Comm 210 Midterm Notes


Chapter 1
Introduction to Critial Thinking


Critical Thinking 
Analyzing the validity of arguments presentes in a text
· Identify the authors majors conclusions
· Describe and evalute the supporting evidence
· Unconver assumptions and values
· Determine soundness of causal logic
· Deconstruct use of persuasive language


	Relevant Concepts 

	Primary Outcomes
	Secondary Outcome


	
· Critical reading and analysis
· Facility with language of business 
· Constructing persuasive arguments
· Interest in current business activities
· Work efficiently in teams



	

· working efficiently in teams



	Business Discourse

	Critical Thinking Skills

	Management Concepts


	· business press
· newspapers
· magazines
· internet

	· claims
· evidence
· underlying assumptions 
· rhetoric

	· Organizational growth 
· Strategy
· Vision
· Motivation 
· Change 














Chapter 2

	Claims


	
Definition
Major conclusion of a piece of writing that the author is trying to persuade you to accept 
· explicitly or implcitly states
· likely locations (beginning or end) 
· presented with clarity and emphasis

Cue Words
· Therefore
· Thus
· In summary
·  I believe that
· Clearly
· In short


	Contestable Claims
	Unproblematic Claims

	
· not commonly accepted knowledge
· often introduce new ideas that awaken curiosity
· sometimes presentes as if it were a fact
· cannot stand on their own 






	
· consistent with our own experiences and observations
· facts independent of interpretations
· agreement among experts or strongly supported general claims that are commom sense
· technical or mathematical claims

· a once uncontestable claim can be rexamined in later years





Concept Maps:
· compact way of summarizing complex materials
· highlight the main relationships in a logical way
· summarize the authorsmain point 
· differentiate concepts with positive and negative impacts
· vivid and attractive representation 




Chapter 3
Evidence

	Claim 
+
	Evidence 
+
	=
Argument

	Cental idea of what the author is trying to persuade you to accept

	Statement that is in response to the question why is this true?

The more contestable or contreversial the claim, the more important solid evidence is
	Several arguments can be presentes in a longer piece of writing




	Types of Evidence

	Cue Words

	Statistics
Details of past events 
Anecdotes
Quotes
	Because
As a result
In the first place
For example
In addition



	Evaluating Evidence CRAPAS

	Sufficiency
	Precision
	Accuracy

	
How much evidence?
· the importance of the claim
· potential damange

Fallacy of hasty generalization
Evidence is not sufficient to support the claim but we jump to a conclusion because a fallacy is persuasive 


	
Numbers and direct quotes increase precision
 ppl associate numbers with science and find them more convincing

18.4 better than quite well, or almost 20

Ambiguous words should not be overused

Precision (is a proxy) creates an impression of accuracy

Beware of over-precision
  can be distracting and unecessary depending on the field 
	*most important*
Difficult to judge without an independent source of information
[bookmark: _GoBack]
1.Do your own research to verify

2. Use proxies/cues

a) Trivial errors (grammar, spelling mistakes, inaccurate quotes)

b)  Precision of information

c) Our judgement about the source of information


	Authority
	Representativeness
	Clarity of Expression 

	
Authorities
Have special training, professional credentials and experience in a particular area 
 Citing authorities (ex: business scholars) lends authority to writers arguments

Currency
Classics 
Current writing: More authoritative (especially in rapidly changing fields where new discoveries are important)

Context Dependent
Legal document needs authoritative legal sources, while scientific document needs evidence by scientists 

Fallacy of False Appeal of Authority:
When we accept the testimony of someone who provides evidence outside their field of expertise 
 Endorsements 

Fallacy of argumentation ad populum/ bandwagon effect “appeal to the ppl”
The mere fact that many people accept a belief is not in itslf evidence that the belief is correct 
Ex: lets do this because everyone else is doing it

	
Rule:
The Variety in the sources of evidence should math the variety in the population relevant to the claim 

Fallacy of hasty generalization 
Should not be persuaded from evidence that dosent come from a fair sample 

Ex: Polling
One of the areas where researches can determine how representative their sample is 
 Accurary of a forecast generated by a poll depends of the sample that generates the result 
 is the poll in favor of certain people? 



