8-1. How is strategic management related to the planning function?
Strategic management is closely related to the planning function since it's one specific type of planning. Through the strategic management process, strategies or plans are created that will enable the organization to achieve its short-run and long-run objectives. All types and sizes of organizations are recognizing the role that strategic management plays in being successful.

8-2. Does a company's mission have to be written to be useful and effective?
The critical thing to remember about a company's mission is that it absolutely must be communicated to and understood by all organizational members. Does this mean it has to be written? Having it in writing may be the easiest way to do this, but obviously as long as organizational members know what the mission is, that's the important thing. Let me describe one of my favorite examples of how a company communicates its mission to its employees. There's a transportation carrier in Springfield called Prime Trucking Inc. You may have seen its trucks out on the roads. All Prime employees are given a laminated credit-card sized card that lists and briefly describes the company's mission and its values and beliefs. The company's philosophy is that if employees have ready access to this information and they are constantly reminded of it every time they see this card in their wallet that they're more likely to make decisions and take actions that are in line with the mission. This approach seems to work for this company!

8-3. Where can you get information on what's happening in the various components of the external environment?
Scanning and evaluating the external environment is one of the important steps in the strategic management process. But to be able to do this, you have to know where to find the information. Sources for this type of information include the Internet or World Wide Web, trade association publications, government publications, competitor intelligence, business periodicals, and general news periodicals.

8-4. How is the SWOT analysis used in the formulation of appropriate strategies?
SWOT stands for, as I'm sure you already know, strengths, weaknesses, opportunities, and threats. Once managers have analyzed their internal functional areas, they're able to identify where the organization has strengths and where it has weaknesses. Likewise, once the external environment has been analyzed, managers can pinpoint the opportunities and the threats facing the organization. Knowing the SWOT can help managers formulate appropriate strategies because they would not want to design strategies that would highlight the organization's weaknesses or that would take them into areas where there are significant threats. They do want strategies that will capitalize on the organization's strengths and that exploit positive environmental trends and changes. In other words, we wouldn't know what strategies were appropriate unless we had information from the SWOT analysis.

8-5. What's the difference between an organization's core competencies and its competitive advantage?
The terms core competencies and competitive advantage can be confusing. They seem like the same thing. However, they're not. An organization's core competencies are its major value-creating skills, capabilities, and resources-those things that it has or that it does particularly well. But not all the organization's core competencies are going to be significant sources of competitive advantage. We may be good at something but that "something" may not be valued by consumers, so it's not really a competitive advantage. A competitive advantage is something that sets us apart from our competitors; something that makes customers want our product and not our competitors. For example, Kinkos-a place that many of you may be familiar with-has several "things" that it does well. Such as: quick, efficient, quality copying; clean facilities; and friendly, knowledgeable staff. However, these core competencies aren't enough to set it apart from its competitors. Many copy services have these core competencies. Instead, its competitive advantage is the wide array of quality services that it provides at a reasonable price. So even though Kinkos has several core competencies, not all of them are significant sources of competitive advantage.

8-6. I understand how strategies are formulated, but how are they implemented?
That's a good start-knowing how strategies are formulated. But just like any plan, a strategy has to be implemented before it's of any use. How are strategies implemented? It depends on the type of strategy. At the corporate level, we have growth, stability, and retrenchment strategies. A growth strategy is implemented through internally increasing the levels of business operations, through creating new businesses, and through merging with or acquiring other businesses. A stability strategy is implemented simply by not expanding the level of operations-that is, keeping everything at the current level of operations. Finally, retrenchment strategies are implemented by two main methods: (1) cutting costs, and; (2) restructuring the organization through divesting, liquidating, reengineering, downsizing, or filing for bankruptcy. At the business level, the competitive strategies are implemented through the competencies, skills, and resources found in the organization's various functions: marketing, production/operations, research and development, and so forth. In addition, the competitive strategies are implemented through the competitive actions and reactions an organization engages in.

8-7. What role does an organization's culture play in its strategy?
An organization's culture plays an important role in its strategy. The culture will affect what strategies are formulated and how they're formulated. And it will affect how the chosen strategies are implemented. For instance, think of 3 M's innovative and risk-taking culture. Its strategies reflect this culture. And Southwest Airlines' strong people-orientation culture-its emphasis on fun and making sure customers have a good time-affects the strategies it uses.

8-8. How often should a company change its strategies?
This is a tough question to answer! Obviously, if the strategies aren't having the intended effect-that is, if the organization is not meeting its goals-then it's time to change the strategies! However, it does depend on the strategic level we're talking about, also. Corporate strategies encompass the entire organization and require significant resource investments. Therefore, it's unlikely that you'll see an organization changing its corporate strategy continuously and frequently. However, this doesn't mean that an organization will never ever change its corporate strategy. It will, and organizations do as external and internal circumstances change. After all, an organization doesn't want to end up as the world's best typewriter manufacturer or buggy whip manufacturer there is since there's not much demand for either typewriters or buggy whips these days. But, organizations are not going to have major significant changes in corporate strategy all the time. At the business (competitive) level and the functional level, however, changes are likely to be more common and frequent because competitors change what they do and the marketplace changes what it values. Therefore, the company may decide to change its strategies to counteract or to exploit the changed situation.

