


The Multiunit Enterprise

structurally they are very much alike. Each is, wholly or partly,
what we call a multiunit enterprise - a geographically dispersed
organization built from standard units such as branches, ser-
vice centers, hotels, restaurants, and stores, which are aggre-
gated into larger geographic groupings such as districts, re-
gions, and divisions. Every tier has its own set of managers.
Those higher up have larger profit-and-loss statements, based
on the number of operating units reporting to them. All these
levels of management constitute the field organization, and
they are responsible for meeting financial and operating tar-
gets set by corporate headquarters. Meanwhile, various de-
partments at headquarters frame policies, develop programs,
and make key strategic, budgeting, pricing, and marketing
decisions that shape the field organization's
priorities, behavior, and actions.

Multiunit enterprises have become the
norm in several industries, such as apparel,
banking services, consumer electronics, food
and drug stores, general merchandise, hospi-
tality, hardware, mail and package delivery,
and toys and sporting goods. Many of them
are large corporations, with national or international foot-
prints. By our count, they include 10 of the 25 largest employ-
ers in the world and six of the 25 best employers in the United
States, as listed by Fortune magazine. According to Chain Store
Guide, in 2007 the top 10 U.S. multiunit retailers (in terms of
annual sales volume) generated more than $717 billion in sales
and employed 3.45 million people. Of the Fortune 100 compa-
nies, 20% are to some degree multiunit enterprises. Fewer of
them exist in developing countries, although that will change
as those economies become more services-intensive.

Despite its prevalence, the multiunit enterprise has received
little attention from academics and consultants over the years.
Instead, they have associated the operation and management
of large corporations with the multidivisional organizational
structure. That form, pioneered by DuPont and General Mo-
tors in the 1920s, divides companies into independent divisions
specializing in different products, services, technologies, or
markets. Most books on organization describe the multidivi-
sional enterprise in detail but say nothing about the multiunit
enterprise - or else dismiss it as old hat, because its managerial
hierarchy, specialized jobs, and centralized power structure
seem to resemble the traditional bureaucracy that sociologist
Max Weber described in the early 1900s (see, for instance, his
book The Theory of Social and Economic Organization).

That's the gap in management thinking we set out to fill.
How typical is this organizational structure? What special
challenges does it pose? Can multidivisional companies learn
anything from multiunit enterprises? To find some answers,
we adopted a two-pronged research approach. First, after con-
ducting a literature review, we studied Staples-the world's
largest office supply company, headquartered in Framingham,
Massachusetts - in microscopic detail. We observed and in-
terviewed managers at several levels of the company over a
two-year period. Staples provided us with unfettered access,
and because its operational and financial performance has
been exemplary in recent years, we cite it frequently in this
article. .Second, to ensure that our arguments were valid, we

interviewed managers and collected data at
12 other multiunit enterprises, including Bor-
ders, CVS, Sovereign Bank, Starbucks, and
Victoria's Secret (owned by Limited Brands).
In the following pages, we discuss the unique
issues that multiunit corporations face, de-
scribe how managers tackle them, and draw
some lessons from our research that will

help managers at all kinds of organizations execute strategy.
Our key findings: Multiunit enterprises employ four levels of
field managers with carefully defined responsibilities and use
five organizational-design principles to implement strategy
effectively.

The Challenges of Multiunit Enterprises
It isn't easy to make a multiunit enterprise hum like a well-
oiled machine. In addition to issues such as specialization,
coordination mechanisms, decision rights, and organizational
boundaries, which all companies confront, such a structure
faces four distinct problems.

First, multiunit enterprises find it hard to maintain consis-
tency, because they are agglomerations of hundreds, some-
times thousands, of branches, service centers, hotels, restau-
rants, or stores. To create one company out of so many units,
managers must pay a great deal of attention to implementa-
tion. They must focus continually on aligning priorities, plans,
and practices across a highly dispersed field organization.
Since these companies promise customers the same brand
experience everywhere, employees must adopt common oper-
ating practices, serve customers in similar ways, and present a
uniform image- While flawless execution is the goal, it's diffi-
cult to achieve. That's partly because it isn't easy to design the
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communication, control, and deployment processes necessary
to deliver consistently high levels of service.

