
 1 

 
INTERNATIONAL UNIVERSITY OF JAPAN 

Graduate School of International Management 
Academic Year: 2015/2016 

Term: Fall 

 

Course  
Course code 

MGT4320 

Course title 

Corporate-level Strategy 

Name of Instructor Kimio Kase Credits:  

Instructor’s contact 

Information 

Office# 

205 

Office Hours 

 

E-mail: 

kkase@iuj.ac.jp 

Class Schedule  

Day / Time 

Monday / 10:30-12:00, 13:00-14:30 

 
COURSE DESCRIPTION 

Business policy is the study of the functions and responsibilities of senior management, the crucial problem 

that affect success in the total enterprise, and the decisions that determine the direction of the organisation 

and shape its future. The problem of policy in business, like those of policy in public affairs, have to do with 

the choice of purpose, the definition and recognition of organisational identity and character, the continuous 

definition of what needs to be done, and the mobilisation of resources for the attainment of goals in the face of 

competition or adverse circumstance, and the definition of standards for the enforcement of responsible and 

ethical behaviour. 

 

The central theme of business policy is the strategy of the enterprise. Strategy is the determination of long 

term goals and objectives of an enterprise, and the adoption of courses of action and the allocation of 

resources necessary for carrying out these goals. Managing the policy or strategy of an enterprise is normally 

referred to as strategic management. 

 

Strategy is concerned with tow central questions: “What business should we be in?” and “How should we 

compete?” 

 

Because competition from rival firms is the dominant feature of the business environment of most enterprises, 

we will be particularly concerned with the latter question. A major part of the course will explore how a firm 

can establish a sustainable advantage within its chosen area of business. 

 

Our perspective is that of the general manager. The general manager may be a corporate president, a 

divisional chief executive, the head of an operating unit, or an owner-proprietor. However, this course is not 

only relevant to future general managers. An appreciation of the organisation’s overall strategy is essential for 

functional specialists if they are successfully to co-ordinate their activities with the overall needs of the 
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business. 

 

The approach of the course is practical and problem-oriented. The major part of the course will involve 

applying concepts, analytic frameworks, and intuition to the strategic issues which real-world companies face. 

Most of the theory and concepts uses will be drawn from other disciplines, especially economics, finance, 

accounting, marketing and organisation theory.  

 

Context of the Course 

 

Most industrial activity in developed countries is carried out by large corporations which compete in more than 

one market. Due to the dominant role these firms play in economic activity, it is likely that most students, 

regardless of their chosen career paths, will at some point either work for, or compete with a multibusiness 

corporation. 

 

The nature of these large corporations has undergone enormous change in the last thirty years, affecting both 

their scope and their structure. The merger and acquisition booms of the sixties and eighties extended the 

scope of existing multibusiness corporations. More recently, capital market pressures forced every 

corporation to reassess its portfolio of businesses, level of overhead, and the way it co-ordinates and controls 

its multibusiness activities. New forms of corporate organisation, such as the LBO partnerships of the 

eighties, provoked a debate about the efficacy of corporate hierarchies. In addition, new institutional 

arrangements, such as joint ventures, alliances and franchising have come to prominence. 

 

In response, normative prescriptions for corporate strategy have been as varied as the challenges 

multibusiness corporations have faced. From an emphasis on financial performance and EPS growth in the 

sixties, through managing the corporation as a ‘portfolio’ of SBUs, and searching for ‘synergy’ between 

business units in the seventies, to the emphasis on ‘free cash flow’ and its corollary ‘shareholder value 

analysis’ in the eighties, recommendations, such as the strident call to break up corporate organisations or 

‘stick to the knitting’, have pulled CEOs in many conflicting directions. Not surprisingly, only a few 

corporations have made it throughout the last thirty years intact. Of the Fortune 500 in 1950, only 262 firms 

were still on the list in 1980 in US. 

