Mintzberg
Managers:

	-Plan, organize, coordinate, control.  This indicates vague objectives managers have
             when they work.
	-Are always plagued by the possibilities of what might be done and what must be done.
	-“Today’s gossip might be tomorrow’s fact”  E.G Client golfing with competitor.
-The strategic data bank of an organization is not in the memory of its computers but in the minds of its managers
“Dilemma of Delegation”: To do too much or to delegate to subordinated with inadequate briefing.

Interpersonal Roles:
-Figurehead: As the head of an organizational duty, every manager must perform some
                      ceremonial duties. These are important to the smooth functioning of an
                      organization and cannot be ignored.
-Leader: Actions involving leadership directly or indirectly:
	-Direct: Responsible for hiring and training their own staff.
	-Indirect: Motivate and encourage employees, reconciling their individual needs
                            with the goals of the organization.
	**Influence of managers is most clearly seen in the leadership role: Formal
                authority vests them with great potential power.
-Liaison: Managers make contact outside the vertical chain of command. They spend as
                much time with peers outside their units as with subordinates within.

Informational Roles:
-Monitor: Managers are perpetually scanning the environment for information,
                 interrogating liaison contacts and subordinates, and receiving unsolicited
                 information. Much of this as a result of their network of personal contacts.
                 (Mostly verbal – Gossip, hearsay, speculation)
-Disseminator: The manager passes some privileged information to subordinates who
                         would otherwise have no access to it. He can also pass information from
                         one subordinate to another.
-Spokesperson: The manager sends information to people outside the organization –
                          President makes a speech, foreman suggests a product modification to a
                          supplier.
	**Every manager must inform and satisfy the influential people who control the
               organization.

Decisional Rules:
-Entrepreneur: Seeks to improve the unit, adopting to the changing conditions in
                         the environment. When a good idea appears, he initiates a development
                         project:
		-Do not involve single decisions; they emerge as a series of small
                          decisions and actions sequenced over time.
		-Chief Executives appear to maintain a kind of inventory of the
                          development projects in various stages of development.
	-Disturbance Handler: Managers involuntarily responding to pressures. Change is
                                                 beyond the managers’ control. They cannot anticipate all
                                                 the consequences of the actions they take.
-Resource Allocator: Responsible for deciding who will get what  most
                                               important resource they allocate is their own time.
                         The manager also authorizes the important decisions of the unit before
                          they are implemented. By doing this, they can make sure that decisions
                          are interrelated.
[bookmark: _GoBack]-Negotiator: They spend considerable time in negotiations. These negotiations are an
                     integral part of the job for only he or she has the authority to commit
                     organizational resources in real-time and know the important information
                     that negotiation requires.

















French & Raven
Power
1. Reward Power: Power whose basis is the ability to reward.
			-Strength increases as the magnitude of the rewards increase.
			“Y’s new rate of production will depend on his subjective probability that
                                      X will reward him for conformity minus his subjective probability that X
                                      will reward him even if he returns to his old level”
2. Coercive Power: Power whose basis is the ability to punish.
			“The ability to fire a worker if he falls below a given level of production is
           			  coercive power”
3. Legitimate Power: Power which stems from internalized values
			 “Y’s values dictate that X has a legitimate right (power) to influence Y,
                                      and that Y must accept this influence.
                            -Cultural values constitute a common basis for legitimate power.
                            -Acceptance of a social structure:
			-Judge has a right to levy fines.
			-Foreman has the right to assign works.
			-Priest is justified in prescribing religious beliefs.
4. Referent Power: Its basis is in the identification of Y with X. Identification is the feeling of
                               oneness of Y with X, a desire for such identity. “If X is a person whom Y is
                               highly attracted to, Y will have a desire to become associated with X. 
                               E.G. - A role model.
5. Expert Power: The knowledge one has over another.
			-Accepting a lawyer’s advice.
			-Accepting directions from a native villager
			-Teachers.

