
Chapter 1 The Purpose of Strategic and Business Analysis
	LEARNING OBJECTIVES

1.
Recognise the fundamental nature and vocabulary of strategy and strategic decisions.
2.
Discuss how strategy may be formulated at different levels (corporate, business and operations) of an organization.

3.
Explore the Johnson, Scholes and Whittington (JS&W) model for defining elements of strategic management – the strategic position, strategic choices and strategy into action.

4.
Compare three different strategy lenses (JS&W) for viewing and understanding strategy and strategic management.

5.
Explore the scope of business analysis and its relationship to strategy and strategic management in the context of the relational diagram of this syllabus.

6.
Advise on how organizations can communicate their core values and mission.
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1.
Definition of Strategy
1.1
Drucker on strategy
1.1.1
Drucker defined strategy as “a pattern of activities that seek to achieve the objectives of the organization and adapt its scope, resources and operations to environmental changes in the long term.”
1.1.2
It contains several elements:
(a)
A strategy consists of organized activities.

(b)
The purpose of these activities (the strategy) is to achieve an objective.

(c)
Strategy is long-term. Formal strategic planning by large companies, for example, might cover five years or ten years into the future, and for some companies even longer.

(d)
The strategic choices that an enterprise makes are strongly influenced by the environment in which the enterprise exists.
(e)
The environment is continually changing, which means that strategies cannot be rigid and unchanging.

(f)
Strategies involve an enterprise in doing different things with different resources over time, as it is forced to adapt to changes in its environment.
1.1.3
A strategic five-year plan for a company will therefore consider questions such as:
(a)
Where are we now?

(b)
Where do we want to be in five years’ time?

(c)
How do we get from where we are now to where we want to be?

(d)
How large will the company be?
(e)
What will it be doing?

(f)
Where will it be operating?

(g)
How many employees will it need and what skills will they need?

(h)
What technology should be used?

1.2
Johnson, Scholes and Whittington on strategy
1.2.1
They have defined strategy as “the direction and scope of an organization over the long term, which achieves advantage in a changing environment through its configuration of resources and competencies with the aim of fulfilling stakeholder expectations.”
1.2.2
This definition has some similarities to the definition by Drucker, but it contains two other aspects of strategic management:
(a)
An enterprise should use its resources and its skills and abilities to achieve a competitive advantage in its business activities. Competitive advantage is achieved by doing something better and more successfully than any competitors can do.
(b)
It is often assumed that the main objective of a company should be to maximize the wealth of its shareholders. Johnson, Scholes and Whittington state that the objective of an entity should be to fulfill stakeholder expectations.
1.2.3
Johnson, Scholes and Whittington identified the range or scope of strategic decisions as follows;
(a)
Deciding the scope of the entity’s activities. What businesses should we be in?

(b)
Relating the activities of the entity to the environment in which it operates.

(c)
Ensuring that the entity has the resource capacity to operate in its selected areas of activity. This means making sure that the entity has enough employees with the right skills, access to sufficient raw materials and other supplies, enough equipment, suitable IT systems, and so on.

(d)
Allocating resources to the different business activities.

(e)
Providing a high-level (strategic) framework for more detailed decision-making at an operational level.

(f)
Reflecting the values and expectations of the individuals in positions of power within the entity.

(g)
Deciding the long-term direction that the entity should take.

(h)
In many cases, implementing change within the entity so that it adapts successfully to its changing environment.

	1.2.4
	Example 1

	
	A company that extracts and supplies oil and natural gas is considering its future business direction over the next 10 years. It is aware that these resources are in limited supply, and that there is growing public and political concern about the environment.
The company’s board of directors might agree on the following broad strategy.

· The company will continue to extract oil and natural gas, but it will also invest heavily in production of energy from renewable energy sources, such as wind and sea.

· The move into energy from renewable sources recognises the probability that public and political pressure will grow for restrictions on the use of nonrenewable energy sources and for protection of the global environment.

· Change is therefore essential for long-term survival.

