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SUMMARY

— i

he paper first discusses the process of drawing specifica-
tions of casc materials wcouired for achieving teaching objectives
of a case coursse. Tﬁe pepur then goes on to &iscuss the process
involved in establishing cas. lzads and case writing, (Eﬁéthe dis—
cussion of case writing it denls with the auestions rolating to the
statement of case“problem, disguise of the identity of the organisa—
tion, confidential noture of information and 'Quid—pro-
quo‘-for case writing facility. It also discussos what details
should bg included in the case? study to achieve its teaching
objective;. Thé paper also éiscusses the institutional environment
demanded for effective application of caso method. It highlights
the.institutional tasks of building bridges between the management
and academic world, creating an environment of experimentation and
exploration with regard to the concept of managemcnht as 2 ficld of
learning and pedagogy for treining in docision makinq:;)The gifficult
task of rngtonciling the faculty's personzl objectives of creative-
ness with the institutional demands for orl_going prgblem*rolatad
case and project rescarch is also discussed, The papcr also pin-
points some of the problems of case developm:nt in developing
societices and new fields of management of agriculture and govern-—

mont systems.



Management has ueveloped into a profession, Its practitioners
need training no less_than thoea‘of‘medicine or law or any other such
profession, ?raditionally, a management school aims at training pro-
jess;onal‘m;n;geré fnr business.; Thus, its two major tasks are:

(1) to define the academic content of management as a fleld of learn-

ing, and (2) to develop a pedagogy that effectively trains practitioners
of management. Much work has been done since to develop manageme nt

into a distinct field of research and teachlng. It is also widely
'accepted that the goal of management education is not tﬁét'bf producing
'learned' or 'erudite' scholars of the subject. Its educational goal

-

is to help tihe trainees to acoquire facility to act in thé face of un—
certainty and risks. "It zske not how a man may be trained to Inovi,

L . ne
but how a man may be traineq tn act.""  The quﬂstlon asked is: can

n

practice of wanagement be teught? But the questien is of sgcondary

importance to the quastion: now can 34 be taurnt°

———. — i . s

1

process of re-examination adecuacy of this traditional a aim of
theirs and are re~dafir” tneir ares of activities to include mana-
gement of govermment systems aericulture, Lducatlon, planning, public

Programmes (noaltn, family oicaning) or ¢iat tribution systen,

Many  schools of mana agoment have recenily re-examintd (or are in the
J of the
El

2Malcoln P, Mellair and ﬂww+ G..

Harvard Buginess School (Hew ;
1954), p.3,

wavn (eds, ), lhg_tase tethod at the

FasCrrawHi11 ﬁOO' Compan Inc.
H ?

3Dav1d R, Willings, EQJ to Use the Case Study in fraining for decision

el ——

Making {London: Business Publicats. . s Linddod. 10“\-
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Case studies have & great potential in achieviag thal aducational
objective. They make it possible for the trainees to increase their
'voéabulory of experiehce and draw oh that learnlnc from others
experiencesuin dealing with concrete problem situations ﬁhich they may
face in the course of their caveer, This paper dbes ﬁof seek to examinsg
the valldlty of the ecucatlon theory underlqug,tha goal of management

educatlon nor the claim that the case method can effectlvely traln

'persons 1n the practice of manacement, The paper dlaCUS°95 the process

.of case development and tke 1ns-1tutzonal environment necessary for it.

it also p1np01nts S0me problem drear of case development 1n developlng
cociaties and some now aveas of managnment Gmanagement of agrlculture

and government systems).

ORGANISATION OF THE PAPER

Section 1 is an introduction to the paper. Section 2 discusses
the process of case development. .Section -3 - deals with ths institu-
tisnal eﬁﬁironmént necessary for case development work. 'SeCtions 4 anc
3 state the pronlems of case resea rch in ueveloplng qocletles and some
new areas of management (ag¢1cultura and gcvernment uystemsl respecLﬂ

ively.

. PROCESS OF CASE DEVELOPMENT

A case course 1s much more tHJn a mere collectloq of cases. Case

.4'

studies must bc relevant to the course objectlves. & good cése course
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should meet tro testst (1) it shoulé increase ﬁhe trainee?é;bccabulory
of experiepcé“-Which he can draw Lpon‘in dealing with fhe Hecisional
sifﬁitf&h;_ihaf he.is 1ike{x_tq face on the position, and (ii) he should
$ain an understandinérsf‘tﬁe‘relevént concepts anc techniques and their
2 _ \

application in the resclution of problems. The first sssential step

in case develoﬁment is thereforc to ansWErlfhg three cuestions: (i)} who
-ig the target trainee of the course? {ii) whet is the posifiéﬁ ﬁe is
trained for? and (iii) what are the kinds of decisional situations he
is likely to face in that position? Bgsides the relation of the coursc
to other courses must also bé kept in mind in determining the scheme
for case development work for the course. Answers to these quesfions
will determine the course conteqt and iés teaching objectives, sequens-
ing of the course and courselsessions, and weightages to be assigned o
different'toPics:of the course, I wquld_like to illustrate the_above
process by reference +to casg develeopment  work for & cage course in
Credit Ménagement'that I developed for a large nationalised comme:ciél
vank, The target traineés vierc branch managers énd officers in the
advances départment of the sad office of the benk. I found that the
mik of advances and job responeibilities varien wicely betieen branches,
depending upon their siz; ane lLocation, So I Fixrt idéntified & group
of traihégs who had a‘breaﬂly similzy advances mix and rGSponi?ilitics.
This was an essential step in veveloping a couvse design that was
related to the job of the trainse ﬁroup. The next step was to analvse

the kind of decisional arcas thst the trainsc group would face on the

jobh. This analysis was necessary to Jraw the specifications for case
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studies that wogld meet the courze objectives., I also found that a
majority of the tpa;ngeg;had noe background in managéhenﬁ and financial
accounting., - Accordingly, casagWritien with the objective of giving
“trainees an understancing of basic accounting concepts and methods am:
cost concepts and their applications in making credit decisions were
included in the course materials. This process of Developing 28 cource
framework lent a direction to the work of case collection and prepara~
tion of technical notes to achieve the course objectives. Appendix A

gives the outline of the course in Credit Management.

