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Business Management & Strategy- Summary  

  

Business Management and Strategy is about developing, contributing to and supporting your organization's 

mission, vision, values and strategic goals. It provides the direction that enables an organization to achieve its 

long- term objectives. 

 

Strategic Planning is a process that helps an organization focus on how to succeed in the future by evaluating 

the organization’s current status, where it would like to be, and how to get there. It also integrates the goals of 

the major business functions (financial, accounting, business development, marketing, sales, operations, IT, HR) 

to achieve success 

Simply Put: It’s a complete look at how to position an organization for future success  

 

Further Explained: Strategic Planning is imperative as it does the following:   

● develop and maintain a competitive advantage 

● ensures the stakeholders can contribute, understand and support vision/strategy 

● leaders are taught to recognize challenges and problems and how to solve 

●  encourages forward thinking and clarifies individual responsibilities  

● Better allocation of time/resources, increases profitability, and fosters a proactive rather than reactive 

culture. 

 

 

As an HR professional, it’s important for you to know that strategy can be done in these four steps:  

 

STEP 1: Strategy Formulation 

STEP 2: Strategy Development 

STEP 3: Strategy Implementation 

STEP 4: Strategy Evaluation 

 

 

STEP 1: Strategy Formulation: 

● Mission/ Vision/ Values- What are they?  

 

Mission statement - Tons of detailed explanations on the elements of a mission statement. Simply put, the 

mission statement should detail why your organization exists. EX: Google Mission Statement: to organize the 

world information and make it universally accessible and useful.   

 

Vision statement - Like the mission statement, many detailed explanations, but simply put- your vision 

statement should describe the future of the company as a successful organization. EX: Google Vision Statement: 

to provide access to the world's information in just one click.  
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Further Explained: You should be able to visualize vision statements. If it describes the future, what would the 

company look like in 10-20 years from now? 

  

Values: The values describe what is important to an organization and often dictates employee behavior; heart 

of culture of an organization (Ex: we value a supportive, open work atmosphere that promotes teamwork and 

creativity) 

 

Phase 2: Strategy Development 

● Environmental Scanning  

● SWOT Analysis  

 

SWOT Analysis- seeks to characterize internal/external forces that affect performance of an organization  

 

S- Strengths  

W- Weaknesses  

O- Opportunities  

T- Threats  

 

S/W - Typically relate to things internal to your organization. While scanning the internal environment, you may 

look at things like the following:  

● Skills inventory  

● Staffing  

● Business needs  

● HR resources  

O/T- Typically relate to things external to your organization. While scanning the external environment, you may 

look at things like the following:  

● Social issues (immigration)  

● Economic issues (inflation, wage debates, minimum wage increases)  

● Technology advances (artificial intelligence)  

 

 

Strategic Plan focuses on external threats/risks that are likely to have a major impact on organization.  Less likely 

threats are not addresses in strategic plan but in organizations risk management plan (aka contingency plan) - 

developing and using strategies to minimize an organization's exposure to liability to respond to threats such as 

pandemics, terrorism, and natural disaster. 

Developing long term objectives requires identification of strategies.  Strategies composed at three levels: 
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1. Organizational strategy - what business and markets will we compete, what is our direction (are we 

oriented toward growth, stability, retrenchment/turnaround).  Growth may involve an expansion strategy 

such as adding new products, stability may involve maintaining the level of operations or a very slow 

growth rate either as  a pause to make corrections or to serve customers where there is less potential for 

innovation, retrenchment/turnaround may involve reducing size or diversity of operations.  Ex: Increase 

Sales 

2. Business unit strategy - specific subunit; decisions at this level focus on the best way for the organization 

to compete in the specific market identified in the organizational strategy. Ex: Geothermal 

3. Functional strategy - each department/functions business plan transposes the organization’s strategic 

objective into function objectives to support strategic objectives. 

