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Executive Summary

Worldwide many institutions, companies and organizations have an impact on peoples’ lives. These are known as visionary companies. Strategic planning along side a companies core ideology, clock building method, etc help the company gain recognition and respect.

A combination of four companies – Marriott, Cisco, Clearnet and Eaton are described in greater detail. Each company’s history, core ideology and clock building methods are described including the outcome of the company backed up with facts and examples. Answers to questions like where the company is today? What the company has done, is going to do, or what the company could have done differently are answered in this report.

Overall, Marriott is already a visionary company, Cisco is on it’s way to becoming a visionary company with over twenty years of success under its belt, Clearnet was also on its path of becoming a very successful and prosperous company and Eaton once was a visionary company.

This report states what is happening or has happened to all these companies and what possibilities the future has in store for them.

Indeed, many great deep reasons have brought companies success and achievements. According to Collins and Porras, visionary companies are premier institutions in their industries, widely admired by their peers and having a long track record of making a significant impact on the world around them.
 In fact, to become a visionary company, it has to be established with powerful practices. Therefore, well-develop practices will lead the company to grow and prosper beyond. Core ideology and clock building, two of many important concepts of visionary companies, are extremely essentials to succeed in the market place and economy. The core ideology is the basics or principles that the company stands as an ultimate creation. As for clock building, it is defined to continue progress on building an organization rather than hitting the market with a product. However, this report will prove how the concepts of core ideology and clock building are important to succeed in the economy with the help of firms such as Marriott, Clearnet and Eaton’s.

Marriott Hotel is a visionary American company that is still growing strong today. According to Collins and Porras, visionary companies are premier institutions (the crown jewel) in the industries. Marriott was founded in 1927 as a small nine- seat root beer stand in Washington D.C. Then in 1957 J. Willard Marriott opened the first Marriott hotel, The Twin Bridges Marriott near Washington’s International Airport. 

The Marriott promise is as follows “Since 1927, the name Marriott has stood for quality, service, and an uncompromising commitment to excellence.” 
 According to Collins and Porras Marriott’s core ideology is 

· Friendly service and excellent value (customers are guests); “making people away from home feel that they’re among friends and really wanted”

· People are number one – treat them well, expect a lot, and the rest will follow

· Work hard, yet keep it fun

· Continual improvement

· Overcoming adversity to build character

Although Collins and Porras states that according to Marriott, “people are number one – treat them well, expect a lot, and the rest will follow”. Betty Holcomb from Ms. Magazine disagrees and so does Marriott’s own Lynnell Minkins. Marriott made Working Mother magazine list of 100 best companies for working mothers. Minkins states as a lower-wage employee and a working mother, benefits are only available to the people with better paying jobs and higher wages. Bottom line is Marriott should not stress how family friendly benefits are available to everyone if all the employees don’t receive them. Overall, what Minkins and others are fighting for is a regular schedule and what’s right for their family. 

Marriott is known worldwide as being a leader with high standards in the hospitality industry. The company respects their core ideology and J. W. Marriott Jr. also states in Collins and Porras “Get good people and expect them to perform. Terminate them quickly and fairly if you make the wrong choice.” 

Marriott’s clock-building strategies are one’s that continually enhance the company in every aspect. Marriott did not have an ingenious idea to build a hotel and make it the most idolized hotel worldwide. He first started back in 1927 with a small root beer stand. That same year he bought a franchise “Hot Shoppe Restaurant.” In 1957, the first Marriott hotel opened for business. Throughout his strategic planning J. Willard Marriott told himself that when people leave home he wants them to stay at a hotel where they will fell like they were at home with great comfort and excellent service. That’s the reason J.W. Marriott Sr. built Marriott. Sticking to his core ideologies made Marriott very well recognized and the name Marriott was known for quality and excellent hospitality. “Going the extra mile – at every level is the philosophy in action that has earned Marriott its nomination as “the most respected name in hospitality.” 

Marriott slowly kept diversifying. A few examples are the following. On October 3, 1985 J.W. Marriott Jr. is named chairman of the board and he takes over the family business. On October 8, 1993, Marriott completes spilt of its operations into two companies – The Marriott International and Host Marriott Corporation and on April 26, 2000, Marriott International celebrates 2,000 properties worldwide. To continue to improve Marriott could offer all of its employees the family-friendly benefits. They are also employees that are most deserving of the benefits. The little people are the real heroes behind the scenes. The employees just want Marriott what other hotels are offering their employees. Being the visionary company maybe Marriott feels that it could do things differently. But could they manage to take the bad publicity and how long can they work with employees who are not happy. Firstly, they should satisfy their employees, and listen to them. Marriott should offer their employees the family-friendly benefits because it has been named one of the 100 best companies to work for in America by Fortune magazine on December 19, 1997. Also for the eighth year in a row, Marriott International was named one of the 100 Best Companies for Working Mothers by Working Mother magazine. For example take IBM and Xerox, Xerox first came out with the personal, and a few years later IBM caught on. The same thing goes for Marriott, they have to be ready to meet their employees’ needs to continue their success or else they could land themselves in hot water. 

