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LETTER FROM THE EDITORS

Welcome to the Journal of the International Academy for Case Studies. The editorial content of
this journal is under the control of the Allied Academies, Inc., a non profit association of
scholars whose purpose is to encourage and support the advancement and exchange of
knowledge, understanding and teaching throughout the world. The purpose of the JIACS is to
encourage the development and use of cases and the case method of teaching throughout higher
education. Its editorial mission is to publish cases in a wide variety of disciplines which are of
educational, pedagogic, and practical value to educators.

The cases contained in this volume have been double blind refereed, and each was required to
have a complete teaching note before consideration. The acceptance rate for manuscripts in this
issue, 25%, conforms to our editorial policies. The Instructor’s Note for each case in this volume
are published in a separate issue of the JIACS.

If any reader is interested in obtaining a case, an instructor’s note, permission to publish, or any
other information about a case, the reader must correspond directly with the Executive Director
of the Allied Academies: info@alliedacademies.org.

We intend to foster a supportive, mentoring effort on the part of the referees which will result in
encouraging and supporting writers. We welcome different viewpoints because in differences
we find learning; in differences we develop understanding; in differences we gain knowledge
and in differences we develop the discipline into a more comprehensive, less esoteric, and
dynamic metier.

The Editorial Policy, background and history of the organization, and calls for conferences are
published on our web site. In addition, we keep the web site updated with the latest activities of
the organization. Please visit our site and know that we welcome hearing from you at any time.

Inge Nickerson, Barry University

Charles Rarick, Purdue University, Calumet
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MAYAWORKS: WEAVING THREADS OF
ENTREPRENEURSHIP IN GUATEMALA

Charles A. Rarick, Purdue University Calumet
Kasia Firlej, Purdue University Calumet
Martine Duchatelet, Purdue University Calumet
Lori Feldman, Purdue University Calumet

CASE DESCRIPTION

The primary subject matter of this case concerns social entrepreneurship. Secondary
issues examined include social justice and strategic direction. The case has a difficulty level of
four, appropriate for senior level students. The case is designed to be taught in one class hour
and is expected to require three hours of preparation by students.

CASE SYNOPSIS

This case explores the strategic direction of a small U.S. organization devoted to helping
the Mayan population of Guatemala. MayaWorks is an organization that is attempting to create
a sustainable market for the traditional crafts produced by Mayan women in the impoverished
parts of the country in the central highlands. This social enterprise is attempting to help
capitalism advance its social agenda. The organization faces many challenges as it tries to sow
the seeds of entrepreneurship in Guatemala and is searching for strategic direction to continue
and grow the organization.

“Thanks to my friends in the U.S. I know that we will have
a market for our products.”

“Thanks to Maya Works, I know that I will have steady
work and I can work at home and take care of my
children.”

Mayan artisans in Guatemala
INTRODUCTION
In a nondescript building in Chicago a handful of selfless and dedicated people work to

improve the lives of the Mayan population of Guatemala. The MayaWorks headquarters in
Chicago is part office, part warehouse, and all heart. The small staff and its volunteers who work
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at this not-for-profit organization are trying to improve the lives of the women of Guatemala who
produce handicrafts by promoting and selling their goods in more developed markets and
economies. Handicrafts produced in Guatemala sell at very low prices in the country of origin,
but can command much higher prices in countries like the United States, Canada, and the
countries of Europe. MayaWorks hopes to empower the Mayan women of Guatemala and
promote their version of social justice. The Mayan of Guatemala have suffered poverty,
discrimination, and civil war in one of the poorest countries in the Americas.

GUATEMALA

Located in Central America, Guatemala borders Mexico, Belize, Honduras, and El
Salvador (Figure 1). Guatemala was a colony of Spain for three centuries during which time the
Spanish essentially enslaved the Maya to work on large plantations. While the conquistadors are
long gone from Guatemala, the country remains divided between the Maya and the ladino (non-
indigenous) population. The two groups even speak a different language, with the ladinos
speaking Spanish, and the Maya speaking Cakchiquel, or one of the other 23 Mayan languages.

FIGURE 1
MAP OF CENTRAL AMERICA
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Source: University of Manitoba
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Guatemala has a population of over 14 million, more than half being of Mayan decent.
The per capita GDP of Guatemala is $4,900 on a purchasing power parity (PPP) basis, but the
income of the country is very unevenly distributed. Much of the population lives on less than $2
a day, giving Guatemala one of the most uneven income distributions in the Americas.
According to the World Bank, “Poverty in Guatemala is high and deep, and the country has
remarkably unequal distribution of income, resources, and income.” Guatemala ranks only
above Haiti on the U.N.'s Human Development Index of countries in the Americas. Tensions
between the rich and poor has resulted in many problems for Guatemala and contributed to the
poverty of the indigenous Maya. While the country is now a democratic republic, the country's
history is filled with military dictatorships, revolutions, coups, and bloody internal conflict. Since
the turbulent times of the 1980s, things have improved in Guatemala. For the most part the
country is at peace, however, violent criminal activity continues to be a problem in Guatemala,
especially in its capital, Guatemala City. Guatemala, along with other Central America countries
is part of the Central America Free Trade Agreement (CAFTA) and benefits from trade from the
United States. The United States is the country's largest customer for its exports of coffee,
bananas, sugar, clothing and other textile products. With a low level of education found among
the Guatemalan people, there exists a need for assistance in helping the population enter the
global marketplace. Guatemala is ripe territory for social entrepreneurship.

SOCIAL ENTERPRISE AND SOCTAL ENTREPRENEURSHIP

The Austrian economist, Joseph Schumpeter, wrote in the 1940s that the function of an
entrepreneur is to “revolutionize the pattern of production.” Today social entrepreneurs are
taking that pattern and attempting to produce social change by using capitalism and market
principles. Social entrepreneurs must have the same qualities as non-social entrepreneurs such as
business knowledge, resourcefulness, creativity, innovation, and a market focus. It has been said
that where social entrepreneurs differ is that they are motivated not by the “deal” but by the
“ideal.”

The distinctions among social entrepreneurs, non-government organizations or NGOs,
charities, and social enterprises are not always clear. Social entrepreneurs generally have a
stronger profit focus and are sometimes referred to as people who seek to “do well by doing
good.” These for-profit social enterprises (FOPSEs) make a profit from their operations and help
achieve social goals as well. Some FOPSEs use their profits to subsidize charities, others do not.
Rather than simply subsidizing inefficient operations, many social entrepreneurs aid the less
fortunate by helping them enter the market economy. The term social enterprise is a broad
description of an organization that engages in commerce, but cares more about causes. All of
these different types of organizations seek to promote a social cause, often helping the
disadvantaged. University Of Michigan professor of strategic management and author of the
book, The Fortune at the Bottom of the Pyramid, states that the residents of less developed

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 4

countries should be viewed as customers, not charity cases. This view could be expanded to one
in which these people are viewed as not only customers but also providers of human capital for
mutual gain.

Executives without Borders is one such organization that tries to help residents of less
developed countries create and build businesses. This organization pools talent to provide its
services much like Doctors without Borders does in the medical field. It matches interested
business executives and former executives with needs in less developed countries in order to
produce a stronger and more efficient global economy. Another interesting enterprise is an
organization called Apopo. The organization began as a humanitarian operation in Africa to use
African pouch rats, who are gifted with a superior sense of smell, to sniff out land mines in
former war zones. Apopo attempted to raise funds through its Adopt-a-Rat program, however,
the program gained little support. With the help of consultants and student interns from Oxford
University, Apopo decided to run the organization as a business. Apopo has found that its rats
can be profitably employed in cargo inspection and detection of certain diseases. The profit
earned from these activities can be used to fund the mine clearing operations which suffer from a
lack of support from the marketplace. These two organizations have been successful using
different models of social enterprise and entrepreneurship.

MAYAWORKS

MayaWorks is a promoter, a facilitator, a provider of training, and a charity. MayaWorks
does not seek to make a profit but, helps others to make a profit and promotes a social goal. The
story of MayaWorks began in 1990 with one suitcase filled with place mats woven by widowed
Mayan women who lost their husbands during the violent social unrest in Guatemala during the
1980s. Pat Krause who worked with Behrhorst Partners for Community Development
envisioned the idea of giving poor women of Guatemala economic power through income
generating businesses. The first suitcase of Mayan goods carried by Pat Krause, who would
become the founder of Maya Works, quickly sold and a business model was formed. Maya
Works was officially incorporated in 1996 as a not-for-profit organization. During the early years
of the organization, goods were brought back or shipped to the U.S. and stored in the home of
Pat Krause in Connecticut. Eventually the operations were moved to Chicago as one of the early
participants in the project moved with her husband to that city. In its first 10 years of operation
MayaWorks returned over $1.2 million to the hardworking Guatemalan artisans in their network.
Artists in the MayaWorks network live and work in Chimaltenango, San Marcos, and San Atitlan
(Figure 2). Access to the capital and main market is somewhat limited for these artisans.
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Figure 2
MAP OF GUATEMALA

Source: Michigan Tech University

A staff of three and many volunteers work in the Chicago headquarters to continue the
vision of Pat Krause and other women supporters.. MayaWorks is headed by Jeannie Balanda
who worked as a Peace Corp volunteer in Guatemala and who holds two graduate degrees — one
in business administration and one in non-profit management. She has been with the organization
for about a year and is assisted by a marketing specialist and a product development officer. The
operations in Guatemala are run entirely by Guatemalan women, giving them a sense of
ownership and control. The basic mission of MayaWorks to improve the lives of the women of
Guatemala through social enterprise has not changed since its founding. As the organization
grew it developed a more detailed and somewhat expanded mission statement, but is currently in
the process of revising its mission to refine its focus as a non-profit organization.
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MISSION STATEMENT

To create a space in the global marketplace for the coming together of
Guatemalan and North American women. This shared market place opens an
opportunity for Maya women, their families and communities to achieve
economic security and for North American women, their families and
communities to participate in economic justice. The primary tool to achieve this
mission is sales in the United States of artisan products created by Mayas within
the principles of Fair Trade.

A manifestation of the mission is a woman in Guatemala by the name of Eufemia.
Eufemia was only able to attend school for two years. She married at the age of 16 and had three
daughters. By the age of 21 she was widowed. Without the support of a husband, Eufemia was
forced to work in the fields for very long days with her children at her side. Her children did not
attend school on regular basis and life was very difficult for the family. With the help of
MayaWorks, Eufemia was able to become an entrepreneur, using her weaving skills to make
marketable products. She earns more money and is able to send her children to school, including
one child in Spain who is studying to be a nun.

MayaWorks distributes a large variety of Mayan handicrafts (Figure 3) including some
newer product ideas with a more contemporary design. MayaWorks sells Mayan bags, Mayan
beads, clerical stoles, jackets, scarves, table runners, aprons, place mats, wall hangings, Mayan
fabric by the yard, and many other items. One might be surprised to discover that MayaWorks’
biggest seller is the Kippah or Yarmulke demonstrating how the organization fills a very specific
niche market. MayaWorks recently introduced a baby line including diaper bags, bibs, and baby
booties in order to diversify its portfolio of offerings. Gift certificates can also be purchased,
along with customized conference items. Conference item prices are determined by quantities
ordered and appeal to groups who have an interest in social justice and Fair Trade. Goods are
sold online at the organization's Web site (www.mayaworks.org), as wholesale items to other
retailers, and through a network of volunteers who sell the items in their homes, stores, schools,
and churches all on consignment. Maya Works' revenue comes mainly from these consignment
sales and constitutes 43% of total sales, 36% from online sales, 4% of sales are conference items,
3% of sales in Guatemala, and the remaining revenue from wholesale transactions, donations,
and study tours of the Maya Works facilities and surrounding areas. Promoting the concept and
building a network of people who can sell the items continues to be a critical element in the
success of MayaWorks. In order to facilitate this MayaWorks conducts periodic study trips to
Guatemala, open to the public, in order to promote their cause and to raise revenue. The tours
provide a 10 day visit to the western highlands of Guatemala where participants can meet the
Mayan artisans and learn about their culture. Site seeing of Guatemala is also part of the tour
package. The cost of the tour is approximately $1,400 plus airfare. From mayaworks.org, one
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can sign-up for a study tour, buy products, make a donation, arrange to host a sale, and read the
organization's newsletter.

FIGURE 3
MAYA WORKS PRODUCTS

Apron $28

e

i
1

Mayan Fabric $20 yard Clerical Stole $40 Jacket $60

Shipping and handling charge are $6.95 per order. Orders normally are shipped within
two business days. Goods arrive to customers in U.S. via UPS in about a week.
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In addition to providing a marketplace for the handicraft products, MayaWorks also
provides scholarships to the children of the artisans, and technical training to the artisans
themselves. Since many of the Mayan women speak only the local Mayan language, Spanish
classes are also offered to help the women integrate into Guatemalan society and to be better able
to negotiate with Spanish speaking suppliers of yarns and threads. MayaWorks also provides
micro-loans to artisans for supplies and equipment as way for women to have alternative income
and to inspire women to get involved in other income generating projects such as agricultural
ventures.

An important value of Maya-Works is Fair Trade. MayaWorks belongs to the Fair Trade
Federation and abides by its principles. MayaWorks attempts to ensure that the women of
Guatemala earn a fair price for their products, even if this produces a higher price than charged
by competitors.

The Fair Trade Federation
Principles

= Paying a fair wage in the local context

= Offering employment opportunities for advancement

* Providing equal employment opportunities for all people, particularly the most
disadvantaged

* Engaging in environmentally sustainable practices

= Being open to public accountability

* Building long-term relationships

* Providing healthy and safe working conditions within the local context

= Providing financial and technical assistance to producers whenever possible.

Not all sellers of indigenous crafts follow the principles of Fair Trade, however,
MayaWorks feels that it is an important part of their mission. The organization ensures that it
stays true to its mission by allowing all operations in Guatemala to be run by natives. This is not
the case with many other not for profit organizations. Maya-Works faces a number of
competitors. They compete with organizations similar to themselves such as Mayan Traditions,
Mayan Treasures, and De La Selva. Mayan handicrafts can even be found on ebay, and Chinese
manufacturers are beginning to copy indigenous products to capture niche markets. Many such
items can now be found in U.S. retail shops such as Pier 1 and others. Maya Works does not
currently sell its products on ebay, but is considering using social networking as a means of
increasing awareness and expanding sales. Currently MayaWorks has little funding available for
promotional activities.

Other issues that face not only MayaWorks, but many similar organizations, are
employee turnover, limited budgets, and the constant need for outside funding. Being such a
small operation, Maya-Works benefits from few economies of scale and is not able to handle

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 9

very large orders. With the current cadre of Guatemalan artists numbering under 200, large
market opportunity would not be able to be achieved. In addition, the current economic
environment is causing difficulties for Maya-Works. Sales are now lower than expected and
there exists a greater need for external funding. As the dedicated members of Maya-Works
continue their struggle for social justice and the empowerment of Mayan women, they are faced
with uncertain economic times and strategy formulation.

DISCUSSION QUESTIONS:

Are the concepts of social justice and business at odds? Explain.

What are the strengths, weaknesses, opportunities, and threats of MayaWorks?
3. What strategy recommendations would you make to MayaWorks in order for the
organization to continue to fulfill its mission and prosper?

N —
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Personal visit to Guatemalan Mayan market, July 10-12, 2009.

Personal interviews at the office of Maya Works in Chicago, IL with Jeannie Balanda, Naomi Czerwinsky, and
Stacey Freeh, July 17, 2009.
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CHARISMA SHOE COMPANY
CASE ANALYSIS

Joan Brumm, Texas A&M University-Texarkana
Larry Davis, Texas A&M University-Texarkana
Edward Bashaw, Arkansas Tech University

CASE DESCRIPTION

The primary subject matter of this case concerns market analysis, market segmentation,
and market strategy. The case has a difficulty level appropriate for senior level courses. The
case is designed to be taught in three class hours and is expected to require six hours of outside
preparation by students.

CASE SYNOPSIS

Charisma Shoe Company is based on an actual company. The company is one of the few
remaining U.S. shoe manufacturers. Their children’s division contains four brands of shoes for
infants to twelve year olds. The company faces competition from foreign manufacturers and
declining sales in their children’s division. The board decided to hire an outside marketing
company. They also voted to commit the resources necessary to bring the Children’s Division
sales levels. The marketing consultant’s recommendation is for Charisma to change the
branding in the children’s division and develop a family branding strategy using the Charisma
name as the central theme that ties each individual brand together.

CHARISMA SHOE COMPANY
INTRODUCTION

Based on an actual company, all names, places, and dates of Charisma Shoe Company
have been changed to protect the actual company’s identity.

CASE ANALYSIS
Situation Analysis: Where We Are Today
Charisma Shoe Company based in Holt, Louisiana is a privately held leading

manufacturer of footwear. Successor to a New Jersey based Footwear Company’s southern
division, David Charisma established Charisma Shoe Company in 1972. In 2001, the company
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decided to expand their product line and purchased The Children’s Division. Charisma produces
adult and children’s brands and unbranded shoes for specific retail partners. Charisma Shoe
Company sells approximately five million pairs of shoes annually.

Charisma’s top selling division has been the unbranded shoes for major retailers
accounting for 60 % (three million pairs) of their yearly sales. The Women’s Division accounts
for approximately 20% of sales (1 million pairs) and Children’s Division for the remaining 20%
of sales (1 million pairs) per year.

After many successful years of sales, the Children’s Division has been experiencing a
continuing decline in sales for the past four years. Children’s 2008 sales declined to below 2003
sales levels. The Children’s Division contains four brand name shoes, Saddles, Christy
Charisma (formerly the Little Katie brand), Excellence, and TJ’s. Their best performing brand
name shoe, Excellence, experienced a 1.3 % loss in sales in 2008 after significant sales gains in
each year since 2003. Charisma’s nine key accounts in their Children’s Division that represent
almost 37% of total sales in 2008 have also been suffering in declining sales.

Christy Charisma’s declining sales has caused the most concern for the company. In
2007 David Charisma and the board hoped by renaming the Little Katie line to Christy
Charisma, after his daughter, their customers would feel a more personal family connection to
the line. In the six-year reporting period, the Christy Charisma line’s sales peaked in 2004 at
715,073 pairs. Each year since then the lines sales volume has continually declined. Sales for
2008 of only 357,499 pairs represented just fewer than 50 % of 2004 total sales. (Table 1
contains the sales information for the Children’s Division from 2003 to 2008).

When the board of directors met to discuss the declining sales in the Children’s Division,
David Charisma stressed the importance the division had for the company overall. As a first
step, the board decided to hire an outside marketing company. They also voted to commit the
resources necessary to bring the Children’s Division sales levels up to 2004 levels and beyond.
These decisions marked a pivotal point in the division’s history.

Table 1
The Children’s Shoe Division*
Sales History — Pairs of Shoes
Excellence TJs** Saddles Cl}risty
Year (infants) (2-5 yrs) (6-12 yrs) Charisma*** Total Sales % Change
Boys/girls Boys (6-12 yrs)
2003 58,993 102,528 360,800 584,065 1,106,386 -
2004 110,016 109,301 401,662 715,073 1,336,052 +20.76%
2005 148,557 145,884 357,636 572,072 1,224,149 -8.38%
2006 158,364 152,509 393,694 518,112 1,222,679 -0.12%
2007 163,979 160,230 454,748 442,515 1,221,472 -0.10%
2008 161,819 128,555 382,822 357,499 1,030,695 -15.62%
* The Children’s Division includes infants and children casual, girls dress, and sandals
**TJs include boys ***Changed to Christy Charisma from Little Katie in 2008
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Following the board meeting, David Charisma met with marketing consultants to discuss
the company’s philosophy and the challenges facing a domestic shoe manufacturing company.
Charisma Shoe Company is one of but a handful of shoe brands that remain in the U.S. as
domestic shoe producers. Increasing consumer demands for a broader product range and
competing manufacturers employing low-cost labor in foreign manufacturing facilities are
challenges that Charisma faces. Like most U.S. based shoe manufacturers, Charisma imports
some components from abroad. In their Children’s Division, approximately 55 % of all shoes are
made from overseas components or completely manufactured abroad.

