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COURSE DESCRIPTION
Your first course in your MBA.PM program has two broad objectives.  First, it is designed to frame all the core courses in your MBA.PM program.  It will provide a basis for integrating, relating, and making sense out of the functional knowledge and skills you will acquire over the next year.  Secondly, the course is designed to introduce the concepts, tools, and first principles of strategy formulation and competitive analysis.  Specifically, it focuses on the information, analyses, and skills and business judgment that managers must use to craft strategies, position their businesses and assets, and define firm boundaries so as to maximize long-term profits in the face of uncertainty and competition.

The strategy course is also designed to help you develop “the general management perspective.”  The best vantage point, in fact the only valid vantage point, for making decisions that affect long run business performance is the general manager's point of view.  The key strategic business decisions of determining and shaping organizational purpose to evolving opportunities, creating competitive advantages, choosing competitive strategies, securing and defending sustainable market positions, and allocating critical resources over relatively long periods of time in pursuit of specific goals and objectives can only be effectively made by viewing a firm holistically, and over the long term.  

This is an integrative course in two respects.  First, it takes a broad view of a firm’s environment that includes customers, suppliers, technology, economics, capital markets, competitors, special interest groups, and government.  Thus it draws together ideas from other functional/discipline-based courses.  Second, the course takes the perspective of the firm as a whole and examines how policies in each functional area can be integrated into an overall company strategy.
The central concept of this course is that of competitive strategy.  Definitions abound, but they all share some sense of the allocation of critical resources over relatively long periods of time in pursuit of specific goals and objectives. Strategy can be usefully thought of as the comprehensive alignment of an organization with its future environment.  Successful strategies exploit external conditions, entrepreneurial insights, and internal resources, seeking configurations of product activities, prices, and technologies that offer opportunities for sustainable competitive advantage.  Success, however, depends not only on the soundness of the strategy, but also on its effective implementation through appropriate organizational and administrative choices.  In the end, unforeseen external factors may cause a well-conceived and executed strategy to fail, in spite of its initial wisdom -- but a poor strategy badly executed increases the chances of failure.

COURSE ORGANIZATION

This course is the first of a two-part course sequence.  GSBA 519A and GSBA 519B “book-end” the required core classes in your MBA.PM program.  The dominant theme of GSBA 519A will be the analysis of single business strategy and on related analytical frameworks.  GSBA 519B will build on GSBA 519A and expand its focus to examine corporate and global strategy issues such as managing diversification and growth, vertical integration and strategic alliances, corporate restructuring and renewal processes, global competition and the multinational corporation, and designing dynamic organizations and decision-making processes.
COURSE FORMAT

GSBA 519A is an intensive course taught over two three-day weekends.  It is premised on the assumption that students will engage in extensive pre-class preparation.  Since there will be multiple sessions per day, there will be little time for class preparation during each weekend itself.

The course will include a mix of lectures, readings, and cases.  We will make extensive use of the case analysis to illustrate and expand the key concepts and analytical approaches used in strategy-making.  Short lectures will also be used to elaborate on key theoretical models and frameworks or to reinforce crucial concepts.  Cases provide a natural "test-bed" for theory and provide vivid examples that aid memory of concepts.  While nothing can surpass first hand personal industry and managerial experience as a basis for analysis and decision-making, case analysis is an indispensable proxy for the kind of knowledge that can only be gained through years of experience and research.

There are other reasons for employing the case discussion method of instruction.  First, it allows students to develop their skills at problem definition in addition to problem solving.  Cases typically do not have an obvious set of tasks whose performance will lead to mastery.  Rather, they force students to sift through a mass of information, some of it irrelevant or contradictory, in order to identify the important or strategic issues.  Second, the case method gives students a chance to deal with ambiguity.  Most cases do not have obvious "right" answers.  Managers must be able to function in situations where the right answer is not known, without falling into the trap of assuming that any answer is as good as another.  Some analyses and proposed strategies are clearly wrong, and some are clearly better than others.  A popular phrase in case analysis classes is "There are no right answers, but there are wrong answers."  Case discussion techniques provide a chance to learn the meaning of analytical rigor in situations other than open-and-shut problems.

Appendix A offers a brief “Guide to Case Analysis.”  Appendix B offers a “Guide to Article Analysis.”  Students should familiarize themselves thoroughly with these two Guides.  They will serve you in good stead throughout the MBA.PM program.

COURSE EVALUATION

Course grades of Credit/No Credit will be determined by students’ performance on the following three course components:  Attendance and Course Participation, Quizzes, and Group Case Analyses. Gaining credit for this course, that is, passing this course is much more than a matter of showing up for class.  Receiving credit for this course will require solid preparation, diligence, focus, and some hard work.  The course will go very quickly, and it is possible to “get left behind” very easily.  Mastery of the course will be evaluated through several quizzes, individual homework assignments, and group projects.  Satisfactory, or better, grades on the course quizzes, homework assignments and group projects will lead to a credit for the course.  Students receiving scores less than satisfactory on any component of the course will be required to do additional work.  In some cases students may be required to submit additional work to demonstrate mastery of the course concepts and materials in order to receive credit for the course.  Dates for these ‘re-submissions” will be announced.
Attendance

Attendance at all class sessions is mandatory.  Any missed class sessions, no matter the reason, will be noted and will affect your ability to pass this course.  Lateness and/or leaving class early, for whatever reason, will also affect your ability to pass the course.  No make up opportunities for missed quizzes are provided.
Course Participation

Course participation will be evaluated in a number of ways: in-class participation, performance on occasional quizzes and individual written assignments, and evidence of pre-class preparation.  This course will work well and will be an enjoyable and effective learning experience if everyone is an active, productive participant.  Even though you will be in large sections during the Pre-Fall Intensive, your overall class participation will be monitored.  In assessing in-class participation, we will look at both the quantity and quality of your class contributions/ interventions.  In-class participation is obviously a function of preparation, skills, attitude, and a willingness to commit yourself in front of us, and your colleagues.  A classroom is a cost-free environment for experimenting and learning to "play the game."  Make use of it.  We recognize that some students are far more comfortable than others with in-class participation.  However, it is important you make an effort in every class session to contribute in some meaningful way.  Your success in your future career will be linked to how you influence and lead others around.

With regard to quality, the dimensions that we look for include:

Relevance -- does the comment bear on the subject at hand?  Comments that do not link up with what the discussion is focusing on can actually detract from the learning experience.

