Week 1 (September 3, 2014) 
Intro
A new way of thinking
Not taking what you read at face value
What to ask yourself as a critical thinking
1 analyze the claim
2 look at the quality of evidence
3 your own assumptions
look up 10 management theories by chandler and print them out and learn them


NOTES ON READINGS DYER CHAPTER 2 

Claims

A Claim is “the major conclusion of a piece of writing that the author is trying to persuade you to accept”

Explicitly or implicitly 

Certain words indicate an author is making a claim; therefore, thus, in summary, I believe that, clearly, in short, the data shows that, as a result, in fact.

Any other statements in an article other than the claim are usually evidence.

A claim is “not an example, a definition or an example. It is usually a broader issue, addressed at a greater level of abstraction than the evidence”

			Uncontested Claims 

1. We don’t contest claims that are consistent with our own experiences and observations, things that we have seen, heard or touched. Also we accept claims that relate to subjective experiences.
2. Some claims appear to be facts like, Quebec is bigger than Nova Scotia. And events that often happen we don’t question such as what is written in newspapers.
3. Areas where there is an agreement among experts, or supported general claims that are common sense.
4. Technical or mathematical claims are usually accepted uncontested. 

Accepting something now that’s unproblematic is okay but it doesn’t mean we always have to accept because as new information becomes available we are free to go back and re-examine the situation and challenge whatever claim we believe is incorrect.




			Contestable Claims

Contestable claims often awaken curiosity and often cause people to think about things in new ways.

“Contestable claims cannot stand on their own.” Without evidence, contestable claims will soon become ‘my opinion against yours’. (page 15-16 good example) 

CLAIMS SHOULD BE INTELLIGIBLE OUTSIDE OF THE CONTEXT OF THE PASSAGE

			Presenting claims

For longer texts, the author may provide a list of important concepts and a series of propositions about how the concepts could be related. 

They may also be presented in a concept map. (see page 16-17 for explanation)

			Writing effectively

Present your main ideas clearly and with emphasis. Put the claim near the beginning or end of your report

(good exercises at the end of the chapter!!)


			NOTES ON APPENDIX 1

Board of Directors

A group of people who have the legal responsibility to guide the affairs of a corporation or firm. 
Principle duties include 
the selection and evaluation of the senior management
the establishment of the board’s policies and objectives
financial decisions
review the firm’s performance
accountability to shareholders
sometimes boards can be powerful and independent while other may be submissive to top management and just rubber stamp all their decisions.

Bottom Line
Profit
Recently there has been the introduction of the triple bottom line which is; Profit (financial performance), People (Social performance), and Planet (Environmental performance).

CEO

Chief Executive Officer is appointed by the board of directors to head the firm’s activities.
Sets company policy
Sets a strategic direction to ensure the firm’s success.
Highest-ranking manager
Must be familiar with all functions within the organization (every level savvy) 
Strong leadership skills and a clear vision
The CEO generally works with a top management team that includes; CFO chief financial officer, COO chief operating officer, CIO chief information officer.

Emotional intelligence 

Ability to understand and manage your own emotions
Understand the emotions of others
Use emotions to sustain good relationships
EQ (emotional quotient) which some people believe is more highly correlated with success in every day life than an IQ

Globalization

Creating a world link
Strong links among world economies have expanded opportunities for companies to expand their ability to sell goods and services globally.
These links have also created competition world wide

Knowledge workers

Employees who work primarily with their intellect and knowledge and who also create value to firms by processing and creating info. Invaluable 

Outsourcing 

Delegating some of the organization’s activities to an outside manufacturer or service supplier. 
Such activities include; data analysis, human resources, customer services and tech support, accounting, manufacturing and janitorial services. 
Usually taken in order to cut costs or when a company prefers to focus on its core 

R&D
Research and Development
Combining scientific research and technological development to produce innovations in products and services,
When firms spend 15% or more of their revenues on R&D they are considered high technology firms

Shareholders

Part-owners of corporations
People who have invested in a company and have been given shares in the company proportionate to their investment
Stakeholders represent a broader group of people who have an interest in the firm because they are influenced by its actions. 
Stakeholders include shareholders but also customers, employees, suppliers, and government, and the community in which the firm is located.
A company said to be sensitive to its stakeholders are said to have good corporate social responsibility.

Vision

An image of the future held by leaders of the organization. 
This can often be expressed in vision statements; which helps express the goals they wish to achieve
Mission statements is a broad statement of the purpose of the business.’

