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GS 604

Global Strategy
Fall 2008
Tuesday 5:00 - 7:20
Smith 305
Professor Linda F. Edelman

319 Adamian Graduate Center

Contact details:  ledelman@bentley.edu
Work - 781/891-2530

The best way to contact me is by e-mail.

Course Overview:

This is the capstone strategy course for the MBA program: it is designed to build upon previous and concurrent work in the program and integrate various functional areas to provide a “total business” perspective.  Global Strategy focuses on the job, viewpoint, and skills of the general manager of the firm in diagnosing what is critical in business situations and in finding realistic solutions to strategic and organizational problems.  

We will examine issues central to the long- and short-term competitive position of the company.  The initial focus is on strategy at the level of the business unit, which is the foundation for competitive analysis.  We will examine the effects of the industry and the firm’s resources on business unit strategy.  From here, we will move to multi-business firms, multinational firms and we will conclude with a set of special topics in strategic management.  

During this semester we will:

1)  examine the most important strategic factors that will influence business firms in the coming years, including global, competitive, technological, organizational, and resource concerns;

2)  assess the effects of and relationships between these factors in business and corporate strategies; and,
3)
investigate the management processes required to analyze, formulate, and implement effective business strategies in response to changes in the firm’s global competitive environment.

Course Highlights

Written communication skills:  Students will produce two written case analyses and participate in a formal written group project. 
Oral communication skills:  Students will present their group project to the class.

Ethical issues:  Throughout the semester, we will continue to focus on ethical issues in management.  In addition, we will specifically focus on ethics and corporate social responsibility in one session.

Global issues: One session of this course is devoted to global strategy.  There are significant global issues in most of the other cases we will discuss this semester.

Entrepreneurship:  One session specifically focuses on issues facing new startup ventures.  

Readings

A case packet is required for this course and is available for purchase on www.study.net.  Please note that readings in the packet may not be in the same order as in the syllabus.  Additional readings are available on blackboard.
In addition to the reading in the case packet, it is expected that students will read other outside publications such as:

The Wall Street Journal


The Economist

The New York Times


Business Week, Forbes or Fortune

The Boston Globe

Attendance

Attendance is mandatory.  Please arrive on time so that we may start promptly.  If you must miss a session, please let me know in advance.  If you must miss a class and you are interested in earning partial class participation for that class session, you may e-mail me a 1 to 2 page set of answers to the case questions that are outlined in the syllabus, and a one page summary of the reading(s).  
Students who miss more than three classes during the semester will not successfully complete the course.  There are no exceptions.

Preparation

I expect you to be fully prepared for each class.  I will cold call on students to open the case and to continue the discussion of the case.  Adequate preparation is essential for the case method to be effective.  If for some reason you are not prepared, please inform me before the start of the class so that I will not call on you inadvertently.  Please come to class even if you are not adequately prepared.

Case discussions are intended to present dilemmas as they are encountered by managers, so it is important to deal with the cases as you find them (i.e., no “Saturday morning quarterbacking” based on knowledge of what happened after the time frame of the case).  In case discussions, the present tense should be interpreted as referring to the time frame of the case or its end.  Please do not prepare for the class discussion by seeking out additional or more recent data on the firms or industries in the case.  I will provide you with an update at the end of each case when applicable.

In evaluating the cases, you should use the concepts and models discussed in the readings.  Learning how to apply these concepts and models is essential for success in this class.  Please note that the concepts and models from both the current day’s readings and from prior readings are often useful in the case analysis.

Group work is helpful for case preparation.  You are encouraged to work with your classmates on all of the cases (please see the Bentley College Honor Code section for additional information).

For each case, a number of preparation questions are given in the syllabus.  These questions are a guide for beginning your case analysis; please note that the class discussion may (will) include questions and topics not included in the questions on the syllabus.

Bentley College Honor Code: 
The Bentley College Honor Code formally recognized the responsibility of students to act in an ethical manner.  It expects all students to maintain academic honesty in their own work, recognizing that most students will maintain academic honesty because of their own high standards.  The Honor Code expects students to promote ethical behavior throughout the Bentley community and to take responsible action when there is a reason to suspect dishonesty.

Personal Academic Behavior:  
A student acknowledges that all submitted work (e.g., examination, papers, cases homework assignments) must be his or her own.  The exception is the case in which an instructor permits or encourages students to work together on some or al assignments.  When a student is in doubt, he or she should consult the instructor for clarification.  

Responsible Actions 
Each student, as an integral member of the academic community, is expected to make a commitment to act honestly and to reject dishonesty on the part of other students.  The students as a community are responsible for maintaining an ethical environment.

