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McKinsey Business Analyst Interview
Guide

Question 1: Your client is a leading global beverage company. They have seen a
decline in their market share in the carbonated soft drinks category in North
America over the past three years. What are the potential causes of this decline,
and what steps would you take to investigate?

Answer:

The decline in market share could be attributed to a variety of factors, which | would
categorize into internal and external factors.

External Factors:

e Changing Consumer Preferences: There’s a growing trend towards healthier
beverage options, with consumers becoming more conscious of sugar content
and artificial ingredients. This could be leading to-a shittaway from traditional
carbonated soft drinks.

¢ Increased Competition: The beverage market is highly competitive. We need to
analyze the strategies of key competitors, including new product launches,
pricing strategies, and marketing campaigns. Have there been new entrants in
the market, such as craft soda brands or functional beverage companies, that are
capturing market share?

e Regulatory Changes: New regulations, such as sugar taxes or stricter labeling
requirements, could be impacting sales.

e Economic Factors: A downturn in the economy could lead consumers to switch
to cheaper alternatives or reduce their overall discretionary spending.
Internal Factors:
e Product Portfolio: Is the client’s product portfolio outdated? Are they failing to
innovate and introduce new products that align with current consumer trends?

e Pricing Strategy: Is the client’s pricing competitive? Have they recently
increased prices, leading consumers to switch to competitors?



e Marketing and Branding: Is the client’s marketing message resonating with the
target audience? Are their branding efforts effective in differentiating them from
competitors?

e Distribution Channels: Are there any issues with the client’s distribution
network? Are their products readily available to consumers where they shop?

Investigation Steps:
To investigate the root causes, | would propose a multi-pronged approach:

1. Market and Competitor Analysis: | would start by conducting a thorough
analysis of the North American beverage market. This would involve gathering
data on market size, growth trends, and competitor performance. | would also
analyze competitor strategies, including their product offerings, pricing, and
marketing campaigns.

2. Consumer Research: | would conduct consumer research to understand
changing preferences and purchasing behavior. This could include surveys, focus
groups, and analysis of social media data.

3. Internal Data Analysis: | would analyze the client’s internal data, including sales
data by region, product, and channel. This would help identify specific areas of
weakness.

4, Stakeholder Interviews: | would interview key stakeholders within the client’s
organization, including marketing, sales, and product development teams, to
gather their perspectives on the causes of the decline.

By combining these different sources of information, we can develop a comprehensive
understanding of the situation and identify the key drivers of the market share decline.
This will then allow us to develop targeted recommendations to help the client reverse
the trend.
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Question 2: Your client is a large retail bank that is considering launching a new
mobile banking app. What are the key features you would recommend including
in the app, and how would you prioritize their development?

Answer:

The key features of a new mobile banking app should be designed to meet the core
needs of customers while also providing a differentiated and engaging user
experience. | would group the features into three categories: “Must-Haves,”
“Performance Enhancers,” and “Delighters.”

Must-Have Features:

These are the fundamental features that customers expect from any mobile banking
app. Without these, the app would not be viable.

e Account Management: View account balances and transaction history for all
linked accounts (checking, savings, credit cards, loans).

e Fund Transfers: Transfer money between own accounts and to other people’s
accounts (P2P payments).

e Bill Pay: Schedule and pay bills electronically.
e Mobile Check Deposit: Deposit checks by taking a photo of them.

e Security Features: Secure login with biometric authentication (fingerprint or
face ID), two-factor authentication, and the ability to temporarily lock or unlock
cards.

Performance Enhancers:

These features are not strictly essential, but they significantly improve the user
experience and can be a key differentiator.

e Personal Finance Management (PFM) Tools: Budgeting tools, spending analysis
by category, and savings goals.

¢ Personalized Alerts and Notifications: Customizable alerts for low balances,
large transactions, and upcoming bill payments.



e Card Management: Activate new cards, report lost or stolen cards, and set travel
notifications.

e ATM and Branch Locator: An interactive map to find nearby ATMs and branches.
Delighters:

These are innovative features that can surprise and delight customers, creating a
strong emotional connection with the brand.

e Al-Powered Financial Assistant: A chatbot or virtual assistant that can answer
customer queries, provide financial advice, and even execute transactions based
on voice commands.

e Gamification: Incorporate game-like elements, such as rewards and badges, to
encourage good financial habits.

e Integration with Other Apps: Integrate with other popular apps, such as
budgeting apps or investment platforms, to provide a more holistic financial
overview.

Prioritization:

| would prioritize the development of these features based on a combination of
factors, including customer value, business impact, and technical feasibility. The
“Must-Have” features would be the highest priority, as they are essential for the app’s
launch. | would then prioritize the “Performance Enhancers” based on which ones
would provide the most value to the largest number of customers. Finally, | would
consider the “Delighters” as longer-term goals, to be developed and rolled out in
subsequent releases of the app. We could use a prioritization framework like the
MoSCoW method (Must-have, Should-have, Could-have, Won’t-have) to formalize this
process.
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Question 3: A major pharmaceutical company has developed a new drug for a rare
disease. The drug has been approved by the FDA, but the company is unsure how
to price it. What factors should they consider when setting the price?

Answer:

Pricing a new drug for a rare disease is a complex decision with significant ethical and
business implications. The company needs to balance its need to recoup its R&D

investment and generate a profit with the need to ensure that the drug is accessible to
the patients who need it. | would recommend considering the following factors:

Value-Based Pricing: The price of the drug should reflect the value it provides to
patients and the healthcare system. This includes not only the clinical benefits of
the drug, such as improved survival rates or quality of life, but also the economic
benefits, such as reduced hospitalization costs or the ability for patients to return
to work.

R&D Costs: The company has invested a significant amount of money in the
research and development of the drug. The price needs to be high enough to
recoup these costs and to fund future innovation.

Competitor Pricing: While the disease is rare, there may be other treatments or
therapies available. The company should analyze the prices of these alternatives
to ensure that its drug is competitively priced.

Market Size: The number of patients with the rare disease is small, which means
that the company will have a limited market for its drug. This may justify a higher
price per patient to achieve a reasonable return on investment.

Payer and Government Reimbursement: The company needs to consider
whether the drug will be covered by insurance companies and government
payers, such as Medicare and Medicaid. The price will need to be set at a level
that these payers are willing to reimburse.

Patient Affordability: The company should also consider the ability of patients
to afford the drug, even with insurance coverage. They may need to offer patient
assistance programs or other financial support to ensure that the drug is
accessible to all who need it.



e Public Perception and Reputation: The pricing of a drug for a rare disease can
be a sensitive issue. The company needs to be mindful of the potential for public
backlash and damage to its reputation if the price is perceived as being too high.

Given these factors, | would recommend a value-based pricing approach, supported by
a comprehensive analysis of the clinical and economic value of the drug. The company
should also engage in discussions with payers, patient advocacy groups, and other
stakeholders to ensure that the price is fair and sustainable.
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Question 4: Your client is a private equity firm that is considering acquiring a
chain of fitness centers. What are the key areas you would investigate during due
diligence?

Answer:

During due diligence for the acquisition of a fitness center chain, | would focus on
three main areas: Commercial Due Diligence, Financial Due Diligence, and Operational
Due Diligence.

Commercial Due Diligence:

e Market Analysis: | would analyze the overall fitness market, including its size,
growth prospects, and key trends. Is the market growing or shrinking? What are
the key drivers of growth? What is the level of competition?

e Competitive Landscape: | would identify the key competitors and analyze their
strengths and weaknesses. How does the target company differentiate itself from
its competitors? What is its market share?

e Customer Analysis: | would analyze the target company’s customer base. Who
are their customers? What are their demographics and psychographics? What is



the customer retention rate? What is the average revenue per customer?

Brand and Reputation: | would assess the strength of the target company’s
brand and its reputation in the market. Is it a well-known and respected brand?

Financial Due Diligence:

Historical Financial Performance: | would analyze the target company’s
historical financial statements to understand its revenue and profitability trends.
Is the company profitable? Is its revenue growing? What are the key drivers of its
profitability?

Quality of Earnings: | would assess the quality of the target company’s earnings
to ensure that they are sustainable. Are there any one-time or non-recurring
items that are inflating the company’s earnings?

Working Capital: | would analyze the target company’s working capital
management. Is the company efficiently managing its inventory and receivables?

Debt and Liabilities: | would review the target company’s debt and other
liabilities to assess its financial risk.

Operational Due Diligence:

Facilities and Equipment: | would assess the condition of the fitness centers,
including the quality of the equipment and the cleanliness of the facilities. Are
the facilities well-maintained? Is the equipment up-to-date?

Management Team: | would evaluate the strength and experience of the
management team. Do they have a clear vision for the future of the company?

Staffing and Operations: | would review the company’s staffing levels and
operational processes. Are the fitness centers adequately staffed? Are the
operational processes efficient?

IT Systems: | would assess the quality of the company’s IT systems, including its
member management system and its financial reporting system.

By conducting a thorougn due ailigence in these three areas, we can provide the

private equity firm with a comprehensive assessment of the target company and help

them make an informed investment decision.
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Question 5: A technology company is experiencing a high rate of employee
turnover, particularly among its software engineers. What are the potential
causes of this turnover, and what recommendations would you make to address
the issue?