Enduring logic of industrial success by Chandler NOTES

Concepts
	Economies of scope and scale
	Functional divisions, management hierarchy & geographic expansion
	First movers and challengers
	R&D research and development
	Related and unrelated diversification
	Separation of top and middle managers (in the case of unrelated diversification)
	Entrepreneurial entreprise (staying small)
	Stock market pressure (due to ownership pattern)
	Short term thinking (due to market pressure)
slides on first class

MANAGERIAL ENTREPRISE	is about growth and competition that drives modern industries. It refers to operating and investment decisions being made by a hierarchy of managers who are governed by a board of directors. the essentials of it is investments in PDM product, distribution and management. GROWTH has always been the goal of managerial entreprise.
ECONOMIES Of SCALE	large plants can produce more product at a much lower cost than small plants because the cost per unit drops as output rises. 
ECONOMIES OF SCOPE	large plants can use the same raw and semi used materials and intermediate production processes to make different products.
economies of scale and scope are only used to their fullest if the flow of materials is kept consistent to assure capacity utilization!
Building a big plant is not enough, entrepreneurs must also invest in national and international- marketing, distribution and organizations. To help coordinate all this they'll need lower and middle managers to help with the flow of products through production and distribution. Top managers monitor current activities and plan and allocate resources for future activities.	
First movers in industries aren't the inventors, it's the company who invests in PDM product, distribution and management
Companies growing horizontally means combining with competitors
Companies growing vertically means moving backwards to control materials and forwards to control outlets
Long term management's strategy was to grow by moving into related product markets or moving abroad. Geographic expansion was usually based on economies of scale. Moving into related product markets was usually economies of scope.
Sometimes going large was detrimental to companies like the diversification movement of the 1960s. You see during the world wars, america's economy prospered (except the great depression) so once economies were restored they began to expand into america and gave american industries competition, some managers responded by using the managerial enterprise logic and they reinvested their money to grow and expand into closely related products' markets. While other managers began expanding into industries that gave them no competitive edge they also did this because academics and scholars told them that management was a general skill so they thought if they were successful in their industry they can be successful in another industry... however since they didnt know anything about the industry that wouldn't be the case.. and they lacked the knowledge of the operations.
Diversification also led to the separation of top management at the corporate office from middle managers who were responsible for running and operating divisions and battling for profit and market share. This separation happened for two reasons; the first was because the top managers had little knowledge or experiences with the processes. The second was that because they acquired such a large number of businesses it created an over load in the decision making at corporate offices, prior to WW2 companies used to have around 10 divisions but now they had between 40-70. So senior executives had to rely on financial data to make some decisions in the past they used to rely on data to manage costs and that was now revolutionized to focusing on defining profits to help.
  


SAMSUNG
Samsung has always had an eye for more than their bottom line, they now wanna help poor countries with affordable medical equipment and drugs

Samsung has 83 firms and they provide 13% of South Korea's gross exports, samsung electronics is the biggest one of those firms

Samsung now wants to get away from consumer electronics, which is a market that suffers from falling prices, thin margins, fast product cycles and fickle consumers. 

Samsung's successes come from identifying areas that are small but growing fast. They grow fast by intensive capital investments. They move into high volume production as quick as possible, it gives itself a price advantage over established firms and it makes a key customer for equipment makers. "Samsung assumes execution risk not innovation risk"

Samsung supplies parts to it's competitors and this drives down samsung's costs even further, with rivals financing their success. Samsung accounts for 16% of the make up of an iPhone so they got sued recently because apple claimed they copied their design

Because Samsung has a lot of products aimed are poor and developing countries with fast growing economies when the recession hit, Samsung flourished. 

Samsung wants to expand into 5 different new products
LED light bulbs
Solar panels
Electric car batteries
Medical equipment
Pharma drugs

Their production of tvs and semi conductors will help them with solar panels and led light bulbs because the materials and productions processes are similar 

It's expertise in batteries will help them with car ones

They wanna put even cheaper chips in medical equipment likewise with what they did to phones

Even drugs, which is a business process with high volume manufacturing with low defect rates. 

