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SUMMARY SUGGESTIONS FOR CASE ANALYSES
These are general guidelines, each case is different, and requires a unique combination of analyses.
Written case analyses usually include the following sections:

· Executive summary (Write this last but present it first in your written report.)

1. Problem statement (past and present orientation)

2. Objective statement (future orientation)

3. Analysis of alternatives (linking the situation to the objectives through alternatives)

4. Recommendations (linking the chosen alternatives to the problem)

5. Implementation (showing the steps and feasibility of realising the recommendation)
The quality of a case analysis depends upon the following 5 points:

1. Organisation (coverage, clarity, and presentation style)

2. Problem and Objective Identification (depth and utility to the company)

3. Analysis of Alternatives and Recommendation (breadth and realism in alternatives and basis of the recommendation)

4. Implementation (comprehensiveness of action plan/steps, contingency plans, likelihood of success/feasibility)

5. Overall Appraisal (Overall assessment of fit - both internally and to the facts of the case)
Format for Case Analysis

Analyzing a business situation needs a formatted plan of action. In a business case analysis, the goal of the process is the pursuit of knowledge. Case analysts try to understand all elements in a particular business situation so that they can recommend action to improve that situation. The entire process must be systematic. In a case analysis, there should be a standard set of principles and procedures followed in examining a particular situation and making appropriate recommendations.

There are many ways for students to approach the analysis of business cases. All instructors have their own ideas on the number and nature of the steps that are involved. A logical format should be used for analyzing any business situation. The following procedure is a practical way to begin:

· Define the problem

· Establish objectives

· Formulate the alternatives (using reasonable and out-of-box thinking)

· Analyze the alternatives (using pros & cons and in a reasonable criteria scheme)

· Recommend a solution (considering the original problems and objectives)

· Create a plan for implementation (maximising feasibility and minimizing cons of the choice)

The case method becomes a most effective teaching device when students analyse the data presented and formulate a set of recommendations that represents their individual perspective.  Consider the case yours (or your group’s) to solve.  

Getting an Overview of the Case

Suppose for a moment that you are a business consultant who has just been asked to analyze an organization and advise it on its business strategy. Where would you begin? First, you would acquaint yourself with the entire organization, including its products, processes, situation and any other relevant general factors. You would try to get abroad picture in your mind of the whole organisation. With this overview, you would then be able to deal with specific elements of the situation.

Your first objective should be to get an overall feel for the case, an overview of what is going on. Do this by skimming over the case quickly, perusing its highlights. Try to answer these general types of questions: What kind of organization is it? What are some of the general factors at work in the case?   

Below you will find several suggestions for a thorough analysis of the case.  These points of analysis are not explicitly specified as components of the final report, yet a thorough company analysis must be done before the process of writing the case report begins.  The facts uncovered in the analysis will play a key role in each section of the report.  They are the backbone of the case.  However, unless it is absolutely necessary, the main body of the report should not include a “situational analysis section”.  Rather, the key facts found through a thorough analysis should be presented throughout the report: each presented individually in the report section for which it holds the most relevance.  

It should also be noted that not all cases lend themselves to a full analysis.  For instance, a detailed financial analysis is impossible if financial statements aren’t provided in the case.  Likewise, analysing the HR management won’t be as thorough if little information is provided in that area.  The key to a good situational analysis is that the information provided in the case be fully exploited to yield as many relevant and useful conclusions as possible.  Where information is needed but not provided, reasonable assumptions should be made and they should be made explicit.  

Company Analysis: Each Analysis is Not Necessary in Every Case, May Nat Apply  

(1) Financial Situation

(a) Financial Statement Analysis 

You should analyze the financial statements both vertically and horizontally. Vertical analysis involves the calculation of meaningful figures from the financial statements of one year. For the balance sheet, each item may be expressed as a percentage of total assets. For the income statement, each item may be expressed as a percentage of sales. These figures can then be compared with industry figures, competitors, or other divisions of the same company. Horizontal analysis consists of comparing items to the financial statements, or calculations derived from the vertical analysis, with the same items in other time periods. A comparison of key items over a five-year period can be especially enlightening. For example, you might analyze sales trends over the past five years, calculating the percentage change from one year to the next. You might do the same for other key items such as cost of goods sold or net income. Not only can these figures be compared between years, but they may also be compared with industry trends, those of competitors, or other divisions of the same company.

(b) Ratio Analysis 

To obtain an accurate measure of a firm's financial position, it is best to calculate several financial ratios. These ratios might be calculated for two or more years to uncover any significant trend in the company’s financial performance.

(c) Other Quantitative Analysis 

Depending on the information provided in the case, you might be able to carry out other quantitative analysis. For example, break even analysis is a helpful technique for analyzing the relationship among fixed costs, variable costs and revenue. Marketing profitability analysis examines the profitability of various segments of the company or of various market segments served by the company. You should evaluate carefully all other quantitative information you are given in a case and ask yourself, 'What can I do with this data to make it more meaningful? …Is it meaningful?

(d) Overall Financial Assessment 

After you have scrutinised all of the financial information in the case, you should be able to make some general statements regarding the financial position of the firm. For example, you may have determined from your ratio analysis that the firm is in a precarious position relative to its liquidity. You should draw attention to this, since it limits what the company is able to do in the short run and thus, what you are able to recommend. It is imperative that you state concisely the firm's financial position since it directly impacts on future strategy.

(2) Marketing System

Evaluate critically all elements of the marketing system: product(s), marketing channel(s), physical distribution, pricing strategy, and promotion strategy.

(3) Production and Distribution Systems

Evaluate the processes of creating value. Consider the products and services and how they are delivered to the customer.

(4) Human Resource Systems 

Evaluate the use of human resources in the organization. Consider the speed of HR flow through the organization, the level of involvement of the HR in organizational direction, the reward systems, and the actual work systems through which the company is run.