Answer:

A high rate of employee turnover among software engineers is a serious problem for a
technology company, as it can lead to a loss of institutional knowledge, decreased
productivity, and increased recruitment costs. To understand the root causes of this
turnover, | would investigate the following potential factors:

e Compensation and Benefits: Are the company’s salaries and benefits
competitive with other technology companies in the area? Software engineers
are in high demand, and they will leave for better-paying opportunities if they
feel they are being underpaid.

e Career Development Opportunities: Do software engineers have clear career
paths and opportunities for growth within the company? Are they given
opportunities to learn new skills and work on challenging projects? A lack of
growth opportunities is a common reason for employees to leave.

e Work-Life Balance: Is the company culture one that promotes a healthy work-life
balance? Are engineers consistently working long hours and weekends? Burnout
is a majorissue in the tech industry, and it can lead to high turnover.

e Management and Leadership: Are the managers and leaders in the engineering
organization effective? Do they provide clear direction, support their teams, and
create a positive work environment? Poor management is a leading cause of
employee dissatisfaction.



e Company Culture: Is the company culture one that values and respects its
employees? Is it a collaborative and innovative environment? A toxic or
bureaucratic culture can drive away top talent.

Recommendations:

Based on the findings of our investigation, | would make the following
recommendations:

1. Benchmark Compensation and Benefits: Conduct a thorough benchmarking
study to ensure that the company’s compensation and benefits are competitive.
This may involve adjusting salaries, offering better bonuses, or improving the
benefits package.

2. Implement a Career Development Framework: Create a clear career ladder for
software engineers, with defined roles, responsibilities, and expectations at each
level. Provide opportunities for training, mentorship, and stretch assignments.

3. Promote Work-Life Balance: Encourage managers to promote a healthy work-
life balance by setting realistic deadlines, discouraging excessive overtime, and
offering flexible work arrangements.

4. Invest in Management Training: Provide training to managers on topics such as
coaching, feedback, and creating a positive team culture.

5. Foster a Positive and Inclusive Culture: Take steps to create a more positive
and inclusive culture, such as promoting open communication, recognizing and
rewarding employee contributions, and celebrating diversity.

By addressing these root causes, the company can create a more attractive and
rewarding work environment for its software engineers, which will help to reduce
turnover and improve employee retention.
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Question 6: Your client is a fast-fashion retailer that is struggling to compete with
online-only players like ASOS and Boohoo. What advice would you give them to
improve their competitive position?

Answer:

To compete with online-only fast-fashion players, the client needs to leverage its
physical store footprint as a key differentiator while also strengthening its online
presence. | would recommend a three-nrongad strategy:

1. Create an Omnichannel Experience: The client needs to seamlessly integrate its
physical and online channels to create a true omnichannel experience for its
customers. This includes:

o Click-and-Collect: Allow customers to buy online and pick up their orders
in-store.

o In-Store Returns: Allow customers to return online orders to any of the
client’s physical stores.

o Endless Aisle: Equip store associates with tablets so they can order out-of-
stock items for customers and have them shipped to their homes.

o Store as a Showroom: Use the physical stores as showrooms where
customers can see and try on the latest styles before buying them online.

2. Enhance the In-Store Experience: The client needs to make its physical stores a
destination that customers want to visit. This can be achieved by:

o Creating a More Engaging Store Environment: Use technology, such as
interactive displays and social media walls, to create a more immersive and
engaging experience.

o Offering Personalized Styling Services: Provide personal stylists who can
help customers find the perfect outfit.

o Hosting In-Store Events: Host events, such as fashion shows and
workshops, to draw customers into the stores.



3.Improve Supply Chain Agility: To compete with the speed of online-only
players, the client needs to improve its supply chain agility. This means:

o Adopting a Test-and-Learn Approach: Produce small batches of new styles
and test them in a limited number of stores. If a style is successful, it can be
quickly rolled out to all stores.

o Nearshoring and Onshoring: Move production closer to home to reduce
lead times and improve responsiveness to changing trends.

o Investing in Technology: Use data analytics and Al to forecast demand
more accurately and optimize inventory levels.

By implementing this three-pronged strategy, the client can leverage its physical
stores as a competitive advantage, create a more engaging customer experience, and
improve its ability to respond to the latest fashion trends. This will enable them to
compete more effectively with online-only players and regain their market position.
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Question 7: A global consumer packaged goods (CPG) company wants to launch a
new line of organic snacks. What are the key considerations for their go-to-market
strategy?

Answer:

A successful go-to-market (GTM) strategy for a new line of organic snacks requires a
deep understanding of the target consumer and a well-orchestrated plan across
product, price, placement, and promotion. Here are the key considerations:

e Target Audience: Who are we targeting with this new line of organic snacks? Are
we targeting health-conscious millennials, parents of young children, or affluent



consumers who are willing to pay a premium for organic products? A clear
definition of the target audience will inform all other aspects of the GTM strategy.

e Product Positioning: How do we want to position the new line of organic snacks
in the market? Do we want to position it as a premium product, a healthy
alternative to conventional snacks, or a convenient on-the-go option? The
positioning should be clearly communicated in all marketing materials.

e Pricing Strategy: The pricing strategy should be aligned with the product
positioning and the target audience’s willingness to pay. Organic products
typically command a premium, but the price should not be so high as to alienate
the target audience. We should also consider the pricing of competitor products.

e Distribution Channels (Placement): Where will we sell the new line of organic
snacks? Will we sell it through traditional grocery stores, natural food stores, or
online? The choice of distribution channels should be based on where the target
audience shops.

e Marketing and Promotion: How will we create awareness and drive trial for the
new line of organic snacks? The marketing and promotion plan should include a
mix of digital marketing (social media, influencer marketing, search engine
marketing), public relations, and in-store promotions.

e Launch Plan: 'We need to develop a detailed launch plan that outlines the key
activities, timelines, and responsibilities. This should include a phased rollout,
starting with a limited number of stores or a specific geographic region, to allow
us to test and learn before a full-scale launch.

By carefully considering these factors, the CPG company can develop a comprehensive
GTM strategy that will maximize the chances of success for its new line of organic
snacks.
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Question 8: Your client is a large airline that is facing increasing competition from
low-cost carriers (LCCs). What strategies would you recommend for the airline to
compete effectively?

Answer:

To compete effectively with low-cost carriers, the airline needs to adopt a multi-
faceted strategy that leverages its strengths as a full-service carrier while also
addressing the price sensitivity of many travelers. | would recommend the following
strategies:

1. Segment the Market and Differentiate the Product: The airline should not try
to compete with LCCs on price alone. Instead, it chould segment the market and
offer a differentiated product to different customer segments. For example:

o Business Travelers: Offer premium services such as lie-flat seats, lounge
access, and priority boarding.

o Leisure Travelers: Offer a more basic product at a competitive price, but
with the option to add on ancillary services such as checked baggage and
in-flight meals.

o Loyalty Program Members: Enhance the loyalty program to reward
frequent flyers with upgrades, free flights, and other perks.

2. Optimize the Cost Structure: While the airline cannot match the low-cost
structure of LCCs, it can take steps to optimize its costs. This includes:

o Fleet Modernization: Invest in more fuel-efficient aircraft to reduce fuel
costs.

o Process Improvement: Streamline ground operations and other processes
to improve efficiency.

o Labor Negotiations: Work with unions to negotiate more flexible work
rules and reduce labor costs.

3. Leverage the Network: The airline’s extensive network is a key competitive
advantage over LCCs, which typically operate on a point-to-point basis. The
airline should leverage this network by:



o Offering More Connections: Provide seamless connections to a wider
range of destinations.

o Partnering with Other Airlines: Form alliances with other airlines to
expand its network reach.

4. Enhance the Customer Experience: The airline can differentiate itself from LCCs
by providing a superior customer experience. This includes:

o Investing in Technology: Use technology to improve the booking process,
provide real-time flight information, and offer personalized services.

o Empowering Employees: Empower frontline employees to resolve
customer issues quickly and effectively.

By implementing these strategies, the airline can compete more effectively with LCCs
by offering a superior value proposition to its target customer segments.
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Question 9: A leading e-commerce company wants to enter the grocery delivery
market. What are the biggest challenges they will face, and how can they
overcome them?

Answer:

The grocery delivery market is notoriously challenging due to its low margins, complex
logistics, and intense competition. The biggest challenges a new entrant would face
are:

e Last-Mile Logistics: This is the most significant challenge. Delivering fresh and
frozen groceries to customers’ homes in a timely and cost-effective manner is



incredibly difficult. It requires a dense network of fulfillment centers, a large fleet
of delivery vehicles, and sophisticated route optimization software.

¢ Inventory Management: Groceries are perishable, which makes inventory
management a major challenge. The company needs to accurately forecast
demand to minimize spoilage and waste, while also ensuring that it has enough
stock to meet customer orders.

e Customer Acquisition and Retention: The grocery market is highly competitive,
with established players like Walmart and Kroger, as well as a growing number of
startups. The company will need to invest heavily in marketing and promotions
to acquire new customers and build loyalty.

e Profitability: The economics of grocery delivery are tough. The low margins on
groceries, combined with the high cost of last-mile delivery, make it difficult to
achieve profitability. The company will need to find ways to increase basket size,
optimize delivery density, and generate ancillary revenue streams.