Causal Linkage -- are the logical antecedents or consequences of a particular argument traced out?  Comments that push the implications of a fact or idea as far as possible are generally superior.

Responsiveness -- does the comment react in an important way to what someone else has said?  

Analysis -- is the reasoning employed consistent and logical?

Evidence -- have data from the case, from personal experience, from general knowledge been employed to support the assertions made?

Importance -- does the contribution further our understanding of the issues at hand?  Is a connection made with other cases we have analyzed?

Clarity -- is the comment succinct and understandable?  Does it stick to the subject or does it wander?

It is expected that all students will prepare brief notes or outlines -- identify critical problems, "crank-all-the-numbers," do the financials, generate alternative recommended courses of action, and generate ideas about how to implement them.  You should prepare answers to the case discussion questions, which you can rely on when contributing to the class discussion. (These notes typically will not be collected.) 

We will call on students, at random, to take the lead in various aspects of class discussions.  Typically, we will ask one or more participants to start the class by answering specific questions such as “If you were the person in charge in this situation, what would you do?”  The quality of the contributions made during these periods will weigh heavily on a student’s overall participation grade.  Factual misstatements, comments that demonstrate a lack of adequate preparation, or comments that come late in a discussion that distract the class and indicate that the student has not been actively listening will be noted as “negative” course participation.  Your participation will be evaluated based on the evaluation form described in Appendix C.

Quizzes  Short unannounced quizzes may be given during any session in the course to test mastery of course concepts and assigned readings.  Expect several.

Individual Assignments

During the first weekend of the pre-fall intensive, two individual assignments are required.  Please see the outline below for specific information on these assignments, and when they are due.  Follow the specific instructions for each assignment closely.  Individual assignments must be completed individually.  While we strongly encourage collaborative efforts to learn and master the course concepts, individual assignments must be done independently of study group activities.

Group Case Analysis

During the first weekend of the pre-fall intensive, students will form (with the assistance of the MBA.PM program team) groups of 5-7 students from members within their core.  (No groups of four or fewer permitted.)  These groups will submit two case analyses on Friday, August 16.  Groups from Cores A and OCC 1 will turn in full Management Presentations (inclusive of significant financial analysis) on Netflix and Financial Analysis on Ryanair; groups from Cores B and Sat will turn in full Management Presentations (inclusive of significant financial analysis) on Ryanair and Financial Analysis on Netflix.  These assignments are described in the detailed discussion of the Netflix and Ryanair cases later in this syllabus.

TEXT, READINGS, AND CASES

Required Text:  Grant, Robert, Contemporary Strategy Analysis, (Eighth ed), Wiley, 2013.

Additional Readings/Case Material:  Additional case material and readings for this course are provided in the binder distributed by the MBA.PM office.
COMMUNICATION: WELCOME PAGE
An “Electronic Folder” has been created for this course on the MBA.PM Welcome Page.  You should check this folder on a regular basis.  Course information and general announcements will be posted to the folder between class sessions.

ACADEMIC INTEGRITY

Everyone associated with the Marshall School of Business is expected to act in a manner that will enhance the academic integrity of the school.

The following information on academic integrity, dishonesty, and the grading standard are placed here at the recommendation of the Marshall School of Business Faculty and are taken from the Faculty Handbook.


“The University, as an instrument of learning, is predicated on the existence of an environment of integrity.  As members of the academic community, faculty, students, and administrative officials share the responsibility for maintaining this environment.  Faculty have the primary responsibility for establishing and maintaining an atmosphere and attitude of academic integrity such that the enterprise may flourish in an open and honest way.  Students share this responsibility for maintaining standards of academic performance and classroom behavior conducive to the learning process.  Administrative officials are responsible for the establishment and maintenance of procedures to support and enforce those academic standards.  Thus, the entire University community bears the responsibility for maintaining an environment of integrity and for taking appropriate action to sanction individuals involved in any violation.  When there is a clear indication that such individuals are unwilling or unable to support these standards, they should not be allowed to remain in the University.” (Faculty Handbook, 1994: 20)

Academic dishonesty includes: (Faculty Handbook, 1994: 21-22) 

1.
Examination behavior - any use of external assistance during an examination shall be considered academically dishonest unless expressly permitted by the teacher.

2.
Fabrication - any intentional falsification or invention of data or citation in an academic exercise will be considered a violation of academic integrity.

3.
Plagiarism - the appropriation and subsequent passing off of another’s ideas or words as one’s own.  If the words or ideas of another are used, acknowledgment of the original source must be made through recognized referencing practices.

4. Other Types of Academic Dishonesty - submitting a paper written by or obtained from another, using a paper or essay in more than one class without the teacher’s express permission, obtaining a copy of an examination in advance without the knowledge and consent of the teacher, changing academic records outside of normal procedures and/or petitions, using another person to complete homework assignments or take-home exams without the knowledge or consent of the teacher.

All graduate students are expected to familiarize themselves with SCampus.  SCampus describes the expectations for student behavior here at USC.
STUDENTS WITH DISABILITIES

Any student requesting academic accommodations based on a disability is required to register with Disability Services and Programs (DSP) each semester.   A letter of verification for approved accommodations can be obtained from DSP.   Please be sure the letter is provided well in advance of  Pre-fall.   DSP is located in STU 301 and is open 8:30 a.m. - 5:00 p.m., Monday through Friday.   The phone number for DSP is (213) 740-0776.
RETURNED COURSEWORK

Returned paperwork, unclaimed by a student, will be discarded after 4 weeks and hence, will not be available should a grade appeal be pursued following receipt of his/her grade.
ABOUT YOUR PROFESSORS

Judith Blumenthal has been a Professor in the Department of Management and Organization
since January 1996. She received her bachelor’s degree in English from Hunter College of the University of New York, and her M.B.A. and Ph.D., Business Administration, from USC. 
Dr. Blumenthal has published articles on a variety of management topics, and has presented numerous papers at conferences in the United States, Europe, and Asia. Her research has emphasized the management of strategic alliances and service organizations. At the Marshall School, she has developed and taught undergraduate, graduate and executive education courses in strategic management, organizational design, alliances and cooperative agreements, retailing, and corporate governance.  
Dr. Blumenthal served as Associate Dean of the Marshall School of Business from January 1996 through March 2000 and as USC’s Chief Alumni Officer and Executive Director of the USC Alumni Association from April 2000 through June 2006. 
Prior to her academic career, Dr. Blumenthal held senior human resource management and organizational development positions within manufacturing, financial services, and retailing organizations. In addition, she worked as an independent consultant, advising companies on strategy, organizational planning and implementation.  
Dr. Blumenthal  is currently on the Board of Directors of the California Council on Economic Education, and the Advisory Board of USC Radio. She served on the Board of Directors of Guess? Inc. for six years, and has also served on the District Board of Directors of the Council for Advancement and Support of Education (CASE), the Community Advisors for the Natural History Museum of Los Angeles County, and the USC Alumni Association Board of Directors.
Carl Voigt has been a Professor in the Management and Organization Department since 1994.  He received his Ph.D. from the Anderson School at UCLA in strategy and organization. He is a native New Zealander, although he completed his undergraduate work at Avondale College in New South Wales, Australia.  