· The strategic plan should also provide for the resources required to achieve the company’s goals. Important resources for the chosen plan will include exploration rights, access to pipelines and other methods of transporting energy to users, and expertise in wind and wave power technology.

· A decision must be made about how many resources (including money) should be invested in each business activity.

· This will depend partly on the strategic vision of the board of directors, and the direction they think the company should be taking. What proportion if its total energy sources in ten years time will come from wind and wave power, and to what extent will the company still be relying on oil and natural gas?

· The strategic plan also reflects the values of the board of directors. In this example, the company has not included nuclear power in its strategic plan.


2.
Levels of Strategy
2.1
Introduction
2.1.1
It is usual to analyse strategy into a hierarchy of different levels. Johnson, Scholes and Whittington identify three levels of strategy:

(a)
corporate strategy,

(b)
business strategy, and

(c)
functional strategy.

2.2
Corporate strategy
2.2.1
Corporate strategy is concerned with deciding which business or businesses an entity should be in, and setting targets for the achievement of the entity’s overall objectives.

2.3
Business strategy

2.3.1
Business strategy, also called competitive strategy, is concerned with how each business activity within the entity contributes towards the achievement of the corporate strategy.

2.3.2
A large group of companies might consist of many subsidiary companies. Subsidiaries might be organized into strategic business units (SBUs) or operational divisions.
2.3.3
A SBU may be defined as “a division within a large organization that has a significant degree of autonomy, typically being responsible for developing and marketing its own products and services.” Each SBU is a different business, and should have its own business strategy.
2.3.4
In a commercial entity, business strategy focuses on markets and is concerned with how to compete successfully in the chosen markets with the chosen products.
2.4
Functional strategy

2.4.1
Functional strategy is also called operational strategy. These decisions include product pricing, investment in plant, personnel policy, and so on. It is important that these strategies link to the strategic business unit strategies and through those strategies, in turn, to the corporate strategy, as the successful implementation of these is necessary for the fulfillment of both corporate and business objectives.
2.4.2
Functional strategies are the detailed strategies of departments such as finance, sales, IT marketing, production and human resources management. Functional strategies must support the overall corporate strategy and business strategies of an organization. For example,
(a)
IT should support a marketing strategy that leads to a financial advantage for the firm.

(b)
Human resources need to ensure that new production staff recruited have the right skills.

2.4.3
In the development of functional strategies the communication process is both top down and bottom up. This ensures that people at all levels are aware of the plan and have a stake in implementing it.
	2.4.3
	Example 2

	
	Manufacturing strategy is a functional strategy for a manufacturing company.

The objectives of manufacturing strategy are stated in terms of:

· Cost,

· Quality,

· Delivery (speed or reliability of delivery), and

· Flexibility (the ability to switch between different products or production methods).

There is some trade-off between these objectives. For example, the cost objective might be to minimize costs, but this objective might be affected by a requirement to provide products of a minimum quality. The trade-off between cost and quality should be recognized in the objectives for manufacturing strategy.
To formulate a manufacturing strategy, decisions have to be taken for five aspects of manufacturing operations:

· Decisions about plant and equipment
· Production planning and control

· Labour and staffing

· Production design and engineering

· The organization and management of the manufacturing function

Manufacturing strategy may therefore be defined as the set of decisions that determine the capability of the manufacturing system and specify how the system will operate to meet a set of manufacturing objectives that are consistent with the overall business objectives.


	Question 1

(a)
Explain why it is important that the strategies of a SBU link to both the overall corporate strategy of a company and to the company’s functional strategies.



(10 marks)

(b)
Discuss the ways in which the strategies of the functional areas of an organization should support the other levels of strategy.
(10 marks)


2.5
A note on levels of planning
2.5.1
We have seen that strategy (including strategic planning) is a hierarchy of corporate strategy, business strategies and functional strategies.

2.5.2
Planning is also a hierarchical activity, linking strategic planning at the top with detailed operational planning at the bottom. Strategic plans set a framework and guidelines within which more detailed plans, and shorter-term planning decisions, can be made.