David Charisma believes the key to surviving as a domestic manufacturer today is
keeping your employees happy and going to great lengths to establish a positive corporate
culture that permeates every inch of Charisma Shoe Company. David Charisma summed up the
results of this culture-building effort when he said “We have a relatively stable workforce willing
to do just about anything asked of them, because they realize the company is working on their
interests as well as its own.” Charisma Shoe Company is proud that they have second generation
employees.

Mission Statements

Corporate: Charisma Shoe Company stands for value and integrity in today’s footwear
manufacturing. Product integrity, highest quality, value, comfort, and latest styles are put into
every pair of Charisma Shoe Company’s products. Charisma Shoe Company’s socially
responsive mission is to recognize and satisfy the interests of all its stockholders, consumers,
retailers, employees, shareholders, and their communities.

Divisional: - Mission Statement for the Children’s Division: Charisma Children’s
Division sets the standard for premier children’s brands, with orthopedically correct design,
fashion innovation, and parent-friendly merchandising.

Current Product Positioning

There are two critical elements in the selection of a child’s shoe, style and fit. Charisma
produces the finest children’s shoe in their price point. Charisma is one of a few manufacturers
that make children’s shoes available in both width and length. The mother’s ability to select the
proper width and length shoe for her child (as well as the construction) drives the level of
quality. However, this design requires some level of training for the retail sales associate to be
able to properly fit a child’s foot. A sales associate not properly trained in fitting a child’s foot
for both width and length will not understanding the role that both measurements play for
optimal comfort. This lack of training can result in missed opportunities for a sales associate to
fit a child in a pair of Charisma’s.
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Increasingly important to footwear buying moms and older children is style, real or
perceived. The biggest issue voiced by retailers about Charisma’s lines is a perceived lack of
style, with the Christy Charisma line being the weakest.

The company’s efforts to separate branding in the Children’s division have resulted in
brand confusion and a lack of a cohesive look (i.e. not knowing Excellence, TJ’s, Saddles, and
Christy Charisma are each a Charisma Shoe line). The Christy Charisma line, formally Little
Katie, is relatively unknown among retail partners and consumers. The change of name one year
ago and lack of brand meaning to retailers and consumers likely explains some of the declining
sales in the line.

Customers
Retail Partners

Charisma Shoe Company’s low employee turnover provides their retail partners
continuity in dealing with their wants, needs and concerns. Charisma excels at delivering good
service is the areas of return policies, trunk shows, and retail sales associate training. Being one
of the few manufacturers that make shoes available in both width and length, sales-associate
training is critical. With a high turnover among retail sales associates, a shoe manufacturer
willing to make a commitment to help train and educate new sales associates can be a significant
advantage for retailers.

The recent sales decline in the Children’s Division may cause pressure on the company to
lower the price to retailers in order to reach sales minimums. Brands not meeting sales
minimums may also lose retail visibility, compounding the already declining sales. Another
threat of sales decline is erosion in the confidence that retailers have in Charisma. This would be
a particularly tough reality for Charisma to face due to their reliance on retailers for support.

Consumer

Charisma & Company feels their average consumer base is mom’s with household
income of approximately 50K or higher with children between the ages of 8 months to 12 years.
The company has not had a specific consumer profile developed for them from a marketing
database.

Around age five, children start identifying favorite brands of consumer products, such as
footwear. Between the ages of six and seven the parent’s influences during a purchase decreases
and by time the child reaches first grade media has the most influence over their purchasing
selection followed by store visits.
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Internet Sales

The growth of the Internet is perhaps the biggest business and social development in the
last 50 years. With e-commerce growing in just about every industry, the question for many
companies is not if, but when. The Internet is changing purchasing patterns and information
gathering behaviors. Fifty-three percent of women said they never buy online, but use the “net”
for pre-purchase browsing.

Competition

Competition in premium children’s footwear market is stiff. The Children’s Division
competes with products across all categories of price points just below and price points up to
approximately $20 more in certain categories. Charisma Children’s Division also has to vie for
the mom’s loyalty to their brand and their retail partners as well.

Stride Rite, based in Massachusetts, is a leading supplier of children’s footwear and
casual footwear. With promotions of their children’s footwear line being the “right choice” for
growing feet and brand awareness, they are Charisma Children’s Divisions number one
competition.

February 2009, Stride Rite revealed plans to increase their marketing expenditures to 8 %
of sales, helping to rise their overall brand positioning. Stride Rite’s marketing plans include a
combination of national and regional advertising, a variety of retail support materials, bonus gifts
for the consumer, discount promotions, and pre-seasonal sales. They also developed a monthly
retail marketing and promotions events calendar for their retail partners that will allow the
retailer to tie into Stride Rite promotions. Along with Stride Rite’s new marketing plans they
have a successful ongoing marketing program that reaches new mothers and weds them to the
Stride Rite brand.

Elefanten, a German Children’s Footwear company that competes in the higher-priced
rang has been making efforts to maintain a line of lower-priced footwear. According to their
findings, American parents are more concerned with the price of a shoe than Europeans.

Elefanten provides print ready artwork to retail partners to use in local and regional
advertising. They also utilize in-box information reply cards to reach moms who purchased a
pair of their shoes. Elefanten mails catalogues twice yearly to consumers who reply to the in-box
cards or request information through their website. A survey of specialty retailers suggests that
the reply cards and catalog marketing programs does drive consumers to retail stores already
preferring the Elefanten line. In 2008, Elefanten USA increased its advertising budget by 30 %.

Dr. Martens brand is capitalizing on its popularity in the teen and young-adult market to
increase its penetration into the children’s (age 4-12) market. Dr. Martens is increasing national
advertising presence and maintains aggressive in-store, point-of-purchase efforts across all
categories.
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Weebok, the children’s division of Reebok, is running print ads showing pictures of their
Weebok clothing and footwear lines in parenting magazines with the tagline “head to toes.” Last
year, Weebok conducted a mass mailing to 7,000 independent retailers around the country to
reacquaint buyers with the brand. Weebok also sent a $5-off postcard to 70,000 Sears’
customers.

Current Marketing

David Charisma and the board agree that the company needs to put more time and
resources in marketing. Currently, Charisma Shoe Company does not maintain consistent
planning, budgeting, or execution of marketing strategies. This may have resulted in retail
partners lacking the belief that the Children’s Division of Charisma helps them increase store
sales through traffic building promotions or consumer brand-awareness efforts.

Their current Web page only provides Charisma Shoe Company information. The
company’s web page neither provides information that can help mothers make better shoe-
buying decisions nor offers entertainment for children.

The “Big Idea”

After analyzing the information Charisma provided them, the marketing consultant’s
commendation is for Charisma to change the branding in the children’s division and develop a
family branding strategy using the Charisma name as the central theme that ties each individual
brand together. When a company carries different bands under one main division it is vital that
retailers and consumers recognize and associate the brands with the company. Charisma’s
relative lack of resources compared to their larger counterparts, does not give them the luxury to
deeply develop four brands. However, the Charisma name, as a word mark is extremely
attractive. It is short, memorable, and highly brandable. A family brand strategy will allow the
company to position four brands under the Charisma family brand umbrella.

Challenges Going Forward

Since Charisma & Company purchased controlling interest in The Children’s Division in
2001, that division has demonstrated no activity in effective market research, strategic planning,
or a focused company direction. A consequence has been a slide in the Charisma Children’s
Division shoe sales volume every year since 2004. By 2008, sales volume had declined to less
than 50% of that in 2004. Before the company can expect to reestablish a successful volume of
sales, it must have a formal assessment of its position through the performance of a SWOT
analysis and other related research as a foundation for developing an effective strategic
marketing plan.
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THE MATTSAKA KOI AND EXOTIC FISH FARM
COMPANY CASE

Roger J. Gagnon, North Carolina A&T State University
Marco Lam, York College of Pennsylvania

CASE DESCRIPTION

The case deals with the inventory decisions in an aqua farm setting. Primary issues of
this case are inventory policies and their associated costs. The case has a difficulty level of 3,
junior level. The case is targeted to operations management, inventory management, and supply
chain management courses. The case is designed to be taught in I class hour and is expected to
require 1 hour of class preparation by students.

CASE SYNOPSIS

The Mattsaka Koi and Exotic Fish Farm case addresses the inventory issues faced by
Kioshi Mattsaka. Kioshi is forced to consider demand forecasting and inventory policies when
the largest customer places an order for 6 - 8" Koi and the company does not have enough Koi
in that size to fill the order. This sparks the discussion about what inventory policy to use and
whether to consider multiple customer service levels.

CURRENT SITUATION

Kioshi Mattsaka, owner and president of Mattsaka Koi and Exotic Fish Farm Company,
opened his office door for Professor Henry Lee, a professor of operations and inventory
management at the nearby state university. Dr. Lee had been recommended by one of Kioshi’s
employees to study the fish farm’s current problems with their inventory of fish stocks. Kioshi
explained that recently they had experienced a stock-out of Koi for their largest customer — a
costly and humiliating situation, since Mattsaka Koi Farm prided itself on high quality customer
service and product quality. The two gentlemen nestled into the office sofa and Kioshi began to
detail the company history, operations, organization, and current dilemma.

COMPANY BACKGROUND AND HISTORY
Kioshi Mattsaka arrived in Valdosta, Georgia from Osaka, Japan in June 2003. Kioshi’s

family had raised and marketed Japanese Koi and other exotic fish in Japan for three generations.
He wished to begin a Koi and exotic fish farm in the United States for he believed the U.S. was a
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potentially significant market for the sale of such fish for indoor aquariums, outdoor ponds, and
even the restaurant trade. Restaurants would use such fish in aquarium or fish pond displays,
dinner entrees, and for the increasingly popular sushi offerings.

To begin his dream Kioshi obtained a mortgage and purchased a 27-acre farm 17 miles
west of Valdosta, Georgia. Kioshi believed that this location provided a similar, warm climate to
southern Japan (favorable to the Koi and tropical fish), had clay soil needed to establish pond
bottoms, provided a good water source, and had land reasonably priced. While the farm had a
man-made pond to capture rainwater for farming, Kioshi had twenty-five more shallow ponds
constructed. Each standard pond is approximately one-third acre and is two to three feet deep.
The five breeding ponds are smaller — only six by twelve feet. This number of ponds would
allow Kioshi the flexibility to stock each with different fish and occasionally drain and clean
them individually; one pond could be emptied, drained, cleaned, and restocked, while the others
would be maintained on a rotating basis. Five ponds would each be reserved for growing
imported Japanese Koi, domestic Koi, goldfish, exotic fish, and a restaurant stock or bait fish
(Baltimore minnows).

FISH POND SET-UP, OPERATION, AND DELIVERY

The ponds are two to three feet deep to provide sufficient depth to discourage four-legged
and winged predators, such a blue herons, easy standing room for fish consumption. Drainpipes
in each pond keep the water level and least six inches from the top of the one-and-one half to two
foot banks. This helps to prevent overflow in heavy rains and helps deter land-based predators
easy access to the pond banks. One quarter-inch rat wire covered with plastic fastened over the
drain pipe inlets prevents the fish from slipping through.

The ponds are cleaned once annually on a rotating basis. All vegetation is cleaned out
and they are allowed to remain dry for at least several weeks in order to eradicate harmful insects
and injurious marine life.

The fish spawn all summer, but the first spawning around the end of May is usually the
best. Before this time the breeders (usually in a ratio of two males to each female) are placed in
the smaller ponds. These ponds must by free of all vegetation, otherwise the females will lay
eggs among the vegetation. Another “holding” pond, without fish, is readied for the eggs.
Since the breeding pond is without vegetation the females lay their eggs onto the only vegetation
available - trays covered with Spanish moss. The males fertilize the eggs almost immediately. A
complete spawning from a healthy, mature female produces from 15,000 to 20,000 eggs. The
removal of the egg laden moss from the breeding pond to a larger holding pond is ongoing and
may take several weeks. The eggs and baby fish must be removed to a separate pond, as other
larger fish, even their parents, may devour them.
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On average about seventy percent of goldfish and Koi turn gold. The other thirty percent
retain their original dark olive color; they are sold as Baltimore minnows to sporting goods stores
or bait shops.

Goldfish and Koi can be ready for market in as little as three months after hatching. To
grade the fish for size and color Kioshi uses an oil-covered table similar to a pool table with a
hole in each corner. The fish are dumped upon the wet table surface — sized and judged for color
— and then pushed through the proper holes into water-filled containers. This does not harm the
fish since they can survive for a short period out of water as long as their gills are wet.

Depending on the size of the order the fish are delivered to local dealers by tank truck,
which can hold eight large separate tanks for larger orders, or by trucks holding large tins for
small orders. For small orders the fish are poured from the tin into a net and then to a water-
filled can at the store and from there transported to the store’s aquarium. For larger orders the
fish can be pumped from one or more tanks on the tank truck.

Kioshi also contemplated raising aquatic plants along with the fish for additional profit.
Anacharis, cabomba, water lilies, and water hyacinths are in the greatest demand. Kioshi has
even heard that some water plants, which mature rapidly in such fertilized water, can be sold as
feed to hog farms, which are very prevalent throughout the Southeast U.S.

The purchase, construction, stocking, and marketing of Kioshi’s new business required
two years, but in 2006 the Mattsaka Koi and Exotic Fish Farm Company was ready to begin
commercial operations. In total Kioshi anticipated raising 300,000 fish annually. The company
would be operated as a wholesale fish supplier selling fish from current stocks and importing
unique varieties from Japan, Vietnam, and Thailand, when requested. Thus, the company
operated as both a raise-to-stock and custom import order shop. (IMuch information for this
section was obtained from, “A Goldfish Farm in Virginia”,http://wwwprofitfrog.com/profitable-
hobbies-articles/raising-goldfish.htm.)

COMPANY ORGANIZATION

Most aquacultural companies such as Mattsaka are small, often family run, and employee
very few employees. Kioshi’s wife and two teenage children assisted with the business
bookkeeping and operations. In addition a year earlier Kioshi added two fulltime workers to
assist with the daily tending of fish feeding, fish and pond water quality and disease control,
breeding operations, collecting fish for distribution, and shipping. However, with sales growing
Kioshi brought in several relatives and friends from Japan to assist with the business. He hired a
cousin, Aiko Oshima, as sales and advertising manager, Toshi Masuko, as the new company
accountant and purchasing manager, Saburo Yoshida, a nephew with experience in inventory
planning and distribution management, and Equchi Ishimura, a friend and experienced zoologist
to manage the fish and pond quality and disease control program. This program included
ascertaining the quality of: current fish stocks, ongoing breeding operations (fish species could
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not be mixed or contaminated in the breeding operation), purchased (incoming) fish stock, fish
feed, and pond quality - including water and soil surfaces, and predator control.

PRODUCTS AND CUSTOMERS

There are many varieties of Koi, goldfish, and exotic fish. Some varieties of Japanese
Koi are listed in Table 1. Kioshi prices his Koi individually by type, size, and appearance, but
other fish such as goldfish are priced merely by size and type.

Most fish are sold to pet shops and large box stores, but some are purchased by
restaurants and sushi bars both for aquarium or pond displays. In total Mattsaka had 37 reliable
customers with over 100 different shipping locations. One of Kioshi’s largest customers was the
Fish and Reptile Pet Store Company, which was a nationally franchised pet store company. This
firm had 53 franchised store locations throughout the United States and Canada. Most were
located in medium and large cities. Kioshi could arrange for deliveries from his fish farm to any
eastern or midwestern U.S. or eastern Canadian location or directly from foreign sources, such as
Japan, when necessary.

Table 1
Varieties of Japanese Koil

Doritsu Bekko Asasgi GinRin Kohaku

Kawarimona Kikari Goshiki Kahaku

Komonryu Kuyaku Goromo Gin Matsuba
Sanke Orenji Ogon Platinum Ogon Ochiba
Tancho Tancho Sanke Showa Shusui
Utsuri Yamabuki Ogon
1Source: Forever-Mango.com

To fulfill customer orders fish are netted from the appropriate pond(s). The openings of
the pond-wide net determines the size of the fish to be caught. For large orders entire ponds can
be emptied by netting the fish or draining the water to a sufficiently low level where the fish
could be caught by hand nets. For large orders the fish are transported in trucks or trailers
equipped with fish tanks augmented with water recirculation equipment, temperature controls,
and oxygenation equipment. Self contained, battery -powered fish tanks can also be loaded on
aircraft for air delivery.

The lead time for land shipments by the Mattsaka Company usually require 1 to 3 days.
Air freight can be used to expedite orders and were received in 1 to 2 days, depending on order
size and destination.
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NEW PROBLEMS, OLD CUSTOMERS

Last Tuesday, Aiko, the sales and advertising manager, beamed with pride as she entered
the warehouse, which served as administrative quarters, testing laboratory, and tool, chemical,
and feed storage. “Well, I just sold a truck load of 6” (6” to 8) domestic Koi to the Fish and
Fowl Pet Store chain”, she remarked with pride. “Good, but how much 6” butterfly Koi does
that leave us with?” questioned Kioshi. “That is a very popular size for that variety”, he added.
“I do not know, but there are still some of that size and smaller ones left in the #2 pond”, Aiko
said. In recent months the company has had difficulty in forecasting demand for the medium size
and larger Koi and exotic fish. And with the warmer months approaching demand was certain to
increase as more pet stores would increase their stocks and restaurants would replenish their
outdoor ponds and indoor aquariums for customer interest. Watching the meandering fish in
aquariums and ponds amused the customers and lessened their perception of waiting for table
seating or order preparation.

At that point Saburo, the inventory and distribution manager, stepped inside to record that
pond #2 was down to 20% of fish capacity or about 200 Koi. No sooner had Saburo reached his
desk than a computer order from the Fish and Reptile Company (FRC) (Mattsaka’s largest
customer) filled his computer screen. They were ordering five hundred 6” to 8” domestic Koi; a
large tank truck would be needed for delivery in 2 days. Saburo knew that they did not have 500
domestic Koi remaining in the size FRC wanted. The other tanks were filled with smaller Koi,
breeding fish, other fish types, or empty for cleaning in preparation for the “busy season”. It
would require nearly three and one-half months for the smaller, 4” to 6” butterfly Koi to grow to
the 6” - 8 size. What could they do?

Kioshi, Aiko, and Saburo gathered in the main office to think this through. They were
fairly certain they could produce about 200 of the needed 500 Koi. But the other 300? They did
not want to lose such a valued customer. Kioshi decided to call Ron Thompson at FRC to
explore some options and negotiate an agreement. After a 20 minute discussion FRC would
accept several options: (1) accept the 200 full size fish and 300 smaller 47-6” Koi at a
considerable discount or (2) accept the 200 full size fish and 300 other 6”-8” Koi Mattsaka
would have to subcontract from a competitor fish farm. After some calculations and discussion
Kioshi agreed to the first option.

After closing his cell phone Kioshi turned to Aiko and Saburo and exclaimed,” We
handled this crisis, but I do not like how we settled this problem. This was expensive in both
dollars and our reputation for outstanding customer service. Saburo, what is our policy on
stocking or breeding our Koi to supply our customers?” Saburo hesitated, then remarked, “We
dedicate five ponds to constantly breed the fish varieties. Two ponds are dedicated to butterfly
Koi and other varieties of Koi — one pond for the smaller sizes 4” or less and another for the
largest sizes. Four ponds are dedicated to each of the other fish varieties. It is not uncommon
for one or more ponds to be empty occasionally for cleaning.
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We try to replenish our stock from our breeding programs. If we cannot, we order from
other domestic or overseas fish farms the type and number of fish we need to replenish a variety.
It takes about two months before we can move fish from the breeding pond to another pond.
Replenishing a variety from another fish farm can take from 3 days to one month. When we
receive an order, regardless of the customer, we check our inventory supply; if we have the fish
in stock we prepare the fish for delivery and adjust the inventory record for that fish stock. If we
do not have an adequate supply of fish, we try to negotiate some agreement, but this does not
happen very often. However, it does seem to be occurring more often as our reputation grows
and sales expand. I am not certain how much money or future business we lose by not being
able to satisfy customer orders — especially with our largest customer. We try to turnover (sell)
as many ponds of fish as possible in a year, regardless of which customers may be short on some
orders. It is sort of “max sales revenue by first come-first sold” strategy. It is expensive to just
keep feeding these fish! We have considered digging more ponds to give us more flexibility, but
have never reached a final decision as to how many more ponds to create or how we would
allocate the fish to them.”

