


Part A
 A Singapore Airlines case study
Introduction
When you run a large organization, you are likely to have a large number of employees. The Singapore Airlines Group has more than 29,000 employees. This large workforce comprises a diverse mix of people who bring a range of skills, attributes and personalities to the workplace. They are employed in the Group’s home base in Singapore and in as many as 80 diverse locations, all around the world.  
Organizational systems
In the most efficient organizations, all employees should know and understand their role and how it fits into the work of the organization as a whole. They will also want to do the best that they can, not only in the interests of the organization that employs them, but also in their own interest. With such a large and diverse group of employees operating in widely differing working environments, giving each of them a sense of belonging to a community with a common goal is a huge organizational undertaking. 
Modern organizations like the Singapore Airlines Group need a structure that enables people to work and deal with one another in a coordinated and co-operative way as they work towards the goals of the business. An organization’s hierarchy helps to distinguish between the levels of post as well as the layers of authority and responsibility attached to each post.
Dividing up an organization
A very small business does not really need a formal structure and is unlikely to have one. As it grows, however, some sort of formal structure will be required. As it grows even larger, its ability to construct a proper organizational structure may well determine its fate. Differentiation is the process by which certain activities or parts of an organization are grouped and then assigned to managers and other staff. How this is done depends upon a range of issues related to each organization. Ideally, the chosen structure will:
· include every part of the organization
· relate each part to every other part
· show where the authority and responsibility of different individuals and their departments lie
· enable everyone within the organization to assess their roles and status.
There are five main methods of grouping different parts of an organization.
These are by:  Function - Dividing the organization into broad sectors that reflect the specialism or function of each sector. Product - Basing the structure around products, with a different division for each type of product. Process - Creating a structure that mirrors the particular steps or phases of the production process. Geographical area - Relating parts of an organization to the activities they provide for each geographical region. Matrix - Setting up a mix of the above methods.
Running a service business
[bookmark: _Hlk36713356]Airlines operate in a competitive environment. A key area of competition for them is the quality of customer service. Customer service helps to distinguish one airline from another, and to give one an advantage over the other. In order to provide the type of service that customers want; airlines need to be flexible. They must allow employees scope to make decisions that consider changing circumstances in a variety of environments. It is mainly for this reason that Singapore Airlines gives considerable autonomy to each part of the organization.

Questions (8 Marks)
Use the course materials to support your discussion about:
· The type of culture
· The business strategy
In Singapore Airlines (400 words).












Part B
The Rise and Fall of Nokia in Mobile Phones
Nokia emerged from Finland to lead the mobile phone revolution. It rapidly grew to have one of the most recognisable and valuable brands in the world. At its height Nokia commanded a global market share in mobile phones of over 40 percent. While its journey to the top was swift, its decline was equally so, culminating in the sale of its mobile phone business to Microsoft in 2013.
With a young, united and energetic leadership team at the helm, Nokia’s early success was primarily the result of visionary and courageous management choices that leveraged the firm’s innovative technologies as digitalisation and deregulation of telecom networks quickly spread across Europe. But in the mid-1990s, the near collapse of its supply chain meant Nokia was on the precipice of being a victim of its success. In response, disciplined systems and processes were put in place, which enabled Nokia to become extremely efficient and further scale up production and sales much faster than its competitors.
Between 1996 and 2000, the headcount at Nokia Mobile Phones (NMP) increased 150 percent to 27,353, while revenues over the period were up 503 percent. This rapid growth came at a cost. And that cost was that managers at Nokia’s main development centres found themselves under ever increasing short-term performance pressure and were unable to dedicate time and resources to innovation. While the core business focused on incremental improvements, Nokia’s relatively small data group took up the innovation mantle. In 1996, it launched the world’s first smartphone, the Communicator, and was also responsible for Nokia’s first camera phone in 2001 and its second-generation smartphone, the innovative 7650.  Nokia’s leaders were aware of the importance of finding what they called a “third leg” – a new growth area to complement the hugely successful mobile phone and network businesses. Their efforts began in 1995 with the New Venture Board but this failed to gain traction as the core businesses ran their own venturing activities and executives were too absorbed with managing growth in existing areas to focus on finding new growth. 
Corporate culture is one of the strategic and competitive advantages of Nokia. “Connecting people” is the catch phrase which means the physical facilities of the company. Nokia buildings hold the strong corporate image. Nokia has four main values and principles at his heart of its corporate philosophy: customer satisfaction, respect for individuals, achievement and continuous learning. However, there are some basic differences between organisational culture and national culture. These are: leadership style, organisational policies and procedures, organisational and operational structure, recruitment and selection procedures and measuring the performance of the employees and reward systems, global team and leadership development. 
Between 2001 and 2005, a number of decisions were made to attempt to rekindle Nokia’s earlier drive and energy but, far from reinvigorating Nokia, they actually set up the beginning of the decline. Key amongst these decisions was the reallocation of important leadership roles and the poorly implemented 2004 reorganization into a matrix structure. This led to the departure of vital members of the executive team, which led to the deterioration of strategic thinking. By this stage, Nokia was trapped by a reliance on its unwieldy operating system called Symbian. While Symbian had given Nokia an early advantage, it was a device-centric system in what was becoming a platform- and application-centric world. To make matters worse, Symbian exacerbated delays in new phone launches as whole new sets of code had to be developed and tested for each phone model. By 2009, Nokia was using 57 different and incompatible versions of its operating system. 
At the same time, the importance of application ecosystems was becoming apparent, but as dominant industry leader Nokia lacked the skills, and inclination to engage with this new way of working. By 2010, the limitations of Symbian had become painfully obvious and it was clear Nokia had missed the shift toward apps pioneered by Apple. Not only did Nokia’s strategic options seem limited, but none were particularly attractive. In the mobile phone market, Nokia had become a sitting drop to growing competitive forces and accelerating market changes. The game was lost, and it was left to a new CEO Stephen Elop and new Chairman Risto Siilasmaa to draw from the lessons and successfully disengage Nokia from mobile phones to refocus the company on its other core business, network infrastructure equipment. 

