The new GE: Google, everywhere
CLAIM: Google plans to become as big in hardware as it is in software, by developing products in a variety of areas that have one common factor: gathering and crunching data to make physical devices more intelligent. 
Examples of underlining assumptions.
1) Claim: Google seems to be planning to become as big in hardware as it is in software.
Evidence: It is developing “toothbrush” products in a variety of areas from robots to cars to domestic-heating controls.
Underlining assumption: Google is developing products in a variety of areas from robots to cars to domestic-heating controls to become as big in hardware as it is in software.
2) Claim: Google is already adept at profiting from the data people generate in the form of search queries, e-mails and other things they enter into computers
Evidence: Google has been sucking in data from smartphones and tablet computers thanks to the success of Android, and apps such as Google Maps.
Underlining assumption: Google sucks in data from smartphones and tablet computers to profit from the data people generate in the form of search queries, and other things they enter into computers. 
3) Claim: Googles latest purchase is Nest Labs, a maker of sophisticated thermostats and smoke detectors:
Evidence: Packed with sensors and software that can, say, detect that the house is empty and turn down the heating, Nest’s connected thermostats generate plenty of data, which the firm captures.
Underlining assumption: Google bought Nest Labs because of the data their products are able to generate and capture.
4) Claim: Google has had to overcome sclerosis before.
Evidence: Soon after returning as boss, Mr Page axed various projects and streamlined the management.
Underlining assumption: Googles inability or reluctance to adapt or change was caused by various projects and unorganized or inefficient management.
5) Claim: To ensure success, Google will need to avoid another misstep.
Evidence: Its chequered record on data-privacy issues means that Nest and other divisions will be subject to intense scrutiny by privacy activists and regulators.
Underlining assumption: Unless Google can gain the confidence of privacy activists and regulators in regards to data privacy issues it will not be successful.
Connection with business theories.
First Movers (Alfred D. Chandler):
· By buying organizations such as Nest Labs, and Boston dynamics, Google is hoping to become as successful in the hardware business as it is in the software business.
· This is supported by a concept in “The Enduring Logic of Industrial success” by Alfred D. Chandler. According to Chandler, first movers are companies who quickly dominated their industries and continued to do so for decades. There are many advantages to being a first mover. One of them being that once a company loses its chance at becoming a first mover it is difficult to regain competitive advantage. Google already dominates the software industry, and if it becomes as successful in hardware as it is in software it will certainly be a first mover.
Related Diversification (Chandler):
· As Google hopes to become as big in hardware as it is in software it is still practicing related diversification. Google has already been sucking data from its smartphones and tablet computers, and is already adept at profiting from this data. Nest Labs (who Google recently bought) collects plenty of data. Therefore as it moves into the hardware industry they will still be profiting from collecting data. 
· According Chandler, growth through unrelated diversification is a poor corporate strategy. In other words, growth through related diversification is a strong corporate strategy, which supports Google’s decision to move into the hardware business.
Investment (Chandler):
· When Google bought Nest Labs, and Boston Dynamics it did so as an investment, so that it could profit and build from these organizations, and ultimately create capabilities. 
· According to Chandler, entrepreneurial companies that do not make investments to create organizational capabilities cannot achieve long-term success. In other words, companies that do make investments to create organizational capabilities can achieve long-term success. Which we can see clearly Google is doing. 
Separation of Top and Middle Managers (Chandler):
· Even though Google bought Nest Labs, Mr. Fadell (Nest’s boss) is still going to report directly Mr. Page (Google’s chief executive). 
· One of Chandler’s concepts is that the managerial hierarchy was a keystone of business success and saw the important role of middle managers. There is definitely a hierarchy at Google which supports Chandler’s concept. 
Envisioned Future (James C. Collins and Jerry I. Porras):
· Google has a vision for the future, and that future is to become a leader in the hardware business much like it is the software business. 