With the passing of J. Willard Marriott Sr. in August of 1985 and of his beautiful wife Alice S. Marriott in April of 2000, the company is still continuing to expand and is still very successful. J.W. Marriott and Alice Marriott should be very proud of what they accomplished. J.W. Marriott Jr. seems to have future plans for Marriott and at 68 the future for Marriott and himself seems very promising and rewarding. 

Clearnet Communications Inc. is a leading Canadian wireless communication company that operates two state-of-the-art digital wireless networks, Clearnet PCS and Mike. Clearnet serves more than 700,000 clients across Canada. Clearnet was also one of the first companies to offer Prepaid services – Pay and Talk prepaid service and wireless Internet.

David Simmonds and his sons Bob, Gord, Don and four other associates as cofounders founded Clearnet in 1984. David Simmonds was already the owner of an electronics company that had 22 years of success. It was known as Lenbrook Inc.  Lenbrook’s history in dealing with electronics helped them spot opportunities like Clearnet. Lenbrook gave birth to a company that would essentially establish a dispatch network for cabs, couriers, emergency vehicles and other fleet operators. 
 The company was known as Clearbrook Communications Inc. In 1985, Clearbrook was changed to Clearnet upon establishment. In 1985, the company hired George cope who later became the president and CEO of Clearnet in 1987. Cope led Clearnet into the cellular direction. 

On August 21, 2000, Telus Corp announced that it was acquiring Clearnet for $6.6 billion. The Simmonds family still holds about 60% voting control of Clearnet. George A. Cope, President and CEO of Clearnet and the new Telus Mobility states “We are very excited about the opportunity ahead for Clearnet as part of the new Telus mobility.” 

Clearnet is a visionary company. It came out in the economy and began to dominate the market. Simmonds and Lenbrook’s secret is to make connections and to capitalize on them. And, that’s exactly what was done in selling Clearnet. The Simmonds family still has very little control over Clearnet and Telus and they care for the future of the company and what happens to it. 

According to Collins and Porras the core ideology in a visionary company works hand in hand with a relentless drive for progress that impels change and forward movement in all that is not part of the core ideology. Companies have this human urge to explore, create discover and achieve. Basically the core ideology of a company is what they value more than profits. For Clearnet, the core ideology, what they value more than making profits is family. Davis Simmonds along with his sons believed that families were high priority. Bob Simmonds the eldest son states: “To achieve business success that costs family relationships – that would be a failure to us.” 
 The owners of Clearnet were a family and they had a moral code in the company that there would be no corporate activity on Sunday. Clearnet’s core ideology could also be to offer great service and great products, to satisfy the clients. They did this by making lives for thousands of people easy. They offered people the digital Prepaid service called Pay and Talk, and they signed a contract with Motorola to fit 5 more subscribers making it 6 into one channel with four separate services being voice dispatch, mobile phone, text messaging, and data transmissions. 

Clearnet also plays a dramatic role in clock building. According to Collins and Porras clock building could be defined as a company that can prosper far beyond the presence of any single leader and through multiple product life cycle. Clock building is also an organization that concentrates on building an organization rather than hitting the market with a great product. The people at Clearnet are clock builders because they had a profit from E.F. Johnson and they didn’t want to create networks for this company. So, Lenbrook created Clearbrook. The Simmonds men just had an idea on mind and the focus was to have a dispatch system between two people like emergency vehicles. The though of Clearbrook becoming a Clearnet and becoming a cellular phone company was not their concern in 1983. They took a chance hiring George Cope and he diversified the company and took into the technological era and led Clearnet into cellular phones. Lenbrook did not just come up with the idea over night to start another company called Clearnet and that it would make millions. It took time, it took risks, and it took clock building. 

The Simmonds family (Clearnet) has an agreement of Telus upon purchase. The Simmonds family will have more than $140 million in an undisclosed combination of cash and Telus shares. Clearnet had a lot more to offer Telus especially the Mike network. Clearnet will help Telus become number one nationwide. Telus is already number one in Western Canada, soon it will be number one Eastern Canada which means more good news for Clearnet and more good news for the Simmonds family. 

Canadians have a strong affection for institutions, organizations or simply traditions, which have been around as long as anyone can remember, and will surely remain for all time to come. There are, however, very few institutions that are truly Canadian. One of the few is the Timothy Eaton Company- known to us all simply as Eaton's.

In 1854, a 20-year-old Irish apprentice shopkeeper named Timothy Eaton arrived in Canada. He joined family members already here and set his roots in Southern Ontario. In 1861, with the help of his brothers Robert and James, Timothy set up his very first business - a bakery - in the town of St. Mary's (not far from what is now Kitchener-Waterloo). The bakery survived only a few months. Later on, Timothy responded by opening a new store, this time selling dry goods.