 

The challenges for business level managers inside the multibusiness corporation have been correspondingly 

daunting. Competition in the product market from international adversaries and entrepreneurial firms has 

increased, forcing them to renew their businesses’ competitiveness and transform their organisational 

cultures and capabilities. The performance criteria by which they are evaluated have also changed, moving 

from ROI to cash flow or shareholder value. Simultaneously they have had to adjust to the changing 

relationship with their corporate centre and sister divisions. In may cases they have even faced uncertainty as 

to whether their business units would be retained by the corporation. 

 

Perhaps surprisingly, even the smallest single business companies face many of the same issues that 

challenge their larger brethren. The entrepreneur starting out his or her new enterprise, for example, has to 

decide on boundaries to the set of activities the company will undertake. Should it manufacture or purchase 
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its inputs? Should it market one or several products? Should it franchise the firms’s concept? These 

questions address what has been a central concern of economics since Adam Smith and what is the primary 

motivation for the course – to determine the appropriate scope of the firm. 

 

The intent of the Corporate Strategy course is to introduce students to the issues and the analytical 

arguments behind these concerns. In studying a range of firms, from start-up companies to global market 

leaders, the course builds on the tools introduced in the first year of MBA programe. It also draws heavily on 

recent advances in economics, notably industrial organisation, financial economics and organisational 

economics. The course is designed to focus on the essential issues and problems of corporate strategy as 

perceived by managers. 

 

Key Questions 

 

Starting from the initial premise that competition occurs at the level of the business unit, and that value must 

therefore ultimately be created at the business unit level, the framework seeks to address three fundamental 

issues: 

 

• How does a corporation create economic value through its multimarket activity? 

• How must the corporation be structured and managed to realize the benefits of its multimarket 

activity? 

• Why should those activities be undertaken inside the corporation, rather than accessed through 

contracts, joint ventures or other institutional arrangement? 
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companies in Japan." , Working paper, 49: Manchester Business School & Ashridge Strategic Management 

Centre, 1990. 
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Business Review , no. July-August (1995): 118-128. 

 

Collis, David J., and Cynthia A. Montgomery. Corporate Strategy: Resources and the Scope of the Firm. 

Chicago: Irwin, 1997. 

 

Collis, David J., and Cynthia A. Montgomery. "Creating corporate advantage." Harvard Business Review , no. 
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May-June (1998): 71-83. 

 

Goold, Michael, and Andrew Campbell. "Managing diversity: strategy and control in diversified British 

companies." Long  Range Planning 20, no. 5 (1987a): 42-52. 

 

Goold, Michael, and Andrew Campbell. "Many best ways to make strategy." Harvard Business Review , no. 

November-December (1987b): 70-76. 

 

Goold, Michael, and Andrew Campbell. Strategies and Styles: The Role of the Centre in Managing Diversified 

Corporations. Oxford: Basil Blackwell, 1987c. 

 

Goold, Michael, Andrew Campbell, and Marcus Alexander. Corporate-Level Strategy: Creating Value in the 

Multibusiness Company. New York: John Wiley, 1994. 

 

Goold, Michael, and Kathleen Sommers Luchs, eds. Managing the Multi-Business Company: Strategic issues 

for diversified groups. London: Routledge, 1996. 

 

Goold M, Campbell A. 2002. Do You Have a Well-Designed Organization? Harvard Business Review(March): 

5-12 

 

Haspeslagh, Philippe. "Portfolio planning: uses and limits." Harvard Business Review , no. January-February 

(1982): 58-73. 

 

Penrose, Edith T. The Theory of the Growth of the Firm. Second ed. Oxford: Basil Blackwell, 1980. 

 

Rumelt, Richard P. Strategy, Structure, and Economic Performance. Boston, MA: Harvard Business School 

Press, 1974. 