Samsung believes it can sit inbetween china -- with cheap products and japan -- with it's costly high quality ones

"Brand halo effect" if a consumer has samsung in their living room they are more likely to have it on their roof as well

Samsung already sells led bulbs in South Korea so now they're looking to expand

For car batteries they teamed with Bosch the worlds biggest supplier of car parts and an expertise on power and engine management. The car business relies on close ties between carmakers and their suppliers. Chrysler and BMW are among SB LiMotive's (the name of their partnership) first customers 

Samsung is developing an X-ray machine with less radiation and no physical film. Last year they sold a machine that tested a patient's blood chemistry, that's smaller, cheaper, uses less power than rival's devices. In April it bought Medison a South Korean maker of ultrasound equipment. 

In drugs they partnered with Quintiles a drug outsourcer, so they'll be their contract manufacturer and gain experience while experiencing little commercial risk. 

HOWEVER

solar panel and led businesses already struggle with oversupply so samsung might get walloped into dramatic price erosion like it has experienced with flat panel tvs. 

Car batteries as well because the electric car market seems sluggish

Samsung is not good with acquisitions and has yet to come into contact with foreign government which might deny them. 

As far as medical equipment goes hospitals prefer to buy different equipment from the same vendor with the logic it should all work together. 

However diversification is essential.







Chapter 3 Evidence Notes
Evidence is any statement that is a response to the question: Why is this true?
The more contestable or controversial the claim, the more important that it be bolstered by solid evidence
An argument is the combination of a claim and the evidence for it
Cue words for introducing evidence
	because
	as a result
	in the first place
	in the second place
	for example
	in addition
	given that
	studies show
	for the following reasons

Quality of evidence includes (SPAARC)
Accuracy do your own research to verify accuracy and trivial errors or precision
Precision 	(65% > a lot)
Sufficiency		When the evidence is not sufficient to support a claim, we say that the author is guilty of the fallacy of hasty generalization (jumping to a conclusion without enough evidence)
Representativeness	As a rule, the variety in the sources of evidence should match the variety in the population relevant to the claim
Authority		The endorsers are providing evidence outside their area of expertise, fallacy of false appeal to authority
Fallacy of argumentation of populem (bandwagon)
clarity of expression	 explaining the numbers that they provide or tables






Greiner Notes!
[image: ]
Evolution	Revolution
Creativity
		Leadership
Direction
		Autonomy
Delegation
		Control
Coordination
		Red Tape
Collaboration

"Management practices that work well in one phase may bring on a crisis in another"

“Organizations grow through a series of evolution and revolution phases that are function of the age and the size of the organization”

Each phase begins with a period of evolution with steady growth and stability, and ends with a revolutionary period with huge organizational turmoil and change.

Primary concepts

age of the organization
size of the organization
stages of evolution
stages of revolution
growth rate of industry
management style
organizational structure 


red tape; “a bunch of beauracracy that drives you crazy… procedures become crazy complex and so does the structure”

For Each evolution/revolution phase you should know
The exact name
The characteristics of the evolution phase
The issues leading to the crisis
The required solution for the crisis



Organizational Development
Age of organization
	the same organizational practices are not maintained throughout a long life span.
	Management problems and principles are rooted in time
Size of an organization
	A company's problems and solutions change as the number or employees and sales volume increases
	Organizations that do not become larger can retain many of the same management issues and practices over long periods
Stages of Evolution
	prolonged growth, most growing organizations do not expand for two years and retract for one year... Those that survive a crisis usually emerge and enjoy 4 to 8 years of continuous growth without a major economic set back or severe internal disruption, growth under the same overall pattern of management.
 Stages of Revolution
	a time of serious change of management practices, traditional management practices no long work.
Growth rate of the industry
	the speed at which an organization experiences phases of evolution and revolution is closely related to the market environment of the industry. A company in a rapidly accelerating market will have to add employees quickly hence the need  for new organizational structures... so evolutionary periods are short in fast growing industries. Much longer evolutionary periods take place in slow growing industries. 
	Evolution can be prolonged, and revolutions delayed if profits are easy to come by.. like aerospace. 
	A poor market environment, revolutions can be much more severe and difficult to resolve.

Phases of Growth 
For each phase managers are limited in what they can do if growth is to occur


Phase 1: Creativity (Evolution)
	
when a company starts up, the emphasis is on creating a product and market.
	the founders of the company are usually entrepreneurial oriented and brush off management activities, they put their entire focus on making and selling their new product
	communication among employees is frequent and informal
	Decisions and motivation are market sensitive, management acts on customer reaction
	All these activities help the company get off the ground, but these same activities are the problem in the next phase, increased number of employees cannot be communicated with the same as they were. New employees aren't motivated either or dedicated to the product either.	The company's founders find themselves burdened with unwanted management responsibilities... at this point a crisis of LEADERSHIP (Revolution) occurs. A strong manager is needed, one who has the necessary knowledge and skills to introduce new business techniques., The founders often resist stepping aside, even though they are probably not suited for that role. So the first critical choice for a company is to instil a business manager who is accepted by the founders and can pull the organization together.


