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To: Phillips

From: Ray Jurado

Re: Important

Date: 16 April 2003

Situation


In order to implement a more effective strategy for the future, we need to look at ourselves and our alternatives.  What follows are a series of alternatives from which you as chief executive can select as the best COA.  Right now we need to find a strategy that leverages our strengths and avoids our weaknesses.

Courses of Action


1970 : Reimsdijk and Rodenburg


- Attempted to compete on scale, increasing production and trying to gain market share through volume.


-changed the tradition of dual leadership at corporate and NO levels.

1980's: Dekker and Van Der Klugt


-Refocused on core competency and sold businesses that were beyond the scope of the mission.. (Core vs non-core)

1990's: Timmer and Boonstra


-Mass separation called “Operation Centurion.,” in which roll was reduced by 22%, or 68,000 in 18 months and driving up total costs due to unemployment compensation.


-Continued refocusing of resources by selling off the non-core, which included selling to competitors.


-Decentralization becomes a weakness due to the distance from headquarters in Eindhoven.


-An attempt in 1994 to diversify after 4 years of cost-cutting into new technologies, the result backfired due to the loss of many R&D specialists during Operation Centurion.


-Continued focus on cost leadership at the expense of the original core competency.

2001: Kleisterlee


-Outsourced manufacturing, leaving room for one core competency: technology development and marketing.

Options

There is only one option for further improvement of our company: We must realize that we can be good at operations or marketing and design, but we cannot be good at both.  In this competitive environment, the only option available is to make our core competency technology development.  In order to focus effectively on it, we must outsource anything that interferes with our core competency.  The main advantage is that we have the opportunity, due to free and abundant information, to shop around for the best strategic partners.  The disadvantage is time, we need to find the best strategic partners faster than the competition, or the best we can do is come in second.

To: Matsushita

From: Rei-san

Re: Important

Date: 16 April 2001

Situation


 In order to implement a more effective strategy for the future, we need to look at ourselves and our alternatives.  What follows are a series of alternatives from which you as chief executive can select as the best COA.  Matsushita has had some luck in being able to develop such technologies as the television, color television, dishwasher and electric oven. (509).  The culture is strong and has devoted employees.  The situation on the ground is not so good.  People are talking about us as a takeover target and tradition has been broken with the structural reorganization.

Options


As of today we have a good structure to be competitive in today’s world.  The decentralized structure that empowers those closest to problems to solve them will increase the efficiency and cut down on bureaucracy.  Instead of huge product divisions, we can switch production and gain flexibility in responding to customer needs.  This leaves us with two options:

1.  Concentrate on flexibility manufacturing techniques as our main strength, following a speed to market approach.  The strength of this approach is that we can fulfill a wider range of orders now.  Since Nakamura-san already has switched over to the multiple-product factory approach, we should use that investment.  On the other hand, that investment could very well turn out to be a sunk cost if our manufacturing is not flexible enough.  This will require the best abilities in manufacturing, order fulfillment, and most importantly technology development.

2.  Concentrate on design and marketing, outsourcing production

Recommendation


In order to compete effectively, we should limit our core competency to one or two things.  The competition has already expressed intent to concentrate on innovation.  What good is flexible manufacturing if we are manufacturing the competition’s product?  We should take the same approach as our competitors and concentrate on design and marketing.