Second, multiunit organizations must ensure some degree
of customization even as they pursue standardization. They
must respond to the distinctive features of local and regional
markets to achieve the best results. For instance, in some cities,
Wai-Mart, Costco, and Target compete on a relatively equal
footing; in others, one dominates the market. If any of them
adopts a uniform pricing policy for both types of locations,
it is likely to lose market share in some areas while forgoing
profits in others. Multiunit corporations must customize their
marketing and merchandising programs because consumer
demographics and tastes vary from place to place. Employees'
availability, skill sets, and wage levels differ by region, as well,
so companies have to adopt different labor practices. These
enterprises constantly wrestle with issues such as how much
tailoring corporate headquarters should allow; how to balance
the advantages of local responsiveness with those of global
uniformity; and whether to leave differentiation to the discre-
tion of the store, the district, or a larger region.

Third, the sharp division of responsibilities between cor-
porate headquarters and the field organization causes many
problems. For the most part, executives at headquarters
make strategy decisions that relate to, say, product position-
ing and advertising, as well as financial decisions such as the
size of annual budgets and performance targets. Decisions
about implementation - how to roll out initiatives, how to
reinforce desired employee behaviors, how to deliver revenue
increases - are the province of field managers. The physical
and psychological gulfs that separate the two groups present
a number of challenges. For instance, can headquarters de-
velop new products, programs, and policies that fit with field
units' capabilities? How should the company communicate
information about fresh initiatives to a large workforce with-
out having distortions or misinterpretations creep in? How
can the organization spot problems in faraway locations after
launching initiatives?

Finally, multiunit enterprises often struggle to get the best
out of field managers, who are surprisingly hard to classify.
Field managers are neither traditional general managers nor

typical middle managers. On the one hand, they manage a
P&L and coordinate diverse tasks, which are general manage-
ment responsibilities. On the other, they lack the autonomy
and decision-making authority of unit leaders in multidivi-
sional organizations. Many don't control marketing dollars,
pricing flexibility, and other levers that determine the unit's
success. Defining field managers' responsibilities and decid-
ing how they will exercise influence isn't easy. In addition, a
multiunit enterprise resembles a Russian nesting doll, in that
the P&Ls of one level are incorporated in those of the level
immediately above. Sometimes this makes it tough to differ-
entiate jobs from level to level, which may generate confusion
and affect performance.

The Four Levels of Field Managers
These challenges result from breakdowns in coordination,
communication, and control, especially since these are large
organizations with diffuse responsibilities and unclear levels
of accountability. If problems remain unresolved for long pe-
riods, they can have a major operational and financial impact,
To prevent that, multiunit enterprises try to define the roles
of field managers and distribute responsibilities in a novel
way. All field managers work on the same problems, taking
on some roles, sharing others, and dispersing responsibilities
across levels. In this respect, the multiunit enterprise is the
opposite of the classic bureaucracy. Rather than featuring spe-
cialized jobs, it creates a set of general management jobs with
overlapping responsibilities. Together, the managers form a
multilayered net to catch all of the problems that can affect
strategy implementation.

Interestingly, the companies we studied employ similar
structures in spite of wide variations in the size of their base
units. Designations differ, but these organizations have all cre-
ated the same four levels from bottom to top: store managers,
district managers, regional vice presidents, and division presi-
dents or senior vice presidents. At the top of every field organi-
zation is a senior executive, usually a member of the corporate
management team, with significant strategic responsibilities,
We don't discuss that job in this article because it is similar to
those of other senior executives. Since the manner in which
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multiunit organizations tailor jobs is central to their success,
we'd like to start by describing the work of field managers.