Evaluation

There are three components to your grade in this class:

1)
Class participation will account for 20% of your grade.  Participation is based on the amount of contribution to the class discussion and the insights provided by these contributions (i.e., the quality of the comments).  Students who are unprepared will be marked down; this is especially true for students who do not alert me to their unprepared status at the start of class.  Please note that attendance does not constitute participation.  In each class session I will hand out an attendance sheet for you to sign; only students who sign in can receive credit for participation in that class session.  


Hints for good participation credit:


a)
Always be prepared for class.


b)
Make points that go beyond the mere recitation of case facts.  Provide analysis and synthesis, not opinions.  Use evidence to back up your points.


c)
Use your calculator.  Quantitative analysis can be very powerful.


d)
Listen to your classmates and contribute to the discussion.


e)
Avoid giving one or two word answers.  Also, avoid being an airbag (i.e., don’t try to dominate the discussion).

Class participation will be assessed using the following guidelines:


Outstanding Contributor:
Contributions in class reflect exceptional preparation.  Ideas offered provide major insights as well as direction for the class.  If this person were not a member of the class, the quality of the discussions would be diminished significantly.


Adequate Contributor:
Contributions in class reflect adequate preparation.  Ideas offered provide useful insights but seldom offer a new direction for the class.  If this person were not a member of the class, the quality of the discussions would be diminished slightly.


Non-participant:
This person says little or nothing in this class.  If this person were not a member of the class, the quality of the discussions would be unaffected.

2)  Two case write-ups will each count for 25% of your grade.  Case write-ups are due at the start of class on the day on which they are due.  Please see the section “Written Case Analyses” below for more information.

3)
A group project to include a paper and a presentation will account for 30% of your grade.  Please see the section “The Group Final Project” below for more information.

Written Case Analyses

Each of the written case analyses are individual projects and as such should reflect your own unique thinking and analysis about the case.  Each case analysis must not exceed 5 typewritten, double-spaced pages (not including exhibits, of which an unlimited number are permitted), in a 12 point font, with one inch margins.  

It is critical that you assume that I have read the case, so do not repeat history or facts unless in support of your argument.  Be sure to demonstrate your value added beyond positions proposed within the case itself.

In grading your assignments, I look for effective use of the concepts, models, and techniques taught in this class.  You should begin by identifying the problem or key issue facing the strategic decision maker in the case (this may be an area for “peeling the onion.”)  You should use analytic tools (both strategic frameworks and quantitative analysis) to develop an answer to this strategic problem.  The course concepts and conceptual frameworks should support your recommendation, which should be clearly articulated in the paper.  Use exhibits to provide support for your strategic recommendation.  I will be grading you on the choice of analytic tools, the effectiveness of your use of such tools, and on the support for and quality of the recommendation.  

Please keep in mind that for the written case assignments you should use only that information presented in the case materials (i.e., no outside research on the company or industry is permitted).

Some helpful hints for the written papers:

· You are not writing a Harvard-style case, which only lays out the company’s problem, and leaves the solution for the class discussion.  In the case write-ups, you are to provide a solution.

· Numerical analysis is usually a good idea.  Please be sure that the analysis has something interesting to say (for example, simply calculating a growth rate in sales or a common-sized income statement is not particularly interesting), it is imperative that you discuss the implications of the numerical analysis on your overall analysis.
· Please include page numbers.

· Avoid the use of the passive tense.  “A strategy for the company has been formulated” is unclear, as it does not indicate who created the strategy.  “I recommend the following strategy for the company” is a much better phrase.  Please note that the use of the first person will often make the paper much clearer.

· Be sure to footnote the source of all factual information.  In general, all numbers in the text and the exhibits should be accompanied by information indicating its source (e.g., page number in the case or other assigned readings for this course).
· Please be sure to include dollar signs, percent signs, etc.  Numbers should have identifying information attached, including the type of information (e.g., sales, income, and assets), the year of the information, and the company to whom this information applies.

· The exhibits should be placed in the same order that they are referred to in the text.

· Remember, a quality analysis outlines the issue up-front, uses the tools and techniques presented in class, and explores the pros and cons of alternative courses of action before settling on a specific recommendation.
The Compare and Contrast Group Final Project

The Company Compare and Contrast Group Final Project is worth 30% of your grade.  You will be assigned to a group of between four and five students.  There are two parts to the project: a proposal and a written paper.  The proposal is not graded.

To begin, you must select an industry and two competing firms within that industry.  However, you have two constraints: (1) you may not select any industries or firms which we will otherwise be studying in class and (2) your firm(s) of focus should be a U.S. based, publicly-traded companies, thereby ensuring availability of information to both students and the instructor.  