Overcoming the Challenges:

To overcome these challenges, the e-commerce company can leverage its existing
assets and expertise while also adopting some innovative strategies:

1. Leverage Existing Logistics Infrastructure: The company can leverage its
existing network of fulfillment centers and delivery vehicles to support its
grocery delivery operations. This will give it a significant cost advantage over
startups that have to build their logistics infrastructure from scratch.

2. Partner with Existing Grocers: Instead of building its own grocery supply chain,
the company could partner with existing grocery retailers. This would allow it to
offer a wide selection of products without having to manage its own inventory.

3. Offer a Subscription Model: A subscription model, similar to Amazon Prime,
could help to build customer loyalty and generate a recurring revenue stream.
Subscribers could receive benefits such as free delivery, exclusive discounts, and
access to a wider range of products.

4. Focus on a Niche Market: Instead of trying to compete with the big players
across the board, the company could focus on a niche market, such as organic
groceries, prepared meals, or ethnic foods. This would allow it to differentiate
itself and build a loyal customer base.



5. Automate Fulfillment: In the long term, the company could invest in automation
technologies, such as robots and automated guided vehicles, to reduce its
fulfillment costs and improve efficiency.

By taking a strategic and phased approach, the e-commerce company can overcome
the challenges of the grocery delivery market and build a successful and profitable
business.
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Question 10: Your client is a non-profit organization that provides job training to
unemployed individuals. They want to measure the impact of their programs.
What metrics would you recommend they track?

Answer:

To measure the impact of their job training programs, the non-profit organization
should track a combination of short-term, medium-term, and long-term metrics. This
will provide a holistic view of the program’s effectiveness and its impact on the lives of
the participants.

Short-Term Metrics (During and Immediately After the Program):

e Program Completion Rate: What percentage of participants complete the
training program? This is a basic measure of program engagement and
satisfaction.

e Skills Acquisition: Did the participants acquire the skills that the program was
designed to teach? This can be measured through pre- and post-training
assessments, practical tests, or certifications.



e Participant Satisfaction: How satisfied were the participants with the program?
This can be measured through surveys or feedback forms.

Medium-Term Metrics (3-6 Months After Program Completion):

e Job Placement Rate: What percentage of program graduates are employed
within a certain timeframe after completing the program? This is a key measure
of the program’s success in helping people find jobs.

e Time to Placement: How long does it take for graduates to find a job? A shorter
time to placement indicates a more effective program.

e Job Quality: What types of jobs are the graduates getting? Are they full-time or
part-time? Are they in the field for which they were trained? Are the wages
sufficient to support themselves and their families?

Long-Term Metrics (1-3 Years After Program Completion):

e Job Retention Rate: What percentage of graduates are still employed in their
jobs one year, two years, and three years after placement? This measures the
sustainability of the employment outcomes.

¢ Income Growth: Have the graduates’ incomes increased since completing the
program? This is a measure of the program’s long-term economic impact.

e Career Advancement: Have the graduates been promoted or taken on new
responsibilities in their jobs? This indicates that the program has helped them
build a foundation for long-term career growth.

e Reduced Reliance on Public Assistance: Have the graduates reduced their
reliance on public assistance programs, such as unemployment benefits or food
stamps? This is a measure of the program’s impact on self-sufficiency and its
return on investment for society.

By tracking these metrics, the non-profit organization can gain a comprehensive
understanding of the impact of its programs, identify areas for improvement, and
demonstrate its value to funders and other stakeholders.
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Carrots (Incentives):
1. Financial Incentives:
o Tax Credits: Provide tax credits to individuals and businesses that install

renewable energy systems, such as solar panels or wind turbines.

o Grants and Rebates: Offer grants or rebates to reduce the upfront cost of
renewable energy installations.

o Feed-in Tariffs: Guarantee a premium price for electricity generated from
renewable sources and fed into the grid. This provides a stable and
predictable revenue stream for renewable energy producers.

2. Market-Based Mechanisms:

o Renewable Portfolio Standards (RPS): Require that a certain percentage
of electricity sold by utilities comes from renewable sources. This creates a
guaranteed market for renewable energy.

o Tradable Renewable Energy Certificates (RECs): Create a market for
RECs, where each REC represents a certain amount of electricity generated
from a renewable source. Utilities can buy RECs to meet their RPS
obligations.

Sticks (Mandates and Penalties):
1. Carbon Pricing:

o Carbon Tax: Impose a tax on the carbon content of fossil fuels. This makes
renewable energy more cost-competitive.

o Cap-and-Trade System: Set a cap on total carbon emissions and allow
companies to trade emission permits. This creates a financial incentive to
reduce emissions and switch to renewable energy.

2. Regulations and Standards:



o Building Codes: Require new buildings to meet certain energy efficiency
standards or to include renewable energy systems.

o Emissions Standards for Power Plants: Set limits on the amount of
pollution that power plants can emit, which can make it more expensive to
operate fossil fuel power plants.

Other Supporting Policies:

¢ Investment in R&D: Fund research and development to improve the
performance and reduce the cost of renewable energy technologies.

e Grid Modernization: Invest in modernizing the electricity grid to better
accommodate intermittent renewable energy sources like solar and wind.

e Public Education and Awareness Campaigns: Educate the public about the
benefits of renewable energy and the options available to them.

The most appropriate mix of policy instruments will depend on the specific context,
including the country’s energy mix, political climate, and economic conditions. A well-
designed policy package should provide a clear and stable signal to the market,
encourage private investment, and drive a transition to a cleaner energv future
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Question 12: A large automotive manufacturer is considering launching an
electric vehicle (EV) subscription service. Instead of buying a car, customers
would pay a monthly fee for the right to use an EV, with insurance, maintenance,
and roadside assistance included. What are the pros and cons of this business
model?



Answer:

An EV subscription service is an innovative business model that could appeal to a
certain segment of the market, but it also comes with significant risks and challenges.
Here’s a breakdown of the pros and cons:

Pros:

e Recurring Revenue Stream: A subscription model provides a predictable and
recurring revenue stream, which is more stable than one-time car sales. This is
highly attractive from a financial perspective and is often valued more highly by
investors.

e Lower Barrier to Entry for Customers: The high upfront cost of Evsis a major
barrier to adoption for many consumers. A subscription service eliminates this
barrier, making EVs accessible to a wider audience.

e Enhanced Customer Relationship: A subscription model allows the
manufacturer to build a direct and ongoing relationship with the customer. This
provides valuable data on customer behavior and preferences, which can be
used to improve products and services.

e Flexibility for Customers: Customers can enjoy the benefits of driving an EV
without the long-term commitment of ownership. They can also have the
flexibility to swap cars or upgrade to a newer model more frequently.

e Control Over the Secondary Market: By retaining ownership of the vehicles, the
manufacturer can control the secondary market for its used EVs, ensuring that
they are well-maintained and that residual values remain high.

Cons:

e High Upfront Capital Investment: The manufacturer would need to purchase a
large fleet of vehicles to launch the service, which would require a significant
upfront capital investment.

e Complex Operations: Running a subscription service is operationally complex. It
involves managing a large fleet of vehicles, handling logistics, and providing
customer service.

e Residual Value Risk: The manufacturer bears the risk of the vehicles
depreciating in value faster than expected. This could have a significant impact
on the profitability of the service.



e Customer Utilization and Wear and Tear: Heavy utilization by subscribers could
lead to higher-than-expected maintenance costs and accelerated depreciation.

e Competition from Leasing and Rental: The subscription service would compete
with traditional leasing and rental options. The manufacturer would need to
clearly differentiate its offering and provide a superior value proposition.

Recommendation:

Given the pros and cons, | would recommend that the automotive manufacturer start
with a pilot program in.a limited number of cities. This would allow them to test the
market demand, refine the business model, and gain operational experience before a
full-scale launch. They should also carefully model the financial implications, paying
close attention to the residual value risk and the lifetime value of a subscriber.
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Question 13: Your client is a global hotel chain. They have noticed a decline in
bookings from business travelers. What could be the reasons for this trend, and
what should they do about it?

Answer:

The decline in bookings from business travelers is a significant concern for a global
hotel chain, as business travelers are often a lucrative segment. The reasons for this
trend can be categorized into external market shifts and internal company-specific
factors.

External Market Shifts:

e Rise of the Sharing Economy: The rise of platforms like Airbnb for Work has
provided business travelers with more accommodation options, often at a lower
price point and with more amenities like a kitchen.



e Changes in Corporate Travel Policies: Many companies are tightening their
travel budgets and encouraging employees to use more cost-effective
accommodation options.

¢ Increased Use of Technology: The growing adoption of video conferencing and
other collaboration tools has reduced the need for some business travel
altogether.

e Bleisure Travel Trend: The line between business and leisure travel is buurring.
Business travelers are increasingly looking for unique experiences and may
prefer boutique hotels or apartments over traditional business hotels.