CURRENT DILEMMA

Kioshi now turned to Dr. Lee and related, “Henry, that is the picture of what we do and
the inventory problem we face. While we know a great deal about raising exotic fish, we are lost
on how to approach this inventory shortage problem. What should I do?” After several moments
of deep pondering, Dr. Lee replied,

“Kisohi, you obviously have a mismatch between customer demand and your fish supply
— particularly for your largest and most profitable customers. This is made more difficult
because you sell a product that cannot simply be produced quickly to satisfy demand by using
overtime or adding employees. Your inventory is not manufactured, it is grown. I believe there
are several issues we need to consider in more detail. Let me list them for you:

Is “maximizing the number of ponds sold” the best strategy. I mean does that really
maximize your profits?

e While you must keep records on the size of each fish order, do you ever analyze the
patterns of sales demand for each fish type? for each customer?

e Are all your customers equally important to you - to your bottom line, to your profits?

e Have you ever analyzed how much profit you make per customer over each year?

e Are you trying to satisfy all your customers equally or should you prefer some customers
over other? In other words should you attempt to provide the same customer service
level to all your customers?

I think we need to ponder these questions as a starting point.”
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1.

QUESTIONS:

Saburo remarked that the company’s sales policy was to,”..turnover (sell) as many ponds

of fish as possible in a year, regardless of which customers may be short on some orders.” Does
this sales policy really maximize profit? Does this policy affect other decisions such as
inventory policy and customer service policy? Comment on the pros and cons of this current
sales and economic policy or objective. Suggest an alternative company sales/customer policy
that could possibly aid with the current dilemma.

2.

7.

What inventory cost should Mattsaka consider in developing inventory policies?
Does Mattsaka inherently consider customer fill rates? Should they?

What inventory policy is Mattsaka inherently using?

What alternative inventory policies could Mattsaka use?

How could they allocate fish to ponds to help with their inventory stockout problems?

What might be a plausible, if not efficient, solution for Mattsaka in managing his

inventories given the possible stock-outs for key clients?

REFERENCES

“A Goldfish Farm in Virginia”, http://www.profitfrog.com/profitable-hobbies-articles/raising-goldfish.htm., Pages

1-5.

Disclaimer: Any similarities in the text to real people and events are coincidental. No
sponsorship, endorsement, or affiliation with the related parties should be implied.
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STRATEGIC MANAGEMENT:
THIS TIME ITS PERSONAL

John Leaptrott, Georgia Southern University
J. Michael McDonald, Georgia Southern University
Jerry W. Wilson, Georgia Southern University

CASE DESCRIPTION

The primary subject matter of this case concerns the individual-level application of
elements of the strategic management process. This process includes the scanning of the
environment, analysis of alternative courses of action based on information gained from the
scanning process and the formulation and implementation of individual career strategies based
on that process. Secondary issues examined include an examination of the career effects of
following both sound and flawed decision-making processes relating to career decisions. The
case has a difficulty level appropriate for junior or senior level business students. The case is
designed to be taught in 1-3 class hours and is expected to require I1-2 hours of outside
preparation by students.

CASE SYNOPSIS

This case contrasts the career decision-making processes of three very good friends that
attended university together — Kitty, Nancy and Teresa. They first met when they were all
enrolled in the same strategic management class and worked together as a group. After
graduation, they were all hired by the same company. Kitty and Teresa are still with the same
company and are doing very well. Nancy has recently lost her job with the company as a
consequence of restructuring and has accepted a position with a company that will take her to a
different part of the country. The case takes place at a farewell dinner for Nancy hosted by
Teresa and Kitty.

The case describes the two very different paths taken by the three friends to manage their
careers to this point. All three began work in the same division with their employer — selling
consumer electronics to medium and small retailers. Nancy transferred from the consumer
products division to the automotive products division without considering the strategic position
of that division. In contrast, Teresa & Kitty carefully considered the strategic position of the
various divisions of the company before transferring to the division with best prospects for
growth. While her friends continued to do well in their division, Nancy is paying a heavy price
for not paying attention to some very important changes that were taking place in the company.
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Kitty and Teresa used logic-based principles of the strategic management process in their
own personal career development decisions — with significant positive results. Nancy, on the
other hand, utilized career decision-making criteria that were based on personal convenience
and intuitive appeal. The case provides a clear description of how the strategic management
process has tremendous utility for the individual-level career decision-making process as well as
management of the organization.

CASE

It might be an enjoyable Friday after work “happy hour” for most patrons of the La
Aguila Vuela Cantina, an upscale urban Mexican restaurant. However, for one patron it was not
very happy at all. Three long time friends and coworkers had gathered one last time to say
goodbye. One of them had recently lost her job in a corporate reorganization and had taken a
lesser paying position in a small company that was located in a different part of the country.

Teresa, Kitty and Nancy were classmates and graduated from an undergraduate business
administration program offered by a prestigious public University. Once they arrived and were
seated by the hostess, the conversation started by reminiscing about the many happy times they
shared as undergraduates. They met as a result of being assigned to the same student group in
their capstone strategic management class. The student groups in this class were each required to
prepare an industry analysis. The group held weekly meetings at a local coffee shop to prepare
for their presentation at the end of the semester. The group members really got to know each
other during these meetings which resulted in the three classmates forming a close friendship that
continued after graduation. After graduation, all three were hired by the same consumer
electronics division of a foreign manufacturing company as salespersons based at the company’s
U. S. headquarters. Their positions involved selling consumer electronics to small and medium
size retailers.

After approximately three years with the consumer electronics division, Nancy
transferred to the automotive division. Her primary reason for the transfer was the availability of
frequent travel to the Detroit area that salespersons in the automotive division enjoyed. Many of
Nancy'’s relatives lived in the Detroit area and she made frequent business trips that allowed her
to visit them. After Nancy transferred to the automotive division, Teresa and Kitty remained at
the consumer electronics division until opportunities arose in the sales department of the medical
equipment division. The medical equipment division had experienced substantial growth and
increased importance of to the overall performance of the company and they wanted an
opportunity to be part of that success. Their strategy proved to be successful. Since they started
working in that division they had both enjoyed increased responsibility and greatly increased
compensation. Nancy, on the other hand, had recently learned that the automotive division was
being sold and she was one of many division employees that would not be needed by the buyer.
Today was Nancy’s last day with the company.
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The reminiscing next turned to their strategic management course professor, George
Aboye. He was an older, distinguished gentleman from the South who brought a folksy,
storytelling style to his lectures. The professor was very encouraging and supportive, but he did
not mince words when it came to warning students about the challenges of the current
competitive business environment. He believed in the benefits of the strategic management
process and provided many examples about how the process not only benefits the organization,
but can also be used by individuals in the organization to strategically manage their career. Many
of the professor’s colorful lectures and stories about his experiences were still topics of
conversation among these friends and former classmates.

After talking about their college days and the great experiences they had shared after
graduation, Nancy felt it was time to discuss her current situation.

Nancy: I am not looking forward to moving and starting over with another
company. I bought my home a couple of years ago and I don’t think it has appreciated enough to
cover a sales commission. I may actually lose money. Moving is a real hassle! I have been a
good employee. It just doesn’t seem fair to be treated like this. You two are very lucky to be able
to have kept your jobs.

Teresa: Actually, it really wasn’t luck.
Nancy: What do you mean?
Teresa: Do you remember two years ago when you couldn’t attend the University

homecoming weekend because you were in Detroit visiting relatives? Kitty and I ran into
Professor Aboye at the College of Business Administration’s homecoming barbeque. He asked
how we were doing and we told him we were salespersons for the Consumer Electronics
Division. He reminded us of the usefulness of the strategic management process for managing
our careers with the company. He asked us if we had analyzed how our division fit in the overall
strategic plan for the company. We replied that we didn’t really know.

Kitty: I still remember his parting advice: The marketplace doesn’t care who
you are or what you want. The marketplace consists of entities acting in their best interest. You
would be well advised to pay close attention to the activities of the marketplace and manage your
careers accordingly.

You know, that advice really got me thinking about which division within the company
provided the best opportunity for growth and profitability in the marketplace which would, in
turn, present the best opportunity for each of us to advance our careers.

Teresa: We decided to follow our own individual strategic management process in
planning our future with the company. We started by scanning the environment and looking at
the forces both inside and outside the industries in which the company participates. Next we
performed a separate SWOT analysis for each of the company’s divisions. Not only did we
assess the strengths, weaknesses, opportunities and threats, we also looked at each division’s
competencies, market position and level of competition in their industries. Finally, based on

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 28

these factors, we ranked the various divisions as to their likelihood for future growth and
profitability.

Kitty: Our assessment concluded that the medical division had the best prospects
for growth and profitability. The margins are higher for the medical division than the other
divisions. The aging population is a very significant demographic factor supporting growth. We
informally met with senior managers in all the divisions and the consensus was that the medical
division was the best positioned for future success. That division had developed several core
competencies related to medically-related products. These competencies included designing and
manufacturing very innovative portable medical equipment for first responders. The market for
these products primarily consists of public fire departments that provide EMT services. In
addition, the division had developed competencies in supplying several major types of
disposable medical supplies to the hospital and large clinic markets through a propriety inventory
management and order fulfillment system. These competencies were somewhat distinctive
because many aspects of their operations are protected by fairly recent patents granted to the
company.

Teresa: In addition, several recent actions by the board convinced us that they
were favoring funding the expansion of the medical division at a much higher rate than the other
divisions. The last three senior vice presidents that were hired were hired for the medical
division, while the senior vice president positions in the other divisions remained unfilled. The
last board member added is a CEO of a medical equipment company. The R & D budget for the
medical division has been increased three years in a row, while the R & D budgets for most of
the other divisions had been reduced.

Nancy: What did you conclude about the automotive division?

Teresa: Frankly, we felt the automotive division was the weakest link in the
company. The division’s major customers were the U.S. auto companies. These companies were
losing market share to their foreign competitors and in the best of times were only marginally
profitable. The people in the central office accounting department we talked to were getting a
little anxious about the credit exposure to those auto companies because of the weakness of their
balance sheets. They also informed us about people from outside the company that were
reviewing the financial records of the automotive division which they thought might suggest that
another company was possibly performing due diligence. Our contacts in the central office HR
department told us that the most recent vacant positions in management for the division had
remained unfilled for quite a while. We concluded that these were clues that led us to speculate
that the company was looking to divest itself of the automotive division.

Nancy: I wish you had shared that information with me.

Kitty: Actually, we did try to talk to you about this process before we started it.
It was the weekend we went to the “Legends of Disco” tribute concert. We were having dinner at
our favorite Cuban restaurant. We talked about the need to make good career choices and the
effort it takes to carefully do that planning. All you wanted to talk about was how your job with
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the automotive division provided you with a wonderful lifestyle including the opportunity to visit
family in Detroit at the company’s expense. Although we felt that you should have been paying
more attention to changes the automotive division was going through in both internal and
external environments, we were glad to see you were happy with your life.

Teresa: Even though the process of scanning the environment and picking the
division that we felt was best positioned for future growth and profitability was very challenging,
the process of implementing our strategy to transfer to that division was a great deal more
difficult.

Nancy: I am interested in just how you two managed to transfer to the medical
division.
Kitty: We followed a strategic process similar to the process we used to identify

the division we wished to target. We started by doing a SWOT analysis at the individual level.
We listed our strengths and weaknesses and matched those against the opportunities and threats
facing the medical division. The results of our individual analyses were remarkably similar for
both of us. Our strengths included extensive experience in electronic products, mastery of the
various accounting and sales management software used by the company and familiarity with
previous new product rollouts in the consumer electronics division. Our primary weakness was a
lack of knowledge about most medical supplies. We concluded that, based on our strengths and
weaknesses, we should pursue a position in sales for the new products for the first responder
market. We decided to first investigate what electronic products the company might be
considering for the first responder market. Next we needed to identify which individuals might
be good sources of information about new product development in the medical division.

Teresa: We started with people we knew in the consumer electronics division that
had transferred to the medical division. You probably remember that Professor Aboye had
recommended that we aggressively build social networks within our places of employment as
soon as possible. We didn’t realize at the time how valuable that advice would turn out to be.
During our first few years with the company we all attended several company functions and
many unofficial after work gatherings. Two electronic engineers that we met at some of those
functions, Frank and Jimmy, transferred about a year ago to the medical division, so we invited
them out to lunch.

Nancy: I remember them. Frank’s hobby was restoring old cars and Jimmy
enjoyed water sports. They were both very friendly and helpful.
Kitty: They haven’t changed a bit. We met them for lunch and they made us

aware of what projects involving electronic medical equipment would be forthcoming. Frank
mentioned that they had been working on a development team that successfully miniaturized
many of the devices carried in ambulances and had been awarded patents for them. As a result
the company began exploring ways to leverage that technology into smaller versions of
medically-related consumer electronics products such as glucose and blood pressure
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measurement devices. Jimmy added that a new marketing team would likely be formed to
launch these two new streams of products.

Teresa: Armed with this information, we set up an afterhours get together with
two other former colleagues, Jill and Jennifer, who transferred to the medical division three years
ago. Jill was promoted to senior sales manager for veterinary products for the Western U. S.
region. Jennifer is currently a senior sales manager for dermatology products for the Northeast
U.S. region. They both confirmed some of what Frank and Jimmy had told us. Jill and Jennifer
informed us that one of their colleagues, Jack Levy, had been picked to head the new first
responder product division. The company was still investigating whether to market the glucose
and blood pressure measurement equipment to consumers, but no decision had been made to
proceed further on that initiative.

Kitty: We asked them if they would present our resumes to Mr. Levy and serve
as references. They said they would be glad to.
Teresa: Our next task was to craft our resumes to fit what we felt would

differentiate ourselves in a positive way from our likely competition for the job. We first
highlighted all the product launches in which we participated. We then described in great detail
how familiar we were with the company’s operations and systems. Our pitch to Mr. Levy,
implicitly suggested by the detail in the resumes, was that we would be a safe choice because of
the depth of our relevant experience.

Kitty: We also educated ourselves concerning Mr. Levy’s experiences in the
company that are relevant to his position with the new first responder equipment division. To the
extent we had shared company experiences with Mr. Levy, we highlighted these in the cover
letter submitted with the resume and referred to them in the interview.

Teresa: When we first met with Mr. Levy after we were hired, he indicated that his
selection criteria did indeed include relevant experiences within the company and that came
across very clearly in our resumes. In addition, the references we listed included many
individuals that we met during our social networking activities that were in senior positions with
the company and were also known to be acquaintances of Mr. Levy. Mr. Levy contacted each of
the references and indicated that the information about us given by our references was the most
important feature that differentiated us from other applicants.

Kitty: Now that we have been working in the division for a few months we have
decided to evaluate the relative market acceptance of the various product offerings in the division
by product and by geographic area to date. We anticipate that because of the similarity of the
product offerings, the division will eventually organize based on geographic territories rather
than product type. We also anticipate that, because of the higher levels of first responder funding
in major cities, sales will be relatively higher in the Northeast and Mid Atlantic regions because
of the higher number of large cities. Teresa has volunteered to travel to meet with the larger fire
and police departments in the Mid Atlantic to introduce the new products and I have volunteered
to do the same in the Northeast. Our goal is to be the sales manager in those regions.
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The conversation came to an abrupt halt as the cantina’s Mariachi band began performing
a five song set including "Guadalajara," "La Cucaracha," "Mexico Lindo y Querido," "La
Bamba" and ending with a particularly enthusiastic rendition of “El Mariachi." As the waiter
delivered a fresh basket of chips, bowls of salsa and another round of beverages, Nancy resumed
the conversation by being critical of what seemed to her to be calculated behavior by Kitty and
Teresa.

Nancy: You two seem fairly obsessed with planning your careers. There is a lot to
be said for living your life one day at a time. I have to feel just right about something before I
move ahead.

Teresa: How do you “feel” about losing your job and having to move?

Nancy: What a cold thing to say to someone in my circumstances! I thought you
were my friends.

Teresa: We are your friends, and we want what is best for you. That is exactly
why we want you to stop making the same decision-making mistakes.

Nancy: What do you mean?

Kitty: Let’s think back on our history of making big decisions. The first big

decision all three of us made was where we decided to attend college. All three of us made this
decision because we wanted to be at least 100 miles away from our parents and because the
University had a winning football team. Consider our decision-making process. We decided to
spend in excess of $100,000 and four years of our life at a University based on the fact that it
was the right distance away from our parents and it had a good football team. If I was grading
our decision-making process, I would give each of us an “F”’!

Teresa: Now that we have the benefit of hindsight, a major objective of the
investment of time and money in our college degree was to qualify us for better career
opportunities. We should have scanned alternative universities with that criterion in mind. We
also could have visited several universities and met with one or two of their business faculty
about their programs and the jobs their graduates were getting. We could even have contacted
managers that were friends of our parents and the HR departments of a few large employers in
our area to get their feedback about which universities seem to prepare their graduates better than
others.

Teresa: I suspect you did not do a lot of due diligence before you accepted your
new position and didn’t consider many other alternatives.
Nancy: Actually, I saw three jobs on a website that I might be qualified for and

applied by e-mail. The first company that responded interviewed me over the phone then paid for
my flight to the company headquarters for a personal meeting with Ann Vogel, the sales
manager. She made me an offer at the conclusion of the meeting and I accepted. The other two
companies responded the following week, but by then I had already accepted the offer.

Kitty: What did you find out about the company before you accepted the offer?
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Nancy: I had a really positive feeling about them. Ann seemed very nice over the
phone and when I met with her. They paid for me to stay in a fairly new Holiday Inn. Also, they
had a nice suite of offices that overlooked a little lake in the middle of an industrial park.

Teresa: What will your job entail?

Nancy: That is the best part. I get to keep traveling to Detroit and calling on the
same auto industry customers.

Kitty: What products will you be selling?

Nancy: The company is only about six months old. They plan to sell certain auto
parts to the manufacturers. I think most of the parts are imported from a company in Asia.

Kitty: Is your company a division or subsidiary of this manufacturer, or does it
simply buy the parts and sell them to the manufacturing customers?

Nancy: I am not really sure. Is it important to know that?

Kitty: Companies that are importers and wholesalers have the ability to switch to

other manufacturers if necessary. Such companies are likely to be owned and managed by
domestic individuals. If it is owned by the manufacturer, its existence rests on the decisions of
the foreign owners. It will likely have an organizational culture that reflects the culture of the
manufacturer. That may not be a culture that is a good fit for you.

Teresa: Clearly you did not research the ownership and governance structure of
the company before you agreed to work for them. I guess there is no point in asking if you
researched them enough to perform a SWOT analysis on the company so you could assess their
competitive position with respect to their competition. I’ll bet you didn’t consider what other
industries might present better long term opportunities for someone with your education and
experience. If you were to find a position locally you wouldn’t incur relocation costs and
expenses involved in selling your home. Did you consider options in other industries that might
be available locally? We have information from a variety of sources that this area will
experience exceptional growth in the medical services industry.

Nancy: I really wanted to stay in the auto industry because I feel comfortable
dealing with people I already know.
Teresa: The point is that your future relates to both your resources and the future

performance of your employer in its industry. Your feelings and your comfort level do not pay
the bills.

Kitty: Did you research your new hometown before you agreed to take the job?

Nancy: Not really. I saw a little bit of the town going to and from the airport in the
taxis. It looked fine.

Kitty: Have you checked into the cost of living there?

Nancy: Not yet.

Teresa: I guess it doesn’t matter now. You are committed.

Nancy: You two are into planning way too much. I’1l get by just fine.
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Teresa: If you want to spend your life just getting by, then keep doing what you
are doing. You keep making the same mistakes by making decisions intuitively and not taking
the time and effort to gather information and properly analyze it before making major decisions.
We have definitely learned that the principles of the strategic management process that help large
organization successfully achieve their objectives can also help individuals reach their career
objectives as well. At the individual level, the process includes objectively assessing the realities
of the marketplace and our own capabilities and personal resources. This objective assessment
results in making career decisions based on marketplace realities, rather than wishful thinking or
short term personal convenience. That is what we have strived to do, and it has worked well for
us. It can work for you too. We wish you the best in your new position. I hope you will keep in
touch and join us each year at the Homecoming barbeque.