Store managers. Store managers, branch managers, or
restaurant managers (depending on the industry) are respon-
sible for both day-to-day operations and the execution of new
initiatives. In every company we studied, they work within
tight constraints set by corporate headquarters, which con-
trols everything from store layout and product selection to
pricing policies and inventory levels. Although store managers
are evaluated on the achievement of financial targets, along
with numerous operational, customer-service, and employee-
satisfaction goals, they have very little say in setting those
targets. At the same time, they do control the selection, assign-
ment, training, and motivation of frontline employees and the
timing, oversight, and follow-through of key activities. In some
companies, they also have a small amount of leeway in modi-
fying merchandise displays, ordering goods locally (usually
no more than 15% of the store's inventory), and pricing mark-
downs. Overall, store managers have little control over what
they must do but considerable discretion over how to assign,
sequence, and accomplish tasks. Their focus is short-term and
more tactical than strategic. In the words of one store manager,
every day is "a day of small things to be accomplished."

At Staples, for example, a store manager arrives at 6 AM,
turns off the alarm, counts the money in the safe, prepares
the cash registers, checks on the store's cleanliness, and
develops the day's agenda for employees. After reviewing
voice mail, which is frequently from district managers and
usually about the store's performance, he or she checks the
company intranet for messages, paying special attention to
the Management Action Planning (MAP) system. Run by
Staples' U.S. store operations, MAP informs store manag-
ers about new corporate initiatives, deadlines for changes
to displays, and new promotional programs, and identifies
the associated store-level tasks. Home Depot similarly em-
ploys a Merchandise Action Planner, which communicates
all the details about the month's merchandising presenta-
tions. These systems provide elaborate "to do" lists. For sev-
eral hours thereafter, store managers direct work flows and
ensure that employees attend properly to customers - a role
that Staples calls "manager on duty" and Victoria's Secret
calls "client sales lead." During the rest of the day, manag-
ers walk around, interacting with customers and coaching
associates on tasks such as selling, managing inventory, and
restocking. They also tackle the problems that crop up, such
as delayed deliveries, product shortages, unhappy customers,
and broken fixtures. This forces them to refocus their atten-
tion constantly. As one store manager told us, "Many things
can happen, and sometimes they happen all at once."

The impact store managers have on a company's P&L state-
ment comes from paying attention to customer service, im-
proving the store environment, keeping employees engaged,
and assigning employees according to their skills. As J.C. Pen-

ney found from customer surveys, little things such as clean
dressing rooms are critical determinants of sales. According
to several store managers at Staples, another key to success,
especially in the case of a new initiative, is motivating employ-
ees. "My job is to get my managers and associates excited," one
store manager explained. "People are never going to believe in
a program unless you make them believe in it."

Store managers can run into a number of problems (see
the sidebar "Traps to Avoid"). First, they may fail to delegate
properly. Most are skilled at performing routine tasks such as
checking inventory and ringing up sales, having done them
early in their careers, and are tempted to step in when they
notice employees botching them up. But executing routine
tasks often reflects a store manager's unwillingness to delegate.
Taking over doesn't build organizational capabilities; coach-
ing and working side by side with associates does. Second,
some store managers make the mistake of treating all store
associates alike. Smart managers maximize productivity by
designing schedules and roles around employees' personal
needs ("Bill has child care only until 3 PM, so I always schedule
his shift to end at 2:30"), strengths ("Mary is a good salesper-
son, so I never take her off the floor to unload freight"), and
weaknesses ("The two students who work here on weekends
are chatterboxes, so I put them on separate shifts"). Third,
store managers run into trouble if they don't draw up plans to
handle unexpected disruptions such as absences and delayed
deliveries.