(5) Organizational Structure 

Examine all aspects of the organizational structure: the various components, the formal lines of authority and responsibility, the communication flow, as well as the management and leadership style and capabilities.

(6) Other Aspects 

Examine other relevant aspects of the company: corporate culture, philosophy, mission or purpose; attitudes in the company, key individuals; technological position, etc.

Customer (Market) Analysis 

Since the customer should be the focal point of any business, take a careful look at the market for the company's products: Who are the customers? Why do they buy the product? When or how frequently do they buy? Has the organization segmented the market properly and clearly defined its target market? Ask yourself questions like these to get some feel for the type of people who are likely customers for the company. You can then evaluate whether the company is reaching this market. Also carefully analyze what changes are taking place in the market and how the market of the future will be different from today's.

Competitive Analysis 

It is important to understand the competitive forces of the industry. Where does the company stand relative to the suppliers, customers, and competition? What are the organization's strengths and weaknesses relative to the competition? What changes are occurring in the industry?  What changes are likely to occur?  

Environmental Analysis 

In addition to the company, customers, and competition, evaluate the external environment. Are there any changes taking place, or expected to take place in the political, legal, social, technological, or economic environment that may affect the organization? Look for environmental threats as well as environmental opportunities. Realise that what at first may appear to be a threat may actually be a great opportunity for the firm.

Just as decision makers do in real business situations, students must add to the facts by making reasonable assumptions regarding many aspects of the situation. Business decision making is rarely based on perfect information. What is required in these situations is making reasonable assumptions and making these assumptions explicit. The ability to make well-reasoned decisions in uncertain situations and under severe time constraints is a skill that must be developed for a manager to be truly effective.

Problem Identification

Now that you understand the case and have critically evaluated all of its key elements, you are ready to begin writing the analysis report.  In the first section, the problem statement, students must formalise the problems existing in the organization. Not only is this normally the most difficult part of the case analysis, it is also the most crucial. The remainder of the case analysis evolves around solving the problems defined at this stage.  Thus, it is important to consider the problem areas very carefully.

A good way to start is to define all of the problem areas you see in the case. Then go over each of these and try to sort out the symptoms of problems from the actual problems themselves. You may have to search to find the problem behind the symptoms. A company may be experiencing increasing inventory costs, declining profitability and declining customer service quality. After examining all aspects of the situation, you may conclude the company's major problem is poor product management, particularly the lack of a formal product elimination strategy. As you carry out this process, you may find that there is more than one problem in the case. In this situation, you need to prioritise the problems into major and minor. Focus your case analysis on what you define as the one major problem. Occasionally, you may identify two major problems.  If so, treat them separately: solve one completely, then solve the other. However, if at all possible, try to pick out the one problem that is more immediate than the other and focus your analysis on it. 

In writing up this section of your case analysis, define concisely the major problem(s). Also list the related symptoms. Following this statement of the major problem, list all of the minor problems along with their corresponding symptoms.

Problem definition is also a matter of delineating a suitable framework within which to deal with what may be posed in the case as an immediate question. The problem scope should not be unrealistically and unmanageably broad. Good problem definition names the immediate problems and defines them in a way that calls for action-oriented answers.

Objective Statement

Objective statements are often erroneously omitted from case analysis reports because the implicit objective is always to solve the problem.  However, problem statements are generally past or present oriented and objectives are always oriented toward the future. On many occasions, the student may identify a root problem that is only partially actionable.  In this instance, it is reasonable to decide that only part of the problem will be solved in the remainder of the case report.  Thus, the point of the objective statement is to tell the reader about the immediate objective in light of the bigger problem. 

Analysis of Alternatives

Now that you have identified the major problem, you are ready to solve it. Develop as many possible solutions as you can, and then screen out those ideas that are illogical until you have a set of realistic alternatives. You can then examine the advantages and disadvantages of these remaining alternatives to reach a solution.

The initial process of alternative generation is similar to idea generation in the creative process. The objective is to generate as many alternative courses of action as possible. The next step involves mentally making a pass over each of these to eliminate any that are not feasible. This process should leave you with some realistic alternatives to be assessed more critically.

In writing up your case analysis, list these realistic alternatives, making sure that each relates to the major problem you defined. Each alternative should be a potential solution to the major problem in the case; the alternatives should be largely different ways of solving the problem and independent of one another. Then list the specific advantages and disadvantages of carrying out each alternative. You may wish to construct a 'T account' for each alternative, listing the pros on one side and the cons on the other. For a more thoughtful approach, you can calculate a score for each alternative by specifying weighted criteria and ranking each alternative against each criterion. Some useful criteria will come from general standards such as the amount of resources needed and likelihood of success.  Other more case-specific criteria will come from the objective statement. If you stated more than one major problem, you should follow this same procedure for each.  

Recommended Solution and Justification

After following this logical approach to identifying potential solutions to the major problem and evaluating the alternatives, you should be in a position to recommend a course of action. In this section of your case analysis, state the alternative you selected and explain why it was selected. In cases where you defined more than one major problem and set of realistic alternatives, select and justify an alternative for each problem. Remember, ideally no more than one alternative should be selected. If you could select more than one, it is probably because (1) the alternatives in that set were not really independent and mutually exclusive, or (2) your major problem statement is too general and should be more specific. 

In your recommendations and implementation, beware of constraints on the organization. Some important constraints include strength of competition, company resources, production capacity, budgets, and philosophies and capabilities of top management. You must reach a clear decision. Part of the skill of decision making is to be forced to reach a decision under ambiguous circumstances and then be prepared to defend this decision. In reaching a decision, a good case report provides recommendation that is logically consistent with the situation and one that persuades the reader of its merits.  This is the ultimate test of a case analysis report.

Implementation

You may feel that after you have recommended a solution the case analysis is finished. However, in many respects the important decisions have yet to be made. All you have accomplished so far is to decide what should be done in the future: a normative solution. Now you must describe how it is to be achieved by answering such questions as:

· How will it be accomplished?