· In “Building Your Company’s Vision” by James C. Collins and Jerry I. Porras, a company’s vision consists of two elements, one of them being an envisioned future. An envisioned future consists of two elements itself, one of them being Big, Hairy, Audacious, Goals (BHAG). They take somewhere between ten to thirty years to complete, BHAGs are a powerful way to stimulate progress. They should also be a clear and concise, and they serve as a unifying focal points of efforts and act as a catalyst for team spirit. Google’s aspirations to become as successful in the hardware business as it is in software is a certainly BHAG, as it is not a goal that can be obtained in the near future.
Phases of Developmental Growth (Larry E. Greiner):
· When Google acquired Nest Labs and Boston Dynamics it carefully weighed its capital investments. Even though analysts say that Google paid ten times Nest Labs value, we may not know the complete strategic reasoning for the amount paid. The common factor between Google’s software and hardware business is collection of data, and this most likely reason they would overpay for Nest Labs. Still Google would carefully have to weigh its capital investment in order to come to a purchasing decision Also, since Google hopes to profit and grow from the hardware business it is safe to assume they will most likely continue to acquire other hardware manufacturers. In the article “Evolution and Revolution as Organizations Grow” by Larry E. Greiner, the author claims that organizational growth is characterized by series of developmental phases. He also describes Phase 4: Coordination; and the previous example given about Google is an example of a characteristic of this phase. The characteristic of this phase being that capital expenditures are carefully weighed and parceled out across the organization. Also, if Google were to continue to buy more hardware businesses it would indicate that it is still in Phase 4.
· Google bought Nest Labs and Boston Dynamics, as an investment, and in order to become as successful in hardware as in software. This shows that Google treats these two companies as an investment center, which is a characteristic of Phase 4.
· When Mr. Page became chief executive of Google once again he axed various projects and streamlined the management, in order to “overcome sclerosis”. This is a characteristic of Phase 4, where formal planning and procedures are established. 
· In order to “avoid the pitfalls of conglomeration” Google X development Lab works independently of other lower profile projects. This is also a characteristic of Phase 4, where decentralized units are merged into product groups.
· [bookmark: _GoBack]As these examples show, Google is currently in Phase 4 of its organizational evolution. 
Less drug, more Shoppers
CLAIM: In response to the decreasing generic-drug price cap, Shoppers Drug Mart plans to add more medical services and also plans to step further away from its roots as pharmacy and expand its non-pharmacy business. 
Examples of underlining assumptions.
1) Claim: The larger payoff will come from old customers coming to the store more often, new customers coming in for the first time and all of them lingering in the stores, hopefully buying things other than just medical services.
Evidence: Patients who receive a shot have to wait around for 20 minutes afterward to make sure there are no adverse effects. That’s 20 minutes they can spend buying condoms, frozen pizzas and mascara, which means more revenue for Shoppers.
Underlining assumption: Patient will wait the recommended 20 minutes after receiving a flu shot. OR. Patients will buy products from Shoppers Drug Mart while waiting 20 minutes after receiving a flu shot.
2) Claim: Of course, not everyone believes pharmacies like Shoppers Drug Mart are the best place to deliver more medical services. For starters, there are the undeniably mixed messages the stores send about healthy living.
Evidence: To get to the people who screen you for diabetes and heart disease at the back of the store, you have to walk a gauntlet of sugary sodas and salt-packed processed foods that contribute to diabetes and heart disease.
Underlining assumption: That you will notice the foods that contribute to diabetes and heart disease. OR. You will receive mixed messages as you walk down aisles full of foods that contribute to heart disease and diabetes, on your while receiving medical services.
3) Claim: Prescription drug use goes up dramatically with age.
Evidence: As more and more baby boomers become senior citizens, prescription spending—and profits—should spike
Underlining assumption: As baby boomer become senior citizens their prescription drug use will increase. 
4) Claim: One way the company plans to expand its non-pharmacy business is through its Shoppers Optimum points reward program, which has 10 million members across Canada.
Evidence: Using shopping data collected on those customers, Shoppers is now sending out individualized email flyers with specially tailored coupons.