District managers. District managers focus on ensuring
consistent execution, improving performance, and develop-
ing bench strength in all their stores. They manage by driving
around, spending three to four days a week in different stores.
The time between visits to a store ranges from two weeks
to two months, depending on the company. District manag-
ers are responsible for opening new stores and implementing
new initiatives and have a little more say than store managers
do in budget making, real estate decisions, and local adver-
tising. In a few organizations, the job also entails managing
specialized stores within stores, such as pharmacies in retail
stores, and helping headquarters design merchandising and
service initiatives.

When district managers call, they ask store managers for
performance updates and propose remedial plans when neces-
sary. They help tackle operational problems either by interven-
ing locally or by working with staff at headquarters. Because
of their organizational knowledge, contacts at headquarters,
and experience, district managers often serve, in the words
of several store managers, as "connectors": They provide links
to people who can fix a problem immediately, or they bring
the issue to the attention of senior executives. District manag-
ers communicate news from headquarters about upcoming
promotions, possible delivery problems, and system break-
downs. They also audit stores to ensure compliance with the
company's policies and procedures.
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Like their peers in other compa-
nies, Staples' district managers devote
most of their in-store time to walk-
ing around and interacting with store
managers, assistant managers, associ-
ates, and customers. They usually be-
gin by "checking the building's pulse,"
starting at the front of the store and
taking a quick walk through the aisles.
They then conduct a detailed assess-
ment along with the store manager
or an assistant manager. They exam-
ine each aisle, see whether associates
are waiting on customers and per-
forming other tasks properly, check
for signage about out-of-stock items,
and make sure the store has changed
prices where necessary. They may also
determine whether a problem they
noticed in another store - for example,
a shortage of binders during back-
to-school season - is an isolated in-
stance or a trend. At Staples these
store walks depend on each district
manager's style; at Victoria's Secret,
by contrast, managers follow a prede-
termined checklist.

District managers wield consider-
able authority because they control
district labor pools, which they treat
as a flexible resource. (At Staples a
pool consists, on average, of 14 store
managers, 28 assistant managers, and
400 associates.) Without disrupting
store teams overmuch, they move
employees around to improve perfor-
mance or respond to sudden needs.
For instance, a district manager will
assign to a manager whose store is
good operationally but doesn't excel
at customer service an assistant manager who can help with
service even as he or she learns more about operational is-
sues. Because district managers, more than store managers,
are responsible for developing assistant managers and deter-
mining their assignments, they are particularly sensitive to
the stores' top teams. As coaches, they teach with questions
rather than directives, asking, "How do you think that episode
was handled? What should have happened? What might you
do now to ensure that things happen differently next time?"
They also identify best practices. At Borders, for example, one
manager takes photographs of the most attractive window
displays in the district's stores and shares them with all her
store managers.

The district manager's main challenge
is to balance monitoring with coaching.
Many overemphasize the auditing func-
tion, zeroing in on minor infractions by
stores, and don't spend enough effort
on developing people. Some are content
to tell store managers what changes to
make without explaining why. Providing
a rationale may take longer, but district
managers make a more lasting impact
when they probe for understanding and
engage their charges in conversation. In-
experienced district managers tend to ad-
vocate a single management style, usually
their own, and refuse to entertain differ-
ences in approach. Our studies show that
effective district managers realize store
managers can have different styles, build
on each person's strengths, and help over-
come individuals' weaknesses.

Regional vice presidents. These
managers focus on markets, key competi-
tors, growth opportunities, and systemic
problems. They are critical intermediar-
ies between the field organization and
headquarters, linking stores with com-
pany goals. Usually the regional human
resources, sales and marketing, finance,
and loss-prevention departments and
occasionally the real estate function re-
port to them on a dotted-line basis while
maintaining direct lines of reporting
with headquarters departments. Most re-
gional vice presidents spend three days a
week in the field and the rest with head-
quarters departments or task forces, typi-
cally working on new projects, marketing
programs, and site selection. At Staples,
these managers communicate regional
priorities upward and corporate direc-

tives downward. In the process, they perform four roles: offer-
ing feedback to headquarters on proposed initiatives, turning
broad programs into detailed action plans, ensuring alignment
between the region and headquarters, and troubleshooting.