· When will it be accomplished?

· Who will do what?

· How much will it cost?

· How will it be paid for?

The final component of your written analysis will be devoted to your plans or implementation. In addition, you should have a technical appendix at the end of your paper in which you specify each part of your plan, along with the corresponding cost and contribution projections. In your recommendations for the organization, also consider how these plans will impact on the minor problems you identified earlier in the case analysis. Address each of these minor problems and make appropriate recommendations for their solution as well.

Every good plan should include guidelines for action when things don’t go as planned.  Specifically, students should consider what can go wrong with the plan and state their contingency plan(s).  Readers will be more convinced of the merits of a report if it includes a realistic appraisal of its weaknesses accompanied with well-thought plans for overcoming them should contingencies be required.

The final paragraph should tie a bow around your analysis. Briefly summarize how your recommendations will solve the major and minor problems faced by the organization. Suggest what the organization should do in the future and how it will be better off because of it.

Writing the Report

Students who prepare written reports do a better job of analyzing business problems. Writing a good report takes a certain skill.

The recommended system of organization divides the report into five sections preceded by an-executive summary (which should be written after the rest of the write-up has been completed). The sections are designated and arranged in the following order:

· Executive summary (Write this last but present it first in your written report.)

1. Problem statement (past and present orientation)

2. Objective statement (future orientation)

3. Analysis of alternatives (linking the situation to the objectives through alternatives)

4. Recommendations (linking the chosen alternatives to the problem)

5. Implementation (showing the steps and feasibility of realising the recommendation)

The case overview, problem, and objective statements should be brief. The analysis of alternatives section should read like a tightly organised discussion of alternatives in light of the overall situation and the problems and objectives previously identified.

The recommendation and implementation sections should be comprehensive. Use this chance to informally summarize the major findings of the case by briefly linking specific actions in your implementation plan to the problems and objectives and pros & cons of the recommended alternative. This is a particularly crucial piece of the report because all the other work to identify problems, analyze alternatives, and make recommendations rests on whether or not the reader thinks it should be and can be implemented. Further, it is the last thing your reader will consider.

The executive summary, on the other hand, is the first thing your reader will consider. It should summarize the entire report thus it must be written last. Once you have completed your case analysis, condense the most important points into a three paragraph statement (no more than one full page). The summary should include very brief mention of the primary issues, recommendations, and necessary actions. This will be the first thing the instructor reads when evaluating your work and an important document for each student as we conduct case discussions in class.

The body of the case analysis (excluding the executive summary) should be no more than five pages, each with a single printed side each.  It is fairly obvious that written reports must be neat, legible and free of grammatical and spelling errors.  In general, the standard for written work reflects what the business community expects from graduates.  Like all business reports the case report should be well formatted with section headings, at least one inch of space on all margins, and a professional font of at least 10pt.  Unlike most business reports, the case report must be double spaced to allow room for instructor comments.   

The 5 page double-spaced requirement may seem quite restrictive.  However, the length accurately reflects business standards and holding to this standard has proven to hone the students’ business writing skills.  To adequately meet this standard, it is immeasurably important that students be able to delineate between information that is simply known and related to the topic from information that is relevant, important, and necessary for the reader to know.  When facing a restriction in the length of the report but without a reciprocal reduction in the expectation of excellence, the ability to communicate effectively in writing becomes paramount. 

That said, students can supplement any part of the 5 page report, in the form of tables or charts, by providing them in an appendix and referencing them in the main body of the report. By doing so, if the instructor has any questions regarding a proposition made in the main body of the paper and the student has referenced supporting information in the appendix, the instructor can more fully assess the student's proposition. With the appendix system, there is no limit to the overall length of the written case analysis. The final length depends on the amount of data provided and the style of the student. The report should be long enough to cover adequately the subject but not so long as to bore the instructor and the class. 

Instructor Evaluation of Cases

When instructors read reports, they check to see whether students fully understand the situation and whether their interpretations of the facts are reasonable. They also like to see papers that are objective, balanced, consistent and decisive. Perhaps the most common error made by students in writing case reports is to repeat the facts that have been provided. Instead of analyzing the data in light of the alternatives, students frequently repeat statements that appear in the cases, with no clear objective in mind. Another deficiency often observed in writing reports is a lack of organization. The end result is a paper that has no beginning and no end, and often consists of one long paragraph. On the other hand, some students present their analyses, problems, recommendations and implementation plans in a bullet or outline form. The condensed nature of such reports sometimes makes them hard to follow and even harder to truly understand. The more readable narrative approach is strongly recommended.

The following 5 points for evaluation will be equally weighted:

1. Organisation (coverage, clarity, and presentation style)

2. Problem and Objective Identification (depth and utility to the company)

3. Analysis of Alternatives and Recommendation (breadth and realism in alternatives and basis of the recommendation)

4. Implementation (comprehensiveness of action plan/steps, contingency plans, likelihood of success/feasibility)

5. Overall Appraisal (Overall assessment of fit - both internally and to the facts of the case)

Final Suggestions

How do you know when you have done a good analysis? As you develop your analyses of the cases, keep the following points in mind:

(1) Place yourself in the role of a business consultant or a particular decision maker in the organisation and address your comments to the appropriate company executive.

(2) As with any report sent to an executive, you should keep it as concise as possible. Do not rehash all the information contained in the case. Stick with a critical evaluation of the facts.

(3) Remember to operate within the time frame of the case. Do not spend your time trying to find out what the organization actually did and then recommend that as your solution. This destroys the whole purpose of the case analysis. And just because the organization did something does not mean it was right. A solution you come up with may be better than what the organization actually did.

(4) Do not use the expression "I need more information". Business managers would always like to have more data, but cost and time limitations preclude it. The information provided for you in each case is sufficient (but not optimal) for making a decision.  In circumstances that necessitate use of information not provided in the case, you are to make a reasonable assumption just as a business manager would.  Remember to state your assumptions explicitly. 