2.5.3
Three levels of planning within an organization can be identified:
(a)
Strategic planning. This involves identifying the objectives of the entity, and plans for achieving those objectives, mostly over the longer term. Strategic plans include corporate strategy plans, business strategy plans and functional strategy plans.
(b)
Tactical planning. These are shorter-term plans for achieving medium-term objectives. An example of tactical planning is the annual budget. Budgets and other tactical plans can be seen as steps towards the achievement of longer-term strategic objectives.

(c)
Operational planning. This is detailed planning of activities, often at a supervisor level or 

3.
Elements of Strategic Management and Business Analysis
3.1
Defining elements of strategic management
3.1.1
Strategic management is a board-ranging subject. To study strategic management, it is useful to have a logical structure or model as a basis for analysis. Johnson, Scholes and Whittington state that strategic management consists of three elements:

(a)
Strategic position

(b)
Strategic choices

(c)
Strategic into action

3.2
Strategic position
3.2.1
Strategic position means making an analysis or assessment of the strategic position of the entity. The senior management of a company, for example, need to understand the position of the company in its markets:

(a)
in what ways does the company perform better than its competitors?

(b)
in what ways are competitors more successful?

In other words, how do rival companies compare with each other in terms of competitive advantage?

3.2.2
Management also need to understand the factors in the business environment that affect their company, and how the company will be affected by changes that are likely to happen in the environment in the future. For example:
(a)
Could the company be affected by changes in technology, or changes in the state of the economy, or new laws?

(b)
Will there be changes in what customers want to buy, because of changes in society or life styles? If so, how might this affect what the company produces and sells?

3.2.3
Management have to make a decision about what their company should be doing, and what the company is trying to achieve. Objectives need to be realistic, so management need to understand where the company stands now in its markets, and where it should be trying to get to a few years in the future.
3.2.4
All these factors must be considered in the analysis of strategic position. Johnson, Scholes and Whittington suggest that there are three aspects to strategic position:

(a)
Environment – an analysis of the business environment involves an analysis of the threats and opportunities that seem to exist, and an assessment of their significance.
(b)
Strategic capability of the entity – the management of an entity should also make an assessment of the strategic capability of the entity. This means reaching an understanding of what the entity is capable of achieving. An assessment of strategic capability involves an analysis of the strengths and weaknesses of the entity.
(c)
Expectations and purposes – an analysis of strategic position also requires management to make decisions about the purpose of the entity and what it is trying to achieve.
3.3
Strategic choice
3.3.1
Strategic choice follows strategic analysis and is based upon the following three elements.
(a)
Generation of strategic options, e.g. growth, acquisition, diversification or concentration.

(b)
Evaluation of the options to assess their relative merits and feasibility.

(c)
Selection of the strategy or option that the organization will pursue.

3.3.2
Strategic choices need to be made of every level, though obviously choices made at any particular level can influence choices at other levels.

(a)
Corporate level – Decisions have to be made about what the entity should be doing. For companies, this means making decisions about which products or services it should be selling, and what markets it should be selling them in.
(b)
Business level – For companies, a major strategic choice is between a strategy of cost leadership and a strategy of differentiation.

(c)
Operational level – For example, whether an organization should outsource components or make them itself.

3.4
Strategy into action/implementation
3.4.1
These means implementing the chosen strategies. There are three aspects to strategy implementation:
(a)
Organising – An organization structure must be established that will help the entity to implement its strategies effectively in order to achieve its strategic targets. Organising means putting into place a management structure and delegating authority. Individuals should be made responsible and accountable for different aspects of the chosen strategies. Decision-making processes must be established.

For example, should the organization be split into European, US and Asian divisions? How autonomous should divisions be?

(b)
Enabling – It means enabling the entity to achieve success through the effective use of its resources.

For example, appropriate human resources and fixed assets need to be acquired.

