
Alternatives identify the primary management direction that must be set and the real choice facing 
management. Together with the problem definition, alternatives define the business decision focus. Many 
decisions may be required; however, alternatives highlight the pivotal choice and the analysis theme. Lesser 
or subordinate decisions can be included within the plan ofaction. Use only credible alternatives that are 
defendable possibilities. Arguments to accept or reject an alternative are effective ifthey reference issues 
fully discussed earlier. (Issue numbers below illustrate this point.) 

They key question is how I conduct and report my case analysis. There are three major choices: 
1.	 Use informal notes - Preparation will be faster (3),but I will not test the quality ofmX logic 

and analysis like a more formal presentation (I) nor does it meet class requirements ( ). 
2.	 Prmare a detailed individual analysis - A thorough written analysis would ensure that my 

logic is tested (I), but often would be a poor use oftime (3). Further, it would not provide an 
easy outline for class discussion (4). 

3.	 Prmare a briefoutline - This alternative is recommended. It ensures knowledge is gained 
by clearly identifying the process and logic (I). It uses my time effectively (3) and meets class 
requirements (2). Finally, it provides good class discussion notes (4). 

PLAN OF ACTION 

The action plan shouldflesh out the specific decisions or activities to be undertaken. This really identifies 
what the recommendation comprises. Generally it is helpful ifunobvious or unrelated actions have been 
included in the issues discussion. 

1.	 Develop a good analysis style in preparation for the outline (5). 

a.	 Define the business problem carefully. 
b.	 Propose tentative theme and alternatives identifying the key decision. 
c.	 Identify issues relevant to the theme and draw clear conclusions for each. 
d.	 Confirm issues provide needed pro and con arguments for proposed alternative. 
e.	 Support the recommended choice and define an action plan. 

2.	 Review each outline carefully 
a.	 Business problem - am I solving the right problem? 
b.	 Alternatives theme - do I know towards what focus my issues are leading? 
c.	 Issues - does each convey a supporting if-then conclusion? Is each a relevant 

"because", pro or con, supporting my recommended alternative choice or an action? 
3.	 Engage in case discussion with others where helpful, but do not use another's analysis (7). 

4.	 Make thorough use of exhibits. Data analysis is an important part of any manager's job and 
particularly strategy development. Results can be attached as an exhibit (6). 

5.	 Write the outline and submit by the deadline. Bring a copy to class. 

Observe the style use ofheadings and underlined labels. They are a road map for the reader and aid the 
grader greatly. A "partial" outline, ifassigned, will include only problem and issue sections. An outline is 
not a recipe. Use it as basis for analytical reporting, but not as a substitutefor your own goodjudgment. 
Note that this outline does not exceed two pages, nor shouldyours. 
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NOTE ON BUSINESS PROBLEM DEFINITION!
 

There seems to be a natural inclination to start an analysis by announcing one's view of the root 
cause of all difficulties. However, in these outlines I do not want to know your opinion on the cause 
before I know the specific difficulty you are addressing - the performance shortcoming or apparent 
failing you think is worth resolving. Therefore, use the "business problem" to define the purpose 
and scope of your analysis. 

The business problem statement identifies the focus ofyour analysis. It should represent a 
justifiable problem for analysis (i.e., this is worth overcoming) as well as limit the scope (i.e. this is 
what we want to change, but not something else). What I look for is a simply a statement ofwhy 
you are doing this strategic analysis. What business problem is the obvious and apparent reason 
that motivates you to look into a situation? It does not announce your conclusions, but rather 
defines your purpose. In the end, your analysis and recommendations will attempt to show how the 
business problem can be resolved, but of course, it can rarely be better than the business problem 
identified. Generally, a business problem for our purposes will be either a performance 
shortcoming, a question about direction, or an apparent lack ofdirection. 

Accordingly, a problem statement can be defined as follow: A discrtmancy between an existing state 
of affairs and a standard or desired state of affairs (e.g., past performance, planned performance, 
needed decision or articulated direction). In other words, what desired outcome is unsatisfied? 
Importantly, the identification of a problem has a element of priority in it - what is most important 
and demanding ofmanagement's attention at this moment and in this context. It may be important 
to differentiate between long-term and short-term problems. Long-term suggests a more complex, 
difficult decision that has implications for other current and future decisions. Short-term either 
identifies an immediate problem that, while recognized, is subsumed within the long-term context 
(so you will focus your analysis on the long-term problem), or conversely, suggests that action is 
needed now and tends to establish the core oflong-term direction (so you will focus your analysis 
short term). You may want to state both long and short-term aspects, but you will almost 
necessarily need to devote your analysis to only one, depending on the situation. Often if you 
address a problem long-term (strategically), the short-term problem will fall out as an appropriate 
implementation action. If the short-term problem is a core issue, the long-term strategy will fall out 
as an implied continued set of actions.. 

Contexts supporting a short-term problem (quick action) might include urgency, problem simplicity, 
few people involved, and concentrated power (no active conflict is present or persuasion required). 
Factors favoring longer-term approach might be complexity (strategic), dissimilar people involved, 
and diffuse power. In this class, we will be interested in the first only ifit establishes direction for 
the second 

So out of each business case, what are you going to address. Be specific! 

! Read more on problem solving in these two excellent books: 
•	 Moran McCall and Robert Kaplan Whatever it takes; the realities ofmanagerial decision making, 2e, Prentice­

Hall, 1990. 
•	 Russell Ackoff, The Art ofProblem Solving Accompanied by Ackoff's Fables, John Wiley & Sons, 1978 (still 

available at Amazon.com) 



OUTLINE MECHANICS
 

Here are some helpful mechanics I would request you include in the outline style to help more 
effectively handle and evaluate your report: 

1.	 Outline Style - Please closely follow the style. Hopefully it will not stifle you creativity 
or limit your communications unnecessarily, but it will be helpful to me and the class 

2.	 Headings or Labels - Please use them to identify the content and intent of each issue or 
alternative. 

3.	 Issue conclusions -- Italicize you summary conclusion/observation/interpretation for 
each issue. It is helpful for my interpretation of your main points, particularly in the 
case I can't tell. 

4.	 Page header - Insert a header with your name displaying on all pages ofyour submission 
including exhibits or attachments. It will help us avoid losing something you submitted, 
particularly electronically. 

5.	 Page number - Paginate every sheet you use, including exhibits. 
6.	 One electronic file - If submitting a case electronically, include attachments as part of 

one document file when practicable. Dual files are too easily separated, though 
sometimes a larger analysis may not be easily inserted into a Word page. If so, you may 
submit the Word and Excel files as separate files. 
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