Phase 2: Direction (Evolution)
	An organizational structure is introduced to separate manufacturing from marketing activities. Job assignments become increasingly specialized. 
	Accounting systems for inventory and purchasing are introduced 
	incentives, budgets and work standards are implemented.
	As positions grow and people get hierarchy titles, communication gets more formal
	The new manager and his or her supervisors are responsible for instituting direction. Lower level supervisors are treated more like functional specialists rather than autonomous decision making managers.
	Lower level employees find themselves restricted by a lot of tasks and a centralized hierarchy, they end up developing a more direct knowledge of markets and machinery than the leaders at the top, so they feel torn between following procedures or taking initiative on their own
	The second Revolution is Autonomy, the solution to this is to move towards a more delegated structure. however it's difficult for top managers to give up responsibility to lower-level managers, and lower level managers aren't used to making decisions for themselves.



Phase 3: Delegation (Evolution)

	Like sales people may get managers now, to micromanage a bit them a bit, this can make more levels of the hierarchy 
This leads to top management feeling as if they’ve lost control


	this is in principle a decentralized organizational structure
	Greater responsibility given to managers of plants
	Bonuses are used to motivate employees
	Top level executives limit their managing, to only when they receive reports from the field
	Management focuses on acquiring businesses
	Communication from the top down is infrequent
	
Managers in a lower level positions in decentralized organizations have greater authority and incentives, and are able to penetrate large markets, respond faster to customers and develop new products
however Top level executives will begin to feel as if they are losing control over a highly diversified field operation. Autonomous field managers prefer to run their own shows without coordinating plans, money, technology and personnel with the rest of the organization
A crisis of Control (revolution) occurs. when top managers seek to regain control over the company as a whole. Some top management teams attempt a return to centralized management which usually fails because of the vast scope of operations.


Phase 4: Coordination (Evolution)

Product groups like, a pet store, making an aqua section so everything to do with fishes and aquariums, they have their separate sales and managers

But a lack of confidence and this all becomes time consuming, too bureaucratic, problems solving is taken over by procedure


	decentralized units are merged into product groups
	formal planning procedures are placed and reviewed
	numerous staff members are hired and located at HQ to start company-wide programs and watch managers
	each product group is treated like an investment center, where return on investment is important and used when allocating funds.
	data processing and other technical functions are centralized while daily operating decisions are left decentralized 
	Stock options are used to encourage employees to identify with the organization

this is good for company growth because the company's limited resources are allocated wisely
Field managers have to justify their decisions because of the watch dogs that HQ sends
Gradually tension builds between line and staff and HQ and the field. The many systems and programs introduced begin to exceed their usefulness.  so a Red Tape (revolution) s in full swing. Line managers resent direction from those who are not familiar with local conditions, and staff people complain about uncooperative and uninformed line managers. Innovation dims, the organization has become too large and too complex to be managed through formal programs and rigidness.



Phase 5: Collaboration (Evolution)

Matrix structure is like sales and R&D combining together… helping to solve problems, more flexibility, putting together a team from different departments (more horizontal and vertical)

Update crisis phase after this: organizations begin to look outside for partners or opportunities to sell itself to a larger company
 UPDATE the 6th phase: which becomes like a holding company to finance inter related companies


emphasis on strong interpersonal collaboration
emphasis on spontaneous management and skilful confrontation of interpersonal differences. social control and self discipline replace control.
a more flexible and behavioural approach to management 
	focus on solving problems quickly through team action
	teams are combined across functions to handle specific tasks
	Staff experts at HQ are reduced in number and reassigned and combined into interdisciplinary teams to consult with, not direct field units.
	A matrix type structure is frequently used to assemble the right teaks for the appropriate problems
	Conferences of key managers are help frequently to focus on major problems
	educational programs are used to train managers in behavioural skills for achieving better team work and conflict resolution
	real time info systems are integrated into daily decisions making processes
	Economic rewards are geared towards team performance rather than individual
	
The Revolution to this Evolution is unclear, many believe it'll be to instill breaks or sabbaticals in the work place.. establishing a four day work week