The proposal for the project is due on the date listed in the class assignments sheet (although I encourage you to submit the proposal earlier).  This proposal consists of the name of the industry and companies of choice, a copy of the Value Line report on your company (these are available in the library or the trading room, and a one page summary of why you find this company interesting from a strategic perspective.  

Your objective in this project is to gather data on the two companies so that you are able to not only compare/contrast the different company strategies, but also so that you can make a recommendation about which firm you feel is likely to obtain a competitive advantage.  So for example, if you chose Blockbuster-Net Flicks as a competing pair, you would compare and contrast the strategies of each firm, discuss any strategic issues they might be having (looking across the two firms) using the tools and techniques presented in class, and prepare a recommendation as to which firm is likely to obtain a sustainable competitive advantage and why.  

The final paper is due in class on the day of your presentation.  It is not to exceed 15 pages of text; although you are permitted an unlimited number of exhibits.  The paper must be typed, double spaced, and formatted with reasonable type size (no less than 12 point) and one inch margins.  All exhibits must be referenced to support statements in the text.  All sources of information must be referenced, and you should include a bibliography of all references used in the paper (you may use any generally accepted bibliographic format).  The text of the paper should be a formal written paper (e.g., no bullet points, etc.).  The exhibits may be shown in any format that clearly communicates the point of the exhibit (i.e., bullet points are permitted).  

Within the final paper, focus on the following areas:


For your industry, you must describe and analyze


-    Major external environmental changes that may influence your 



industry (e.g., war, fuel costs, inflation etc)




-
Industry structure



-
Major competitors and their position, strategy, and source of competitive advantage



-
Future trends in the industry


For your firms, you must describe the firm’s 



-
Strategy (this is their current strategy)


-
Competitive position (relative to others in the industry and the 


other firm you are analyzing, so you will need to know something 


about the firm’s competitors)


-
Current problems


Finally, for your firms, and based on the above analysis
· Recommend specific changes as appropriate

· Give a brief idea of how you might implement your ideas

· Discuss which firm is likely to gain a competitive advantage and why

I have provided a brief outline (attached to this document) for your paper and presentation.
Please note that this assignment requires analysis and interpretation – and not just facts.  The best grades will go to those groups that provide an interesting, well-supported strategic recommendation. A good recommendation (i.e., one that follows from your analysis) is essential for a good grade on the group project.  The strategic recommendation should be large enough to have a material impact on the companies.  Please avoid recommendations that consist of “do more of the same, only do it better.”  Remember to peel the onion!

Some helpful hints for the written paper:

· Please include page numbers.

· Be sure to footnote the source of all factual information.  In general, all numbers in the text and the exhibits should be accompanied by the name of their source.

· The exhibits should be placed in the same order as they are referred to in the text of the paper.

· If you write carefully, you can say a lot in 15 pages.  
· Use more sources of information than just those available on the internet.  Do not believe everything you read on a company’s website.  Please cite news articles that you read on the web as a newspaper article first, and list its web location parenthetically.  I expect you will draw your information from a wide variety of sources, and have a large reference section at the back of your paper. 
Technology and the Classroom

All mobile telephones must be turned off during class.  In addition, class is a time to come together as a collective learning community.  Therefore it is completely inappropriate to use valuable class time for individual endeavors such as reading and or responding to e-mail – please respect class time.
Appendix A

Comparative Company Analysis Paper and Presentation

The objective of this handout is to provide you with a set of guidelines that will help you in the preparation of your presentation and paper.  While I recognize that these guidelines in many ways are restrictive, they should also provide you with a well-defined structure that can serve as a guide when preparing your presentation and writing your paper.

(1) Introduction/Overview 

Provide a brief description of the two companies you are comparing? What are the key issues faced by these companies?

(2) Analysis of Industry Environment 


Broad Environment – What are the major challenges in the broad environment that affect your companies?  (Please remember that challenges may be global in nature)


Task Environment – (Porter’s 5-forces) What does the industry structure look like?  Is this an attractive industry for your companies to compete?  Have profits in your firms’ industry been higher or lower than the US average over the past five years? Why?

(3) Analysis of Internal Environment


Resources/Capabilities – What are the resources and capabilities that are necessary for your firms to compete in their industry?  


Firm Performance – What is your firm’s Strategy? Has it achieved profits over the past five years that are above or below the average for its industry? Why? What concerns do you have about your firms’ financial performance?  

(4) Sustainability 

What are the most important factors that will affect whether your set of firms is able to sustain or improve its competitive position and profitability in the near future (e.g., up to next 5 years)?

