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Overview
	Connor is a manufacturer of metal springs and stampings for large U.S. equipment manufactures. Their business was split 20/80. Twenty percent of their business was in producing commodity type coiled springs. The remaining eighty percent of their business was in metal stampings, complex wire forms and assemblies. These were complex and required lots of engineering.
	Connor’s core competency is their ability to provide both types of goods to other manufactures at low prices. They take raw goods and turn them into unfinished products for their customers (other manufactures) to turn to finished goods. Manufactures are in a price-leadership market and need their goods at the cheapest price possible, especially for commodity goods: which Connor provides.
	Their primary market follows their main business segment: eighty percent of business dedicated towards metal stampings and wire forms. This still was a cost oriented business model but the complexity of the designs and the engineering that went into the required a fair amount of special focus on the product.
	Their generic strategy is cost-focus. It seems to be cost-leadership but the main difference here is that Connor also provides goods that require special engineering and are special, custom, and focused goods. It is almost split between differentiation and cost-leadership; however, the market demands they stay truer to cost-leadership. Their twenty percent of business: commodity goods, are pure cost-leadership and their eighty percent business: metal stampings and wire forms are specialized and focused, which is cost-focus. With these two strategies, it is simple to say that the higher percentage of their business represents the entirety of it: their cost-focus strategy. The market is also a huge influence on this strategy as a supplier of goods to other manufactures must be cost oriented by nature. 
Mission Statement
Connor provides custom metal goods for manufactures, primarily with their metal stampings and wire forms business segment, while utilizing a cost-focus strategy. 
Company Strategy
Connor is a company built around cost-focus. This is because they are essentially split between a combination of differentiation (with an emphasis on cost) and cost-leadership. Twenty percent of their business focuses on coiled springs which is the commodity, cost-leadership driven portion of their business. The other portion: the eighty percent devoted to metal stampings and wire forms focus on differentiation through custom engineered, specialized products. With this business line, at the same time as being differentiation minded, the market also demands that they be cost minded as well. This contrast drives the business to adopt a cost focus strategy of business. They make custom or specialized products all the while maintaining a very cost focused mindset. 
Organizational Strategy
Connor is a divisional company. Looking at their organizational chart they are separated by their main division offices, and under that they have either business division like sales, manufacturing, engineering, and so forth. Their main divisions which separate the company are: Los Angeles, Portland, Dallas, and San Jose. Each of these act as separate business but flow together with the president as the head. 
Porter’s Five Forces || ICA
When we consider Michael Porter’s Five Forces it helps to understand the company and their mission: what they do, who they do it for, and how they do it. It also helps to “list potential issues within [the] macro-environment that have or could have implications for [the] organization (Porter).”These five key factors help evaluate potential opportunities and risks the company might face. The five forces cover: bargaining power of customers, bargaining power of suppliers, competitive rivalry, threat of new entrants, and threat of substitutes. 
1. Bargaining Power of Customers
In this market: with Connor being a supplier to other manufactures, bargaining power here is very high. There are tons of other versions of Connor out there for the customers to choose from. This is a cost-driven market to begin with, so naturally bargaining power here would be high to stick with one supplier. 
2. Bargaining Power of Suppliers
Since Connor already is a supplier and they are in a commodity market, their suppliers would have bargaining power that is slim to none. The market is so cost driven and with there being several rival companies to Connor essentially doing the same thing, they really have no say in the price of their raw goods.
3. Competitive Rivalry 
The case tells us here that competitors are substantial. It is unknown just how many competitors Connor faces but the case also tells us that it is a race of cost, so it could be assumed that competition is fierce. 
4. Threat of New Entrants
Threat of new entrants would be very high. With a cost-driven market there is hardly ever true brand or supplier loyalty so market share would not be an issue. A manufacturing facility and office is really all you need to get started. This could take a fair bit of capital but once beyond that, the threat is quite high. 
5. Threat of Substitutes
Very similar to entrants–substitutes would also be very high. Substitutes are very easily created. Although Connor does some specialized and custom products, it is likely easy to duplicate and therefore this threat is very high. 