Herzberg
Negative KITA: Does not lead to motivation, but to movement.
		 “I am motivated, you move”
		    E.G. Restricted pay, disciplinary action, criticism.
Positive KITA: One again does not lead to motivation, but to movement.
		    E.G. Dog: It wants the biscuit, but I want it to move. I am motivated.
	**Motivation comes only when one needs no outside stimulation, one wants to do it.
	Errors in Positive KITA by companies.
		1. Reducing time spent at work.
		2. Spiraling wages: Motivated to get an increase, not to do a better job.
		3. Fringe benefits.
		4. Human relations training
		5. Sensitivity training
		6. Communications
		7. Two-way communication
		8. Job participation: Make them feel like they have some “control”
		9. Employee counseling.
“False factors involved with producing job satisfaction (motivation) are separate and distinct from the factors that lead to job dissatisfaction.”
“The opposite of job satisfaction is not job dissatisfaction, but no job satisfaction”
“The opposite of job dissatisfaction is not job satisfaction, but no job dissatisfaction”
Two Factors: 
1. Humankind’s animal instinct: The built-in drive to avoid pain from the environment, plus all learned drives that become conditioned to the basic biological needs.
E.G. Hunger  Need for food  Need money to buy food  Money becomes a specific drive.
2. Unique human characteristics: The ability to achieve and, through achievement, to experience psychological growth. 
E.G. Job content.
Motivators (Primary cause of satisfaction): Factors that are intrinsic (belong to the essential
       nature of) to the job:
	1. Achievement
	2. Recognition of achievement
	3. The work itself
	4. Responsibility
	5. Growth or advancement
Hygiene Factors (Primary cause of dissatisfaction): are extrinsic (not part of) to the job:
	1. Company policy or administration
	2. Supervision
	3. Interpersonal relationships
	4. Working conditions
	5. Salary
	6. Status
	7. Security
*See Exhibit 1 on phone*
Horizontal Job Loading: Management reduces the personal contribution of employees rather
                         than giving them opportunities for growth in their accustomed jobs. (BAD)
Vertical Job Loading: Providing motivator factors *See Exhibit 2*
What might you do to ‘improve’ a job?
• Remove some controls while retaining accountability
• Increase accountability of individuals for own work
• Give person a complete natural unit of work
• Grant additional authority; job freedom
• Make periodic reports directly available to workers themselves rather than supervisors
• Introduce new, more difficult tasks
• Assign workers to specialized tasks, enabling them to become experts

Job Loading merely enlarges the meaninglessness of the job:
	-Challenging the employee by increasing the amount of production
	-Adding another meaningless task
	-Removing the most difficult task.

Steps in Job Enrichment:
	1. Select those jobs in which:
		-Attitudes are poor
		-Hygiene is becoming very costly
		-Motivation will make a difference in performance
	2. Approach these jobs with the conviction that they can be changed.
	3. Brainstorm a list of changes that may enrich the jobs without concern for their
                practicality.
	4. Screen the list for generalities such as “give them more responsibility”
	5. Screen the list to eliminate any “horizontal loading” suggestions
	6. Avoid direct participation from the employees whose jobs are to be enriched.
	7. In the initial steps of job enrichment, set up a controlled experiment.
	8. Be prepared for a drop in performance from the experimental group for a few weeks.
	9. Expect first-line supervisors to experience anxiety and hostility due to the changes.




Handy
Sigmoid Curve: S-Shaped curve. It sums up the story of life itself.
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“The secret to constant growth is to start a new sigmoid curve before the first one peter’s out.”
The Discipline of the Second Curve requires you to always assume that you are near the peak of your first curve, point A, and therefore be starting to prepare for the second.
Individuals should work on the assumption that a new direction will be needed in two or three years.
The second curve will not overtake the first curve as long as the first curve is still rising;
 therefore time is never lost in planning for a second curve.
Curvilinear Logic is the conviction that the world and everything in it really is a sigmoid curve. That everything has its ups and then its downs, and nothing lasts forever or was there forever.


Kaplan and Norton
The Balanced Scorecard
**Senior executives do not rely on one set of measures to the exclusion of the other. No single measure can provide a clear performance target or focus attention to critical area of the business.
	-Managers want a balance presentation of both financial and operational measures.
The Balanced Scorecard provides answers for four basic questions:
	1. How do customers see us? (Customer perspective)
	2. What must we excel at? (Internal perspective)
	3. Can we continue to improve and create value? (Innovation and Learning perspectives)
	4. How do we look to shareholders? (Financial perspective)
*It is like the dials and indicator in an airplane cockpit. Reliance on one instrument can be fatal.

1. Consumer’s perspective.
	The balanced scorecard demands that managers translate their general mission statement
            into specific measures that reflect the factors that really matter to customers.
E.G. A semiconductor company asked each major customer to rank them against comparable suppliers on efforts to improve quality, delivery time, and price performance. When they found out that they were ranked in the middle, they made improvements that brought them to the top rank.
2. International Business Perspective.
	They must translate customer based measures into measures for what the company must
            do internally to meet its customer’s expectations.
E.G. HP uses a break-even time (BET) metric system to measure the effectiveness of its product development cycle. (How much time it takes for expenses to be recovered as revenue)
3. Innovation and Learning Perspective.
	A company’s ability to innovate, improve and learn ties directly to the company’s value.
            That is only through the ability to launch new products, create more value for customers,
            and improve operating efficiencies continually can a company penetrate new markets and
            increase its revenue and margins, hence increasing shareholder value.
E.G. Using the percent of sales of a new product as one of its innovation and improvement measures. If sales for these are down, they can find out why.
4. Financial Perspective.
	The balanced scorecard can only translate a company’s strategy into specific measurable
            objectives. A failure to convert improved operational performance, as measured in the
            scorecard, into improved financial performance should send executives back to the
            drawing board.