(5) Be complete. It is imperative that the case analysis be complete. Each area of the situation must be analysed before writing the report.  In the report the problems and opportunities must be clearly stated, alternatives must be presented and evaluated, a decision must be made and a plan must be presented. Each area above must be covered in good depth and with insight.

(6) Avoid rehashing case facts. A good analysis separates the wheat from the chaff by only using facts that are relevant, important, and necessary to make summary points of analysis. Analysis is minimal when the report restates facts without making relevant summary comments.

(7) Do not confuse symptoms with problems. For example, one might list one problem as decreasing sales volume. This would not be correct. This is a symptom. The real problem is identified by answering the question: Why are sales down? For example, sales may be low due to inadequate salesforce training but this may not be the root problem. You still need to ask: Why is sales training inadequate? It may be due to poor sales management policies. What you do is keep asking "why" until you are satisfied that you have identified the root problem.

(8) Do not confuse opportunities with taking action. One can recognize market opportunity but not take any action related to it. A company may decide not to compete in this market due to a lack of skills or resources or the existence of strong competition. Decisions involve the complex trading-off of many problems and opportunities.

(9) Recognize alternatives. A good analysis explicitly recognizes and discusses alternative action plans. This is not only to ensure that you have considered all the options.  Rather, presenting the competing alternatives and discussing them according to general business criteria or the specific objective stated in your report is necessary for your reader.  The reader uses this discussion to evaluate the credibility of your work. You must present and evaluate alternatives before stating your decision if you are to be seen as reasonable and objective.

(10) Make effective use of financial and other quantitative information. Financial data (break-even points and so on) and information derived from the other quantitative analyses can add a great deal to a good case analysis. Totally ignoring these aspects or handling them improperly suggests a lack of seriousness and again reduces your credibility.

Case studies give you the opportunity to relate the theoretical content of your courses to the business world and will be helpful in developing your business skills. You will find that your case study technique will improve with practice. Remember to take a logical approach to identifying and solving problems.

GUIDE FOR A CASE ANALYSIS REPORT

Note: The case must be submitted as one document; one, single, with all Excel and MS Project files integrated.
In the footer of each page list your team letter/number in 8-point type, the completion date of the document, and number each page.  List the full student names please.

The point-of-view of the case is to be your team acting as consultants to the executive management team of the organisation in the case study.

A well-written case analysis in a university course demonstrates the student’s understanding of the concepts discussed in class and in course readings and from previous courses by taking these concepts and applying them in the analysis, where appropriate. 

I use the case-study method because of the "near real-world" approach it brings to business education in at least three ways. First, case discussions should generate a dynamic process of vigorous questioning and debate among students themselves and the instructor. This approach helps students to become good questioners, rather than just good answer-finders; it's the journey, rather than the arrival that informs. A good case-taught class requires all students to participate actively in the learning experience. The learners must create for themselves the ideas that the teacher seeks to communicate. Students personally engage the problem and "own" the solution, which produces a student-oriented process. "Good judgement comes from experience. Experience comes from bad judgement.” As in the real world the case method replicates the trial-and-error experience of seasoned managers, thereby deepening judgement. 

Second, the case method trains students to think as business administrators (rather than as scholars), so as to (1) see a problem looking for solutions rather than a textbook or class-lecture concept looking for applications, (2) define many tangled problems and determine which one(s) to attack with the limited time available, (3) appreciate differing agendas and points of view, and (4) take action, not just report findings. 

Third, by linking analysis with individual action taking, the case method encourages moral awareness by requiring students to take a stand. The give-and-take of case discussion often brings to the surface subtle ethical dilemmas that might otherwise be missed. The case method helps students learn to assess and embrace the tradeoffs among different stakeholders' interests. 

I teach with case studies because the method embodies important values of professional education. The case method is not simply a technique; it is a rich philosophy about judgement, analysis, action, and learning. 

A word you need to know: Heuristic 1 heuristic \hyu-'ris-tik\ adj [German: heuristisch, fr. Latin: heuristicus, fr. Greek: heuriskein, to discover] (1821): involving or serving as an aid to learning, discovery, or problem-solving by experimental and especially trial-and-error methods <~ techniques> <a ~ assumption>; also: of or relating to exploratory problem-solving techniques that utilise self-educating techniques (as the evaluation of feedback) to improve performance <a ~ computer program> _ heuristically \-ti-k (e-) le\ adv 

2 heuristic n (1860) 

1: the study or practice of heuristic procedure  

2: heuristic argument  

3: a heuristic method or procedure 

The Written Case Analysis

Each analysis carried out and published in your write-up should result in a discussion of the implications of the analysis and, where appropriate, actions to be taken as a result of the implications of the analysis.

The process is a company analysis and environment analysis leading to problem statements, yielding objectives, alternatives, and data for analysis and selection of alternatives, and building the feasibility parameters for the action plan.

The student is encouraged to employ outside resources such as the library and Internet. However, it’s expected that the team members will produce all the work in the analysis, and not solicit or receive assistance from other people in producing the analysis.

When information from outside the actual case is employed, the time frame of the information must not be later than the end date of the case. If you use external material, remember that your analysis and plan may be better than what the company managers and executives actually did.
Important: Report Format: Hand in your analysis at the beginning of class on the prescribed date, as an electronic document, sent to the specified address, formatted for A4 paper, with 2.5 cm margins. Please do not provide a paper copy unless specifically requested to do so.
In preparing to discuss each case, you should succinctly present your analysis and clearly emphasise and defend what you think are the major management issues, their underlying causes, and appropriate responses. Be as brief as possible in your written analysis, do not paraphrase the case, I will have read it. But in your oral presentation, the students may not have taken the time of prepare for your discussion. You can fit an amazing amount of material into each page if you just get to the point and make it clearly. What takes time is to figure out the point you are trying to make and to communicate it succinctly. (Henry Thoreau, an American philosopher, once wrote: "Sorry I wrote such a long letter, I didn't have time to write a short one.")