(c)
Managing change – Most strategic planning and implementation will involve change, so managing change, in particular employees’ fears and resistance, is crucial.
	3.4.2
	Example 3

	
	A full-price airline is considering setting up a no-frills, low-fare subsidiary. The strategic planning process would include the following elements.

Strategic position – competitor action, oil price forecasts, passenger volume forecasts, availability of cheap landing rights, public concern for environmental damage, effect on the main brand.

Strategic choices – which routes to launch? Set up a service from scratch or buy an existing cheap airline? Which planes to use, what on-board services to offer?

Strategic implementation – how autonomous should the new airline be? How to recruit and train staff? Implementation of the internet booking system. Acquisition of aircraft. Obtaining landing slots.


4.
Understanding the P3 Syllabus
4.1
Given the above discussion of business planning, how are we to understand the P3 syllabus? The examiner has emphasized the following aspects.

4.2
External and internal perspectives

4.2.1
The P3 syllabus has two main perspectives:

(a)
The external forces that shape the environment of an organization:

(i)
the behavior of customers

(ii)
the initiatives of competitors

(iii)
the emergence of new laws and regulations

(b)
The internal ambitions and concerns that exist within an organization:

(i)
the desire for growth

(ii)
the design of processes

(iii)
the quality of products and services

(iv)
the competences of employees

(v)
the financial resources
4.3
Three levels

4.3.1
The P3 syllabus can be understood as functioning on three levels, as shown in the following relational diagram of main capabilities:

[image: image2.emf]
4.3.2
Top layer – strategic analysis, choice and action
The top layer of the relational model reflects a largely external and strategic perspective of business analysis. It is more concerned with the long-term direction and scope of an organization:
(a)
scanning the changing business environment

(b)
looking to use the resources and competences of the organization to achieve competitive advantage

(c)
fulfilling the expectations of stakeholders
4.3.3
Middle layer – implementation
This layer is the expansion of the implementation of strategy. Understanding the strategic position of an organization and considering the strategic choices open to it are of little value unless the preferred strategies can be turned into organizational action.

Key aspects:

(a)
Process redesign and automation

(b)
Information technology and e-business

(c)
Quality assurance, control and initiatives.

These three elements are inter-connected. For example, many process re-design initiatives use information technology to achieve improvements in product or service quality. Process and quality initiatives have been significant in organizations for a very long time. Information technology has less of a pedigree but its impact on e-business may yet make this the most influential element in the syllabus.

Other aspects:

(d)
Project management – All three elements in the middle layer require effective project management.

(e)
Financial aspects – Finally, strategic position, choices and implementation are all subject to financial benchmarks. Financial analysis explicitly recognizes the importance of focusing on the key ratios and measures that may be used to assess the position of an organization, the viability of a selected strategy and the monitoring and measuring of its success. This is very important; one suspects that many managers can come up with suitable, acceptable strategies that are not financially feasible!
4.3.4
Bottom layer – HR implications
Successful strategies require effective recruitment, training, motivation and organization of people.
5.
The Process of Strategy Development

5.1
Deliberate strategy, emergent strategy and incremental strategy

5.1.1
Strategies can be developed in different ways. One way of explaining how strategies are developed is to make a distinction between deliberate strategy, emergent strategy and incremental strategy.

5.1.2
Deliberate strategy
It is also called prescriptive strategy and rationally-planned strategy. It is the outcome from a formal strategic planning process, in which management:
(a)
carry out a strategic position analysis

(b)
identify and evaluates the strategic alternatives

(c)
make strategic choices

(d)
implement the chosen strategies, which are set out in a formal business plan or strategic plan
The business plan is reviewed regularly, and amended if necessary. For example, if a company produces a formal five-year business plan, it might review the plan every year and amend it if necessary. It might also add another year to the end of the plan so that a rolling five-year is produced on an annual basis.
Formal strategic planning also involves the use of management aids and planning techniques, such as SWOT analysis and the use of models such as Porter’s diamond and Porter’s Five Forces model.
	5.1.3
	Example 4

	
	For some companies, formal strategic planning and the implementation of deliberate strategy is essential.
In 2007, the UK government announced a new transport policy for the railways, with a strategic objective of increasing the capacity of the UK rail network but without increasing the number of train services.
Implementing this strategy would require the purchase of extra trains by train operating companies.
In addition, the company responsible for managing and maintaining the rail network, Network Rail, undertook to ensure that railway stations would be able to cater for longer trains, with 50% more carriages. To do this would require extending the length of some station platforms, which would involve substantial construction work.
This transport policy, involving the provision of longer trains, could not be implemented without formal (and coordinated) strategic planning by the train operating companies and Network Rail.