At USC Marshall Carl specializes in teaching competitive and global strategy, and management courses in both the undergraduate and MBA programs.  His academic interests are in business, corporate and global strategy, and in particular in entrepreneurship.  In terms of research, most recently, as a part of his work with the APEC Business Advisory Council (ABAC), he has become interested in issues of cross border commerce and global trade and investment.   For the last 8 years he has led teams of MBA researchers who have been completed research projects for ABAC.  He has consulted with firms and organizations in the entertainment, food processing, tourism, health care, engineering, telecommunications, defense, and not-for-profit sectors.  Most recently he has worked with the New Zealand government on their trade strategies, and is a US executive board member for a NZ government program, Beachheads Program, designed to assist NZ businesses attempting to enter the US market. He has also conducted numerous seminars for teams of managers in the areas of management and strategy. 

Initially, Dr. Voigt began his career as a high school teacher.  His first job was teaching high school business subjects on Guadalcanal in the Solomon Islands.  During that time he also served as Chair of the Business Studies Curriculum Development Committee and a member of the National Secondary School Curriculum Committee for the Solomon Island government.  

Somewhat fortuitously he has been awarded seven Marshall’s Golden Apple teaching awards: one from the Marshall full-time MBA students, four from the Marshall undergrads, and two from your MBA.PM colleagues, most recently in 2012.  He was also honored to be awarded the Evan C. Thompson Teaching & Learning Innovation Award for 2009-2010.  Previously, he was an Associate Dean of our Marshall Undergrad Program, MBA.PM and EMBA Programs, and Marshall MBA Program.  

In a “past” life, I was heavily involved in coaching basketball; having coached at the high school, college and international levels.  While in the Solomon Islands I coached their national basketball team for 2 ½ years.  Today, I am first and foremost a father.  I have three sons and a daughter, (two of the boys are available adoption immediately!!!).  My wife, Diane, teaches grades 7-10.


SCHEDULE OF STRATEGY SESSIONS


Day
Session
Time
Core
Topics and Cases
Readings and Deliverables 






*Assignments to be turned in are in italics

I.  WHAT IS STRATEGY?
Friday 8/2
Session 1
10:30-12:00
All Cores
Lecture:  The Concept of Strategy and
Text:  Grant, Ch 1,Ch. 2 (emphasis on pp. 33-38; 49-53,55); Ch.16





the Role of the General Manager
Reading: Magretta: Why Business Models Matter
Reading: Collis and Rukstad, Can you say what your strategy is?







Session 2 
1:15-2:55
A & 1
Case Discussion/Lecture:
Notebook: Case (Day 1)





B & Sat
Thinking Strategically
Syllabus: Case Assignment Questions






Cases : Wal-Mart Stores, and
Text: Grant 3 & 4





                           
Wal-Mart Update, 2011
Reading: Porter: What is Strategy?


Session 3
3:10-4:20
A & 1
Thinking Strategically,  cont.






B & Sat
Cases: Wal-Mart Stores, and







    Wal-Mart Update, 2011
II.  THE BUSINESS LANDSCAPE AND COMPETITIVE ADVANTAGE

Saturday 8/3
Session 4
8:30-10:10
A & 1
Case:  Intel Corporation: 1968-2003
Notebook: Case (Day 2)




10:30-12:10
B & Sat

Syllabus: Assignment Questions








Text: Grant: Ch 8; Review Ch. 3 & 4







Turn in: Intel Analysis
Sunday 8/4
Session 5
8:30-9:10
All Cores
Lecture:  Bases for Building Competitive 
Text: Grant, Ch. 5, 7.







Advantages
Reading: Ghemawat and Rivkin, Creating a Competitive Advantage

Sessions 6 & 7
9:25-11:00
A & 1
Case:  Cola Wars Continue: Coke vs Pepsi
Notebook: Case (Day 3)




11:10-12:40


in 2010
Syllabus: Assignment Questions








Turn in: Five Forces Analysis of Soft Drink








Industry



1:50-2:20
B & Sat



2:30-5:00
III.  BUILDING AND SUSTAINING COMPETITIVE ADVANTAGE

Day
Session
Time
Core
Strategy Topic/Theme
Preparation/Deliverables
Friday 8/16
Session 8
8:30-10:10
A & Sat
Case: Netflix
Notebook: Case (Day 4)







Syllabus: Assignment Questions








Text Grant: Review Ch. 7, Skim 9 & 10








Turn in: Management Presentation Due: A 








Turn in: Financial Analysis Due: Sat




B & 1
Case: Ryanair (A)
Notebook: Case (Day 4)








Syllabus: Assignment Questions








Text Grant: Review Ch. 7, Skim 9 & 10








Reading: Kim & Mauborgne, Blue Ocean Strategy








Turn in: Management Presentation Due: B 








Turn in: Financial Analysis Due: 1

Session 9
10:30- 12:10
A & Sat
Case: Netflix
Notebook: Case (Day 4)








Syllabus: Assignment Questions








Turn in: Management Presentation Due: 1 








Turn in: Financial Analysis Due: B 





B & 1
Case: Ryanair
Notebook: Case (Day 4)








Syllabus: Assignment Questions








Reading: Kim & Mauborgne, Blue Ocean Strategy








Turn in: Management Presentation Due: Sat







Turn in: Financial Analysis Due: A

Session 10
1:30- 3:30
A & Sat
Business Ethics & Corporate Responsibility



3:45-5:45
B & 1
Simulation: Dangerous Business
IV.  COMPETITIVE INTERACTION AND STRATEGIC LEADERSHIP