One way to think about your task is to imagine that you are an outside consultant hired to assess the situation for the organisation in the case. You should assume that members of the organisation know the obvious elements of the case, even though they may need to have their memories refreshed (for example, by providing an example to illustrate any abstract points you might make). What they do not know are the underlying dynamics brought about by the particular problems discussed in the case. Only you, as an outsider and an expert in management, can give them an "objective" evaluation of the situation. The best consultants will offer insightful speculations that are not apparent to the players in the organisation and will explain these ideas in terms that the members can understand.

Your analysis of the issues and recommendations for management action in each case should build on relevant material assigned up to and including the day the case will be discussed in class. Your analysis and management actions sections should be based on theoretical and applied concepts that you derive from the readings and lectures. To limited space required, a concise way to indicate that you have brought in relevant concepts is to cite the source, e.g. "As noted by Lawler (1988), job involvement is an appropriate strategy to use in this situation because task interdependence is high."

Structure of the Analysis and Report

Executive Summary:

The executive summary is meant to be an attention-grabbing summary of your case. It is directed at the key decision-maker in the case (all of your analysis should be written for the key decision-maker). It should be no longer than one page. Stick to the most important points. The key things to communicate are 1) what is the problem (performance gap), and 2) what do you recommend. The executive summary should be so compelling as to convince the decision-maker to read the rest of your analysis. Do not repeat case facts, or waste any of the executive summary on details that would be trivial to the key decision-maker (e.g. if you begin "Lincoln Electric is a successful manufacturer based in Cleveland...." you are beat from the start).

Analysis 

The analysis section is the most important part of your paper in terms of grade weight, and it will ordinarily constitute about half of your paper. The analysis should apply concepts from the course to understand why the problem you identify exists (what are its root causes and implications), what are the alternative solutions for the problem, what are the relevant criteria for choosing among the alternatives, and which alternative is recommended. Here are more tips: 

1) The analysis should use the concepts we develop in class, but they need not be presented in the same language we use in class. Remember that you are writing to the decision-maker in the organisation that is the subject of the case, and he or she may not have taken our class! So, in most cases you will use the analytical techniques from class "off-line", and then translate the results of that work into the body of your paper. 

2) State explicitly any assumptions you make in the analysis. 

3) Back up your analysis with quantitative support where appropriate. 

4) Make sure your analysis addresses the problem(s) you identified. If not, your problem or the analysis is wrong. 

5) Use business language and format. Be direct and precise. Keep in mind the audience of the paper, and always ask yourself if the sentence you just wrote will provide value to that audience. 

6) Make sure you get to the root causes of the problem. Keep asking if there is something underlying the cause you have arrived at. Ultimately, it is the root cause that you have to solve. 

Solutions and Action Plan
Very briefly restate your recommendation, and then provide an action plan for how the recommendation should be implemented. A critical question is "who will resist this new plan?" Be as specific as possible. What should be said to whom? When should things be done? Where will the money come from? How will we know if the plan is working? 

This is the opportunity to explain how your recommendation can become reality. It is absolutely critical because without a successful implementation, a good recommendation is worthless. In the analysis section you answer, "what should be done", but here you must explain "how to do it." You will have to consider issues of organisational change. 

Company analysis, sample topics, not all will relate to every case:

1. Financial situation

2. Financial statement analysis 

a. Ratio analysis 

b. Other quantitative analysis 

c. Overall financial assessment 

3. Marketing system

4. Production and distribution systems

5. Human resource systems 

6. Organizational structure 

Other aspects 

7. Customer (market) analysis 

8. Competitive analysis 

9. Environmental analysis 

10. International business theories

11. Risk analysis

12. Supply chain management

13. Cultural issues

14. E-business

15. International strategic analysis
Format of the case analysis report: 

· Cover page

· Table of Contents

Chapter or section headings:

· Executive Summary (no more than one page)

· Analysis

· Problems Identified

· Objectives (to be achieved to solve the problems)

· Alternative Solutions (to meet the objectives and solve the problems)

· Selected Alternative (along with reasons for selecting that alternative)

· Action Plan (what, why, when, where, who, and how)

· Contingency Plan

Use the concepts from the textbook, handouts, the lectures and discussions in class, past classes, and your own experience (if any). Data external to the case may be employed in the analysis so long as the team produces or acquires that information, and published data beyond the time frame of the case must not be used.

Use a format, in which you number (or bullet) each point under the headings (but use full sentences within each item to explain your arguments clearly). In most cases, you should have approximately three to four numbered items under each heading (except for the “Problem” statement which will usually consist of a single or a few primary problems). Be sure that these items relate to each other from section to section, so the flow of your argument is clear.

STANDARDS OF ASSESSMENT FOR WRITTEN CASE STUDIES

Case Score Sheet

	Weights 

For Grade
	
	SCORE
	Score

Weight x

Grade

	0.50
	Analysis, Problem and Objective Identification (company analysis, accuracy, depth and utility to the company); and linkage, problems follow from analysis, objectives follow from problems
	
	

	0.20
	Analysis of Alternatives and Recommendation (breadth and realism in alternatives and basis of the recommendation)

Linkage, alternatives follow from objectives


	
	

	0.20
	Implementation (comprehensiveness of action plan/steps, contingency plans, likelihood of success/feasibility)

Linkage, plan can meet objectives and implement alternative 


	
	

	0.10
	Overall Appraisal (coverage, clarity, presentation effectiveness, assessment of fit: both internal consistency and fit to the facts of the case)


	
	

	
	
	Total:
	


Issues and Analysis

There are many issues in any given case but not all of them are equally important. Make sure it is clear why you think these issues are important, since these issues set the stage for how you plan to approach the case. Remember not to simply recount the facts of the case. What you should be saying in the review section is: I’ve reviewed the situation carefully and these are the key issues you (the reader) should expect to find analysed and addressed in my case evaluation. I will discuss each in depth below. A SWOT analysis is always useful.

