Greiner
MAJOR CLAIMS

1) Organizational growth is characterized as a series of developmental phases

2) Management practices that work well in one phase bring on a crisis in the next

SECONDARY CLAIMS
1) Organizations should not try to skip phases
2) Top managers whose style is no longer appropriate should remove themselves

PRIMARY CONCEPTS

Age of the organization
(lifespan of an organization 

(management problems & principles rooted in time
Size of the organization
( company’s problems & solutions change as it increases in size

( organizations that do not become larger can retain many of the same management issues and practices over long periods
Stages of evolution
( prolonged growth that we can term the evolutionary period
( organizations that survive a crisis usually enjoy four to eight years of continuous growth w/out a major economic setback

( only modest adjustments appear to be necessary for maintain growth under the same overall patter of management
Stages of revolution
( evidence from numerous case histories reveals periods of substantial turbulence interspersed between smoother periods of evolution

(typically exhibit a serious upheaval of management practices

( the critically task for management in each revolutionary period is to find a new set of organizational practices that will become the basis for managing the next period of evolutionary growth. Interestingly enough, those new practices eventually sow the seeds of their own decay and lead to another period of revolution. Managers therefore experience the irony of seeing a major solution in one period become a major problem in the later period.

Growth rate of industry
( a company in a rapidly expanding market will have to add employees quickly; hence, the need for new organizational structures to accommodate large staff increases is accelerated. 

( when the market is poor, revolutions seem to be much more severe and difficult to resolve


FIVE PHASES OF GROWTH

Phase 1: Creativity. In the birth stage of an organization, the emphasis is on creating both a product and a market.

Phase 2: Direction. Those companies that survive the first phase by installing a capable business manager usually embark on a period of sustained growth under able, directive leadership. 

Phase 3: Delegation. The next era of growth evolves from the successful application of a decentralized organizational structure. 

Phase 4: Coordination. The evolutionary period of coordination phase is characterized by the use of formal systems for achieving greater coordination by top-level executives taking responsibility for the initiation and administration of these new systems. 

Phase 5: Collaboration. The last observable phase emphasizes strong interpersonal collaboration in an attempt to overcome the red-tape crisis. Where phase 4 was managed through formal systems & procedures, phase 5 emphasizes spontaneity in management action through teams and the skillful confrontation of interpersonal differences. It builds around a more flexible & behavioral approach to management. 
Management Focus
Phase 1: make & sell

Phase 2: efficiency of operations 

Phase 3: expansion of market

Phase 4: consolidation of organization

Phase 5: problem solving & innovation
Organizational structure
Phase 1: Informal

Phase 2: centralized & functional

Phase 3: decentralized & geographical

Phase 4: line staff & product groups

Phase 5: matrix teams
Top - Management Style 
Phase 1: individualistic & entrepreneurial

Phase 2: directive

Phase 3: delegative

Phase 4: watchdog

Phase 5: participative 
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BARNEY
MAJOR CLAIMS

( The most careful and complete analysis of firms’ competitive environments cannot, by itself, explain their success
( Strategists also need to analyze the competitive implications of firms’ internal strengths and weaknesses

TANGIBLE RESOURCES
-Financial
( Firm’s cash & cash equivalents

( Firm’s capacity to raise equity

( Firm’s borrowing capacity
-Physical
(modern plant & facilities
(favorable manufacturing locations
(state-of-the-art machinery and equipment
-Technological
(trade secrets
(innovative production processes
(patents, copyrights, trademarks
-Organizational
(effective strategic planning process
(excellent evaluation and control systems


INTANGIBLE RESOURCES

-Humans
(experience & capabilities of employees
(trust
(managerial skills
(firm-specific practices & procedures

-Innovation & Creativity

(technical &scientific skills
(innovations capacities
-Reputation

(brand name
(reputation w/ customers for quality & reliability 
(reputation w/ suppliers for fairness relationships
CAPABILITIES