2,1 GCASE IEADS
. After the case situétiﬁnéfthat will meet thé coufsé objectives are
definea, the next step i5 to find leads for casghcollection. Leads for
collection of case matcwrials can Ee‘deveiOpeﬂ in-seééral ways, Oasa
. leads can be developed by 2 careful perusél of bompany reports,:reports
‘of study groups, commissions éﬁa comﬁitteeslappointed Ly the government
or associations of trade and induétry, histories of business houses,‘
research reports recordirméthé:ﬁndihéscﬁ’problem oiﬁe;ted rescarches,
business journals, and such bther:published materials. Often the case
writer_has some idea of the kind of probiem situation he is looking for.
In such a case a lead can be developad by identifying cohpanies that
are known to have expericncec such a problcm; For gxéﬁplg,_Iﬂwas }pokm
ing for.a case study on the pfoblems of amélgaméfion of banks. I kn@J

of a bgnk that came into being as a result of émalgamationrof four
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middle sized banks, I deveidped 2 lead with that bank for ﬁw proposed
case study through a friend of mine who knew the top executive of that
bank. Alumnaé of the school are a rich source of case leads, Host
:ﬁgﬁégemeﬁt schools organise management development programmes for
‘practiéing executives, Alumni of such executive devclopment programmo.:
are @ particularly fruitful source of case leads on the kinds of probl-o:
they are facing in weal 1ife. These leads are developed in the course
of interaction béhveen the practising exacutives and the faculty teach-
ing in the executive development programmes. Our experience is that

the potential of this source for case dovelopment work is not fully
exploited. Much depends on hoﬁ far the administrators of the managem~n<
schools have commuﬁ{cated'their needs for casevcoliéetiOH to their
alumnae antd the wiilingneés of the zlumnze to'commit their time and
effort to support and supplement the case collecfion activity of the
school. A word of caution isrnebessary though, The alumnae, who
sﬁpport or supplement the case collizction ac{ivity of the school, must
do so with the knowlsdge and consanfiof their top cxecﬁtives so that
their case coliection activity gaté legitimised and contribute to goor!
relations between the school and its alumnac.

v

2,1.1 Yet another source of cése load is the project rescarch work
undértaken by trainees/students as part of the course work, Such
problem centergd project rcporis provide good basis for de?elopment of
diagnostic and diagnostic-cum~prescriptive cepth case ztudies of reél

life management problems, Similarly some sxcsllent casc leads can be
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developed from tho »e8ssdzeh studies made by faculty 2s & part of procecc
of vollecting rescarch data t» co nebruct and/or test hysethesis or to
Tul il a ﬁhesisf Also some of the BDegt case leads are ceveloped out of
the consulting activity of the facﬁltyjof'ihe-managemen% school.
Consulting as:ignmentlgcngrally iﬁvolvés a deeﬁ seapch for the real -
praoblem gnd_p;escriptian of a2 course of action to resolve that problem.
The clients also fully_co—ope:ate inlt5e inﬁesﬁigafioh'df thé'problem

and provide all the data rpelevant to the énal§515 of the probiem.

 Before following upen a case .lead by an actual visit to the compam
for field work, it is a good practice to know all you can about thre
companf, its products-market data, the industry in which it i§ working
and its problems. A good deal of such information is available in the
published géurceé éuch ag the annual fimancial statements of the company,
indﬁstry sfudies, goéérnment policy statements, etc, ¥nyafiably,
c&mp#ny,exécutives are wore viiliing to cooperate when they find that
the case wfi£er has tazon pains to know as much as fhie can about the

company and ité probleoms. It iz also desirabla that a case writer

prepares & written specification of the case study, Such a specification

would include a statement of the teaching objective(s] of the case, 2
deggriptiOn of the decicional situstion which is tbe subject matter of
study, the data that nmight be necusssry for a meaningful analysis of tho
prqblemisitgation, and the possible sources of such data, uch a spe-

cification ghould provide a broad dircction te his field work, - But

it must not ke allowed to structure hiz Field work to an extent that

he sacrifices reality to the specification,
‘ b F



2.2,1 It is important to ensurc that a company does not feel pestered
by several people simultancously doing case collaction work with it,

- Before an approach is madeo to,aHCOmppny following a cace lead, it must
be verifieq whether anyons elsc is already working on another cése study
in the company and what has been the experiences of the previous case
writers with the case colisction work in that company; Such a coorci-
nation of caseo colléction work by the school authorities is extromoly

important,

l.2.é | For a case lead to be productive, it is adviséblc that the case

.§Ollection work starts with an appointment with a responsible;top
executive of the company, It is not unusual'fhat a company executive
dées not fully comprehend what he is getting into in agreeing to =
preparation of a case study on the company problem. It is a good
practice therefore to explain to him what a case study is (unless he

is an alumnus who is exposed to case method) and the kind of orobl em
and data you are looking for. It is also our experience that people

at lower levels of organisatién cooperate more-fully in the casze )
collection work if it is cleared with the top executives, "Tho further
you go from the top, the greater is the possibiiity of failure and also
greater is the possibility of scvtting off internal frictions within

: 4
the company vihich may eventually herm the school.™

T e . A 2 A et

4, . i .
McNair and Hereum, 0D, Cit., p.258



e
[£9]

7.3 CASE WRITING

Erghasmt 14 is ususl o beqin @ cose with 2 deseription of %he situa-
tien o2 2n cvent or an inéi&cht wiyich is the theme of the case study.