Internal Company-Specific Factors:

e Outdated Facilities and Amenities: The hotel chain’s properties may be
outdated and lack the amenities that modern business travelers expect, such as
fast and free Wi-Fi, ample power outlets, and comfortable workspaces.

e Lack of a Strong Loyalty Program: The hotel chain’s loyalty program may not be
competitive enough to retain business travelers, who are often frequent travelers
and value loyalty perks.

e Poor Customer Experience: A negative experience at one of the hotel chain’s
properties can deter a business traveler from booking with the chain again.

* |neffective Marketing and Sales: The hotel chain may not be effectively
reaching and engaging with business travelers through its marketing and sales
channels.

Recommendations:
To address this decline, the hotel chain should adopt a multi-pronged approach:

1. Modernize Properties and Amenities: Invest in renovating properties to create a
more modern and comfortable environment for business travelers. This includes

upgrading technology, improving workspaces, and offering amenities that cater
to their needs.

2. Enhance the Loyalty Program: Revamp the loyalty program to offer more
personalized rewards and experiences that will appeal to business travelers.

3. Embrace the Bleisure Trend: Create unique experiences and packages that
combine business and leisure, such as offering local tours or wellness activities.



4. Develop a Corporate Travel Program: Create a dedicated program for corporate
clients that offers discounted rates, streamlined booking processes, and other
benefits.

5. Leverage Technology to Improve the Customer Experience: Use technology to
personalize the guest experience, from mobile check-in to customized room
settings.

By taking these steps, the hotel chain can better meet the evolving needs of business
travelers and win back their loyalty.
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Question 14: A large consumer electronics company is planning to launch a new
smartwatch. The market. is already crowded with established players like Apple
and Samsung. How should the company position its new product to succeed?

Answer:

Entering a crowded market with dominant players requires a well-defined and
differentiated positioning strategy. Instead of competing head-on with Apple and
Samsung on all fronts, the company should identify a specific niche or a unique value
proposition. Here are a few potential positioning strategies:

1. Focus on a Specific User Segment:

o The Fitness Enthusiast: Position the smartwatch as the ultimate fitness
tracker, with advanced sensors for tracking various sports, detailed
performance analytics, and integration with popular fitness apps. This
would require best-in-class sensor technology and a strong software
ecosystem.



o The Healthcare-Conscious User: Position the smartwatch as a personal
health monitoring device, with features like ECG, blood oxygen saturation,
and fall detection. This would require FDA clearance for the health features
and a focus on accuracy and reliability.

o The Fashion-Forward Consumei: Position tiie smaitwatch as a fashion
accessory, with a stylish design, premium materials, and customizable
watch faces and straps. This would involve collaborating with fashion
designers and focusing on aesthetics and brand image.

2. Differentiate on a Key Feature:

o Superior Battery Life: If the company can develop a smartwatch with
significantly longer battery life than the competition, this could be a
powerful differentiator. Many users are frustrated with having to charge
their smartwatches every day.

o Seamless Integration with a Specific Ecosystem: If the company has a
strong ecosystem of other devices (e.g., smartphones, headphones), it
could position the smartwatch as the perfect companion device that offers
a seamless and integrated experience.

o Privacy and Data Security: In an era of growing concerns about data
privacy, the company could position its smartwatch as the most secure and
privacy-focused option on the market. This would require a strong
commitment to data protection and transparent privacy policies.

3. Compete on Price:

o The Value-for-Money Option: The company could position its smartwatch
as a more affordable alternative to the premium offerings from Apple and
Samsung, while still offering a good set of features and a quality user
experience. This would require a focus on cost optimization and efficient
manufacturing.

Recommendation:

The best positioning strategy will depend on the company’s core competencies, brand
identity, and target audience. | would recommend conducting market research to
identify the most promising user segment and the most compelling value proposition.
Once a positioning strategy is chosen, it needs to be consistently communicated



across all marketing channels to build a strong brand identity and attract the target
customers.
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Question 15: A government agency is tasked with reducing traffic congestion in a
major city. What are some of the solutions they could consider?

Answer:

Reducing traffic congestion in a major city is a complex challenge that requires a multi-
pronged approach, combining both supply-side and demand-side solutions.

Demand-Side Solutions (Reducing the number of cars on the road):

e Congestion Pricing: This involves charging drivers a fee to enter the most
congested parts of the city during peak hours. The revenue generated can be
used to fund public transportation improvements. This has been successfully
implemented in cities like London and Singapore.

e Promoting Public Transportation: Improve the quality, frequency, and
affordability of public transportation (buses, subways, trains) to make it a more
attractive alternative to driving.

e Encouraging Active Transportation: Invest in infrastructure for walking and
cycling, such as dedicated bike lanes and pedestrian-friendly streets.

e Promoting Shared Mobility: Encourage the use of carpooling, ride-sharing
services, and bike-sharing programs.

e Implementing Flexible Work Policies: Encourage companies to adopt flexible
work hours and telecommuting options to reduce the number of people
commuting during peak hours.



Supply-Side Solutions (Increasing the capacity of the road network):

e Investing in Intelligent Transportation Systems (ITS): Use technology to
optimize traffic flow, such as synchronized traffic signals, real-time traffic
information systems, and variable speed limits.

¢ Building New Infrastructure: While building new roads and highways can be
expensive and controversial, it may be necessary in some cases to address
bottlenecks in the road network.

e Improving Incident Management: Develop a system for quickly clearing
accidents and other incidents that block traffic.

Implementation Considerations:

It’s important to note that there is no one-size-fits-all solution. The most effective
approach will be a combination of these solutions, tailored to the specific needs and
characteristics of the city. Public acceptance is also a critical factor for success. The
government agency should engage in a public consultation process to explain the
benefits of the proposed solutions and address any concerns.

Recommendation:

| would recommend starting with a pilot program for congestion pricing in a limited
area of the city. This would allow the agency to test the effectiveness of the policy and
build public support before a wider rollout. At the same time, they should invest in
improving public transportation to provide a viable alternative for those who are
priced off the roads.
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Question 16: Your client is a large, traditional book publisher. They are facing
declining print sales and increasing competition from e-books and self-publishing
platforms. What should they do to adapt to the changing market?

Answer:

The book publishing industry is undergoing a significant transformation, and
traditional publishers need to evolve their business models to remain relevant. | would
recommend a strategy that embraces digital transformation while also leveraging the
publisher’s core strengths in content curation and author relationships.

1. Embrace a Multi-Format Content Strategy:

o Investin E-books and Audiobooks: The publisher should continue to
invest in its e-book and audiobook programs, ensuring that all new titles
are released in these formats simultaneousiy withi the print edition. They
should also explore dynamic pricing and subscription models for their
digital content.

o Explore New Formats: The publisher should experiment with new digital
formats, such as serialized fiction, interactive e-books, and multimedia
content that combines text, audio, and video.

2. Build a Direct-to-Consumer (D2C) Relationship:

o Develop a Strong Online Presence: The publisher should build a strong
online presence through its website, social media channels, and email
newsletters. This will allow them to engage directly with readers and build a
loyal community.

o Launch a D2C E-commerce Platform: The publisher should consider
launching its own e-commerce platform to sell print books, e-books, and
other merchandise directly to consumers. This would reduce their reliance
on traditional retailers and give them more control over pricing and
promotion.

3. Leverage Data Analytics:

o Understand Reader Behavior: The publisher should use data analytics to
gain a deeper understanding of reader behavior, such as what genres are
popular, what cover designs are most effective, and what price points are
optimal.



o Inform Acquisition and Marketing Decisions: This data can be used to
inform acquisition decisions (i.e., which books to publish) and to create
more targeted and effective marketing campaigns.

4. Reimagine the Role of the Author:

o Provide More Support to Authors: The publisher should provide authors
with more supportin areas such as marketing, social media, and
community building. This will help authors build their own platforms and
connect with their readers.

o Explore New Publishing Models: The publisher could explore hybrid
publishing models that offer authors a higher royalty rate in exchange for a
greater share of the marketing responsibilities.

5. Diversify Revenue Streams:

o Expand into Other Media: The publisher could look for opportunities to
adaptits books into other media, such as films, television series, and
podcasts.

o Offer Publishing Services: The publisher could leverage its expertise to
offer publishing services to self-published authors or corporate clients.

By embracing these changes, the traditional book publisher can transform itself from a
simple printer of books into a modern media company that creates and distributes
compelling content in a variety of formats.
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Question 17: A private equity firm has acquired a company that manufactures and
sells high-end kitchen appliances. The company’s sales have been flat for the past



three years. The PE firm has asked you to identify potential growth opportunities.
Answer:

To identify growth opportunities for the high-end kitchen appliance company, | would
analyze the situation using the Ansoff Matrix, which provides a framework for thinking
about growth in terms of products and markets. The four quadrants of the matrix are:
Market Penetration, Product Development, Market Development, and Diversification.

1. Market Penetration (Existing Products, Existing Markets):

o Increase Share of Wallet with Existing Customers: Encourage existing
customers to buy more products from the company. This could be achieved
through loyalty programs, targeted marketing, and promotions.

o Win Competitors’ Customers: Launch marketing campaigns that highlight
the company’s superior product quality, design, and performance to attract
customers from competing brands.

o Optimize Pricing Strategy: Conduct a pricing analysis to determine if there
are opportunities to adjust prices to increase revenue and profitability.

o Strengthen Distribution Channels: Expand the company’s presence in
high-end retail stores and showrooms, and improve the online shopping
experience.