5.1.4
Emergent strategy (應急戰略)
An emergent strategy is a strategy that is not formally planned, but which emerges in response to unforeseen developments and opportunities. Ideas for an emergent strategy might come from employees or fairly junior managers, rather than senior management.
A company might develop both deliberate strategies and emergent strategies. These two methods of strategic development are not inconsistent with each other. There might be a formal business plan, containing deliberate strategies, but the company’s management might be willing to develop new strategies whenever unexpected opportunities arise, even though they are not in the formal plan.

5.1.5
Incremental strategy
This strategy is developed slowly over time, by making small changes to existing strategy. Changes to strategy are not large or far-reaching, because the management of the entity cannot see the need for any substantial changes.

When the entity’s business environment is changing, small changes to existing strategies are unlikely to be sufficient to ensure the survival of the entity, and incremental change might be associated with aimlessness and a lack of strategic direction (strategic drift [戰略漂移]).

Incremental strategy is only safe when an entity operates in a very stable environment, where changes over time are small and gradual.
	5.1.6
	Example 5

	
	An example of either incremental strategy or emergent strategy might be the case of international banking group Citigroup. In 2004, Citigroup suffered severe damage to its reputation, and some loss of business, from two sets of incidents.
· In Japan, repeated breaches of regulations by Citigroup staff resulted in the Japanese authorities forcing the bank to shut down its private banking operation in that country.

· In London, a trading strategy by some of its bond traders, who saw an opportunity to make a quick profit at the expense of other bond dealers, disrupted the market for European government bonds, and angered the European governments affected.

In response to the loss of customer goodwill and adverse publicity, Citigroup developed a new strategy aimed at preventing further incidents and damage to reputation and business. The strategy was designed to change the culture and attitudes of employees, based on programmes of training and changes in systems of performance reviews and rewards.
The new strategy emerged out of events, and was not a part of a regular strategic planning process. It was therefore an emergent strategy. It was also an incremental strategy because, in the words of the chief executive of the company, it did not call for a ‘sea change’ in culture.


5.2
Strategy lenses
5.2.1
Johnson and Scholes have suggested a slightly different approach to understanding strategy development. They have suggested that there are three different ways of looking at strategy development and, depending on circumstances, each approach might be appropriate.

5.2.2
They use the term strategy lenses to describe these three ways of looking at strategy development. Strategy development can be seen:

(a)
as design
(b)
as experience

(c)
as ideas

5.2.3
Strategy as design: the design lens
Strategy can be seen as the result of a design process. Strategy development is logical, analytical and planned.

The characteristics of seeing strategy development as a design process are as follows:

(a)
Strategy development is a formal and deliberate process.

(b)
Thinking about strategy, and making strategic choices as an outcome from this thinking process, precedes the implementation of strategy.
(c)
Strategies are logical and clear.

(d)
Strategic choices are made by senior management. Senior managers are the strategic decision makers.

This type of strategic development is well-suited to an entity with a hierarchical management structure, where employees are accustomed to receiving directions from their senior managers. It is similar to deliberate strategy.
5.2.4
Strategy as experience
This is the view that future strategies are based on experience gained from past strategies. There is strong influence from the received wisdom and culture within an organization about how things should be done.
It is similar to incremental strategy. The weakness with this form of strategic development is strategic drift.

