valued or special

· If you can specialize in one variety of things, or meeting the needs of one particular group of customers, or providing special access, you may be able to create value

Sustainable Position Requires Trade-offs
· Enable you to focus, be distinctive, sharp and clear (reposition) 
· Straddling makes you vulnerable, knowing where you stand gives you strength

Fit Drives both Competitive Advantage and Sustainability

· Simple fit means activities fit together – no compromises or contradictions
· Reinforcing activities means one activity contributes to make another work better, too

· Optimization of effort means sharpening the overall fit 
Rediscovering Strategy

· Failure to choose

· Growth Trap

· Profitable Growth (efforts to grow blur uniqueness, create compromises, reduce fit and undermine competitive advantage)

KAPLAN AND NORTON
The balance scorecard is a concept for measuring whether the activities of a company are meeting its objectives in terms of vision and strategy. By focusing not only on financial outcomes but also on the human issues, the balanced scorecard helps to provide a more comprehensive view of a business which in turn helps organizations to act in their best long-term interests.
“Bottom line” is not enough
Customer perspective
· What matters most to customers?

· Corporate missions usually focus on customers

· Company performance from customer perspective is a priority of top management

· Balance scorecard demands that managers translate mission on customer service into specific measures that reflect what customers want

Internal business perspective
· How can we produce to meet customer expectations?

· Excellent customer performance derives from processes, decisions and actions occurring within

Innovation and learning perspective
· How can we make continual improvements?

· This perspective identifies the parameters that the company considers most important for competitive success
· Targets for success keep changing due to intense global competition, so continual improvements are needed

· A company’s ability to innovate, improve and learn ties directly to the company’s value

Financial perspective
· How can we ensure profitability for shareholders?

· This perspective indicates whether the company’s strategy, implementation and execution are contributing to bottom-line improvement.
· Typical financial goals have to do with profitability, growth and shareholder value

FRENCH AND RAVEN
Reward
· Expectation of award; the perceived ability to give positive consequences or remove negative ones

Coercive
· Power to punish; the perceived ability to punish those who do not conform to your ideas or demands

Legitimate
· Based on values; organizational ability; the perception that someone has the right to prescribe behavior due to election or appointment to a position of responsibility

Referent
· Desire to associate; through association with others who possess power

Expert

· Perception of greater knowledge; based on having distinctive knowledge, expertness, ability or skills 

*Managers who only focus on one form of power will not succeed
HERTZBERG
KITA 
· Kick in the ass

· Old fashion management system with punishment and reward

· Three types:

· Negative physical

· Negative psychological

· Positive
Negative Physical KITA

· Literal application
· Drawbacks:

· Inelegant

· Contradicts the precious image of benevolence that most organizations cherish

· Since it is a physical attack, it directly stimulates the autonomic nervous system and results in negative feedback from the employee

Negative Psychological KITA 

· Advantages over negative physical:
· Invisible cruelty

· Affects the higher cortical centers of the brain with its inhibitory power, so it reduces the possibility of physical backlash

· The person administering the kick can be above it all and let the system accomplish the dirty work

· Those who practice it receive some ego satisfaction whereas they would find blood abhorrent

· If employee complains, there is no proof
· “I am motivated so you move”… does not create motivation

Positive KITA

· Seduction
Myths about Motivation
1. Reducing time spent at work

2. Spiraling wages

3. Fringe benefits

4. Human relations training

5. Sensitivity training

6. Communications

7. Two-way communication

8. Job participation

9. Employee counseling

Hygiene vs. Motivators
Hygiene factors are needed to ensure that an employee does not become dissatisfied. They do not lead to higher levels of satisfaction, but without them there is dissatisfaction.

· Working conditions

· Quality of supervision

· Salary

· Status

· Security

· Company

· Job

· Company policies and administration

· Interpersonal relations

Motivation factors are needed in order to motivate employees into higher performance. These factors result from internal generators in employees.

· Achievement

· Recognition of achievements

· Responsibility of tasks

· Interest in the job

· Advancement to higher level tasks

· Growth

Combining the hygiene and motivation factors results in:

	High hygiene
	+
	High motivation
	=
	Ideal
(employees are highly motivated and there are few complaints)

	High hygiene
	+
	Low motivation
	=
	Paycheck

(employees’ motivation is low and based on money, but there are few complaints)

	Low hygiene
	+
	High motivation
	=
	Poor work conditions but job is challenging and exciting

	Low hygiene 
	+
	Low motivation
	=
	Worst

(unmotivated and lots of complaints)


Work can and should be arranged in the following ways:

· Job enlargement

· Job rotation and/or

· Job enrichment
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Mintzberg

Myth:
Managers are reflective, systematic planners.
Fact: 
Managers work at an unrelenting pace, their activities are characterized by brevity, variety and discontinuity and they are strongly oriented to actions and dislike reflective activities.

Myth:
Effective manages have no regular duties to perform.
Fact:
Managerial work involves performing a number of regular duties, including ritual and ceremony, negotiations and processions of soft information that links the organization with its environment. 

Myth:
Senior managers need aggregated information, which a formal management information system best provides.
Fact:
Managers strongly favor verbal media, telephone calls and meetings, over documents.

Myth:
Management is, or at least is quickly becoming, a science and a profession.

Fact:
The managers’ programs (to schedule time, process information, make decisions and so on) remain locked deep inside their brains.

So, the real tasks:

· Managers sit between the organization and a network of contacts

· Managers demonstrate a strong preference for verbal media (telephone and meetings, as opposed to mail and tours)

· Managers appear to be able to control their own affairs

· Managers deal with people, not things

Managerial roles:
· Interpersonal (primarily)
· Figurehead, leader, liaison

· Informational (as well as)

· Spokesperson, monitor, disseminator

· Decisional (finally)

· Resource allocator, entrepreneur, disturbance handler, negotiator

LEVITT
Nothing lasts forever
Fateful purposes

· Failure is at the top. The executives responsible for it are those who deal with broad aims and policies.

Error of analysis

· Error of defining an industry or a product or a cluster of know-how so narrowly as to guarantee its premature senescence. Limiting oneself is not good.

The history of every dead and dying growth industry shows a self-deceiving cycle of bountiful expansion and undetected decay. There are 4 conditions which usually guarantee this cycle

· The belief that growth is assured by an expanding and more affluent population

· The belief that there is no competitive substitute for the industry’s major product

· Too much faith in mass production and in the advantaged of rapidly declining unit costs as output rises

· Preoccupation with a product that lends itself to carefully controlled scientific experimentation, improvement and manufacturing cost reduction

· P
Population growth

· U
Uniqueness

· M
Mass production (production pressures)

· P
Perfecting (dangers of research and development)

Ex: Dry cleaning, electric utilities, grocery stores

“Inside out” marketing
Selling = internally-oriented

Marketing = needs-based
HANDY
Sigmoid Curve
Before the curve starts tapering, as soon at growth slows down, a good management starts asking questions. This inevitably creates arguments in the company because it is difficult to persuade people to change when nothing is wrong what how things are. 
Once the curve tapers, a company must try and keep afloat for as long as possible (until something comes along) by restoring what they had.

When you do not want to change

· You make money on the declining product because you just rake in without investing any additional money

When you commit too late

· The ones just starting to believe in potential. They lose money along the way due to investments.
Planning to just stand the course will not always work because someone will come along and be better. Unless a company is a perfect model of what Porter says and no one can figure out how they do whatever they do. 
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Company Y will take it while Company X is going downhill. 

The gap after that will be too big for Company X to ever catch up.
Company X is now #2.

Chandler’s point about first-mover and 

Porter’s point about imitation.

