
The Management Portfolio 
Introduction

Portfolios are job search essentials for journalists, architects, designers, and others in the creative arts.  They are collections of representative works that provide evidence to potential clients and employers of the applicant’s skills and competencies.  When potential clients open an architect’s portfolio and see sketches and designs, along with photographs of completed buildings or remodeling projects, they can assess the quality and creativity of the work far beyond what the architect could have communicated with a resume or a verbal description of a project in an interview.  At the same time the portfolio can quickly communicate a unique style and identity—what sets the architect apart from all others.
Increasingly, portfolios have invaded the job search process in business.  The invasion probably began with management guru Tom Peters 1997 Fast Company article, “A Brand Called You.”
 In it, he urged readers to stop thinking of themselves as employees in a particular firm or as identified with a particular job category such as accounting, marketing, or finance.  Instead, he argued, we should see ourselves as a portfolio of competencies and skills, evidenced by experiences and the execution of a series of projects over the course of a career. 
 If anything, the nature of employment in businesses in the 10 years since the article was published has bolstered the argument that a career is no longer a sequential progression of promotions within a single firm, nor within a single function.  Shifting student thinking away from “majors” aimed at a first job toward lifelong development of competencies has never been more important.  Portfolio thinking—seeing experience as a collection of competencies rather than jobs—has  also been shown to enhance the perception of career resilience—the feeling that, in the face of setbacks, one can bounce back.
 As students begin to see their work, social, community, and school experiences from a competence perspective, they may approach the job search and choice process with more confidence and flexibility.
More and more colleges and universities are incorporating portfolio development into their career planning and placement services.  Some have even begun to offer centralized portals for students to upload digital portfolios—personal websites containing resumes, writing samples, project samples, photographs, images associated with volunteer and service work or organizations, and more graphical and expressive descriptions of work experiences than those found on the typical resume.  This portfolio planning project would integrate well with these services, and give students an early introduction to career-related services on campus.

The portfolio planning project incorporated into this resource is designed to introduce students to the concept of the career portfolio, to begin planning its contents, and to start collecting the documents, images, presentations, and videos that will represent competencies and identity to future employers.
There are a number of benefits to incorporating the portfolio project into the principles of management course:
· Most students enroll in the principles of management course early in their academic career, allowing time to create an action plan for their portfolio and to begin thinking strategically about their education and the experiences they should pursue while in school.

· The topic coverage in management, probably more than any other class in a business curriculum, provides students with the tools to understand how a company’s strategy, structure, culture, and leadership are relevant to their own careers.

· Because management is usually a course required of all majors in a business school, motivating non-management majors to the material can be difficult.  The portfolio project allows students in all majors to personalize the course material to their ambitions and interests.  Perceptions of relevance can significantly improve motivation.
· The motivation to become a manager has been on the decline.  The portfolio approach asks students to understand management as a process that may have important implications for their careers, without expecting that they will or will want to become managers themselves.

· Early exposure to the expectations of employers can direct students’ planning for and expectations about future employment.  For example, students involved in similar projects have been surprised to learn of high grade point average requisites at some firms, preferences for those who have been involved in extracurricular activities and have held leadership positions, and even specific requirements for knowing particular types of software or other analytic tools.  Early exposure can lead to more effective planning early in their college career.
· The portfolio project can be used as a mechanism of integrating across the curriculum.  The management course becomes a vehicle for all majors to engage in a common exercise, but with customized, major-specific outcomes.
· As students begin to see assignments not as hoops to jump through to get a grade, but rather potential artifacts that will be presented to employers and the public as representing their capabilities, they may have higher performance aspirations with regard to their work in management and in other classes.

· Outcomes assessment has taken on greater importance, particularly with regard to AACSB accreditation requirements.  Student portfolios represent a rich and comprehensive supplement to traditional measures of content knowledge and skills performance.
In the following sections, the portfolio assignment will be explained, and a suggested boilerplate for the final, capstone assignment provided.  Problems that have arisen in the course of implementing the portfolio project will be addressed in a Frequently Asked Questions section.  Next, the individual chapter assignments that may not only provide material for the capstone assignment, but themselves represent potential material for inclusion in a portfolio will be discussed.  
Introducing the Portfolio Project to Your Students

It is important to introduce the portfolio project to students as early as possible in the semester—in the first or second class meeting. Students can begin doing the exercises that follow each chapter as material that will help them develop their portfolio or to be incorporated into a portfolio.  Most important, however, is that they can begin viewing each chapter’s contents as relevant for their own careers. You might begin with the following oral introduction, accompanying the capstone assignment handout.
A part of what we will do this semester is to think about how understanding management will help us understand our own careers and career planning.  Maybe you haven’t begun to think about where you might like to work yet—or even what your major is going to be.  It may seem too early to begin thinking about jobs, but it isn’t too early to take charge of your own planning for the future.  More and more, employers are looking for more than just a degree—and even more than good grades.  They are looking for particular skills and abilities that reflect perseverance, creativity, self-management, enthusiasm, leadership, confidence, polish and sophistication in communicating, conflict management, handling pressure, and teamwork.  They are also looking for competencies in using technologies, analyzing industries, evaluating the quality of information and organizing it for others, and thinking innovatively.  
In the “old” job search process the most important document was the resume—basically a summary of education you’ve received (degrees you have) and jobs you’ve held.  In the “new” job search process, we are increasingly thinking in terms of portfolios—collections images, papers, newspaper articles, awards, presentations, and even videos—depicting experiences that we’ve had, projects that we have completed.  These represent our competencies and also convey richer information about who we are—our identity—than the traditional resume.  Think about how an architect conveys competencies in style, creativity, relationship-building with customers and contractors, and assessment and management of project costs.  A resume is unlikely to do the trick.  Instead, prospective clients look at sketches and photographs of projects in progress and completed and get a sense of those competencies and unique styles.
Just as important as preparing for the job search, a portfolio can help us focus on your own goals and commitments.  From that point, we can start to map out a plan for acquiring the experiences that will help us achieve those goals and commitments.  A famous management consultant suggests we begin thinking of experiences we have that demonstrate competencies and characteristics in the same way that companies manage their brands.  Brands are not just logos, but instead represent the qualities companies hope consumers associate with the brands. The portfolio you create represents the qualities you want people to associate with your personal “brand.”
We don’t often think of the courses we take, the jobs we have, our volunteer work, or our extracurricular activities as places where we develop those qualities.  Instead, we often think of marketing or accounting or geology as courses where certain things are learned, and we demonstrate what we’ve learned by doing well on tests and assignments.  However, in the assignments and the projects we do, we are demonstrating skills and qualities that employers may particularly value.  When we write a report for an accounting class, we may be using creativity, showing sophistication in communicating, engaging in teamwork, and evaluating the quality of information in addition to showing our understanding of accounting principles.  Unless we think about what we do that way, we may be thinking only of “my accounting project.”  Reporting to a future employer that you did a project in a class may not mean much in terms of determining your value to the company—but specifying the skills you used to create the final result would.  The final result—a copy of the paper or the slide presentation you used in class is the evidence of those competencies.  
Similarly, you may have organized a fund-raising “fun run” for a charity.  In setting it up, you likely used negotiating skills to acquire donations from sponsors, team motivation abilities to keep everyone focused on the goals of the event, and enthusiasm to keep the team’s energy level up on the day of the event.  Your portfolio might include newspaper articles describing the event, including how much money was raised, photographs of the fun run, and even testimonials from representatives of the charity, sponsors, or participants describing your contribution.
At work, perhaps you improved sales at the store where you work by using something you learned in your operations management class about the best configuration for check-out lines for that type of store.  You bring that information to your manager’s attention, and offer to implement the change.  You have demonstrated a number of key competencies including the ability to transfer learning to work, change management, the ability to step up to new challenges, and involvement in work beyond your job description.  Evidence of your accomplishment might include photographs of the reconfigured check-out process accompanied by results in terms of sales and wait times.
Even if you haven’t had such clear-cut experiences so far, and do not feel you have something concrete to put in your portfolio, now is a good time to begin planning for them.  One way to begin this process is to learn about the types of competencies that are prized in organizations, but we need to understand organizations and management to get a sense of how to prepare our portfolio.  

At the end of each chapter is a series of questions designed to help you target key information about an organization you choose. From this research, you should be able to define competencies and qualities that the organization will value, and that you must attain before becoming attractive to the organization.  This information will constitute the research required to complete the final class project.  
The Final Assignment Handout
The Portfolio Planning Project
Capstone Assignment

Format:  Most papers will be between  *** pages in length, double-spaced.  There is no need to 

have the paper bound or covered, but a cover page with a title and your name is      required.  Feel free to use tables or graphics.  

Grades will be based on the following:

· Effective and accurate use of management terminology and principles

· Appropriate application of management principles and theories

· Quality and sophistication of writing and expression

· Reflective skills assessment and action plan

In the coming two or three months, you will be hearing about how organizations differ from each other in terms of their strategies, their design and structure, their control systems, leadership, and other management practices.  It is important to begin thinking about how these differences may impact you and your career planning.  

Your career trajectory probably started a long time ago.  Right now, you are a "bundle" of capabilities.  The fact that you are in college means that you are probably trying to make that bundle of skills bigger and better—and attractive to employers.  This assignment is designed to get you to think in a more organized way about how you will go about preparing yourself for a career.  Approaching this assignment begins with some reflection about what company you might like to work for some day.  In the course of the semester, you will be engaging in exercises and writing assignments designed to help you analyze the management of firms.  These exercises will be useful as you prepare your final assignment.

I.  Your initial career aspiration.  Think about the company you most would like to work for when you graduate.  In the past, students have chosen businesses and organizations such as Accenture, Ernst and Young, Target, Nike, Prada, the FBI, the American Ballet Theatre, Goldman Sachs, and Merck.  If you really do not know where you might like to work, think about some company that you’ve heard about that interests you, or some company that has products you like.  If you are considering starting your own business, choose a business that you particularly admire, and that you might use as a model for your own business.  Another common aspiration is to be an attorney in a law firm.  Although you may not have a specific firm in mind, think in terms of a prototype firm you can research—perhaps a firm that specializes in mergers in acquisitions in a large city or a criminal defense specialty firm.  Larger, public firms will often have more information available through their website and other media.  
In general, it will be easier to find information on larger, public firms than small local ones, so doing the research on the small local firm may take considerable additional effort, but it is by no means impossible.  You might also consider your particular major, and think of the firm that is known as the best in what it does.  Profiling the very best firm in, for example, brand management or customer service may provide you guidance on the related competencies in a smaller, more local firm.
Your first task is to study this company during the semester in terms of its management processes--its strategy, mission, goals, structure, and human resources practices.  At the end of each chapter are questions designed to guide you in this task.  Much of the information is available on-line, but you should feel free to use whatever resource, including in-person interviews and research, to gain as much information that you can about the company.  As we go along this semester, we will be highlighting how to think about these issues in terms of career management in class.  The first part of your paper is to describe the company using terms and ideas you learn this semester.  

II.  Skills and abilities likely to be needed at the company.  Based on your description of the company, what sort of skills and abilities are required of people in this company?  Much of this information can be obtained directly from company websites, but can also be inferred from the strategy and structure of the organization.  Given a particular business strategy, what kinds of skills and abilities will be most prized in the company? Based on your research and analysis, describe the skills and abilities likely desired by this company. This will constitute the second major section of your paper.

III.  Gap analysis.  The next step is to do an honest inventory of your current skills and abilities.  This part of the paper is not designed to persuade the company that you are the best possible candidate for the job, but rather is the basis for developing an action plan for becoming the best possible candidate.  So, for example, if you find that entry level positions at an accounting firm require a degree in accounting and a 3.0 grade point average, that will not be sufficient.  What will distinguish you from the thousands of other students graduating with a degree in accounting with a 3.0 grade point average?  How will you separate yourself from the rest?  The third part of the paper is thus to define the “gap” between what the company would want from it’s top candidate,  and what you currently have in your bundle of skills and abilities.  