	
Explcitly explain what the information provided as evidence signifes 

Quantitative data (numbers, charts, figures, graphs) and direct quotations offered as evidence should be interpreted 

When evidence is expressed with clarify it begins to take on some meaning and can bolster  the authors claim. 







Chapter 4

	Underlying Assumptions


	Definition
· Logical link that fills the gap between the evidence and the claim
· Implicit or explicit principles that form the base sof our beiefs and reasoning
· Deeply imgrained and taken for granted
· Once you form an assunption about a subject, they become the foundation on everything thought, said and done on that topic

· Tell us whether evidence provided for a claim is relevant
· Authors have them in their texts
· Different peple have different assumptions
· We must challenge them in a text even if we agree with the authors claim 

 Even if the evidence is CRAPAS, the argument is not acceptable if the underlying assumptions are questionable 

Finding Underlying Assumptions:
· What must be true if the claim is to follow from this evidence?
· What general principal might link this particular claim to this particular evidence?
· What beliefs might I expect from this type of person?
· Could someone believe this evidence and still disagree with the claim? Why?
 learn more abour the issues and a variety of point of views 

Example:
Claim: Free trade is bad
Evidence: my new Chinese shoes had the wrong colour, fit, and were too expensive
Underlying Assumptions:
1. Free tade has opened the floodgates to products made in less developed countries
2. The quality of these products is low 
3. People in Canada are sensitive to price and like the opportunity to buy cheap shoes 
 assumptions explain why shoes are now made in China
 assumptions explain why he dosent like the quality of new shoes
            Debatable: someone else might like them 
Therefore, we need more relevant evidence to accept the claim 









	Reality Assumptions

	Value Assumptions

	Our beliefs about reality, how things are

What events have taken place, what exists, how things work in the world

Taken for granted

Come from our first hand experiences, conversations with others, things we read/ see on televesion that shape our beleifs 

Ex: 
Claim: students are more knowledgable now than they used to be 
Evidence: teachers have more advanced degrees than in the past
Underlying Assumption:
1. people with more advanced degrees have more and better quality knowledge
2. they can pass this better knowledge base to students effectively 

Challenging Them:
1. Make the authors reality claims explicit
2. Evaluate their accuracy
· critique the quality of the assumption
· argue inconsistencies 
· argue variables not taken into account
· provide data that show assumptions/ authors notions of reality are debatable or plain wrong  

	Our ideals, our standards of right and wrong, the way things ought to be

Learned in majority in early in life and are resistant to change
Come from parents, teachers, classemates, religion  

Cue Words
Ought
Should
Desirable 
Unacceptable

Value Conflicts
With others, or within an individual 
Ex: seeing a beggar and being torn between compassion and feeling that people should work for a living 

Ranking
Values are ranked differently by different people

Challenging Them:
Vlaue conflicts and differential value rankings are reasons for disagreements about the relevance of the evidence 

Must demonstrate that the authors argument is rooted in a particular set of value assumptions.
And since other peple have different but equaly valid set of values, the argument is therefore not universally acceptable










Business Terms and Popular Expressions

Board of directors: Group of people who have legal responsibility to guide the affairs of the corporation or firm. 
· selection and evaluation of senior management
· establish firms broad policies, objectives and financial decisions
· review of firms performance 
· accountability to shareholders 

Bottom Line: A summary number that expresses how successful a company has been from a financial point of view (profit, net income)
Chief executive officer CEO: Appointed by the board of directors, head of the firms activities 
· sets company policies
· strategic direction to ensure success 

Emotional Intelligence: Ability to understand and manage your own emotions, accurately. Perceive and undestand the emotions of others and use emotions competently to sustain good relationships 

Globalization: Steady increase in the extent to which markets, labour, knowledge and technology, as well as commercial, social and political activities in countries around the world are integrated. 

Knowledge workers: Employee’s who work primarly with their intellect and knowledge , and who create value to the firm by processing and creating information. 

Outsourcing: Delegating some of the organisation’s activities to an outside manufacturer or service supploer 

R&D: The activities in a firm that combine scientific research and technological development to produce innovations in products or services. High tech firms associate 15% or more of their revenue to R&D. 

Shareholders: Part-owners of the company. Invested in the company, and have been issued shares in the company in proportion to their investment. Have a very little say in company policies. 

Stakeholders: Broader group of people who have an interest in the firm because they are influences by its actions. Ex: shareholders, employees, customers, suppliers, government, and communities. 