A case may also begin with {he.sta{ément of a problem as perceived 5&
the chief character in the case or by giving lead or cluss to the |
identificatlon of the wedl problem. ODepending upon the case abjective,
a case writer nras to decide on how far to obscure ihe real problem.:_
"The line between constructively obscuring the real\problem and 1eaaing
the participants up the gorden path is indeed 2 narrow one. Since real
life manageﬁént pwoblems:are—pfteh.obscured by outward appoarandés, the.
case study will be artificial .if the real problem is too evident, What
is more, the diagnostic element of the case stucy session will be lost.
1f, deevcr, the vcal problem is so thoroughly_concealed that the parti-
cipaﬁts,waﬁld'nct reasonably be eXpected to find it the objécts of the
case study are not likely to be achleved and thu pa;tlclpants w1ll be

unconsiructively frustrated. A goelden rule in wrltlng 0Ctﬂll§ around

the real problem is to gim foxr the ls=ast dgglc“ of conee wealment

Dﬁ%ﬂﬂéﬁlﬂﬁﬁt&_ ohiects. of the gase. studv, ——- - -
Nhnv ﬁaﬂEQE“" tend to focus thein attentlon on sSOmC detail and miss

the rzal problem altogether. The jucicious 1ntroduct10n of red herrings
into the casc stuéy can effectively highlignht ﬁlﬂ dangdrsref:this
tendené§. The operetive word 1s judicious. Managereﬂt p roblems can

be loaded with red herrings. A measurement of manager's serceptivity

-, ., i 5
can be the skil} with which hoe spots the rod herrings and the zeal issues.”

——— Y B P L Fe s e ——

SWillings, on.tite, ppal106 & 113,



2.3.1. . . The point can be illustrated with riéference to. some concrete

2otk

problem situatione which I came acvoss in my case collection and con-

sulting ﬁork. ‘A large ‘toxtile millrasked us to lock into-its ioéihg

+

operation., Thc top management-of the company wes of-thé view that
its real prgble@_was‘inability‘of‘its disﬁribution channel to ﬁarket
products that were hich contributors and inadeqﬁate }low of market
information. Ouir study revealed that its real probiem was that of
actife segarch for an optimal product mix tﬂat satisfied:the marketing
én&-manufacturing constraints and yiéldedJaniamouné‘df céﬁtrigution'
high enough to absorb its comparatively high fixed costs, Another
case deals with a dissatisfied management'ffainee:in‘a bénk. The
eaéé des;ribes in detail the growing disililisionment of %hc trainees
with the management znd vice vorsa, Cur study showed thet the pro-
blem was neither witi: the training programm: or the relidbility of
selection test, Tho xédl problem lay in the inabiliﬁy of the trainee
to relate ‘his training to his perception of his job wﬁich infiuzncad

his communication ard beoheviour with wanagesent.

DETAILS

A case writer hes to decide on what details to give in the
case, . The guestions that nocd consideration are: what details are

relevant and who is to Jdocide thwir relevance? What weightage should

be attached to the different detaiis? The easz writer's judgement on

what details are relevant to thu case analysis depends to a large
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extent on how much effor-t he has put in to understand the nglcs of
the industry and the probicem he is worklng on. But the best Judge of
what are reluvant deta115 in- the case’ situation are the characte¢s
invqlveo in the case study more than the case writer. Thc questlon
sii;; arises when in real life the decision was arrived at without
uée.of allrinfofmafibn that seem relevant to the case wriﬁér? Take
for example,-a case study on planning-and policy wﬁere the decls1cn
maker had not made wortiwhile use of the relavant. enV1ronmental data,
Should the casa ﬂrlber include such env1ronmental data wblch ware

nof used 1n actual declslon making process in order to achleve the
teachlng—learnlng objective of the -case?. loading a case with too many
details distracts from its value, The case. nust have Just enough
details to achieve its teaching purpose, For example, in 2 case sfudy
on the performance appraisal of ‘a bask,. addition of an appendix
describing various types of deposits, advances and remittances
1nstruments and brancn administration proved useful to the -analysis

of the case espec1ally by & predohinantly nonnbankerfpérticipant
- group. . It 15 also lnportant tnat the details must-be accurate,
-factual,and con°1stent Incor$ect informetion on yarn reallcatlon
from a pound o: c0uton in a casc study on the appralsal.of_anloan

for the purchaqe of a salnnwng whegl lzd the clasa to turning dOWn
the proposal when in fact it wes sanctioned. Checking cn details

is particularly important when thosce are included in order to disguise
the identity of tho organisation. Care must be taken in that case io

see that the case writer docs not in the process introduce discrepancies



that might destroy the credibility and beliéveabiiity of the case, How
does:one ansure adequacy and consistendy'of the details?. Onc way is
for the case writer to get the detéils check 3 by persons who arc
knowiedgeable~about the industry anc the prorlem situation; Anefher
way is to preparc a detailed teaching noto on the cass study‘setting
out its teaching objective gnd making = detailed amalysis of the case
situation. Such an gxerclise then brings out any éléring discrepancics
in the details or theoir redundancy or inadoquacy for achieving tho

