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A. Resource Weaknesses

How successful was G Force at strengthening or compensating for resource weaknesses at

a key point during the first four years of the simulation?

A resource weakness for my company appeared in the beginning of the simulation. The

first couple of years G Force was average. The company showed no signs of true strength or

extreme weaknesses. However, the impacts of the strategies and decision were beginning to show

their effects on the company and appeared to be almost negative at first.

Net Sales Revenues were below average because of the company’s ambitious actions to

buy back outstanding shares. After all of the expenses, the Net Profit was only slightly better than

average for the first year. Net Sales Revenues were also impacted by G Force’s lack of attention

to the other geographic regions and the opportunities that other markets presented.
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G Force had to take a position. It knew it could not be the Best in the Industry in the first

few years. In order to gain Best in the Industry status, G Force needed to focus on a Sustainable

Competitive Advantage that would put them on them Top and keep them in the Number Position

for the rest of the simulation. The company needed to stretch its financial capital & resources

extremely thin with a focus on growth and that Resource was Capacity expansion.

The weakness for G Force was that it had to sacrifice the Best in Industry status in order to

lay down the grassroots for success in the future.

These sacrifices included keeping a low amount of cash on hand (to utilize the cash in other

areas that could generate a profit). Another area was the repurchasing of stocks, this would

increase the EPS and ROE but would have a huge negative impact on the Ending Cash for the year.

Expenditures in Corporate Social Responsibility in energy initiatives, ethics training for all

employees, workforce Diversity was very costly in the beginning but ultimately helped G Force to

become number 1 in the end. The intangible assets were the focus for G Force in the beginning.
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To define if G Force was successful or not in the first few years, this is a difficult to answer.

G Force was not successful in posting the best numbers for the first few years, but after a few years

it noticed the effects of the intangible resources spent.

It has been said that the first few years were the most difficult and restrictive years of the

simulation. The Company wanted to expand its capacity but needed the funds without getting

loans or issuing stock to increase the capacity. The weakness was definitely determining the Value

Chain on how the raw materials were received and finally sent to the end-user. Once it was

understood on how to deliver the maximum value for the least possible total cost, the company

began to excel.

B. Resource Strengths

Here is the analysis, with sufficient support, of the actions G Force took to develop a

resource strength at a key point during the last four years of the simulation.

G Force noticed a huge problem in Plant Capacity and New Construction in Year 17. It

seemed as though all of the competitors knew that an Economy of Scale was an avenue for

success. The competition must have realized that the cost of production by increasing the size of
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the output produced. In order to increase the output, they needed to buy or build capacity so they

could create lower average costs.

The actions that G Force took to counter the competitions actions were:

G Force knew from the beginning that this could have been a situation would have appeared. We

had a (BCM) Business Continuity Management system in place. Business Continuity identifies an

organization's exposure to internal and external threats and synthesizes hard and soft assets to

provide effective prevention and recovery for the organization while maintaining competitive

advantage and value system integrity. (Business continuity planning)

Crisis management is the process by which an organization deals with a major event that

threatens to harm the organization, its stakeholders, or the general public. The study of crisis

management originated with the large scale industrial and environmental disasters in the 1980s.

Three elements are common to a crisis: (a) a threat to the organization, (b) the element of surprise,

and (c) a short decision time. (Crisis management)

This was designed recover from any disruption from the competition. This BCM included

reacting to failure or loss of operational capability, physical or tangible events and returning the

disruption back to normal as soon as possible.
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1) The second action was to create a CM (Crisis Management) system. While BCM

typically waits for the situations to be known, The CM is known for dealing the situation as

it emerges. Typically with a Response Team or Management. So BCM does fit under the

umbrella of the CM activities which is vital to recovery management. G Force’s CM was

ready to apply the 4 R’s (Reduction, Readiness, Response, and Recovery).

a. Reducing exposure or mitigate the sources, size and impacts of the crisis. Since

the competition was purchasing more capacity. I needed to know the amount of

capacity they were building. Our company did not want to risk the exposure of

purchasing too much capacity that would become wasteful. See we identified

which company was handling the most capacity, and it was Company J

(13,000). We then knew we could safely reach the level 13,000.

b. Readiness plan was to improve the crisis onset management. This would

require the company to be able to build capacity immediately without issuing

stock or taking out loans. This would require investor’s confidence and strong

sales to finance future capacity expansions. So G Force set out to gain the

highest EPS, ROE, and Stock Price possible.



JHT2 Strategic Management 7

c. Response for G Force was to improve the crisis management impact when we

were responding to the crisis. We responded by purchasing the appropriate
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amount of Capacity so that the company could maintain Market share and

Growth. This was so that our Economy of Scale could not be outstripped by the

competition.

d. Recovery from this crisis would require the actions to benefit the investors and

stakeholders to increase confidence and trust in the company response. The

Recovery would also demand the vigilance so that the competitor’s will never

get the upper hand again.

