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Introduction
Situation Synopsis -

a summary statement or broad overview of key facts, events, developments and players found in the case.

*
What facts does the reader need to know as the background or context to the problem?

Company’s Current Strategy -
a very brief description of the firm’s existing strategy.

*
What are the goals / objectives of the firm?

*
What is the product / market emphasis of the firm?

*
What is the basis on which the firm presently competes?


What level of the strategy is relevant? Business level, Corporate level, Tactical Level?

Problem Statement  -
consists of (a) a general statement of strategic problems or issues facing the organization and its management in terms of whether there is a need for revised or new strategy, improved strategy implementation or both, and (b) a specific problem statement that identifies the difficulties with the existing strategy and/or its implementation and sets the tone for later discussion and evaluation of different new strategy options or the different alternatives of making existing strategy work better.


*
What particular ends should potential remedial action be directed toward?  What specifically needs to be done?

*
What specific obstacles need to be overcome to achieve these ends?  What is getting in the way?

ANALYSIS

EXTERNAL ANALYSIS
Industry Structure & Trends

What are the strategically relevant aspects of industry structure? How does the industry value chain function? How is it evolving and or changing over time?
· What are the size, geographic boundaries and growth rate of industry?  In what stage of the product/market life cycle is it?

· What are the elements of the demand side of the market?  Number and size of market segments?  Differential growth rates?  Buyer / consumer demographics?  Needs?  Variability of consumer preferences?  Demand patterns and conditions?  Cyclicality?  Seasonality?  Stability of demand?

· What are the elements of the supply side? Number of sellers and relative size?  Distribution channels?  Barriers to entry and exit?  Strategic subgroups of sellers with competitively similar market approaches?  How are these subgroups different from each other?  What are the strategic relevance and implications of these differences?

· In which direction is the industry headed?  What forces (incentives or pressures for change) are specifically affecting the industry? How will these changes affect the industry players? 

· Industry growth rate changes?  Change in buyer segments served?  Product innovation?  Process innovation?  Other technological innovations?  Marketing innovations?  Exit or entry of major firms?  Government or regulatory changes?  Etc.?

Main issue
· How does the industry value chain function (from raw materials to end consumer)? What changes are occurring and what impact does this have on the Firm?
· Conclusions that can be provided from the above?
Analytic Methods:

Product / Life Cycle Analysis











Strategic Group Mapping (Porter)











Value Chain Analysis (Porter)

Industry Economics

What are the underlying economics of the business?  What are the price-cost-profit characteristics of the industry?  What are the constraints on how firms operate their businesses?

· What is the cost-structure make-up?  Capital, labour or materials intensive?  Pricing practices?  Unit costs?  Typical margins?  Break-even volumes?  Price or volume sensitive?  What are the economies of scale?  Effects of differing capacity utilization rates or variability of costs?  Learning or experience curve effects?

· What is the cost position of rival firms in industry?  How do rivals costs compare with those of firm?  Does the firm have cost disadvantages?  In supplier related activities?  In internal manufacturing related activities?  In forward channel activities?

Main issue
· How profitable is this industry and how must firms operate to attain this profit? 
· Conclusions that can be provided from the above?

Analytic Methods:

Cost Ratio Analysis











Break Even Analysis

Key Success Factors

What are the key success factors in this industry? What must firms do well to succeed?
· Specifically, what are the things the firm must concentrate on doing well in this business to successfully compete and make money?

· What are the specific skills and competencies needed?

· Which aspects of internal operations are most crucial and why?

Main issue
· How does the firm stack up against these KSF’s? 

· Conclusions that can be provided from the above?

Competitive Situation Analysis 
Competitive Forces

What are the forces driving competition in the industry?  What is the nature and relative strength of these forces?

· What is the nature and intensity of rivalry among competitors in the industry?  In pricing?  Product introduction?  Advertising?  Other marketing techniques?  Is there an apparent jockeying for position to gain competitive edge?  What is effect of number and relative size of competitors?  Of industry growth rate?  Product differentiation?  Extent of exit barriers?  Fixed costs?  Etc.?