Vision: Image of the future held by leaders of the organization. The goals they wish to achieve.
Chandler
The Enduring Logic of Economic Success

Subject: Organizational Success

Major Claims
 Successful firms capitalize on economies of scale and scope, create management structures and invest in research and development which allows them to stay ahead of competition 
 For firms to benefit from economis of scale and scope their must be 
a. Flow of materials kept constant
b. The creation of National and international marketing and distributions dunctions 
c. Recruitment of teams of lower and middle managers 

Secondary Claims
 Once a firm loses the opportunity to be a first mover, it is difficult to regain competitive advantage
 Entrepreneurial companies that do not make investments to create organizational capabilities cannot achieve long-term success
 Growth through unrelated diversification is a poor corporate strategy
 Business Owenership patterns have dimished the likelihood of many firms’ long-term success 


Logic of Managerial Enterprise:
The biggest companies are those whose founders/senior executives have understood this
The dynamic of growth and competition that drives modern industrial capitalism

Managerial enterprises
Build large and efficient product capacity, compete aggressively and never let up, expand marketing and distributions, lower costs and improve quality 

Investments:
1. Build large efficient production capacity
a. Scape: big to get costs per unit down
b. Scope: efficient use of common items
2. Create extensive marketing and distribution channels
3. Establish well-organized management teams 




	Important Concepts

	Economies of Scale
	Economies of Scope

	
Doing things on a greater scale makes things cheaper 

Large plants can produce products as a lower cost per unit as the volume of output rises 

Geographical Expansion 

	
Large plants can use many of the same raw and semi-finished materials and intermediate production processes to make a variety of different products

Move into related products 

Making more things based on the knowledge and materials you have 

	Functional Divisions, Management Hierarchy & Geographical Expansion
	First movers & Challengers 

	
Functional Divisions
Sales, Management, Accounting

Management Hierarchy
Levels of management
Seperation between lower/middle managers and top-level managers 

Geographical Expansions
Staying small is bad, being an Entrepreneurial Entreprise is not a great goal

	First Movers
First to hire managers, to grow, move. 
Invest heavily on R&D, make investments and make merger and acquisitions. 

Once firm loses the opportunity to become a firm mover its difficult to regain competitive advantage 

Challengers
Tries to take customers from first movers (very diffiicult since they have econs of scape and scope)
Only well established companies with financial muscle necessary can challenege first movers 

	Diversification 

	
Related 
Long term management strategy to keep growing  and make investments where you have organizational capabilities 

Growing Defensively: 
Horizontally: combining with competitors
Vetically: acquisition of units upstream and downstream 

Offensively:
Geographical expansion
Product diversification 
	
Unrelated 
Short term thinking 
Poor business strategy (not understanding the business will not allow you to buid the business) 
Leads to focusing on financial statements

Seperation of top and middle Management: 
Top managers lack specific knowledge of the technological processes and markets of the acquisionts 
Large number of acquired businesses created on Overload of decision making at the corporate office 

Stock Market Pressures
Focus on making investors happy b/c on unrelated diversification 

Short Term Thinking
Harmful to company in the long run
Share prices and dividends 




Greiner
Evolution and Revolution as Organizations grow

Subject: Structure, Function, Evolution and Growth of Firms
A theort of organizational life cycles with a focus on growth 

Major Claims
 Organizations grow through a series of evolution and revolution phases that are function of the age and the size of the organization.
 Management practices that work well in one phase bring on crisis in the next
	(Crisis stages change the company’s organizational structure and management style)

Secondary Claims
 Organizations should not try to skip phases
 Top Managers whose style is no longer appropriate should remove themseleves
 Growth is not inevitable (possible to keep companies small) 

	Important Concepts

	Age
	Size

	Organizational practices change throughout the life span 

Management problems/principles are rooted in time 

Time contributes to the institunalization of managerial attitudes 

Employees behavour becomes more predictable and difficult to change 

	Company’s problems and solutions change as the number of its employees and its sale volumes increases 

Problems of coordination and communication magnify

New functions, levels in management and more interelated jobs emerge 



	Stages of Evolution
	Stages of Revolution

	No expansion for 2 years

Contract for 1 year

4-8 years of continuous growth 
	Critical task for managers in revolutionary periods is to find a new set of organizational practices that will become the basis for managing the next period of evolutionary growth