After a final toast to Nancy’s future success, the three friends and former coworkers bid
each other good night. As they each drove to their residences Teresa and Kitty speculated as to
whether Nancy would ever do a better job of decision-making and what news she would bring
when they met next at homecoming. While driving home, Nancy speculated as to whether Ann
Vogel would be furnishing her with a company car.
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M&D SUPPLY CASE A: “STUFF HAPPENS”

Jeff Dyson, Lamar University
Vivek S. Natarajan, Lamar University
Kabir. C Sen, Lamar University

CASE DESCRIPTION

A devastating fire and terminal cancer! Sometimes key decisions are forced by stochastic
circumstances. M&D Supply is currently one of the premier hardware and industrial supply
stores in Southeast Texas with four outlets. During its forty-three years, the company has
succeeded against heavy odds. These include changes in the market, recessionary trends,
competition from national chains and personal tragedies.

A series of case studies will highlight the entrepreneurial spirit and business acumen that
has enabled M&D Supply to overcome its challenges. M&D Supply case “A” focuses on
entrepreneurial behavior in response to challenge and adversity. It examines a family’s path to
business success despite overwhelming personal and professional odds.

Secondary issues include strategies and tactics that were employed to reposition the
business in response to declining market conditions. This case has a difficulty level that is
appropriate for a senior level free standing or capstone course in entrepreneurship or small
business management. The case shows that accurate recognition of a target market opportunity
is a key consideration for success. During the late 60’s and early 70’s, Case A sees the company
changing its focus from farmers and ranchers to individuals interested in a wide range of
hardware products for the household.

Choosing and aligning with the right partner is important for a business of any size.
Case “A” illustrates that the partnership with Ace Hardware was instrumental in providing
M&D Supply with brand name recognition and an efficient supply chain.

Students are provided an entrepreneurial dilemma requiring them to develop, analyze,
and prioritize the entrepreneur’s alternatives. Case “A’” requires students to perform a SWOT
analysis of the business and while considering the main character’s personal dilemma,
recommend a course of action. Students should also develop a plan to align the business with its
market opportunity.

CASE SYNOPSIS

Jack Dyson moved to Southeast Texas in 1955 to partner with venture capitalists G.F.
Mitchell and E. W. McCown. Mitchell and McCown owned numerous businesses related to the
Southeast Texas agricultural industry, including farm production, aerial seeding, and fertilizer
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production and distribution.  The two desired to own a farm machinery company and were
seeking a partner who could operate the business. They partnered with Jack and opened Farm
Machinery Company. The business operated successfully and was sold soon after G.F. Mitchell
died. Building on their 10 year partnership, Jack Dyson, Mary Mitchell (G.F.’s widow) and E.
W. McCown decided to incorporate M&D Supply.

M&D Supply’s business-to-business concept targeted farmers and ranchers. Secondary
markets included consumers with large properties and institutions whose responsibilities
included maintaining large tracts of land. The store’s product mix included maintenance, repair
and operations supplies necessary to sustain agricultural, beef, and other farm production
activities.

The Farm supply business in Southeast Texas was segmented. National chains like Sears
Roebuck, White’s, and Western Auto and independent operations such as True Value Hardware
offered a limited number of agricultural products and a low level of service. ~Dyson and his
partners were confident their product mix, experienced staff, and familiarity with customers
offered a value proposition that yielded sustainable competitive advantage.

The store turned a profit during the first two years. However, by 1969, a decline in the
region’s agricultural sector began a sustained trend of diminishing business conditions that put
farmers and ranchers out of business. M&D Supply’s financial performance reflected shrinking
numbers in its target customer sector, necessitating that Dyson considers change.

INTRODUCTION

Jack Dyson’s fledgling business, M&D Supply, was just a small metal building with bare
concrete floors, an open ceiling, and florescent strip lighting, but for many farmers and ranchers
in the community, this humble environment was HOME. Comforting smells of rubber tires and
leather goods mingled with cigarette smoke, coffee and farm chemicals. Customers clad in khaki
pants and shirts or bib overalls gathered around the long plastic table in the back, sipping coffee
from a huge urn shaped like a Harvest King Tractor filter or chugging nickel cokes from glass
bottles. The talk centered on rainfall, rice, the price of beef, politics, and the screwed-up
younger generation. The atmosphere was Deep South, laid back, good ole boy. People
browsed and did business as well as sharing their lives with each other. Jack loved the store,
from the saddles and bridles to the cattle prods and stock tanks, to the tractor tires and mud grips
to the spurs, boots, and horehound candy. It was in his blood and he yearned for M&D Supply to
be successful as a resource for the community he called his own. However, Jack had weighty
matters on his mind in the spring of *71 - M&D Supply was struggling. Harking back to his
years in the implement business, Jack had initially figured his store’s merchandise should reflect
a farm supply orientation. Turns out he was wrong. The region’s agricultural sector took a
nosedive, and customers interested in tractor tires and horse chow was dwindling.
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Jack sat in his 67 GMC step-side pickup, staring at the cheesy blinking arrow that pointed to
M&D Supply, and pondered what to do. With a wife and three hungry kids to feed, he had to
find another way to create value and get new customers. M&D Supply had the good fortune of
being located on high traffic thoroughfare. How could he fully leverage its favorable location?
Finally it came to him. Hardware! Just plain hardware! People always needed hammers and
nails and lawnmowers. The retail hardware market was underserved, as the farm supply market
had been, and retail customers were growing in number due to the region’s expanding energy
industry. His primary focus would be geared to a new target consumer, while continuing to
serve his cherished agricultural sector.

Jack knew about the hardware distribution channel. Independents bought from
wholesalers, then resold what they bought to consumers. Selling to consumers would mean
changing M&D Supply from a volume focused business-to-business concept to a more value
driven business-to-consumer model.

A few of the wholesalers, like True Value, were dealer-owned co-ops. Such entities
united retailers under a common name to simulate the buying efficiencies of national chains. Co-
ops also emphasized a common store identity. They were bound together by their names and
advertising efforts. Jack knew a growing number of consumers were reading and hearing about
stores affiliated with a co-op called Ace. Ace used direct mail circulars and catalogs, as well as
radio and television with one goal in mind, to convince the American consumer its members had
the best prices, best quality, and best service. Peers at a recent farm supply show were
considering joining Ace and told Jack he should too. They liked the fact that Ace was
established and big enough to command manufacturers such as Stanley and Black and Decker to
give Ace dealers the same price they gave to large retailers Sears and Western Auto. Jack liked
that too, plus the fact that Ace was owned by its dealers, meaning any profits earned would be
distributed to members, including M&D Supply. Jack grabbed the notepad off his dashboard and
made a note: CALL ACE HARDWARE!

Within a month, Jack contracted with Ace. He liked Ace Hardware’s brand recognition
and national advertising that tagged Ace Hardware as “The Place with the Helpful Hardware
Man.” Thanks to Ace, traffic-building advertising programs were now available at a lower cost.
A few of Ace’s practices were troublesome. Jack disliked the merchandise purchasing process.
He had been accustomed to dealing with traditional wholesalers who provided representatives to
recommend products and place orders. This necessitated the hiring of Harry Christian, an
experienced buyer, recently forced out his own business by a big discount store in another
market. Deliveries were also problematic. Ace’s rapid growth strained their distribution system.
Lacking a distribution center in the south, deliveries from Chicago were erratic and sometimes
required unloading during the middle of the night.

On the plus side, Ace proved itself a lean operation, providing merchandise at much
lower costs than traditional wholesalers. This gave M&D Supply the opportunity to price
competitively and increase its gross margin. In a few months’ time, Jack had re-invented his
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company as an Ace Hardware store. Best of all, customer counts increased, reflecting growing
consumer traffic. Business began to build.

ISSUES

In the fall, following a battery of medical tests, Jack got the diagnosis no one wants to
hear — CANCER. His Doctors in Houston stopped just short of delivering a death sentence, but
Jack saw the Grim Reaper lurking in the shadows.

Then one night, less than three months after the cancer bombshell, Jack got the call no
one wants to get — FIRE! By the time Jack and his family jumped into his 67> GMC pickup and
roared to M&D Supply, flames had melted the tin roof of the building and were leaping ten feet
into the sky. Firemen from three units fought their way into the building by chopping a hole in a
large rear sliding door and then unlocking it. But as they made their way inside, many were
blinded and overcome by smoke from the burning tires at the rear of the store where the fire had
started. Again and again firemen called for more oxygen tanks. Twenty minutes after the first
alarm, a second alarm went out and two more fire engines arrived. Thousands of feet of water
hose snaked around the building as 40 men battled the blaze. An hour later, most of the flames
were extinguished. Jack stood with his head bowed, tears rolling down his cheeks, his dreams
literally in ashes. At sunrise the next day, Jack returned to survey the damage and found the rear
interior of the store including offices containing vital business records, completely destroyed. As
a result, Jack had no idea how much money he had, how much he owed, or how much was owed
him. A thick layer of tire soot covered everything. Later, a call to the insurance company
confirmed what he suspected - M&D Supply was pitifully underinsured. Only half of the 50,000
in damages would be covered. Jack was forced to liquidate the inventory and start over. The
owner of the local True Value Hardware dropped by, in sympathy and with an insulting offer to
buy M&D Supply for pennies on the dollar. Jack planned and executed a fire sale. The sale ran
for a month, drew huge crowds, and brought both greedy vultures eager to take advantage of
misfortune and kind longtime customers, lending a helping hand.

Both Jack’s investors elected to move on. They were maturing in age and scrutinizing
their portfolios. Progress with Ace had not come fast enough, and they were uncertain about the
viability of the new concept. They declined to invest in re-opening the business and walked
away. Having dodged bullets on Iwo Jima several decades before, Jack decided his present
situation wasn’t the worst he’d faced. He determined to beat cancer, bring his company out of
the ashes, and make it the best hardware store in Beaumont!

Between chemotherapy treatments, Jack hit the streets looking for a lender. His initial
efforts proved unsuccessful; then his fortune changed. A favorable medical report that his cancer
was in remission and a call from a kind-hearted local banker helped him secure a SBA loan.
Things looked hopeful. But shortly before M&D Supply’s grand re-opening eight months later,
Jack learned his cancer was back with a vengeance, the tumor inoperable. He sat in his 71° F-
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150 with his head in his hands. Bad things were happening. If the doctors were right his time
was short. Should he liquidate? Sell to Harry? Sell to the owner of the local True Value? Or
could he position the business to survive beyond his earthly existence, as a family legacy? His
fondest wish was to leave a thriving business to pass on to his son. But how could he do it?
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STONEHAM COUNTY: THE IMPACT OF PUBLIC
POLICY ON WIND POWER ECONOMIC
DEVELOPMENT

Patricia Lapoint, McMurry University
Carrol R. Haggard, Fort Hays State University

CASE DESCRIPTION

The primary purpose of this case is to explore public policy issues and economic
development at the community level. The case can be used to explore the intricacies of complex
decision making with respect to cost analysis in the economic development goals of local
communities and the tradeoffs of long-term environmental and community relationships. The
case has a difficulty level of three. The case can be used in a course on Strategic Policy. The
case can be presented and discussed in two to four class periods depending on the number of
issues considered. Students can be expected to spend about 10 hours of outside preparation to
be fully prepared to complete the case.

CASE SYNOPSIS

As the United States strives toward energy independence, a strategic public policy
emphasis on wind energy is growing. The proliferation of wind farms is fueled by a claim that
wind power can reliably supply a significant and environmentally benign share of our country’s
growing demand for electricity. As wind farms have proliferated, however, adverse impacts of
wind power are becoming clear to a growing number of citizens.

Georgina Oldman, County Judge for Stoneham County, was excited. She had just
received a call from a corporation interested in the construction of wind farms in the county.
The proposed 406 wind turbine farm would have a capacity of 650MW. The $750 million project
would produce an estimated 10-year abated tax revenue of $15 million. The new revenue would
fund badly needed services. The local economy had fallen on hard times over the past 2
decades, so the prospect of growth due to wind farms was seen another “oil boom” to the
region. For the county, the call from the Shamrock Energy Inc. LLP was a timely godsend.

Judge Oldman knew that the county would have to establish a reinvestment zone and
grant tax abatements. The required public hearing on the project drew a large crowd with
speakers both supporting and opposing the project. Some speakers addressed the positive
economic impact of the project, such as job creation, increased tax revenues, and economic
stimulation. Others addressed the negative effects of wind farm development citing the impact
on tourism, lost of aesthetics, noise and environmental concerns, and the potential impact on the
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air force base. Having become clear that the county commissioners had much to consider, the
county staff was directed to develop a cost / benefit study, analyzing both the tangible and
intangible aspects to provide a recommendation regarding the project.

STONEHAM COUNTY: THE IMPACT OF PUBLIC POLICY
ON WIND POWER ECONOMIC DEVELOPMENT

Georgina Oldman, the County Commissioner Court Judge for Stoneham County was
excited. She had just received a telephone call from an Irish-based corporation interested in the
construction of wind farms in the county. Apparently, several landowners in the county had
signed contracts of intent to lease their land to the corporation. Phases I and II of the wind farm
project are expected to house 406 wind turbines for a total of 650MW of installed capacity. The
total valuation of the project investment is $750 million; a potential estimated yearly unabated
tax revenue of $1.25 million. The prospects for increasing county, independent school districts
and water district budgets over the next 20 years would provide additional services that the
various government entities had been unable to provide in previous years. Recently, voters in the
county had failed to approve the district’s $85MM education bonds and the $120MM
water/sewer bond project. The county was left with how it would deal with getting by without
the funds necessary to provide needed community services. In addition, due to the housing
crisis, market values for residential homes had fallen by 18% over the past 2 years. The county
could not raise the property tax assessed rate on residential property for 5 years because of
mandates and caps placed on residential property tax increases by the State. For the county, the
phone call from Shamrock Energy Inc. LLP was a timely godsend.

A strategic public policy emphasis on the viability of wind energy as a means to the
future energy independence for the United States is growing. The proliferation of wind farms and
proposed wind farms by energy companies, facilitated by political and regulatory mandates such
as the Renewable Portfolio Standards (RPS) have created a “wind tsunami” across the political
landscape in this country (Pew Center, 2009; Texas State Energy Conservation Office, 2010).
Renewable Portfolio Standards represent the federal standard for each state to generate electricity
from renewable sources. The proliferation has been fueled by a well-publicized and well
financed claim that wind farms will be able to reliably supply a significant share of our country’s
growing demand for electricity. The campaign for wind also claims that wind energy is
environmentally benign and a way to avoid the ‘green house’ effect emissions that are produced
from fossil fuel sources of power for electricity generation. Political leaders in ‘windy” states
have been persuaded that wind farms will provide economic benefits, principally through lease
payments to landowners, and increased property tax revenues to counties. As proposals to build
wind farms have proliferated, however, the adverse impacts of wind power are becoming clear to
a growing number of citizens, consumers, and taxpayers. While it is still early in the process, it
is becoming clear that wind power may have adverse environmental, ecological, scenic,
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economic, and property devaluation impacts. For example, a study entitled “Impact of Wind
Turbines on Market Value of Texas Rural Land” by Derry Gardner, Gardner Appraisal Group,
Inc. (2009) indicates that on the average there is a 37% devaluation of market value due to the
negative impacts caused by close proximity of wind farms to neighboring property. Indeed,
Schleede (2003) concludes that it is possible that many of the claimed benefits of wind power are
misleading or false, and that the true costs of wind power are higher than advertised—with those
higher costs shifted from the producers to the taxpayers and electric consumers.

Although excited by the potential windfall, Judge Oldman knew that in order for the wind
farm project to move forward, the county would have to establish a reinvestment zone and grant
tax abatements. (A reinvestment zone is a change in the zoning classification of property; a tax
abatement represents a percentage decrease in the taxable assessed value of property). In order
to take such actions, a public hearing is required by law. A 7-day public notice in the legal
notices section of the local newspaper alerted interested parties to the upcoming public hearing.
The purpose of the public hearing is to invite comments from interested parties on the wind farm
project. The commissioners would then have to vote on a reinvestment zone and any possible
property tax abatements for the wind developer.

For several months prior to the public hearing, the local newspaper had published several
articles in support of wind farm development touting its many “virtues.” The local economy had
fallen on hard times over the past 2 decades due to a drop in the oil market, and depressed
housing and agricultural markets. County planners had done very little to diversify the local
economy except for tourism, so the prospect of growth due to wind farms was seen by many as
another “oil boom’ to the region. It had even been rumored that Shamrock Energy Inc. LLP had
donated money to several non-profit organizations in the local area, and several pro-wind groups
were actively engaged in a well-organized public relations campaign to gain support for the
proposed wind farm.

The public’s interest in the wind farm project brought an unusually large crowd to the
Stoneham County Courthouse, so much so that the meeting had to be moved to a larger room in
the courthouse. There were many landowners present at the public hearing who were skeptical
about the claims that there would be no negative impacts to the environmental view shed; the
view shed is the visual aesthetic view in the surrounding area. There were concerns expressed
related to the impact on tourism and land values of properties within close proximity to the wind
farm. The total amount of acreage consumed by the large-scale industrial machines would be
about 47,600 acres. Much of this acreage is located in the most beautiful, scenic, and historically
rich part of the county. The proposed siting of the wind farm would be in close proximity to a
State Park and one of Stoneham County’s most frequently used lakes.

As the meeting progressed, it was apparent that tempers were rising in both the pro and
against camps. Neighbors, who had once been highly cooperative and very cordial to each other,
were now calling each other names such as “Nimby” and “Greedy.” Some members of the
audience went so far as to suggest that the landowners who were leasing their land for wind farm
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development were “greedy hypocrites who had put their Christian values aside for personal
economic gain.” Given that the community is deeply religious, the latter claim was especially
stinging. Tension filled the room. Several area landowners whose properties would be
dramatically impacted by the close proximity of the wind turbines both in terms of view shed and
noise, spoke to these two issues. Mrs. S. R. Thompkin, a long-time resident of the county and
4th generation landowner, denounced the proposal to create a reinvestment zone and to provide
property tax abatements to the wind developer on the basis of lost aesthetics and negative
environmental impacts. Walter McCoy and his wife, Donna, explained that their residence would
be within 317 feet of a proposed wind turbine where not only the noise would be very loud, but
also there would be shadow flicker onto their property from the rotation of the blades. They also
expressed concern about the possibility of developing “wind turbine syndrome.” Three members
of the audience representing the Tourism Bureau, the Historical Conservation Society, and the
Military Affairs Bureau respectively, rose in turn to speak about the potential negative effects of
wind farm development in the county.

Clifton Swisher, Executive Director of the Tourism Bureau, spoke first. He raised the
concern that for the last four years, the major targeted developmental project by the Economic
Development Council was tourism. The local area had used a .05 cent sales tax to help fund
tourism projects, and the investment in tourism was now beginning to reap economic benefits to
the community. The Economic Development Council estimated that the multiplier effect for the
area from tourism has an 8-fold economic impact. The major theme advanced for tourism touted
the ‘frontier’ and historic’ qualities of the local area that was rich in both. Tourism now
accounted for 7.3% of the local economy, but was targeted over the next 10 years to double. In
addition, many related businesses had benefited from the growth in tourism—new construction
in hotels, restaurants, and other related services. The potential loss of tourism revenues could be
as much as 10%. How would the image of mile after mile of 400 foot industrial wind turbines
across the landscape affect the perception of the ‘frontier and historic’ theme for tourism of the
local area?

Sheila Sommers, Director of the Historical Conservation Society, echoed the comments
of Mr. Swisher. She added that the rich cultural history of the area was a major draw for tourists.
Small communities such as Railroad Gap and Cedar Gulch were not only well known for their
artisans, but also for their location on the Fort Apache Trail that ran through the area. A world
renowned restaurateur’s steak and ribs business, the State park, lake, and aviary all would be
threatened by the siting of wind turbines in very close proximity. She reiterated that these county
treasures are invaluable and in high demand by tourists and locals because they were areas of the
county with great scenic beauty. The open aviary, in particular, had drawn 105,000 tourists over
the last 5 years because of its unique design and several endangered species. For example,
individuals could take a walking tour of the natural habitat to spot many species of birds
including an endangered species such as the black-capped vireo. The nesting areas of the black-
capped vireo extended beyond the aviary into the proposed wind farm development zone. If the
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wind farm development proceeded as planned, much of the natural habitat of the black-capped
vireo would be eliminated in order to place the wind turbines and the right-of-way access roads
to the wind turbines. The vast amount of acreage required for the siting of the 406 turbines would
destroy the scenic beauty of the landscape she argued.

