CASE  ANALYSIS
How do you tackle a case? 

Cases can be approached in a variety of different ways. The following ideas will, however, provide you with a few useful hints. 

The vast majority of business decisions are made on the basis of incomplete information. Business people often do not have all the necessary facts and cannot get them with the time and money available, so must proceed with the data at hand. You will be expected to do likewise with your business case analysis. 

Know the data that exist in the environment you have chosen for your case. After you "know" the facts, make any assumptions necessary to fill in missing gaps. Your assumptions should be logical and consistent with the data provided, and must be explicitly stated in your case presentation. Be sure that your analysis flows logically from the data and your assumptions. 

Be sure to define the problem. Defining the problem clearly is often the hardest part of solving the problem. Once the problem has been defined, an answer usually can be developed. 

In defining a problem, be extremely careful to separate symptoms from the real problem. Attempting to correct symptoms will only delay reaching the real problem, and waste valuable time solving non-existent problems. Treat the causes, not the symptoms.  Allow yourself some time to think about the case before you start making decisions and assembling the strategy. 

Try to develop a "feel" for the case. Although general frameworks (such as the ones that follow) can be helpful, don't be in a hurry to "fill it in." If approached mechanically, the case report

likely will be mediocre at best. There is no magic formula for success in business. 

Always outline and examine at least three different strategic options or courses of action. Goals can always be pursued in a number of different ways. There is more than one way to solve most problems. Your objective is to pick the best one. Studies show that people often lock onto one strategy very early, based on limited information. Generating a number of strategy options promotes creative thinking and reduces the chance of a premature decision. 

Do not fall into the trap of pre-selecting a solution and then interpreting information available to support the chosen strategy. Analyze and evaluate the strengths and weaknesses of each of your options and then identify the best one. 

Every decision involves some risk. No solution is perfect. Select the one which appears to have the most good points and the fewest bad ones. 

Numbers are important. When numerical information is provided in the case, it is generally expected that you will make use of it. Projections of costs and benefits under optimistic and pessimistic conditions often will help you decide on the best strategy and likely will go a long way to convincing the reader that your decisions are sound. 

Often it will be tempting, where several alternatives seem closely matched, to put off making a definite choice. If this has been done, then the purpose of the whole procedure is defeated. In business, indecision can be fatal. The most brilliant analysis in the world is to no avail if not carried through to action. 

Common errors encountered in student business case analysis 

   1.Students simply repeat and rehash data. 

   2.Some students conclude that the data is inadequate. 

   3.Failure to deal adequately with numbers. 

   4.Failure to pursue analysis to a logical conclusion. 

   5.Failure to organize a report adequately. 

   6.Failure to be decisive. 

   7.Excessive grammatical errors. 

   8.Failure to read over after the report is prepared. 

Business case frameworks 

Frameworks are useful for providing a starting point and forcing you at least to consider the major areas. A framework also helps organize your evaluation and often makes the identification of cause and effect relationships easier. As stated before, beware of using frameworks as ready-made formulas for the correct answer. As a general rule, cases do not have a correct answer. Creativity, open-mindedness, and logical thinking are important attributes of the successful problem-solver. 

Examples of frameworks 

Framework one 

   1.Problem 

     Clearly and concisely state the problem that is to be solved. 

   2.Analysis 

 This is the crucial segment in the development of a case. It should be detailed analysis, identifying the issues, evaluating the options, and leading  to your decision and recommendations. 

   3.Recommendations 

     State in point form the course of action which you believe to be the most sound solution, based on your exhaustive analysis of all alternative possibilities. 

Framework two 

  1.Summary of important facts 

There are two possible methods of making this summary. It is suggested that you use the first method until some skill is developed. After you  develop some competence in logically outlining the facts in a case, the briefer summary (described in b. below) will suffice. The alternative methods are as follows: 

       A.  Outline in logical order the important facts of the case.  Do not merely list several miscellaneous        facts.  Organize your outline in logical fashion under a few main headings. Possible groupings include: corporate strategy, existing situations, weaknesses, alternative solutions, costs and benefits, etc. 

  B.  A concise, one-paragraph summary giving a brief picture of the company and the factors that gave rise to the problem to be solved. 

 2.Problem 

     Clearly and concisely state the problem that is to be solved. 

 3.Analysis 

       A.    This is the crucial segment in the development of a case. It should be a detailed analysis, leading to your decision and recommendations. It should be organized in accordance with the basic issues or factors in the case. 

       B.   In your analysis, it is necessary and important to consider the weakness of your decision. Consider and present arguments on both sides  of the major issues involved. 

       C.    Analytical arguments should be based upon the facts of the case, as well as upon logical and clear-cut reasoning. 

        D.
It is necessary to state clearly any assumptions you make, and to give your reasons for making them. 

        E.
Where possible, "push your pencil" and make use of the data. Make creative use of all possible information in the case. 

        F.
Use an objective, unemotional approach in your analysis. This does not mean that you may not be persuasive in your methods of presentation. In fact, you may do an effective "selling" job in your presentation. A logical grouping of related points will help, as will full development of each point. Give your analysis depth as well as breadth; substantiate major points with minor points. Be sure that you cover each point adequately by explanation or evidence. 

Every case is different 

The suitability of one framework to different cases will therefore vary. Don't expect the framework to be the solution…. in many instances it will simply force you to examine more questions. 

Procedures 

   1.  After selecting the problem to be solved, write down the issues. In some cases, identifying the issues is the most difficult aspect. 

   2.  Any recommended plan of action must be consistent with corporate objectives. Isolate the organizational or departmental objectives, corporate strategy, distinctive competencies and weaknesses. 

   3.  All statements must be substantiated by the evidence. A conclusion may be stated at the beginning or at the end of the evidence, but in either case it is necessary to show how the evidence connects with the conclusion. This is done by the use of connectives - "because", "the reason is"  "it follows that", "since", and "thus". 

   4.  It is necessary that both sides be considered and carefully weighed one against the other. Here again, the proper use of connectives as "not  withstanding", "in spite of", "be that as it may", "although" and "despite" indicate that the argument given is subordinate to some other. 

   5.  Failure to carry through an argument to its logical conclusion indicates lazy thinking. The careful reader or listener wonders, "so what?" Indicating that the analyst has failed to show the pertinence of some statement to the problem solution. 

   6.  Do not use generalizations when specific statements can be made. Most material in the problems is specific, and applies to this particular problem. There is no point making it general and thus weakening the argument. 

   7.  Do not use your personal attitude as an argument. Statements such as "I firmly believe" or "it is my considered opinion" are excuses for real arguments.