Management partices in evolutionary periods when company was younger and smaller no longer work 




	Growth Rate in Industry
	Management Style &
Organizational Structure

	Market environment of the industry

Evolution can be lomger in mature/slow growing industries

Revolution can be more severe in poor market environments 

	Each evolutionary period is characterized by a management style used to achieve growth

Each revolutionary period is characterized by a management problem that must be solved to continue to grow 

Crisis stages change the company’s organizational structure and management style




	The Five Phases of Growth

	1. Creativity

	
Birth stage of Organization
Management focused on making and selling a new problem 

Crisis of leadership
First critical chice in an organizations development: locate and install a strong business manager who is acceptable to the founders and can pull the organization together

Solution: A strong Manager 


	2. Direction 

	
Period of sustained growth under able, directive leadership
Introducing Organizational Structure to separate manufacturing from markeing activities 
Top managers have most of the responsibilities 
Centralized hierarchy 

Crisis of autonomy
People want more responsibilities
Lower lever employees have gained direct knowledge of markets and machinery and feel torn between following procedures and taking initiative on their own 

Solution: 
Move towards more delegation. 
Top managers give up some of their responsibilities to lower-level managers.






	3. Delegation 

	
Decentralized organizational structure 
Greater responsibility given to managers of plans and market territories 
Heightened motivation of managers at lower levels 
Infrequent communications with the top 

Crisis of control
Top level executives sense they are losing control over a highly diversified field operation because of autonomous field managers prefer to run their own shows without coordinating, plans money and technology and personnel with the rest of the orgajization. Freedom breeds a parochial attitude

Solution: Top management seeks to regain control over the company as a whole 


	4. Coordination

	
Top managers initiate and administer new formal sysrems for achieving greater coordination 
Formal planning procedures 
Stock options given to employees to identify themselves with company 

Red tape crisis
Lack of cofidence between line staff and headquarters 
Both groups criticizes the bureaucratic system that has evoled 
Organization is too large and complex to be managed through formal programs and rigid systems 


	5. Collaboration 

	
Spontenaity in management action and skillfil confrontation of interpersonal differences
Social control and self-discipline replace formal control
More flexible and behavioural approach to management:
· team actions
· solving problems quickly
· headquarters consult, not direct filed units 
· matrix type structure to assign the right teams to appropriate problems 
· real time informational systems
· conferences
· experimenting with new practices is encourages 

Possible Crisis:
Emotionally and physically exhausted employees from the intensity of teamwork and heavy pressure of innovative solutions 






Barney
Looking Inside for Competitive Advantage

Subject: Internal Resources and Capabilities

NOT Barney (but relevant)
SWOT: Analysis is the traditional tool for strategic analysis
Strenghts, Weaknesses, Opportunities, Threats
1. Internal Environment
· Internal resources and capabilities of the firm
2. External Environment 
· Business and societal trends, industry conditions and competitive environment 

Barney: 
· tools to assess the organization’s internal resources and capabilities 

Major Claims: 
 A firm will have sustained comp advantages if its resources and capabilities are: Valuable, Rare, Inimitable, and Organized in a way that allows it to exploit potential opportunities 

· A firm will be successful if it has resources with the right attributes and characteristics 
· 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 stregths and weaknesses

Ressources and Capabilities
Financial, physical, human, organizational assets used by the firm to develop, manufacture and deliver products and services to its customers

Financial: debt, equity, retained earnings
Physical: machines, manufacturing faciities, buildings
Human: experience, knowledge judgement, wisdom
Organizational: history, relationships, trust, culture, formal reporting structure, patents







Important Questions about Ressources and Capabilities
Question of Value
Does a firms ressources and capabilities enable it to exploit an opportunity, and/or neutralize a threat?

Question of Rareness
How many competing firms already possess these valuables resources and capabilities?