· What is the threat of new entrants?  Is this influenced by economies of scale?  By product differentiation?  Capital requirements?  Accessibility of distribution channels?  Government policy?  Will existing firms be expected to fight back?  Etc.?

· What is the threat of substitute products?  What are the threat determinants?  Price and availability of substitutes? Buyers’ switching costs?  Buyers’ propensity to substitute?  Relative price-performance of substitutes?  Etc.?

· What is the economic bargaining power of suppliers?  Buyer concentration relative to industry concentration?  Differentiation in suppliers’ inputs?  Switching cost of buyers?  Importance of volume to suppliers?  Prospect of forward integration by suppliers?  Etc.?

· What is the economic bargaining power of buyers?  What is the impact of buyer concentration?  Buyer volumes?  Buyer ability to integrate backwards?  Buyers price sensitivity?  Relative quality-performance impact of purchased product?  Profitability of buyers?  Etc.?

Analytic Method:

Five Forces Model (Porter)

Competitive Approach & Strengths of Key Competitors 

What are the differences in the competitive approach of rivals? (Strategies)
· How many firms are following each competitive approach?  Cost leadership?  Product differentiation?  Focus strategy with respect to product?  Buyer group?  Geographic market?  Other strategies?  What degree of success is associated with each approach?

· How do the competitive forces affect the competitors?

· What does rival do best?  Worst?

· Why are some rivals doing better than others?

· What capacity do key rivals have to compete effectively in the market place?

· What distinct competencies do rivals have?

· What competitive advantages do they have?

· Is the rival a leader or follower?  In what respects?  Is rival gaining or losing ground in the market place?  What is its relative market share?

· What are the strengths and weaknesses of rivals?

In products?






Engineering?

In customer group?



Manufacturing?

In geographic market?



Cost and Efficiency?

In marketing and selling?


Financial condition?

Dealer distribution network?

Managerial competence?

Research and development?

Main issue
· How are competitors positioned and how does this impact the firm?  

· Conclusions that can be provided from the above?

Analytic Methods:
Strategic group mapping (Porter)

INTERNAL ANALYSIS
Financial Analysis

What is the firm’s profitability?

· Size of operating margins?   Gross operating and net profits?  Return on investment?


What is its liquidity?

· Capacity to generate internal funds?  Cash flows?  Capacity to generate external funds?


What is its capital structure?

· Debt-equity position?  Leverage?


How does company compare with itself on these indicators over time?

· With competitors over time?  What trends are evident?


Overall, what is the financial health of the firm and how adequate are its financial resources?


What constraints do finances place on altering existing strategy or in adopting new strategies?

Main issue
· How is the firm performing over time (cost structure, profit, are resources sufficient)?

· Conclusions that can be provided from the above?
Analytic Methods:
Financial Ratio Analysis

Operations Analysis

What is the Core Competency? 

· What are the capacity, cost, and productivity of operations?

· Does firm have access to economies of scale?  Cost and advantages?

· What are the age, condition, and flexibility of the plant and equipment?  Is it obsolete or up to date?  Adaptable?

· Does the firm have proprietary technology?

· What is the quality of the products produced?



Research and Development Analysis (discuss this only if it is necessary)
· How important is technology to the firm’s processes and products?

· What percentage of the firm’s resources are devoted to research and development?

· Is company abreast or falling behind technologically?



Procurement Analysis (discuss this only if it is necessary)
· How important is the procurement function to the firm?

· Does the firm have good relations with the suppliers?



Human Resources Analysis (discuss this only if it is necessary)
· What are the cost, flexibility, motivation, productivity, and skill of the work force?

· What are the ambition, depth, drive, loyalty, and skill of the managerial/administrative group in the firm?




Managerial Preferences/Values Analysis 

· Who are the powerful people in management?  How do they perceive the company’s situation? What are their preferences for certain types of goals?  

· What kind of corporate culture does the firm have?  How strong is it?  Who are the stakeholders?  What are their values and expectations?




Main issue
· Are resources and goals aligned with the market (industry, competition, customers)?
· Conclusions that can be provided from the above?
Marketing and Competitive Position

How strong is the firm’s competitive position?  How does it stack up overall against competitors?  

· Are sales and market share rising or decreasing?  Are there market segment differences?  Is it under attack from rivals?

