MKTG 640  - CASE LEARNING AND CASE ANALYSIS



Why Do Case Analysis?

Case analysis is exceedingly demanding when done effectively. The rewards
from exposing oneself to so much effort include:

Development of problem solving skills when facing ambiguous, unstructured
management situations.

Developing a questioning approach to situations.

Learning better to live with uncertainty.

Learning that there are almost never a single correct answer, only that
there are better answers.

Developing an improved respect for others' ideas and the value of listening.

Developing a balance between self-confidence and yielding to others.

Develop skills in individual and group decision making.

How to Attack a Case

Cases in this course are selected to be challenging. It is not unusual for
students to feel at least a little and perhaps a lot of frustration on first
reading a specific case. While each individual's attack on a case is expected to be quite specific there are some basic guidelines recommended by those who have instructed case courses. It is essential that you read the
case several times:

Initially skim the case and the instructor's questions if any.

Read the case in depth to define the problems facing the participants in
the case. Work the numbers in the case. It is useful at this point to have
a calculator and to make calculations in the margins. This should be done
before developing your market plan or any spreadsheets. Learn to "play"
with the numbers and make more calculations than you expect to use. You can often discover knowledge that was unexpected.

Using the evidence in the case define alternative actions, develop criteria
to evaluate these alternatives, list pros and cons of each alternative
action, and ask "what-if" questions of alternative actions and any numerical
calculations. It is useful to develop spreadsheets whenever they will be
helpful in your analysis. Often case exhibits can be converted into data
for effective spreadsheet analysis. Often just the process of creating
these tables suggests some new insights into what is going on in the case.

Don't be overly concerned about not having as much data or information as
you would like. In the real world you always want more data than you have.
Make reasonable assumptions when needed to support your analysis. Many
cases at this level of management education include virtually all of the
relevant information that the participants in the case had.

Don't think that you have to use all of the data in the case. There is
often more data than is needed which is also the situation for managers.
Learn to separate the "wheat" from the "chaff." Focus on information that
leads you to a high quality, highly defensible decision.

DO NOT devote your entire life to the analysis of a single case - life is
too short. Learn when to proceed to the next step of analysis even if you
must "satisfice" or do less than your fondest dreams. Managers have
deadlines and must proceed with less than total closure.

Next we turn to the use of critical thinking skills in case analysis.
Careful consideration of these skills will improve your attack on a case
study and make you more aware of your abilities in decision analysis.

Critical Thinking and Case Analysis
Both managers in training [business and other students] and managers in
action must be continually learning to remain effective and competitive.
The "half-life" or the period that one's knowledge becomes obsolete is
rapidly shortening.  Organizations as a whole also must develop ways of
retaining managers and what they have learned or transform themselves into
"learning organizations." Learning can occur at a variety of levels from
very simple [don't touch a hot stove] to very complex [developing the skills
to forecast the next recession or the skills to prevent the next recession].
Here the learning levels are simplified into three levels.

LEVEL 1: Knowledge

Rote learning or the ability to recall facts and definitions, processes,
methods, patterns, or structures. Includes solving exercises using
memorized procedures that might not be understood. Verbs for this level of
learning include to define, to identify, to recall, to recognize, to
memorize, and to select.

Marketing examples include: to list elements of the marketing mix, to define
market segmentation, targeting, and positioning, and to outline the elements
of a typical marketing plan.

LEVEL 2: Meaningful-Integrated [MI]

The ability to interrelate concepts and personally anchor new material with
current knowledge [COMPREHENSION]. Type of MI learning and related verbs are: TRANSLATION: to translate, to transform, to give in own words, to illustrate, to prepare, to read, to represent, to change, to rephrase, to
restate, to apply, INTERPRETATION: to interpret, to reorder, to rearrange, to differentiate, to explain, to demonstrate. EXTRAPOLATION: to estimate, to infer, to conclude, to predict, to differentiate, to extend, to
interpolate, to extrapolate, to fill in.

Marketing examples of MI learning are to describe changes in demand over the product life cycle. to describe the most effective marketing communications to various market segments, to estimate sales next quarter when past sales are known.

LEVEL 3: Critical Thinking

The ability to go beyond what you "know". Analysis of new situations and
creation of new ideas. The ability to raise questions, suspend judgment,
and enjoy complexity. Types of critical thinking and related verbs are:
APPLICATION: to apply, to generalize, to relate, to develop, to organize,
to restructure. ANALYSIS: to distinguish, to discriminate, to deduce, to
analyze, to organize, to integrate. SYNTHESIS: to write, to produce, to
transmit, to originate, to plan, to design, to modify. EVALUATION: to
judge, to argue, to validate, to assess, to decide, to compare, to contrast,
to take a position and defend it. This level of thinking is essential to
effective analysis of case studies and making on-the-job management
decisions.

Marketing examples of critical thinking include: Analyze and explain the
consumer behavior purchase process for a product or service, apply the
bases of market segmentation to profile the target segments for a product or service, compare and contrast the advantages and disadvantages of
advertising for a specific product, or design a marketing plan.

Critical thinking can also be defined as follows:

KNOWLEDGE

+ ATTITUDE

+ THINKING SKILLS

= CRITICAL THINKING

KNOWLEDGE: Level 1 learning gained from courses typically named
"Introduction to" or through learning the basic facts about a specific job.
For example, an introductory marketing course teaches you how to define a
trade discount and your first job will teach you the specifics of trade
discounts for your industry e.g. toys.

ATTITUDE: One's attitudes toward problem solving in general and in a
specific setting influence their ability to apply critical thinking.
Characteristics of effective critical thinkers include:

Willingness to Plan: plan ahead before attacking a problem, talking, or
writing. Outlining, diagramming, sketching, consideration of the order of
solving a problem, breaking problems down into smaller units.