gase objectivues,

Ygt‘another problem the case writer encounters in the process of
éase'development is to decide on whotner and how to aisguiss ihe casc,
A_casc may be disguised et the specific ronuest of the organisation.
Sometimeé the case writer may decidc to disguise the c2so thouéh no
rgquest-fo¥ it has been made by the ovganieation. This might be
désirable to enhance theo traching=learning value of the csse wﬁich will

rbe lost if the participénts identify the company and considered the
égtion it took in the case sitvatlion as right.6 There are soveral
-wéys to‘diéguisé the identity of the organisction., This could be
achieved by disguicsing the names of compenics, perscns, pr;ducts,

places and figures, 1In chocosing a disguiscd name, carc should be tazken

& . . o e . e
James ,Culliton, Handbosk en Case Writina (Makati, Philippines:
hsizn Institute of Managomont, 1973}, p.42,
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to sce that aléoﬁpany with 2 Similar‘namc docs not exist. It is my
expericnce that it can happen despite all the carc that you midgnt take,
As_fear as“pbgsibla, disgﬂisq of an inductry should bo avoided. Each
industry Easgits ﬁwn ‘céhnology, and sct of commercial and cconomic
prokhlems and fhc‘eﬁtirc case¢ discussion would.take place in an unrcel
éﬁntext when the &ndustry is disguised, Sometimes the company deﬁires
that the product may be disguised. In that case, it must be seen that
the product-market charzcteristics must be describ;d in sugficient
details to proserve the roal-life flafoﬁr. It is usual to disguisce the
ba;anca=sheet and profit and loss fiéurés by appiying a constant
muliiplier or 2 deflaiér; It is cifficult ih such a case to preserve
the basic,behavioural_félationship bet&een different types of costs,
Disguisékof balanca sheet ﬁTﬁ;profit and loss account figures usually
requires appropriatc revision of other related figures on investment,
scale of output, sales, wbrkidg capi%al, etc. Even the disguise of 2
place can crcate a prdblém. I wes writing a coss on the take over of a2+
bank, In putiing a valuéion that bank, 1t was necessary for'thg MAN D
gement to assess the buSiness-potential of trc places where that bank
had branches. Disguise of the pléCGé‘mado {his cifiicult. To aver~
gome this difficulty, the relevant data on businesé potential at thosc.
placcs were included in the cage.’ Sometimes the participants groups
bringe to bear on the casc :naiyﬁis fhe typical environmentel situa-
tion prevailing in the dﬁsgu15cd placc. This conriderably detracts

from the teaching-learning valuc of the caso.
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QOPINIONS AND FACTS

"Case W;iters are reportefs, not judges or opinion makers., They
should, therefore, stay out of the situation both in reality and in
their writing."7 A common error in case writing is to mix up opinions
for facts. There is also a danger of the description of the people and
problem in the case by case writer's perception of the beople and
situation, The best safe-guard against this canger.is.to check the -
draft of the case with the respondents and tho co-writer of the case,

if any,

CONFIDENTIALITY OF THE DATA

Evefy care must be taken to preserve the confidgptial_nature of
infofmafion gathered during case collection work. ?hg case writer must
disguise the case in the manncr ag:ged upon so that-theidentity of the
company is kept confidential. The case writer should not share the
information gathered from one oxecutive or organisation with another
cxceutive or orgenisation., Even a singlc case of violation of confi-
dence can damage the rcputation of the cchool and the trust that it
may enjoy with the world of management, A case writer is reguired to
obtain from a responsible company exgcutivo a written release of the
casc. "Therc arc two reasons why signed releases are insisted upon.
The first is to protect the company itself from the misinterpretation

of facts or from the uncontrolled use of materizl given in confidenceg
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the releasc card assures the company that the case will ke used cply in
the form in which it was »oleased. The second pur;bsé-is to'protect
the school by prbviding:written evidence that the permié;ion ﬁas been
granted to use the materiél in question."8 The" form of reléa#e letter
usecd by the Indian Institute of Manggement,:Ahmedabad is given in
Exhibit I, | |

\

GASE WRITING . PREBLEM OF “QUID-PRC-QUO"

The executives who throw open their companies for casc writing must
do so in order that others may profit from their own experiences. They
should understand that neither the case writer nor the school’they.
represent makes any promise of 'Quid-pro—éﬁb' fﬁf the time and effort
they commit in assisting casc collection work, Expectatibns that case
collection work would lead to free consulting help ofxappraiséi of the
decisions taken should be discouraged, Many small businessmen ao have
such expectations, A technician ehtrépreneur, who had coéperaféd in
developing a case study on his fimm, asked me if I could pfeﬁaie a cash
flow forecast and help him:hegofiéfﬁ a loan limit with his.baﬁker.
Another small entrebfeﬁeur, manuféEfurﬁhg electronics équipﬁénts, wanted
the case writer to represent his problems:which werc the supjcqt of
the case study to the financing institution and the goygrnmenf. There
.dre however four ways in which éﬁécutives mayﬁbehefitrf¥om case colléctibn

- work. First, a perspective exccutive derives a great deal of benefit

BMcNair ant Hersum, op,cit,, pp. 262-263
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from the way the case writer structures his approach_to fhe problem

under study, Company executives also gqf‘opportunities for self-

evaluation and introspection in the course of his asso&iation with the

data collection work for the casc study. Depending upon how knowledge—

able the casc writer is, case collection work may also generate new

aﬁproaches and alternatives for the resolution of the problem and these
v .

