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Each article in this Spotlight 1is available as a sin
gle reprint. The complete Spotlight 1is also available
as a package.

HBR Reprint R2304B
The Right Way to Cut Costs

“Efficiency” has become a corporate watchword as the
era of cheap capital has ended. Amid layoffs and u

ncertainty, this Spotlight explores how companies can

reduce short-

term expenses without missing out on long-—

term opportunities. |page 046



Investing in Growth Through Uncertainty
Ranjay Gulati|page 048

When faced with disruptions and downturns, many leader
s and companies instinctively focus on cutting costs
to maintain profitability. But some identify opportunit
ies and then take thoughtful action to emerge from c
risis even stronger. That means not only planning for
worst—case scenarios and pressure-—

testing operational and financial health but also stay
ing alert for ways to find a winning edge and makin
g needed investments. Those leaders do so by fosterin
g three mindsets:sensemaking 1in crisis,a bootstrap ethi
c,and s takeholder balance.Examples from Alaska Airline
s, Firefly, Panera Bread, and Edward Jones show how
this works 1in practice. Leaders who embrace these way
s of thinking can chart a course for the future eve
n when the outlook 1is darkest.ypp Reprint $23041
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Cost Cutting That Makes You Stronger

Vinay Couto, Paul Leinwand, and Sundar Subramanian pag
e 055

When so much 1in the world feels beyond our control,
costs are to a large extent controllable. But cutti

ng them to drive short-

term savings 1is a mistake. When companies take a one

off approach to cost cutting, they often sacrifice so

me of their most important investments. If cost-

cutting programs are implemented in haste, little (if
any) debate over the strategic intent of investments
takes place. To the contrary, leaders typically dole
out across—the-

board targets, leaving organizations weaker, imbalanced,
disjointed, and 1in some cases desperate and without
direction. In this article the authors identify five
keys to ensuring that companies build an efficient,
effective culture around costs that works in both g

ood times and bad. g Reprint $23042



Don’t Eliminate Your Middle Managers

Emily Field, Bryan Hancock, and Bill Schaninger page
061

Organizations have long seen middle management as ripe
for cutting whenever times get tight, and the curre
nt moment 1is no exception. The authors believe that
this 1is a costly mistake. Human capital, they say, 1
s at least as 1important as financial capital, and mi
ddle managers, who recruit and develop an organization
s employees, are the most important asset of all—
essential to navigating rapid, complex change. They ca
n make work more meaningful, interesting, and producti
ve, and they re crucial for true organizational transf
ormation. But if managers are to fulfill this promise
, leaders must reimagine their roles, push to more f
ully wunderstand their value, and train, coach, and in
spire them to realize their potential as organizationa

1 linchpins. ygr Reprint $23043
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