Mental Flexibility: Being open minded, willing to suspend judgment,
gathering more information, responding openly to new information, not
limited to old solutions.

Persistence: Not giving up at the start, completing a task, recognizing
that critical thinking is hard work, diligence, a willingness to put the
problem away for a while and then return to it until it is solved.

Willingness to self correct: Recognizing one's own mistakes, not becoming
defensive about mistakes, learning from errors, utilizing feedback and
changing knowledge, attitudes, and behaviors.

It is possible to develop your ability to be a critical thinker through
experience in problem solving, through watching how others solve problems,
and through learning techniques to critical thinking such as suspending
judgment, planning, and a willingness to self correct. This is an important
reason that case studies are used in management education.

An excellent reference on critical thinking is Diane Halpern (1989) Thought
and Knowledge: An Introduction to Critical Thinking. Lawrence, Erlbaum
Associates, Hillsdale, New Jersey.

The analysis of case studies is an extensively used teaching method to
develop critical thinking in business students. Case studies are complex
management problems that require level 3 thinking to develop effective
solutions. Business jobs requiring college level education are not intended
to be easy and are intended for persons who are critical thinkers. In a
competitive economy and society greater rewards are generally achieved by
persons who are either critical thinkers or have some natural talent [ e.g.
singing, writing, playing basketball - however even the best in these fields
are often critical thinkers -- Read George Will's book Men at Work to see
how Cal Ripkin applies critical thinking to achieving excellence at short
stop]

The following are two checklists for your use:

1) Checklist for Critical Thinking

2) Market Plan Checklist

These should be used when analyzing cases. Items missed on the Market Plan
Checklist will result in less than effective Market Plans.

Checklist for Critical Thinking

Following is a checklist of sources and types of errors in critical thinking
and problem solving. Some of the items overlap, referring to different
aspects of the same fault in critical thinking, but this overlap is
unavoidable because the various factors that underlie critical thinking
skills are interrelated. Read the checklist aloud, discussing any items
that are unclear. Then, as you work on cases and problems, be careful not
to make these errors. If you recognize some particular error to which you
are especially prone, take extra pains to guard against it. Attention to
specific errors is a significant part of improving one's management
abilities.

Inaccuracy in Reading

Student read the material without concentrating strongly on its meaning. He
(she) was not careful about whether he understood it fully. He read
sections without realizing that his understanding was vague. He did not
constantly ask himself: "Do I understand that completely?" This showed up
in errors he made later.

Student read the material too rapidly, at the expense of full comprehension.

Student missed one or more words (or misread one or more words) because the
material was not read carefully enough.

Student missed or lost one or more facts or ideas because the material was
not read carefully enough.

Student did not spend enough time rereading a difficult section to clarify
its meaning completely.

Inaccuracy in Thinking

Student did not constantly place a high premium on accuracy -- He did not
place accuracy above all other considerations such as speed or ease of
obtaining an answer.

Student was not sufficiently careful in performing some operation (such as
financial or market analysis) or observing some fact.

Student was uncertain about the correctness of some answer or conclusion,
but did not check it.

Student was uncertain about whether a formula or procedure he used to solve
the problem was really appropriate, but did not check it.

Student worked too rapidly, which produced errors.

Student drew a conclusion in the middle of the problem without sufficient
thought. Failure to suspend judgment.

Weakness in Problem Analysis; Inactiveness

Student did not break a complex problem into parts. He did not begin with a
part of the problem that he could handle in order to get a foothold. He
did not proceed from one small step to the next small step, being extremely
accurate with each one. He did not use the parts of the materials he could
understand to help him figure out the more difficult parts. He did not
clarify his thoughts on the parts he did understand and then work from
there.

Student did not draw upon prior knowledge and experience in trying to make
sense of ideas which were unclear. He did not try to relate the written
text to real, concrete events in making the meaning clear and
understandable.

Student skipped unfamiliar words or phases, or was satisfied with only a
vague understanding of them, rather than trying to obtain a good
understanding from the context and the remainder of the material.

Student did not translate an unclear word or phrase into his own words.

Student did not actively construct (mentally, on paper, or through a
spreadsheet analysis) a representation of ideas described in the text, where
such a representation could have helped in understanding the material.

Student did not evaluate a solution or interpretation in terms of its
reasonableness, i.e. in terms of his prior knowledge about the topic.

Lack of Perseverance

Student made little attempt to solve the problem through reasoning because
he lacked confidence in his ability to deal with this type of problem. He
took the attitude that reasoning would not work with this problem. He felt
confused by the problem, so didn't start systematically by clarifying the
portions of the problems which were readily understandable, and then
attempting to work from there.

Student chose an answer based on only a superficial consideration of the
problem or an impression or feeling about what might be correct. Student
made only a superficial attempt to reason about the problem, then guessed an
answer.

Student solved the problem in a mechanical manner, without very much
thought.

Student reasoned the problem part way through, then gave up and jumped to a
conclusion.

Student attempted to solve a difficult problem in one or two long sessions.
Complex problem solving is best accomplished in several smaller sessions
allowing time for your thoughts to mature between sessions.

Adapted from: Arthur Whimbley and Jack Lochherd (1985) Problem Solving and
Comprehension. Lawrence Erlbaum Associates.

MARKET PLAN CHECK LIST

These are the major parts of your market plan. Use this check list to
assure that you have covered all major points. Adapt this to the specific
requirements of the case you are analyzing. The goal of a marketing
organization is to identify and understand their consumers, to deliver
goods and services that meet or exceed consumer needs, and achieve and
sustain a competitive advantage while meeting organizational objectives.
The marketing plan is built on a strong understanding of the situation
leading to a well supported action plan.
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