2) The end result was an increase in Net Profit and an increase in Net Sales for G Force.

B1. Competitive Power
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G Force provides a plausible analysis, with sufficient support, of how competitively

powerful the strength was. The following are tests to determine if the resource is able or capable

to support a competitive advantage. As well as determining if the competitive advantage can be

sustained in the presence of other competition.

1) Is the resource (or capability) competitively valuable? (YES). This resource is

directly relevant to the company’s strategy. By adding more capacity, the company became a more

effective competitor. From the increased capacity every year the volume of pairs of shoes sold

also increased. The increase of Pairs Sold has a strong impact on market share and the dominance

of the given region. So having this resource is extremely competitively valuable.

2) Is the resource rare – is it something rival lack? (YES). G Force knew from the

beginning that capacity was going to the most important resource for exponential
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growth. While the resource is not rare, it is something that rivals lacked. It was a race

to see who could grow their company quickest while still being able to maintain

profitability.

3) Is the resource hard to copy? (Depends) The resource of capacity would difficult to

duplicate if the competing company does not have the financial health in order to

expand at the scale and the size of our company. So this would be a hard resource to

copy if the competition does not have the financial resources. Plus, the competition

might notice the expansion and counter by creating even more capacity as well.

4) Can the resource be trumped by different types of resources and capabilities?

(Depends). This resource could be trumped by the competition but at what cost? If the

company spends too much on capacity. That a company could be penalized for having
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too much capacity. As a result, it will be forced to increase unit prices to offset the cost

of the new plant’s capacity.

C. Organizational Culture

Organization Culture is a very important part in the strategy success equation. The values

and behaviors that contribute to the unique social and psychological environment of an

organization. (organizational culture) A culture that has its behaviors, actions and processes in

align with company’s strategic plan will have a better chance of successful strategic plan

execution. Even if a company has a very good strategic plan, it could be hampered if the

organization has a bad organizational culture. Every organization culture is shaped by four key

elements: the founder’s values, business and industry environment, the national culture and the

seniors leaders’ behavior and vision. Practices, Policies, and Procedures that are implemented in

pursuit of organizational goals are influenced by the Organizational Culture. Those practices,

policies and procedures affect employees’ attitudes and behaviors that result in a variety of

different outcomes.
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G Force understood that it was “competing” against several other companies to be the best.

So when it came time to select a Competing Values Framework, G Force had selected the Market

Culture. The Market Culture seemed to have an emphasis on Strategy and its main thrust was to

compete. This means that G Force was goal oriented by concentrating on customer focus,

productivity, enhancing competitiveness and financial victory. Market has a strong external focus

and highly values stability & control. This Market Culture does not tolerate Flexibility &

Discretion and does not have an internal focus & integration culture. G Force’s decision process

was driven by customer satisfaction, profits and productivity.

The leader always put pressure on the managers to make expected sales goals. At the same

time, the managers place pressure on the employees to react fast, work hard, and delivery the

quality products on time.

After careful review of the simulation, I noticed that G Force would not have been able to

sustain their competitive edge. This is because of the fast changes, lack of internal views on the
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employee’s satisfaction and concerns. Market values does not have value drivers of commitment,

communication and development like the Clan Culture to have long term sustainability.

C1. Approach Comparison

The following are 10 principal managerial components that can be used in the strategy

process to support the culture:

1) Staffing the organization with managers and employees capable of executing the

strategy well. This would require putting together a very strong management team.

These managers must be smart people who are clear thinkers, capable of figuring out

what needs to done, good at managing people and skilled at delivering results. Also, it

is required for recruiting and retaining employees. These employees would have the

needed experience, intellectual capital and technical skills. Since the company knows

that it can be expensive to have pairs rejected, the company finds that spending the

maximum of $5000 per worker in Best Training Practices would yield the best results

for the company. We know what the company needs. The company sees the value of

spending the most on our employees by training them in the TQM/Six Sigma Quality

Programs. This educates the employees but also assures the company that the

production of the shoes will be of the best quality.

2) The Building of organizational capabilities required for a successful strategy execution

of strengthening the core competencies and competitive capabilities. Performing

Strategy-critical Value Chain activities that are proficient along with updating those

activities to match the customer expectations as well as the ever changing market

conditions. G Force strategic alignment was towards gaining the competitive
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advantage by using lean operations and tight project management. This was done

through programs such as TQM / Six Sigma training programs. Those training

applications not educated the employees to become skilled workers, but it tightened the

value chain in all areas of primary and secondary activities.