What are the causes/factors producing the situation described in the case (i.e., what are the causes of the manifest issues you just described)? Also, are its likely effects a major problem or so minor they should be ignored?

You will probably need to devote most of your efforts to this section. This is the most difficult part of the assignment for most students because it involves theorising about why things have happened, rather than just describing what occurred. Although difficult, this section is essential because if you can figure out why the situation arose, then you can begin to pinpoint what aspects of the situation are going to be responsive to action. The goal is to figure out why the situation arose and what the implications are.

Methods for analysing problems were presented in the “Analysis Tools” lecture and overheads. These methods may be helpful in helping you identify the root causes of problems.

Your discussion here should foreshadow where you intend to direct your management actions, because to effectively solve a problem you want to act to address its causes, not just its symptoms. Thus, the analysis should clearly correspond to the issues above, and clearly set the stage for the problem and actions below. It also is helpful to include brief examples from the case to support your conclusions about the causes of the problem.

Problems and Objectives

Given your analysis, how would you succinctly describe the key problem (or problems) to be addressed? The implicit question asked in a problem statement is "What do we want to change? The link to your analysis should be readily apparent. 

Identifying the key problem may involve some hard choices. In complex situations, there are far more problems than we can attend to and not all of them are equally important. Make sure it is clear why you think these issues are important, since the problem identification sets the stage for how you plan to approach the case. Further, make sure you are posing a problem to which your solutions (under "Management Action") will be responsive. While this section will be brief (a sentence or two), it is where you cull the key problem that you think lies at the heart of the case from the various issues that you identified in the first section. 

Problem statements should be free from both causes (which are identified in the analysis section) and solutions (which are presented in the management action section). For example, if you stated the "as is" part of the problem as: "Department employees don't know how to fill out expense reports" then you have implied that the cause is a lack of skill or knowledge. This leads almost inevitably to a training solution. However, before collecting and analysing the case facts, it is impossible to know whether or not this is a training problem. Stating the "desired state" as "The expense forms need to be redesigned" implies a solution. Again, before collecting and analysing some data, it is difficult to know what solutions are appropriate.

Here is a checklist to use to evaluate your problem statement:

_____ Is there a clear link from your analysis to the problem statement? 

_____ Does everyone have a common understanding of the problem?

_____ Is the problem sufficiently limited in scope?

_____ Is the problem within management's control or influence?

_____ Is the problem worth solving?

_____ Does/Do the objective(s) solve the problem(s)?

Alternatives

Who, what, when, where, why, how? Describe and analyse alternatives, select the preferred, and explain your bases for selection.

Action Plan

Delineate a specific course of action to address the key problem(s) you identified. Describe your recommendations, how you would implement the actions, and how you would monitor and evaluate progress toward full implementation. The key problems most students have here included being vague (e.g. don't say, "they should co-operate more" -- tell me what should be done specifically to get them to co-operate) and specifying the ends without the means (how will you achieve your desired states?). Of course, your actions must be plausible with respect to the entire organisation.

After writing your actions, go back and ask, for each one, "How does it address the issues raised initially?" Be sure the issues have been addressed either in your analysis or as an aside in your actions. Namely, be sure it is clear why the stated action would be helpful. In addition, the actions should be consistent with the organisation's mission and strategy.

Evaluate your actions by noting their potential shortcomings. Another key problem that many students have is that they fail to acknowledge the downside risks of proposed solutions. How will your actions be difficult to implement? How may they be counterproductive or backfire (i.e., what may be the negative side effects)? What contingencies are planned to deal with these potential problems? 

I expect to see one or more contingency plans.

Common Problems -- and Corrective Rules of Thumb

There are four general heuristics that are important to keep in mind in analysing a case and writing up your analysis.

First, do not simply recount facts from the case. What I do want to see is what you think are the underlying causes and solutions that are not explicit in the case, that you have derived from the readings, in-class discussions, or your own experience and applied to the case – an exception is when you want to use brief examples to support your contentions. 

The second heuristic I'd suggest you keep in mind is to make sure that the various sections of your document are clearly linked. This means that if you raise an issue in the first section, be sure you analyse its causes and implications in the analysis section and suggest actions for it in the last section. Although there are various ways to handle this concern, the easiest way to do this is to explicitly structure (and label) each distinct point you are trying to make in your write-up so that item #1 in the issues section corresponds to item #1 in the analysis section, and so on. 

Third, you do not need to work on preparing the document in the order the sections will finally appear. Sometimes you will know what corrective actions are required and need to backtrack to figure out the underlying causes that those actions will address. Other times it will be clear to you what theory discussed in your reading is relevant to the case, but you will need to go back and figure out how to link that theory to other aspects of the case. For many students, it has been helpful to jot down notes under any of the four section headings as you read through the case -- many will later be discarded, but some may end up forming the core of your analysis. 

Finally, think of each case analysis as a report you are giving to your boss at work, rather than a class exercise. You need to persuade me (as your boss) that I should allocate personnel, money, and perhaps risk my own reputation by following your advice. I am unlikely to accept your assertions and recommendations unless they are clear and convincing. 

Frequently Observed Problems with Case Analyses

The following is a list of frequently observed problems with case analyses. You may wish to use this as a checklist to verify that these problems are not present in your written analysis.

Issues and Analysis

· Description of issues for analysis is scant. What about it is at issue? 

· Issues are off-target -- refer to extraneous or irrelevant items. 

· It is not clear why issues are important enough to address.

· Why? Analysis does not explain the causes of what you observed, or what caused the problems to occur. In other words, the point is not based on evidence from the case. 

· It is not clear how this relates to the issues. 

· Analysis is too vague. Need evidence to support with a few facts/details from the case and with relevant concepts and/or examples from readings. 

· Descriptive, restates the case facts. 