Problem Statement
Connor had lots of issues with information flow, data processing, and order updates. At the time, the entirety of their I.T. was one IBM System 34 mini-computer at corporate to process payroll, accounts receivable, and accounts payable. Their issues with information flow led to the need of a new system that could manage and automate these processes. They sought to hire a fresh out of college programmer to help develop a new information system. He developed this completely unique and fully customized software solution that fully took care of their I.T. needs. He met with different business units to understand business needs so that the solution would not only work from his own ideas but also be fully functional and contain input from the people using it. 
This system was brought to life because of the nature of their organizational structure. A divisional structure lacks efficiency which is what this system was to fix. “One potential disadvantage of this form is a reduction in efficiency due to a loss of scale economies (Cash 36).” They had issues with communication and efficiency so they contracted help in building a system to fit their needs. 
Connor faces a unique issue: they have seen a great deal of success in a new software solution but are now at the process of rolling out the new software to their other divisions of their company. They successful implemented this I.T. solution at their Los Angeles location and received great feedback there. Now they need to figure out how to go about the implementation of this solution for the rest of the company. 
Connor had received varying feedback from the other divisions: some good and some bad. Some are eager to learn and try a new system and the other hate the idea of it. No one likes change. “People hate change, and with good reason. Change makes us stupider, relatively speaking. Change adds new information to the universe; information that we don’t know. Our knowledge–as a percentage of all the things that can be known–goes down a tick every time something changes (Adams 198).” This being said, the question becomes: How do we implement a new system across the entire organization and not frustrate employees?  This system needs to be implemented smoothly without both dumbing down skilled labor and without frustrating employees by requiring too much involvement to operate and understand. 
Morgan talks about the dynamic of the difficulty of I.T. change in an organization: “The fact that technology has a major impact on power relations is an important reason why attempts to change technology often create major conflicts between managers and employees and between different groups within an organization, for the introduction of a new technology can alter the balance of power. (Morgan 179).” This dynamic is exactly the problem: how does this organization roll out a proven technology that could cripple its moral and culture if done incorrectly. 
Stakeholders
Employees
The employees of Connor hold a large stake in the success of the business. Their jobs literally depend on how well Connor does, so as a result it can be assumed that they are invested in seeing the success of the company.
Shareholders
Investors obviously hold a very high stake in Connor with trusting their finances in Connor’s hands. They want the company to do well more so for their own personal and financial gain rather than just for the success of the company.
Customers
Connor’s customers do not have that much invested in Connor in terms of caring for their success. They really are only concerned that Connor can stay afloat and continue to offer the products and services that they do.
Solutions || Alternatives
1. DO Nothing
The company can decide to ditch the rollout. To not implement the system. Instead of implementing the system Connor would just stop their plans dead in their tracks and abort. This would potentially save the company from killing its own morale and culture but would also leave them without the increased productivity and customer service that they have seen the success from in the Los Angeles system. 
2. Phased Implementation
The company can decide to implement the new system in phases: one division at a time. They have already seen success with the Los Angeles division and the others need the new system. A controlled, phased approach could help calm chaos and help create a timeline so upcoming divisions can prepare for change. 
3. Company-Wide Implementation
The company can implement the system all at once and companywide. They would not roll the system out by division but by every division at once. This would not really leave employees time to process the change but would also help to ensure that everyone is up and running on the new system all at once.

Stakeholder Impact
DO Nothing
Employees
The employees of Connor would likely not be affected by the choice not to implement the system. The employees would have not been frustrated or annoyed with trying to learn a new technology. This would be good for the employees in the short run but would eventually catch up as they catch win of Los Angeles’ implementation. 
Shareholders
The shareholders of Connor would likely not be affected in the short run. If the system is truly as beneficial as it seems to be with the Los Angeles trial then long term impact may come back around to hurt the business. This would surely displease shareholders. 