Saturday 8/17
Session 11
8:30-10:10
A & Sat
Case:  Apple Inc. in 2012
Notebook: Case (Day 5)




10:30-12:10
B & 1


Syllabus: Assignment Questions










Text Grant:  Review Ch 4








Reading: Isaacson, The Real Leadership Lessons of Steve Jobs








Reading: Wessel and Christensen, Surviving Disruption   





Case Competition case distributed to all teams Saturday afternoon
V.  CASE COMPETITION

Sunday 8/18
Session 12
TBA

All Cores
Case:  To be announced
Three round knock-out case competition

I.
WHAT IS STRATEGY?
In the first three sessions of this course we will focus on the concept of strategy and its central role in determining the long run success of all enterprises.  The formulation and implementation of competitive strategy is a central concern for all general managers.  Competitive strategy is the set of goals and functional policies that collectively defines the way a business positions itself in its environment.  Formulating a competitive strategy, in essence, is the life blood of any organization.  What we need to learn and understand is the power that a well-formulated strategy brings to an organization.  The concept of strategy is more than simple product-market positioning.  Strategy involves all the traditional business functions, and we must learn to see the difference between the functional strategy and the concept of business (and corporate) strategy.

Strategy is to a company as identity is to an individual.  It is a holistic and embracing concept that enables us to distinguish one company from another in a fundamental way.  We ought to leave this first section with good basic skills in strategy identification, the strategy formulation process, and strategy evaluation.

A successful strategy must be based on some non-imitable sustainable advantages and has as its goal the earning of entrepreneurial rents.  Strategy formulation is about conceiving of entrepreneurial opportunities, and developing competitive advantages so as to generate economic rents (above normal returns).  In a real sense, the strategy-making is pure entrepreneurship.
We also stress that strategy-making is really about making entrepreneurial bets.  That is, allocating scarce resources to ventures in the face of irreducible uncertainties.  In our analysis we will avoid making the naive assumption that the reason we can see an opportunity and others can not is because we are smarter and they are dumber!!  We will begin by assuming that our potential rivals are more intelligent than we are, and then working out ways of finding profit opportunities.

Thinking strategically and implementing strategy is a key role of the general manager.  In addition to gaining an appreciation of the role of the general manager, a basic aim in this introductory section is to familiarize ourselves with the conceptual framework of strategic management, the role of the general manager-cum-strategist, and the strategic decision-making process.

Session 1
STRATEGY AND THE GENERAL MANAGER
8/2
In our first session, an introductory lecture, we will introduce many of the key concepts of strategic management.  We will attempt to provide you with a big picture view of what goes into the strategic leadership of an organization in a competitive marketplace.  The topics we will cover will include:

· Strategic Intent

· The Firm, its Industry, and the Macro-Environment

· Competitive Advantage

· Resources and Capabilities

· Strategic Deployment

· Dynamics

· Shaping Industries

· Ethics in Management

Advanced reading of your Textbook by Robert Grant is a must.  This course covers a lot of ground quickly.  Grant does a very good job of describing the core concepts of strategy and providing rich examples.  We will add to Grant’s descriptions, complement his examples with new ones, and add our own emphasis.  At times we may even disagree with Grant.  Importantly, however, we will not use our time together to review and discuss the assigned chapters and articles.  We will begin every session assuming that you have dug deeply into the assigned materials.  Come prepared.
Lecture
THE CONCEPT OF STRATEGY AND THE ROLE OF


THE GENERAL MANAGER
The lecture formally introduces the concept of strategy.  While the term, strategy, has popular currency we will use it in a very specific way.  For us strategy is the deploying of resources in the face of irreducible uncertainty and aggressive competition in ways that create value and maximize long-term return.  We will discuss various historical definitions of strategy, distinguish strategy from tactics and organizational effectiveness, examine the roles of mission, vision, business judgment, entrepreneurship, and irreversible strategic commitments in strategy formulation, and introduce the importance of the general manager’s perspective to the success and survival of firms.

Reading
Grant Text: Contemporary Strategy Analysis, Read Chapters 1, 2 (emphasis on pp. 33-38; 49-53,55);   & 16

Notebook: Collis and Rukstad, Can you say what your strategy is?


Notebook: Magretta: Why Business Models Matter



Sessions 2 & 3
THINKING STRATEGY 
8/2

In sessions 2 and 3 we will begin our first case discussion.  These two sessions will focus directly on the concept of strategy and examine how a carefully chosen strategy can lead to extraordinary profitability over the long term.  We have sequenced together a case on Wal-Mart and a lecture on Thinking Strategically.  It will allow us all to learn and appreciate the importance of how a carefully chosen strategy can lead to extraordinary profitability over the long term.
Readings
Grant Text: Read Chapters. 3 & 4


Notebook:  Porter, What is Strategy?

Case
WAL-MART STORES, INC., &


WAL-MART UPDATE

Few companies have been able to accomplish what Wal-Mart has over the time frame it has, in the global locations it has.  The Wal-Mart case focuses on the evolution of Wal-Mart's remarkably successful discount operations.  We have selected a case on Wal-Mart in 1994 and added a later case to provide an update. Our discussion will focus on the first case. This will allow us to analyze a “simpler” Wal-Mart (before it began a massive way of global expansion, and diversification into new retail formats) and it will also allow us to discuss how strategic moves of Wal-Mart in 1994 have played out over the last decade.  Since its inception, Wal-Mart has created an astonishing an astonishing amount of market value.  For example, a $1,000 investment in Wal-Mart stock at its initial offering would have netted over $6.6 million by February 1993.  We are interested in mining this case for insights into Sam Walton’s phenomenal success.  

Sam Walton entered the Discount Retailing industry at a time when many historical competitors were being forced out of the market.  So it is hard to argue that success is the result of luck.  We will be forced to look very hard at Sam Walton’s vision, Wal-Mart’s competitive strategy, and internal policies for answers to their success.     