[bookmark: _Hlk36689057]Questions (8 Marks)
Q1. Discuss the main competitive advantages used by Nokia?
Q2. How Nokia lost its position to another competitors?
Total: (500 words). 








Part C 
 In about 150 – 200 words, write an essay analyzing the below case study using the SWOT framework. You are required to identify 2 strengths, 1 weakness, 2 opportunities, and 1 threat. Then to write an analytical essay for the case study.  (10 Marks)

 
The Sweet Dreams Motel – Far North Queensland
The Sweet Dreams Motel is a 40-unit, no-frills operation in the less scenic part of a major Queensland resort town.  The owner, Mr. Smith, firmly believes that there is a need for his style of low-cost family accommodation amid the luxury and beauty of the area.  His rooms are large, family-style rooms (there is no television, for example).  Although there is plenty of room for future expansion, the grounds are fairly bear with a bit of landscaping, but mostly grass.
Mr. Smith can serve breakfast to the rooms and provides tea-making facilities.  There are now a lot of good restaurants and take-away in the area.  Mr. Smith’s prices are less than half of what similar motels charge and only a fraction of what the big five-star properties are charging.  And, really, he isn’t all that far away from the beach, shops and other attractions.
The problem is occupancy.  He has some regulars who come every holiday period (and have been doing so for the four years he has owned the property).  Overall, occupancy is about 50% year round and he knows from the local tourist office that the other properties average around 68% occupancy year round.  New developments could mean trouble.  This lack of occupancy can be quite frustrating for Mr. Smith.  Cars pull in, drive around the parking areas, then drive away.
Currently Mr. Smith does very little advertising in local district guides and the holiday papers, mainly because he really thinks word-of-mouth is the best form of advertising.  He is a member of the local tourist committee, but too busy to go to meetings.  However, he does receive the local statistics and knows the average stay in the area is 3.8 nights, and that local families and couples and increasingly overseas visitors are his potential customers. He’s not desperate yet, but he’s getting worried and disillusioned. He thought he would be overrun with guests, but that hasn’t happened.
 











[bookmark: _Hlk36904920]Part D 

Read carefully the below problem text and write the following proposal sections in paragraph format. (7 Marks)
a. Analysis of the problem 
b. The reasons
c. Proposed solutions and benefits 
Woodford Home Care & Support Services
Woodford Home Care & Support Services, based in the West Midlands, provides personalized services to enable older people, as well as adults with a range of illnesses and disabilities, to remain at home safely and confidently. They had difficulty in attracting sufficient numbers of high ability staff and to meet customer needs. HR conducted a comparative survey of the rates of pay offered by other competitors, which indicates that Woodford Home Care rates of pay per hour for careers are lower than the rates offered by other home care providers. Current evening shift patterns (11 p.m.–4 a.m.) are not family-friendly.  The majority of the staff need to use taxis to return to the city as public transport does not run from our site until 6 a.m. The cost of taxis in the area is high.  Some staff are worried about their personal safety when travelling at night.  Woodford Home Care don`t offer any staff training. 













[bookmark: _GoBack]Part E 

Read the extract carefully and apply the problem-solution pattern of analysis to it. 
Process Reengineering at IBM Credit 
IBM Credit finances the computers, software and services sold by IBM Corporation. The company is considered one of the world's most profitable publicly- traded companies. Processing a finance application usually took between six days and two weeks. The application wound its way from the credit department to the pricing department, to an administrator who wrote out a formal quote letter. When IBM Credit realized that processing an application actually took only about 90-minutes, and the rest of the normal processing time was spent with the application sitting on a pile on a specialist’s desk waiting to be looked at, they decided to reengineer the entire process. Here’s what IBM Credit did: The four specialists who previously processed the application were replaced by a generalist called the deal structurer, who processed the application from start to end using templates on a new computer system which provided all the data and tools each specialist commonly used. The results of the reengineering program were: Turnaround time was reduced from a typical 7 days to 4 hours. Without any increase in staff numbers, IBM Credit has been able to achieve a hundred-fold improvement in productivity. It can now handle 100 times the number of credit applications that were handled before reengineering was undertaken. Source: ( Adapted from Grant 2008)








a) What is the starting situation?
IBM Credit finances the computers, software and services sold by IBM Corporation 

     




Questions: (7 Marks) 

a) What is the starting situation?
 b) What is the problem?
c) What is the underlying cause of the problem?
d) What solution has been proposed?
e) How successful is the solution?
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