Lt. Col. Royston, liaison for the air base and the Military Affairs Bureau, spoke next. The
concerns he raised related to the encroachment of airspace in and around the base. Over the past
decade, new commercial and residential development had occurred and was impacting the flight
path of the military planes. The most desirable direction for growth of commercial and
residential development is west and south of the major city in the county; this growth pattern has
engulfed hundreds of acres of land close to the airbase. Lt. Col. Royston indicated that during the
last round of Base Realignment and Closure Committee (BRAC) hearings 2 years ago, the
airbase was almost downsized as a result of the encroachment issue. In fact, its primary
competitor in South Dakota stood to gain significantly from the shift of aircraft and maintenance
personnel. The South Dakota airbase made the argument that they had no encroachment issues
for their base. This was a very close call for the local community given that the economic impact
to the local economy from the airbase is about $460M annually. He also indicated that after the
BRAC meeting, a member came up to him and said that the most important issue for base
realignment and closure decisions is encroachment. According to the placement map provided to
the county commissioners, 90% of the proposed wind turbines would be sited on the ridgelines in
the southern and western portions of the county. The elevations for the wind turbines could reach
between 3,000 and 4,000 feet; many of the low level flying sorties of the aircraft were at 1,000-
1,500 feet which would put the wind turbines in the direct line of the flight path. Since the
potential loss of economic benefit of downsizing the Air Force base for the community would be
devastating, an estimated 8% of the total military expenditures, after the BRAC hearings the city
and county passed restrictions on the amount of residential and commercial development in the
area. In addition, the city and county passed ordinances that prevented any landowner from
erecting a structure higher than 150 feet within the flight path zone. The base had heard from
members of BRAC that these actions were viewed very positively.

Jeff Snyder, Executive Director of the Economic Development Council spoke in favor of
the wind farm proposal. He indicated that the wind farm project represented not only a
diversified energy business, but also the creation of more jobs for the area. In addition, the
$750M capital investment by the Shamrock Energy Corporation would increase the property tax
base for the county thereby increasing the tax revenue for the county, the independent school
districts, and the water districts. According to the Chief Appraiser of Stoneham County, Donald
Simmons, the estimated increase in the property tax base from the proposed wind farm would
average $750M. “Community support favoring wind farms is essential if other corporations are
to perceive a ‘friendly and supportive’ community environment for future wind farm
development”, he stated.
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Given these comments, especially those of Lt. Col. Royston, it became clear that the
county commissioners had much to consider. In addition to the reinvestment zone and tax
abatement issues, consideration would also have to be given to granting an exemption from the
building moratorium and the height restrictions. Based upon these comments, Judge Oldham
moved to postpone a vote for two weeks. The motion directed the county staff to develop a cost
/ benefit study which would provide a recommendation regarding the project. The study is to
provide information on both the tangible and intangible aspects of the proposal. A second
meeting having been scheduled, the meeting adjourned.

As a member of the county staff, you have been charged with developing a cost / benefit
study on the project. In order to provide the commissioners the information they need to make a
wise decision, the study should provide information on both the tangible and intangible aspects
of the proposal. Obviously the report should identify both the economic benefits and costs of the
proposal. In addition, the analysis should go beyond “mere economic data” but should also
include such elements as the significance of such factors as neighborhood relations, aesthetics,
the perception of potential new businesses regarding the attitude toward development in the local
community, etc. The report should end with a recommendation for action on the proposal. Since
the county commissioners have almost always followed the staff recommendation in the past,
you are keenly aware of the significance of this report.

Table 1
Source Contributions to Local Economy
Source Contribution Percentage
Military $ 460 Million 7.5%
Hospital $ 393 Million 8.8%
Retail $ 2.1 Billion 47.2%
Education $ 227 Million 5.1%
Tourism $322.5 Million 7.3%
Agriculture $ 91 Million 2.1%
Manufacturing $113.4 Million 2.5%
Other $ 867 Million 19.5%

Source: Stoneham County Chamber of Commerce, 2010

Table 2
Estimated Economic Contribution of Proposed Wind Farm
Jobs Creation: Payroll Property Tax Revenue

$1.5 Million (there is a 8x multiplier effect on
the jobs creation number)

Source: Jeff Snyder, (2010). Economic Development from Wind Farms in the State of Texas: A Study of Property Tax

Revenues.

Years 1-10 $15 Million (abated amount)
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Table 3
Other factors Influencing Economic Development from Proposed Wind Farm
Tangibles
Loss of Tourism 10% loss [1]
Loss of military payroll 8% loss [1]
Loss of tax revenue due to devaluation of property 37%loss  [2]
30% (Years 1-8)
Property tax abatement Percentage 120(3;? (g:;r 190))
Full assessed value (Years 11-20)
Existing property tax base potentially affected $765 Million

Intangibles
Diminished community relationships
Diminished aesthetic value to the environment
Environmental losses: wildlife habitat, vegetation,
and flood prone areas
Potential medical conditions arising from a
condition known as “wind turbine syndrome”
Business climate in the community
—favorable vs. unfavorable
Other Considerations
Source: [1] Stoneham County Economic Development Council, 2010; [2] Derry Gardner, Gardner Appraisal Group, Inc.
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PENGUIN MANUFACTURING: UNSEEN LINKS
BETWEEN MANAGERIAL ACCOUNTING, GAAP, AND
CREDIT ANALYSIS

Kurt Jesswein, Sam Houston State University

CASE DESCRIPTION

This case focuses on linkages between managerial accounting techniques, the reporting
requirements under generally accepted accounting principles, and the potential
misunderstandings that can arise when preparers and analysts of financial statements have
different understandings of the accounting process and the implications of the reported results.
The specific topic dealt with in the case is how indirect costs (more specifically, the depreciation
of equipment used in the production of a company’s inventory) are absorbed in the production
process and how those costs then appear in the financial statements. GAAP requires those costs
be reported as a component of the cost of goods sold with any residual amounts incorporated in
the work-in-process and unsold finished goods inventories. Companies occasionally do not
adhere to this requirement, which can lead to results that can be misinterpreted by analysts. Due
to the technical accounting topics covered, the case would be most appropriate for graduate
Students or senior accounting and finance students studying financial reporting issues or the
analysis of financial statements. Although the case deals in part with somewhat arcane
accounting topics, the case itself is designed to be taught in one or two class hours and is
expected to only require one to two hours of outside preparation by students.

CASE SYNOPSIS

Penguin Manufacturing has been a very successful producer of high-quality machine
parts. Despite the severe downturn in the economy the company has continued to expand and to
generate profits and positive cash flows. The company is switching to a larger, more
sophisticated financial institution that is better suited to meet its growing needs. Top
management did not expect to run into any difficulties in securing financing from its new bankers
and is perplexed as to why its application for credit was coming under what it believed was
excessive scrutiny. Despite Penguin’s strong financial statements, the lending officer assigned to
the company was having problems interpreting some of the financial ratios generated in the
credit analysis process and had requested some additional insights into the company’s
accounting processes. In their discussions it is discovered that the company has not been fully
complying with generally accepted accounting principles related to assigning depreciation
expenses associated with the production of the company’s inventory to its cost of goods sold.
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Although this improves some of the company’s financial ratios, it makes other ratios appear
weaker than they actually would be. After the two parties better understand how such
discrepancies cause variances in the analysis of the company’s financial statements, they have a
clearer understanding of how to resolve their differences. Through the exercise the students will
gain a better appreciation of how managerial accounting topics can impact financial reporting
issues, which in turn can affect the analysis of a company’s financial results.

INTRODUCTION

Penguin Manufacturing is a growing manufacturer of high-quality machine parts based in
Cuyahoga Falls, Ohio. Although its results were hurt somewhat by the economic downturn
during 2008 it had rebounded and generated very positive results in 2009, and was expecting
even greater results in the future. Top management, particularly George Hampsted, the founder,
president, and guiding force of the company, was quite proud of its operations, particularly its
ability for producing high-quality goods while generating solid profits and cash flows.

Penguin is currently looking to refinance some of it operations. Its equipment is
constantly in need of replacement and it appears that it is always in need of external financing to
help meet the costs of maintaining its competitive advantages in a very competitive marketplace.
It has mostly relied on bank financing, having had a long and successful relationship with the
Julian Savings Bank that had provided the necessary resources for getting the company started.
However, Mr. Hampsted believes that Penguin’s future needs are beyond the capabilities of
Julian and has decided to develop a relationship with a larger, more sophisticated, financial
institution, Mort National Bank.

The company has recently completed its loan application, which included providing the
bank with its audited financial statements, which are found in the Appendix as Exhibits 1, 2, and
3. Mr. Hampsted was shocked to discover that the bank’s lending officer, Jennifer Jackson, was
seriously contemplating disapproval of the loan request. Although Ms. Jackson did not have any
concerns about the integrity of Penguin’s owner-managers or its overall financial strength, she
was concerned about what she perceived to be lackluster performance as documented by several
key financial ratios that the bank typically used in conducting its analysis of new credit
applicants.

Mr. Hampsted prided himself on the performance of his company. He knew from his
attention to quality workmanship that the company could extract higher price mark-ups on his
machine parts that was documented in higher gross profit margins than his competitors. The
company’s above average current ratio was touted as evidence of the amount of liquidity the
company had, making it more likely that it could meet its current obligations such as any new
bank financing.

Mr. Hampsted was especially proud of the cash flow margins generated by the company.
The company’s financial analyst, Joan Thomas, had documented how well the company was
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performing in this area with the help of a formula used by financial databases such as Compustat.
Cash flow margin is calculated as the company’s cash flow, defined as net income plus an add-
back of the non-cash depreciation expense, divided by sales. Ms. Thomas had recently graduated
from the local state university, one that had a solid reputation for producing quality financial
analysts. In her studies she had relied on standard models and financial databases used in her
business courses to calculate financial ratios and provide comparative industry data against
which she could base her analysis.

Ms. Jackson has requested a meeting with representatives of Penguin to determine if
there were any confounding factors that could be causing her to misinterpret or incorrectly
analyze any of the company’s financial results. Given the solid reputation Penguin had in the
region, senior management at Mort were very interested in pursuing potential business
opportunities with the company and wanted to ensure that its financial situation was properly
understood before ultimately accepting or rejecting the credit application.

THE MEETING

To prepare for the meeting, Ms. Jackson provided Mr. Hampsted and his finance and
accounting staff with some of the data she had collected and assessed. She had focused on the
series of financial ratios most commonly used by the bank in its credit evaluations. Below is a
listing of those ratios, along with the formulas used in calculating the ratios. A summary of the
results of her calculations using Penguin’s financial statement data as well as industry or peer
averages is found in the Appendix as Exhibit 4.

Current ratio = Current assets + Current liabilities

Quick ratio = (Cash + accounts receivable) + Current liabilities

Days’ sales in receivables = Accounts receivable + Sales/365

Days’ sales in inventory = Inventory + Cost of goods sold/365

Days’ sales in payables = Accounts payable + Cost of goods sold/365

Cash conversion cycle = Days’ sales in receivables + Days’ sales in inventory — Days’ sales
in payables

Cash flow margin = Cash flow from operations + Sales

Debt ratio = Total liabilities + Total assets

Net profit margin = Net income + Sales

Total asset turnover = Sales ~ Average total assets

Return on assets = Net income + Average total assets

Operating profit margin = Operating income (earnings before interest and taxes) + Sales
Interest coverage ratio = Operating income (earnings before interest and taxes) + Interest
expense

e Altman-Z score = 1.2 x Net working capital/Total assets + 1.4 x Retained earnings/Total
assets + 3.3 x Earnings before interest and taxes/Total assets + 0.6 x Market value of
equity/Book value of liabilities + 0.999 x Sales/Total assets.
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During the meeting several points were discussed, along with a couple of revelations that
likely affected the bank’s analysis of the company, particularly in those areas in which Mr.
Hampsted was most proud. For example, it was discovered that his formula for calculating the
cash flow margin was different from the one used by Ms. Jackson, which happened to be the
standard one used in the credit markets and the one used to generate the industry averages.

A more glaring item revealed during the meeting was that the company had been
presenting financial statements that were not in full compliance with generally accepted
accounting principles (GAAP). More specifically, this item dealt with the concept of absorption
cost accounting in which companies are required to assign all costs, including indirect ones such
as the deprecation of operating assets, to the cost of any inventory produced. Although the
company was following the principle in terms of maintaining its cost accounting records, when it
subsequently generated its financial reports, it had been reporting all of its depreciation expenses
within other operating expenses rather than as part of the cost of goods sold. Ms. Jackson
reported that she had read that the accounting regulators, most notably the SEC, had become
increasingly concerned with companies not including depreciation expenses within their cost of
goods sold.

Becoming aware of the differences in calculating the cash flow margin and the issue of
the cost of goods sold not including depreciation expenses, both parties went back to try to better
understand their differences of opinion over the financial situation at Penguin. They each went
back to assess how these issues would change each others’ evaluation of the situation, one that
was not as positive as Mr. Hampsted had assumed nor not as negative as Ms. Jackson had
assumed.
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APPENDIX
Exhibit 1
Balance Sheet for Penguin Manufacturing (in thousands)
Assets 2009 2008 2007
Cash and short-term investments $1,420 $867 $543
Accounts receivable (net) 845 620 279
Inventory 1,798 1,556 1,435
Other current assets 287 307 324
Total current assets 4,350 3,350 2,581
Property, plant & equipment (net) 3,122 3,675 3,794
Other long-term assets 994 947 795
Total assets $8,466 $7,972 $7,170
Liabilities and Equity
Accounts payable 551 531 609
Accrued expenses 860 947 857
Short-term debt 359 303 238
Other current liabilities 293 276 271
Total current liabilities 2,063 2,057 1,975
Long-term debt 2,981 3,351 2,931
Other long-term liabilities 898 835 765
Total liabilities 5,942 6,243 5,671
Common stock 931 640 640
Retained earnings 1,593 1,089 859
Total equity 2,524 1,729 1,499
Total liabilities & equity $8,466 $7,972 $7,170
Common shares outstanding 326 246 246
Year-end share price $26.00 $15.00 $22.00
Exhibit 2
Income Statement for Penguin Manufacturing (in thousands)
2009 2008
Net sales $8,806 $7,616
Less: Cost of goods sold 5,322 4,600
Gross profit 3,484 3,016
Less: Other operating expenses 2,608 2,504
Operating income 876 512
Less: Interest expense 207 198
Net income before taxes 669 314
Less: Provision for income taxes 165 84
Net income $504 $230
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Exhibit 3
Cash Flow Statement for Penguin Manufacturing (in thousands)
2009 2008
Net income $504 $230
Depreciation 840 570
Other non-cash items 63 70
Net change in current assets (447) (445)
Net change in current liabilities (50) 17
Cash from operating activities $910 $442
Purchase of fixed assets ($287) ($451)
Other investments 47 (152)
Cash from investing activities ($334) ($603)
Issuance of common stock $291 $0
Net short-term debt issued (repaid) 56 65
Long-term debt issued 335 507
Long-term debt repaid (705) 87)
Cash from financing activities ($23) $485
Net change in cash $553 $324
Exhibit 4
Financial Ratios for Penguin Manufacturing
(based on as-reported data)

Ratio 2009 2008 Peers
Current ratio 2.11 1.63 1.96
Quick ratio 1.10 0.72 1.18
Days' sales in receivables 35.0 29.7 36.0
Days' sales in inventory 123.3 123.5 105.2
Days' sales in payables 37.8 42.2 34.8
Cash conversion cycle 120.5 111.0 106.4
Debt ratio (%) 70.2 78.3 57.2
Gross profit margin (%) 39.56 39.60 30.27
Net profit margin (%) 5.72 3.0 5.0
Total asset turnover 1.07 1.01 0.91
Return on assets (%) 6.13 3.02 6.07
Operating profit margin (%) 9.95 6.72 10.34
Interest coverage ratio 4.2 2.6 4.5
Cash flow margin (%) 15.3 10.5 14.1
Altman-Z 2.82 1.95 3.15
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STOCK OPTION BACKDATING AT COMVERSE
TECHNOLOGY:
ETHICAL, REGULATORY, AND GOVERNANCE ISSUES

Avinash Arya, William Patterson University
Huey-Lian Sun, Morgan State University
Jui-Chin Chang, Texas A&M International University
Sharon G. Finney, Morgan State University

CASE DESCRIPTION

Stock option backdating involves granting stock options at a later date than shown on
record to avoid taxes and recording expense. In recent years, stock option backdating schemes
have been widely reported by the media. However, the regulatory, governance, and ethical
ramifications of backdating have been largely overlooked in textbooks and classroom
discussions in business schools. The primary subject matter of the case is to illustrate how
internal control and corporate governance related weaknesses allowed the executives of a public
company to perpetrate a fraudulent backdating scheme for several years. Secondary issues
relate to accounting, regulatory, and financial reporting violations caused by backdating. These
violations had serious repercussions. The top company executives lost their jobs, had to pay
hefty fines, and even served jail time. The company had to restate their financial statements and
pay back taxes with interest and penalty. It was delisted from NASDAQ and barred from paying
stock-based compensation. The lesson students learn from this case is that a seemingly minor
white collar crime has serious repercussions. The case has a difficulty level of four and is
appropriate for senior level undergraduate students and first year MBA students. At the
intermediate level, the case can be used in financial accounting, auditing, or fraud related
courses. It can also be used in business ethics or corporate governance related courses at the
undergraduate or graduate level. The case requires instructors to devote one class of 75 minutes
or one-half of a three hour class. The preparation time outside class for students is estimated at
three hours.

CASE SYNOPSIS

Many companies, including well known companies such as Apple and Microsoft, have
been the subject of SEC investigations in connection with the stock option backdating scheme
(Henry 2006). As a result of these investigations, SEC has filed lawsuits against more than 100
companies. Comverse Technology, Inc. (CTI) is one of the high profile defendants. It is a New
York based company that makes software products, systems, and related services for multimedia
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communication and information processing applications. Like any other technology company,
CTI liberally used stock options to recruit and retain key employees. However, its top executives
also ran a secret option backdating scheme for several years.

This case can be used to accomplish several learning objectives. First, students learn the
role of stock options in aligning the interests of managers and shareholders. They also realize
how accounting standards and tax codes have contributed to the tremendous growth of stock
options and even encouraged backdating practices. Second, the elaborate backdating scheme
orchestrated by CTI managers for pecuniary gains raises serious ethical concerns that lead to
lively and sometimes heated discussions in classroom. The case can be used as a stepping stone
to emphasize the importance of sound corporate governance structure and how good governance
practices and effective internal controls can be used proactively to prevent this kind of fraud.
This puts spotlight on the board of directors’ fiduciary duty towards shareholders. The
deterrence value of some of the requirements of the Sarbanes-Oxley Act (SOX), the most
prominent corporate governance reform law passed in the last decade, is also relevant to this
discussion. Finally, the lesson learned from the case is that though backdating is perfectly legal,
hiding it has serious accounting, regulatory, and tax ramifications. In CTI’s case, the heavy
price paid by top management and the company vividly illustrates to students the importance of
operating a business within legal boundaries.

COMVERSE TECHNOLOGY INC
Background

The case is based on CTI’s proxy statements for the 1995-2005 period and the lawsuit,
Securities and Exchange Commission v. Jacob (“Kobi”) Alexander, David Kreinberg, and
William F. Sorin, filed by the SEC in the United States District Court for the Eastern District of
New York (Civil Action No. 06-CV-3844 (GJ), E.D.N.Y. August 9, 2006).

Comverse Technology, Inc. (CTI) is a New York based company that makes software
products, systems, and related services for multimedia communication and information
processing applications. The company’s product portfolio covers four areas: advanced messaging
for groups, communities and person-to-person communication; call completion and call
management; management and delivery of data and content-based services; and real-time billing
and account management for dynamic service environments. It sells its products worldwide with
its own sales force and through several international vendors of telecommunications
infrastructure equipment. The customer base of the company spans more than 125 countries and
covers over 450 communication service providers including 20 largest telecom companies in the
world, serving more than two billion subscribers.