Discussion Questions

1. How would you characterize the industry structure of discount retailing? How favorable is the structure of this industry? Explain.
2. Identify Wal-Mart’s early strategy, and explain how and why it enabled Wal-Mart to be so successful in discount retailing. 
3. Historically, what have been Wal-Mart’s key sources of competitive advantage?  (Be specific.) How has Wal-Mart operated differently from its rivals?
4. How sustainable are Wal-Mart’s competitive advantages?  Where is Wal-Mart’s advantage most sustainable? What are the bases of sustainability? 
5. What are the biggest threats to Wal-Mart’s continued success?  Will Wal-Mart’s business model be superseded by another retailing concept?  Can Wal-Mart’s advantages be duplicated in markets outside the US? (How successful has Wal-Mart been in transferring it business model to new international markets?)
6. What recommendations would you make?
Suggested Analytical Approach: Activity Map
Using the activity map approach described in Porter’s article, “What is Strategy,” draw a map that highlights all of Wal-Mart’s major activities.   Link together activities that support or complement another.  If you do this in a comprehensive way you should be able to identify the nature and sources of Wal-Mart’s main competitive advantages, and appreciate how and why Wal-Mart has been such a difficult competitor. 
II THE BUSINESS LANDSCAPE AND COMPETITIVE ADVANTAGE
Our second module, which covers four sessions, introduces and applies techniques for analyzing a business’s environment or landscape.  A wide variety of dynamic factors—technology, customer tastes, government policy, global trade, new inventions and innovations, and so forth—shape and reshape a firm’s environment.  This module introduces structured ways of thinking about such factors.  The major goal of this section is to understand how the business landscape affects the division of value among various types of players—competitors, buyers, suppliers, channels, etc.

In this section we also examine how the strategies of competitors in the same business differ and how those differences make some companies more profitable than their rivals.  That is, how and why do some companies create sustainable competitive advantages and others do not.  This section uses the concepts of cost, differentiation and added value to provide a framework for thinking about competitive advantage.  It focuses attention on the drivers of differences in the financial performance and on the difficult trade-offs that managers must make when deciding how to compete.

Session 4
INDUSTRY EVOLUTION AND COMPETITIVE DYNAMICS
8/3

In session 4 we are using the Intel case to consider the relationship between a Firm, its Industry or Transactional Environment, and its Contextual Environment – those aspects of its environment that contain, support, influence, regulate, direct and shape important aspects of industries and of firms’ opportunities to earn rents within their industry. Although the case covers a period ending in 2003, the issues it raises are extremely timely. We will be paying particular attention to the Contextual Environment as it is the ultimate arbiter of many opportunities available to both industries and firms, and understanding the Contextual Environment is always the first step in strategy formulation. It should also be remembered that there may be aspects of the Contextual Environment that the firm itself can shape; firms are not necessarily just passive receivers of their Contextual Environment. It is an important managerial skill to be able to identify areas where a firm can shape factors in its Contextual Environment.   Finally, we will be using the case to begin to develop skills in industry analysis. 
Readings
Grant Text: Read Chapter 8, and Review Chapters 3 & 4
Case
Intel Corporation: 1968-2003
 

Intel, the world’s leader in the manufacturing of microprocessors, has experienced two years of deteriorating financial performance.  Critics believe that Intel, a company with traditionally strong growth, has spread itself too thin between its core microprocessor business and its new business areas such as networks, wireless, communications, and online services.  As of 2003, Craig Barrett, Intel’s CEO has spent four years trying to steer the company towards a builder of the Internet with the vision that dynamic growth will be generated through new business lines – the building blocks of the Internet. As competitors in networks and communications are trying to rebound, Intel is investing heavily in those areas with the prediction that Internet growth will resurge, placing Intel in a position of strategic advantage.  Barrett along with his executive team must evaluate the external environment, the industry structure and the fit of Intel’s current corporate strategy.

Discussion Questions

1. 
How do you explain Intel’s initial dominance and subsequent decline in the DRAM business?


Some specifics for you to consider:

· How does a firm make money in this business?

· What was Intel’s strategy? 

· What were the key elements of its strategic positioning?

· Why was Intel unsuccessful after the 1K DRAMs?

· Evaluate Intel’s exit from the DRAM business. 

2. 
Why has Intel been more successful in microprocessors?


Some specifics for you to consider:

· How did Intel create its advantage in microprocessors?

· What were the key elements of its strategic positioning?

· What is “Perfect Storm”?

· Does becoming the standard necessarily mean that you capture value? 

· What do you need to do to make money from a standard product?

· What did Intel do to make its product proprietary?

· Was it risky for Intel to become the sole-source supplier? If so, why? If not, why not?

· What were the main threats to the sustainability of Intel’s dominant position from 1986 until 1998? 

· How did Intel deal with/defend against each threat?

3. 
Why did Intel change its strategy under Barrett?


Some specifics for you to consider:

· Why is growth important?

· Why did Intel choose these new businesses such as networks, wireless, communications and on-line services?

· Does it make sense for Intel to take on all these different businesses?

· Why should Intel have an advantage in any of these businesses?

· Is there another “Perfect Storm”?
Individual

Assignment  (to be submitted on Saturday morning)

Answer the questions below in ONE PAGE ONLY.  Refer to the Intel Corporation case, our class discussions on Friday, and the assigned reading. (No particular format is specified: You may use columns to show contrasts; use bullets; use a diagram. Whatever format you select, be sure to summarize your conclusions in a brief paragraph at the end.)
How is it possible that the same company did so well with microprocessors but not with DRAMs? To what extent is the difference a result of industry characteristics? To what extent is it explained by strategy? 
PAGE LIMIT: ONE PAGE

Session 5

FUNDAMENTALS OF COMPETITIVE ADVANTAGE
8/4
In session 5 we will focus directly on understanding the processes by which general managers create, sustain and renew sources of competitive advantage.  We will examine the value-generating attributes of resources and capabilities that are the bases for competitive advantages.  We will define competitive advantages as:

i) firm-specific resources that enable a firm to avoid competition, and

ii) competencies that enable firms to offer products/services faster, better, or cheaper than their rivals.

Readings
Grant Text: Read Chs. 5, 7.

Ghemawat and Rivkin, Creating a Competitive Advantage
Lecture
BASES FOR BUILDING COMPETITIVE ADVANTAGES

Sessions 6 & 7
  ANALYZING COMPETITIVE ADVANTAGE
8/4
Case
COLA WARS CONTINUE: COKE vs PEPSI IN 2010
 “The Cola Wars: Coke versus Pepsi in 2010” case will let us get our “hands dirty” in the details of analyzing industry attractiveness, rivalry, and creating and defending competitive positions.  The competition between Coke and Pepsi is a classic corporate battle that began in America at the turn of the century and has expanded into worldwide competitive warfare in the 1990s and the twenty-first century. This case examines the economics of the soft drink and bottling industries, and describes the history and internationalization of the cola wars.