 

Phase 3: Strategy Implementation 

● short term objectives are established (6mo-1yr {required to achieve long term) 

● action plans to achieve objectives are developed - detailed steps required in order to achieve short-term 

objectives 

● resources are allocated to work toward objectives - financial, physical, human and technological resources 

exist 

● Focus on motivating employees to manage the plan - ensure reasons behind strategy understood, 

communicate long/short term goals, provide employees with tools needed to accomplish tasks, model 

commitment and enthusiasm, remain sensitive to employee’s emotional reactions. 

 

 

SMART GOALS - specific, measurable, attainable, realistic, and timely = effective objectives 

 

 

Phase 4: Strategy Evaluation 

● Strategies are reviewed (evaluations should be timed and part of the process). Previously identified 

SWOT should be the focus and not whether they change but how they will change. 

● Performance toward objectives is measured - have assets increased, have expenses decreased, has 

profitability increased, have sales increased, have productivity levels increased, have profit margins 

increased, has the ROI ratio increased? 

● corrective action is taken - do we alter strategies or wait for desired results; taking corrective action 

requires making changes in order to reposition an organization's strategies based on changes in SWOT. 

Ex: establish new objectives, allocate resources differently, develop new performance incentives 

 

Emergent Strategy: when an organization adjusts strategy outside of normal phases (for example discovery of 

new products) 

http://www.hrdefined.com/


 

www.hrdefined.com  

These notes are intended to be used in conjunction with your study efforts. Property of HR Defined, LLC. Not 

to be distributed. Business Management  

 

3 

 

 

To understand an organization's internal Environment HR must: 

● be aware of the role of each function in org, the functions goals and how they can support each other 

● how the organization has structured itself for implementing strategic plan 

 

 

The Financials  

 

● Financial Statements - formal record of an orgs financial activities  

● balance sheet 

● income statement 

● statement of cash flow 

 

Balance Sheet: statement of orgs financial position at a particular point in time. SNAPSHOT  

 

Further Explained:  

● assets: what an organization owns (tangible or intangible {does not include human capital) and also 

includes investments company has made (i.e. purchase of income bearing instruments) and what is 

owed to the organization (also known as accounts receivables) 

○ tangible includes cash, inventory of finished products/materials, property or equipment 

○ intangible includes copyrights, patents, software, proprietary knowledge 

 

 

● Liabilities: what an org owes (rent, loans, notes, wages, benefits that have been earned but not paid, 

reserves set aside to cover potential liability, unpaid fines or legal judgements, tax debt, and accounts 

payable. 

 

● Accounts payable: money organization owes its suppliers or vendors (materials, utilities, advertising, 

etc.) 

 

● equity: what is left of a company’s assets after its liabilities have been discharged (which also includes 

profits that have not been distributed to investors as dividends but have been retained by the company, 

for reinvestment to grow the company) 
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Income Statement: compares revenues, expenses, and profits over a specific period of time (usually one year or 

quarter); provides “bottom line” look at how organization is performing 

 

● Revenues - Expenses = Net Income 

 

Gross Profit Margin: compares gross profit margin with sales  

● (gross profit / net sales = gross profit margin) 

● tells you how much of each sales dollar you can expect to cover operating expenses and 

generate profit 

 

Net Profit Margin: calculated by dividing net pretax income by net sales (net income/net sales = net profit 

margin); after taxes 

 

 

 Cash Flow Statement: Illustrates the effect of all organization activities - that both consume value (production, 

administration) and produce value (sales, investments) on how much cash or cash equivalents the org has on 

hand; shows how money is flowing into and out of the organization (operations, investing, financing) over a 

defined period of time.  Data for cash flow statement comes from income statement and balance sheet. 

 

 

Financial Metrics 

 

Cost benefit analysis  

Attempt to measure the financial value of action by using standard units of 

Comparison to show the ratio of the value of an investment to its cost.  Often used to 

Compare alternative actions to implement a plan with the most value.  This can be 

Used proactively or retroactively. This method can be used to support budget 

Requests, defend against possible budget cuts, compete for limited resources, or 

Provide accountability to an organization.  This can be used for tangible and 

Intangible items. 

