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I keep six honest serving men

(They taught me all I knew);

Their names are What and Why and When;
And How and Where and Who.

Rudyard Kipiing




A Guide to Case Analysis

In most courses in siratepic management, students uze cazes about actusl companies to practice sirategic
analysiz and to gain some expenience in the tasks of crafting and implementing stratesy. A case sets forth m
a factual mammer, the events and organmizational circumstances surmounding a particular managenal sftuation
It puts readers at the scene of the achon and familianzes them with all the relevant circumstances. A case on
strategic manasement can concern a whole industry, 2 single crgamization, or some part of an crganization;
the orgamization involved can be either profit seekng or not-for-profit. The essence of the student’s role m
caze analyzis 15 fo diggnose and size up the situation descnibed in the caze and then to recommend appropnate

action steps.
Why Use Cases to Practice Strategic Management?

A student of business with fact
Absorbed many mswers he lacked
But acquiring a job,

He saidwith a sob,

“How does one fit aeswer o fact?”

The foregoing Imerick was used some vears ago by Professor Charles Grage to charactenize the phght of
buziness stodents who had no exposure to cases.! The facts are that the mere act of histening to lectures and
sound adwvice about managmp dees little for anyvone’s manasement skalls and that the accumulated managenal
wizdom cannot effectively be passed on by lectures and aszigned readines alone. If anything had been learned
about the practice of management, 1t 15 that a storehouse of ready-made textbook answers does not exist. Each
managserial siuafion has unique aspects, requinng its own diagnosiz, jJudgment, and tallor-made achions. Cases
provide would-be managers with a valuable way to practice wrestling with the actual problems of actual
managers In actual companies.

The caze approach to stratepic analysiz is, first and foremost, an exercize in leaming by dong. Because cases
provide vou with detailed information about condrfions and problems of different mdusines and companies,

vour task of analyzing company after company and situation after situation has the twin benefit of boosting
vour analvtical skills and exposing vou to the ways companies and managers actually do things. Most

:::u-lle;ge; students have limited ma.uagenal bﬂu:Lgm-u.uds and only fragmented kﬂ-:ﬂﬂe-:ige about companies
and real-life strategic situations. Cases help substitute for on-the-job expenence by (1) giving you broader
exposure to a varety of industries, orgamizations, and strategic problems; (2) forcing you to assume a
managerial role (as oppesed to that of just an onlooker); (3) providing a test of how to apply the tools and
techniques of strategic management; and (4) asking you to come up with pragmatic managenal action plans
to dezl with the 1zznes at hand.

Objectives of Case Analysis

Using cases to leam about the prachice of strategic manazement 15 a powerful way for you to accomplish
five things:

1. Imcrease vouwr understanding of what managers should and should nor do tn gunding a business o
SUCCESE.

2. Build your slalls in sizing up company resource strengths and weaknesses and in conducting strategic
analysis in a variety of industries and compennve suuaions.

3. Uer valueble praciice in identifying straregic issues thar meed ro be addressed, evaluanng straregic
alternatives, and formulating workable plans of acnon
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4. Enhance vour sense of business judgment, as epposed to uncritically accepang the authoritative cruich
af the professor or “back-of-the-book™ answers.

by

Gamming in-depth exposure ro different industries and companies, thereby acqguinng something close o
acrual businesy experience.

If you understand that theze are the -I}b]-E:{:U‘i.'EE of caze analy=zis, you are less likely to be consumed with

cunesity about “the answer to the case.” Students who have srown comfortable with and accustomed to
textbook statements of fact and definitive lecture notes are often frustrated when discussions about a case do

not produce concrete answers. Usually, case discussions produce good arguments for more than one course
of achon Dhfferences of opimon II-E:EII"". always exizst Thus, should a class dizcussion conclude without
a strong, una.mblgun-us consensus on what do to, don’t grumble too much when vou are nof told what
the anzwer 1z or what the company actually did. Just remember that mn the business world answers don’t
come in conclusive black-and-white terms. There are nearly alwavs several feasible courses of action and

approaches, each of which may work out satisfactonly. Moreover, in the business world, when one elects a
particular course of action, there is no peeking at the back of a book to zee if vou have chosen the I:u&stﬂ:umg

to do and no one to tumn to for a provably comect answer. The best test of whether management action 13
“nght” or “wrong™ 13 resuffz_ If the results of an achen tum out to be “good,” the decizion to take it may be
presumed “night.” If not, then the action chosen was “wrong™ in the sense that it didn’t work out.

Hence, the important thing for you to understand about analyzing caszes is that the manapenal exercise
of 1dentifying, diagnosng, and recommending 1z aimed at buldng vour skalls of business judgment.

Discovering what the company actually did 15 no more than frosting on the cake—the actions that COmMpany
managers actually took may or may not be “nght” or best (unless there 15 accompanying evidence that the

results of their actions were hughly positive.

The pomt 1= thiz: The purpose of giving you a case azsignment is not fo cause you fo run fo the library or
surf the Imternet to discover what the company actually did i, rather, o enhance your skills in sizing up
situations and developing your managerial judement about what needt fo be done and how to do it. The
amm of case analy=is 15 for you to become actively engaged in diagnosing the busmess 13sues and managenal
problems pozed in the case, to propose workable sohutions, and to explam and defend vour assessmentz—
thiz 1z how cazes provide vou with meanmgful practice atbemg 3 Manager.

Preparing a Case for Class Discussion

If thiz 1z your first expenience with the case method, you may have to recrient your stody habits. Unlike
lecture courses where you can get by without prepanng mtmn'elﬂ. for each class and where you have
latitude to work 2ssigned readings and reviews of lecture notes into vour schedule, a case assignment
requires consclenticus preparafion before class. You will not get much out of hearmg the class discuss a

caze vou haven't read. and vou certanly won't be able to coninbute anythmg vourself to the discussion
What vou have got to do to E;et ready for class discussion of a case is to sl:un:lﬂ. the case, reflect carefully on

the situation prezented. and dmell:np some reascned thoughts. Your goal in prepanng the case should be to
end up with what vou think 15 a sound, well-supported analysis of the situation and a sound, defensible et
of recommendafions about which managerial actions need to be taken