IV.  Develop an action plan.  Create a plan outlining what you are going to do between now and when you go out on the job market to acquire the skills and abilities that you will need to become the company’s most attractive recruit.  As with your gap analysis, avoid simplistic statements such as “get my degree in accounting.” Think in terms of skills, abilities and competencies rather than majors, courses, or job titles.  This section of the paper represents an action plan for obtaining the competencies necessary to be the most attractive candidate applying to your chosen company.
V.  Plan the artifacts that will represent your portfolio of skills and abilities.  A portfolio contains physical representations, or artifacts, of your skills and abilities.  For example, to demonstrate your presentation skills, you might include a copy of a PowerPoint presentation, a photograph of you chairing a meeting of a service club or organization, or even an instructor’s comments about an in-class presentation. If you wish to provide evidence of your ability to analyze financial data, you can include a paper or report you have done in a finance course.  To demonstrate your writing skills, you might include a paper from this course.  As part of this plan, describe how you will provide evidence of or demonstrate your skills and abilities to the company.  For example, what evidence will you use to show that you are capable of teamwork, leadership, or perseverance? That you know how to design a website, audit a tax return or develop a market survey?  In this section, you will describe the evidence you will present to the company that you have achieved these competencies. 
You can look for career development information and research companies on many web-based sites, but a good source can be found at www.fastcompany.com/online/resources/career.html .  Proprietary job placement sites such as www.WetFeet.com  and www.monster.com are also rich resources.  Do not forget the career management center or job fairs at our own university!
______________________________________________________________________

Chapter Segments
There a number of approaches an instructor might take in take to the Management Portfolio questions at the end of each chapter.  One approach is to simply encourage students to use the end-of-chapter questions as a means of keeping their final assignment research on task.  In fact, having students write about and turn in every assignment can lead to burn-out and less excitement about the final assignment.  By simply encouraging students to use the questions in their on-going preparation for the final assignment, time for other written assignments, including team projects, is more likely to be available.  Most important, students can be encouraged to use these other written assignments, team projects, and presentations as artifacts that might ultimately be used in their portfolios.  Framing other assignments as potential artifacts can often lead to higher levels of motivation on the assignments.  
Another option that has been used quite successfully is to organize the class into teams.  Within the team, students can workshop each other’s papers, and even coach each other on research processes.  Clustering students into “industry” teams can create research synergies within the group as well.  Because many universities are establishing writing-intensive courses with requirements that students draft, get feedback, and rewrite papers, a team-based workshop process can relieve instructors of at least part of this process.  The experience also is useful for students who must learn coaching and feedback skills.  An orienting unit of about 20 minutes on effective coaching and feedback can set the tone for the process.

Even if the stimulus questions only are used for students’ self-directed learning in preparation for the final assignment, it is worthwhile to frequently touch base with students on their progress.  The chapter treatments and discussion questions in the following sections can be used for that purpose.

Alternatively, each chapter may be a single assignment, or several chapters might be clustered together for a more integrated paper (A logical option might be planning, organizing, leading and change, but others are possible.)  There are advantages to both approaches.  Requiring a short paper be turned in for every chapter means that students do the research at the same time that chapters are covered, which may discipline students to keep up with readings.  On the other hand, requiring papers for clusters of chapters would encourage students to integrate their thinking across chapters.  

In the following sections are samples of what your students might submit as assignments for each of the first four chapters. A sample assignment is presented for each of the following sections of the book, focusing on planning, organizing, and leading and change.  Finally, a sample of the final paper is presented.  For each, Levi Strauss and Company (http://www.levistrauss.com) is used as the focus of the sample assignments.
The grading template below is a convenient mechanism for holistically grading the assignment.  Because each student is focusing on a different company, grading can be problematic, especially in multi-section courses involving multiple graders.  The template is one way of assuring a level of reliability and validity in the grading process.  

Portfolio Planning Grading Template

	Critical thinking
	No evidence of evaluation, comparison or synthesis.
	Little evaluation, comparison, or synthesis 
	Little evaluation, comparison, or synthesis offered, other than information provided on the website
	Some analysis of the company beyond the stimulus questions  
	Company analysis of highest caliber; course materials across topics are synthesized, analyzed, and evaluated with regard to the company 

	Narrative quality
	Description of the company fragmented and lacks coherence
	Description of the company limited to direct response to stimulus questions; little integration into coherent picture.
	Description of the company fairly clear, but superficial and descriptive
	Description of the company is complex and nuanced, and includes information about factors outside the organization.  Ideas are explained, but supporting evidence not always provided
	Narrative quality captures  readers’ interest and imagination; view of the company  strategic and complete.  Ideas well supported and fully explained 

	Research achievement
	Research limited to personal, and often inaccurate knowledge
	Research focuses on the company’s website, and website is used only to access information to answer questions
	Research includes links on the company website including annual reports, press releases, and other internal information
	Research includes information from the company, and also a range of other sources including business analysis services, and articles in the popular and trade press
	Research imaginative and wide-ranging, covering company sources, business analysis services, articles in the popular and trade press, and industry-level analyses.

	Management Content Achievement
	Management terminology and concepts not used, or used mostly inaccurately; not all questions answered
	Management terminology and concepts used, but mostly inaccurately and awkwardly, as if the meaning was not clear
	Management terminology and concepts are integrated into a few parts of the paper, sometimes inaccurately
	Terminology use appropriate, and application of concepts professional and polished; management concepts integrated seamlessly into the paper with only a few, minor errors or concerns
	Course materials are integrated into the paper with a great deal of sophistication; terminology and concepts integrated into the paper in an effective, accurate, and natural, unstrained manner.

	Writing and Style
	Little organization; use of very informal language, frequent spelling and grammar errors make comprehension difficult for the reader
	Some organization of ideas, but style does not flow since focus is on directly answering questions; many errors in spelling and grammar; uses phrases or incomplete sentences
	Fewer grammar, spelling, and style errors appear, but the writing is simplistic and sentences lack variety; little use of transitions or descriptive language.
	Style occasionally informal, but few grammar, spelling or usage errors; transitions used to create smoother flow.
	Few, if any, errors in grammar, sentence structure, or spelling.  Style and tone professional without being stilted. 

	Grading 0-4

If mostly characteristic of the paper….
	0 points; a grade of “F” on most scales
	1 point; a grade of “D” or a low “C” on most scales
	2 points; a grade of “C” or a low “B” on most grading scales
	3 Points; a grade of “B” or a low “A” on most grading scales
	4 points; a grade of “A” on most grading scales


Getting Started

Students surely will struggle with the first few assignments as they begin learning about using various resources to uncover information about their company.  One way to help students through the first few assignments is to choose a company that you will use for demonstrating information search processes.  Throughout this resource, Levi Strauss and Company will be used as an example for showing students how to do basic research in order to respond to stimulus questions and to develop their final paper for the project.

The beginning chapters of the Portfolio Planning Project are by far the most difficult for students.  Students often are not yet at ease using some of the terms and concepts from the text, and will be finding unfamiliar terms in their research.  In addition, many have never accessed some of the on-line resources for researching companies available on the Internet or through many schools’ on-line library resources.  This is a great opportunity to show students the extraordinary amount of information available on organizations of all kinds.  It also links course material immediately to the “real world” of business.

It is helpful to explain as you begin the project that the choice of organization to follow during the semester by no means locks a student into a particular career or organization.  In fact, sometimes students discover during the semester that their chosen organization is not the best fit for them.  The journey of discovering how to understand organizations, and how the student’s own development and experiences link to opportunities, are what is important.  Expect to hear the following questions:

I have no idea what company I want to work for.  I haven’t even chosen a major yet!
Answer:  The assignment represents an opportunity for students to begin thinking about what kind of major and what kind of company is right for them.  They might choose a company that offers products they like, or one that they’ve read about or heard about in the press.  Maybe a professor has used a company as an example in class that made a particular company sound interesting.  As students get to know the company, ideas about what kind of work they might like to do may emerge.  If your campus has a career management or placement center, the director might be invited to speak in part of a class to talk about careers and how to determine interests.  

I don’t really want to work for a business.  My dream is to work for the FBI.
Although some of the metrics and details will be different, there are ways for all students to participate in the Portfolio Planning Project.  The Federal Bureau of Investigation (FBI) represents a good example of how students can choose organizations in the non-profit sector.  Although the FBI does not have, for example, sales data, it does have a budget, a mission, a structure, and leadership.  Answers to the stimulus questions for students choosing non-profit organizations will require a bit of imagination on their part and for the instructor a bit of flexibility.  Although you can limit students to publicly-traded or large business firms, you may lose the motivational and developmental value of the assignment by doing so.  

I want to be a doctor (or lawyer or nurse).
These questions are particularly difficult because the students planning a career in law or medicine have not considered that, even in practice, a professional is usually part of organization.  For health sciences, encourage students to think about a familiar hospital or clinic that might have public information available.  University hospitals publish extensive information and make it available on-line. The Mayo Clinic publishes an annual report and has an on-line description of its strategy, structure, and officials.  Large health organizations such as Kaiser Permanente have rich on-line resources as well.  Law firms rarely publish financial information, so it is often helpful to suggest that students think in terms of being on the legal staff of a large company, or as someday representing a large company.  That company can be the focus of the student’s study.  Again, imagination and flexibility are key to keeping student interest engaged in the class and the assignment.

I’m not really in business.  I’m taking this class as an elective.  I’m a Dance major (or English, Communication Studies, etc.).

No matter what the major, students will be looking for a job after they graduate.  Students have written excellent papers discussing the American Ballet Theatre, Random House Publishing, and ABC News, just to name a few.  Some students need a bit of coaching to get to the point of linking their major or interest to a career, but there often is a bit of an epiphany when an instructor offers some suggestions.  This is a good opportunity to talk to faculty in other departments about their major employers and the expectations of those employers.  If your school has a career fair, inviting recruiters or visiting executives into the class may lead students to think more broadly and imaginatively.  Again, your school has a placement or career planning office can be a useful resource.

Check with the college or university career services office for information available on line or on file about what students can do with their majors.  There are some very comprehensive sites available at several universities, and students should be encouraged to explore these by simply typing in “What can I do with my major?” to virtually any search engine.  There are literally dozens of college-sponsored sites; many of them offer key skill and knowledge sets required, job lists, and even links to major-specific associations and job clearinghouses.

I want to start my own business, not work for some company.  What can I do?
Entrepreneurship is an aspiration that most schools are actively encouraging in their curriculum.  As with other aspirations, it may not be a good idea to just suggest students choose a company just for purposes of completing the assignment.  Instead, encourage the student to think about an entrepreneur they admire and study the company as a model for their own entrepreneurial dreams.  There are some great stories—Michael Dell’s revelation while he was a student at the University of Texas that grew into the business titan Dell Computers or the birth of Starbucks from the insights of an equipment salesman  who made a call on a popular Seattle coffee shop.  These organizations may give aspiring entrepreneurs some insight on the process of opportunity recognition and exploitation.

Chapter 1
Students should be encouraged to begin collecting information on their company with the first assignment, and to create an electronic or paper folder in which information is gathered and organized.  To find the information needed in the very first chapter, for example, you tap into a company’s financial statement, its organization chart or officers, the description of its product lines and arena of operations, and the performance of its competitors.  Although specific questions are posed at the end of the first chapter, the general sources from which the answers are drawn will be of value in future chapters.  

Research.  If there is access to the internet in your classroom, open the Levi Strauss and Company Website: http://www.levistrauss.com/. The menu on the left is the starting point for the information search. 

· Selecting “Heritage” from the menu, you are directed to a rich history of Levi Strauss, going back to the story of the birth of the blue jean.

· Selecting “Company” a number of links connect to a description of regions in which it operates, its leadership, and vision and values.  On the Company page there is also a company fact sheet that contains information on the number of employees it has, some financial information, product information, and a description of operations.