 

 

Cost-benefit analysis steps: 

1. Define objectives - desired cost-benefit ratio 

2. define value and costs - identify all areas of potential value and costs 

3. analyze data - convert all cost factors/values into equivalent monetary units; compare scenarios, 

including taking no action 
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4. report analysis findings - account for non-monetary values/costs and recommend action based on 

analysis 

 

HR and Cost-benefit analysis-a cost benefit analysis should be completed for all HR programs on a regular 

basis (1x a year): 

1. identify each program in HR 

2. evaluate the effectiveness of each program (cost, relevance to strategic objectives, willingness for 

leaders to execute, and economic risks) 

3. prioritize all programs accordingly and allocate staff resources 

 

Return on Investment (ROI) - focuses on fewer and more tangible costs and results; shows the efficiency in 

which org uses resources available for investment.  Helps orgs determine if initiative has yielded or will 

yield enough value to be worthwhile. Can also be used proactively/predictively or retroactively.  **Net 

benefits/cost of action x 100 ROI = Value received from an investment - cost of the investment   x 100. 

Value received from an investment - cost of the investment = net benefits 

 

 

Management Functions  

 

To fulfill strategic role we must understand basic business management skills necessary to perform key 

management functions: 

1. Planning- studying the future and arranging the means for dealing with it, which encompasses 

forecasting, setting goals, and determining actions.  

a. EX: Forecasting for your future labor strategy. Do you have the right people, in the right jobs at 

the right time?  

2. Organizing - designing a structure to assist in goal accomplishment that effectively relates human and 

non-human resources to tasks of the enterprise  

a. EX: If the answer is no, then you must start designing a recruiting plan. Do you have the 

resources in place to handle the recruiting volume needed? Where will you find the talent? 

3. Directing - engaging in those activities that ensure effective operation, including leadership motivation 

and employee action toward goals  

a. EX: You start sourcing talent to fill your recruiting needs. Scheduling and Conducting Interviews. 

Making offers.  

4. Controlling - ensuring that everything is carried out according to plan (measuring recruiting efforts and 

effectiveness) 
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a. EX: Providing surveys to your clients (which could be hiring managers and candidates). Evaluating 

how effective were your efforts. You make look at things like new hire surveys, manager 

satisfaction surveys, time to fill numbers, etc.  

 

Managing Change 

Change management addresses the human challenges that all organizations face: supporting employees of the 

organization to let go of the past and accept the new.  

● HRs participation in strategic planning allows us to have an impact on change initiatives and working 

proactively with managers and other employee facing personnel  

 

Role of HR during change- HR can play key role in helping employees adapt to change by considering the 

following:  

● Showing commitment to the new changes  

● Involving employees in change process. They are more likely to accept and will be key in helping others 

to adapt  

● Making top management and their support of the changes visible 

● Communicating a clear and consistent message to employees  

● Using peer/group influence to support change 

● Anticipating resistance and proactively preparing for it  

5 common imperatives for change management: 

1. Create awareness of the need for change (example wellness programs only work when associates know 

why healthcare costs are rising) 

2. Create a vision of where you want to go- the future should be concrete and imaginable for employees to 

see (i.e. HR describes positive effects of a healthy lifestyle) 

3. Facilitate change - obstacles need to be removed, leaders on board, employee expectations set, and 

programs for counseling/coaching should be in place to support desired behaviors (healthier food in the 

cafeteria, managers encouraged to set a good example, exercising employees featured in organizations 

newsletters) 

4. Motivate employees - celebrate short-term wins with “pats on the back” (rewards and tickets) 

5. Incorporate the change into the organization's culture and structures - reinforce the change as being part 

of the organization (building amenities, weight loss campaigns on annual calendar) 

 

Organizational Design 

Knowing where an org is in its development will tell us much about the challenges it will face. It can help us with 

forecasting. It can also help us tweak, enhance or change or strategy as needed.  
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Phase 1: Introduction 

● relies on high energy & creativity 

● leadership attempting to develop products/services/markets 

● HR may need to use experienced staff (increasing comp expenses to recruit talented individuals) or they 

may recruit locally and offer high involvement or equity/stock in company in return for cases that are 

less than competitive 

● basic policies are set 

● Challenge = leadership 

● Need = Creativity 

 