2. Product Development (New Products, Existing Markets):

o Expand the Product Line: Introduce new products that complement the
existing product line, such as small kitchen appliances (e.g., blenders,
coffee makers), cookware, or kitchen accessories.

o Introduce a Lower-Priced Line: Introduce a new line of appliances at a
lower price point to target a broader customer base. This would need to be
carefully managed to avoid cannibalizing sales of the high-end line.

o Innovate with Smart Technology: Develop a new generation of smart
appliances with connected features, such as remote control via a mobile
app, voice commands, and integration with smart home ecosystems.

3. Market Development (Existing Products, New Markets):

o Expand Geographically: Enter new geographic markets, particularly in
emerging economies where the middle class is growing and demand for



premium goods is increasing.

o Target the Commercial Sector: Sell the company’s appliances to
commercial customers, such as restaurants, hotels, and real estate

developers.
4. Diversification (New Products, New Markets):

o This is the riskiest growth strategy and should be pursued with caution. An
example could be launching a line of outdoor kitchen appliances or
diversifying into a completely unrelated business.

Recommendation:

| would recommend that the company focus on a combination of Market Penetration
and Product Development strategies in the short to medium term, as these are less
risky and leverage the company’s existing strengths. Specifically, they should focus on
innovating with smart technology, as this is a major trend in the appliance industry,
and strengthening their distribution channels. Geographic expansion could be a
longer-term growth driver.
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Question 18: A social media company is under pressure to do more to combat the
spread of misinformation on its platform. What actions should they take?

Answer:

Combating misinformation is a complex and multifaceted challenge that requires a
combination of technological solutions, policy changes, and user education. | would
recommend a four-pronged approach:



1. Detect and Reduce the Visibility of Misinformation:

o Investin Al and Machine Learning: Use Al and machine learning
algorithms to proactively detect misinformation, including fake accounts,
bots, and coordinated inauthentic behavior. The platform should also be
able to identify content that is likely to be false or misleading.

o Fact-Checking Partnerships: Partner with independent, third-party fact-
checking organizations to review and rate the accuracy of content. Content
that is rated as false should be labeled as such and its distribution should
be significantly reduced.

o Downrank Misinformation: The platform’s algorithms should be adjusted
to downrank content that is identified as misinformation, making it less
likely to be seen by users.

2. Enforce Clear and Consistent Policies:

o Develop Clear Policies: The company needs to have clear and transparent
policies that define what constitutes misinformation and what the
consequences are for violating these policies.

o Consistent Enforcement: I'hese policies need to be enforced consistently,
regardless of the source of the misinformation. This includes taking action
against high-profile accounts that repeatedly spread false information.

o Penalize Repeat Offenders: Implement a system of escalating penalties for
accounts that repeatedly violate the platform’s misinformation policies,
culminating in permanent suspension.

3. Empower Users with More Context and Control:

o Provide Context: Provide users with more context about the information
they are seeing, such as links to credible sources and information about the
publisher of the content.

o Maedia Literacy Tools: Offer tools and resources to help users develop their
media literacy skills so they can better identify and evaluate misinformation
themselves.

o Give Users More Control: Give users more control over their own feeds,
allowing them to choose the types of content they want to see and to easily
report misinformation.



4. Increase Transparency:

o Transparency Reports: Publish regular transparency reports that provide
data on the prevalence of misinformation on the platform and the actions
the company is taking to combat it.

o Algorithm Transparency: Provide more transparency into how the
platform’s algorithms work and how they are used to rank and recommend
content.

By implementing this comprehensive strategy, the social media company can take
meaningful steps to reduce the spread of misinformation on its platform, while still
respecting freedom of expression.
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Question 19: Your client is a museum that has seen a ste2dy decline .in. visitor
numbers over the past decade. How would you diagnose the problem, and what
recommendations would you make?

Answer:

To diagnose the problem of declining visitor numbers, | would first seek to understand
the root causes by analyzing both internal and external factors. This would be followed
by a set of actionable recommendations.

Problem Diagnosis:
1. External Analysis:

o Changing Leisure Habits: How are people spending their leisure time? |
would analyze trends in entertainment and cultural consumption. Are



people spending more time on digital entertainment (e.g., Netflix, video
games) or other types of experiences (e.g., escape rooms, food festivals)?

o Competitive Landscape: Who are the museum’s competitors? This
includes not only other museums but also all other attractions competing
for visitors’ time and money. | would benchmark the museum’s
performance against these competitors.

o Demographic and Tourism Trends: Are there any changes in the
demographics of the city or in tourism patterns that could be affecting
visitor numbers?

2. Internal Analysis:

o Visitor Data Analysis: | would analyze the museum’s visitor data to
understand who is (and is not) visiting. What are their demographics? How
often do they visit? Which exhibits are most popular?

o The Museum Experience: | would conduct an assessment of the entire
visitor experience, from the moment they arrive to the moment they leave.
This includes:

= Exhibits and Content: Are the exhibits engaging and relevant to
today’s audiences? Is the museum telling compelling stories?

= Technology and Interactivity: Is the museum using technology to
create a more interactive and immersive experience?

® Facilities and Amenities: Are the facilities clean and comfortable? Are
there good dining and retail options?

o Marketing and Outreach: Is the museum effectively marketing itself to its
target audiences? Is it active on social media? Does it have strong
relationships with schools and community groups?

Recommendations:

Based on the diagnosis, | would propose a set of recommendations aimed at making
the museum more relevant and engaging for contemporary audiences:

1. Reimagine the Visitor Experience:

o Embrace Technology: Incorporate digital and interactive elements into the
exhibits, such as augmented reality, virtual reality, and touch screens.



o Create Immersive Experiences: Move beyond static displays to create
immersive, multi-sensory experiences that tell stories and evoke emotions.

o Host a Variety of Events: Host a diverse program of events, such as talks,
workshops, performances, and late-night openings, to attract new
audiences.

2. Adopt a More Audience-Centric Approach:

o Personalize the Experience: Use data and technology to personalize the
visitor experience, for example, by offering customized tours or
recommendations.

o Engage with the Community: Develop strong partnerships with schools,
universities, and community organizations to make the museum a more
integral part of the community.

3. Modernize Marketing and Communications:

o Invest in Digital Marketing: Launch targeted digital marketing campaigns
to reach new audiences.

o Build a Strong Social Media Presence: Use social media to share behind-
the-scenes content, engage with followers, and create a sense of
community around the museum.

By transforming the visitor experience and adopting a more modern, audience-centric
approach, the museum can reverse the decline in visitor numbers and re-establish
itself as a vibrant cultural destination.
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Question 20: A large industrial company is committed to reducing its carbon
footprint. What are the most effective ways for them to achieve this goal?

Answer:

For a large industrial company, reducing its carbon footprint is a major undertaking
that requires a comprehensive strategy covering its own operations, its supply chain,
and its products. | would recommend focusing on the following key areas:

1. Improve Energy Efficiency: This is often the most cost-effective way to reduce
emissions.

o Conduct an Energy Audit: Identify opportunities to reduce energy
consumption across all facilities and processes.

o Invest in Energy-Efficient Equipment: Upgrade to more energy-efficient
machinery, lighting, and HVAC systems.

o Optimize Processes: Redesign industrial processes to be more energy-
efficient.

2. Transition to Renewable Energy:

o On-site Generation: Install renewable energy systems, such as solar panels
on factory roofs or wind turbines on company land.

o Power Purchase Agreements (PPAs): Sign long-term agreements to
purchase electricity directly from renewable energy developers.

o Purchase Renewable Energy Certificates (RECs): Purchase RECs to offset
emissions from the electricity the company consumes from the grid.

3. Decarbonize the Supply Chain:

o Engage with Suppliers: Work with suppliers to encourage them to reduce
their own carbon footprints. This could involve setting sustainability
requirements for suppliers or providing them with technical assistance.

o Optimize Logistics: Optimize transportation routes, switch to more fuel-
efficient modes of transport (e.g., from air to sea), and use electric or low-
carbon vehicles.

4. Develop Sustainable Products and Services:



o Circular Economy Principles: Design products that are more durable,
easier to repair, and can be recycled at the end of their life. This reduces the
need for new raw materials and the energy required to produce them.

o Low-Carbon Products: Develop new products and services that help
customers reduce their own carbon footprints. For example, a company
that makes building materials could develop a new type of insulation that is
more energy-efficient.

5. Carbon Offsetting:

o Asa last resort, the company can invest in carbon offsetting projects, such
as reforestation or renewable energy projects in developing countries, to
compensate for emissions that cannot be eliminated.

Implementation:

The company should set a clear and ambitious carbon reduction target, develop a
roadmap with specific milestones, and establish a governance structure to oversee the
implementation of the strategy. They should also publicly report on their progress to
ensure transparency and accountability.
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Question 21: A leading sportswear and apparel company, is considering launching
a line of wearable technology, such as smart clothing and connected footwear.
What are the key factors they should consider before entering this market?