· Does not show interactions and dynamics that lead to cause-effect relationship. Cause is there; effect is there; but the link is not made explicit (Try adding the word "because..." to your analysis). 

· So what? Analysis does not address the implications or whether they are important. 

· Missing key information. Analysis is not complete. 

· Comment is prescriptive (gives direction or specifies action) and should go under "actions," not analysis. "Should" and "need to" are signals that comments are prescriptive. 

Problem

· Problem is not consistent with analysis. It seems to come out of nowhere and is not based on analysis in any obvious way. 

· Statement just restates analysis, rather than summing up the crux of the analysis in a brief statement and identifying the key problem. Problem statement should be free from causes. 

· Focuses on the symptoms, not the problem. 

· Focuses on relatively minor issues. 

· Addresses issues that should have been addressed in analysis section. 

· States solution. What is the problem? 

· Addresses too many problems to solve. 

Alternatives

· Alternatives are listed, but not analysed and justified.

· Same for justification of alternative selected; why did you select it?

· “Hiring a consultant” is not an alternative. You are the consultant.

Action Plan

· When and who schedule not provided.

· No contingency plan.

· Relevance to stated problem is not clear. Why would this action help? If not clear from the analysis, need to make explicit the purpose for the action. 

· Actions are not consistent with analysis -- solutions do not follow logically from the cause/effect links identified in analysis section. 

· Actions are not consistent with organisation's mission and/or strategy. 

· Doesn't address all central issues that were raised and analysed earlier. 

· Actions are vague, not concrete (e.g., "Have meetings" is a little too vague. What would be discussed? Who should be involved? Why would those involved want to participate? What specifically would be done?). 

· It is not clear how one would implement the recommended actions. 

· Actions are not realistic. 

· Could have suggested more actions to solve the stated problem. 

· Actions are not theoretically sound. 

· Doesn't address the potential negative consequences or risks if recommendations are pursued (i.e., what unintentional negative effects could result? Why might they not work?) 

· Doesn't suggest how to deal with potential problems and obstacles. 

General Comments – Problems Across Categories


· You are writing an analysis, not a report; do not restate facts from the case unless they are useful in your analysis.

· Redundant: Time is limited; eliminate redundancies. 

· Poor grammar/awkward sentence structure. 

· Typos or spelling errors: Be sure to use spellchecker and to proofread.  

· The report is too long: Need to be more concise or choose only the most important case features. Choose both words and issues carefully. 

· Write-up lacks direction and seems disjointed: Pick your issues, choose a clear focus or position, analyse the issues, and direct your actions towards your specific, chosen focus or goals. 

· Restatement of concepts from textbook, readings, prior courses, discussions without relating them to the facts in the case.

Guidelines for Grading Cases

Issues and Analysis: Your analysis must explain why each issue arose and what its effect is, so it is clear why you have recognised and explained the causes behind the symptoms, whether that issue has important or unimportant effects, and whether those effects are likely to be amenable to intervention. This section should clearly reflect some sense of the case (e.g., the underlying process, and interactions). Any unclear or abstract points should be briefly illustrated with facts from the case. However, the analysis should not repeat any of the facts of the case, except to provide brief illustrations as noted above. 

Problems and Objectives should follow clearly from the analysis and the issues. I should not have to try hard to figure out why you concluded this is the key problem in the case -- it should be obvious from the previous sections. 

Alternatives should be justified; why is this a viable alternative?

Actions: Recommended actions should address the underlying causes raised in the analysis section and should clearly relate to the focal problem.

· Include dates, anticipated time to complete, who is responsible for the action, e.g.

	Action
	Task
	Start Date
	Required Completion
	Responsible Persons
	Standard for successful completion

	1
	Select manufacturing facility to purchase
	1 Aug
	31 Dec
	Plant Manager & Controller
	Site selection document signed off by PM and Controller


If you use Microsoft Project, it must be integrated into the report to form a single document, and all necessary MS Project data must be provided. Do not provide page after page of blank tables.

· Actions should be concrete and not vague.

· Action statements should explicitly recognise the downside risks associated with the recommendation -- that it could have unintended negative consequences (and what they are and why) or that it could have a real chance of not working (and why).

Appendix A

Some Structured Techniques for Analysis for the Analytically Oriented from Skymark.com, all of these and more are discussed at: http://www.skymark.com/resources/tools/relations_diagram.asp
Relations Diagram (or Inter-relationship Digraph)

· Relations Diagrams are drawn to show all the different relationships between factors, areas, or processes. Why are they worthwhile? Because they make it easy to pick out the factors in a situation which are the ones which are driving many of the other symptoms or factors. For example, a relations diagram of urban poverty might start out something like this:
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Instead of one item following another in a logical sequence, each item is connected to many other pieces, showing that they have an impact on each one. Once all the relevant connections between items have been drawn, the connections are counted. Those with the most connections will usually be the most important factors to focus on.  I in a fairly tangled situation, this is a powerful means of forcing a group to map out the interactions between factors, and usually helps bring the most important issues into focus.

To create a Relations Diagram:

1. Agree on the issue or question. 

2. Add a symbol to the diagram for every element involved in the issue. 

3. Compare each element to all others. Use an "influence" arrow to connect related elements. 

4. The arrows should be drawn from the element that influences to the one influenced. 

5. If two elements influence each other, the arrow should be drawn to reflect the stronger influence. 

6. Count the arrows. 

7. The elements with the most outgoing arrows will be root causes or drivers. 

8. The ones with the most incoming arrows will be key outcomes or results.

Affinity Diagramming

· Affinity diagramming is designed to sort a raw list, using "gut feel" to begin to categorize the raw ideas. It is a next step beyond you initial literature search where you have found a vast collection of ideas, results, and opinions.

· The affinity diagram, or KJ method (after its author, Kawakita Jiro), diagram was developed to discovering meaningful groups of ideas within a raw list. In doing so, it is important to let the groupings emerge naturally, using the right side of the brain, rather than according to preordained categories.