Another section
leaders at the top should be ready to work with the flow of the tide, not against it
Each phase produces certain strengths and learning experiences in the organization that will be essential for success in phases that'll follow
Managers shouldn't try to avoid revolutions. 
"Evolution is not an automatic it is a contest for survival to move ahead, companies must consciously introduce planned structures that not only solve a current crisis but also fit the next phase of growth. That requires considerable self-awareness on the part of top management as well as great interpersonal skills in persuading other managers that change is needed"

Greiner's later remarks
1	major phases of development for growing companies lasts anywhere between 3and 15 years, The growth of that industry seems to determine the phases' length
2	Many organizations suffer through revolutionary phases, they falter, plateau, fail or get acquired rather than grow further.
3	Managers have difficulty realizing that the solution which helped them out of one phase begins to sow the seeds for the up and coming revolution
4	the greatest resistance to revolution appears at the top because revolution means that units under senior execs will be eliminated or transformed, so new execs are recruited and old execs resign because they don't fit in with where the company is headed.

The Delegation phase doesn't begin with complete decentralization of the entire organization into multiple product units...  usually one product group is launched and then others are added over time. Also senior execs are not as hands off as previously depicted. The addition of multiple product or geographic units over time requires a sophisticated level of involvement by senior management to review strategies, evaluate results but not to micromanage the units.

The Collaboration phase originally stated that the entire organization turned into a matrix of teams...  however this is only confined to senior management where the heads of geographic areas, product lines, and functional disciplines collaborate as a team in order to ensure that their decisions are coordinated and implemented across global markets, And the control-oriented staff are replaced  by consulting staff experts, who help facilitate rather than control, decisions.

When a company sees that there is no internal solution such as new products (Crisis) it will being to look outside for partners or for opportunities to sell itself to a bigger company
A 6th Phase of evolution can be developing as companies create a holding company, which attracts capital and feeds it to it's alliance companies... 
SERVICE INDUSTRY AS WELL
"In the first, entrepreneurial phase, the professional service firm pursues and tests a variety of market paths. The phase ends with the partners arguing about whether or not to stay together to concentrate on one partner's vision for the future. In the second phase the firm focuses on one major service and eventually finds itself with a debate among the partners about whether to continue focusing on the current practice or to open another office or add additional services. A third phase of geographic or service expansion typically ends with a struggle over ownership how much equity are the original partners willing to share with the younger partners who led the expansion and brought in new clients! the fourth phases involves institutionalizing the firm's name, rep and ends in a crisis of cultural conformity in the face of which the firm must restore innovation and flexibility"

The rate of growth, the effective resolution of revolutions, and the performance of the company within the phases still depend on the fundamentals of good management, skilful leadership, a winning strategy, the heightened motivation of employees and a deep concern for customers.





Secondary claims

Organizations should not try to skip phases
Top managers whose style is no longer appropriate should remove themselves
Growth is not inevitable 





LEADERSHIP QUALITIES


Boss centered leadership..
Manager makes decision and announces it
Manager sells decision
Manager presents ideas and invite questions
Manager presents tentative decision subject to change
Manager presents problem, gets suggestions, makes decision.
Manager defines limits (Budget, time frame), asks group to make decision.
Manager permits subordinates to function within limits defined by superior 
Subordinate-centered leadership



Strong leadership or permissive leadership?
new knowledge pushes him to "I should really get the group to help make this decision"
but his experience pushes him in another direction "I really understand the problem better than the group and therefore I should make the decision" 
So he's faced with a dilemma

Actions towards the boss centered spectrum seem to be a manager who maintains a high degree of control, while those closer to subordinate centered leadership tends to be people who release a high degree of control.


TYPES OF LEADERSHIP FROM AUTHORITAN TO DEMOCRATIC
Manager makes the decision and announces it
Problem; boss identifies it
Solution: considers them and then picks one
Subordinates: reports the solutions to them for implementation, may or may not give consideration to what he believes subordinates may think, in any case the subordinates do not get to participate 

Manager sells his decision
Problem: boss identifies it
Solution: comes up with one
Subordinates: he tries to persuade his subordinates to accept it, he tries to tell them what they'll have to gain from his decision

Manager presents his idea, invites questions
Problem: boss identifies it
Solution: boss arrives at a solution
Subordinates: boss brings the idea to his subordinates for acceptance, and invites questions so everyone can understand his train of thought.