 

Teece, David J. "Economies of scope and the scope of the enterprise." Journal of Economic Behaviour and 

Organisation 1 (1980): 223-247. 
Assessment: The assessment will be based on: 

 

1. class participation (70%) 

2. group report on a company (30%) 

In addition, occasional and unannounced quizzes may take place. 
Prerequisite: Preferably the basic knowledge of Porter Model, financial accounting, human resource 

management, organizational behavior, etc., but the lack of such knowledge would not impede you from taking 

this course, since I will give you necessary knowledge case by case. 

Textbook(s) Required: 
 
Reference books/Journal Articles:  
Grant, R. M. (2007). Contemporary Strategy Analysis (8th ed.). Oxford: John Wiley & 
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Sons. 

 

ロバート・M・グラント. (2008). 現代戦略分析 (加瀬公夫, Trans.). 東京: 中央経済社. 

 

Collis, David J., and Cynthia A. Montgomery. Corporate Strategy: Resources and the 

Scope of the Firm. Chicago: Irwin, 1997. 

 

The following text book will be used as side reading. 

 

Goold, Michael, Andrew Campbell, and Marcus Alexander. Corporate-Level Strategy: 

Creating Value in the Multibusiness Company. New York: John Wiley, 1994. 

 

Campbell, A., Whitehead, J., Alexander, M., and Goold, M. (2014). Strategy for the 

Corporate Level: Where to Invest, What to Cut Back and How to Grow Organisations 

with Multiple Divisions. San Francisco, CA: Jossey-Bass. 

 

Other reading materials will be provided as the course progresses. They are listed in the 

Selected Bibliography.  
Class Outline Session Theme/Case Readings/Study questions 

1 I.INTRODUCTION 

Issues in Corporate 

Strategy 

Rentokil (A) Ashridge case 

2 History of Corporate 

Strategic Planning 

Portfolio Planning at Ciba-Geigy (Collis & Montgomery, 

1997) 

3 II. Resource 

Identification 

The Walt Disney Company (A) (Collis & Montgomery, 

1997) TO BE PROVIDED BY KK BEFOREHAND. 

4 Resource Leveraging SOBOCE – TO BE PROVIDED BY KK 

5 Managerial Skills as a 

Corporate Resource 

Berkshire Partners (Collis & Montgomery, 1997) 

6 Creating Corporate 

Resources 

Newell (Collis & Montgomery, 1997) 

7 III Economies of 

Scope 

Masco Corp. (A) (Collis & Montgomery, 1997) 

8 Choosing Scope Asahi Glass Company (Collis & Montgomery, 1997) 

9 Restructuring Scope Birdseye – TO BE PROVIDED BY KK 

10 IV Managing 

Diversification: 

Corporate-level 

strategy vs. 

Business-level 

strategy 

Goold, Campbell and Alexander, “Corporate-Level 

Strategy”, (Chaps 1 to 4) 

Grand Met (Ashridge case) 

11 Parenting Opportunity Reading: Campbell, Goold and Alexander, “Corporate 
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Analysis strategy: the quest for parenting advantage”  

Granada (Ashridge case) 

12 Parenting 

Characteristics 

Analysis 

Goold, Campbell and Alexander, “Corporate-Level 

Strategy” (Chaps 12 and 13) 

Banc One Corp., 1989 (Collis & Montgomery, 1997) 

13 Parenting Advantage 

Statements 

TO BE DECIDED. 

14 V CONTRACTUAL 

BOUNDARY 

Appropriability and 

Profits 

VisiCorp (Collis & Montgomery, 1997) 

15 Vertical Integration: 

Transaction Costs 

Cooper Industries (Collis & Montgomery, 1997) 

16 Franchising: Agency 

Costs 

Habitat for Humanity (Collis & Montgomery, 1997) 

17 Long-term 

Relationships 

TO BE DECIDED 

18 VI SUMMARY 

Crafting a Corporate 

Strategy 

Dr Richner 

19 Evaluating a 

Corporate Strategy 

Beatrice Companies in 1985 (Collis & Montgomery, 1997) 

or Uesugi Pharmaceutical 

20   

Others (if any)  
 

 