Phase 2: Growth 

● change and expansion in terms of facilities, marketing, and people to keep up with demand for 

products; often accompanied by backlogs and scheduling problems while organization adjusts to 

increasing demand 

● policies & procedures should begin to be formalized be structure will be needed during this time 

● increase in recruitment and staffing 

● leadership attempts to sustain morale and motivation while building a team 

● Challenge- Delegation 

● Need-Clear direction 

 

Phase 3- Maturity 

● Scheduling problems resolved, and staffing/organization cultures begin to stabilize 

● policies, procedures, and rules are formalized and communicated to employees 

● org may introduce additional products or services and demand for various products may fluctuate 

● training gains added emphasis in phase to maintain flexibility and skills of workforce and improve 

productivity 

● labor cost control becomes a factor 

● Challenge - bureaucracy 

● Need - Formal Systems 

 

Phase 4- Decline 

● org becomes entrenched in rules and policies and leadership becomes resistant to change 

● if org is in decline they will often employ a series of efforts to turn the tide; if they cannot the org will 

reduce workforce 

● Challenge - change resistance 

● Need - streamline decision making, flexibility, small company thinking 

http://www.hrdefined.com/
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Organizational Structure - a way to align and related the parts of an organization to get the most performance 

and synergy from all functions: 

 

Work Specialization: sometimes called a division of labor, refers to the degree to which an organization 

divides individual tasks into separate jobs. 

● Pros- more efficient and may generate higher rates of productivity. 

● Cons - leads to employee dissatisfaction, higher rates of absenteeism and lower levels of qualify 

● Solutions - allowing an associate to change tasks or see the product from start to finish 

 

Departmentalization: way an organization groups jobs so that work can be coordinated; in general tasks 

should be divided into separate duties which similar people and resources grouped together.  The three 

common ways to departmentalize are: 

● Functional 

● Divisional 

● Matrix 

 

Functional Structure - departments are defined by what services they contribute to the organization’s overall 

mission, such as marketing and sales, operations, and HR.  We can expect the following tendencies to emerge 

over time: 

● emphasis on quality from a technical standpoint 

● rigidity in regard to change 

● difficulty in coordinating the actions of different functional areas, especially if the organization must 

continually adjust to external conditions 

 

-Line Units - work groups that conduct the major business of the organization (production or marketing 

functions) 

 

- Staff Units - assist the line units by providing specialized services and support for the organization 

(accounting or HR; contributions to bottom line results are less direct). 

 

- Advantages of functional structure: encourages communication within functions, employees become 

specialized in their product, additional internal career paths are established 

 

-  Disadvantages of functional structure: can discourage or slow down communication btw functions, 

focus can sometimes be too narrow, sometimes disregards broader organization considerations. 
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Divisional Structure: more decentralized be divisions are separated based on product, customer or market, or 

region.  For example all resources necessary to manufacture and sell a product are placed in one operating unit.  

This approach is popular in larger organizations where the org would benefit from local authority and 

accountability. 

● HR would most likely report to general manager with dotted line to crop HR staff. 

● Can expect the following tendencies to occur: 

● emphasis on flexibility and adaptability to needs of external units 

● lag in technical quality of produces due to functionality structured competitors 

● difficulty in coordination across divisions, especially where divisions must work closely with or sell to each 

other 

 

● Advantages of divisional structure: communication and coordination within a division are increased, 

employees become specialized and may become more involved in division objectives 

 

● Disadvantages of divisional structure: can miss seeing improvement in other areas, isolates employees 

from colleagues in similar Ares of expertise, loss of economics of scale since functions are duplicated in 

each division. 

 

Matrix Structure: combines departmentalization by division and function to gain the benefits of both. Creates a 

dual rather than singular chain of command.   For example some employees report to two managers rather 

than 1 with neither assuming a superior role. 

 

Advantages of matrix organization - combines strengths of both functional and visional departmentalization, 

blends technical and market emphasis, develops managers who are comfortable with technical and marketing 

issues 

 

Disadvantages of matrix organization - can be expensive and difficult to explain to employees, may result in 

conflicting priorities when individuals have more than 1 Supervisor 

 

Chain of command - refers to line of authority within organization.  Authority referring to scope of 

responsibilities that define the area in which the manager or supervisor is empowered to make decisions.  