may'be later evaluated and pursucd by the exccutives, Further the

business gains from the supply of young managefs who have been trained

~to make decisions on real life managerial problems,

- HOW TO BRING REALISM IN ITS DISCUSSION

The claim that case method brings realism to the discussion in a

clessroom is contested, It is argued that case discussion 4n a classw

roém does not involve the pressures or- impose the penaltiés of decision-
making in real life. To bring rcalism to bear on the cage discussion

in the classroom therefore, two things can be done: (1) the students
must be pushed into taking a deci;ipn on the casz situation, Aftpr

they have taken the decision, they may be informed of the actual deci-
sion taken in the real life., This will make possible for the students
to ﬁcasure the results of theix aﬁfions. (i1) The other thing that

can’ be donec is to write a scries of cases such that each subséquent

case in the suries deals with the conscquences of the decision taken

in the previous case in the series,



2.9 CASE STUDY . THE MATURING PROCESS

Rarely does 2 case turn out to be perfect the first tlme it is
writcen;: It has to go through a certiin matu;1ng;pro¢css. Thu flrst
stage in the maturing proée begins with the preparatlon of a tﬂacnlng
notc of the case study. This often brings out the strengths and weak-
nesses of tﬁg caée siudy,"and points to the‘lings along which it needs

revision to achieve ite teaching objectives. Freoc and frenk discucssion

- of cases in a faculty seminar could also generate useful feedback on the

improvement of case studiess However for case seminars to be fruitful
sources of feedback for revision, there must be willingness on the part
of faculty to offer and takc criticism. Some useful directions for

revision of tﬁc case study also~cmerge from 1tq ulscuq51on in class_roon

situations.‘ The case writer should make detailec notcs of tnﬂ class—

Toom experionces in using tie casc so that he may be dble to evaluate

how Fer does ‘the case achipgve thoe teaching~learning objective(s) with

which it was written,

" CASE DEVELOPMENT AND INSTITUTIONAL ENVIRONMENT

The casc mothod domands a -cortain kind of.institutional environ—
mept for its effective appiication., These demgnds arc ggplained by
the fluid nature of manégoment as a field;cf study’and ;ﬁé educational
goal of a school of management, Even now the acadomicians have some

rescrvations in accepting that menagement is a field worthy of rescarch

and teaching and that the practicc of management can be taught, The
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concept of management z2nd pedagogy of training decision makers therefore
noed constant exploration and cxperimcntation. The authorities must
accordingly crcate cn cnvironment that is conducive to such experimenta-—

arch and teaching in managoment. Besides the educational

[#)

tion in res

/

~

goal of 2 management school is not that of preducing ‘erucite' or
"leazned' men, but practitioners of managument who are experiencially
and conceptuclly equisped te 2ct in the foeo of uncertainty and cheange,
The goal ¢f 2 management cehool is to develop and impart knowledge and
gkills required for the fuﬁolution of r¢al lif2 managerial. probloms,

To achieve that goai; it'ié nlcégsary that the sphool must build bridges
'Befﬁeen the academic and managemont-ﬁorlds. lBuilding such bridges is

however not 2n eééy institutional tdsk. Thg academicians believe that
management ie at best t an art, and recuircs sound commonsense and.
ckills to manipulate mon and affairs. morc fhan rigorous conceptualisa—
tion. The belief is to somc extent cnocouraged by the fact that cuite

a fow businossmén have not received much formal education on training.,
Besides the academiciane cpo roluctant to descent from the rolm of
logical conccpts and thoughts to the study of decision making proéeséus
in the day to day uncertsin and ch:anging vorld of management, To some
extent, this rcluctanc: te tackle concrot. buriness situationsrari9u§
because not many academicicns belicve that applicaotions of their con-
cepts ang tools in the reeolution of concrote manﬂgeriai probleﬁs can
be intellectually demaniing and saticfying. The practising managers on

3]

the other hand is unable to comprehend vhat acodemicians can do to help

them manage their affoirs. Their ncrception of academicians is
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that of persons who live in iﬁory tbwer, revel in building logic;l and
neat models and ore oblivious of the aifferent constraints and‘uhcer—
taintics that obtoin in the real life world of management. Case deve—
lopment work cannot make much heddway unlcss the authorities of thé
scheol accopt that the § 21 of the sducational process iﬁ_a school
should be that of procucing practitioncrs of mancgoment and take
effective'étcps to build bridgus between the academic 2nd the business
worlds whiich have but little comrunication butween thems It was for
tﬂis fééson&-hét_ou;nlns£itute organised prograrmes for practising
oxecutives bcfore starting a two-yenr full time residential Post—gra;
duate course in.business administration. Simila;ly, in my effof{s at

building a mcnagement programmé in a university department, I organiscd

‘a conference of the opinion setters in the local business with the

facuity mombers of commerce and other relevant cdisciplines. This
contributed to building up a mutually supportive relationship between
the local business world and thu department, The businessmen graodually

opencd up thei? firme for cose and projuect rescarch, granted donations

to support the verious activiticvs of the school, and subscribid to the

management dovelopment programmes organiscd wy the department,

The casc method places unusutl stresses agﬁ stroins on the faculty
of the management sciool. Its facully runs into a crisis of identity.
The busiﬁoss world rojects them as "impractical", "theoretical", and
"model builders”. Their peers in-the academic world reject them

because case research and applied rescarch work involving applications
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of existing knowledge in rzsoluiion of busincss preblems do not contri.
bute to tho extension of fronticrs of conceptuzl knowledgeo, The_faculty
in a management schosl is thue torn bedwoen these conflicting pulls,