3) Creating a strategy-supportive organization structure. Our organization structure was

based on the strategy of basing the department decisions by the input from other

departments. Our manufacturing plan was based upon the productivity and the number

sales by our employees. Manufacturing success was based on the employee’s efficiency

due to our compensation and incentive pay packages. Our organization structure was a

simple structure because all of the decisions were made by the CEO. The importance

of the strategy-supportive organization structure is to produce a work climate and an

organizational esprit de corps environment. This type of environment thrives on

meeting performance targets and being part of the winning effort.

4) Allocate Sufficient Budgetary (and other) resources to the strategy execution effort.

Since our company was a combination of Low-Cost Providers and Broad

Differentiation Strategy, we applied all of resources towards increasing manufacturing

capacity and even Models Available. While we were lower cost oriented, we never

compromised our product quality to produce the lowest cost product. This shows that

our culture was designed to maintain an S/Q rating of 5 Stars. However, reworking of

the budget to make it strategy-supportive is crucial. This implementation process is

crucial because every organization unit needs to have equipment, people, facilities, and

other resources to carry out its part of the strategic plan.
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5) Implement Policies and Procedures to help with strategy execution. These policies

which are given out at meeting aids in the task implementation. The

Strategy-supportive policies promote consistency in how particular strategy-critical

activities are performed and helps to create a strategy-supportive work climate and

corporate culture. We accomplished this by creating our Mission Statement that

provides a very simple, concise strategy base direction of the company.

6) Best Practices and Continuous improvement. Competent strategy execution entails

unyielding managerial commitment to the best practices and continuous improvement.

Our company emphasized the Best Practices Training and the maximum TQM/Six

Sigma Quality Programs because it would improve efficiency, create a better product,

and creates greater customer satisfaction.

7) Install information and operating systems that enable the company personnel to carry

out their strategic roles proficiently. Company Strategies can not be implemented well

without a number of support systems in place to carry on business operations. A

state-of-the-art support system that is well-conceived can not only facilitate better

strategy execution but could also strengthen the organization capabilities. A company

with strong organization capabilities could provide a competitive edge over the

competition. While G Force does not appear to have physical operating systems, it

does have employees and personnel that could be trained and updated in high quality

programs like TQM/Six Sigma to become the most efficient operators in the industry.

So G Force saw the value of TQM/Six Sigma quality programs, and how that

expenditure of $2.50 per pair translates to more production and greater efficiency of

production.
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8) Tie rewards and incentives directly to the achievement of strategic and financial targets.

We utilized cash bonuses and Incentive pay for every pair of shoes that was not rejects.

The incentive pay for our employees as $1.25 in the N.A plant for every pair that was

not rejected and $.40 in A.P. Plant for every pair that was not rejected. By tying the

Incentive Pay to our strategic plans primary products, we were able to manage the sales

focus on our strategic targets.

9) Instill a corporate culture that promotes good strategy execution.

This could be done with a top-down guidance about how certain things are done.

They would include channel individual effect along the strategy supportive path, align

actions and behavior of the employees with requirements for a good strategy execution and

placing limits on independent actions to overcome resistance to change.

Our company was very helpful in ensuring consistency in how strategy-critical

activities were performed. This improved the quality and reliability of the strategy

execution. It also helped align & coordinate the execution efforts of other individuals and

groups throughout the company.

Promote the policy & procedures and mission statement so that work climate facilitates

the good strategy execution. Also create the physical work environment that reflects the

values of the company which includes creative thinking. We used Slogans, Language and

Sayings that reinforced the G Force corporate strategy. Our company could have benefited

more by having more rewards, status symbols and promotions criteria to encourage culture

achievement.

10) Exercise of the internal leadership needed to propel strategy implantation forward.
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Our strategic leaders encourage employees to be innovative in order to keep the

organization responsive to the changing conditions. This innovative strategy can alert the

company to new opportunities and invigorate the company to pursue fresh initiatives.

Strategic leaders also must actively push the corrective actions to improve the strategy

execution and overall strategic performance. This internal leadership was crucial in

determining the branded distribution of the shoes. Without the feedback from the internal

leadership, it would have been difficult for G Force to determine the proper distribution

amount for the various locations. This internal leadership was extremely responsive to the

changing external conditions that kept inventory at the tightest surplus/shortfall possible.

D. Creativity and Innovation

Creativity and Innovation must viewed as the gasoline that fuels the economic engine of G

Force. Innovation does not come quickly like a Eureka moment, and it does not come by sheer

luck. Innovation is a time consuming activity that takes hard work and dedication which requires

resources. Innovation is also not static and is a dynamic process of ebbs and flow overtime and

can be systematized. The potential benefits include revenue growth, new products, new services,

lower costs, improved products and improved processes. These Innovations could short term and

long term. Innovation can grow but needs a foundation to help it grow prosper and deliver the

benefits. With the proper organizational culture of leadership, people and execution these

innovations will deliver intended benefits. There are three components that influence the benefits

of innovation: challenges of innovation, seeds of innovation and the nutrients of innovation.
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G Force had chosen the Market Culture, so their innovations were going to be focused on

finding new ways to generate more profit, increase the speed of production, quicker systems that

confront problems more quickly and to market aggressively against the competition.