· Usually, an affinity diagram is used to refine an initial literature review into something that makes sense and can be dealt with more easily.

In Seven New QC Tools, Ishikawa recommends using the affinity diagram when facts or thoughts are uncertain and need to be organized, when preexisting ideas or paradigms need to be overcome, and when ideas need to be clarified.

A sample affinity diagram is show below. On the left side of the window is a list of ideas. On the right side is the affinity diagram, in which ideas have been grouped into affinity sets. In this case, the sorting is in an advanced state, and affinity sets have already been given titles. It's important not to add the titles early in the sorting process.
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Affinity Diagramming: Steps

To create an affinity diagram, you sort your ideas from your literature search list, moving ideas from the brainstorm into affinity sets, and creating groups of related ideas.

As you sort ideas: 

1. Rapidly group ideas that seem to belong together. 

2. It isn't important to define why they belong together. 

3. Clarify any ideas in question. 

4. Copy an idea into in more than one affinity set if appropriate. 

5. Look for small sets. Should they belong in a larger group? 

6. Do large sets need to be broken down more precisely? 

7. When most of the ideas have been sorted, you can start to enter titles for each affinity set.

Cause & Effect Diagram

· The cause & effect diagram is the brainchild of Kaoru Ishikawa, who pioneered quality management processes in the Kawasaki shipyards, and in the process became one of the founding fathers of modern management.  

· The cause and effect diagram is used to explore all the potential or real causes (or inputs) that result in a single effect (or output). Causes are arranged according to their level of importance or detail, resulting in a depiction of relationships and hierarchy of events. This can help you search for root causes, identify areas where there may be problems, and compare the relative importance of different causes.

 Causes in a cause & effect diagram are frequently arranged into four major categories, these categories can be anything.  The categories you use should suit your needs.  We often create the branches of the cause and effect tree from the titles of the affinity sets in a preceding affinity diagram.

The C&E diagram is also known as the fishbone diagram because it was drawn to resemble the skeleton of a fish, with the main causal categories drawn as "bones" attached to the spine of the fish, as shown below.
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Cause & effect diagrams can also be drawn as tree diagrams, resembling a tree turned on its side. From a single outcome or trunk, branches extend that represent major categories of inputs or causes that create that single outcome. These large branches then lead to smaller and smaller branches of causes all the way down to twigs at the ends. 

The tree structure has an advantage over the fishbone-style diagram. As a fishbone diagram becomes more and more complex, it becomes difficult to   find and compare items that are the same distance from the effect because they are dispersed over the diagram. With the tree structure, all items on the same causal level are aligned vertically.
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To successfully build a cause and effect diagram:

1. Be sure everyone agrees on the effect or problem statement before beginning. 

2. Be succinct. 

3. For each node, think what could be its causes. Add them to the tree. 

4. Pursue each line of causality back to its root cause. 

5. Consider grafting relatively empty branches onto others. 

6. Consider splitting up overcrowded branches. 

7. Consider which root causes are most likely to merit further investigation. 

Force Field Analysis

Force Field Analysis is a simple but powerful technique for building an understanding of the forces that will drive and resist a proposed change. It consists of a two column form, with driving forces listed in the first column, and restraining forces in the second. 

The force field diagram is derived from the work of social psychologist Kurt Lewin. According to Lewin’s theories, human behavior is caused by forces - beliefs, expectations, cultural norms, and the like - within the "life space" of an individual or society. These forces can be positive, urging us toward a behavior, or negative, propelling us away from a behavior. A force field diagram portrays these driving forces and restraining forces that affect a central question or problem.

A force field diagram can be used to compare any kind of opposites, actions and consequences, different points of view, and so on.

In the context of process improvement, driving forces could be seen as pushing for change while restraining forces stand in the way of change. A force field diagram is used to analyze these opposing forces and set the stage for making change possible.

Change will not occur when either the driving forces and restraining forces are equal, or the restraining forces are stronger than the driving forces. For change to be possible, the driving forces must overcome the restraining forces. Usually, the most effective way to do this it to diminish or remove restraining forces. It can be tempting to try strengthening the driving forces instead, but this tends to intensify the opposition at the same time.

The balance sheet structure of the force field diagram makes it applicable to situations other than comparing driving and restraining forces as well. For example, you could use it to list possible actions and reactions, compare ideal situations and reality, or in negotiation, weigh what you want from someone with what they would have to face if they agreed.
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Setting up your force field analysis

1. Draw two columns, with one header running across both. 

2. Write the planned change in the header area. 

3. Label the left column "driving forces", and the right one "restraining forces". 

4. List the forces in the two columns. 

5. Encourage creative but realistic thinking. 

6. Forces seek equilibrium. To encourage change, create asymmetry between forces. 

7. Which of the restraining forces can be removed or weakened? 

Force Field: Other Uses

  You can also use a force field diagram to: 

1. List pro's and con's. 

2. List actions and reactions. 

3. List strengths and weaknesses. 

4. Compare ideal situations and reality. 

5. In negotiation, compare the perceptions of opposing parties. 

6. List "what we know" in the left column, and "what we don't know" in the right.

Tree Diagram

The tree diagram is one of the “7 Management and Planning Tools” described by Shigeru Mizuno.  It is used to figure out all the various tasks that must be undertaken to achieve a given objective. If you use it carefully and thoroughly, it will give you a better understanding of the true scope of a project, and will help your team focus on specific tasks that are needed to get something done.
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To successfully build a tree diagram:

1. Be sure everyone agrees on main goal before beginning. 

2. Be succinct. 

3. Think of the main tasks involved in accomplishing the goal. Add them to the tree. 

4. For each task node, think of the sub-tasks that will be required, and add them to the tree. 

5. Ask yourselves if there is anything that has been forgotten. 

6. As you work through the project, towards the goal, change the colors of nodes that are finished, so that you can see an indication of progress.
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