Underlining assumption: Customers will buy more non-pharmaceutical products if they are given individualized email flyers with specially tailored coupons.
Connection with business theories.
First Movers (Alfred D. Chandler):
· Eleven years ago Shoppers Drug Mart remade itself from a pharmacy to a kind of department store. This led to a decade of huge profit and growth for the company. Shoppers Drug Mart is of the two largest Pharmaceutical companies in Canada. Now Shoppers Drug Mart wants to step further away from its roots, and expand its non-pharmacy business. 
· According to Chandler, first movers are companies who quickly dominated their industries and continued to do so for decades. There are many advantages to being a first mover. One of them being that once a company loses its chance at becoming a first mover it is difficult to regain competitive advantage. We can that Shoppers Drug Mart could be considered a first mover as they went from a pharmacy to more of a department store, and became a major player in the Canadian pharmaceutical business. Now as they continue to evolve, and challenge what a pharmacy can be, they can still be considered first movers. 
Economies of Scope (Chandler):
· Shoppers Drug Mart more hopes to (and already does to some extent) add more medical services. In April 2013, the CEOs of Shopper Drug Mart and Rexall, and the president of Apotex, unveiled the 9000 points of care, “a plan that calls for a vast expansion of the role pharmacists play in the Canadian health-care system”. 
· According to chandler, economies of scope refers to the use of many of the same raw and semi-finished materials and intermediate production processes to make a variety of different products. By adding more medical services Shoppers Drug Mart will already have the resources and expertise to offer additional services without having to add to that expertise and resources. 
NOTE: (Economies of scope make product and service diversification and efficient if they are based on the common and recurrent use of expertise, and/or indivisible physical assets.) 
Envisioned Future (James C. Collins and Jerry I. Porras):
· Shoppers Drug Mart hopes to become more than just a pharmacy in the future, expanding its non-pharmacy business where it could be seen as more of a “Shoppers Everything Mart”. 
· In “Building Your Company’s Vision” by James C. Collins and Jerry I. Porras, a company’s vision consists of two elements, one of them being an envisioned future. An envisioned future consists of two elements itself, one of them being Big, Hairy, Audacious, Goals (BHAG). They take somewhere between ten to thirty years to complete, BHAGs are a powerful way to stimulate progress. They should also be a clear and concise, and they serve as a unifying focal points of efforts and act as a catalyst for team spirit. Shoppers Drug Mart hopes to become something more than just a pharmacy is can definitely BHAG, as it cannot be obtained in the near future.
Phases of Developmental Growth (Larry E. Greiner):
· Shoppers Drug Mart has a pharmacy and non-pharmacy business. Despite having two separate entities in its business structure, the common goal of each is to make a profit as a whole. In order to do this, both pharmaceutical and non-pharmaceutical sides will have to work together, often on specific tasks. In the article “Evolution and Revolution as Organizations Grow” by Larry E. Greiner, the author claims that organizational growth is characterized by series of developmental phases. He also describes Phase 5: Collaboration; and the previous example given about Shoppers Drug Mart is an example of a characteristic of this phase.
· Also, both the pharmaceutical and non-pharmaceutical businesses will have to work together often to solve problems. An example of this is that both aspects of the business will have to work together to make a profit, in response the decreasing generic-drug price cap. This also a characteristic of Phase 5, focusing on problem solving through team action.
· In some provinces, the pharmacists at Shoppers Drug Mart are providing other medical services, in addition to filling prescriptions. This shows that experimenting with new practices is encouraged throughout the organization, which is a characteristic of Phase 5.
· In April 2013, CEOs of Shoppers Drug Mart and Rexall were part of a conference to focus on how to respond to the decreasing generic-drug cap. A key part of Phase 5 of the evolution of an organization is that key conferences are held to focus on major problems.
· As these examples show, Shoppers Drug Mart is currently in Phase 5 of its organizational evolution. 






	