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 57

CTTI has two subsidiaries: Verint Systems, a provider of analytic software-based solutions
for communications interception, networked video security and business intelligence; and
Ulticom, a provider of signaling software for wired, wireless and Internet communications.
Verint's software generates actionable intelligence by analyzing unstructured information
contained in voice, fax, video, email, Internet, and data transmissions. The software is used for
communication interception by law enforcement and other government agencies and for
networked video security of airports, public buildings, and correctional facilities. Ulticom's
Signalware software is used by equipment manufacturers, application developers, and
communication service providers.(www.cmvt.com)

The company was founded by Jacob “Kobi” Alexander in 1984. Alexander also served as
chairman and CEO of the company from 1987 to 2006. During 1990s and early 2000s, CTI
experienced substantial growth in revenues and size. Table 1 provides select financial data for
the company. Its stock was traded on NASDAQ under the symbol “CMVT” and became a
component of the S&P 500 and the NASDAQ 100 indices in 1999. Like other technology
companies, CTI liberally used stock options to recruit and retain key employees and to provide
incentives to its executives.

Table 1

SELECT FINANCIAL DATA - CTI INC (Million $)
1995 1996 | 1997 1999 2000 2001 2002 2003 2004 2005

Net Sales 137.1 | 197.2 | 280.3 696.1 872.2 | 1225.1 | 1270.2 735.9 765.9 959.4
Cost of Goods Sold 583 84.6 | 119.6 278.6 320.9 436.7 470.8 277.4 270.9 328.3
Gross Profit Margin 57.5 57.1 57.3 60.0 63.2 64.4 62.9 62.3 64.6 65.8
Net Income (Loss) 17.1 28.0 43.5 111.5 170.3 249.1 54.6 | -129.5 -5.4 57.3
Current Assets 190.3 | 351.0 | 405.5 932.6 | 11755 | 2275.7 | 2397.1 | 2126.9 | 2462.3 | 2627.1
Total Assets 221.5 | 3909 | 457.6 | 1031.4 | 1352.4 | 26253 | 27042 | 2403.7 | 2728.0 | 2925.3
Current Liabilities 352 58.7 75.2 2254 326.7 415.3 366.9 360.4 321.0 487.3
Long-Term Debt 60.0 | 115.0 | 115.0 415.0 300.0 900.0 600.0 390.8 544.7 420.0

Stockholders' Equity 121.8 | 212.1 | 261.5 381.7 711.3 | 1236.2 | 1616.4 | 1549.7 | 1672.5 | 1794.0
Operating Cash Flow 6.7 12.5 39.7 104.3 175.2 244.5 142.2 96.8 128.6 117.0
Investing Cash Flow 534 | -40.0 | -72.1 9.0 | -4743 | -2073 | -1224 359 | -310.6 -57.9
Financing Cash Flow 0.6 | 1243 9.2 307.8 52.1 894.1 67.0 -91.8 310.2 39.1

Source: Standard and Poor’s Compustat Database

The board of CTI ranged from 6 to 8 members including a chairman. It also had three
committees- audit, executive, and compensation. Each committee typically had three members.
Table 2 provides the details of board members and committee membership.
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Table 2
BOARD OF DIRECTORS AND COMPOSITION OF BOARD AND COMMITTEES - CTI INC
Name Title Relation with Committe§ Directo.rship
Alexander Membership Duration

Kobi Alexander Chairman of board and CEO* EC, AC+ 1984-2005
Zvi Alexander Director Father 1989-2002
John Friedman Director, Chairman of CC AC, CC 1994-2005
Sam Oolie Director EC, AC, CC 1986-2005
William Soring Secretary and Director EC 1984-2005
Yechiam Yemini | Director and Scientific Advisor Bmﬁ:\’;m' EC, CC 1984-1996
Shaula Yemini Director Sister CcC 1999-2001
Itsik Danziger President and Director 1998-2005

Director, Vice Chairman of Comverse Network
Francis Girard System -a subsidiary of CTI. CEO of CTI from 1998-2003

January 1998 until January 2001.
Ron Hiramx Director AC, CC 2001-2005
Raz Alon Director 2003-2005
David Kreinbergf Vice President of Finance and CFO

Source: CTI’s 1995-2005 proxy statements. EC: Executive Committee ~ AC: Audit Committee ~ CC: Compensation Committee

* Alexander also served as chairman and CEO of Ulticom and Verint, two subsidiaries of CTI. He was forced to resign on May 1, 2006.

¢+ Alexander served on AC until June 2001. 1 Sorin also served as a director of Ulticom since 1995 and as a secretary and a director of Verint since
1999. He was forced to resign on May 1, 2006. x On December 14, 2006, Ron Hiram resigned from his position. Hiram had served as the chairman of
the board since April 2006 and also served as a member of the audit and compensation committees. After his resignation, additional five new independent
directors were added to CTI’s board. T Kreinberg was not a director of CTI but he served as Ulticom’s CFO from December 1999 to September 2001.
He had also served as a director of Ulticom since 2000 and a director of Verint since 1999 until he was forced to resign on May 1, 2006.

STOCK OPTION GRANTS AT CTI

The option awards at CTI were made under a series of eight stockholder-approved
company-wide stock option plans (table 3). These plans were drafted by William Sorin,
corporate secretary and director of CTI. Sorin also served as general counsel to the company.
Under these plans, employees could be granted either qualified stock options or “QSO” (as
defined under section 422 of the Internal Revenue Code) or non-qualified stock options “NQSO”
(defined as any option that is not a QSO). While option grants to CTI’s employees could be
structured as either QSO or NQSO, non-employee directors or employees of CTI’s affiliates
could only receive NQSO.

Table 3

COMPANY-WIDE OPTION PLANS - CTI INC
Plan Effective Dates Shares Available for Grant
1987 Stock Option Plan 1993 -10/8/1997 33,000,000
1994 Stock Option Plan 9/16/94-9/15/2004 950,000
1995 Stock Option Plan 10/13/95-10/12/2005 1,000,000
1996 Stock Option Plan 10/31/1996- 10/31/2006 1,000,000
1997 Stock Incentive Compensation Plan 11/21/97-11/20/2007 2,500,000
1999 Stock Incentive Compensation Plan 5/13/1999-5/12/2009 3,500,000
2000 Stock Incentive Compensation Plan 9/15/2000-9/14/1010 9,000,000
2001 Stock Incentive Compensation Plan 6/15/2001-6/15/2011 9,000,000
Source: The Securities Exchange Commission
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The board delegated to the compensation committee its full authority to interpret and
administer the stock option plans including (i) selecting specific employees, (ii) determining the
type and amount of stock option awards to be granted to such employees, and (iii) deciding the
terms governing the awards. The compensation committee also determined the exercise price.
The stock option plans did not permit options grants to have an exercise price less than the
market price of the stock at the grant date. If the grant recipient resigned or was dismissed, all of
the unexercised options were cancelled and added to the pool of options available for future
awards. Cancelled options could not be awarded to others without prior approval of the
compensation committee.

The company's bylaws permitted the compensation committee to approve stock option
grants either at a formal meeting (at which a quorum was present in person or by phone), or
without a formal meeting if all members of the compensation committee consented in writing to
the adoption of a resolution known as "unanimous written consent" (UWC). From 1991 to 2001,
the compensation committee approved all but one option grants by means of UWC. The UWC
specified the number of options granted, the exercise price, and a vesting schedule. However,
none of the UWCs were dated or contained any language indicating that members of the
compensation committee should provide a date next to their signatures.

Prior to 1998, CTI granted stock options throughout the year. After 1998, at the
suggestion made by the chairman of the compensation committee, company-wide grants were
made only during the latter half of the fiscal year. Grants to specific employees to accommodate
special situations (e.g., to lure prospective employees or to retain disgruntled employees),
referred to as "one-off” grants, however, were continued to be made throughout the year.

STOCK OPTION BACKDATING SCHEME

The process of stock option grants was directed and controlled by Alexander, the
chairman and CEO of the company. When he wanted to initiate a stock option grant, he
determined the approximate number of shares to be granted and allotted them between each of
the CTI's operating divisions and subsidiaries. The managers of the divisions and subsidiaries
prepared grant lists containing the names of employees and the number of shares to be given to
each employee. These lists eventually were forwarded to Sorin. Alexander decided how many
shares each executive including himself would receive. Sorin consolidated the separate lists of
proposed grantees into a master list, drafted the UWC, and sent it along with the master list to the
compensation committee. Members of the compensation committee reviewed the grant lists and
signed the UWC without dating it and returned both of them to Sorin. At some point during this
process, Alexander "cherry-picked" the grant date that usually corresponded to a date on which
CTTI's common stock was trading at a relatively low price. Sorin then inserted the “as of” date
chosen by Alexander into UWC and other grant related documents. Starting 1998, David
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Kreinberg, the CFO, joined Alexander in selecting these dates. Kreinberg was a former partner
of Deloitte and Touche. Prior to joining CTI, he had served as its external auditor.

After receiving signed consents from all members of the compensation committee, Sorin
entered the details of each employee's grant into Equity Edge, an electronic system used by CTI
to track stock options grants, exercises, and all other related information. In various quarterly in-
house counsel letters to the company's outside auditor, Deloitte and Touche, Sorin indicated that
corporate action sufficient to approve grants had taken place on the "as of" grant dates. These
letters failed to indicate that the compensation committee did not act to approve the grants on the
"as of" dates. In fact, the compensation committee was not even aware of the grants on the “as
of” dates. In numerous instances, Alexander, Sorin, and Kreinberg instructed or made changes in
the grant schedules by deleting or adding names and/or changing the number of shares to be
granted without the knowledge or approval of the compensation committee. These changes were
also entered into Equity Edge by Sorin. Once all the information was entered into Equity Edge,
option agreements were sent to the grant recipients. The company used Equity Edge reports to
calculate, among other things, earnings per share (EPS) and also as a source of information for
option-related disclosures in its 10-Q, 10-K, and proxy statements.

BACKDATING EXAMPLE

CTI’s records indicated that a company-wide option grant was made as of October 18,
1999 awarding a total of 3,834,000 options with an exercise price of $93 per share to 1,633
employees. The lowest stock price of the quarter was also on October 18. However, the
compensation committee did not approve this grant until after November 23, 1999, when Sorin
sent UWC forms to the members of the compensation committee. The stock price closed at
$127.06 per share on November 23, 1999. In other words, between October 18, 1999 and
November 23, 1999, the intrinsic value of each option had increased by $34.06, resulting in a
gain of approximately $130 million to the grant recipients.

SLUSH OPTION ACCOUNT

In 1999, Alexander came up with an idea of creating a slush fund of options to increase
the flexibility of awarding options to employees without getting approval from the compensation
committee. He directed Sorin to open an account in Equity Edge in the name of ‘.M. Fantom’,
which was later renamed to ‘Fargo’. Initially, 3,000 approved but unutilized options from the
company's acquisition of Netology were added, instead of being cancelled, to this account. To
add more options to this account, Sorin created fictitious names in the master list of proposed
grantees and sent it to the compensation committee to get approval. For example, as part of the
company-wide grant dated October 18, 1999, Sorin made up 35 names, gave each of them his
home address, and entered them in the master list with option award of about 5,000 each. The
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grants were kept small to avoid detection by the compensation committee. After receiving the
approval, Sorin added the entire (35 x 5,000 =) 175,000 options to the Fargo account. The
company did not enable the audit software of Equity Edge. As a result, the daily history of the
Fargo account was not stored. From 1999 to 2001, a total of approximately 906,000 options were
transferred to the Fargo account, of which approximately 187,000 were distributed. The
existence of Fargo was deliberately concealed from the auditors by removing pages referencing
the Fargo account from documents provided to the auditors. The account was terminated in 2002
when the Sarbanes-Oxley Act (SOX) required companies to report to SEC all option grants to
the executives and officers of the company within two business days.

DISCOVERY OF BACKDATING

On March 18, 2006, based on the data provided by Lie (2005), a professor of finance at
the University of lowa, the Wall Street Journal published a list of companies that had awarded
stock options to their top executives on dates immediately followed by large gains in the stock
price. CTI’s stock option grants were among those highlighted in the report. For example, its
stock option grant on July 15, 1996 was followed by a 13% rise on the next day (See Figure 1).
Another stock option grant date, October 22, 2001, coincided with the second lowest closing
price of 2001. The odds that this would happen by chance were one in six billion according to a
professor of statistics at Yale University (Forelle and Bandler, 2006).

Figure 1
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This unusual pattern in the timing of company’s stock option grants led to allegations of
backdating. To investigate these allegations, the board of CTI formed a special committee
consisting of two independent directors. The special committee reviewed 39 separate grants of
more than 82 million options to approximately 6,200 employees and consultants, as well as 22
grants of approximately 1.2 million options to eight non-employee directors of the company
during 1991-2005. It found that between 1991 and 2001, almost 54 million stock options (issued
via 29 grants to 5,386 grantees) were backdated to obtain lower exercise prices. The difference
between the market value of CTI’s stock on the actual grant date and the "as of" grant date for all
exercised backdated options amounted to $71,872,650. In this, the share of the trio was
$6,435,750, $1,052,734, and $1,010,424, respectively. Based on the committee’s findings and
recommendations, the trio was asked to resign from their positions in CTI and its subsidiaries
(Maremont and Bandler, 2006).

THE SEC INVESTIGATION AND LAWSUITS

On August 8, 2006, based on the Wall Street Journal reports and data provided by the
special committee, SEC launched investigations into CTI’s backdating scheme. Later it filed a
civil fraud and injunctive case against the trio accusing them of operating a fraudulent stock
option backdating scheme and of issuing false and misleading financial reports and proxy
statements. The New York state attorney also filed criminal lawsuits accusing the trio of
conspiring and committing securities fraud. These lawsuits alleged that, from 1991 to 2001
Alexander, Sorin, and Kreinberg realized a gain of nearly $138 million, $14 million, and $13
million respectively from the sale of shares obtained via exercises of backdated options. Of these
gains, at least $8.4 million resulted from the in-the-money portion at the time of grant. Table 4
provides details of eight backdated option grants and the share of the trio. Details of other “one-
off”” and regular backdated grants uncovered by the special committee are not available.

Table 4
COMPANY-WIDE BACKDATED OPTION GRANTS - CTIINC
. Price .
« R lirlce a At Total Total Options/ Total Options/ Total Options Total Options/
As Of Actual As of . /Percentage
" Actual Options Percentage to Percentage to Percentage
Grant Date Grant Date Grant . Granted to .
Grant Granted Alexander Kreinberg . Granted to Trio
Date Sorin
Date
07/15/1996 | 09/10/1996 $23.75 $36.5 459,000 100,000/ 21.8% 17,777/ 3.9% 10,000/2.2% 127,777/27.9%
05/28/1997 | 06/16/1997 44.25 45.75 711,000 150,000/ 21.1% 5,000/ 0.7% 20,000/ 8% 175,000/29.8%
01/27/1998 | 02/19/1998 31.25 4531 3,109,000 500,000/16.1% 35,000/ 1.1% 50,000/1.6% 585,000/18.8%
10/09/1998 | 10/15/1998 30.00 36.50 744,000 250,000/ 33.6% 10,000/1.3% 7,500/1% 267,500/35.9%
10/18/1999 | 11/23/1999 93.00 127.06 3,834,000 315,000/ 8.1% 37,500/1% 30,000/0.8% 382,500/9.9%
11/30/2000 | 12/13/2000 85.00 112.12 8,769,000 600,000/ 6.8% 100,0000/1.2% 40,000/0.5% 740,000/8.5%
10/22/2001 12/18/2001 16.05 20.77 9,446,000 600,000/6.4% 125,000/1.3% 27,000/0.3% 752,000/8%
Total 27,072,000 2,515,000/9.3% 330,777/1.2% 184,500/0.7% 3,029,777/11.2%
Source: The Securities Exchange Commission.
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To avoid prosecution, Alexander fled to Namibia, one of the few countries which do not
have a formal extradition treaty with the US. The government seized about $49 million of funds
held in Alexander’s Citigroup Smith Barney accounts. However, before leaving the country he
managed to transfer $57 million to Israel. He was indicted on 35 charges of securities fraud,
money laundering, and tax evasion. (Department of Justice Press Release ‘Jacob “Kobi”
Alexander, former CEO of Comverse Technology Inc., apprehended in the Republic of
Namibia,” dated September 27, 2006 available on  http://www.justice.gov/
usao/nye/pr/2006/2006Sep27.html.) If convicted, he could be sentenced to prison for up to 25
years. On October 24, 2006, Kreinberg pleaded guilty to two felony charges- one count of
conspiracy to commit securities fraud and one count of securities fraud. The conspiracy charge
carries a maximum of five years of imprisonment and a fine of up to $250,000. The securities
fraud charge carries a maximum of ten years of imprisonment and a fine of up to one million
dollars. These charges stem from running the option backdating scheme and maintaining a slush
fund of options. In a separate agreement to settle the civil charges brought by the SEC, he agreed
to pay a fine of $2.4 million and is permanently barred from serving as a company director or
officer.(Securities and Exchange Commission Litigation Release No. 19878/Accounting and
Auditing  Release  No. 2497  dated  October 24, 2006  available on
http://www.sec.gov/litigation/litreleases/2006/Ir19878.htm) On November 2, 2006, Sorin
pleaded guilty to the felony charge of conspiracy to commit securities fraud. He was sentenced to
prison for one year and a day. He also paid a fine of $3.1 million to settle the civil charges
brought by the SEC.(Securities and Exchange Commission Litigation Release No.
19964/Accounting and Auditing Release No. 2537 dated January 10, 2007 available on
http://www.sec.gov/litigation/litreleases/2007/1r19964.htm.)

In 2007, the company recorded a total of $314 million of additional compensation
expense related to backdating including $49 million of income taxes, penalty, and interest
charges. In addition, CTI also recorded $52.6 million in expenses related to the special
committee’s investigation.

GLOSSARY

e Backdating- To grant stock options at a later date than shown on company records.

o Exercise- To elect to purchase stock pursuant to an option. The option holder purchases stock from the
company at the ‘exercise price’ regardless of the prevailing market price.

e Exercise Date- The date that the employee purchases stock pursuant to an option.

o Exercise Price- Price at which stock can be purchased pursuant to an option. The exercise price is fixed
when the options are granted and is usually equal to the market price at the grant date. The options are said
be in-the-money, at-the-money, or out-of-the-money, if the stock price is higher than, equal to, or lower
than the exercise price.

e  Grant Date- The date on which an option is offered to the employee.

e Nonqualified Stock Option (NQSO)- A stock option that does not qualify for favorable tax treatment
under sections 421, 422, and 423 of the Internal Revenue Service Code. At the time of exercise, the
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employee pays ordinary income tax on the difference between market price and exercise price and the
employer deducts the same amount as compensation expense.

¢ Qualified Stock Option (QSO)- An option, qualifying for favorable tax treatment under sections 421, 422,
and 423 of the Internal Revenue Service Code. The employee doesn’t pay tax upon grant or exercise of
options. If the employee sells the stock, the difference between selling price and exercise price is taxable as
capital gains if the stock is held for more than a year. The employer does not get any deduction.

e Stock Option- A right to buy a given number of shares of a company at a stated price within a specified
period of time.

e Vesting Period- The time from the grant date that must pass before the employee can exercise options.
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SMARALIND SHOPPING CENTRE

Michael R. Luthy, Bellarmine University

CASE DESCRIPTION

The primary subject matter of this case concerns the development of appropriate policies
governing temporary occupants (i.e. non-tenants) of a shopping centre facility. Secondary issues
examined include how a property management firm strikes a balance between commercial and
philanthropic interests in the community. The case difficulty level may range from a one
(suitable for the Introduction to Business course enrolling freshmen and/or sophomore level
students if discussion is kept relatively general) to a four (suitable for the Business Policy course
typically enrolling junior or senior students if discussion is to draw on material from other
business core courses). A significant factor in determining the difficulty level is dependent on
the amount of pre-class preparation and/or any outside readings the instructor wishes to assign.
The case is designed to be taught in either a single class hour (focusing on just the "bare bones"
of needed policies to several class hours (if student teams present their recommendations).
Consistent with the instructor's objectives for this assignment the number of hours of outside
preparation by students ranges from one (if preparing for a one-hour discussion of the case) to
three to five hours (if presentations of draft recommendations are expected).