At Staples a region consists of So to 100 stores located in
a major city such as New York or in a larger area such as the
Carolinas; it's usually a distinct market. The regional vice presi-
dents are the guardians of the markets' idiosyncratic needs,
which gives them a voice at the table when the company
makes decisions. Interestingly, there's a growing trend in the
companies we studied of assigning regional vice presidents
more responsibility and reducing the authority of headquar-
ters departments. Wal-Mart, for example, recently relocated 27
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regional heads from its headquarters, in Bentonville, Arkansas,
to the areas they supervise, giving them greater responsibility
for handling community issues and for choosing products to
carry in their stores.

Regional vice presidents' store visits are typically short and
follow a standard pattern. These managers conduct policy
and culture audits and identify region-specific needs and op-
portunities. They are less interested in monitoring compliance
than in collecting feedback on new programs, reinforcing de-
sired behaviors, and identifying systemic problems. To that
end, they usually engage store managers and associates in ex-
tensive discussions about the company's latest initiatives, ask-
ing open-ended questions such as "What is our new customer-
service model? What behaviors does it require? What is your
role in supporting it?" Regional vice presidents coach district
managers by scheduling joint visits to company stores or com-
petitor sites to talk about performance and personnel prob-

lems. The aim of these visits is to ensure that
the company is sending a consistent message
to field managers, to increase their under-
standing of corporate goals, and to find solu-
tions to pressing issues.

Once a company announces the outlines
of a new program, the regional heads are re-
sponsible for converting it into action plans.
At Staples each regional vice president can
tailor his or her plan to the region, so efforts
often vary across the country. To monitor ex-
ecution, regional heads review reports about
district and store performance in their re-
gions and talk with district managers, both
individually and as a group, about issues such
as lower-than-expected sales and logistical
problems. In the case of upcoming initiatives,
their goal is to anticipate problems that will
affect execution. They do that by serving, in
their words, as "aggregators" or "accumula-
tors," synthesizing information from diverse
sources. One regional vice president summa-
rized this role by noting: "My managers may
have a problem, but they don't know how big
or widespread it is. I identify trends. Then it's
my job to work the information back to head-
quarters so we can find a long-term solution."

For many regional heads, it's tough to
balance national needs with regional ones.
Some will resist even well-designed corpo-
rate plans, arguing that their regions require
a different approach. Others will passively
accept any initiative even if it meshes poorly
with local conditions. Effective regional vice
presidents avoid being mindless advocates
for regions or headquarters. They also dis-

tinguish between problems that stores or districts can handle
themselves and those that require intervention from head-
quarters. Although they are sensitive to their regions' distinc-
tive features, the best ones, we observed, devote more time to
consistency among stores and districts in the region, reinforc-
ing the same themes on every store visit.

Division presidents and senior vice presidents. Like their
regional counterparts, division presidents and senior vice
presidents focus on new initiatives, growth opportunities, and
systemic problem solving. Their distinguishing features are
the ability to direct the organization's attention to major prob-
lems and the greater responsibility they bear for representing
the field organization in corporate decisions. At Staples, we no-
ticed, while regional vice presidents have only a voice in policy
decisions, senior vice presidents have a vote. They are the eyes
and ears of corporate departments in the field. For this reason,
one senior vice president told us, "we have a seat at the table
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when key decisions come up and close to veto power over new
initiatives. If we say no, it's unlikely to happen."

At Staples senior vice presidents create the business plans
for their divisions subject to the constraints of the corporate
plan. Most choose to emphasize priorities and metrics that
they believe are important to their divisions. Thus, one may try
to improve customer service, and another may try to standard-
ize processes. One senior vice president succinctly summed
up this approach: "You can inspire any way you want. You just
can't change the plan " To support their approaches, divisional
heads can use the discretionary resources at their disposal. For
example, they can allocate thousands of labor hours every year
for uses that help them meet their objectives.