The first way G Force sparked innovation was by the naming the company. G Force

wanted a name to reflect our approach to the industry. We wanted our name to become

synonymous with fast moving, competitive, high pressure, speed and profit from performance.

We thought the name of G Force was the perfect name to match our aggressive goal oriented

culture. Our hopes were that the customers would feel the same way about our products in which

they would associate our brand identity as the best in the industry and create a cult following.

The second way G Force sparked innovation was by spending a 100k on Energy Initiatives

every year. These energy initiatives were designed to improve energy efficiency and using

renewable energy resources to reduce operating costs. The end result would be less overhead

expenses which could translate to a higher operating profit margin for the company.

Another Innovation ideas were to create a variety of Models of Shoes. While this

innovation was later adopted by the competition. G Force enjoyed the notion of doing something

different rather than doing the same thing better. By increasing the various models, the company

did not rely on invention but to make use of a better, novel idea and method. The increase of

different Models could have been designed by the individuals/teams within the company that

wanted to participate in the teaming and barnstorming process. After the Models were produced,

the employees/teams could see the fruits of their labor, and if they had the most successful selling

model shoe, the winner would win an award or get a reward for their success. This would play

perfectly into our Market model of competitiveness while rewarding the individuals/teams that

bring the most value to the company.
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E. Balance Scorecard Effectiveness

G Force Balanced Scorecard had a very distinct vision and strategy. The overall focus is to

make a balance between the quantitative and qualitative performance or financial and

non-financial measures. A performance metric used in strategic management to identify and

improve various internal functions and their resulting external outcomes. The balanced scorecard

attempts to measure and provide feedback to organizations in order to assist in implementing

strategies and objectives. (Balanced Scorecard) This scorecard will give the employees a better

understanding on what they need to concentrate on in both quantitative and qualitative

performance factors. Through this scorecard, the employees will notice other qualitative issues

such as Market Share, Customer Loyalty, Customer Satisfaction, Productivity Rates, etc. Which

should be properly assessed.

The first section to think about is the Balanced Scorecard. The Balanced Scorecard is a

way to think about your organization holistically. This holistic thinking of the company can be

broken down into four sections. The first perspective is the Financial Section. The financial

perspective is about how we are looking to our shareholders. The financial perspective is to

propose investments that can reap tangible and intangible benefits for the stakeholders. This leads

us to the second perspective which is our Customers. G Force needs to view the value that they

give to their customers in order to achieve our financial goals. The third perspective is the

Internal Processes. This focuses on the Internal Processes in which G Force needs to excel at or

take place in order to provide value to the Customers and achieve our Financial Goals or Target to

be reached. The fourth perspective is the People perspective. The People perspective requires G
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Force to identify which skills and capabilities does G Force need in the organization to drive the

Internal Processes, to provide value to our Customers and to reach our financial targets.

G Force was working with a small number of strategic objectives by setting targets for the

objectives. The G force would measure against those targets on a yearly/round basis to determine

success or failure. These were performance measures that were only few, easily understood and

could be acted upon quickly.

The Scorecard is about monitoring and measuring of the company’s strategic plan. Ours

were broken down into our four categories. All of the goals should be seen in the plan.

Overall our Balance Scorecard was a success for our organization. G Force only selected a

few perspectives at a time. We felt that too many perspectives could have created a law of

diminishing returns where simple actions could be taken. This did help G Force align their

direction of focus and was a good bench to see what did or did not work for the company.
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E1. Development

G Force provides a logical explanation, with sufficient detail, of how to develop a balanced

scorecard that ensures appropriate emphasis on both leading and lagging indicators.

Our Balanced Scorecard placed emphasis on both leading and lagging indicators. A

leading indicator is a reliable indicator of the future company success as it measures how

successful the strategic plan has been implemented. A leading indicator is a measure of real

influence of G Forces objectives. G Force did notice that Leading indicators are harder to identify,

but they seemed to have the most influence and can make a difference. The lagging indicator is a

measure of results from past actions and decisions. A lagging indicator is an actual measure of the

success or failure of G Forces objectives. The secret to our success to winning the simulation was

keeping a balanced scorecard year over year to reflect upon our success and failures. We were

successful in seeing the barriers and hurdles by watching the leading and lagging indicators and the

opportunities they presented. While the chart above shows a very simple outline, each perspective

could be isolated, and a deeper analysis could be applied to each section on an even more granular

level.

Our balanced scorecard was extremely important in alignment through strategy maps,

improved communications which resulted in a better performing organization.
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