While in the short-term industry structure constrains the strategic choices and behaviors of firms, in the long-run it is the choices and behaviors of individual firms that create the industry environment.  How firms collectively develop their industries over time directly determines the overall level of firm profitability.  Individual firms can do much to improve their competitive positions vis-à-vis their rivals.  Investments in “isolating mechanisms” can do much to protect firms from the competitive inroads of rivals.  We will examine a broad array of mechanisms that firms can use to defend their competitive positions in this session.  While competitive moves usually entail direct attacks in the product-market arena, they can and do often include other forms of competitive interaction such as competition in labor markets, in research and development, and in the political arena.  We will examine different forms of competitive interaction in this session.  Through out this session we will be using the case to illustrate the concepts discussed in our opening lecture.

Discussion Questions

1.    Why is the soft drink industry so profitable?

2. How has the competition between Coke and Pepsi affected the industry’s profits?

3. Compare the economics of the concentrate business to the bottling business: Why are the differences in profitability so stark? What is causing concentrate producers to vertically integrate into bottling?  

4. Will Coke and Pepsi sustain their profits in the twenty-first century? What would you recommend to Coke to insure success in the future? To Pepsi?

Individual
Assignment
(to be turned in on Sunday at the beginning of Session 6)


Prepare a five competitive force (Porter Model) analysis of the Soft Drink industry.  Your assignment should essentially be a VISUAL diagram(s) with clear descriptions of the POWER of each force, and a brief discussion of the conclusions you draw from your analysis.  (Use different colors or sizes of the arrows to denote intensity of the forces).

Be sure to separate the concentrate producers and the bottlers in your analysis.  (Please note that the Bottlers are “buyers” from the Concentrate producers’ perspective; and the concentrate producers are “suppliers” from the bottlers perspective.  It is best to produce two separate five force diagrams on separate parts of the page, or the left and right sides of a horizontal/landscape page.)  


Be sure to thoroughly identify and describe the major entry and mobility barriers in each part of the industry, what factors most influence the rivalry among concentrate producers and bottlers, how important substitutes are for each segment, and what protection the industry players have from major suppliers and buyers.  Additionally you should consider how the concentrate manufacturers and bottlers both cooperate and compete with each other simultaneously.

Summarize the relative power of each force.  You might use terms like intense, emerging, moderate, weak or low, etc, or change the size or color of the arrows in your diagram.  Be creative but be descriptive.

Extend your analysis to consider how the industry’s competitive forces have changed over time.  That is, what did the industry look like 5-10 years ago, what does it look like now, and what might it look like in 3-5 years?

ONE PAGE LIMIT

III.  BUILDING AND SUSTAINING COMPETITIVE ADVANTAGE

The third module of the Competitive Strategy course focuses explicitly on developing generic competitive strategies.  We will learn how to analyze cost-based and differentiation-based competitive advantages in greater depth and explore how these strategies can be sustained over time given the actions and reactions of competing firms.
We have selected two cases for sessions 8 and 9, “Netflix” and “Ryanair,” as vehicles for exploring these topics.  These cases are also the subject of your group projects for this course.  Each group will turn in one management presentation and one financial analysis. 
Core A will turn in a Financial Analysis for Ryanair and a Management Report for Netflix; 
Core B will turn in a Management Report for Ryanair and a Financial Analysis for Netflix; 
OCC1 will turn in a Financial Analysis for Ryanair and a Management Report for Netflix;  

The Saturday core will turn in a Management Report for Ryanair and a Financial Analysis for Netflix.  
Project assignments are shown in the following table, and assignments are described in detail below.  
	 
	Ryanair Mgt Report
	Ryanair Financial 
	Netflix Mgt Report
	Netflix Financial

	Core A
	 
	x
	x
	 

	Core B
	x
	 
	 
	x

	OCC 1
	 
	x
	x
	 

	Sat
	x
	 
	 
	x


Note  All Management Presentations and Financial Analyses should be limited to the information provided in the cases.  These assignments will be assessed both on their content and their presentation of information.  Brevity and clarity of presentation slides will also be rewarded.

Note  On Friday, August 16, you will turn in the two group assignments, separately, (Professor Blumenthal will be grading the Ryanair reports and financial analyses and Professor Voigt will be grading the Netflix reports and financial analyses) with a cover sheet listing all group members who participated in the work on the front of each assignment.  Each group member should come to class with a copy of each of the two assignments.  Group members may be called upon to present their analysis and conclusions to the class.

Session 8 & 9

COMPETITIVE ADVANTAGE AND POSITIONING
8/16
Readings
Grant Text: Review Ch. 5.  Skim Ch. 9 & 10.
Case:
DOGFIGHT OVER EUROPE: RYANAIR (A)
One of the most intensely competitive industries is the airline industry. The Ryanair case will provide an opportunity for us to analyze a start-up airline that intends to compete by offering prices substantially below those of key competitors, while providing customer benefits and services. We will evaluate Ryanair’s strategy and attempt to determine its viability. We will look at  Ryanair’s positioning vis-à-vis the industry incumbents and consider internal and external consistency of its strategy.
Strategy is not developed or executed in a vacuum. The results of any strategy depend to a significant extent on how competitors retaliate. Companies attempt to signal, preempt, and otherwise influence the responses of competitors. In addition to learning about positioning, we will evaluate Ryanair’s  launch strategy in light of anticipated competitive dynamics. This discussion will serve to preview our next topic, Competitive Interaction and Strategic Leadership.
Discussion Questions: 
1. What is your assessment of Ryanair’s launch strategy?
2. How do you expect Aer Lingus and British Airways to respond? Why?
3. How costly would it be for Aer Lingus and British Airways to retaliate against Ryanair’s launch rather than to accommodate it?
4. Can the Ryan brothers make money at the fare they propose?