Question of Imiability
Do firms without a resource or capability face a cost disadvantage in obtaining it compared to firms that already posses it?
Importance of History: 
Valuable and rare resources acquired or developed through unique historial circumstances can be a source of sustained comp advantage

	Importance of Numerous Small Decisions
A firms competitive advantage seems to depend on numerous small decisions (rather than big ones) through which a girms resources and capabilities are developed and exploited

	Importance of Socially Complex Ressources
Reputation, trust, friendship, teamwork, and culture, while not patentable, are difficult to imitate 

Question of Organization 
Is a firm organized to exploit the full competitive potential of its resources and capabilities? 
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Collins & Porras
Building your Company’s Vision On Company Vision

Subject: Company Vision 
Major Claim:
 For a company to succeed over time she must have a vision: core values and core purpose that remain fixed while other business strategies and practices adapt to the changing industry. 
[image: Macintosh HD:Users:CarolineMaughan:Desktop:Screen Shot 2016-10-02 at 11.48.19 PM.png]Vision: Provides guidance about what core to preserve and what future to stimulate progress towards.
A well conceived vision has 2 major components
1. Core Ideology: What we stand for and why we exist
· Core Values
· Core Purpose
2. Endvisioned Future: What we Aspire to become, to achieve, to create (takes change, and progress) 
· BHAG
· Vivid Description 

Value: It’s what makes you you

Purpose: Reason why we are here, company’s reality for being

Core Ideology: 
· Enduring character, glue that holds the organization together. 
· Captures what you stand for and why you exist
· Consistent identity that transcends product or market life
· Source of guidance and inspiration 

Collins and Porras say that it is more important to know who you are then where you are going, for where you are going will change as the world around you changes.

Core ideology is a description of what actually exists, not what we wish exists.
It is important to get people to share the core ideology. Hire people who already have it.





Discovering Core Ideology:
· You do not creare a 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 organizations core values and purpose
· More than creating a perfect statement 
· Understand it by looking inside (not by looking at external environment) 
· Cant impose your ideology on people, they must be predisposed to it
· Meaningfull and inspirational to the people inside 

Core Values: 
· Essential and Enduring Tenets of an organization
· Beliefs about what is important. 
· “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”.
· Small set of timeless guidance principales
· No external justification
· The important is not what the core values are, but that a firm has some 
· Should have a few 3-5


Core Purpose: 
· The ideals that underline the work of the company. It is the organization’s reason for being, not a goal or a business strategy.
· People’s idealistic motivations for doing company work
· You cannot fulfill a purpose, its there for guidance 
· Provide a “toolkit” of foundational management theories, industry analysis, critical thinking skills
· Prepare you for advanced courses and beyon
	Company
	Core Values
	Core Purpose

	Merck
	Corporate Social Responsibility
Science based innovation
Honesty and Integrity
	To preserve and improve human life


	Disney
	No cynicism
Nurturing and promulgation of the wholesome american values
Creaitvity Dreams and Imagination

	To make people happy 



Envisioned Future: 
1.10 to 30 year audacious goal
2. Vivid descriotions of what it will be like to achieve the gold

BHAG: Big, Hairy, Audacious Goals
· Engages people (gets them excited), encourages passion  and team spitit 
· Stimulate progress
· Serves as a unifying focal point of effot
· Requires executive to be a visionary, not onle strategic
· Difficult but not impossible to achieve 
· 10-30 years

B: motivating
H: risky, unpredictable
A: daring and bold
G: Goal

Vivid Description: 
· Vibrant engaging and specific description of what it will be like to achieve a BHAG
· Passion, emotion and conviction 
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Stability coexists with change: (Ying Yang)
One side: Preserve the core (Core Ideology; Values and Purpose)
Other side: Stimulate Progress (BHAGs; envisioned future)
[image: Macintosh HD:Users:CarolineMaughan:Desktop:Screen Shot 2016-10-08 at 11.57.22 PM.png]
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Putting It All Together: Sony in the 1950s

Core Ideology

Core Values

CElevation of the Japanese culture and
national status

(Being a pioneer—not following others; doing
the impossible
Encouraging individual ability and creativity

Purpose

To experience the sheer joy of innovation and the
application of technology for the benefit and pleasure
of the general public

Envisioned Future

BHAG
Become the company most known for changing the
worldwide poor-quality image of Japanese products

Vivid Deseription

We will create products that become pervasive
around the world.... We will be the first Japanese
company to go into the U.S. market and distribute
directly.... We will succeed with innovations that
U.S. companies have failed at - such as the transistor
radio.... Fifty years from now, our brand name will be
as well known as any in the world...and will signify
innovation and quality that rival the most innovative
companies anywhere.... “Made in Japan” will mean
something fine, not something shoddy.
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