He desires; on the onc hand, to Qain recognition from his academic pears
by ¢ongoging in basic research that might push the frontiors of knowledge
but may have no immccdicte apolication in tho managerial world and on

the other hand he has to moet the insfitutional demoncs of doveloping

¥
!

good casy courses and engaging in applicd work cimcd at understanr ing

o

and resolution of concrote managericl problems.? Tho faculty thereforc
profers to do project rescarch or basic research where a published book
Or 2 paper may provido viéible evidence of the Wr;ter's ability and
knowledge to his ‘academic peers. This may result in not enough atten—
tion being paid to weveloping @ good case course and case collection for
day~to-day tcaching., It is often forgotten that developing a good casc
course may involva verys of hard work,‘étudy ond concentrated attention,
For wxample, it took me full two yezrs of hard work ané study to develop
;
a two-tier management devclopment progr-mme for scnior bank porsonial.
This tendency to nwgicet casc collection viork is further stropgthened if
the faculty perccives that the ev-luation process in the scheool putes o
promium on project research or publication of research article more

than on case collecticon work on development of good case coursc., I

~know of onu menagement school where thies has in foct happened,

9McNair ane Hersum, op._cit., pp. 212-222 (See also Appendix B)
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What should be the rolc of academic ;d@inistrafion in
reconciling tHe fécultyis perscnal objeﬁtive Qf creativeness with the
in#titvtional requiiementg? This can be achiecved by asking the
faculty £o indicate his interest in teaching assignment, choice of
fieid of researdﬁ and areas for consulting work and allow him to
pursuc a mix‘of thie acctivity yhiph satisfies hic needs for éreatim
vity ﬁithout sacrificing the insfituiional objuqtive of constantly

learning from experience in the field.- The_school authoritics should

also stimulate and control the institutional consulting zctivities

and use them as instruments of foculty development., Often there ave

forces 2t work which tend to concentrate consulting activity in a
select group of faculty members, It is however important that the
authorities pursuc the policy of associating the younger and junior

faculty members with the ¢onsulting activities so thot thoy get

adequate opportunities to obtain this usecful kind of expericnce,

Such assicnment not only satisfy their ego and status nceds in the

" social world of tho school but also give thom insights *nto the

managerial decision making process and contacts with executives
which constitute a grect asset in his rescarch and teaching

activities.-

Finally, the administrative support is nocessary in mobilising
finance for supporting a vigorous cage and project research.work. The
case method is an oxpensive method of teaching., = The cost of a caso:

will vary with the type of the case., But it is difficult to compute
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the exact.unit cost per cose study. The recorded costs are always
1éss than the properly allocable costs, Thir ariscs from the foet
that costs of collection of zome cases owe chirged to censulting or

project:zescorch activities.

CASE DEVELOPMENT WORK IN A DEVELCPING SOCIETY, - SPECIAL FROBLEMS:

Case rescarch viork in a devcloping sceicty prosents a spocial
sct of problems., A good huhber.of'businGSS firme are family owned
and, controlled. In such firms, cdecision mekinyg processes are neither
explicit nor documcntcd, This af feets the case develoﬁment erk in
two ways. TFirst, it makas difficult to ascertaih and ré%rieve th§
¢ata actually used or considered in the decisional situation. Second,
since decisional procoss i ﬁot'documented, it neither gots reported
nor does it dppear in the internal records of the organiﬁafion. Fof
both these reason:z, soﬁe valuable cas: leads aze lost tb:thu-caéc
sesearchers. Further in the absence of professicnal manegzmeri in
most family ownedrfirms, vital dzcisions are made on an.ad hoc bacis
vith litfle formal planning or oxplicit strategy and policy formulation,
This limits the scope for writing comprchensive business policy type
of cascs. Most attempics o wiite such cases result in the caso

writer adding 2 2ot of micro level and convirormental data vhich in

5]

fact was net considored Ly the docision meker in the particular

situation, Thisz tonds to wake such ciascs zkin o orm-chalr casus,

in a

O

There are 2lso some reol oroblems of detz ccllectic

e

developing oconomy, Thz &i

“h

ficultics ot the firm level arises from
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the personalised style of management and‘absence.of explibit decision
meking process. At tho macro level, cata collection suffers on various
counte, There is o large time lag in the publication of data. It is
also ¢ifficult to find industry-wise dat2 in su ufficient detail on a

consistant basis over any reasonable length of time,

Yet another problem in a dcveloping cconomy is the difficulty that
a casc writer faces in successfully disguising the case. The industry
basc is narro with only 2 fow firms operating in many industries.