5.2.5
Strategy as ideas
Strategy as design and strategy as experience do not explain innovation. Formal strategic planning can help an entity to deal with the problems of change in the business environment, but it is not particularly well-suited to innovation and radical new ideas.
The characteristics of seeing strategy as ideas as a design process are as follows:

(a)
Strategic development should rely on radical new ideas. These do not necessarily come from senior management. Other individuals within the entity might create the new ideas.

(b)
Innovation happens as a result of variety and diversity. A changing and diverse environment encourages major innovation.
(c)
Within an entity that encourages new ideas and innovative thinking, many different ideas compete for the support of management.

(d)
Innovative thinking is unlikely to happen within an organization with a traditional hierarchical management structure and formal lines of authority and responsibility.
Strategy as ideas is similar to emergent strategy.

5.2.6
Using the three strategy lenses
Johnson and Scholes suggested that there is no single correct approach to strategy development. All three strategy lenses provide a different insight into strategy, and any one lens might be appropriate in a particular situation. Management should therefore be prepared to use all three lenses.

5.3
Strategic planning frameworks
5.3.1
Although strategic development in practice might be the outcome from deliberate strategies and emergent strategies (and possibly also some incremental strategies), it is useful to study the subject of business analysis and business strategy as if it were an organised process of planning and implementation. This helps to provide a framework for understanding the issues in strategic management and business analysis.
5.3.2
Two strategic planning frameworks that are useful to bear in mind are the rational planning model and strategic gap analysis.

(a)
The rational planning model

5.3.3
The ‘rational planning model’ is a strategic planning framework that:

(a)
sees the purpose of strategy as the achievement of clearly-established objectives

(b)
considers strategic planning to be a formal process, led by senior management

(c)
sees strategic planning as a multi-layered process, with corporate strategy, business strategy and functional strategies.
5.3.4
The rational planning model consists of several elements, and the planning process goes through each of these elements in the following sequence.
	
	
	Comment

	Vision and Mission
	
	Vision represents the overall aspiration for the future.

Mission is concerned with the overriding purpose and core values of a company based on the values and expectations of its stakeholders.

	
	
	

	Objectives
	
	The entity should also have clear objectives, such as the examination of shareholder wealth. Within the planning processes, targets can be established for the achievement of objectives within the planning period.

	
	
	

	Environmental analysis
	
	There are opportunities and threats within the business environment of the entity. These must be identified, and suitable strategic responses should be developed to deal with anticipated change and also unexpected change.

	
	
	

	Position audit
	
	The planning process should include an assessment of the resources, systems, management, procedures and organisation of the entity. Strengths and weaknesses should be identified. Strategies should seek to make full use of any strengths within the entity and to reduce or remove significant weaknesses.

	
	
	

	Corporate appraisal
	
	The mission statement and objectives of the entity, together with the results from the environmental analysis and position audit, should lead on to a formal appraisal of strategy and what the entity might be capable of achieving.

	
	
	

	Strategic choice
	
	Different strategic alternatives should be identified and evaluated, and preferred strategies should be selected that will enable the entity to achieve its stated objectives.

	
	
	

	Strategic implementation
	
	The selected strategies should then be implemented.

	
	
	

	Strategic control
	
	The implementation of strategies should be monitored. Changes and adjustments should be made where these become necessary.

This rational planning process is repeated at regular intervals (typically annually).


	Question 2

T has recently been appointed as the new Chief Executive of PV Company which manufactures cosmetics and toiletries. She has spent the first three months meeting with her senior management team, employees and customers of the company to establish how PV is currently perceived by some of its various stakeholders. The discussions with the different groups have revealed that there seems to be a great deal of confusion on what PV Company stands for. It is apparent to T that there are many inconsistencies in the priorities and objectives across the different departments of the company. T has determined that immediate action is needed to establish a clear mission for PV Company.
To start the process, T intends to run a series of events at which the mission will be discussed with different groups of employees. She has asked for your help in preparing for the first workshop session. Specifically, she has asked you to put together a presentation with the aim of helping the various audiences to understand why it would be beneficial for PV Company to have a clear mission.
Required:

Discuss the points you would include in the presentation on the benefits of having a clear mission for PV Company.
(10 marks)


(b)
Gap analysis as an approach to strategic development
5.3.5
Gap analysis provides an alternative model for planning and developing strategy in a formal way. This approach consists of the following stages.