When companies launch new programs, division presidents
and senior vice presidents must share the corporate vision
with the field. These managers work through the regional
vice presidents and district managers, bringing them together
for meetings or visiting stores with them. Like regional vice
presidents, divisional heads ensure alignment among people,
policies, and programs. However, they are far more selective
in the information they share, acting as a filter so that only
critical messages flow down to the front lines. One senior vice
president explained: "We keep the anxi-
ety at the top of the house from filter-
ing to the field. That way, the troops can
maintain their operational focus."

Divisional heads collect informa-
tion through a combination of reports,

meetings, conference calls, and store visits. Their store visits
are briefer than those of lower-level field managers. One senior
vice president likened them to state visits, noting, "They're
very ceremonial; the sum total of my visit is an alignment
check." Divisional heads engage employees in conversation,
test their understanding of programs, and then elevate the
discussion to examining the reasons behind a new direction
or initiative. The focus is usually on a single issue, so they
ask the same questions and follow up on the same issue at
each store.

At this level, the challenge is giving equal consideration to
the concerns of headquarters and of the field organization. Be-
cause divisional heads have usually risen through the ranks, it
is easy for them to fall into the trap of regarding headquarters
as the enemy - a distant, poorly informed group of executives
they must resist whenever possible. The most effective divi-
sional leaders recognize the need to cooperate and develop
close relationships with their counterparts at headquarters.
Yet they don't spend too much time there. They make regular
field visits to remain up-to-date on implementation challenges.
A number of divisional heads we interviewed had difficulty
distinguishing between their roles and those of regional vice

presidents. That can be a concern, since
the divisional head's role, our research
suggests, is to build bridges between
headquarters and the field -not to in-
tervene in regional matters or to run
the business.
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Designing Organizations for Implementation
The art of organizational design involves assigning roles and
responsibilities in ways that prevent breakdowns in policy
formulation, communication, and delivery- In multiunit enter-
prises, field jobs entail responsibility both for general manage-
ment and for execution. Each job involves integrating activi-
ties around a unifying concept or theme. Store managers must
ensure coordination and integration of activities at a single
site; they are responsible for multiple-task management. Dis-
trict managers must ensure coordination, development, and
integration of talent across the district labor pool; they are
thus accountable for multistore management. Regional vice

been deliberately left unclear. As a result, the organization is
able to spot and tackle problems effectively. Take, for example,
the task of managing inventory in stores. In a classic bureau-
cracy, this routine activity is usually the province of specialized,
lower-level employees. In multiunit enterprises, by contrast, all
four levels of field management track inventory, albeit from
different vantage points. With their constant oversight, any
inconsistency is likely to be uncovered quickly. When multiple
layers of management ask more or less the same questions,
look for similar behavior patterns, and communicate directly
with frontline employees, processes are less likely to break
down - or if they do, to stay broken for very long.

presidents must ensure coordination and integration of prod-
uct offerings and competitive positioning across their market
areas; they face the challenge of multi-initiative management.
Division presidents and senior vice presidents must ensure
coordination and integration of staff and line departments
between headquarters and their field organizations; they must
cope with multidepartment management.

The job of these managers, as individuals and as a group, is
to tackle the breakdowns that interfere with employees' ef-
forts to get things done. However, implementation challenges
aren't limited to retailers, restaurants, and consumer banks;
they arise whenever companies frame strategies centrally
and implement them locally, In such settings, managers face
similar challenges: limited information about how to execute
new initiatives; difficulty in responding to unexpected events
such as delayed deliveries, sick employees, market changes,
and new competition; and an inability to stay focused on key
priorities because of innumerable directives from corporate
headquarters. That's why, we believe, any organization can
profit from the following principles of organizational design,
pioneered by multiunit corporations.