***The balanced scorecard puts strategy and vision, not control, at the center. It established goals but assumes that people will take whatever measures of action necessary to reach those goals.








Liker & Choi
Supply-Partnering Strategies
Companies should build long-lasting mutually beneficial relationships with suppliers based on; (1) collaboration, (2) respect, and (3) co-prosperity
Businesses are relying on suppliers to reduce costs, improve quality, and develop new processes and products faster than their rival’s vendors can,
American companies should build supplier Keiretsu: Close-knit networks of vendors that continuously learn, improve, and prosper along with their parent companies.
	The Supplier-Partnering Hierarchy:
1. Conduct joint improvement activities:
	-Exchange best practices with suppliers
	-Initiate kaizen projects at suppliers facilities
	-Set up supplier study groups.
2. Share information intensively but selectively
	-Set specific times, places, and agendas for meetings.
	-Use rigid formats for sharing information
	-Insist on accurate data collection
	-Share information in a structured fashion
3. Develop suppliers technical capabilities
	-Build supplier’s problem-solving skills
	-Develop a common lexicon
	-Hone core supplier’s innovation capabilities
4. Supervise your suppliers
	-Send monthly report cards to core suppliers
	-Provide immediate and constant feedback
	-Get senior managers involved in solving problems
5. Turn supplier rivalry into opportunity
	-Source each component from two or three vendors
	-Create compatible production philosophies and systems
	-Set up joint ventures with existing suppliers to transfer knowledge and maintain control.
6. Understand how your suppliers work
	-Learn about suppliers’ businesses
	-Go see how suppliers work
	-Respect suppliers capabilities
	-Commit to co-prosperity

*Underlying values: Trust, improvement, empathy, discipline.












Collins & Porras: Vision

• Core ideology: Enduring character; Glue that holds the organization together. Captures what you stand for and why you exist.

– Core values: Beliefs about what is important. Timeless guiding principles, rarely if ever
change.
– Core purpose: Ideals that underlie the work of the company. Reason for being, rarely if ever changes. Provides inspiration and direction for doing the work.
– Must be authentic.
– Must be meaningful and inspirational only to the people inside.
– One established, everything else that is not part of the core ideology may be changed.
– Should not change in response to market changes.
– Getting people to share the core ideology.

Envisioned future: BHAGs
– Audacious, vivid goals stimulate progress
– 10 to 30 year audacious goal plus vivid descriptions of what it would be like to achieve
   the goal.
– Spur passion & team spirit
– Difficult but not impossible to achieve
– Companies need to build a strong organization with people capable of achieving the
   goals (cf Chandler)
– Avoid the “We have arrived” syndrome





Chandler
• Economies of scale: Cost per unit drops as the volume of output increases (geographical expansion)

• Economies of scope: Use same raw and semi-finished materials and intermediate production processes to make a variety of different products (move into related markets)

• Functional divisions

• First movers: companies that quickly dominated their industries by making large investments and gaining competitive advantage. (High market share)
- created national and international marketing distribution organizations
- recruited teams of managers

• Management hierarchy:
- lower and middle managers: coordinate products though production and
             distribution
- top managers: coordinate and monitor current operations and to plan and
             Allocate resources for future activities

• Research & development: to improve products and processes. Innovation and strategy is more important than price.

• Diversification, related & unrelated:
- Unrelated diversification: when managers acquire businesses in which they
             have few if any organizational capabilities to give them a competitive edge
             (ignore logic of managerial enterprise)

This leads to:

• Separation of top vs middle managers:
- Top managers have little knowledge of or experience with the technological
             processes and markets of the new acquisitions
- Overload in decision making at the corporate office

• Stock market pressures: loose profits and market share if:
- Entrepreneurial enterprises fail to become managerial enterprises
- Managerial enterprises fail to maintain their competitive capabilities


• Short‐term thinking: making a quick buck and trying to gain competitive edge through unrelated diversification

Chandler’s major claims

• Logic of Managerial Enterprise: 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


Chandler’s secondary claims

• Growth through unrelated diversification is a poor business strategy

• Business ownership patterns have diminished the likelihood of many firms’ long‐term
  success


Larry Greiner

Greiner’s claims

• Organizational growth is characterized as a series of developmental phases
• Management practices that work well in one phase bring on a crisis in the next