Customers
Customers in this industry do not look for quality service or anything like that and simply focus on cost. Therefore, customers would not notice either way if the system was implemented because it would not affect them. 
Phased Implementation
Employees
The employees of Connor would be affected by the implementation of the system. The employees would likely be frustrated with the changes and some may leave due to job dissatisfaction and deskilling of labor. Here, they would at least be able to prepare and have a rollout schedule to prepare their resources, personnel, and mentally. 
Shareholders
The shareholders of Connor would see improved business performance due to the system. They would be very pleased with higher number just about all around.  
Customers
Customers in this industry do not look for quality service or anything like that and simply focus on cost. Therefore, customers would not notice either way if the system was implemented because it would not affect them. 
Company-Wide Implementation
Employees
The employees of Connor would be affected by the implementation of the system. The employees would likely be frustrated with the changes and some may leave due to job dissatisfaction and deskilling of labor. They would have no time to get ready for such a change and would likely be that much more angry and dissatisfied. 
Shareholders
The shareholders of Connor would see improved business performance due to the system. They would be very pleased with higher number just about all around.  
Customers
Customers in this industry do not look for quality service or anything like that and simply focus on cost. Therefore, customers would not notice either way if the system was implemented because it would not affect them. 
Conclusion 
Selected Option – Phased Implementation
Looking primarily at the Stakeholder impact it is a clear choice. If you did nothing then employees are initially fine but would likely become dissatisfied as they hear how much more beneficial and efficient things are at the Los Angeles implementation of the system. The Shareholders would lose money in the long run, and customers are not affected no matter the decision. So, ignoring customers–do nothing is a lose, lose. If they used a phased implementation, it is a win, win. Employees would initially be dissatisfied but once those left or got over it everything would be easier and more efficient. Plus, with the phased approach employees get time to deal with the changes. Shareholders would obviously be happy with improved business processes and higher numbers. With a companywide approach, employees would be mad at the system and mad that it is happening all at once. Using this approach, it is a clear decision. All alternatives except for the phased implementation point to a lose, lose scenario. They upset employees, shareholders, and customers. 
A phased implementation is clearly a better choice when looking at the stakeholder impact but also when looking at the rollout process and the impact on the organizational structure. As a divisional structure, they struggle with efficiency issues by nature and should seek to minimize on their inefficiencies to maximize on the efficiencies. A divisional form allows for the joining of job responsibilities “so that they complement each other as perfectly as possible and are linked together through the scalar chain of command (Morgan 21).” This new system would allow them to complement each other to the best of their ability. 
Neglected Option – Do Nothing 
If Connor is to do nothing then they waste an enormous amount of money, time, and resources. They spent likely many months or years developing the system and to just do away with it would be an enormous waste. This is not to mention the money they spent: on the developer, on devoting resources to this project, and on a trial implementation with Los Angeles. They have so much invested it would be foolish to simply turn back at this point. 
When looking at this same over simplified concept of how business is about survival and that is all this dilemma really is: an issue of survival, we can also disprove the do-nothing approach. “In investing our time and energy in a favored project, we convert the flight of time into something concrete and enduring…the work of Becker leads us to understand [this] as an attempt to preserve and tie down life in the face of death (Morgan 221).”  There is a lot to this quote but essentially it is going off the idea that business is do or die. If the age old saying goes that time is money and if business is truly do or die, then Connor would be committing suicide in doing nothing. Morgan talks about how heavily invested time or energy (which translates to money), is an attempt to preserve life. This is not to mention the enormous amount of money Connor already has invested in their new system. They do not want to lose out on their invested time or capital.
Neglected Option – Company Wide Implementation 
[bookmark: _GoBack]If Connor is to do a companywide implementation they would likely have to replace their entire workforce. I doubt they can afford that and it is not the most ethical decision, if this is a known outcome. The employees would likely be very dissatisfied with their job if this is the chosen path. It would not be quite as catastrophic if they had more warning time to prepare for a new system, but all at once is so hectic and does not give them any time to prepare mentally which is something they greatly need. A companywide implementation would not be a smart choice. 