· Selecting “leader” on the Company link, the major officers of the organization are shown.  Clicking the link under the current CEO will lead to his biography.

· Selecting “Financials” links to the annual report, recent quarterly performance reports, SEC filings, and even webcasts are available.  

· Selecting the “Annual Report” on the Financials link, students can read the CEO’s description of the company’s performance, but also his statement on strategy, his activities related to organizing, controlling, and leading.  In many of the Levi Strauss and Company materials, it is clear that reducing costs and improving supply chain linkages have been an imperative in the last several years.  In terms of strategy and organizing, this has led to the closure of North American manufacturing facilities, and the move to contracting overseas.

Not all of the company information is available on the company Website. For example, the company does not identify its competitors on its Website, so answering the question about competitors’ performance means students must search further. A basic Internet search is likely to yield some information on larger firms.  Free content from Hoover’s Company Records is available at http://www.hoovers.com/free/.  Simply enter the company name, “Levi Strauss” in the “Search” space, and a great deal of company information is available on the menu.  By selecting “Competitors” we find that Gap, Tommy Hilfiger and VF Corporation are main competitors, and by selecting each of those company names, a student can find performance data on each and compare it to Levi Strauss.

If your school has on-line resources for business research, this project is an opportunity for students to (often) get their first exposure to searches of electronic databases.  For example, Hoover’s full reports are available from ABI/INFORM Global, Hoover Company Records.  On other databases, students will find references to articles in the trade press discussing significant issues about companies and industries.  Often, it is these resources that have the richest information.  For example, in the last two years, Levi Strauss has greatly improved operating efficiencies by moving manufacturing off-shore.  This is not always obvious from simply looking at financial data.  This move is part of a long-range plan, and is evidence of the planning, organizing, and controlling activities of management.  Examples of leadership might be found in the popular press or industry magazines and journals, but the CEO’s letter to the board and message on the company home page contain a number of statements designed to direct, inspire, and motivate employees toward goals.  These statements also suggest a number of managerial roles, most clearly spokesperson.

Probably the toughest question in the first chapter involves the request for sales and profit information.  We know that there are many figures on an income statement that involve sales and profit, which should the students use, especially when they’ve not yet had training in basic accounting statements?  It is probably not a good idea to spend a lot of time going into the details of managerial accounting, but it will probably be necessary to briefly explain the basic definition of profit, but keep it simple.  Encourage students to look for copies of the company’s income statement and report the top line (net sales) and the bottom line (net income).  In the case of Levi Strauss, the company had net sales of $4.1 billion and net income of $155.9 million in 2005, the most recent data as of this writing.  

Alternative organizations.  For students doing non-profit organizations, encourage the students to report budgets or other receipts, such as donations or grants, in place of sales and profit figures.  Other questions should be relatively easy to adapt to these organizations.

Discussion.  Use class time to discuss what students found out about their company.  An interesting discussion usually arises when the CEO’s background is discussed.  It is particularly interesting to students to hear differences between CEOs in terms of their career paths.  

· Whose CEO started within the company?  

· Whose CEO moved across companies?  

· What functional area was the CEO’s specialty?  

· What might the CEO’s specialty tell you about the company and its priorities?  

· Can we see any patterns in our results?  

Another interesting stream of discussion is to hear students’ reasons for choosing their company and their reactions:  

· Why, out of all the possibilities, did you choose this organization?  

· Were your expectations confirmed as you navigated the company’s Website
· Were there any surprises?
The following is a sample paper summarizing information a student could produce on Levi Strauss and Company, based on readily available information:

Portfolio Entry 1

Levi Strauss is all about history—they even have a company historian.  The company’s website combines images of the past with their new product lines.  A true American business success story, the company was founded in 1853, and, since then, it has stayed in the garment and apparel industry.  Company founder Levi Strauss and a tailor invented the blue jean with its brass rivets (originally put there for strength, now a characteristic of the brand).  Its history would make its claim to “authenticity” a fair one.  The product has been such a big part of our culture for so long that people often refer to any pair of blue jeans as “Levi’s”  The company has expanded the product range considerably since the 1800s, with most products using the Levi’s name in some way.  However, the company is also known for its Dockers brand, and is considering expanding to other brands for as well.  The company has about 10,000 employees, located all over the world.  

Although they are primarily in the apparel business, they also have a number of retail stores where Levi Strauss products are sold.  They also license the Levi’s brand to other companies making everything from eyeglasses to luggage.  These two things would make them more than just an apparel company, but most of their company information refers to the apparel industry, and that appears to be the company’s main focus.  The company sells its products all over the world, with regional headquarters in Europe, Asia, and the United States.  The company fact sheet indicates that designers are located in four different parts of the world, and most of the actual manufacturing of the products is outside of the United States, mostly in Asia and South America.

The company’s main competitors in the apparel industry are The Gap, VF Corporation  (which makes the Wrangler and Lee brand jeans), and Tommy Hilfiger, according to Hoover’s Company Records.  Although these are the company’s largest competitors, many companies in the jeans and casual wear market must be considered competitors, including FUBU, NIKE, Guess, Haggar.  As more and more department stores begin marketing their own brands, the list of competitors will likely continue to grow. Just-Style, a firm that does business analyses of the apparel industry, indicates that the company’s competitors are different in different parts of the world, but that the key competitor in all regions is VF.

The most recent financial data are for 2004-2005, and sales were about 4.1 billion dollars, Profit was about $155.9 million dollars.  These figures appear to be a recovery after several years in which sales declined each year.  Significant improvement in profit was attributed by Hoover’s Company records to the closing of manufacturing plants in the United States and Europe and outsourcing production to independent contractors in Asia and Latin America.  In terms of its competition, Levi’s sales are much higher than Tommy Hilfiger, but less than Vanity Fair and The Gap, according to the statistics provided by Hoover’s Company Records.  In terms of sales increases, Levi’s growth in sales was low, but its growth in profit was 413%--much higher than competitors.  The differences in sales performance were attributed by Just-Style to declines in Europe that were not completely offset by gains in Asia.  However, the profit increase was attributed in Just-Style’s analysis to the closing of manufacturing plants in the United States and Asia and the shift to outsourcing.  

The CEO since 1999 is Phil Marineau, a Northwestern MBA who was president and CEO of Pepsi Cola North America before joining Levi Strauss. What is interesting about the description of his background is the emphasis on sales and brand management—at Pepsi, Dean Foods, and Quaker Oats.  In each case, he played a role in repositioning products to increase sales.  The reason this is interesting is that before Marineau was hired, Bob Haas was the Levi Strauss CEO, and the chief complaint about him was that he let the brand slip.  According to Hoover’s Company Records, Marineau steps down in November, 2006 , and John Anderson, currently the COO will be taking over.  Anderson began his career with Levi’s in 1979 and has worked his way up through the company, according to his profile on the company website.  He was credited with establishing the Asian market when he headed up the Asian Pacific Division, but most significantly, he has served the last two and a half years heading up the Global Sourcing Organization at Levi’s.  In both the Just-Style analysis and Hoovers Company Records analysis, improving this aspect of the organization will be key to its competitiveness, and has already been critical to improvement in Levi’s profits.  Given the previous emphasis on marketing in the company, this may mean a new emphasis to focus on production efficiencies and a desire to focus on the Asian market.

An entire section of its website is focused on the company’s restructuring and change efforts.  This would seem to be evidence that the focus of attention is emphasizing to cutting costs by outsourcing and increasing sales in Asia.  A 1999 Fortune magazine article criticized Levi’s for resisting the idea of outsourcing and shutting down factories, and for being ineffective in changing to reduce costs.  Given the new CEO’s results in his 2 years in the Global Sourcing Organization and his experience in Asia, there is evidence that the company feels that more needs to be done.  Planning and organizing appear to be critically important for the new CEO.

Two of the sources in this research mentioned Levi’s culture.  Hoover’s Company Records called it “touchy feely,” and a Fortune magazine article focused on its “utopian” values.  Both analyses seem to see that profit suffered because of this focus—the company did not make the hard cost-cutting decisions.  Although values should not need to be sacrificed for profit, but it may be that, for a time, the company did not pay enough attention to the controlling function.
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Chapter 2

Levi Strauss and Company can be used for discussing the task and general environment.  In addition, your discussion might focus on what kinds of competencies a company in this particular environment needs in its employees. This is one of the first chapters in which students should begin seeing specific linkages to their career planning.  To what extent do they have the kinds of competencies important for their company to succeed in its competitive environment?
Research.  Issues related to the competitive environment or internal strengths and weaknesses rarely are discussed explicitly in internal company documents, yet they may provide some general information.  Predictably, companies are reticent to disclose even simple information such as which other firms they consider to be competitors, or their assessment of relative power over suppliers and customers.  Ask students why this information might not be part of the public presentation of information.  Students usually quite quickly see that such information would be useful to existing and potential competitors, firms offering substitute goods, suppliers, customers.  Just knowing what companies are perceived to be competitors would be useful information, and certainly disclosing weaknesses in any but the vaguest terms would provide others with intelligence that could harm the disclosing company.  Company websites are most often designed to express the company’s image and identity rather than objectively describing the environment and sharing strategic information.  Students need to understand that finding pertinent information may require some digging.

Fortunately, popular press and industry analysts are not so reticent to share information.  For the last several years, Levi Strauss’s struggles have gotten a lot of attention from business magazines such as Forbes, Fortune, and Business Week—all available through most libraries either on-line or in bound collections.  Many of the articles in the press suggest answers to the questions concerning the task and general environment, but introduce a level of nuance that might be good to discuss in class.  The sample student paper for this chapter goes into considerable detail on these issues.  

Alternative organizations.  For students examining either small, private firms or non-profit organizations, this assignment is not as difficult as it might seem.  For small firms, industry information is widely available.  For example, if the student wanted to work for a small apparel firm that is not publicly traded or very large, the student may research publications in the apparel industry to determine significant issues.  It is then left to the student to discuss the relevance of those issues to the company chosen.  In the case of non-profit or governmental organizations, the issue of competitive rivalry may not be a significant issue, but certainly other factors in the task and general environment would be.  Again, some flexibility is needed to accommodate these students.

Discussion.  The second sample entry into the Portfolio Planning Project is given below.  In this sample, each question is answered in sequence rather than as a formal paper.  Most student papers will be considerably shorter.  Again, you can consider simply asking students to answer each question briefly and not put the responses into a paper format.  In class you might focus a discussion around what various students found out about the environment of their organizations.  Follow-up questions might include, 

· Given what you know now, what types of skills will the company value?  

· What kind of information was the most difficult to find?  Why was it hard to find?

· Did you find out something you didn’t know before about the company?

Throughout this discussion, encourage students to use the concepts and terminology from the chapter.  For example, if a student says “one product is just like any other” remind the class that the term for that type of product is “commodity.”  In these assignments, particularly when the source material is the popular press, it is easy for students to slip into more informal, less professional discourse.  Reinforcing effective terminology use is important in the early discussions so that students practice more professional ways of speaking and writing.

Portfolio Entry 2

The apparel industry is a complex one.  On one hand, its sales are clearly affected by fads and fashions; on the other hand, efficiency on the manufacturing side is critical. Switching costs are low for customers, and consolidation among the stores that distribute clothing increases customer power.  Supplier power appears to be relatively low, giving firms advantages on the cost side.  Given the trendiness of the market and the ease with which production can occur, entry into the market can be fairly easy with the right style.  This represents a mixed bag in terms of Porter’s competitive forces, but for Levi Strauss, some significant opportunities and troubling threats.

