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ECA Case Practice

Case:  Powdered Drink Product- Expansion into Europe

Your client, a US based manufacturer of a powdered drink, similar to Kool Aid, wants to expand into Europe.  You are tasked with determining how they will accomplish this.  What are some of the key things you will need to know?   {Kool Aid is a flavored powder that, when mixed with water, creates a sweet drink}

{This approach is only suggested- the interviewee may take a very different route and arrive at similar conclusions.  Don’t try and force them to take this approach.  Try and keep hints generic, such as “What else would you think about regarding distribution?” after they have identified it as a key issue.  Don’t give them hints too soon and don’t worry if they don’t get every point under each item.}

Potential Response

Why do they want to expand?  Why Europe over Asia or Latin America?  {This is a key question that may not be asked.  The reasons for expansion may drive the way you would approach it.  Extra credit if they ask this up front.}

Answer:  They have saturated the US market and want to grow.  The Europe decision is valid.
Don’t let them get too bogged down.  If they ask a lot of questions about this decision, eventually just tell them to assume it is a valid decision, from the client perspective.

Key Issues  (* = the interviewers eyes light up!)
Internal

· Firm’s competence/strength

· Capacity*

· Existing products/plants/distribution channels in Europe

· Relationships in Europe

External

· Demand in Europe for this type of product
· Differences in local culture/ customs 
· Need for custom packaging/ branding by country
· Can we make the product to their specifications in our current facilities?
· How would you explore the European market? 

· Use our (consulting firm’s) resources in Europe

· Hire local consulting/consumer research firm

· Contact retailers, distributors and manufacturers of related products

· Market test/ focus group

· Competitive landscape 
· Retaliation
· Can we have a competitive advantage such as price or differentiation
· Does our strength match up to the needs in Europe? (yes)*
· Shelf Space*
· Distribution**
· Export from US  (Trade barriers?)
· Use own distribution force
· Use distributor/consolidator 
· Partner with a firm selling related products (parallel) *
· License product to local manufacturer and use their channels (extra credit)
· Joint venture with local manufacturer (extra credit)
· Need for a local plant, if so where do you put it?:
· Economic incentives
· Regulatory climate
· Proximity of suppliers
· Consider distribution
· Unusual local conditions  (will water supply impact quality of our product?) *
The key to the case:  you are not looking for the answers (such as the number of competitors or the specific market niche we can attach).  You are looking for the identification of all of the key components of the analysis.  Secondly, if they say they want certain info, you want to test whether they understand how to obtain it.
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