Answer:



Entering the wearable technology market is a natural extension for a sportswear
brand, but it requires a careful evaluation of several key factors to ensure success. |
would structure the analysis around the product, the market, and the company’s
capabilities.

1. Product and Technology:

e Value Proposition: What unique value will the wearables provide to the
consumer? It shouldn’t just be technology for technology’s sake. It must solve a
real problem or enhance the athletic experience in a meaningful way, e.g.,
through advanced performance tracking, injury prevention, or personalized
coaching.

e Technology Feasibility: Does the company have the in-house expertise to
develop the hardware, software, and data analytics capabilities? If not, they will
need to consider partnerships with technology companies or acquisitions.

e User Experience (UX): The technology must be seamlessly integrated into the
apparel. The clothing must remain comfortable, durable, and washable. The user
interface of the accompanying app must be intuitive and engaging.

e Data Privacy and Security: Collecting personal health and performance data
comes with significant responsibility. The company must have robust data
privacy and security measures in place to build and maintain customer trust.

2. Market and Competition:

e Market Size and Growth: How big is the target market for smart apparel and
footwear? What are the growth projections? Is the market large enough to justify
the investment?

e Competitive Landscape: The market is already populated by tech giants (like
Apple, Garmin) and specialized startups. The company needs to identify a clear
niche and a sustainable competitive advantage. How will their offering be
different and better?

¢ Pricing and Business Model: How will the products be priced? Will it be a one-
time purchase, or could they explore a subscription model for premium data
insights and coaching services?

3. Company Capabilities:



e Brand Fit: Does launching wearable technology align with the company’s brand
image? The brand is known for athletic performance and style; the tech products
must live up to this reputation.

e Distribution Channels: Can the products be sold through existing retail
channels? Or will they require a different sales approach, perhaps with more
specialized staff to explain the technology?

e Supply Chain and Manufacturing: Manufacturing smart clothing is more
complex than traditional apparel. The company needs to assess its supply chain’s
capability to handle electronics integration.

Recommendation:

| would recommend a phased approach. Start with a pilot product targeting a specific
sport or user group (e.g., a smart running shoe for marathon runners). This allows the
company to test the technology, gather user feedback, and refine the value
proposition before making a larger-scale investment. A strategic partnership with a
technology firm could also be a wise move to de-risk the technology development

aspect.
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Question 22: A large bank is trying to improve its cross-selling of products (e.g.,
selling a mortgage to a customer who has a checking account). They have a lot oi
customer data but are not using it effectively. What would you recommend?

Answer:

Improving cross-selling by leveraging customer data is a huge opportunity for a large
bank. My recommendation would focus on a holistic approach that combines data
analytics, personalized marketing, and an improved customer experience, all enabled
by technology.



1. Build a Unified Customer Data Platform (CDP):

e Data Consolidation: The first step is to break down data silos. The bank needs to
consolidate data from all customer touchpoints—checking accounts, credit
cards, loans, website visits, mobile app usage, customer service calls—into a
single, unified customer view. This provides a 360-degree understanding of each
customer.

e Data Enrichment: Enrich the internal data with external data sources where
appropriate and permissible, such as demographic data or publicly available
information, to get a richer customer profile.

2. Implement Advanced Analytics and Machine Learning:

e Customer Segmentation: Move beyond simple demographic segmentation. Use
machine learning to segment customers based on their behavior, life stage, and
financial needs (e.g., “young families saving for a home,” “retirees managing

2«

investments,” “small business owners needing credit”).

¢ Predictive Modeling: Develop predictive models to identify the “next best
product” for each customer. For example, a model could predict which
customers are most likely to need a mortgage in the next six months based on
their savings patterns and other life events.

e Customer Lifetime Value (CLV) Analysis: Calculate the CLV for different
customer segments to prioritize marketing efforts on the most valuable
customers.

3. Deliver Personalized and Timely Offers:

e Omnichannel Marketing Automation: Use a marketing automation platform to
deliver personalized offers to customers through their preferred channels (email,
mobile app notification, website banner) at the right moment. For example, if a
customer is browsing mortgage rates on the bank’s website, the system could
trigger a follow-up email with a personalized offer.

e Empower Frontline Staff: Provide branch staff and call center agents with
insights from the CDP. When a customer walks into a branch, the teller should be
able to see their profile and any relevant product recommendations, enabling a
more personalized and helpful conversation.

4. Measure, Test, and Iterate:



e A/B Testing: Continuously test different offers, messages, and channels to see
what works best for different customer segments.

e Track Key Metrics: Measure the success of the cross-selling initiatives by
tracking key metrics such as the cross-sell ratio (number of products per
customer), customer satisfaction, and revenue per customer.

Recommendation:

| would recommend starting with a specific use case, such as cross-selling mortgages
to existing checking account holders. This allows the bank to build the data
infrastructure and analytics capabilities for a well-defined problem, demonstrate value
quickly, and then scale the approach to other products and customer segments.
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Question 23: A city government wants to become a “smart city.” They have a
limited budget and are not sure where to start. What advice would you give them?

Answer:

Becoming a “smart city” is a journey, not a destination, and it’s crucial to start with a
clear strategy that focuses on solving real problems for citizens, rather than just
implementing technology for its own sake. With a limited budget, prioritization is key.

1. Start with Citizen Needs, Not Technology:

¢ |dentify Key Pain Points: Before investing in any technology, the city should first
identify the biggest pain points for its citizens and businesses. This can be done
through surveys, town hall meetings, and analyzing existing city data. Are the
biggest problems traffic congestion, public safety, waste management, or
something else?



e Define Clear Goals: Based on these pain points, the city should define clear and
measurable goals. For example, instead of a vague goal like “improve
transportation,” a better goal would be “reduce the average commute time by
15% within three years.”

2. Focus on “Quick Wins” with High Impact:

e Low-Cost, High-Impact Projects: With a limited budget, the city should
prioritize projects that are relatively low-cost but can deliver a high and visible
impact. This helps build momentum and public support for the smart city
initiative.

e Examples of Quick Wins:

o Smart Street Lighting: Replacing traditional streetlights with LED lights
equipped with sensors can significantly reduce energy consumption and
maintenance costs. The sensors can also be used to monitor traffic and air
quality.

o Smart Waste Management: Placing sensors in public trash bins to monitor
fill levels can optimize collection routes, reducing fuel consumption and
operational costs.

o Open Data Portal: Creating a public portal with anonymized city data (e.g.,
on traffic, crime, public transport) can empower citizens, businesses, and
researchers to develop their own innovative solutions.

3. Build a Foundation for the Future:

¢ Invest in Core Infrastructure: While focusing on quick wins, the city should also
make strategic investments in the foundational infrastructure that will enable
more advanced smart city applications in the future. This includes:
o City-wide Connectivity: Ensuring affordable and reliable internet access
(e.g., through public Wi-Fi or fiber networks) is crucial.

o Data Platform: Developing a centralized data platform to collect, store, and
analyze data from various city departments and sensors.

4., Foster Collaboration and an Innovation Ecosystem:

e Public-Private Partnerships (PPPs): The city should actively seek partnerships
with private sector companies, universities, and startups to co-develop and co-
fund smart city solutions.



e Engage the Community: Create opportunities for citizens to participate in the
smart city journey, for example, through hackathons or innovation challenges.

Recommendation:

My advice would be to start by launching a “smart city challenge,” inviting different
city departments and community members to propose pilot projects that address
specific problems. The city could then provide seed funding for the most promising
ideas. This bottom-up approach fosters innovation and ensures that the smart city
initiatives are grounded in real-world needs.
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Question 24: A luxury fashion brand is struggling with counterfeit products being
sold online. This is damaging their brand reputation and eroding their sales. What
should they do?

Answer:

Combating counterfeiting in the digital age requires a proactive and multi-layered
strategy that combines technology, legal action, and customer engagement. Here’s
what | would recommend for the luxury fashion brand:

1. Proactive Online Monitoring and Takedown:

e Al-Powered Brand Protection Services: The brand should partner with a
technology firm that specializes in online brand protection. These firms use Al
and machine learning to constantly scan e-commerce marketplaces (like
Amazon, eBay, Alibaba), social media platforms, and standalone websites for
counterfeit listings.



e Automated Takedown Requests: Once a counterfeit listing is identified, the
system should automatically generate and send a takedown request to the
platform. Speed is critical here, as new listings pop up constantly.

e Focus on High-Priority Targets: The monitoring should prioritize a) high-
volume sellers, b) listings that use the brand’s official imagery, and c) platforms
that are major hubs for counterfeits.

2. Strengthen Legal and Enforcement Actions:

e Work with Law Enforcement: The brand should collaborate with law
enforcement agencies and customs officials in key manufacturing and transit
countries to seize counterfeit goods and shut down production facilities.

e Civil Litigation: Pursue civil litigation against major counterfeiters to seek
financial damages and injunctions. While it can be difficult to track down online
sellers, targeting the payment processors and logistics companies that support
them can be an effective strategy.