The Task Environment

Threat of Entry.  Although strong brand identification is considered a barrier to entry, in the case of Levi’s, the brand, at least for the last several years has been perceived as “un-hip,” frequently missing trends in the apparel industry. This may be a case in which a brand, at least temporarily, is something of a liability.  Further, since much of the production of apparel is done on contract, it is relatively simple for new companies to enter a field, as evidenced by the increasing number of in-house store brands being developed by Levi’s major customers, department stores.  This is a significant threat for Levi’s with considerable reliance on department stores to distribute its products.  It is true that Levi Strauss is a global company (as are its major competitors), with a global distribution network and global brand recognition, and this would represent a barrier to entry for more local brands.  This would give the larger companies some edge over smaller, more local producers.  The greatest opportunity for Levi’s is to use it’s exceptional brand recognition (Levi’s and Dockers) to improve its position.  The entire industry is driven by brands, but it appears that no particular brand is dominant.  Levi’s and the Dockers brand are both quite strong, but not strong enough to keep others from entering the field.  

Power of Buyers.  Both the company’s annual report and several articles discuss the power of buyers as a significant issue.  There are two types of buyers that need to be considered—the ultimate consumer buying a Levi’s product and the stores that carry the company’s products.  Although there are a large number of potential customers, switching costs to customers are very low, with many brands easily available, and at many tiers, from “designer” to “discount.”  Probably the biggest threat is the consolidation going on in the retail industry, especially department stores.  Just 10 stores accounted for more than 40 percent of the company’s sales.  Not only are switching costs fairly low for those stores, the small number of buyers means they are in a position to negotiate better deals, putting Levi Strauss and other companies at a disadvantage.  One opportunity that Levi’s has begun to explore is expansion of its retail store operations.  By having its own distribution channel, the company can not only work on brand recognition, but also give itself a bit more power in negotiating price with department stores.  The independent stores give Levi’s a chance to get closer to customers as well, so that Levi’s can be on the front edge of trends rather than a follower.  Trendier clothing, offered to the department stores ahead of competitors, may give the company a negotiating advantage.  

Power of Suppliers.   In the apparel industry, the use of contract manufacturers has practically become standard.  The number of potential manufacturers worldwide is quite large, giving companies an edge in keeping costs low.  With the relatively low cost of synthetic material, and many sources of cotton world-wide, costs can stay fairly low.  After several bad years in terms of sales, Levi Strauss recovered profitability by closing down manufacturing plants and using contractors for producing their clothing lines.  Not only did this significantly reduce the company’s fixed costs, the very large number of potential contractors puts Levi’s in a position to negotiate favorable terms.  The move also improves the company’s flexibility, allowing it to pull back production if necessary. The company’s size and global position make relations with suppliers an area of opportunity for the company.  An important factor in the faddish apparel industry is the ability to quickly change production processes.  Use of subcontractors may be an opportunity for the company to reduce the time it takes to get new styles into stores.  The company is looking at supply chain improvements as one of its biggest opportunities.

Threat of Substitute Products.  Although clothing is considered a necessity with no obvious substitutes, the varieties of clothing from casual wear to formal, and from discount to designer mean that there are always potential substitutes emerging in the industry for more limited or product lines.  The biggest opportunity for Levi Strauss in this regard is the development of multiple product lines distributed through multiple channels.  This strategy might be risky, however, if the company is attempting to make its brand appear more hip.  The threat is that the being all things to all people may dilute the brand, especially if it tries to sell up-scale and discount jeans under the same brand.

Intensity of rivalry.  The intensity of rivalry in this industry shows up in the wide differences in sales growth and profitability over the last year for firms in the industry.  However, an analysis of the factors associated with intensity of rivalry suggests that the rivalry issue is complex.  First, because branding and trendiness are important factors in the industry, apparel is not a commodity.  Companies can still ask for a higher price when the apparel they offer is fashionable or when a brand is important to consumers.  This does represent an opportunity for Levi Strauss, but only if it can make its brands resonate with customers.  Second, demand is not declining in the industry.  In fact, there are expectations that markets outside the U.S. will be expanding, representing a significant opportunity for a company such as Levi Strauss that is already operating globally.  Globalization also affects the production side, with many of the companies in this industry producing their goods by contracting to independent manufacturers outside the U.S..  This not only reduces fixed costs, but makes barriers to exit easier as well.  The industry might be considered fragmented, since no one competitor dominates, but many of these firms are quite large.  Nevertheless, no firm has enough size to dictate price to others.  Most of the competition for profit seems to come from two things:  efforts to differentiate products based on brand and trends, and moves to keep manufacturing flexible, fast, and low-cost.  Since it appears that the company is dealing with the manufacturing opportunities, biggest threat to Levi Strauss is the rise of one or more competing brands that erode its sales.

Complementors.  Complementors do not currently represent a significant factor in the apparel industry.  However, Levi Strauss has created some interesting innovations that may represent complementary products to others.  For example, recent designs have included a special pocket for electronics (phones, pagers, etc.).  Most interesting is a jeans design that makes carrying and playing an iPod easier.  
The General Environment

A number of factors in the general environment have affected Levi’s in the last several years.  Although there are few obvious factors in the political and legal environment that have affected the company, the ease with which trade occurs globally is critical to Levi Strauss.  Although most clearly a factor in the international segment, much of its sales growth in the last few years has occurred outside of the U.S. As a result, factors that provide trade support and opportunities are important.  The consolidation of retail stores is also likely a result of the legal environment, with the government being more receptive to consolidation within an industry.

Demographic forces significantly affected the task environment of the industry.  First, the aging of the baby boomers and the entry of the much smaller “Gen X” group into the youth segment ten years ago affected sales of jeans considerably.  The very large size of the echo boom generation just entering the youth market will represent a significant growth opportunity for jeans if they remain popular.  Second, the aging of the baby boomers was a source of demand for the “Dockers” brand, casual slacks tailored for comfort.  These demographic shifts will be an important factor in terms of the intensity of rivalry in the future, as both Gen Y and baby boomers will represent huge potential markets.

Closely related to the demographic forces are the sociocultural factors that affected the task environment.  Recent generations have turned away from department store shopping, and focus more on specialty stores.  Where people shop has changed.  Companies such as The Gap (and its Banana Republic and Old Navy stores) capitalized on the change.  The more hip people were shopping at specialty stores, while Levi’s was dependent on its distribution channels at department stores. This may be a reason they seemed out of touch with fashion trends during the late 90s and early part of this decade.  Levi Strauss has since responded to this by opening its own stores.  Another key sociocultural change occurred in the workplace. “Casual Fridays” started a movement toward more casual apparel at work.  Dockers seemed to be a perfect product for that change, becoming the standard pants for “business casual.”  

There have been a number of technological changes that have affected the apparel industry and Levi Strauss.  Among the most important are changes in relationships with suppliers and customers.  Manufacturing has shifted off-shore, and techniques that speed the ordering and production processes have kept costs low and design flexibility high.  Likewise, relationships with customers (the department stores) have been changed with greater use of computer technology for managing orders and inventories.  There have also been some changes in the clothes themselves—wrinkle and stain resistance, for example.  Levi Strauss has been on the forefront of these developments, but none of these have qualified, so far, as discontinuous breakthroughs.  The big discontinuity has been the shift to outsourced manufacturing.  

Uncertainty and Levi Strauss
Together, the factors in the task and general environments mean that Levi’s is facing considerable uncertainty.  Perhaps uncertainty is inevitable in an industry that is literally about fashion.  There is uncertainty on the production side as well, as Levi Strauss attempts to maintain a socially responsible relationship with it the manufacturers with whom it contracts.  Relations with distribution channel customers will continue to be unpredictable and difficult as they become even more powerful.

So far, the company seems to be using some good strategies to deal with the uncertainty.  They are gathering information from very upscale stores such as Barney’s to find out what the cutting edge of fashion is going to be, rather than trailing fashion trends.  They have offices abroad that are managing relationships with suppliers and closely monitoring conditions in the contractor factories.  By establishing their own stores they may reduce their vulnerability to large buyers such as department store chains.  

In other words, Levi Strauss and Company is working hard to cope with its environment in a very pro-active way.  It should be noted, however, that Levi Strauss is going through a major transformation.  For a long time, the company was described as being very slow to respond to trends.  Critics ascribed this to the culture of the company, where decision making was by consensus, and major initiatives with regard to improvements in the supply chain were slow to occur.  The company resisted manufacturing in China because of its concern for human rights issues in that country, and this may have affected the company’s profitability for a time.  Over the last decade, Levi Strauss as shut down manufacturing plants and is in the process of consolidating distribution centers.  Most think these are good moves.  

Although many in the popular press complain about the company’s culture, it is probably necessary to consider that the culture might be too easy a target.  While Hoove’rs Company Records describes the culture created by former CEO Bob Haas “touchy feely,” it is important not to underestimate the importance of a loyal, committed and talented workforce.  Levi Strauss and Company has a number of employee-friendly policies, and, for example, was one of the first to offer benefits to same-sex partners.  

The Levi’s brand visibility may be its most valuable resource.  What will be key in the next several years is making that brand mean the right thing to all of its customers.  If they have talented and committed its employees are working toward that goal, Levi Strauss may be on track to reclaim its position in the apparel industry.
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Chapter 3

Globalization will affect some companies much more than others, and effects will not always seem obvious to students.  For purposes of answering this set of questions, it may be necessary for students to consider how globalization might affect their company in the future, even if it is not currently affected in obvious ways.  Given the factors discussed in the book, such as changing economic systems, technology changes, and changing trade and tariff relations, what might change?  The student examining a company relatively unaffected by globalization should also be encouraged to consider why their company seems currently unaffected.  What might change?  

Research.  Most company websites detail areas of operation and sales.  For example, the Levi Strauss Company Fact Sheet specifies the extent and type of global operations.  Additional information about factors that may affect globalization for companies within and industry might be found through industry analysis sources or articles in the popular press.

Discussion.  Often, students have not considered that their future employment may involve working for companies with a global presence.  Even if they have, sometimes they do not consider what that might mean for their careers.  Some discussion questions might direct them to think more openly about the possibilities.

· In what countries does your company operate?  Given that, when in your career might you expect to begin traveling to other countries? 

· Given your company’s global operations, would you expect that you would actually live overseas at some point?

· If your company is affected by global operations, what skills or abilities do you think will be important in getting a job there?

· You have found yourself in a conversation at a reception with the CEO of your company and you want to impress the CEO with your understanding of the company and global issues.  What would you tell the CEO is the most important factor the company faces in its global environment?

· What would you ask the CEO about the company’s global environment?  

Portfolio Entry 3:  Globalization at Levi Strauss and Company

Levi Strauss and Company is global both in terms of sales and operations.  Sales outside North America account for about 40% of the company’s business.  Its fastest growing market segment is in the Asia Pacific region, and penetration into more of the international market is one of the company’s primary strategies.  Currently, Europe represents the largest market outside of North America, but the company is focusing on Asia for its future growth. The company itself is structured around three global divisions, and there are headquarters in San Francisco, Brussels, and Singapore.

 As important as sales growth, however, is the company’s strategy to streamline the company’s operations by contracting with independent operators for manufacturing.  In fact, the company’s headquarters for global sourcing is located in Singapore.  Contractors are located in more than 30 countries, and no single country has more than 20% of production, according the company’s fact sheet.  This may be important because of potential political volatility or uncertainty that may disrupt production.  The importance of the global operations is evidenced by the fact that John Anderson, who was COO and headed the Asian region, takes over as CEO of the company in November of 2006.  

Levi Strauss’s global sales combines direct sales through regional subsidiaries and through company-owned or franchised Levi’s stores managed within the three regions.  In Europe, for example there are several sales facilities and distribution centers that are much like the system in North America.  This type of entry mode makes some sense in an industry that might require some level of customization of the product itself (sizing can be an issue across regions).  Having regional headquarters helps keep the company close to markets and can make distribution much easier and faster.  