CASE SYNOPSIS

A new, modern shopping center located in the suburbs of Reykjavik, Iceland is soon to
open in the Kopavogur area. The enclosed, multi-level facility, only the second in the country,
will serve both as a commercial venue as well as a natural meeting place for the local
population and visitors to the area. As the opening approaches numerous requests from small
for-profit firms, volunteer organizations, and other philanthropic concerns to use public areas
and/or the large, open area at one end of the facility have arrived. Students (operating as
surrogates for the property operations manager, Mr. Kristinn Johannsson) are tasked with
developing a space utilization policy for non-tenants (those who wish to rent an open area called
Winter Garden and others who wish to operate in the common areas for philanthropic or
community building reasons). Development of appropriate policies call on students to balance
the rights of the permanent, rent-paying tenants with the desire to increase mall traffic and
operate the facility as a part of the larger Icelandic community.

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 66

THE PROBLEM

Kristinn Johannsson, Operations Manager for Smaralind Shopping Centre in Iceland, sat
at his office desk. It was laid out with blueprints, tennant lease agreements, and a number of
letters from local non-profit organizations and small businesses. Although the formal opening of
what would be the largest shopping centre in the country was still six weeks away, he was
pondering how to respond. In these letters were requests to use either the common areas of
Smaralind or the Winter Garden facility. The requests ranged from a blood collection drive, to
an exhibition of new model automobiles from a local motor car dealer, to a concert benefiting
sunami relief in Southeast Asia.

Long-term, rent-paying tenants seek patrons to their stores. They desire so-called foot
traffic (people coming to the mall) even if it isn’t solely for the purpose of coming to their store.
Indeed it is the mix of stores in a shopping centre that make the destination desirable for many
shoppers. When commercial interests rent space in a property they consider everything from the
demographics of potential customers in the area to safeguards against product or product line
cannibalization by other tenants. One of their concerns is policies governing use of the facilities
by temporary tenants. While temporary tenants may prove valuable by increasing foot traffic
and interest from the general public they hold the potential of competing with long-term tenants
if their activities, including promotions, overlap with products and services the long-term tenants
offer.

With the growing number of requests to use space in Smaralind, Kristinn realized he
needed to construct a non-tenant space utilization policy. It would have to balance the
competitive and economic interests of the rent-paying tenants with the needs of the community.
Kristinn knew that his policy would need to generate revenues for the centre where possible and
increase foot traffic to rent-paying tenants while establishing the centre as a desirable destination
and responsible member of the Icelandic community. Kristinn was aware that if there were
insufficient protections for rent paying tenants or overuse of the facilities by other groups it
would have a negative impact on tenants and the centre’s occupancy rate would go down —
affecting their profitability. He acknowedged that the first task would be to identify the areas the
policy would address (including operations, marketing, legal, and security among others) and
then progress to detailing the guidelines needed.

BACKGROUND

Smaralind will be a modern, enclosed shopping mall with shops and service companies
operated on multiple floors with open common walk areas. In addition to office space in the
west part of the third floor, a multi-screen movie theater will be housed in the east end of the
third floor. Hagkaup and Debenhams are signed as anchor stores operating on both floors. In
the walking paths that connect the anchoring stores there is space for 80 shops and service outlets
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(see Table 1). While many of the stores will be exclusive to the centre and feature Icelandic art
and bookstores that feature Icelandic literature in foreign languages, stores will reflect
cosmopolitan tastes and be recognizable to European and North American travelers. Brand
names found in London, Paris and New York will be plentiful. Recognizable names such as
Benetton, Zara, Hugo Boss, Body Shop, Oasis, Coast, Tous, Karen Millen, Levi’s, Topshop,
Dorothy Perkins, Evans, Bianco, Vero Moda, Jack & Jones, Vila, Exit, Joe Boxer, Warehouse,
Karen Millen, Dorothy Perkins and Dressman will be found.

Table 1
Smaralind Shopping Centre Retailers

Store Name

Description

Adams barnafataverslun

Clothing store mostly for small children, although some baby clothes are available.

Asian Express

Buffet-style restaurant with meals for under 1000 ISK.

ATVR Beer, wine, and liquor store.

BabySam Baby clothes and supplies. Considered high quality and discounted.
Bajarins bestu pylsur Literally, “the town’s best hot dogs.”

Benetton & Sisley Name brand clothing store, predominantly for women.

Bianco Semi-casual shoe store, originally from Denmark.

Blend A men’s semi-casual clothing store, from Denmark.

Blomaval Sells many kinds of plants and flowers, in addition to gardening supplies.
Body Shop All-natural, cruelty-free cosmetics, skincare and hair care boutique.
Bossa Nova Women'’s boots, leaning towards formal, mostly in leather.

Brilliant Handmade jewel smiths. Everything in silver, gold, and diamonds.

BT Iceland’s premiere electronics store; computer needs, DVDs and games.
Burger King Flame-broiled, not fried. They use Icelandic meat.

Byggt og buid Discount appliance store.

Café Adesso Cafeteria-style restaurant with light fare and coffee drinks.

Carat - Haukur gullsmidur

A goldsmith with a flair for the unconventional.

Change undirfataverslun

Underwear, lingerie and pajama store for women.

Coast

Women’s semi-formal wear.

Cosmo Women’s semi-formal, with a tendency towards the high end.

CULT Semi-casual clothing and accessories store for men and women.
Debenhams Britain’s “favorite” department store, on two levels.

Dorothy Perkins British women’s clothing store, from casual to semi-formal.
Détabudin Toy store with everything from plastic army men to board games.
Drangey High-end accessories store for men and women.

Dressmann Men’s semi-casual clothing store catering to the 30+, upwardly mobile crowd.
Ecco Semi-casual shoes for men and women.

Exit Children’s clothing store for the offspring of the upwardly mobile.
Eymundsson Bookstore with magazines and writing supplies.

Fatahreinsunin Hradi Dry cleaners and full-service laundry.

Gullsmidja Ola Goldsmiths adding a Nordic touch to their designs.

Hagkaup High-end grocery store with clothes, toys, books and other miscellany.
Hans Petersen Photography supply store.

Herragardurinn Men’s clothing store, with a particular emphasis on suits.

Hjortur Nielsen Fine crockery, dining ware and crystal settings.

Home Art A gift shop featuring bric-a-brac for the home.

Hradi efnalaug Dry cleaners and full-service laundry.
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Table 1
Smaralind Shopping Centre Retailers
Store Name Description
Hygea Mostly make-up and perfume, with leather handbags and wool scarves.
Ice in a bucket Accessories store featuring hairclips, bracelets etc., almost all, inexplicably, pink.
Intersport Sports and outdoor wear for men and women.
Isis Women'’s clothing and accessories, leaning towards the high end.
fsinn Ice cream bar with loads of toppings available.
fslandsbanki The Bank of Iceland — not to be confused with the National Bank of Iceland.
Jack & Jones Men’s casual wear in a “sporty” vein.
Joi Fel Bakeries owned by television personality and baker, Joi Fel.
Landsbankinn The National Bank of Iceland — not to be confused with the Bank of Iceland.
Levi’s Clothing store carrying the Levi’s brand of shirts, jackets and jeans.
Lif og list Dining ware, vases, and other finer household adornments.
Lyfja One of the cheaper pharmacies in Iceland.
MebaRhodium A store selling nothing but watches and watch-related items.
nammi.is Candy store.
Noatun Half grocery store, half gourmet shop, all fun.
Oasis Men’s casual wear, in the style of Dressmann.
Office 1 A smaller version of the ultimate office supply store.
Og Vodafone Outlet store of the telecommunications company.
Optical Studio RX Prescription glasses and custom frames.
Optical Studio So6l High-end sunglasses such as Oakley, as well as some sportswear.
Ormsson High-end major appliance and electronics store.

“The incredible store,” a gift shop featuring small and obscure items for a

Otrillega bidin drastically marked-down price.

Pizza Hut The one, the only, from the people who brought you the “cheese inside the crust” pizza.

Retro Casual clothing store, mostly for men, featuring Lacoste and Converse.

Saumur og merking Towels and robes for children.

Siminn Outlet store for the other telecommunications company in Iceland.

Skifan The largest music store in Iceland.

Skor.is Casual wear shoes, boots, and kids’ shoes.

Smarabio Home of the “_lﬁx.usbic')” (the luxury theatre), where., forl an addeq 900 ISK_ to the price? of
a regular movie ticket, you can sit in a recliner and drink liquor while watching the movie.

Sock Shop Just socks and nothing else.

Steinar Waage Higher end shoes for men and women.

Subway Outlet of the fast food chain of the same name.

T.G.L Friday’s American restaurant featuring of burgers, chicken “fingers,” and ice cream.

Te & kaffi kaffihtis Le Vrai | Probably the best coffee shop in Iceland. Coffee beans, tea, biscotti, and even espresso
Café machines.

Tiger Your one-stop bargain store. As everything is priced at either 200 or 400 ISK.

Top Shop Higher end clothing store for men and women.

Utilif Outdoor store featuring all kinds of clothes and gear for all kinds of climes.

Vero Moda Women’s semi-casual wear.

Ver6ldin okkar Sprawling children’s centre for letting them tire themselves out while parents shop.
Zara Semi-formal men’s and women’s clothing.

Zink Casual wear for teens and preteens.

Edited from the Source: The Stores of Smaralind Mall A Complete Guide by Paul Fontaine-Nikolov
http://grapevine.is/Home/ReadArticle/The-Stores-of-Sm%C3%A 1ralind-Mall
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Located in Kopavogur on the outskirts of Reykjavik, at Hagasmari 1 in Iceland’s capital
city, Smaralind Shopping Centre will serve the approximately 200,000 residents living in the
greater Reykjavik area. Smaralind will strive to combine shopping and entertainment. It will be
a place where curious people and shoppers can easily spend the day with pauses at one of the
many coffee houses and restaurants, in addition to one of the best movie theaters in Reykjavik.
The aim will be to create a vibrant street life environment most days of the year where the
Winter Garden will be the centre of activities along with the more conventional shopping and
service activities.

While competing for customers with Kringlan Mall and the stores in Reykjavik's old city
center, both approximately six kilometers away in different directions, Smaralind will be the
largest mall in Iceland. The centre will open Monday through Friday from 11 AM to 7 PM (until
9 PM on Thursday); Saturday from 11 AM to 6 PM, and Sunday 1 PM to 6 PM. Movie theaters
in the complex will remain open one hour later Monday through Friday.

FACILITIES

The Winter Garden (see Figures 1 and 2) will be a large, open hall at one end of the
shopping center which can be rented out and configured for events, concerts, and shows. It will
be adjacent to the restaurants and the movie theaters in the east end of the building. A giant TV
screen located in the Winter Garden will allow people to sit down and enjoy life when scheduled
activities are not taking place. Several television shows may be taped there including the
Icelandic Idol competition (similar to the U.S. and English versions) and Icelandic X-Factor (a
talent competition similar to one seen in Great Britain).

Figure 1 Mall layout: View of Winter Garden

(used with permission of Kristinn Johannsson, Operations Manager Smaralind Shopping Centre for educational purposes)

"

In addition to the Winter Garden area, the centre has open common areas (also known as
passages) within the mall property on both levels. Given the extended and somewhat harsh
nature of the winter season in Iceland, combined with a culture of interaction and socializing, the
mall property will become a natural meeting place for residents (see Figure 3).
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Figure 2 Photograph of Winter Garden

TASK

For purposes of this case and class discussions, you are Mr. Kristinn Johannsson,
operations manager for Smaralind Shopping Centre in Iceland. With several weeks to go before
its opening you need to develop a policy governing who, and what way, the common areas of the
centre may be used by non-rent paying organizations. Further, these guidelines must address use
of the Winter Garden area.

You should first compile a list of policy areas your document should address.

For each policy area, draft appropriate language that addresses who has what
responsibilities (the organization vs. centre management)

3. Include in your draft language a mechanism for long-term tenants to have input for the
ongoing implementation of your policy.

N —
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PHYSICIANS QUALITY CARE:
“DISNEY COMES TO THE DOCTOR’S OFFICE”

Wilburn C. Lane, Jr., Union University

CASE DESCRIPTION

This case is about an urgent care clinic that has used a very elaborate differentiation
strategy to establish a competitive advantage against competition that has much greater
resources. The personal values and experiences of the owners play an integral part in their
developing this business model and how they run the business. The industry analysis contained
in this case points out the driving forces and Key Success Factors (KSF) of the walk-in clinic
industry. Also, the case contains appropriate information for a SWOT analysis. The case is
designed to be used in a senior level business policy or marketing strategies class. This class is
designed to be taught in one class period of 50-75 minutes. The amount of time the student is
expected to spend outside of class will vary from 1-3 hours based on how many of the questions
in the “teaching notes” are assigned.

CASE SYNOPSIS

This is the story of an urgent care clinic that has developed a successful strategy that
allows it to complete extremely well against the largest medical clinic in its community and to
insulate itself from the threat of the retail walk-in-clinic. The author’s childhood experience of
visiting Disneyland and his continued fascination with “The Disney Way” has allowed him to
develop a strategy that gives him a sustainable competitive advantage. His focus on the
“experience” his patients have when they come to his clinic separates him from the competition.
To enhance the patient’s “experience,” Physicians Quality Care has created the position of
“Patient Concierge,” built a movie theatre in the clinic, put in a mechanical ride for children,
and bought a cappuccino machine to provide patients with free cappuccinos. His emphasis on
customer service can be seen in how he hires and trains employees. As you read this case you
will feel like you are in Disneyland taking a trip down “Main Street, U. S. A.”

INTRODUCTION

In the 1950s little Jimmy Hoppers had a life changing experience while visiting relatives
in California--Disneyland. Jimmy was wowed by the amusement park, not because it was an
amusement park, but because it was not like any amusement park he had ever seen. He saw an
amusement park that dared to dream, that offered things that no other amusement park offered,

Journal of the International Academy for Case Studies, Volume 17, Special Issue Number 1, 2011



Page 72

that parents as well as children enjoyed. Jimmy never forgot this dream, and when he decided to
open his own urgent care clinic after practicing medicine for twenty-five years with a large
medical group in his home town of Jackson, Tennessee, he remembered the "Disney Experience"
and used it as his guide for the clinic--Physicians Quality Care. As he dared to dream, he
envisioned an urgent care clinic that offered its patrons free snacks, a movie theatre, a reading
library, a waiting room with "current" issues of magazines, but most importantly a courteous
staff.

Before we can really appreciate Physicians Quality Care's business model, we need a
good understanding of the walk-in clinic business.

WALK-IN MEDICAL CLINIC INDUSTRY

When in urgent need of non-life threatening medical care, the consumer has basically
three choices--the emergency room, the private physician’s office, or the walk-in clinic (Ortinau
1986). The emergency room is open 24 hours a day, seven days a week. If you have a serious,
possibly life-threatening illness, it may be the most appropriate choice. The down side to the
emergency room is the long wait and the added cost. You may wait in the emergency room for
several hours to see the doctor, and it is likely to cost you several times more money than the
other options--on average $570 versus $166 for the private physician’s office and $110 for the
walk in clinic (Roizen 2009). The private physician’s office is less expensive, but it is also less
accessible. The private physician’s office is normally open from 9:00 until 5:00 p.m. Monday
thru Friday, and it is often difficult to get into see the doctor in a timely manner. Barely half of
the time (52%) do patients receive an appointment as soon as they want (Keckley et al 2009).
The walk-in clinic is open longer hours and is designed to provide timely care for non-life
threatening medical issues; and as mentioned above, they do so at a lower cost than the other
alternatives.

DRIVING FORCES

There are several forces driving the explosion in the Walk-In Medical Clinic Industry.
Consumers are looking for good quality at a lower cost and within a more flexible time frame
(Ortinau 1986). Insurers see it as a low-cost alternative for many of the medical needs of their
clients (Keckley et al 2009). Employers not only like the lower costs but the longer hours of
availability means less time lost on the job (Keckley et al 2009). The policy makers (federal,
state, and local governments) see it as a way to reduce overall medical costs (Kerkley et al 2009).
Walk-in clinics are doing an excellent job of communicating what services they have to offer and
the benefits they provide (Dant, Lampkin, and Bush 1990). Industry analysts estimate there are
approximately 115 million patient visits a year that could be handled by walk-in clinics, but only
a small fraction of this is currently being done in walk in clinics (Keckley et al 2009).
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The stakeholders in this industry are all doing things that are making this industry grow
rapidly. The patient is readily accepting this form of medical care because of its convenience
and lower cost to them. They see the quality of care provided as acceptable for the services the
walk-in clinic provides (Dant, Lampkin, and Bush 1990). Some observers suggest that many
people no longer differentiate private physicians from walk-in clinics (Dant, Lampkin, and Bush
1990). The heightened competition in the industry has decreased the customer's ability to
differentiate these providers (Martin 1988). Many private physicians are setting up walk-in
clinics as a way to meet their patients’ needs for these services (Dant, Lampkin, and Bush 1990).
The growth in this industry and the revenue that it is taking away from emergency rooms has
caused hospitals to establish walk-in clinics or to affiliate with walk-in clinics. Even, the Mayo
Clinic has established walk-in clinics (Keckley et al 2009). Insurers are providing financial
incentives to patients who use walk-in clinics--reduced or no co-pay for visits to walk-in clinics.
The reduction in cost of the visit more than makes up for the reduction in or loss of a co-pay.
Many employers are establishing agreements directly with walk-in clinics to provide basic needs
for their employees. This reduces the employers' cost and because of the longer hours of
availability, employees can visit the doctor's office when they are not working. In an effort to
reduce the medical costs associated with their own employees, government agencies are also
establishing agreements with walk-in clinics to provide basic medical needs for their employees.
In addition, they are encouraging those receiving free medical services to use these clinics
because it reduces the government's cost of providing these services.

CHOOSING A PHYSICIAN

While choosing a physician is very important, the decision making process most patients
use is very short. In 1951, Parson stated that a majority of people choose their physician
"blindly" on the basis of friends or neighbors recommendations. Little has changed over the
years (Stewart et al 1989). Fifty-three percent of consumers rely upon advice of friends,
relatives, or neighbors (Stewart et al 1989). Eighty-two percent use only one source of
information (Stewart et al 1989). Once a physician is chosen, there is a high degree of brand
loyalty (Dant, Lumpkin, and Bush 1992).

There has been a lot of research done on what attributes consumers use to evaluate their
medical experiences. These attributes can be divided into two categories--affective values and
instrumental values (Gilbert, Lumpkin, and Dant 1992). Below is a list of values in each
category.

Affective Values

o Time spent with physician
The way the doctor provided explanation
Friendliness of physician

Friendliness of the staff

o
o
o
o Amount of information provided
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Instrumental Values
o Cost
o Physician competence

The research indicates that consumers imply competence of the physician on affective
values. Interestingly, patients, who use walk-in clinics, focus on friendliness of the staff
(Gilbert, Lumpkin, and Dant 1992). Therefore, one of the keys to success in the walk-in-clinic
business is to have a friendly staff. The other important factor is cost (Gilbert, Lumpkin, and
Dant 1992). This means walk-in-clinics need to keep an eye on their costs so they do not price
themselves out of the market.

RAISING THE BAR

Walk-in clinics have done an excellent job of communicating their ability to meet the
customer's needs quickly, at a reduced cost, and at a convenient time (Dant, Lumpkin, and Bush
1992). Their ability to market themselves this way has raised the bar for all medical service
providers, but more importantly they have become the standard by which consumers judge
medical service providers (Gilbert, Lumpkin, and Dant 1992). While it is good for the walk-in
clinic to be setting the standard for the industry, it places an extra burden on them as health care
providers. Patients have higher expectations for walk-in clinics than they do for either
emergency rooms or private physician offices (Gilbert, Lumpkin, and Dant 1992). Fortunately,
research indicates they are meeting customer expectations (Gilbert, Lumpkin, and Dant 1992).

SERVICES PROVIDED

The walk-in clinic does not try to be all things to all people. It specializes in medical
services in specific areas. The common illnesses treated relate to respiratory infections; head,
ear, and eye conditions; skin problems; stomach, digestive and unitary track conditions; and
immunizations (Keckley et al 2009). Some clinics have broadened their coverage area by
providing annual physicals and occupational services. By limiting the services they provide,
walk-in clinics can minimize the equipment needed to serve the customers and the diversity of
the medical staff. Both of which, reduce the cost of doing business.