· Does firm have particular strength in certain markets?  Are these fast growing segments?

· Is it in a strategic group that is favourably situated or destined to lose ground?

· Is the firm an acknowledged market leader?  Too small to be a factor?

· Does the firm have an appropriate product line?  Are products strongly differentiated?  Cost competitive?

· Is the firm capable of product innovation?  Building new markets?

· Are distribution channels satisfactory with respect to cost and customer satisfaction?

· Are promotion, merchandising and advertising effective?

· How well does company know its market?  Customers?  Competitors?  Is the customer base and loyalty growing or declining?  Does company have a good image and reputation?

· Does company have effective general marketing skills?  What are distinct competencies?

· What competitive advantages/disadvantages does it have over rivals?

· Is company capable of capitalizing on opportunities or dealing with emerging threats?

Main issue 
· Is the firm positioned optimally in relation to competitors and market opportunity? What must be done to improve this position?

· Conclusions that can be provided from the above?
Analytic Methods:
Strategic group mapping (Porter)

APPRAISAL OF STRATEGIC ISSUES
Strategic Issues

What are the strategic issues facing the industry and Company? 
· What are the key findings from your external and internal analysis?
· What is the severity of the problems or issues confronting the industry as a whole?

· What factors are causing the industry to be more or less attractive in the short term?  Long term?

· Which of the threats and opportunities arising from the industry and competitive environments are of crucial importance to the strategy of the firm?

· Which of the weaknesses and strengths identified in company situation analysis have critical implications for strategy?

· Which strengths of the firm, if any, help prepare it to exploit opportunities revealed? To meet or withstand threats? Or weakness make the firm vulnerable to threats?




Analytic Method:

SWOT
Evaluation of Current Strategy & Strategic Fit

Evaluate the current strategy’s effectiveness and its congruence or fit with the firm’s core 
competency and market conditions 
*
From the analysis of firm’s competitive position and financial health, how well does the present strategy seem to be working?  Is any shortfall in competitive or financial performance attributable to inappropriate strategy formulation or to poor implementation? What strategic issues or problems need to be addressed as a result?

*
Is there a fit among the components of strategy?  Do objectives, product/market emphasis and basis of competition all fit together?  If not, can they be realigned?

· Is the strategy congruent with the firm’s environment?  Specifically, is it appropriate in light of external threats and opportunities?  If so, how?  If not, why not?  Is the strategy linked to the industry’s key success factors?  

· Is the strategy appropriate in light of the organization’s resources and capabilities (Core Competency)?  Specifically, does it take account of the strengths and weaknesses in the organization’s current resources

Analytic Method:

Strategic Fit Model (Field)

EVALUATION OF ALTERNATIVES
Business Strategy Alternatives:  Issues in their Development - assessment of the analytic issues in development of business strategy alternatives.

Focal Questions:
*
What does evaluation of the firm’s existing strategy suggest re: developing business/ corporate strategy alternatives?

· Can the present strategy be maintained with some fine tuning?

· Can the present strategy be made to work better and achieve acceptable results with some changes?  What alternatives are there to change it?

· What distinctly different or new strategy alternatives would better fit the firms situation in regards to environment (industry and competition)?  Resources?  Managerial preferences/values?  Culture?  Stakeholders?

· What strategy alternatives would offer the most enduring and greatest competitive edge?


Metrics   – develop criteria that will be used to evaluate the alternatives
· These metrics will be used to select the most appropriate option and support your decision to management

· Develop metrics that are specific to the situation

· Metrics can include; cost to implement, productivity, ability to improve customer service, reduction in lead time, ROI, fit with current processes, maintain market share, innovation, leverages core competency, risk etc. 

· Try to develop between 4 and 8 criteria to help evaluate your alternatives

· Each alternative should be evaluated against these metrics – i.e. positively or negatively in relation to each criteria

Recommendation and Implementation

· Present the recommendation highlighting the key benefits of this strategy -- sell why this is the most logically course of action

· Present the costs associated with your plan

· Develop a time line to show short, medium and long range activities associated with implementing your strategy

· Discuss who will be responsible for the various aspects of the implementation process -- identifying the individuals when possible 