(5) Industry Dynamics


What are the most important factors that will affect your firm’s industry average profits in the near future (e.g., up to next 5 years)?

(6) Analysis of Business and Corporate Strategy 

What is the firm’s generic business strategy?  What key choices have your firm made regarding horizontal and vertical scope – are they integrated?  Have they diversified – if yes into what?  Are these choices consistent or inconsistent with sound corporate strategy principles? Do they provide the corporation with advantages or disadvantages (or neither or both) relative to its rivals?  Has one of the companies made a choice that differentiates it from the other?

(7) Conclusions and Recommendations

What are the key conclusions & recommendations that you can draw from your analyses? All recommendations ought to derive directly from the analyses!
(8) Footnotes and Bibliography

Be sure that all references are complete & follow an established format – please remember to include a reference list at the end of your paper.  
Class Assignments

Module One: Introduction

Session 1: September 2
Lecture and Exercise: What is Strategy?

Reading: 1. What is Strategy? (Bb)

Module Two: Industry Structure and Strategic Management
Session 2: September 9
Lecture: Industry Structure

Reading: How Competitive Forces Shape Strategy (Bb)


(Optional textbook reading on reserve: Dess, Lumpkin and Eisner 
Strategic Management Chapter 2 – Analyzing the External Environment of 
the Firm)

Case: Cola Wars Continue: Coke and Pepsi in 2006 (SN)

Discussion Questions

1. Why, historically has the soft drink industry been so profitable?

2. Compare the economics of the concentrate business to that of the bottling business:  Why is the profitability so different?

3. How has the competition between Coke and Pepsi affect the industry’s profits?

4. Can Coke and Pepsi sustain their profits in the wake of flattening demand and the growing popularity of non-CSDs?

Session 3: September 16
Exercise Industry Structure

Reading: Sustaining Superior Profits: Customer and Supplier Relationships (SN)
Case: The Baseball Strike (SN)
Discussion Questions:
1. Was the value created by major league baseball increasing or decreasing up until the time of the strike?  How did the willingness-to-pay of fans and the opportunity costs of players change with the American and General Leagues during the early years of industry development?

2. How did changes in the structure of transactions between owners and players affect the division of value?  What is the impact of free agency?

3. Was there anything that the players or owners could have done to prevent the strike?

4. Imagine that you are a neutral baseball commissioner, what structural changes would make the relationship between the players and the owners stable?

Module Three: Competitive Positioning

Session 4: September 23
Lecture Generic Strategies
Reading: Note on Competitive Positioning (SN)


(Optional textbook reading on reserve: Dess, Lumpkin and Eisner 


Strategic Management Chapter 5: Business-Level Strategy: Creating 
and Sustaining Competitive Advantage)

Case: Ducati (SN)

Discussion Questions:

1. How did Ducati become the second most profitable motorcycle maker in the world despite its small scale?  What is the fundamental economic logic of Minoli’s turnaround?

2. Can Ducati sustain its position in the sport segment?  Can Honda and the other Japanese manufacturers stop its growth in this segment?

3. What strategic alternatives are available to Minoli in 2001?

4. Which alternative would you recommend? Why?

Session 5: September 30
Reading: 1. Value Innovation: The Strategic Logic of High Growth (BB) 

2. Blue Ocean Strategy (BB)
Multimedia In-class case: Creating a Blue Ocean in the U.S. Wine Industry

Discussion Questions:  
To be handed out in class

Session 6 October 7
Lecture: Competitive Positioning and Game Theory

Reading: Game Theory and Business Strategy (SN)
Case: Bitter Competition: The Holland Sweetener Company versus NutraSweet (A) **Please bring the B, C, and D cases to class but do not read.  We will do them in class. (SN)

Discussion Questions:

1. How should Vermijs expect Nutrasweet to respond to the Holland Sweetener Company’s entry into the European and Canadian aspartame markets?

2. Specifically, how should Vermijs assess the relative likelihood of the two scenarios – price war and normal competition- he has in mind
Module Four: Internal Analysis: Resources and Capabilities

Session 7: October 14
Lecture: Resources and Capabilities

Reading: 1. Competing on Capabilities: The New Rules of Corporate Strategy (Bb)

2. Strategy from the Inside Out: Building Capability Creating Organizations (Bb)

(Optional textbook reading on reserve: Dess, Lumpkin and Eisner 


Strategic Management Chapter 3: Assessing the Internal Environment of 
the Firm)

Case: ZARA: Fast Fashion (SN)

Discussion Questions: 

1. With which of the international competitors listed in the case is it most interesting to compare Inditex’s financial results? Why? What do comparisons indicate about Inditex’s relative operating economics? Its relative capital efficiency? 