The company will continue to benefit from sales growth in new regions, but the biggest benefit of globalization to Levi Strauss and Company has been in the area of operations.  By shutting down its own, often inefficient, facilities, the company has been able to increase its profitability in the last few years even when sales have been weak.  The operations side, primarily a global sourcing, has kept the company in the black.  This does not mean sales will not be a major driver in the future.
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Chapter 4

Most corporations put their values with regard to social responsibility, ethics, and community front and center in their company profiles.  Most are now including some content about stakeholders in their mission statements, in fact.  It should be relatively easy for students to find material.  Beyond corporate websites, however, there is often a great deal to be found in the industry and popular press on issues of importance within industries and to individual companies.  For example, firms in public accounting have been affected by issues of reporting transparency and conflict of interest.  A few corporations had been affected by similar issues with regard to reporting to shareholders.  For all kinds of firms—manufacturing and service—outsourcing of key processes to lower-cost, off-shore companies has become a hot-button issue in communities struggling to retain high wage jobs and industries.  Outsourcing to lower-wage countries has become controversial in other ways, as international watchdog groups denounce companies that contract with firms accused of sweatshop labor practices.  

Research.  Levi Strauss and Company is one of the firms that puts commitment to community and to a range of causes front and center.  Social responsibility is so central to the company’s identity that it includes its commitment to community in its company history.  But there is also a great deal to be found on the company Website concerning the company’s concerns about the labor practices of the companies with which the company contracts manufacturing.  If it is possible to share the Internet search in class, begin with the Levi Strauss “Citizenship” link:  http://www.levistrauss.com/Citizenship/PublicPolicy.aspx .  From that page, accessing its public policy activities, foundations, work toward managing sourcing practices, and its community service commitments is simple.

Another interesting source is SocialFunds.com,  (http://www.socialfunds.com/), a Website the rates corporations on social responsibility for investors.  This site may be particularly interesting to finance majors interested in investments and careers as analysts.  That there are groups of investors and mutual funds that focus on social responsibility as well as profitability often is surprising to students.  Students can search the reports on the site by company name.  Although there is no profile on Levi Strauss, more than 1000 companies are profiled.  Another resource is CSRWire (http://www.csrwire.com/), a clearing house for information on corporate social responsibility that includes press releases on the topic from companies.

Most students know how to do keyword searches, but it might be useful to demonstrate how an Internet keyword search can yield interesting results.  For example, entering “Levi Strauss” and “labor” will yield a number of sites dedicated to issues related to the performance of the company’s contractors with regard to labor protections and rights.  One site is Responsible Shopper, found at http://www.coopamerica.org/programs/rs/profile.cfm?id=258.  The source has profiles of a number of major companies, along with links to other special interest groups and watchdog organizations. 

Alternatives. As an example of how students can examine non-profit organizations and their commitments to ethics and social responsibility, you might discuss the American Ballet Theatre (ABT) and its commitment to arts outreach to schools.  The “Make a Ballet” program offers students in underserved schools and communities a chance to experience the art of ballet first-hand.  The company offers a number of programs to provide arts experiences to a number of audiences that might not otherwise have the opportunity.  Most non-profit organizations engage in some type of outreach activity that represents a commitment to stakeholders other than those directly affected by the organization as clients or patrons.  Many of these organizations also have explicit statements defining ethical positions.

Discussion.  One of the most interesting aspects of the discussion emerging from the variety of organizations typically represented in class as part of the portfolio project is the discussion of ethics and social responsibility.  

· Let’s examine the differences in emphasis found between companies and industries in terms of what the key stakeholders are and what the companies emphasize in terms of ethics and stakeholder satisfaction.

· Did anyone find a company that might be described as taking a “noblesse oblige” approach?

· Did your company’s articulated ethical standards and its community commitment make your feel differently about your company?  How?  Research on company recruiting activities tells us that companies that publicize their commitment to “green” or environmental causes are attractive to potential employees.  Did what you found about your company make you even more attracted to it?  Explain.

· Recently, those interested in social responsibility have suggested that a company should “leverage” its competencies for the benefit of others rather than committing only money to various causes. Did anyone find a company that used its capabilities in this way?  

· Given the expressed values and commitments of your company, what can you do now to connect yourself to the company’s philanthropic activities?  What activities can you engage in now that reflect the company’s values and commitments to the community?

Portfolio Entry 4:  Levi Strauss and Its Stakeholders 
Long before most companies began thinking about stakeholders—before most of today’s companies even existed—Levi Strauss was demonstrating a commitment to its employees, its suppliers, communities, and to the general welfare of society.  The company describes many of these contributions in its Company Timeline document:  After the San Francisco earthquake in 1906 damaged many stores; the company helped its distributors by extending them credit so they could stay in business.  During the Great Depression, the company kept people working by shortening the workweek and having them work on non-production jobs just so they could have a paycheck.  Before civil rights legislation protecting the rights of minorities in the workplace was passed, Levi Strauss integrated its factories.  The company’s current commitment to its employees is shown in a number of programs.  Levi Strauss partners with the INS to help employees become U.S. citizens.  It has been on the forefront of the fight against HIV/AIDS; invests in workplace childcare; and was one of the first companies to recognize domestic partners for benefits.  In its advertising campaigns, it has broken stereotypes of disabled people and women.

Clearly, this is a company that has a commitment to ethics and social responsibility that is not just a side-interest or an empty motto.  The commitment is woven into the company history and everyday operations.  Yet, like many companies faced with fierce competition, the company has had to make decisions that strain its commitments.  There are two areas that have been significant problems for the company in the last few years, but they are issues the company is trying to deal with head-on.  The issues are closely related.  After resisting the move to turn its production processes over to less expensive global sources, Levi Strauss began closing down its U.S. plants and shifting production to Latin America and Asia.  The closing of plants, leaving hundreds of employees in many locations without the good salary and benefits provided by Levi Strauss, harmed many communities.  The company, however, established a “Community Transition Fund” to help people and communities affected by plant closings.  They also provide severance and job placement services to employees who have lost their jobs.

Second, as the company has increasingly turned to independent contractors abroad for manufacturing, the company has opened itself to problems of unfair labor practices engaged in by their contractors.  Levi Strauss developed a set of standards and expectations for the companies with which they contract.  What is most interesting is that their guidelines have two parts.  The “Terms of Engagement” for the companies with whom they contract define expectations for working conditions, hours, wages, ethics, safety, use of child or prisoner/slave labor, and environmental effects. The “Country Assessment Guidelines” evaluate a country’s health and safety environment, human rights record, legal system, and political and social environment.  Sometimes, the company’s position on these issues has opened it to criticism that it pays more attention to its social responsibility values than to profit.  For example, the company refused for many years to move production to China because of human rights and labor practice issues that Levi Strauss felt violated its values.  Only after the company was convinced that the country had improved these conditions did Levi Strauss begin contracting in China.

Levi Strauss has been so proactive on the issue of contractor labor practices, that corporate codes of conduct for suppliers can be traced back to Levi Strauss & Company in 1991.  Today, the company is partnering with the U.S. Fair Labor Association to take on problems in supplier factories and to make audit results public.  The company also approaches the audit process a bit differently from many other companies.  Rather than simply dropping a contractor found in violation, Levi’s extends its commitment to workers and communities by working with the contractor to improve. They reduce orders, but feel the workers need some level of protection.  The contractor’s employees keep their jobs, and the communities keep business operating.  A number of international labor rights organizations have posted stories and complaints about the abuses in contractor plants, but it seems as if the company is working hard to address problems.  

Without a doubt, many decisions that have been made at Levi Strauss and Company have been made without regard to narrow self-interest.  In fact, it has been criticized as having “utopian” values.  But the values do not seem to me utopian, so much as admirable:

Empathy—Walking in Other People’s Shoes

Originality—Being Authentic and Innovative

Integrity—Doing the Right Thing

Courage—Standing Up for What We Believe

Even more, one particular part of the company vision statement captures a culture imbued with social and ethical commitment:

“Generations of people have worn our products as a symbol of freedom and self-expression in the face of adversity, challenge and social change.  They forged a new territory called the American West.  They fought in wars for peace.  They instigated counterculture revolutions.  They tore down the Berlin Wall.  Reverent, irreverent—they all took a stand.”

Beginning with founder Levi Strauss’s $5 donation to a San Francisco orphanage in 1857 through establishment of “Community Day” when employees volunteer for nonprofit organizations, and “Volunteer Release Time,” a program providing 5 paid hours per month for workers to volunteer for nonprofit organizations, the company has made social investments without regard to self-interest.  What is disappointing is the extent to which some in the financial community have criticized Levi Strauss and Company for doing so.  It also speaks to the complexity of the global marketplace that a company as focused on labor and human rights issues as Levi Strauss still struggles with monitoring and controlling the behaviors of its suppliers.  Clearly a company practicing a “noblesse oblige” commitment, it has been recognized for that commitment with many awards and honors.
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Part II Planning Portfolio, Chapters 5-7

The first four Management Portfolio entries are sensibly assigned separately so that students can develop their resource file.  It is important, however, that students begin integrating their writing within general topic areas.  You may, of course, continue to assign chapter-by-chapter assignments or short essays, but consider the need for students to begin thinking about connections across chapters.  To facilitate the process, consider assigning the next portfolio analysis to cover sections associated with the major activities or functions of management, rather than chapters.  Chapters 5-7 cover planning and decision making, strategy, and operations, offering a chance to see links between these topics.

Research.  Much of the basic research on the company should be in the student’s Portfolio file, but questions in the planning chapters might require more extensive research on the website, in articles that might be found in the popular press, or in industry analysis resources.  Sources outside the company’s documents are particularly useful for discovering problems or reports of strategic errors.  To continue using Levi Strauss as a focal company, you may consider accessing the values and vision statements, as well as significant goals for Levi’s, which can be found on the Levi’s website:

Vision and Values:  http://www.levistrauss.com/Company/ValuesAndVision.aspx 
Goals:  http://www.levistrauss.com/Company/CompanyTransformation.aspx 

A number of articles in newspapers, business magazines, and trade publications also are available that examine problems the company has faced.  It is helpful, however, to review with students how they might compare performance across the organizations.  Hoover’s Company Records, for example, will allow students to compare sales growth, profitability, and other metrics across competitors.                                                                                                  

Alternatives.  Even government organizations have missions, values and goals.  For example, the FBI lays out its mission and primary purposes in its organizational factsheet, which can be found at http://www.fbi.gov/quickfacts.htm.  Several articles concerning decision making at the FBI have been outlined with regard to 9/11, and are available via the Internet, and even in the 9/11 Commission Report, available at http://www.gpoaccess.gov/911/pdf/fullreport.pdf.  

Discussion.  An interesting in-class discussion connected to the portfolio research is to compare the mission, values, and major goals of companies in the same industry.  Then link these differences to differences in strategy and operations, showing the ways that companies, even operating in the same industry, can take different paths.

· Did the information you found about your company’s mission, vision, and goals give you clear enough information that you could distinguish your company from all others in the industry?

· Did you find your company’s vision statement inspiring?  Who found their company’s vision statement especially inspiring?  Share it with the class.

· Does there appear to be a clear connection between the mission, vision, and goals at your company?  Describe any disconnections you might have found.

· Who found that their company had made some significant mistakes?  What went wrong?  Given what you know now about planning and decision making, what might the company have done differently?

· Does the company’s strategy seem consistent with its mission and vision statements?  Particularly for vision statements, does the company appear to be on the right track with their strategy?

· Who found that their companies were on the efficiency frontier?  Were there any companies in the same industry on the efficiency frontier?  (Stimulate discussion by asking about retail stores, automobile companies, sports teams, etc.) What are the differences in position?  How do the firms accomplish their goals through their operations?

· Think about the types of personal skills and abilities that would be especially important at your company given its vision, mission, and strategy?  Describe what key skills you might begin to develop while in school to make yourself valuable to your company?  Are different skills important to different companies?  