Group Written Assignment

Due Friday August 16
Core B & Sat:  Management Presentation on Ryanair
Your group Management Presentation should consist of a one-page executive summary and 4-6 exhibits suitable for a presentation to management.  Note: You should prepare your recommendations as if they are to be presented to the Ryan brothers.  What strategic advice would you give the Ryan brothers as they prepare to launch the Dublin-London route?   Management Presentations should also provide substantial financial analysis to support conclusions and recommendations.  That is, they should include the information required for a Financial Analysis, (see Ryanair Financial Analysis assignment for other cores) but should extend beyond it to consider all the relevant strategic and managerial issues.

The Discussion Questions above are intended to guide your thinking as your prepare your analysis. They are not to be used as a format for formal case presentations.  Please use the following outline for your management presentations.  

Executive Summary: One page narrative which:

1.
Defines the underlying problem or issue that your analysis will address

2.
Provides a brief summary of your analysis, including its implications

3.
Summarizes your conclusions and recommendations, including justification

Exhibits: (about 4-6):  The exhibits should be suitable for overhead transparencies or a Power Point presentation. (You will turn in paper copies). Exhibits should be visual/graphical depictions of your analysis, and should cover:

a.
Definition of the problem or issue

b.
Analysis of key external and internal factors, using whichever analytical tool best illuminate the situation.

c.
Feasible alternative solutions (Provide two or three feasible alternative solutions)

d.
Your recommendation, including rationale for why this is your preferred alternative. Provide a brief action agenda.

Analysis with strong causal reasoning and logical flow will be rewarded!
Core A & OCC 1:  Financial Analysis on Ryanair
Provide an analysis explaining in quantitative terms whether or not you believe Ryanair will be able to make money on the London-Dublin route at the intended fare of  I£98.  To this this, you will need to prepare a simplified pro forma income statement, using available data and reasonable assumptions. First, quantify Ryanair’s likely cost structure, using the case exhibits and any reasonable assumptions you make. Be sure to articulate and explain the basis of your assumptions. (An important source will be competitors’ cost data, which you will modify based on information about Ryanair.)  Second, provide revenue projections, using reasonable assumptions, again articulating and justifying your assumptions.   Finally, be sure to include and consider expected retaliatory actions by BA and Aer Lingus, as competitors’ behavior would be expected to have an impact on Ryanair’s ability to make money at the I£98 fare.
Session 8 & 9

COMPETITIVE ADVANTAGE AND POSITIONING
Cont’d

Readings
Grant Text: Review Ch. 5.  Skim Ch. 9 & 10.

Case:

Netflix
Reed Hastings founded Netflix with a vision to provide a home movie service that would do a better job satisfying customers than the traditional retail rental model.  But as it encountered challenges it underwent several major strategy shifts, ultimately developing a business model and an operational strategy that were highly disruptive to retail video rental chains.  The combination of a large national inventory, a recommendation system that drove viewership across the broad catalog, and a large customer base made Netflix a force to be reckoned with, especially as a distribution channel for lower-profile and independent films.  Blockbuster, the nation's largest retail video rental firm, was initially slow to respond, but ultimately rolled out a hybrid retail/online response in the form of Blockbuster Online. Aggressive pricing pulled in subscribers, but at a price to both it and Netflix.  But a new challenge was on the horizon: video-on-demand. How should Netflix respond?
While Netflix is now an “old story” it is a great opportunity for us to hone our strategy analysis skills.  The case will also allow us to discuss some of the obvious and not so obvious strategic opportunities and challenges Netflix must be concerned with going forward into 2015-2020.
Discussion Questions:

1. Would you have been long or short Blockbuster stock at the time of the case?  How about Netflix?
2. Did Netflix do the same jobs for consumers that Blockbuster did?  How did this evolve over time?
3. Compare Blockbuster’s and Netflix’s profit models.  How might the differences affect the respective company’s strategies?

4. As you examine each major shift in Netflix’s strategy, what might have been an assumptions checklist that they might have used at each stage?  What assumptions checklist might you use for VOD? 

5. What recent changes in the entertainment sector in 2013?  Is Netflix well positioned for the future?  What major threats challenge its sustainability?  What emerging opportunities are the most appropriate/best for Netflix to pursue?

Group Written Assignment

Due Friday, August 16
Core A & OCC 1:  Management Presentation on Netflix
Your group Management Presentation should consist of a one-page executive summary and 4-6 exhibits which outline the main issues/challenges and opportunities, and any critical analyses that you believe are relevant and crucial to management’s decision-making.  Note: You should prepare your recommendations as if they are to be presented to Reed Hastings and his top management team.  What strategic advice would you give Hastings in 2007 about how Netflix can profitably and sustainably grow in the future?  Which option would you choose and why?   Pay particular attention to what criteria you should use for evaluating the strategic options open to Netflix.  What should Netflix top management do about VOD?  
Management Presentations should also provide substantial financial analysis to support conclusions and recommendations.  That is, they should include the information required for a Financial Analysis but should extend beyond it to consider all the relevant strategic and managerial issues.

Executive Summary: One page narrative which:

1.
Defines the underlying problem or issue that your analysis will address

2.
Provides a brief summary of your analysis, including its implications

3.
Summarizes your conclusions and recommendations, including justification

Exhibits: (about 4-6):  The exhibits should be suitable for overhead transparencies or a Power Point presentation. (You will turn in paper copies). Exhibits should be visual/graphical depictions of your analysis, and should cover:

a.
Definition of the problem or issue

b.
Analysis of key external and internal factors, using whichever analytical tool best illuminate the situation.

c.
Feasible alternative solutions

d.
Your recommendations, including action agenda

Note.  The discussion questions are intended to guide your thinking as your prepare your analysis. They are not to be used as a format for formal case presentations.  Please use this outline for your management presentations.  Analysis with strong causal reasoning and logical flow will be rewarded.

Core B & Sat:  Financial Analysis on Neflix
Compare Blockbuster’s and Netflix’s profit models.  How might the differences affect the respective company’s strategies?

Hint:   Compare and contrast Blockbuster and Netflix revenues, cost of sales, gross profit, operating expenses and operating incomes for the last three years (2004-2006).  Use the information available in Exhibits 1 & 2, and the case discussion to construct comparative pro-forma income statements.
IV.
BUSINESS ETHICS AND CORPORATE SOCIAL RESPONSIBILITY
Session 10

COMPETITIVE DYNAMICS AND SUSTAINABILITY
8/16
Simulation:
DANGEROUS BUSINESS

Session 10 draws us into a different strategic and organizational challenge; that is, succeeding in business while keeping the law, making a profit, and doing the right thing.  We will us a different learning vehicle in this session.  We will engage in an interactive learning exercise on a real company.  McWane Corporation is an Iron foundries company struggling to survive in an increasingly competitive global steel industry.  Cheap imports make it difficult for domestic steel producers to remain profitable.  Cost-cutting has become crucial.  Through a series of short videos you will have an opportunity to learn of McWane’s challenges, its responses, and the consequences of those responses.