Fu¢ther the competition in most industries, particularly non—cerisumer

‘industries, is either limited or absent with the result that it is

much casier for these in business to identify the firm. 'Any attompt to
keep identity of the firm confidential by disguisc of the industry oxr
productline or the scale of opcrations may virtually destroy the

teaching-learning valuc of the casc situation,

Tncro is also some amount of unW1111ncneqs on tho part of cven

the enlightonod busincssmcn to open up for casc collectlon wo;k and lay
bare their.problems for the scrutiny of the case WEiter. This umwilling~
ness' is cxplalnod by uniquc enV1ronmontul factors in developlng societies,
First of such an env1ronmmnt11 fcctor is the detsailed gove;nmbntul
reulation and control of busincs s. There is thorefore thue apprehension
that some of these casc studices might'unintentionally invite goveinment
attention bﬁ them oz might lead to sdme unforsceﬁ troubls or irritations
from some quarters, The second.environmental factor that explains the

unwillingness to open up for case cgllection work is the close tiecs
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béhvoen the social and business 1ife. This bxplalns why some busincss
firms are unwilling to subjcoct the act;ons of those whom they hold in
high reéards being dissccted by the cose vriter on the grounds of
sentiment, FPFurther ogulte a fow businessmen in developing socivtics
have had ne foxmal managoment education or tvr2ining. They thercefore
develcped a sort of defensivencss against the secrutiny of their actions
by the c¢ase vriters from profcsbional schools and sometimes raﬁiggqliso
thelr responses to the aucstions of the c2s2 writers «c ég fo ﬁéko
their decisional process appear professional. To the extéht,;the

case study-will not reflect fhe reality of the business éituafion.

CASE COLLECTICN WORK IN THE FIELDS OF AGRICULTURE AND GOVERI‘E\«'IENT
SYSTEMS — SOME SPECIAL PRCBLEMS:

Recently, management schicols are re—appraising'their goals in an
cffort to relate thoir activitios to the changing environmental demands
and are extcnding their reseoxch and teaching activitics to the fields
of management of agriculture, governmont systems and public sector
entu"prlsug.lo This is particulorly truc of 2 management school in a.
developing soclety. Lorge investments are mele in developing countries
in the public secteor enterprises and agriculturc and efficient manage-
ment of these sectors is becoming crucizl to the success of the

experiment of planned cconomic development, The quostion to ask is,

s r——— . 18 e mrer— - - - - - -

0 .

Our Institutec has set up a Centre for Menagement in Agriculturc and
nave initiated studics in the management of banking systems, govern~
ment systems, zducation, and managemont of public programmes, etc.
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whathor the managoment process in the govcérnmental administration or
agriculture or_public soctor undertakings is a2 mere varient of the
managerial process in a profit seoking business enterprise or is it
a qualitatively different process? A great deal mere cxploration

and study is necessary before.n satisfactory answor could be found to
=C Y Y

.this question. However, our cxXperience of working in agricultural

and government sectors has brought to light certain unique problems

——

of casc collcction in these scctors.

AGRIGULTURE

'“First, we discuss the special problems of case collection in

agricultural sector. Case collection work in sgriculpiral ihput or

processing indhstries do not present any special set of problems. - The

problem will begin when case collcection work reaches the farm level.

A typical Indian farmer has 2 small holding and is illiterate and

-suspicious of 2n outsider's objectives in collecting data on his

operaticns, This makes difficult communication_pf case collection
objectives and how is it relevant to his lifc. his ﬁértginly_
influcnces his willingness to céopernte in fhetéaséhcollection work.
Some difficultics in case collection arises because of high degree
of uncertainty about the output (yizld) and income from investments
he might make in inputs."Furthué, farming beingra vay of life and
unorganiéed,-littLérsysfomatic.ahd zeliable data coula bo‘gvailablc

on the critical variables affccting farm level decisions.



5.2 GOVERNMENT: SYSTEIS

AEqualif difficult, if not mcre, is the task of & casce writer in
his study of the covermmental systom. The bureaucratic systom is so
total,‘iniegr:ted, and hicrarchicrl that it ie oxttromely difficult in
theo first place %o identify an autonemeous decision meking unit like
say a businuss corporaticn. In a cas: study, the decisicn maker is
cither known or identifiable. In a governmental buveaucratic gystem,
unless it i= stucied in its totality, it is not possiblz to name or

identify the decision makor in relation to ths problom situation.
Y P L ‘

5,2,1 Dévelcpmen%_of appraisal or policy types of cases at the level

cf a sub-systom ¢f o govermmental svstem, say a district, is difficult

3

in view of thc labyrinth of rules, procedures and precedents that

operote as binding constraints on the docision making., It is difficult
to decide on what all the rcicfﬁﬁt“65nstraints are and to incorporate
these in the casc study., A business firm can develop 2 ¢lear-cut
critericn or o wecisicn zule to cuide its cheoice of an optimal course
of action. In a governmental systom, criterisn or decision rulc for

a choice of action is rarcly oxplicitly steticd or is so qualitative
(political) that it is not ecasy to cvaluate the wesults of an action.
Lastly, there is the oxcessive sceretivensss about the data bearing

on Gifferont case situations, his mokoes collection of reloevant data
almost impossible, or you get data too outdated to bu wclevant to the

present-dav situation. In the few cases where dota could be collected,



the process could boe time consuming and frustroting, Ifinéily, it
is not casy to decide who is thoe person wao can releasc the case
for use. Often scveral choracters and departnonts are involvcd;
This poscs = problam in identifyine 2 ﬁerscn vho can authorise thé
use of case. At the same time failure to obtain proper reloase ﬁay

prove very costly in terms of the scheol's relations with the govern—
11 ' ' '

-

‘mental administrative anpratus,

NUPRRPR

1}'In writing this part of the paper I have greatly bencfitted from my
discussions with my cclleagues, Dr.V.R. Gaikwad agd Professor and
Dr,P.5. George, Chairman, Centre for Monagement in. Agriculture,
Both of them have dene work in the ficlds of agriculture and govern—
ment systems. Tho responsibility for the viows howeovor is entirvely
mine. ’ -



APPENDIX A
CREDIT MARAGEMENT FROGRAMVE OUTLINE

Crecdit Management Programme

Programme title
Programme curation 3 Tio vieeks

Branch Maragers of metropolitan

- branches, large urban branches,
Officers in tho rank of Controllers
in the head office.