Portfolio Entry 5:  Planning at Levi Strauss

Just a short time ago, Levi Strauss & Company (LS&C0) celebrated its 150th year in business.  This phenomenal milestone is testimony to the brand, the product, and the managers who have guided the company all those years.  Perhaps the most troubled period in its history has been the most recent one, as the company struggled with intense competition from competing brands, a powerful set of customers in the increasingly consolidated retail industry, and significant changes in the way apparel companies manage the supply chain.  In the face of these issues, LS&CO had a few consecutive years of declining sales, and only recently, because of major changes in its operations, have its profits gone up.  To understand the recent history of LS&CO and its prospects, it is helpful to examine its basic planning processes, its strategy, and the operations designed to execute that strategy.

Some of the information about Levi Strauss and Company’s vision and values was described in my Portfolio Entry 4.  This is because so many of the company’s values and vision are linked closely to stakeholders.  Most interesting, however, is that there is no formal mission statement on the company’s website, even though there are many statements that would qualify as mission-like.    For example the vision statement ends with four sentences: “People love our clothes and trust our company.  We will market and distribute the most appealing and widely worn apparel brands.  Our products define quality, style and function.  We will clothe the world.”   (http://www.levistrauss.com/Company/ValuesAndVision.aspx).   These statements describe a focus on apparel, but also a focus on a global market, and a desire to get people loyal to the clothes and the company.    Those statements could usefully guide product development and other important decisions the company might make.   But to those four statements, I would add the description of just what it is that customers love about the clothes.  A possibility was described among the company’s values—comfort, style, value, and the freedom of self-expression.  As a global company, Levi Strauss needs to be aware in its product development that “self-expression” is practiced differently across the globe.   

In reading the values and vision statement of the company, one word comes to me—inspiring.  The lack of focus on financial performance is not necessarily a concern; many financial and operational issues are captured in the goals the company has set out for itself.  The real question is whether the company, struggling with declining or stagnant sales, is in a position to achieve these goals.  While it would seem the company is certainly struggling in this regard, the company’s turnaround strategies have targeted its significant problems.  Those strategies include innovation, improving the brand’s image through marketing, improving relationships with retailers, selling products at the right places, improving operations, and improving the financial position of the company.

The very existence of a turnaround strategy implies that the company has made some mistakes.  One of the company’s biggest mistakes was its failure to spot significant trends in jeans during the 1990s.  When the market was moving to boot-cut and flared jeans, the company continued to offer its straight-leg design.  As younger shoppers stopped going to department stores, the company’s main sales outlets were department stores. While most of the apparel industry was moving to contract production, Levi’s believed that new production processes and teams would be successful against competition that was cutting its costs.  

Even when the company recognized significant problems, it was described as slow to make decisions and implement change.  Ironically, decision making in the company appeared decentralized—the company looked for consensus from everyone before taking action, but it is not clear that this was decentralized in the sense that the decision making or planning was moved to lower levels of the organization.  Perhaps the most publicized planning error occurred when the company attempted a massive supply chain improvement initiative.  The whole project was intended to reduce the time it took to restock store inventories from 3 weeks to 72 hours.  Another goal was to get new products to retailers in 3 months instead of 15.  The project quickly got out of control, with many division heads leaving their posts to work on the project.  The project manager reported, “There was no cost boundary….I mean we talked a little about how it shouldn’t cost more, but it really was an afterthought” (Munk, 1999. pp. 88).   The scope of the failure came to be understood when the company sent it’s “all-important back-to-school line—get ready—45 days late” (Munk, 1999, p. 84).

The project manager attributed many of the problems to bad planning and execution of the plans.  He argued that “scope creep” was a problem, as well as failure to include measurements of critical deliverables or management accountability.  The company, as part of the effort, required that everyone “apply” for jobs that had been redesigned throughout the system.  That process “created an administrative nightmare,” (Stopper, 1998, p. 14) according to the project manager, and, in the end, the whole process was called off.  Ironically, an immense amount of time was spent in pre-planning, but virtually no attention was paid to how the plan would be rolled out.  The effort also led to damaged relationships with retail stores.

Since then, the company has revamped its operations, creating sufficient efficiency that, despite falling or stagnant sales in the last few years, profitability has gone up.  The company went from about 36,000 employees in 1997 to fewer than 10,000 in 2006.  That is a considerable reduction in force, but it seems to have worked to reduce operating costs.  Shifting away from manufacturing, the company’s operations focus has shifted to relationships with suppliers and distribution.  The changes Levi Strauss has made put them in the position of having an operating margin and capital turnover performance that rivals its main competitors VF Corporation and Tommy Hilfiger.  

The question is, how much can the company rely on continuing cost reductions to achieve its strategic goals?  It is true that in the last several years, cost cutting has been key to profit, but the company will not see another 150 years without tending to its product and to its brands and its relationships with retailers.  Most recently LS&CO has had what it calls a multi-product, multi-channel strategy.  It creates products to reflect multiple price levels and distributes its products at outlets from discount chains to Barney’s and Neiman Marcus.  Levi’s markets three major brands, each with a range of products, and distributes them differently across several broad channels.  By customizing by retail level, the company can remain a force across segments.  Recently, it has added a very high-end “Capital E” brand jean, made by hand to order.  Most of the company’s products, however, are manufactured in large numbers, and the company’s operational focus has turned to speeding up the time it takes products to get to market.

It is probably safe to say that the Levi’s currently falls inside the efficiency frontier.  Although it uses a differentiation strategy for the Levi’s brand, the products have been perceived as “unhip.”  Further, while costs have been significantly reduced through the global sourcing initiative, the firm is still struggling with debt that is affecting its costs.  This may change, however, with recent innovations that change Levi Strauss’s image to that of innovator, pushing it to the frontier.  Innovating in both wrinkle- and stain-resistance may make the product considerably more attractive than others.  Further, the company seems to have tapped the spirit of the times by creating products designed for personal electronics—cell phones, pagers, and iPods.  

The Levi Strauss and Company Transformation has taken the company a long way from its roots, but it is a journey that was necessary for survival and growth.  The combination of change in corporate strategy to include retail operations, the rededication to innovation and to getting innovations to market faster, and the accomplishments in reducing the costs of operations seems to represent a refutation of the claim, made back in 1999 that the brand was “trashed.”  The company is currently focusing on five basic business strategies:  innovation; improving brand loyalty and presence; improving relations with retailers, expanding the channels at which it sells its products, and improving the company’s financial position.  Many of these have already been successful, so the company’s planning processes appear to be on the right track.
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Part II Organizational Architecture, Chapters 8-11

There are four chapters within Part II, Organizational Architecture, covering organizing, control, culture, and teams.  In general, these topics have in common a way of understanding system-wide phenomena, and how these integrate with strategy.  This segment of the portfolio often is the most difficult for students to research, but at the same time, it is one of the most important, bearing directly on the nature of the company as the student will likely experience it.  It is helpful, in motivating the research for the organizational architecture topic, that the student understand the difference in career path that might be experienced joining an organization at an entry level marketing position in functional, multidivisional, or matrix structures.  Understanding structure also helps new employees understand the goals relevant to the hiring unit and how performance of the unit is likely to be measured.  Understanding culture and team processes also help newcomers understand what is important to an organization, and which skills, abilities, values, and attitudes are important for being successful.

One of the biggest difficulties in completing the research for this part of the class portfolio is that, often, the organization chart and performance measures are considered competitive information and may be closely protected by the company.  Nevertheless, for larger firms, it is possible to tell a great deal about the structure of the firm by looking at the officers and top executives.  For example, Hoover’s Company Records shows that are several people reporting to the CEO of Levi Strauss:  A COO, CFO, CIO, General Counsel, Senior Vice Presidents of Strategy/Worldwide Marketing and Human Resources, and a Controller, and A Vice President for Global Tax.  In addition to these functional executive positions, there are a number of executive positions representing geographic regions and brands.  It would appear that Levi Strauss has a hybrid structure, and the extent to which there are integrating mechanisms between levels and units is not obvious.  Students should be encouraged to speculate on what makes sense for their company.  

The performance metrics that the company considers most important are likely highlighted in the company’s annual report as either areas of accomplishment or areas of concern.  Articles in the press or industry reviews will highlight areas most critical to an industry as well.  Control is another matter about which students should be able to make inferences about which measures are important based on their understandings of the company’s strategy and structure.  

The extent to which teams are used may not be a focus of a company’s public information.  Descriptions are sometimes available on a company’s careers website, and students should be encouraged to look at the extent to which teams are described as a major component of work activities and careers.  The careers website will also specify any team-based skills important for future employees.  Culture is another area that is sometimes incorporated into the careers or human resources sections of company information, though it is occasionally, as in the case of Levi Strauss and Company, a central focus.

Discussion.  The discussion of this, the sixth portfolio entry, should focus on integration and the extent to which the architecture supports the strategy, and extent to which the elements of architecture support and reinforce each other.  

· After looking at the elements of your company’s architecture—its structure, control system, culture, and use of teams—do you believe these are designed to execute your company’s strategy?  Are there any “best practices” that stood out in your analyses?

· The extent to which there is “alignment” in the company’s architecture—each component supports or complements the other—is an important concept in organizational design.  Are your company’s architectural components aligned?

· Do you feel that you will fit in with your company’s culture?  Describe something about yourself as evidence for your perceptions of fit.  Is fit important to you?

· If your company has more than one division, which one would you choose as a starting point?  Why?

· Now that you’ve seen your company’s organizational architecture, what sorts of skills and abilities are likely going to be important to get a job there?  How will you go about acquiring them?  What sorts of skills and abilities, or what type of knowledge, will help you succeed there?  Given your major, in which area of the company will you likely be hired?  Thinking about promotions, what will be your path as you move up in the organization?  What does that tell you about what you need to do now to begin preparing?
Portfolio Entry Six:  Organizational Architecture at Levi Strauss

With the dual strategy of growing sales of the Levi Strauss brands through both innovation and increasing global reach, it is not surprising that the top executives at Levi Strauss combine the major functional areas of human resources, finance, information, and marketing, but also presidents of the major brands—Levi’s, Dockers, and Levi Strauss Signature.  There are also presidents for its European and Asian divisions.  Although details about the extent to which these areas are integrated is not apparent from either company information or the industry analysts, the structure of the executive group seems appropriate to the company’s current strategy, focusing on products and global distribution issues.

Within the three major global regions, there are a number of subunits.  In the North American division, for example, units representing the Dockers, Levi’s, and Levi Strauss Signature lines are organized under the regional headquarters.  In Europe, there are nine sales offices, eight distributions centers, and three production facilities, with a headquarters in Brussels.  The Asia Pacific Division was established in the mid-1990s to decentralize decision making and operations related to that area.  Up until that time, several business units in the region reported directly to the corporate level in North America. There are 14 affiliates within the Asia Pacific Division, responsible for manufacturing and marketing the company’s major brands.  This decentralization by geographic area seems reasonable given differences in between the market and the need to locate distribution centers and other important operations close to the retail stores that carry the brands.

In addition to the goals associated with improving brand presence and growing internationally, the company also has focused on improving its financial position, making financial controls particularly related to the cost of operations and speed and quality of distribution to retailers critical.  As a result, these are important metrics discussed in the company’s 2005 Annual Report. As accomplishments, profitability, net sales, sales by region, revenues by brand and by region, store sales growth for Levi’s stores, operating margin, operating income, net income, and cost-of-goods sold appear important.  For the future, the company will continue to measure financial performance, but will be focusing on generating cash to reduce the company’s debt.  CEO Philip Marineau highlighted the company’s debt- to-earnings ratio as a particular concern.  Nevertheless, in his “The Path Forward” in the Annual Report, Marineau describes goals related to making the brands more attractive so that retailers see them as “essential” to their inventories; opening more stores to fill gaps in distribution; finding new global outlets for the discount Levi Strauss Signature line; and continued cost cutting.  These measures seem consistent with the business strategies the company as articulated.  If I could make any recommendation to the company, it would be to describe their goals and metrics in terms of a balanced scorecard.  By doing so, the connection between supply chain management and relationships with retailers, for example, becomes more obvious to those making the decisions.  The system of controls may actually drive people in the various units to see how their work relates to others.
In order to implement the strategies the company has set out for itself, it appears that the company’s structure and control systems are aligned with the strategy and with each other.  The next issue is whether the culture of the organization is aligned with the other components of the architecture.  For Levi Strauss and Company, it was not difficult to find information about the culture.  The company has a values and vision statement that defines the company’s culture.  Throughout the company’s website there are references to history such as story of integration of plants before required to by law or in the images of its pioneer past in the Old West.  Many of these images seem to be more focused on customers and other outsiders as a way of defining the company’s uniqueness and--with a word that is used a lot with regard to the company--authenticity.