( Capacity to combine tangible and intangible resources, using firm processes to attain desired end
· Examples
· Outstanding customer service
· Excellent product development
· Innovativeness or products and services
· Ability to hire, motivate, and retain human capital
VRIO 
-The Question of Value:  Does a firm’s resources and capabilities enable it to exploit an opportunity, and/or neutralize a threat?
-The Question of Rareness:  How many competing firms already possess these valuables resources and capabilities? 
-The Question of Imitability:  Do firms without a resource or capability face a cost disadvantage in obtaining it compared to firms that already possess it?
-The Question of Organization:  Is a firm organized to exploit the full competitive potential of its resources and capabilities?
When will firms be at a cost disadvantage in imitating?
( The importance of history: Valuable and rare resources acquired or developed through unique historical circumstances can be a source of sustained competitive advantage (Caterpillar)
(The importance of numerous small decisions: A firm’s competitive advantage seems to depend on numerous “small decisions” (rather than big ones) through which a firm’s resources and capabilities are developed and exploited in developing, nurturing and exploiting resources
(The importance of socially complex resources: Reputation, trust, friendship teamwork and culture, while not patentable are much more difficult to imitate
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Collins & Porras
(Core ideology: Enduring character of an organization – a consistent identity that transcends product or market life cycles, technological breakthroughs, management fads, and individual leaders
(Core values: Essential and enduring tenets; small set of timeless guiding principles; beliefs about what is important
· Honesty and integrity; being a pioneer; creativity
(Core purpose: The organization’s reason for being; people’s idealistic motivations for doing the company’s work; capture the soul of the organization
· To improve the standard of living around the world; To make people happy
(Discovering core ideology
· You do not create or set core ideology
· Description of what actually exists, not just what we wish existed
· Needs to be meaningful and inspirational only to people inside the organization
· Find people who are predisposed to share the organization’s core values and purpose
· More than creating a perfect statement!
(Envisioned future
· BHAGs: Big, Hairy, Audacious Goals
· 10-30 years 
· Powerful way to stimulate progress
· Clear & compelling; serves as unifying focal point of effort; acts as a catalyst for team spirit
· Takes little or no explanation
· Not a sure bet….!
· Vivid description
· Vibrant, engaging and specific description of what it will like to achieve the BHAG
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CHANDLER

CHANDLER’S CLAIM

Successful firms capitalize on economies of scale & scope, create management structures and invest in research & development
· Once a firm loses the opportunity to be a first mover, it is difficult to regain competitive advantage
· Growth through unrelated diversification is a poor corporate strategy
· Business ownership patterns have diminished the likelihood of long-term success
Economies of scale
(large plants can produce products at much lower cost than small ones because the cost per unit drops as the volumes of output rises
Economies of scope 
(large plants can use many of the same raw & semi finished materials and intermediate production processes to make a variety of different products
Managerial & entrepreneurial enterprises
(lower & middle managers to coordinate the flows of products through production and distribution, top managers to coordinate & monitor current operations and to plan and allocate resources for future activities
First movers & challengers
(those who first made these large investments quickly dominated their industries and continued to do so for decades (FIRST MOVERS)
(to benefit from comparable costs, challengers had to build plants of comparable size. They had to create distribution and sales organizations to capture markets where first movers were already established. 

(they did appear but there were few
Related & unrelated diversification
Related: when a business adds or expands its existing product lines or markets. 
Unrelated: when a business adds new, or unrelated, product lines or markets
Comparative (or competitive) advantages
Comparative: The ability to produce a particular good or service  at a lower marginal & opportunity cost over another
Competitive: occurs when an organization acquires or develops an attribute or combination of attributes that allows it to outperform its competitors.
Research & development
There are two primary models. In one model, the primary function of an R&D group is to develop new products; in the other model, the primary function of an R&D group is to discover and create new knowledge about scientific and technological topics for the purpose of uncovering and enabling development of valuable new products, processes, and services.
Stock market pressure
Corporate restructuring
The act of reorganizing the legal, ownership, operational, or other structures of a company for the purpose of making it more profitable, or better organized for its present needs. 
REVIEW

GREINER

· Organizational growth = A series of developmental phases
· Management practices that work well in one phase bring on a crisis in the next
· Concept list: Evolution & Revolution; Crises = Leadership, Autonomy, Control, Red tape, “?”; Phases of growth = Creativity, Direction, Delegation, Coordination, Collaboration
· Different management styles are appropriate in different phases of the life cycle
BARNEY

· Sustained competitive advantage:
· Valuable resources and capabilities
· Rare resources and capabilities
· Hard to imitate resources and capabilities
· Resources and capabilities organized to be exploited
COLLINS & PORRAS
· Core ideology
· Core values &Core purpose
· Envisioned future
· BHAGs &Vivid description