Tired of the limited opportunities in the small environment of St. Mary's, Timothy moved in 1869 to Toronto and bought out a small dry goods enterprise on Yonge Street. In 1883, the store moved to a larger location further up Yonge Street.

By the time Timothy Eaton passed away in 1907, his company had opened a second store in Winnipeg, owned two factories, had offices in Europe, and employed 9,000 people. Since Timothy, the Eaton Company has passed down through the Eaton Family.

However, the announcement that many economists, customers and the Canadian public in general anticipated and that many people considered inevitable, finally came on august 20th, 1999. Eaton's, the venerated icon of Canadian retailing was filling for a proposal to creditors under bankruptcy after 130 years. Many of its customers were saddened by the news, but we were surprised. After all, Eaton’s has been on shaky financial ground for most of the last decade.

In fact, by definition, a core ideology in a visionary company is a set of basic precepts that plants a fixed stake in the ground.
 Therefore, the core values never change but the practices might. Back in 1869, Timothy Eaton, the founder of Eaton, had set two policies that were revolutionary for the retail industry of the time. The first: Timothy eliminated the practice of haggling over prices and set fixed prices for all his goods. He promised fair and affordable prices, the same for both rich and poor. The second policy became a trademark of the Eaton’s company, copied by all its competitors:” goods satisfactory or money refunded.” Therefore, Timothy had the foresight to see that service was the one thing that would bring customers back again and again.

In this case, the aspect of the core ideology of Eaton’s wasn’t respected at all according to the way the store was managed. When the entire industry began suffering in the early 1990s – a loss of more than $400 million - Eaton’s was already off balance. The company responded with a series of wrong-headed marketing strategies, first trying to move downmarket - an everyday low-price alternative. Instead of this, stores were perceived as merely dowdy. Then the Eaton’s slowly shifted back to a combination of high-low pricing, and even tried to resurrect traditional promotions. Other analysts said that the company’s idea of everyday low pricing was fine for athletic socks and kitchenware but not for mainstay fashion apparel.

As explained earlier, prices were haggling which doesn’t correspond to the one of principles of the core ideology of Eaton’s. The Eaton’s are aristocratic, they did not move with time. Economists have said that the collapse of the Eaton’s retail dynasty was a result in part of Eaton’s slow response to changes occurring in the retail marketplace. Many of these changes have occurred at a staggering pace, given that in markets, historically, goods, services, and the advertising of them required time to reach the consumer than is usual today in marketplaces enhanced and accelerated by television and the Internet.

After the 130 years old retail icon went out of business, Sears scooped up 19 of its best locations - including the Eaton’s name – for an estimated of $12 million. Hundreds of Sears’s employees are busy plotting the rebirth of a new, seven-store Eaton’s chain (the other 12 locations are being turned into Sears stores).
 Indeed, Eaton’s is trying to build again the company that can prosper far beyond the presence of any single leader and through multiple product life cycles. This concentration on building an organization is recalled in theory: “clock building”. However, it might be better to not obsess on finding a great idea before launching a company because the great-idea, which is based on rebuilding Eaton’s, approach shifts attention away from seeking the company as the ultimate creation. But in that case, the creation of the company has to rebuild itself before giving any promises, which is one of the reason why the company failed in the first place: failing to deliver big promises. Thus, Eaton’s will keep its distance from Sears in the public eye, not only offering pricier, more fashionable brands but by using a separate catalogue, Web site and charge to serve its distinct set of customers. Despite the great deal for Eaton’s, the company still faces an immense financial commitment of $276 million for renovations and working capital to get its new chain up and running.

As happens in times of rapid and substantial change, there have been casualties. Certainly, the demise of Eaton’s has had a dramatic effect on its employees, shareholders and customers, but the consequences of its disappearance are even more far-reaching. While the Eaton’s shopping experience has deteriorated considerably over the years as the company spiralled towards bankruptcy, it’s highly unlikely Eaton’s will ever regain the glory it enjoyed 40 years ago. 

At last, visionary companies are successful, powerful and impressive. However, they probably wouldn’t have been that high in the economy without the establishment of pertinent and concrete concepts. In fact, the core ideology and clock building were one of many company aspects to increase the vitality of visionary companies. As explained, different visionary companies have different core ideologies and clock buildings in the market. For Marriott, its core ideology is to make people feel at home and its clock building is to enhance the company many aspects. As for Clearnet, its core ideology is family and to serve great products and services and its clock building would be taking risks to prosper further. Last, but not least, Eaton’s core ideology is the abolishment of haggling prices and good satisfactory or money refunded and its clock building is the rebirth of Eaton’s after bankruptcy. Indeed, all four companies had a different goal to achieve at the beginning of their business. But, once the companies have set foot on the right purpose, their career started progressing. However, visionary companies can either prosper further or bankrupt, in the case of Eaton’s. In fact, having a core is essential to the company's belief but the way of managing a company is as crucial as respecting a core ideology of a company. 
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