3. Leverage Technology for Product Authentication:

e Embed Authentication Technology: The brand should embed authentication
technology into its products. This could include:
o NFC/RFID Chips: A small chip embedded in the product that can be
scanned with a smartphone to verify its authenticity.

o QR Codes: A unique, encrypted QR code on the product label that links to a
digital certificate of authenticity.

o Blockchain Technology: Create a digital “passport” for each producton a
blockchain, tracking its journey from production to the point of sale. This
creates an immutable record of provenance.

4. Educate and Engage Consumers:

e Raise Awareness: Launch a marketing campaign to educate consumers about
the dangers of counterfeit products (e.g., poor quality, funding criminal
organizations) and how to identify genuine products.

e Promote Authorized Retailers: Make it very clear on the brand’s website and
social media channels who the authorized retailers are.

e Provide an Easy Way to Verify: If the brand implements authentication
technology (like NFC or QR codes), they need to make it very easy for consumers



to use it. An intuitive mobile app is essential.
Recommendation:

This needs to be a sustained and eveolving effort. | would recommend starting with a
robust online monitoring and takedown program, as this can have the most
immediate impact on the visibility of counterfeits. Simultaneously, they should begin a
pilot project to embed NFC or QR code technology into a specific product line to test
its effectiveness and consumer adoption before a full rollout.
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Question 25: A large, multinational corporation has a complex and inefficient
organizational structure. Decision-making is slow, and there are too many layers
of management. What steps would you take to redesign their organization?

Answer:

Redesigning the organization of a large, multinational corporation is a major
transformation initiative that must be approached in a structured and thoughtful way.
My approach would involve three main phases: Diagnosis, Design, and
Implementation.

Phase 1: Diagnosis

e Understand the Strategic Objectives: First, | need to understand the company’s
strategic goals. Is the company trying to grow, innovate, improve efficiency, or
become more customer-centric? The organizational structure should be
designed to support the strategy, not the other way around.

e Analyze the Current State: | would conduct a thorough analysis of the current
organizational structure. This would involve:



o Reviewing Organizational Charts and Process Maps: To understand the
formal structure and workflows.

o Conducting Interviews and Surveys: With employees at all levels to
understand their roles, responsibilities, and pain points. Key questions
would include: Where are the bottlenecks in decision-making? Are roles and
responsibilities clear? Is there duplication of effort?

o Benchmarking: Compare the company’s structure (e.g., spans of control,
number of layers) against best-in-class companies in the same industry.

¢ |dentify the Root Causes of Inefficiency: Based on the analysis, | would identify
the root causes of the problems. Is it too many layers of management (a “tall”
organization)? Is it unclear accountability? Is it a culture of risk aversion?

Phase 2: Design

e Define Design Principles: Based on the strategic objectives and the diagnosis, |
would work with the leadership team to define a set of design principles. For
example: “The new organization should be customer-centric, empower frontline
employees, and foster cross-functional collaboration.”

e Develop and Evaluate a Few Scenarios: | would develop a few different
organizational design scenarios. These could include:
o A Flatter Organization: Reducing the number of management layers to
speed up decision-making.

o A More Agile Organization: Creating cross-functional teams that are
empowered to make decisions and deliver projects quickly.

o A More Customer-Centric Organization: Organizing around customer
segments rather than functional silos. For each scenario, | would evaluate
the pros and cons and assess its fit with the design principles.

e Detail the Chosen Design: Once a scenario is chosen, | would work out the
details of the new structure, including the roles, responsibilities, and reporting
lines.

Phase 3: Implementation

e Develop a Phased Implementation Plan: It’s often too risky to implement a new
organizational structure all at once. | would develop a phased implementation
plan, starting with a pilot in one division or region.



e Communicate, Communicate, Communicate: Organizational change can be
unsettling for employees. It’s crucial to have a clear and consistent
communication plan to explain the reasons for the change, the benefits, and
what it means for each employee.

e Manage the Transition: This includes selecting people for the new roles,
providing training and support, and aligning performance management and
reward systems with the new structure.

e Monitor and Adjust: After implementation, | would continuously monitor the
effectiveness of the new organization and make adjustments as needed.
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Question 26: A large CPG (Consumer Packaged Goods) company is considering
acquiring a small, fast-growing startup that specializes in plant-based foods. What
are the potential risks and rewards of this acquisition?

Answer:

The acquisition of a fast-growing, innovative startup by a large, established CPG
company can be a powerful way to drive growth, but it is also fraught with risks. |
would analyze the potential risks and rewards from both a strategic and an operational
perspective.

Rewards (The Upside):

e Access to a High-Growth Market: The plant-based food market is experiencing
explosive growth. This acquisition would give the CPG company an immediate
and significant presence in this attractive market.

¢ Innovation and R&D Capabilities: The startup likely has a culture of innovation
and a pipeline of new products. The CPG company can leverage this to inject new



energy and ideas into its own R&D efforts.

e Strong Brand and Loyal Customer Base: The startup may have a strong brand
with a loyal following among health-conscious consumers. The CPG company
can acquire this brand equity and customer base.

e Talent Acquisition: The acquisition can be a way to bring in entrepreneurial
talent and new skills into the larger organization.

e Distribution Synergies: The CPG company can use its extensive distribution
network and relationships with retailers to rapidly scale the startup’s products
and get them into more stores.

Risks (The Downside):

e Overpaying for the Asset: In a hot market like plant-based foods, there is a risk
of overpaying for the acquisition, which can make it difficult to generate a
positive return on investment.

e Culture Clash: This is one of the biggest risks. The large CPG company likely has
a more bureaucratic and slow-moving culture, while the startup is more agile and
entrepreneurial. A culture clash can lead to the departure of key talent from the
startup and stifle its innovation.

e Integration Challenges: Integrating the startup into the larger organization can
be challenging. If the integration is not handled carefully, it can destroy the very
things that made the startup successful in the first place (e.g., its agility, its brand
identity).

e Brand Dilution: If the startup’s brand is not managed carefully after the
acquisition, there is a risk that it could be diluted or lose its authenticity in the
eyes of its core customers.

e Failure to Realize Synergies: The expected synergies (e.g., in distribution or cost
savings) may not materialize if the integration is not executed well.

Recommendation to Mitigate Risks:

To maximize the chances of success, | would recommend a “light-touch” integration
approach. Instead of fully absorbing the startup into the parent company, the CPG
company should allow it to operate as a semi-independent subsidiary. This would help
to preserve its unique culture, agility, and brand identity. The parent company can
provide resources and support (e.g., in manufacturing, distribution, and marketing)
while allowing the startup’s leadership team to continue to run the business.
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Question 27: A university is facing declining student enrollment and is concerned
about its long-term financial sustainability. What strategies should it consider to
address this challenge?

Answer:

Declining enrollment is an existential threat for many universities today. To address
this, the university needs a multi-pronged strategy that focuses on both revenue
generation and cost management, while enhancing its core value proposition to
students.

1. Enhance and Differentiate the Academic Offering:

e Launch Programs in High-Demand Fields: The university should analyze labor
market trends and launch new undergraduate and graduate programs in high-
demand fields such as data science, artificial intelligence, healthcare
management, and sustainable business.

e Focus on Interdisciplinary Studies: Create unique, interdisciplinary programs
that combine different fields of study, as this can be a strong differentiator.

e Investin Online and Hybrid Education: Develop high-quality online and hybrid
programs to reach a broader audience of students, including working
professionals and international students who may not be able to attend in
person.

2. Improve Student Recruitment and Marketing:

e Data-Driven Recruitment: Use data analytics to identify and target prospective
students more effectively.



e Digital Marketing: Invest in digital marketing channels, such as social media,
search engine optimization (SEO), and online advertising, to raise the university’s
profile.

e Strengthen International Recruitment: Develop a strategy to attract more
international students, which can be a significant source of revenue.

e Improve the Campus Visit Experience: The campus visit is a critical part of the
decision-making process for many students. The university should ensure that it
is a welcoming and impressive experience.

3. Diversify Revenue Streams:

e Expand Professional and Executive Education: Offer non-degree programs,
certificates, and workshops for working professionals.

e Grow Philanthropic Giving: Strengthen the university’s fundraising efforts to
increase donations from alumni and other supporters.

e Commercialize Research: Look for opportunities to commercialize the
university’s research through technology transfer and partnerships with industry.

e Utilize Campus Facilities: Rent out campus facilities, such as conference centers
and sports facilities, during off-peak times.

4. Optimize Cost Structure:

e Administrative Efficiency: Conduct a review of all administrative functions to
identify opportunities to streamline processes and reduce costs.

e Academic Program Portfolio Review: Conduct a regular review of all academic
programs to ensure that they are financially sustainable. Under-enrolled
programs may need to be redesigned or discontinued.

e Energy Efficiency: Invest in energy efficiency measures to reduce utility costs.
Recommendation:

The university should start by conducting a thorough portfolio review of its academic
programs to identify which programs are strong, which are weak, and where there are
opportunities for new program development. This should be a data-driven process
that considers student demand, market needs, and financial performance. This will
provide a solid foundation for making strategic decisions about where to invest and
where to divest.
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Question 28: A large retail company is planning to implement a major new IT
system (e.g., an Enterprise Resource Planning - ERP system). Such projects are
notoriously prone to delays, cost overruns, and failure. What would you do to
ensure the project is successful?