You and your team mates will be asked to respond and react to McWane’s actions.

V.
COMPETITIVE INTERACTION AND STRATEGIC LEADERSHIP
In this last section of our course we bring together all the various themes, concepts, theories and frameworks of the Competitive Strategy course.  By this point in the course the concepts of industry structure, competitive advantage, positioning, and competitive dynamics, should begin to make good strategic sense to you, if you have been diligent and we have done our job well.  In our last formal session we will use all the tools, frameworks, theories and strategy ideas we have learned together to assess the future outlook for a successful firm and to provide concrete advice to its top management team.
Session 11

COMPETITIVE DYNAMICS AND SUSTAINABILITY
8/17
Reading
Grant Text: Review Ch 4.


Notebook:  The Real Leadership Lessons of Steve Jobs


Notebook:  Surviving Disruption
Case:

APPLE INC IN 2012
Objectives: 
We are all familiar with the extraordinary success that Apple has enjoyed since Steve Jobs returned to the company more than a decade ago. This case will provide an opportunity for us to trace the evolution of Apple within the context of the fast-moving PC industry, consider Apple’s moves beyond the PC business, and evaluate the sustainability of Apple’s advantage over competitors.  It will also allow us to examine further the role of technology standards in competitive strategy and consider the challenge of reinvigorating competitive advantage through innovation. 
Discussion
Questions:

1. What, historically, have been Apple’s competitive advantages?
2. Analyze the dynamics of the PC industry. Why did Apple struggle historically in PCs?
3. How sustainable is Apple’s competitive position in PCs? MP3 players? smartphones?
4. What are Apple’s long-term prospects for the iPad?
5. What advice would you offer the new CEO, Tim Cook? 

Session 13
Case Competition
8/18
Our last learning experience in the Competitive Strategy course is a case competition.  The Pre-Fall case competition is now a “tradition” or rite of passage into the MBA.PM program.  We will discuss this year’s MBA.PM case competition and distribute the case for this year’ case competition at the end of our last Saturday session.  Bragging rights are on the line.  We are sure that by the time you reach this point in the second PreFall Weekend you will have been exhorted by the second and third year MBA.PMers to win the competition for the sake of their/your core, or to keep a winning streak alive.
APPENDIX A

GUIDE TO CASE ANALYSIS

PURPOSE
Case analysis helps students to develop the kinds of skills that are essential to success in business organizations: identification and analysis of complex business problems, application of judgment in developing solutions, interactive problem-solving, and persuasive presentation of conclusions. 

THE NATURE OF BUSINESS CASES
Business cases are detailed descriptions of real company situations in which management is confronted with important issues or problems. Students are required to (1) identify problems or key issues that management needs to address, (2) assemble relevant data, (3) perform appropriate analysis and evaluation, and (4) propose an action plan and a set of recommendations that address the issues identified. Cases contain a rich variety of data, including company background and performance, environmental forces, and points of view of key decision makers. Not unlike real world situations, cases will not contain all the data you would like. Your challenge is to do the best job you can with the information available.

HOW TO APPROACH A CASE
1. Read the case quickly to get a sense of layout and to form preliminary hypotheses about major issues.  Initial impressions can be revised, but this groundwork will provide structure and direction for a more in-depth reading.

2. Reread the case carefully, annotating, highlighting, and distinguishing important information, omissions, and questions.

3. Decide what the action issues really are.  

4. Decide what analysis questions will inform the issues on which action needs to be taken.

5. Answer these analysis questions, applying appropriate concepts and models to illuminate the situation. Your objective is to get beyond the level of problem symptoms to analyze underlying issues and causes.    

Support your analysis with case data along with any well-informed assumptions you make about necessary but missing information. Be sure to distinguish between factual data from the case, opinions of actors in the case, and assumptions you make. Use only information that was available at the time the case ends.  

6. Integrate the findings of your analysis. Formulate an analytical synthesis which clarifies the critical issues.

7. Identify and evaluate alternative courses of action. Alternatives must address the issues you have identified and follow logically from your analysis. You will explicitly consider and reject various alternatives: Some may not be effective in addressing the issues you identified, others may cause more problems than they solve or cost more than they are worth, others may not be feasible or acceptable to management (solutions should be compatible with the values and preferences of management and those who will implement them). In formulating alternatives, avoid cop-outs such as: "Hire a new president who can solve the problem," “Conduct market research," or "Hire a management consultant to solve the problem.”

8. Based on your evaluation of alternatives, decide on a course of action.

9. Develop a plan by which the desired action may be achieved or implemented within the constraints encountered in the situation.

WRITTEN REPORTS
An effective management report is a document which clearly and concisely communicates the information a manager needs to carry out his or her primary function -- decision making. Your report should be clear and tightly written, unembellished with flowery language, hyperbole, or unsupported personal opinions.  Do not waste space summarizing information already found in the case.  Assume the reader is already completely familiar with the situation as described. Refer to specific case data when necessary to support your analysis or conclusions. All written reports should be carefully edited. Appendices, including tables, charts, diagrams, financial analyses, etc. may be used to support your analysis. Be sure that any appendices are referenced in the body of your report.

APPENDIX B

GUIDE TO ARTICLE ANALYSIS

The following set of questions is provided to guide your analysis of the readings assigned in this course.  

1. What is the purpose of this article?  What problem or issue does it address?  Just what is the author trying to do?

2. What are the basic assumptions/assertions/values that underlie this piece?  (View of human nature; purpose of organization--e.g. economic efficiency vs. human satisfaction; degree to which planning is possible; etc.)  Are these assumptions explicit or implicit?

3. What is the basic argument/thesis?  What are the major findings and conclusions? 

4. What is the nature of the evidence presented in support of the argument/ thesis?  (Impressionistic, theoretical, empirical, etc.)  Are the conclusions well supported?

5. What problems or concerns are you left with?  How does the article relate to other articles you have read and to your own knowledge and experience? How does it contribute to your overall understanding of business strategy?
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