Allow overlapping roles and responsibilities. Field
management roles in multiunit corporations aren't special-
ized. Each level focuses on similar challenges and has similar
responsibilities. Who is charged with achieving high levels
of customer service? Who will implement new initiatives?
Which managers will the company evaluate on the basis of
P&L statements? The answer, in every case, is some combina-
tion of store, district, regional, and divisional managers. All
these jobs overlap, and the dividing lines between them have

Use integrators at all levels. In a functional organization,
there is only one integrator - the business unit leader - and
most midlevel employees perform narrow, specialized roles.
Multiunit enterprises, by contrast, have integrators at all levels.
They expect managers throughout the organization to coor-
dinate diverse activities and optimize the whole rather than
the parts. Having integrators at different levels helps balance
customization with standardization. For example, at the low-
est levels of the field organization, integration is a way of guar-
anteeing consistency. Store and district managers are largely
responsible for delivering on preset goals; they have flexibility
in choosing how and with whom they implement - not in
deciding what they deliver or offer. At the highest levels, inte-
gration supports customization. Regional and divisional man-
agers are able to tailor operations to local needs because they
know the market, have access to headquarters departments,
and can influence superiors.

Set up information funnels and filters. Multiunit corpora-
tions could grind to a halt because of an overabundance of
information. Frontline managers may feel overwhelmed by
a constant stream of new initiatives from headquarters and
respond with inaction in the hope that "this too shall pass."
Similarly, headquarters departments may feel frustrated by
a rising chorus of complaints from the field and ignore them.
Add on the complexities of diverse markets and hundreds
of sites - and it is easy to see why communication overload
poses a serious threat. To avert breakdowns, regional and di-
visional managers serve as information funnels, narrowing
data flows to manageable levels. They regulate the number
of initiatives from headquarters and shorten store managers'
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activity lists by setting a few clear priorities. They also filter
the information flowing up from stores to headquarters. For
instance, these managers aggregate data in order to distin-
guish between problems that require systemic solutions from
headquarters and those they can help solve at a lower level.

Appoint translators to convert strategies into action.
All too often, the roadblock to implementation is a failure
to convert broadly framed policies into fine-grained action
plans. Having strategy managers and headquarters depart-
ments physically and psychologically far away from the front
lines only exacerbates the problem. At multiunit corporations,
field managers, especially division presidents and regional
vice presidents, are collectively responsible for overcoming
this challenge. They are translators, charged with defining in
concrete terms how the field organization should frame and
roll out initiatives. Headquarters departments consult them
before launching new programs, in order to identify potential
trouble spots. Those managers make sure that companies con-
sider implementation challenges while formulating strategy.
Importantly, divisional and regional leaders have considerable
leeway in launching initiatives. Divisions and regions often
differ in their action plans and the targets they choose to em-
phasize because customizing them to local needs improves the
odds of successful implementation.

Share responsibility for talent development. The suc-
cess of multiunit corporations depends on the competence,
capabilities, and commitment of field managers, who embody
the brand through their actions, oversee daily operations, and
implement new initiatives. To maintain high performance,

companies must take care to develop these managers. Nurtur-
ing talent is a central responsibility of field managers; it occu-
pies 30% to 50% of their time - far more than is typical in other
kinds of organizations. Multiunit enterprises frequently reset
spans of control to keep within limits the number of manag-
ers reporting to each level, thereby guaranteeing that every
employee receives sufficient attention. People development
is a frequent topic of conversation between managers and
supervisors. In fact, it isn't uncommon for an underperform-
ing store or branch manager to be the focus of discussions at
the district, regional, and even divisional levels. This not only
keeps upper-level managers informed about personnel issues
on the front lines but also helps create consistent coaching
across units.

Quietly and unobtrusively, multiunit enterprises have mush-
roomed in the corporate world. This organizational form has
flourished - and will continue to spread - for the simple rea-
son that it puts effective implementation at the top of its
priorities. For that same reason, it provides a model for compa-
nies of every sort. After all, successful corporate performance
requires more than well-designed strategy.
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