Today the chain of command is growing less distinct as decision making is being pushed downward. 

Span of Control - refers to the number of individuals who report to a supervisor 
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● flat organizations - where many subordinates refer to few supervisors; work when employees are skilled 

and require little supervision or when tasks and managerial responsibilities are relatively simple 

● wide span of control - desire for subordinates to communicate directly with their ultimate supervisor or 

decision maker; too large span of control can slow down organization and make it hard to make 

decisions; however, makes it easier communicate effectively 

● Narrower spans of control create a more hierarchical structure (tall organization).  They are complex and 

used when more supervision is required (tasks are complex or subordinates are poorly trained or 

inexperienced); however they can be expensive and it can take time for decisions to reach the bottom.  

Advantages are offer opportunities for advancement and make the job of manager easier.  Tall 

organizations are more bureaucratic than flat organizations. 

 

Centralization - degree to which decision- making authority is restricted to higher levels of management.  

Recommended when: 

-operating units have conflicting goals and strategies 

-Organization -level decisions provided needed economy of scale and or uniform policy 

-there is frequent need for contractual negotiations with external agents 

 

Decentralization - degree to which decision making authority is given to lower levels of hierarchy.  Lean, flat 

structure.  Recommended when: 

-tasks are unique to operating unit’s product and market 

-operating units rarely need to collaborate 

-the operating unit’s employees perform organizational tasks competently 

-conflicting strategies, uncertainty, and complexity exist, requiring local adaptability and decision making 

 

Overall, greater decentralization provides higher employee satisfaction and quicker responses to problems.  It 

also assists on the job training for higher-level positions. 

 

Formalization - logical extension of a centralized organization.  Employees are expected to follow policy and 

procedure and have little discretion over how work is performed. May be good when uniformity is imperative- 

example compliance is important.  This kind of environment can restrict employee’s abilities to respond to 

unusual situations or customer needs and stifle creativity. 
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Planning Tools 

1. Gantt Charts, aka horizontal bar chart, milestone chart, or activity chart, which graphically displays 

activities of a project in sequential order and plots them against time.  To complete a Gantt chart you 

must know the steps required, anticipated sequence and duration.  Each activity represents the amount 

of time required and not as they relate to one another.  The benefit is it supports ongoing awareness of 

how completion of subtasks impact the potential for successfully completing the schedule. 

 

2. PERT Charts (program evaluation and review technique): this tool is used to schedule, organize, and 

coordinate tasks within project.  The PERT chart is used for very large complex charts with a high degree of 

inter task dependency.  The chart includes circles that represent project milestones linked by arrows in 

sequential order. 

a. Tasks that must be completed in sequence are called the dependent or serial tasks (also referred 

to as the critical path) and it represents the shortest amount of time required to complete the 

project. 

b. The benefit for using the PERT method is that is allows users to identify the minimum length of 

time required to complete and which tasks can be delayed if resources need to be reallocated to 

catch up on critical tasks 

Leadership  

 

 

 

Types of Power  

 

● Position Power- Expect employees to follow because of position  

● Expert Power- Expect employees to follow because I am a subject matter expert  

● Coercive Power-  Expect Employees to follow or be punished  

● Reward Power- Expect employees to follow because they will get a reward  

● Personal Power- Expect employees to follow because they like the manager  

 

Quantitative analysis - based on numeric data that is analyzed with statistical methods - often used in 

compensation, benefits, and the employee survey analysis 

 

Descriptive Statistics - used to condense and summarize large quantities of data for quick understanding. 

Examples: 

-charts and graphs 

-Measures of central tendency - mean, mode, median (mode is number used most frequently) 

-Measures of variation - 
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 - range (highest score minus the lowest) 

 -  Percentile 

-   Standard deviation *indicator of variation around central tendency values (shows how much 

scores are spread out around mean/average; this should ideally be bell shaped and not extremely different) 

 

-measures of association-shows the extent to which two or more factors (variables) are related and the nature 

(direction of the relationship)-meant to indicate the dependence of two variables (income level & education) 

● scatter diagrams 

● correlation (+1 to 0 to -1) relationship town two variables 

● Regression analysis - used to predict a variable from one or more predictor variables.  its purpose is to 

determine whether a relationship exists between variables and the strength of the relationship 

 

Inferential Statistics- allows for forming a conclusion about a characteristic of a population by studying a sample 

taken from that population. 