Manager presents a tentative decision subject to change
Problem: boss identifies it
Solution: boss comes up with a tentative decision
Subordinates: subordinates can influence and let their opinions be known before the boss comes up with the final decision

Manager presents problem, gets suggestions and then makes his decision
Problem: identifies the problem
Solution: subordinates get their first chance to suggest solutions, but the manager has final say
Subordinates: subordinates get a chance to suggest solutions firstly. So they try to help the manager tackle the problem. 

Manager defines the limits and requests the group to make a decision
Problem: manager identifies it, and sets limits 
Solution: the group come up with collectively with the manager
Subordinates: they work within the limitations set by the manager to come up with the solution

Manager permits the group to make decisions within prescribed limits
Problem: the group comes up with it together (TOTAL FREEDOM)
Solution: Group comes up with it with or without the manager, the only limits placed on them is by the organization or the manager's superior 
Subordinates: they all work together to come up with the final decision



Key questions

Can a boss ever relinquish his responsibility by delegating it to someone else?
	The manager must expect to be held responsible by his superior based on the quality of the decision that's made. So delegating is a risk. 

Should the manager participate with his subordinates once he has delegated responsibility to them?
	He should ask if his presence will inhibit or facilitate the problem-solving process. If the boss stays which he typically does, he should indicate to everyone that he sees himself in a member role rather than an authority role.
How important is it for the group to recognize what kind of leadership behavior the boss is using?
	A big difference because relationship problems happen cuz it's not clear what kind of authority the boss is using. So be honest avoid using the "make them think it was their idea in the first place" and tell them what you plan to do and what you expect/need from them.

Can you tell how democratic a manager is by the number of decisions his subordinates make?
	It's more important the significance of the decisions a manager lets his subordinates make. A bigger decision would reflect the manager's confidence in his subordinates

What forces should a manager consider when choosing how to manage?

		Forces in the manager:
Manager's behaviour is influenced by his personality.
His value system: how does he feel that individuals should have a share in making the decisions which affect them? or how convinced is he that the official who is paid to assume responsibility should personally carry the burden of the decision making?
His behaviour can be influenced by the importance he attaches to organizational efficiency, personal growth of subordinates and company profits. 
Confidence in his subordinates: he may ask himself "who is best qualified to deal with this problem?" often he may have more confidence in himself than anyone else
His own leadership inclinations: some managers operate more better as a leader a director, others see themselves better in a team role with their subordinates.
His feelings of security in an uncertain situation: by letting people in to this situation he releases control over the decision process and reduces the predictability of the outcome.

		Forces in the subordinate
Each subordinate has a set of expectations about how the boss should act with them
subordinates can have a greater freedom if
they have high need for independence 
they have a readiness to assume responsibility for decision making
they have a high tolerance for the unknown, so you're free to do whatever...
they are interested in the problem and feel it's important
The understand and identify with the goals of the organization
They have the necessary knowledge and exp. to deal with the problem.
they have learned to expect to share in decision-making

If there is a high confidence level that subordinates have for their manager, he is free to vary his leadership techniques. With mutual respect and confidence, there's more flexibility in the relationship. 

		Forces in the situation
Type of organization	organizations have values and traditions. These values are communicated in a lot of ways like job descriptions and policy announcements. Some want a dynamic, decisive persuasive person up top, others want a leader who works efficiently so whichever will force the manager to go towards that end of the spectrum.
Employee participation is down to size of work units (like confidential work), geographical distribution  (hard to work across the globe... and make decisions together :( )
Group effectiveness 	boss should know how effectively his team works together, like exp they've had working together, or a group with similar backgrounds and interest will gel quickly and work well
The problem itself	the nature of the problem may determine what will be delegated to subordinates. It's a disservice giving something they are not ready for.
maybe you might need people of different specialties or just work on it yourself if it requires too much of a briefing
key question "have I heard the ideas of everyone who has the necessary knowledge to make a significant contribution to the solution of this problem?"
PRESSURE OF TIME
and immediate decision forces authority, 
Long run strategy 
Looking months or even years ahead so he can shift his thinking from tactics to large-scale strategy
he can gain new insights or skills for himself, supply training for individual subordinates and provide participative experiences for his employee group.

Attaining objectives
1 raise the level of employee motivation
2 inc the readiness of subordinates to accept change
3 improve the quality of all managerial decisions
4 to develop teamwork and morale
5 to further the individual development of employees.


The successful manager of men can be primarily characterized neither as a strong leader nor as a permissive one... being both insightful and flexible.