Participants group

The primary objective of tte pro—
grarmme war to impart experiencial
~and conceptual training to the
participants so that they could
make competent credit decisions,

Programme cbjectivae

Notes Since the bank ie organising special-workshops in 2gricultural
financing, we have otluded agricultural loans from tho puTviow
of this ceursc. In selection and. preparation of teaching
matericls,. due emphasis will be given to loans to priority
sectors, particulerly small business"(retailers), self-cmployed,
and aleo smell manufacturers. This progremme is supplemcnted
by two specialised progrommes in finencing of agriculture,
and small scale manufacturers,
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Course cuntent Case materials Heightage
Basic accounting cuncopts 1. Technical Notes 1
and gcnavertions ‘ _a) Basic Accounting Concepts

2l Conventions (tcaching
information technical note)

2. Balanceshuoct of » seloctod

COMDANY.,
Understanding the form 1. Technical HNotc: ‘ 4 2
and structure of balanco- a) Balance shect '
shect and classification b} Profit =nd Loss Account

of assots and liabilitics
© ° 2. Balance sheet of 2 solocted

company



Course cortent

B R T e

Case materials
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“Hleightage

.

o e L W, W . L Sl bl Sy s B "R L

Financial statcmant
analysis - ratio analysis
as a tool for detormining
liguidity, s«iwvency, anc
profitability of & company

Financial statement
analysis - inter-firm
comparison

Explaining concepts of
ash flgw, funds {low
and mothod of preparing

it and its uses

Forecasting of funds
nzeds - Cash budnet
mzthod

dorking Capital -
definiticn of working
capital, assessment of
working capital reguire-
ments, credit authorisa-
tion schome of theo
Rescerve bank of India

l.

2.

i

Technical notess 3
a) Somc coummon rotias
b) Uszcr and Iimitctions of

finoncial stotomonts

Case StULJL

a)‘Casblo; *n Unizentificd
industry

b} Dunlcp India Ltd. {B)
(teaching cxeroisc type

casa)

Crs

ase studys: H
a) Ra

jdhani Textile kills

Casw studicvs: 2
a} Dunlop India Ltd.(A)} or

p) Amalgamated Indus. Ltd. or

¢c) toharaja Milis Ltd,

Assigned roeadingst

a)"Cash Flow -tnalysie from
Managcrial Control"
Noticnal Association of
Accountants

Technical

Note: 1
a) Hoto on

financial forecasting

Casc Studicss

a) Rajasthen spinning 4 weeving
Mi1ls Co.Ltd, (B)

b) Surzj Pharmaceauticals Ltd.

or

Teehnical Hoto 6

a) Viorking CﬂpltL

b) Credit authorisation schanme of
the Reserve Dank of India ~ sgmc
problem areas in its impleéments—
tion.

Casc studicss

a) Sundsr Mills Ltd. .

b) Svatantra Bank Ltd.

¢} Yavbharat Bank Lid.
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Course content Case moterial ' - Seightogs
Sources ¢f credit Teaching information nate on 1
information the subject

Preparation of credit Spucimen of some filled in eredit 3
oroposals ~ filling up proposals for cifferent types of

the bank's standaxd borrower=, The sets ¢of ‘the

credit proposal forms spoecimens gre so salucted that

thzy contain some well orepared,
scme incompletely prepared and
some others that are poorly
propared.,

Appraisal of credit 1. Hand—cute on the subject giving 5
proposal cxtracts from the moruzl of
instructions of tho bdnk.

2. Case studies: -
a) Bharat Glass Yorks (A}, (B), (C) (Tezm loan)
b) B.C. Chatterjee (Discounting of Bill)
c) Traders Lank GO
d) Bharat Chemiscls Pyt Ltd
(small scale sector)
e} Sharma Engineers & Foumdarioes
(5m2ll scalc sector)

Follow~up and super-— 1. Hand-outs bascd on the monual of 4
vision of adwvances instiuctions on th: subject

2. Case studics:s
a) Bharat Chemicals Pvt. Ltd,

Risks and pit-falls 1, Techhical -mtes
in hypothecation a) Some Aspucts of Hypothecstion
advances Advances.

2. Caso study:s Lakoviow Zank
", Reading aszignments:
a} Advonces Agoinst 3oods, by Shastri.

Documentation The suts of documents should be so 2
praparat that come are corrvect and
compl.te, some incorplete and somo
olhur incorroct—spuocinens of tho
forms for registraticn of charges and
satisfoction of churges in casecs of
1imitod companics,

Reserve Bank of India Hanc-puts written in simple langauge, 2
Bill market scheme and based on circulars on bHill mavket
selective credit schume 2ngd cither re--finznce schomo,

control




APPENDIY B

PROGRESS OF CASE TOLLECTION AT THE
INDIAN INSTITUTE OF FARAGEMENT, AHMEDA3AD

Eases collsected Cumulative -
during the year cases collected#
. 1963-64 100 100
196465 200 300
1965-66 100 400
1966-67 100 500
- 196768 150 650
1968-59 100 750
'1969-70 100 850
1970-71 25 875
1971-72 31 906
1972-73 - 69 y 875

'*Suurce:_‘ﬂnnual Report 1972-73 of Indian Institute of

NOTE:

Menagement, Ahmedabad.

"~ The break—-up of the cases inwvu weunnices notes, otner

informat ional materials, teaching exercise type of
cases and technique oriented cases are not available.
Nor is the break-up of cases by subject areas readlly
available.
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