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Situation


Gentlemen, thus far we have done a great job in Petrozavodsk and Kondopoga.  Our joint venture is earning, having accomplished the objective of selling our products in sister state, Karelia (505).  This memo serves 1) to address the dilemma facing us regarding our joint venture (JV) and 2) as an after-action review (AAR) for actions during our Iceverks project.  Surely this dilemma carries with it the future of the Iceverks division of our business.

After Action Review

Leadership

The selection of Dave Morse as the manager of this JV has its strengths and weaknesses.  While it is difficult to argue with success, Mr. Morse was far from perfect.  As a leader, he had the most important attributes: honesty, persistence, tactical and technical proficiency, and unselfishness.  Dave knows the skills needed to make ice cream and how to source supplies (490).  Most importantly, he has the proper mindset and fits with our culture.  We should be proud of the fact that we have a man here who accomplished our goals without resorting to bribes.  In the registration phase, Dave persisted and made sure that we never needed to bribe.  

On the negative side, Mr. Morse showed too much micromanagement for someone in his position.  As a supervisor it pays to be involved in details, but managers should have supervisors working under them that could pay the close attention to detail.  Dave did engage in some cross-functional training with Vasily, training the Russian partner in operating the equipment (494).  When it came to situations where Iceverks had to deal with Russian suppliers and contractors, Dave shied away from it.  Rather than go by the book and develop more contacts in Russia, Dave constantly decided to go it alone.  Another example of this is when Dave fails to outsource renovation to the right company.  One of these contractors stole our building materials.  Dave and his own crew handled the renovation in-house, a case of more micromanagement (493).  In looking over the job descriptions of his crews, one sees the phrase “get stuff.”  His lack of project planning cost us time and money in the construction phase, as well as potentially costing us more money in supplying production.  On the positive side, Dave learned to use local ingredients as much as possible and pass those savings onto the customer (495).  In the end, micromanaging aside, Dave disregarded his position and simply got the job done.


We have yet to see Greg Quinn’s performance.

HR


Vasily handled interviews for scoop shop employees.  The decision to give these new employees interpersonal skills training benefited the JV much (496).  

Logistics


The JV encountered problems with delivery reliability due to broken refrigeration units and trucks (500).  Here in Vermont logistics is not a problem.  Some prior planning on our part would have saved us a great deal of money and consumer goodwill.  Additionally, we did not look at alternative modes of transportation such as rail or intermodal between rail and truck.

Courses of Action

1. Expand now– Vasili Miheev, one of our Soviet partners, wants the partnership to grow.  He is aggressive while at the same time cautious.  He envisions our operations and the employees as part of a family.  Miheev sees a “company town (504).”  Perhaps more importantly (and risky), Mr. Miheev wants to expand operations to include distribution of our products to Moscow and St. Petersburg.  This carries with it the cost of providing this company housing and giving more control to our Russian partners whom we initially brought on board to share the risk with and to act as local specialists.  Indeed, we would be giving into our partners.

2. “Get it right later” – Mr. Furman believes that Moscow and Leningrad are not ideal markets because of the corruption in these larger cities (504).   Expansion should be a No-go.  However, given the aggressiveness of our Russian partners and the skill and customer service ability of Iceverks’ employees, we have created some very tough potential competition (504).  We run the risk of giving up the advantage of our differentiation and first-mover advantages.

3. Pull out of Russia – If we are not as well suited to manage this project as the Russians are, we could consider pulling out of the Russian market.  Another reason is the inability to expand into the cities that are not ready to do business the right way. To be a good corporate citizen, we could donate plant and assets to our partners and allow them to take over the Iceverks project.  To minimize loss on disposal, we could sell plant and assets to Serge and Vasily.  They would operate alone, whether or not it is under the Ben & Jerry’s name.

Recommendation


I recommend that you hold off on expansion.  If something does not fit with our culture, such as the corruption in St. Petersburg or Moscow, we should stay away.  In order to get this far we have had to devote a large amount of time and money for results that we should be getting more cheaply.  I envision that Russia will move more towards a free market and we are doing them a service by teaching our partners how we do things (Russia).  Additionally, we have not been able to find any managers who care to understand how business works in the USSR, which was the cause of headaches in this project.  The key ingredient is a leader who understands the business environment, is technically proficient, and knows the importance of delegation of responsibility, especially outsourcing.

Lane, Henry W. and Iris Berdrow. Case 18, Ben & Jerry’s In Russia.

Ben & Jerry’s in Russia.  

    http://www.benjerry.com/international/russia.html