OPEN WIDE ASSIGNMENT

The Secondary Sources used Open Wide were
· 1984, Forbes Magazine	Which forecasted the end of dentistry
· The New York Times		A new Jersey dentist telling them that it seemed as if one day half of her profession had disappeared, and how the work week got reduced to 3 days a week
· The Supreme court's ruling	which allowed dentist to become entrepreneurial and allowed for them to begin advertising 
· The Canadian dental industry		for figures of what it made in a year
· Helping Patients to Say Yes		a guide to increasing dental profits by Ashley Latter
· Vancouver's Pacific Dental Conference	how it will offer ways to increase dental business
· Canadian Dental Association		How ethically dentists are in the clear
· The journal of American dental association and journal oral oncology	concluded that the 80$ cancer screening is unproven
· The journal of the California dental Association	claimed that public confidence in the dentistry industry can be eroded 
· Denise Perna	who was a victim of aggressive sales tactics 
· Sally Mckenzie 	a dental practice consultant


ILLY HOMEWORK	
WHAT IS THE MAIN CLAIM?
Illy is a company going through change, it is now going business to consumer rather than business to business
“a claim is not an example, usually a broader issue, a general statement”
businesses need to change their business strategies over time, to match their growth and innovation.
“Moving from B2B to B2C requires that manufacturers focus on product quality”
SUFFICIENCY IS THERE ENOUGH?
SHE’S GUNNA POST IT REVIEW IT











UNDERLYING ASSUMPTIONS
logical link that fills the gap between a claim and evidence
the argument is not acceptable if the underlying assumptions are questionable 
making underlying assumptions explicit is important
when an author is very knowledgeable about a topic she may leave out large gaps because she assumes people know what she knows
REALITY ASSUMPTIONS: are our beliefs about what events have taken place, what exists, or how things work in the world. They are our beliefs about reality, the way things really are
	how to challenge them; evaluate their accuracy, by critiquing the quality of the assumptions. Another way to challenge them is to provide data that would show that the assumption is incorrect.
	so to challenge it, you need to present info that shows the author's views on the world are just plain wrong or debatable.
THE WAY THINGS ARE
VALUE ASSUMPTIONS
values about what is right and wrong, the way things ought to be, recognize it through words like; ought, should, desirable, unacceptable.
they are often learned through early childhood through school, our parents, teachers, classmates, or religion.
THE WAY THINGS OUGHT TO BE

Effective Writting
if you can think of any situation where your reality assumption might not be true it is best to describe it explicitly and limit your argument.






COLLINS AND PORRAS
CORE VALUES AND CORE PURPOSE remain fixed while their business strategies and practices  endlessly adapt to a changing world. The dynamic of preserving the core while stimulating progress.
a vision consists of a CORE IDEOLOGY and ENVISIONED FUTURE
Core ideology the yin in our scheme, defines what we stand for and why we exist. Yin is unchanging and complements yang, the envisioned future. The envisioned future is what we aspire to become, to achieve, to create.

CORE IDEOLOGY
is the enduring character of an organization 
core ideology is a source of guidance and inspiration

	CORE VALUES	are the essential and enduring beliefs of an organization. A small set of timeless guiding principles, core values require no external justification , they have intrinsic value and importance to those inside the organization.
core values range from 3-5 in an organizations and are timeless. they must stand the test of time. 
a company should not change its core values in response to market changes, rather it should change markets if necessary to remain true to its core values.
people fro diverse backgrounds can identify with a set of shared core values, 

	CORE PURPOSE 	is an organization's reason for being. An effective purpose reflects people's idealistic motivations for doing the company's work. 
purpose should last at least 100 years, should not be confused with specific goals or business strategies. You might achieve a goal, but you cannot fulfill a purpose, it is like a guiding star on the horizon-- forever pursued but never reached. 
Although purpose does not change, it inspires change, so since purpose cannot be reached, an organization can never stop stimulating change and progress
for purpose don’t make the mistake of describing your current product lines or customer segments
one powerful way of getting your purpose, start wih the descriptive statement, then ask we make X products or we deliver X service, and then ask, why is that important? five times... after that you'll get to your organization's purpose.