Answer:

Ensuring the success of a major IT implementation like an ERP system requires a
disciplined approach to project management and a strong focus on change
management. | would structure my approach around three key pillars: Governance,
Project Management, and Change Management.

1. Strong Governance and Leadership:

e Executive Sponsorship: The project must have a dedicated and active executive
sponsor at the C-level. This person is ultimately accountable for the project’s
success and is responsible for championing the project, securing resources, and
resolving high-level issues.

e Steering Committee: Establish a cross-functional steering committee composed
of senior leaders from all affected business units (e.g., finance, supply chain, HR,
retail operations). This committee should meet regularly to review progress,
make key decisions, and ensure that the project remains aligned with business
objectives.

e Clear Roles and Responsibilities: Clearly define the roles and responsibilities of
the project team, the business users, and the IT organization.

2. Disciplined Project Management:



e Realistic Planning: Develop a detailed and realistic project plan with clear
milestones, deliverables, and timelines. It’s crucial to avoid overly optimistic
timelines that set the project up for failure from the start.

e Phased Implementation: Instead of a “big bang” go-live, | would strongly
recommend a phased implementation. This could be done by module (e.g.,
implement the finance module first, then the supply chain module) or by
business unit/geography. This approach reduces risk and allows the team to
learn and adapt as they go.

e Rigorous Vendor Management: If an external vendor is implementing the
system, there needs to be a strong contract in place with clear service level
agreements (SLAs). The project team needs to manage the vendor closely to
ensure they are delivering on their commitments.

e Proactive Risk Management: Identify potential risks (e.g., technical glitches,
data migration issues, user resistance) at the beginning of the project and
develop mitigation plans for each.

3. Proactive Change Management:

e Focus on Business Process Redesign: An ERP implementation is not just a
technology project; it’s a business transformation project. The company should

take this opportunity to redesign and standardize its business processes to align

with best practices. Simply automating old, inefficient processes will not deliver

the full value of the new system.

e Early and Continuous Communication: Develop a comprehensive
communication plan to keep all stakeholders informed about the project’s
progress, its benefits, and how it will impact their jobs.

e User Training and Support: Provide extensive training to all users before the
system goes live. There should also be a dedicated support team in place after
go-live to help users with any issues.

e Engage “Super Users”: Identify “super users” or change champions within each

business unit. These are enthusiastic and influential employees who can be
trained early and can then help to train and support their colleagues.

Recommendation:

The single most important factor is executive sponsorship. Without strong and visible

leadership from the top, the project is likely to fail. My first step would be to ensure



that there is a committed executive sponsor who understands their role and is willing
to dedicate the necessary time and political capital to make the project a success.
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Question 29: A fast-food chain is experiencing a decline in same-store sales. They
believe the problem is related to their menu. How would you help them diagnose
the problem and develop a solution?

Answer:

To help the fast-food chain diagnose and solve their menu-related sales problem, |
would use a data-driven, customer-centric approach. The process would involve a
deep dive into their data, understanding the customer, and then developing and
testing new menu strategies.

Phase 1: Diagnose the Problem
1. Internal Data Analysis:

o Sales Data Deep Dive: | would start by analyzing their sales data at a very
granular level. Which specific menu items have seen the steepest decline in
sales? Is the decline concentrated in certain dayparts (e.g., breakfact, lunch,
dinner)? Is it happening in specific geographic regions?

o Menu Item Profitability Analysis: | would conduct a menu engineering
analysis to classify each menu item based on its popularity (sales volume)
and profitability (contribution margin). This helps identify “stars” (high

popularity, high profitability), “plowhorses” (high popularity, low



profitability), “puzzles” (low popularity, high profitability), and “dogs” (low
popularity, low profitability).

o Basket Analysis: What items are typically purchased together?
Understanding this can help with combo deals and upselling strategies.

2. Customer and Competitor Analysis:

o Customer Surveys and Focus Groups: | would conduct research to
understand what customers think of the current menu. Are the prices too
high? Is the quality perceived as poor? Are there enough healthy options?
What are they looking for that is currently missing?

o Competitor Menu Analysis: | would analyze the menus of key competitors.
What are they offering? What are their price points? What are their recent
new product launches? This helps to identify gaps in our client’s menu.

o Analyze Broader Food Trends: What are the broader trends in the food
industry? For example, the growing demand for plant-based options, clean-
label ingredients, and globally-inspired flavors.

Phase 2: Develop and Test Solutions

Based on the diagnosis, | would work with the client to develop a few potential menu
strategies. These could include:

e Strategy A: Menu Optimization. This would involve pruning the menu of the
“dogs” (unpopular, unprofitable items) to simplify operations and improve
efficiency. It might also involve reformulating some “plowhorses” to make them
more profitable.

e Strategy B: Menu Innovation. This would involve introducing new menu items
that align with the identified customer needs and food trends. For example,
launching a new line of premium chicken sandwiches, plant-based burgers, or
healthier salads.

e Strategy C: Pricing and Promotion. This could involve adjusting prices,
introducing new value-oriented combo meals, or launching a limited-time offer
(LTO) to create excitement and drive traffic.

Testing the Solutions:

It’s crucial to test these new strategies before a full-scale rollout. | would recommend a
controlled in-market test. For example, we could select a few dozen stores in a



representative market and implement one of the new menu strategies there. We would
then measure the impact on sales, traffic, and profitability in these test stores
compared to a control group of similar stores.

Recommendation:

Based on the results of the in-market test, the company can then make a data-driven
decision about which menu strategy to roll out across the entire chain. This test-and-
learn approach minimizes risk and maximizes the chances of a successful menu
transformation.

R E A

XEHE X FEd~=m R8) RERIVSTENIENEY, FEWMASEMEIRT
b, BHEIBFERE—MEHNZE-R-IRX"RIE. B2 MR, HRETEREAD
WRERSHELIE (BAIBRMA. R, XiF), HESNAMIMENZRI . KIFED
TYHKBETEDH” (Menu Engineering) , X@— 1 3ERTZWHMIANTE, sEBEINNE
EWITANR, ERRIER, BIRE T /LMAIRERIREE S A | REMIL. KECIF. UK
MEMEH. XBETHXPRABNEETH. WX, KBRATEEEE FiH
TR ER Y, HEH T EERNREAZE (A ve. 3RRE) . XE—TIEERE
MMIEN AL, BEBREBIHERKNXIG, BPMEIZERIN T UBIEAEM. UBRFAHRD, H
SEERFMNA S AR R LRI S5 BIEESTo

Question 30: You are the CEO of a company. You have to lay off 10% of your
workforce. How would you manage this process?

Answer:

Managing a layoff is one of the most difficult responsibilities a leader can face. It must
be handled with empathy, fairness, and clear communication to minimize the negative
impact on both the departing employees and the remaining team. My approach would
focus on three principles: Respect for the Individual, Fairness in the Process, and
Transparency in Communication.

1. The Decision-Making Process (Before the Announcement):

e Strategic Rationale: First, the decision to lay off employees must be a last resort,
not a first option. | would need to be absolutely certain that this is necessary for
the long-term health of the business. The rationale must be clear and based on a
sound business strategy, not just short-term cost-cutting.



e Fair and Objective Criteria: | would work with HR and legal counsel to establish
fair and objective criteria for selecting the roles to be eliminated. These criteria
should be based on business needs, such as skills, performance, and the strategic
importance of the role, and should be applied consistently across the
organization to avoid any appearance of bias or favoritism.

e Prepare a Comprehensive Support Package: Before any announcements are
made, we need to have a comprehensive support package ready for the
departing employees. This should include a fair severance package, extended
health insurance coverage, and outplacement services (e.g., career coaching,
resume writing assistance) to help them find their next job.

2. The Communication and Notification Process (The Day of the Announcement):

¢ Clear, Honest, and Empathetic Communication: |, as the CEO, would make the
initial announcement to the entire company. | would be transparent about the
business reasons for the layoff, take responsibility for the decision, and express
sincere gratitude for the contributions of the departing employees. The tone
must be empathetic and respectful.

e Private and Dignified Notifications: The individual notifications should be done
in person (or via a private video call if remote) by the employee’s direct manager,
with an HR representative present. The conversation should be handled with
compassion and dignity. The manager should be prepared to answer questions
and provide information about the support package.

e Timing: All notifications should happen on the same day to minimize the period
of uncertainty and anxiety for the workforce.

3. Managing the Aftermath (After the Announcement):

e Support the Departing Employees: Ensure that the company delivers on all its
promises in the support package. Treat the departing employees with respect as
they transition out of the company.

e Rally the Remaining Team: The morale of the remaining employees will likely
be low. Itis crucial to rally the team and refocus them on the future. | would hold
a town hall meeting to answer their questions, listen to their concerns, and
clearly articulate the company’s go-forward strategy and their role in it.

e Be Visible and Accessible: In the days and weeks following the layoff, it is critical
for me and the entire leadership team to be visible, accessible, and to listen to



the concerns of the remaining employees. We need to rebuild trust and show that
we are committed to the well-being of the team.

In summary, while a layoff is an incredibly painful process, by managing it with
respect, fairness, and transparency, a leader can mitigate the damage to the
company’s culture and help both the departing and remaining employees move

forward.
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