 

-population: group of persons or objects or a complete set of observations or measurements about which one 

wishes to draw conclusions (employees in an organization, parts produced in a day, test scores for 8th graders) 

-Sample - conclusions based on part of population 

-Normal distribution - expected distribution given a random sampling across a large population 

 

Qualitative Statistics - based on research that supplies non-numeric data (interviews, open ended surveys, 

attitudes, opinions, and feelings). Used for depth rather than breadth of information. 

 

Quantitative good for how many or how much and qualitative good for motivations, feelings, values, attitudes, 

and perception of individuals or groups. 

 

 

 

 

HR Internationally  

*ILO - International Labor Organization - formulates labor standards that propose minimum standards for basic 

worker rights, including right to organize and collective bargaining.  US a member. 

 

-Trade agreements - 

GATT (General Agreement on Tariffs and Trade) established: 

1. international agreement setting rules for conducting international trade 

2. international organization to support the agreement (world trade organization) 
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NAFTA - North America Free Trade Agreement - designed to foster increased trade and investment btw Mexico, 

Canada, and US 

 

CAFTA - US, Costa Rica, Dominican Republic, El Salvador, Guatemala, Honduras, and Nicaragua 

 

HR & Legislation  

 

Law Making 

Step 1 - Referral to a committee 

Step 2 - Committee Action 

Step 3 - Subcommittee review 

Step 4 - Mark Up 

Step 5- Committee action to report a bill 

Step 6 - Publication of a written report 

Step 7 - Scheduling of floor action 

Step 8- Debate 

Step 9 - Voting 

Step 10- Referral to another Chamber 

Step 11- Conference Committee action 

Step 12 - Final Actions 

Step 13 - Override of veto 

 

Laws are made by legislature and rules are made by agencies (for example a law is passed to establish safe 

drinking water standards and then an agency is assigned to develop the list of contaminants and safe levels 

through rule making). 

 

 

HR & Ethics  

 

Ethical Issues 

-Privacy in the workplace - reference information (should only state, title, length of employment and ending 

pay, if asked for a reference responses should be stated with specific behaviors and not labels.  Polygraph tests 

are illegal.  Employers should know state laws surrounding surveillance (Taft Harley Act or Labor Management 

Relations Act). 

 

Electronic Communications Privacy Act (ECPA)- 
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-unlawful to intercept message or watch internet searches while they are in transmission only after they have 

been sent or been on the internet 

-employers should have an electronic communications policy 

-employers should only monitor emails in storage if they are on their own email server (they cannot monitor 

personal email) 

 

-Violence in workplace can include bullying, stalking, employee suicide.  To reduce employers should implement 

and test procedures (i.e. workplace lockdown), encourage communication of threats of violence, train 

supervisors to recognize triggers of violence and how to act appropriately, offer victims counseling.   

 

 

Corporate Social Responsibility  

 

 

The idea that corporations should be involved in programs that contribute to the well-being of its stakeholders, 

such as helping the poor, improving the environment, and contributing to charities. We care about CSR because 

being involved in the community is seen as taking care of our “neighbors”.  

 

Caux Round Table  

The Caux Round Table also provides Guidelines For Management and Employees based on the informing values 

for Caux Round Table principles and management guidelines: Human Dignity, Kyosei, and Stewardship. 

 The standard of Human Dignity encourages managers to support aspects of employee well-being that go 

beyond financial compensation.  

 The standard of Kyosei (a Japanese word that means “living and working together for the common 

good”) encourages managers and employees to recognize their shared responsibility to contribute to 

the organization’s success.  

 The standard of Stewardship encourages organizations to seek finance and market opportunities that 

promote social well-being.  

 

http://www.hrdefined.com/