What is interesting, however, is that those parts of the website targeted to potential employees have more contemporary images, and the stories are designed to evoke a modern workplace, where creativity is prized and where individuals and teams can achieve.  It also seems to be saying that by joining the company, making a contribution is an expectation. The heading on its Careers page simply says “Make a Difference; Make History.”  The link to a description of the company’s culture is very direct, describing the company as a “dynamic, performance-driven work environment.”  The culture page also emphasizes the diversity of the organization, the corporate culture dedicated to ethics and social responsibility, and its support of work-life balance.  
Although some have described Levi Strauss and Company as being a victim of its own “utopian” culture, it appears that the cultural statements on the careers page, accompanied by the company’s new focus on its strategy, its restructuring to be more responsive and operationally more efficient, and its comprehensive set of controls, seems to be evidence of a company redefining itself, but within the bounds of its values and vision.  The implication is that Levi Strauss made history, and, through its employees, the company will continue to do so.

What is fascinating is that some of the bad press that the company received during the 1990s related to its efforts to change its culture and structure on the manufacturing side to one that involves teams.  In fact, the Levi’s experiment with teams in its manufacturing facilities drew the attention of the Wall Street Journal, which profiled the company’s problems in implementing the team-based systems with the headline:  “Jeans Therapy:  Levi’s Factory Workers Are Assigned to Teams, And Morale Takes a Hit…”  The article made Levi’s a target for critics skeptical of team approaches.  However, those in the apparel manufacturing industry claim that the problem was not with the teams concept, it was with the execution.  Many of the requirements for team effectiveness described in the text were not used—teams were not kept to an appropriate size; plant managers had no training in how to structure teams and team roles; the pre-existing norms were based on individual, piece-rate pay; and there were no processes in place to manage conflict and problems with trust.

Levi’s attempt to introduce teams to manufacturing was aimed at keeping its U.S. manufacturing plants open—representing the company’s culture and its commitment to employees.  In the face of competitors lowering their costs buy manufacturing overseas, Levi Strauss felt that it could keep people employed if the plants could become more productive—produce more items.  Levi Strauss was trying to save jobs.  The failure to effectively execute the plan meant that productivity actually declined in the plants where the team approach was implemented.  

The company still has a strong focus on teams, and there are a number of stories on the company’s Website that reinforce the importance of teams.  For example, designers work in teams, and the teams are located in various parts of the world.  Even the community service work that Levi Strauss supports with paid time is done in “Community Involvement Teams.” Teams are also used on the operations side; particularly in special-purpose projects such as a project designed to create a web-based tracking system for its supply chain management.  Another team addressed the problem of how to distribute goods to outlet shopping malls.  Before the team was organized, the company was operating on the assumption that outlet centers were basically places for discontinued or irregular items.  As outlet malls became shopping destinations, old marketing and distribution processes did not fit the old model.  The team revamped the system to better tap this market.

The team component of the architecture is important, in that it supplements the more permanent structure by pulling people from many functions and areas together to solve problems or address opportunities.  These teams are so important that Levi Strauss presents awards not just to individuals who perform exceptionally well, but to high-achieving teams as well.  Awards such as this represent ceremonies that reinforce important norms.  This represents yet another means of aligning architectural components with each other, something the company appears to be doing quite effectively.
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Section III Leading and Change

The Management Portfolio questions at the end of the chapters in the balance of the text are even more difficult to research and answer than those for organizational architecture.  At this point, however, students should have enough confidence in their knowledge their chosen company that they should be able to write about what the company should be doing with regard to these topics.  For some many of the questions, students should be able to make inferences based on the company’s history, strategy and architecture when combined with information available about the company.

Students should be encourage review the materials they have collected about the organization from industry analyses, the popular press, and the company itself for indications of how to analyze the company with regard to leadership and change.  For example, in the organizational architecture section, the company’s attempt to introduce teams to its manufacturing facilities was a response to a paradigm shift in the apparel industry—a shift from vertically integrated processes including manufacturing to a focus on marketing and distribution with outsourced manufacturing.  One of the problems in execution was related to shift away from piece-rate pay compensation to a system in which there were less direct individual rewards for performance.  This was a past problem, but the current mechanisms of motivation and responsiveness to change can be developed by reviewing materials on the company Website, as well as other, more recent analyses.

Discussion.  One way to assist students in this portfolio entry is to discuss ways in which the chapter portfolio questions can be answered as each chapter is discussed.  Having students share the sources they used for information, and how they thought through the stimulus questions can be an event for shared learning.  These brief discussions can keep people on task as well.  Talking about the importance of making judgments about what might be appropriate for the company may reassure students having difficulty finding information.

Staffing and Developing:

· How much information were you able to find about human resource practices at your organization?  What sorts of things did you find out?  

· What sorts of things does the organization do to attract applicants?  Do they do anything to attract applicants from diverse backgrounds? 

· In job postings, does the company describe benefits and pay?  Education and training?  What sorts of people does the company seem to be trying to attract?  That is, what sorts of experience, traits, values, or abilities seem important?

Motivating and Rewarding Employee Performance

· What kinds of compensation does your company use?  What types of behaviors does the company seem to be trying to motivate?

· What sorts of information did you find on the extent to which the company incorporates the four drives?  If information was hard to find, what sorts of things could a company in this industry do?

Managing Employee Attitudes and Well-Being

· Whose company has been recognized as a best place to work?  For what types of practices were they recognized?

· Why would people be loyal and committed to your company?  How does your company attain this loyalty?

Managing Through Power, Influence, and Negotiation

· In reading the executive’s statements in the company’s annual report or in other public presentations, what source of power seems to be used?  

· What career paths have people followed to get where they are?  Does this tell you anything about what factors are important in the organization?

· Have you found examples of in-fighting among people within the organization? 

· What outside force—customers, suppliers, competitors, or regulators—put the most pressure on the company?  What does the company seem to be doing to offset the power of these external parties?  Has your company done anything to improve its negotiating position?

Effective Leadership

· In examining the public statements of your company’s executive, such as what you might find in an annual report, how would you describe their style? 

· Are the good things that have happened to your company because of the leader?  If so, what is the connection?  What about bad things?  Are they attributable to the leader?  How?

· Has your company gone through a transformation in the last few years?  What precipitated it?  What kinds of characteristics of transformational leaders did the executive of your company exhibit during this change?

Communication

· If you were a new employee going to work for your company, do you think the company has provided enough information, based on your review of its website, to understand the company’s strategy?

· Given your company’s organization structure, which types of media are needed to facilitate communication?  Is much communication between departments or divisions necessary?  

· Did the company’s annual report adequately convey to stakeholders what the company has accomplished, what it was not able to accomplish, and what the company’s goals are?  Were these clear?  Would you change anything?

Change

· When we think of technologies, we often think about machines and computers, but many kinds of work process can be considered a technology.  Does the company lead or follow with regards to movements along the S-curve?  

· What does the company do to anticipate then next technology or the next paradigm shift?  Is the company organized in such a way that it can adapt quickly?  Is the company organized to lead innovations?

· Thinking back to the analysis of the organization’s general environment, what are the coming paradigm shifts or technological breakthroughs for which the company should be prepared?

Career Preparation and Planning for the Final Assignment

· In looking at the expectations for positions in your company, are you on track to be a top candidate?  (Remember that your “competition” is not just from your classmates, but from students all over the country, not to mention the experienced people moving to new jobs.  

· What are some of the qualifications for jobs in your area of interest?  What kinds of more general expectations does the company have?

· What kinds of leadership qualities do you have?  Where will you acquire the leadership abilities that will help you be successful in this organization?

Portfolio Entry 7:  Leading and Change at Levi Strauss
As a company in the midst of transformation, leadership and change issues can be expected to be critical in the coming years.  The changes mean that a talented, innovative, and committed workforce will be critical to growth and to accomplishing the operational improvement that the company is targeting.  Further, although the company has reduced its workforce considerably in the last several years, international growth may mean that a larger workforce will be required in the future.
The combination of growth, innovation, and efficiency goals implies that we can expect to see growth in the workforce, especially in Asia, and an emphasis on talents, skills, and knowledge associated with creativity and marketing.  Fortunately, Levi’s has a strong employer brand.  It has been on the list of Fortune’s best companies for minorities for several years.  In fact, Fortune reports that half of its workforce composed of minorities, and 28 percent of its managers are members of minority groups.  (http://money.cnn.com/magazines/fortune/fortune_archive/2004/06/28/374393/index.htm) .  It promotes an environment in which teamwork skills are prized, but so is individual performance and achievement.  As part of its employer brand, the company is well-known for its commitment to workforce diversity, being one of the first companies to integrate factories as well as a company that recognizes domestic partners in its benefits programs.  Throughout the company’s website, its commitment to diversity is noted; it even helps immigrant employees gain citizenship status by working with the Immigration and Naturalization Service.  The company has been recognized by a number of organizations for its commitment to diversity and corporate citizenship.  

Training is another human resource activity that the company takes very seriously, incorporating it into its work with retailers and internal processes.  It also has made job training and language training a big part of its transition efforts for displaced employees.  It is interesting to note that when the company opened a manufacturing facility in South Africa, it looked for people without sewing experience.  According to a Levi Strauss manager, “We tend not to hire people with clothing manufacturing skills.  We prefer to recruit people who may not have previous skills but who do have the appropriate mindset for the job…We do a vast amount of training.  It is easier to train an operative from scratch than to retrain people whose working methods may not be ours” (ForeignDirectInvestment, 2001).
Because the company appears to emphasize individual drive and achievement, as well as teamwork and training on its Careers website, the drive to acquire, to bond, and to learn, Levi Strauss looks like a place where employees may be able to satisfy those drives.  What distinguishes Levi Strauss from other companies in terms of the four-drive theory is the extent to which the drive to defend may be present.  Levi Strauss is in the middle of a turnaround that likely creates some level of stress, but also excitement for employees with the right kind of skill set.  People who thrive on challenge and who want to be a part of a company that is on the move will thrive at Levi Strauss.  Because it appears that the turnaround is succeeding, the level of stress would not be so high that the drive to defend would be out of balance with the rest of the drives.  
In motivating employees, the company most likely adapts relevant performance outcomes to the goals relevant to different areas.  For example, for those working on the brand, international growth, and innovation goals, creativity, sales growth, new product introductions, and geographic penetration would likely be important outcomes.  For those on the operations side, improved efficiencies in the supply chain and with on-time and accurate deliveries to retailers will likely be a focus.  Speed to market with the new products would be a joint responsibility between the “revenue” activities and the “cost and efficiency” activities.  These entries clearly show up in the job descriptions for positions at distribution centers where the accuracy and the ability to follow procedures is emphasized, compared to descriptions for designers and sales positions, where the flexibility, self-management, and the ability to multi-task is emphasized.  These two descriptions would seem to indicate that, while empowerment a Levi Strauss is important, it is more important in some areas than others.  No matter what the job category, however, performance is the focus, and there is no evidence that would indicate that the company puts a premium on seniority in its reward structure.  
Levi Strauss is a company that seems focused on building commitment among employees.  Although it has had to close factories and reduce its workforce, it resisted doing so for a long time—even, some argue, past the point it made sense economically.  Even when it closed factories, it provided good severance packages as well as job training.  It recognizes domestic partnerships and was one of the first companies to use flex scheduling to recognize the importance of work-like balance.  These activities not only demonstrate that the company focuses on justice and support and trust, but shows an appreciation of the personal values important to employees.  The company’s website has many links that describe the company’s identity to employees, and information about the company, including its annual report and transformation plans are available to all employees, promoting organizational comprehension.  Similarly, the website emphasizes the excitement of employees and the expectations the company has of employees to “make history.”  The involvement of employees seems to be a foundation of the company’s values.  
As part of its efforts promoting employees’ organizational comprehension, the company’s website contains a wealth of information about the company’s turnaround strategy, as well as its performance.  Any company stakeholder can access this information.  In addition, there is a message from the CEO on the company’s home page, as well as a description of future plans in the company’s annual report.  Communication has not always been so effective from management, as the breakdowns in communication and implementation of the supply chain reengineering of the late 1990s demonstrated.  Although there is no specific information about horizontal communication processes in the organization, the existence of a Chief Information Officers as well as a number of high-level positions associated with communications, it is likely that the company has effective communication between functions and divisions.