(a)
Identifying objectives and setting targets: Where do we want to be?

(b)
Establishing the current position. Where are we now?

(c)
Measuring the difference between where we are and where we want to be as a strategic gap.
5.3.6
The gap might be expressed in a variety of ways. For example, at a corporate strategy level, a gap might be expressed including total annual sales revenue and total profitability, or product-market areas that the company should be operating in.
5.3.7
The purpose of strategy development should be to choose and implement strategies that will fill this strategic gap (or planning gap) so that the objectives can be achieved.
5.3.8
Filling the gap requires:

(a)
an analysis of environmental threats and opportunities, and the internal strengths and weaknesses of the entity

(b)
identifying the competitive advantage that the entity enjoys.

(c)
if necessary, re-stating the business objectives as a result of this strategic appraisal, so that objectives remain realistic and achievable: this will change the size of the strategic gap

(d)
identifying alternative strategies, evaluating them and selecting strategies to fill the strategic gap

(e)
implementing the selected strategies.
Additional Examination Style Questions
Question 3

MT is the entrepreneurial owner of S Software Development Company which he set up five years ago with his business partner ZF, who provided the financial backing. Since that time the company has grown. Despite MT not having any clear view on what should happen, strategies have tended to emerge without any formal approach. ZF feels that, whilst still a small business, the company has come to a point in its lifecycle where perhaps a more formal approach to establishing its future strategic direction would be beneficial. However, MT has a different view and argues that the company has been a success to date. He feels that ZF’s suggestion to adopt a formal rational approach to strategy development would have more disadvantages than advantages.
Required:

Describe the potential advantages and disadvantages of the formal rational approach to strategy development for S Software Development Company.
(10 marks)

Question 4
N Airline operates in the short haul flight industry. Unlike many of its competitors who are constantly seeking to reduce costs, often at the expense of customer service, the foundation of N’s business strategy is based on providing a superior quality of service. Its mission is to be market leader, providing unrivalled customer service, in flight comfort and reliability in the short haul airline industry. N Airlines views its customers as central to strategic developments, and values its staff in building success.

Required:

(a)
Distinguish between the concepts of mission and objectives.
(4 marks)

(b)
Using examples, illustrate how the mission for N Airline could be translated into strategic objectives.
(6 marks)

Question 5
P has recently been appointed as the Chief of Police for S City Police Force. She has spent the first six weeks in her new role meeting with employees and representatives from the different communities that her Police Force serves. Many different views and priorities are emerging, but P has observed that her colleagues have no clear direction and have very different views on what the prime purpose of the Police Force should be. There seems to be many inconsistencies in the priorities and objectives of the Police Force.

P feels that it would be beneficial to develop a vision and mission for S City Police Force. She has decided to run a series of events at which the vision and mission will be discussed with different stakeholder groups, including external stakeholders, as well as employees. However, P recognizes that these events may be viewed with some cynicism, with some colleagues commenting that these ideas may well be appropriate for profit-making organizations, but not relevant to the Police Force.
P is also concerned that whilst S City Police has a strong culture, this is in fact creating barriers to the effectiveness of the way work is done and the willingness of employees to accept the changes she feels are needed. She realizes that, in attempting to change the culture, she is likely to meet with resistance and it will not be an easy task. As a first step, she feels that she needs to gain a better understanding of the features of the existing culture.
Required:

(a)
Distinguish between the terms vision and mission.
(3 marks)

(b)
Explain the points P could use to convince colleagues of the benefits of developing a mission for S City Police Force.
(7 marks)

(c)
Explain why culture is an important concept and discuss a framework model P could use in order to gain a better understanding of the various aspects that contribute to S City Police Force’s existing culture.
(15 marks)
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