CHARACTERISTICS OF THE WALK-IN CLINIC CUSTOMER

There are a number of ways in which the walk-in clinic customer is likely to be different
from the person who only visits the private physician’s office. They are more likely to be
younger and have a lower income and educational background (Dant, Lumpkin, and Bush 1990).
They are more likely to be single, and tend to have more children at home (Dant, Lumpkin, and
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Bush 1990). They rate convenience of location much higher than customers of private
physicians (Dant, Lumpkin, and Bush 1990). Consumers are much more likely to use a walk-in
clinic for emergencies, especially when the private physician's office is closed (Malhorta 1983
and Ortinau 1986). Consumers, who do not have a family doctor, are more likely to visit a walk-
in clinic (Dant, Lumpkin, and Bush 1990). Also, they are more likely to be blue collar workers
than those who only use private physicians (Carroll and Gagon 1983; Woodside et al. 1988). As
mentioned earlier, the lines between private physicians' offices and walk-in clinics are blurring.
More and more people are seeing the walk-in clinic as a viable alternative that provides good
quality service at a convenient time and at an affordable price. As these lines continue to blur, so
may the differences in the patients seen.

SEGMENTS OF THE WALK-IN CLINIC INDUSTRY

There are several segments in the walk-in clinic industry. First, there is the traditional
private physician's office who has established a walk-in clinic, usually staffed with nurse
practitioners, to meet the immediate needs of the physician's patients. However, many of these
are open the same hours as the traditional doctor's office. Second, there is the walk-in clinic that
is associated with a hospital and is designed to take some of the pressure and wait time off of the
emergency room. Third, there is the stand along urgent care clinic that is not affiliated with
either a medical clinic or hospital. These clinics focus on providing urgent care for non-life
threatening medical needs. Sometimes they may provide expanded services like immunization,
annual physicals, and occupational services for employers. The fourth type of walk-in clinic is
the retail clinic. These are usually located in a retail area and are often affiliated with another
retailer. These clinics may be found in strip malls or inside a big box store like Wal-Mart.

THE EIGHT HUNDRED POUND GORILLA IN THE ROOM

The retail clinic is quickly becoming the eight hundred pound gorilla in the room. These
clinics offer very limited service for certain types of non-life threatening medical conditions.
They usually are very small-- around 450 square feet (Keckley et al 2009). They are usually
staffed with physician’s assistants and/or nurse practitioners. They have very little medical
equipment. The average cost of one of these clinics is about $450,000 (Keckley et al 2009). If
they are in retail stores like Wal-Mart or a Walgreens, they may receive reduced rent because of
the traffic they generate (Keckley et al 2009). There has been a proliferation of these clinics
since 2006. Companies, such as CVS, Walgreens, Target, and Wal-Mart have gotten in the
business (Are 2008). According to Merchant Medicine, an industry consulting company, there
were just 126 retail clinics in 2006, but they are estimating there will be 3,000 retail clinic by
2015 (Are 2008). PricewaterhouseCoopers Health Research Institute recognized "Health Retail
Clinics" as one of the Eight Health Care Trends of 2008. Many of the early entrants in this field
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have been acquired or partnered with the retail medical giants in the industry. CVS has acquired
MinuteClinic, and its long term goal is to open 2500 clinics (Keckley et al 2009). Wal-Mart has
partnered with RediClinic and plans to have 400 "The Clinic at Wal-Mart" opened by the end of
2010 (Keckley et al 2009). Given the cost structure of these clinics, it only takes about 200-230
patient visits a week to break-even. However, industry analysts do not think the retail clinic
industry has reached profitability, and they speculate that is why so many of the big retail clinic
chains have been sold to other medical retailers (Keckley et al 2009). Only time will tell if they
will capture enough of the market to become profitable and if their rapid expansion is justified.
But, one thing is clear; they are and will continue to be a significant force in the walk-in clinic
business.

Now that we have had an opportunity to examine the walk-in clinic business, let's take a
look at Physicians Quality Care and go on a journey down "Main Street U. S. A."

PHYSICIANS QUALITY CARE--DREAMING THE DREAM

After twenty-five years with the largest medical clinic in his home town, Dr. Jimmy
Hoppers and his wife, Melanie, decided to leave safe and secure jobs to offer the urgent care
patients in the area a new experience. When they left the large medical clinic, they did not know
exactly what they were going to do. They knew they wanted to open an urgent care clinic, but
they did not know exactly what kind. They knew they did not want to have a retail, "Docs in a
Box," type of clinic. Their first thought was to affiliate with a local hospital, but the hospital's
vision and theirs did not agree, so they decided to open a free standing clinic on the edge of a
large retail shopping area and adjacent to an upscale residential area. The thought was this
would be the best of both worlds. They would be convenient for shoppers, and they would be
close enough to the residential area to provide service when most medical clinics were closed.
The land owners and real estate advisors told them they were crazy to put a medical clinic in this
location because the land cost was too high. They cashed in their 401ks and with a loan from a
local bank, bought 1.7 acres on the edge of this retail center for 940,000 dollars and began to
dream their dream. His wife, Melanie, who is board certified in internal medicine and pediatrics,
had been reading the book Good to Great by Jim Collins, this book along with Jimmy's lifelong
fascination with Disney became the basis for the dream. They decided to think outside the box--
"if we could do anything we could, what would we want to offer our patients." Several things
came to mind. First, they wanted to offer the best service possible, so in addition to the
receptionist they would have a "Patient Concierge" whose main task would not be paper work,
but doing everything possible to make the patient's experience a delightfully pleasant one. If this
meant taking umbrellas out to patients' cars when it was raining, helping the elderly in the door
or simply reading a child a story, it was to come before the paper work. Second, they wanted to
offer the patients free snacks, so they bought a cappuccino machine and a slush puppy machine
to go along with traditional beverages. Third, they wanted to have something special for the
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patients to do while they waited to see the doctor, so they built a library where the patient could
sit quietly and read, they built a 24 seat movie theatre where the patients could watch a movie
while they waited, and they stocked the traditional waiting room with the most recent issues of
fifty magazines. Fourth, they wanted to appeal to the child, so (following in the Disney tradition
of making the parent happy as well as the child) they built a children's room with a mechanical
submarine ride and a slide, as well as traditional toys. Fifth, they wanted to eliminate the need
for the patient to have to go to the drugstore to get a prescription filled, so they put a kiosk in the
lobby with the most common prescription drugs prescribed for aliments treated at urgent care
clinics. While they do not make a lot of money on these prescriptions (three dollars per
prescription), it eliminates the patient's need to go somewhere else to get the prescription they
need. Sixth, to accommodate the patients who may need a rehab facility or the patients who may
want to work out under the care of a medical professional, they added a fitness center called
"Boomers" adjacent to the clinic. The total cost of this dream was about 1.9 million dollars in
addition to the land cost. When asked how he could justify spending nearly three million dollars
to open a walk-in clinic, Jimmy's response was "Got to go all in--that's what Disney did."

THE DREAM BECOMES A REALITY

On August 18, 2008, with their 401ks gone and three million dollars of borrowed money
invested in a walk-in clinic, Physicians Quality Care opened its doors. The 10,000 square foot
facility included seven exam rooms, a laser room and the 4,000 square foot fitness center. The
clinic is open from 7:00 a.m. until 9:00 p. m. Monday thru Friday, Saturday from 9:00 until 5:00
p.m., and on Sunday from 11:00 a.m. until 7:00 p.m. The clinic is only closed six days a year--
New Years Day, Easter, 4th of July, Thanksgiving Day, Christmas Eve, and Christmas Day.
They employ a little less than fifty employees with about twelve employees on duty on any given
day. There is always at least one doctor and one nurse practitioner on duty at all times.

When Jimmy and Melanie opened the clinic, money was obviously tight so many nights
they were there staffing the clinic. When Jimmy gives you a tour of the facility, he proudly
points to a storage room with bunk beds and says this is where they and the children would sleep
when they were first getting started. They have come a long way in a very short period of time.
In 2009, their gross revenue topped three million dollars, and 2010 promises to be even better.
As of August 31st, patient flow was up 41% over 2009 year to date (See Exhibit One). Now, he
is so busy running the business that he has not personally seen a patient in almost nine months.
When you talk to Jimmy, you can tell by the excitement in his voice and the twinkle in his eye
that the dream is coming true. Note: Exhibits are found at the end of the case.
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CUSTOMER SERVICE AND STAFFING

If you ask Jimmy and his wife Melanie what is the most important thing in their business,
they will both tell you customer service. Jimmy is quick to point out that most medical offices
treat people as patients and not consumers. Jimmy says, "Doctors work under the assumption
that the visit starts when they walk in the room. Disney assumes the ride starts when you pull in
the parking lot." This means that all employees are part of the visit. Physicians Quality Care has
three engrained rules for every employee:

1. If you see the problem, you own the problem. If you cannot fix the problem, you find
someone who can. It is never "it's not my problem" and you never ignore the problem.

2. The presumptive answer to every question is yes. You should look for some way to
answer a question in a positive way.

3. Do unto others as you would have them do unto you.

They tell the staff there is an on-stage (any time you are interacting with a patient or
another staff member) and an off-stage--breaks time, etc. When you are on-stage you should
perform like you are on-stage.

Before anyone is hired, they are carefully interviewed and expectations are made very
clear. Jimmy is quick to point out that you have to get the right people on the bus, but once you
have the right people on the bus you need to give them the freedom to be creative in doing their
jobs (a reference to Jim Collins' book Good to Great). When new doctors are hired, they are told
that customer service is paramount. They are given a copy of the book Good to Great and the
power points from Lessons from the Mouse. Jimmy readily admits that Physicians Quality Care
is not the right place for everyone to work. He said that he had three doctors that were medically
good, but not good with patients and/or staff. He says they have to be good with both.

Physicians Quality Care has an on-going program to help everyone understand the
environment and expectations. It may be a dinner once a quarter or some type of formal training,
such as "The Disney Way" or Who Moved My Cheese." At Physicians Quality Care everyone is
on a first name basis. He is referred to as Jimmy, and he makes a point to engage every staff
member in a conversation at least once a day. He makes it clear to employees that "you can
always push paper, but you only have one chance to be nice to someone. If you mess up the
paper work, we can correct that; but we cannot correct not being nice to someone." This is why
you are more likely to find the "Patient Concierge" helping an elderly person in the front door
than sitting behind a front desk doing paper work. "The visit begins in the parking lot."
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THE WOW FACTORS!!!

In addition to the outstanding customer service Physicians Quality Care provides, there
are several physical attributes that contribute to the WOW factor. Jimmy says a lot of little
wows make one big WOW. As you walk in the front door, you realize this is not an ordinary
doctor's office. The abundance of glass windows allows the light to shine in providing a warm
and airy atmosphere (See Exhibit Two). The open and inviting lobby with comfortable chairs
makes you want to come in and stay awhile (See Exhibit Three). Once you are in the lobby you
begin to look around and see that your journey down "Main Street, U.S.A" is just beginning. To
your right is the Reading Room which reminds you of a cozy study in an upscale home (See
Exhibit Four). To your left is the Children's Room which has a nautical theme, includes a
mechanical submarine ride (it’s free), a slide, climbing toys and more traditional toys--it's almost
like Christmas morning (See Exhibit Five). Next to the Children's Room is the Theatre. The
Theatre seats 24 people and would make a big screen enthusiast drool (See Exhibit Six).

As you sign in, you are handed a buzzer similar to what you receive when waiting to be
seated at a restaurant. This allows you to play with your children in the Children's Room, curl up
with a book in the library, or enjoy a movie in the theatre without worrying about not hearing
your name when it is called. While you are waiting, the "Patient Concierge" asks you if you
would like a snack or something to drink-- including, gourmet coffee, a cappuccino, or a slush
puppy in addition to more traditional drinks. The snack area is shown in Exhibit Seven, and the
Patient Concierge's Desk is shown in Exhibit Eight.

While every effort is made to get the patient (consumer) into see the doctor as soon as
possible, it is difficult for an urgent care clinic to control the waiting time, but it can make the
wait more enjoyable and these are just a few ways Physicians Quality Care tries to make your
wait more pleasant. The journey down "Main Street, U.S.A." may be short or long, but they
make every effort to make it enjoyable.

THE BUZZER GOES OFF

When your buzzer goes off, you go to the receptionist’s desk where you are met by a
nurse who greets you and takes you back to an examining room. There, the nurse does the
traditional things--takes your vitals and asks the usual questions--why are you here, have you had
a fever, etc. As the nurse leaves, the nurse tells you the doctor will be in soon and ask you if you
need anything. If the doctor does not come in within fifteen minutes, someone knocks on the
door and comes in to ask if they can get you anything. They have a rule that a patient should not
be left in an examining room for more than fifteen minutes without personal contact. When the
doctor comes into the room, the doctor engages you in conversation to see what needs to be done
next. If tests are needed, the doctor orders the tests and comes back when the tests results are
available. The doctor discusses the diagnosis with you, answers any questions you may have,
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and prescribes the medicine. You are told that for your convenience you can get your
prescription(s) filled in the lobby if you want to, but there is no pressure put on you to do so.
You are escorted to the payment desk where a courteous staff member handles the paper work.
When you walk out, the patient concierge tells you, "I hope you feel better." As you get to the
parking lot you think--"They were just so nice." While the "experience may have begun in the
parking lot it does not end in the parking lot. Within a few days after your visit, you receive a
hand addressed, individualized note thanking you for choosing Physicians Quality Care.

SELLING THE SIZZ1LE

As a child, Jimmy grew up in the radio and television business. His father worked in
radio and put the first television station on the air in Jackson, Tennessee. Jimmy did his first
television commercial at age four. He worked in radio while he was in college and until he
decided to go to medical school. His ad hero was Marshall McLuhan--"Sell the Sizzle not the
Steak." Jimmy is quick to point out that it is the little extras you do that make the difference.
You can tell that he is not only passionate about the business but also about telling the story. He
has used several different ways to get his message across. He has done a lot of advertising on
television, radio, newspaper, and billboards. He personally oversees all the advertising. In
addition to the traditional media, Physicians Quality Care did a fun fair just before school started
last year. They had all kinds of rides and refreshments in the parking lot, and the focus of the
day was school physicals. They had approximately 1500 people turn out for this event. Jimmy
will tell you (just like Disney) "if you make the kids happy the parents will be happy and come
back." Physicians Quality Care has a very professional looking website that explains their
philosophy and the services they offer. You can visit the website at
www.physicanqualitycare.com/about. You can even view the facility in 3-D. Jimmy recognizes
the importance of branding and wants to be known as the Nordstrom's of the urgent care
business. He has a jingle that was professionally done and has logos for each of part of the
business. He realizes that community and professional involvement are also important tools in
the branding of his product. He sponsored a large community fireworks show for the 4th of July
weekend and presented his story at the Urgent Care Convention this past May, where he was
elected to the Board of the Urgent Care Association of America.

THE LASER ROOM

When dreaming the dream, they decided to have a laser room so they could offer patients
some services that might not be found in a traditional urgent care facility (See Exhibit Nine). In
the laser room, they provide four types of services. First, they can do hair removal, such as
permanent hair reduction or beard bumps. Second, they can use skin rejuvenation techniques to
do skin tightening and wrinkle reduction. Third, they can deal with pigmented lesions, such as
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sun spots or age spots. Fourth, they can address vascular issues, such as leg veins and blue facial
veins. While this seemed like a good idea at the time, Jimmy indicates that this has not been a
profitable investment and he would probably not do this if he were opening a new clinic today.

BOOMERS

Boomers is a fitness center that is attached to the clinic. The target market for Boomers is
people 40 and over. As you can see in Exhibit Ten, it has a variety of equipment designed to
meet the needs of the exercise enthusiast. It is staffed with a degreed exercise physiologist, who
programs the machines for each customer. One of the main reasons they decided to add the
fitness center was to accommodate those who my need rehab services or have medical conditions
that required or desired medical supervision while exercising. In addition, the center is equipped
to help fall victims recover quickly. About 1/3 of all people over 65 fall each year. Some of
these are more severe than others and require extensive rehabilitation. Physicians Quality Care
has developed a great "Falls Program" to assess and rehabilitate fall victims. Jimmy indicates
that at this time Boomers is not a profit center. He attributes this to a lack of time to promote the
services the center has to offer. He hopes to do this in the future and is looking at trying to
develop relationships with assisted living facilities that might find the center useful for their
residents.

OCCUPATIONAL MEDICINE

Even before they opened Physicians Quality Care, Jimmy and Melanie Hoppers got into
the occupational medicine business. They bought a large enclosed trailer, stocked it with the
medical equipment they needed to provide services related to occupational medicine and began
providing these services to employers on site. They do a lot of OSHA testing. They do hearing,
pulmonary function and drug testing and education. They do immunizations on site such, as flu
shots and have an industrial hygienist who performs additional functions. As Jimmy says, "we
can do pretty much anything that a company may need." In addition, they can use Physicians
Quality Care to provide pre-employment physicals and meet the urgent care needs of the
company’s employees. This is particularly attractive to employers because employees and
prospective employees can get these services when other providers are not open--saving the
employer and employee lost work time. Currently, Melanie is working with a number of
employers to become their primary provider of urgent care services. She is offering to contract
with employers at a rate that is less than what their costs are through an insurer, but more than
she gets from the insurance company. As she sees it, this is a win-win situation for both the
employer and Physicians Quality Care. There is a lot of synergism between the occupational
medicine and the urgent care business. The clinic can provide many services the employer needs
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such as pre-employment physicals and immunizations. Also, it can meet the urgent care needs of
the employer’s labor force.

MANAGING THE BUSINESS

Unlike most doctors who only want to practice medicine and not worry about the
business side of the practice, Jimmy and Melanie Hoppers focus a lot of their time and energy on
running the business. While Melanie still sees patients, she is also out working and talking with
businesses to get them to let Physicians Quality Care meet their employees' occupational and
urgent care needs. Melanie is always looking for new business and new services they can
provide. Jimmy will tell you that the key to the urgent care business is volume. They feel they
are a lot more flexible and make decisions faster than their competition. If a business has a need
in a certain area and the revenue it will generate is good, they will do everything they can to meet
the need. After two years in business, they are still picking up new customers. Their urgent care
business is up 41% year to date (See Exhibit One).

When you ask about an organizational chart, Jimmy will respond, "We had one in the
beginning; but now everyone does whatever needs to be done. However, it is clear that both
Melanie and he have found their seats on the bus. Melanie handles the medical side. She does
the hiring and firing. She does the scheduling of employees and recruitment of business on the
occupational medicine side. Jimmy crunches the numbers and handles the promotions. On the
first day of the month, Jimmy knows exactly how many people they saw last month and how it
compared to the previous month and that month the previous year. He oversees and approves
(often develops) every promotional piece. They are both quick to tell you that you must control
your expenses. If business is slow late in the evening, they will send someone home rather than
have someone on the clock that cannot be justified financially.

Also, they are acutely aware of pricing and the importance of pricing. While they will
tell you that pricing is usually set because of insurance, their promotional efforts in the urgent
care business are aimed at the middle to upscale customer who has good insurance or who has
the resources to pay cash--they offer a very competitive price to customers paying cash. They do
take CoverKids, which is a state insurance program for children who do not have insurance; but
they do not take TennCare, which is the Tennessee version of Medicaid, because the
reimbursement is too low. Their location adjacent to an upscale residential area and their
availability after traditional physicians' offices are closed gives them more than their share of
middle to upscale patients.

It is also interesting to note how they allocate their human resources. If you look at their
website you will see that the staff is broken done in to seven areas--Patient Concierge,
Reception, Providers (Doctors and Nurse Practitioners, etc), Nurses, Lab, X-Ray, Billing, and
Administration. Of the 44 employees who are listed on the website, eleven are in the patient
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concierge and reception areas. It is clear that Jimmy and Melanie not only dared to dream and
built the dream, they are living the dream.

Since this is a private business and Jimmy and Melanie are concerned about the
competition getting information about their business, they are reluctant to release financial
information; but they have provided information regarding the number of patients seen each
month as well as a comparison of present performance compared with past performance (See
Exhibit One). This is the information that is most commonly found in industry research and
appears to be the way the walk-in clinic industry measures success. Jimmy did share that they
are on track to be profitable in 2010, which is their second full year in business. This just goes to
show that if you dare to dream and are willing to work hard the dream can come true.

Patient Volume 2009-2010
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Exhibit Two--Entrance to Physicians Quality Care
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Exhibit Five--Children's Play Room
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Exhibit Six--Theatre

Exhibit Eight--Concierge's Desk
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Exhibit Ten—Boomers
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