Just as the plans and strategies of the organization are apparent in the management of people at Levi Strauss, it is also apparent with regard to the leadership of the company.  Although power at Levi Strauss appears to be distributed across geographic divisions and brands, the CEO’s power in recent years probably can be said to come from expertise.  For example, Philip Marineau was well known as an excellent product manager, orchestrating major brand revivals in previous positions.  The incoming CEO, John Anderson is widely regarded as expert in operations and in managing international expansion.  Given the importance of these two areas—brand management, operating efficiency, and international growth—it is likely that their expertise in these areas are a great source of power.  There is little information about the leadership style of either Marineau or Anderson.  Marineau had to make some tough decisions during his tenure, indicating, perhaps, a very directive style.  Yet he showed a great deal of supportiveness in dealing with the plant closings, providing transition support to displaced workers.  Although Levi Strauss experienced some tough years in terms of profit, he presided over a turnaround that seems to be producing positive effects.
Because the company is also going through a major turnaround and has had recent major restructuring, it is probably inevitable that there are political behaviors and conflict in the organization.  Although there is less discussion of these issues recently, the struggles the company faced in the late 1990s as it became clear that Levi Strauss was going to undergo significant changes in strategy, structure, and culture, led to a great deal of tension within the company.  Particularly with the supply chain reengineering initiative in the late 1990s, confusion, anger, and frustration accompanied the change process.  The fact that thousands of jobs were eliminated just in the last few years is further indication that, while the turnaround may be experiencing success, it was not without problems and conflict.  Although not completely finished with its transformation, there is evidence that the experience of the period has given way to some success.  For example, with regard to the management of retailer relationships, Marineau reports that the company was able to reduce the number of sales allowances and incentives provided to retailers, indicating that, despite consolidation in the retail industry, the company was able to negotiate more favorable agreements with retailers.   
Although the company has experienced some success in fighting back from a difficult position in its industry, it is important to remember that part of the reason it needed a turnaround was because it was the victim of inertia, probably a result of the company’s previous success over a long history.  However, both the market changed and the way in which goods are manufactured and distributed in the apparel industry changed in the 1990s, and the company resisted change longer than many of its competitors.  Levi Strauss is also a company that has been innovating for a long time, and appears to realize that innovation—in styles, distribution processes, and operations—will be a key to success.  The rivets that strengthened the seams on the first denim apparel in the 1800s became a symbol of both durability and authenticity.  The Dockers brand enabled a paradigm shift in what is considered to be appropriate office dress.  Most recently information technology used for supply chain management has presented a paradigm shift in terms of both production and sales.  This particular technology has probably not yet reached the end of its lifecycle, and the company should expect continued incremental improvements in the information technologies used in the supply chain.  

An important task for the leadership of the company is to continue to motivate a committed workforce to adapt and change.  Although the results of inertia are still likely fresh in the company’s memory, the transformation of Levi Strauss likely will become a permanent part of the company—new transformation goals will be added over time, but it is probably safe to say that between market changes, competitive challenges, and innovation, adaptation will not be just one event, but continuous.
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Final Assignment

The completion of the research associated with the chapters in the book are all aimed at providing information about the student’s particular company, as well as information about the ways students should understand the general expectations and opportunities in the wider job market.  For the final project, some discussion about minimal and exceptional qualifications, as well as thinking about artifacts that will demonstrate those qualifications.  
If you have been using Levi Strauss as a focus of attention, try a brainstorming session on qualifications including skills, trait, values, knowledge, and abilities that a new employee might need, based on the content of the previous sessions.  The following is a list of items that emerged in a brainstorming session:

	High achiever
	Social
	Ethical
	Experienced in community service
	Authentic

	Team Player
	Marketing
	Foreign Languages
	International Travel
	International internships

	Retail knowledge
	Computing experience
	Knows marketing and brand management
	Community involvement
	Understand the apparel industry

	Human Rights commitment
	Good grades
	Likes change
	Appreciates all types of diversity
	Openness diverse types of people 

	Motivated by challenge
	Desire to make a difference
	Knows design
	Class in supply chain management
	Communication skills

	Negotiating skills
	Future oriented 
	Information technology
	Creativity
	Interest in learning


Next, take one or two of the above items and brainstorm the types of artifacts (pieces of evidence) that might be included in the portfolio representing those qualifications.
Marketing

	Papers and PowerPoint presentations from marketing classes; photo giving presentation (also demonstrates communication skills)
	Photograph touring a distribution center while traveling abroad for an internship
	Copies of marketing plans for charity events (also demonstrates commitment to the community)
	Pictures of teammates on a marketing class project, along with comments from team members (also show teamwork and leadership skills)

	Copies of marketing designs, photographs of  displays and ads designed at work (also demonstrates creativity)
	List of marketing courses on the resume
	Descriptions of marketing courses to show range and depth of knowledge
	Include a copy of a completed project in an information technology class that uses data mining techniques (demonstrating expertise in IT)


Once students have begun thinking about the artifacts, they can begin thinking about what they can do to acquire the qualifications and develop the artifacts.  This is the heart of the portfolio planning project.
Final Project:  My Career at Levi Strauss

When we began the semester, I had a major—marketing—but really had not thought about where I would want to work.  Partly being silly, I chose Levi Strauss as my company because I happened to be wearing Levi’s the day we talked about the assignment.  The choice was also someone serious because even though I knew little about the company, I have been wearing Levi’s since I was in grade school, and they are my favorite jeans.  The process of learning about Levi Strauss has actually made me think seriously about working for the company.  I have to admit the “Make a Difference.  Make History” on their career page inspired me.

In the process of studying the company during the semester, I have found that the company is struggling after several years of problems with both sales and costs.  Although the company is still not out of the woods, I became convinced that its transformation goals would get the company to where it needs to go.  What I find exciting is that this is a company that is undergoing change, so a new person coming in really could make a difference early.
The company is operating in an uncertain environment, with tough competitors, consolidating retail customers, and a product that is, by definition, about changing trends.  The company’s major strategic goals, increasing innovation, improving marketing, selling where people shop, increasing international sales, and improving operations seem to focus on wide range of skills and abilities that might be required at the company.  Further, its hybrid structure means that both brand management and geographic region are important issues.   The company’s career website identifies these skills and abilities:  

We are seeking high-caliber team players who share our values and our drive to be the best. Our business encompasses a broad range of job opportunities across many disciplines including: product design, merchandising, production, consumer and retail marketing, sales, logistics, communications, human resources, community affairs and more (http://www.levistrauss.com/Careers/).   
The company also expresses and interest in people who are “performance-driven, and in a job posting for a production designer, a desire for people who want to be in a team of high-achievers.  Clearly, the company goes beyond looking for people with just minimum qualifications. Although there are currently no entry-level job postings for a marketing major, the following, from a higher-level position in merchandising, provides information about what might be required: a degree in business, merchandising, retail, or product management; understanding of brand and customer strategies; understanding of the apparel market and the retail environment; knowledge of market research processes; understanding of competitors’ products and strategies; problem solving skills, leadership (coaching) skills, ability to follow others; willingness to challenge practices.

Currently, I am working toward a degree in marketing, with only my required courses completed.  I work in retail at a small clothing boutique, and belong to a social sorority.  While I was in high school, I played on the basketball team and worked part-time for a grocery store chain as a check-out clerk.  Right now my resume looks as if it is very thin compared to what might be expected of the best candidate applying for a job.  It is clear the gap between my current qualifications and those that will make me a great candidate at Levi’s is quite large.  I have created a chart that describes the gaps, what I might do to close the gap and the artifacts that I will put into a portfolio to demonstrate to Levi Strauss that I am the best candidate for a job in merchandising that might become available when I graduate.

	Needed qualifications
	Plan to acquire the best qualifications
	Artifacts

	Business degree in marketing 
	Complete marketing major 
	Item on resume

	High achiever 
	1.  Achieve at least a 3.5 grade point average; get on dean’s list; get list of, and compete for, high-profile academic scholarships and awards. 2. Work to attain high-level offices in sorority. 3.  Run for students government
	Press releases about awards and recognition; photos of self receiving awards; articles on sorority accomplishment published in national newsletter; articles on student government election issues and results.


	Needed qualifications
	Plan to acquire the best qualifications
	Artifacts

	Community involvement, coaching
	1.  Volunteer to mentor and tutor low-income grade school students.  2.  Volunteer at schools to assist with fund-raisers and events, especially on marketing.
	Description of volunteer program; photographs; flyers and other information on fundraisers.

	Team player; leadership
	Volunteer to work on committees and teams and school, work, and student organizations; create teams wherever possible.
	Copies of presentations and papers from courses, photographs and descriptions of a team working on a new display at work; description of teams working on philanthropy at sorority; documents about successes.

	Knowledge of retail environment
	1.  Consider moving to a larger clothing or department store, even a Levi’s store, if possible.  2.  Alternatively, seek more responsibility for inventory management, supplier relations, and market research in current position.

3.  Take advanced classes in the business school on retail marketing; seek courses in other colleges focusing on clothing and fashion retail.


	Resume work experience information.  Recommendations from employers focusing on knowledge and capacity to learn about the retail environment.

Resume education experience; separate description of course content.

	Knowledge of apparel industry
	Look into a summer internship in the apparel industry either in supply chain management or design and development.
	Resume work experience information.  Photographs if the internship is in another city, particularly if the internship is abroad.

	Knowledge of brand management; market research
	Advanced courses in marketing.  Take an independent research class to conduct a market research study for a local company.
	Course descriptions; copies of papers, projects, and presentations.




	Needed qualifications
	Plan to acquire the best qualifications
	Artifacts

	Problem solving skills; willingness to challenge processes
	Examine the causes of declining membership in the sorority; create a team to change rules of membership; house rules; or reputation of the group.  Publicize the process to national organization.
	Description of processes used; articles published concerning the changes; membership increase results.

	International preparation
	1.  Study abroad for one semester in either Europe or Asia.  2.  While abroad, visit and learn from retail stores, manufacturing facilities, and distribution centers.  3.  Try to get an internship abroad. 4.  Study at least one additional language.
	Resume information about work and education; copy of a paper or presentation in another language; Photographs of experiences abroad.

	Supply chain and information technology knowledge
	Use at least one elective option to take a course on how information technology is used in supply chain management.  If option exists, do a project that focuses on the apparel industry.
	Resume information and more elaborate description of the course; copy of any paper or project produced in the course.


Some of the gaps go beyond what the simple job descriptions and Career page suggest, but because the company is focused so heavily on operations and international growth, I may be a more attractive candidate for a merchandising position if I also have some knowledge and experience in international environments and understanding of supply chain issues.

One “gap” not listed, but that became obvious when I developed my portfolio plan is that my skills in time management must improve if I am to accomplish even some of these plans before graduation.  It is clear, however, that the preparation described here would not only make me an exceptional candidate for Levi Strauss, but for a great many businesses, especially in the apparel, fashion, and retail industries.
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