2. How specifically do the distinctive features of Zara’s business model affect its operating economics?  Specifically, compare Zara with an average retailer with similar posted prices.  In order to express all advantages/disadvantages on a common basis, you may find it convenient to assume that on average, retail selling prices are about twice as high as manufacturers’ selling prices.

3. Can you discuss the linkages among Zara’s choices about how to compete, particularly ones connected to its quick-response capability, and the ways in which they create competitive advantage?  What does the exercise suggest about such combinations of capabilities as bases for competitive advantage?

4. How sustainable is Zara’s competitive advantage? Why? Why not?
Session 8: October 21
** First case analysis due today- Case is Matching Dell ***
Case: Matching Dell (SN)

Discussion Questions:

1. How and why did the personal computer industry come to have such a low average profitability?

2. Why has Dell been so successful despite the low average profitability in the PC industry?

3. Prior to the recent efforts by competitors to match Dell, how big was Dell’s competitive advantage?  Specifically, calculate Dell’s advantage over the team of Compaq and a reseller in serving a corporate customer.
4.   How effective have competitors been in responding to the challenge posed by Dell’s advantage?  How big is Dell’s remaining advantage?

Session 9: October 28
Case: Ice-Fili (SN)

1.  What is the structure of the Russian ice-cream industry?

2.  What are the sources of competitive advantage for Ice-Fili?

3.  How well positioned is Ice-Fili compared to its key competitors?

4.  What would you recommend to Anatoliy Shamonov?

Module Five: Corporate Strategy and Diversification

Session 10: November 4

**Group Project Proposal Due**

Lecture: Corporate Strategy and Diversification

Reading: “To Diversify or Not To Diversify” (Bb)


(Optional textbook reading on reserve: Dess, Lumpkin and Eisner 


Strategic Management Chapter 6: Corporate Level Strategy: Creating 
Value through Diversification)

Case: PepsiCo’s Restaurants (SN)

Discussion Questions:

1. Should PepsiCo acquire Carts of Colorado and/or California Pizza Kitchens?  Why or Why not?

2. If so for either, how should they be integrated into PepsiCo?  Should they be treated like the existing restaurants within PepsiCo?  In your estimation, what will be the key factors for success with these potential acquisitions?

Module Six: Industry Transformation
Session 11: November 11
Lecture: Disruptive Technologies

Reading: Disruptive Technologies: Catching the Wave (Bb)

Case: Kodak and the Digital Revolution (A) (SN)

Discussion Questions:

1. Evaluate Kodak’s strategy in traditional photography.  Why has the company been so successful throughout the history of the industry?

2. Compare traditional photography to digital imaging.  What are the main structural differences? Will digital imaging replace traditional imaging?  How have value creation and value appropriation changed in digital photography relative to traditional photography?

3. Evaluate Kodak’s response to Sony’s introduction of the Mavica in 1981.  Was it appropriate?

4. How would you access Fisher’s attempt to transform Kodak?  Why did it fail?

5. What is Kodak’s current position in digital imaging?  Would Kodak’s position be different if Kodak has adopted a different digital imaging strategy in the eighties and nineties?  Evaluate Kodak’s strategy from the mid-1980’s onward.

Module Seven: Global Strategies
Session 12: November 18
**Second Case Analysis Due: Case is Disruptive Technology a Heartbeat Away: Ecton. Inc (SN)

Lecture: Global Strategy

Reading: Do you really have a Global Strategy? (Bb)

The Competitive Advantage of Nations (Bb)

Case: Toys “R” Us Japan (A case only) *Please bring the B case, we will read it in class (SN)

Discussion Questions:

1. Is Japan a good market for Toys “R” Us? 

2. Is Toys “R” US good for Japan?

3. Has Toys “R” US chosen the best entry strategy for the Japanese market? Has it chosen the right partner?

Module Nine: Corporate Social Responsibility

Session 13: November 25
Lecture: Corporate Social Responsibility

Reading: 1. What is a Business For? (Bb)

2. What matters most: Corporate values 
and social responsibility? (Bb)
3. Strategy and society: The link between competitive advantage and corporate social responsibility (Bb)
Case: Whole Foods Market Inc.

 1. What are “natural foods’?  Is “natural foods” a good business definition?  What opportunities do natural foods offer for producers, retailers’ distributors?


2. What is Whole Food’s strategy?


3. What challenges does Whole Foods face in 2006?

4. What would you advise CEO John Mackey to do to sustain Whole Foods lead?
Module Ten: Group Project Presentations

Session 14 and 15: December 2 and December 9
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