Concept list
• Evolution & Revolution: Phases begin with a period of evolution (steady growth and stability) and ends with a revolutionary period (turmoil and change)
- If the revolutionary period is resolved, the company can move to next stage of evolution
• How organizations develop:
- Age of the organization: The same organizational practices are not maintained throughout a long life span. Management problems and principles are routed in time.
- Size of the organization: Problems and solutions tend to change with increased employees and sales revenue.
- Stages of evolution: As organizations grow, different evolutionary period emerge.
- Stages of revolution: Practices become outdated; companies that do not change will fold of cease to grow. Solution for one crisis becomes a major problem in the next.
- Growth rate of the industry: Speed of stages are related to the speed of the growth of the industry.

• Evolutionary and Revolutionary phases:

1. Creativity: Birth stage of organization. Frequent, informal communication, long work hours and modest salaries as well as promise of ownership benefits, decisions and motivations are highly sensitive to market feedback.

- “Crisis of Leadership”: Informal communication becomes infeasible, additional functions must be implemented. Need a strong business manager.

2. Direction: Functional organizational structure. Different departments, formal
communication, more employees, increased efficiency, need of systems (accounting,
inventory...

 - “Crisis of Autonomy”: Impersonal environment. Lower level employees have more knowledge about markets and machinery than management; want to take initiatives on their own. Need a decentralized hierarchy of management.

3. Delegation: Decentralized organizational structure. More responsibility given to lower
management, bonuses are used to motivate employees, diversification of products.

 - “Crisis of Control”: Lower level management begins to run their own show without coordinating with the rest of the organization. Management must focus on control.

4. Coordination: Strategic business units are formed. Top level management takes responsibility for the initiation and administration of the new system.

- “Red Tape Crisis”: Procedures take precedence over problem solving. Company has become too large and too complex to me managed though formal programs and rigid systems. Conflict between like and staff; line managers resent direction from those who are not familiar with local conditions. Management must promote interpersonal collaboration.

5. Collaboration: Strong interpersonal collaboration. Social control and self-discipline replace formal control, rewards are geared for team performance.

- “? Crisis”: Psychological saturation of employees who grow exhausted from the intensity of teamwork and innovation. May perhaps be solved though new structures and programs that allow employees to periodically rest, reflect and revitalize themselves.


• Management style:
- Managers need to know where they stand in the phases of development.
- Must know when it’s time to change and be able to activate it.
- Cannot skip phases, must go with the flow.
- Must be able to persuade ideas to other managers.


Greiner’s secondary claims

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


























Barney
SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis, this traditional logic suggests that firms that use their internal strengths in exploiting environmental opportunities and neutralizing environmental threats, while avoiding internal weaknesses, are more likely to gain competitive advantages.

Financial resources: Debt, equity, retained earnings, and so forth.
Physical resources: Machines, manufacturing facilities, and buildings firms use in their operations.
Human resources: All the experience, knowledge, judgement, risk taking, propensity, and wisdom of individuals associated with a firm.
Organizational resources: History, relationships, trust, and organizational culture that are attributes of a group of individuals associated with a firm, along with a firm’s formal reporting structure, explicit management control systems, and compensation policies.

In the process of filling in the “internal blanks” related by SWOT analysis, managers must address four important questions about their resources and capabilities; (1) the question of value, (2) the question of rareness, (2) the question of imitability, and (4) the question of organization.

The Question of Value:
Do a firms resources and capabilities add value by enabling it to exploit opportunities and/or neutralize threats?

The Question of Rareness:
If a particular resource and capability is controlled by numerous competing firms, then that resource is unlikely to be a source of competitive advantage for any one of them. If any of two similar firms is to gain competitive advantages, they must exploit resources and capabilities that are different from the communication and computing skills they are both cited as developing.


The Question of Imitability:
If competing firms face a cost disadvantage in imitating these resources (rare and valuable resources) and capabilities, firms with these special abilities can obtain a sustained competitive advantage.

Duplication: Occurs when an imitating firm builds the same kinds of resources as the firm it is
                     imitating.
Substitution: Occurs when a firm is able to substitute some resources for other resources.

The importance of History; As a firm evolves, they pick up skills, abilities, and resources that are unique to the, reflecting a particular path through history.

The importance of Numerous Small Decisions; A competing firm may not be able to replicate all the small decisions a competitive firm makes.

The importance of Socially Complex Resources; Organization phenomena like reputation, trust, friendship, teamwork and culture are not easily replicated. 

The Question of Organization:
To fully realize this potential, a firm must also be organized to exploit its resources and capabilities. Its formal reporting structure, its explicit management control systems, and its compensation policies must all be efficient in order to have a competitive advantage.
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