Discovering Core Ideology
you discover core ideology, you dont find it or set it.
the role of core ideology is to guide and inspire, not differentiate
core ideology needs to be meaningful and inspirational only to people inside te organization
core ideology can also play a role in determining who is inside and who is not. so you find and attract people whose core values match with your company's 
don't confuse core ideology itself with core ideology statements. A company can have a very strong core ideology without a formal statement
Core Competence is what you're good at... Core ideology captures what you stand for and why you exist
core competencies change over the decades. 
"If it's not core, it's up for change"

	
[bookmark: _GoBack]	ENVISIONED FUTURE
two parts a 10-30 year audacious goal and vivid descriptions of what it will be like to achieve the goal

BHAG 	Big Hairy Audacious Goal
a true bhag is clear and compelling, serves as a unifying focal point of effort and acts as a catalyst for team spirit. it has a clear finish line. a bhag energizes people-it grabs them, it is tangible. takes little explanation
applies to entire organization and requires 10-30 years of effort to complete. 
when setting a bhag you gotta be visionary
and it might have a 50-70% chance of succeeding but the company must believe it can reach it any way.
4 types of BHAGs; Target BHAG, Common-enemy BHAG, role-model BHAG, internal transformation BHAG

VIVID DESCRIPTION
is a vibrant, engaging and specific description of what it will be like to achieve the BHAG. think of it like translating the vision from words into pictures
Passion emotion and conviction, and motivation.

key points
Don't confuse core ideology and envisioned future, dont confuse core purpose and BHAGs.
Core purpose is a reason why the organization exists, a BHAG is a clearly articulated goal
Core purpose can never be achieved, a BHAG is reachable in about 10-30 years. The core purpose is a star on the horizon... the BHAG is mountain, once you climb one, go climb another one.

Identifying core ideology is a discovery process, but setting the envisioned future is a creative process.








ZALEZNIK
An organization is a system with a logic of it's own, and all the weight of tradition and inertia. The deck is stacked in favor of the tried and proven way of doing things and against the taking of risks and striking out in new directions
due to that organizations provide succession to power through the development if managers rather than individual leaders

	Personality
manager emphasizes rationality and control
a manager is problem solver he asks "what problems have to be solved, and what are the best ways to achieve results so that people will continue to contribute to this organization?"
Leadership a practical effort to direct affairs and to fulfill his or her tasks, a manager requires that many people operate efficiently at different levels of status and responsibility
"leadership is really managing work that other people do"

	Attitude towards goals
Managers tend to adopt impersonal, if not passive, attitudes toward goals. Managerial goals arise out of necessities rather than desires (leaders) and therefore are deeply embedded in their organization's history and culture.
Leaders are active instead of reactive, shaping ideas
leaders adopt a personal and active attitude toward goals.

	Conceptions of work
Managers tend to view work as an enabling process involving people and ideas interacting to establish strategies and make decisions. Planning what controversial issues should surface, and reducing tensions in this enabling process, managers' tactics appear flexible: On one hand they negotiate and bargain: on the other they use rewards and punishments
To get people to accept solutions to problems, manager continually need to coordinate and balance opposing views
Leaders work in the opposite direction. Where managers act to limit choices, leaders develop fresh approaches to long standing problems and open issues to new options
Managers: a survival instinct

	Relations with others
Managers prefer to work with people; they avoid solitary activity because it makes them anxious. (a low level of emotional involvement)
The need to seek out others with whom to work and collaborate seemed to stand out as an important characteristic of managers
a manager reconciling differences, seeking compromises and establishing a balance of power. managers lack empathy 
Managers relate to people according to the role they play in a sequence of events or in a decision-making process, while leaders, who are concerned with ideas, relate in more intuitive and empathetic ways. the distinction is simply between a manager's attention to "how things get done" and a leader's to "what the events and decisions mean to participants"
managers decision making events in two types; win-win or win-lose
Managers wanna convert every win-lose into a win-win
managers recognize that with the passage of time and the delay of major decisions compromises emerge that take the sting out of win-lose situations.
Subordinates characterize managers as inscrutable, detached and manipulative
Leaders referred to with adj rich in emotional content. Leaders attract strong feelings of identity and difference or of love and hate

	Senses of Self
William James describes two personalities; "Once Born" and "Twice Born"

Once Born; adjustment to life has been easy and straightforward, 
feeling of being at home and in harmony with one's environment 
managers like once born

Twice Born; have had continued struggle to attain order, 
feeling of profound separateness.
leaders tend to be twice born personalities, they may work for organizations but feel like they don't belong to them

Managers emerge from development through socialization, which prepares the individual to guide institutions and to maintain the existing balance of social relations
Leaders emerge from development through personal mastery which impels an individual to struggle for psychological and social change.

Managers personalities form moderate and widely distributed attachments
Leaders establish and also break off intensive one to one relationships.
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