
2. HO W TO TACKLE THE CASE EXERCISE S 

Some suggestion s ar e mad e her e whic h ma y b e usefu l a s a  startin g poin t fo r th e 
beginner. 

Questions to tr y t o answer i n the earl y problem structurin g include : 

Who is (are ) th e clients(s) ? Man y O.R . textbook s ar e writte n a s i f ther e i s a  singl e 
client wh o initiate s th e projec t an d wh o ca n unilaterall y accep t th e 
recommendations o f th e O.R . tea m an d implemen t them . I n th e majorit y o f 
projects, especiall y i n developin g countries , th e situatio n i s mor e complex . Ther e 
may be severa l department s i n th e organisatio n whic h ar e involve d i n th e study , al l 
of who m hav e t o agre e befor e anythin g ca n b e done . Also , th e majorit y o f 
development project s involv e governmen t department s an d parastata l 
organisations. Th e studen t should  identif y thes e variou s interes t group s an d thei r 
objectives. 

What doe s th e clien t wan t fro m O.R. ? Ofte n th e client(s ) ma y kno w nothin g abou t 
O.R. or have quit e unrealisti c expectations . Th e O.R . tea m wil l nee d t o spen d quit e 
a lo t o f tim e throughou t th e projec t i n explorator y an d educationa l activitie s t o 
produce a  goo d mutua l understanding . I n th e cas e exercises , muc h ca n b e obtaine d 
by readin g th e text , bu t som e imaginatio n ma y b e neede d t o fil l ou t th e picture . 
The teache r wil l probabl y b e prepare d t o giv e som e guidanc e o n th e assumption s 
which ca n b e made . 

What i s th e syste m o f activitie s i n th e organisation ? Th e organisatio n exist s t o 
produce product s o r provid e services . A  basi c understandin g o f th e syste m o f 
activities i s neede d an d thi s i s achieve d i n rea l project s throug h interview s wit h 
persons i n th e system , throug h direc t observation , an d throug h stud y o f statistics . 
In the cas e exercise s thi s has t o b e done by careful stud y o f th e text . Diagram s ar e 
essential a s a way of representin g th e syste m o f activities . 

What ar e factor s an d change s i n th e environmen t whic h affec t th e organisation , i n 
particular reaction s t o change s proposed b y th e O.R . team ? I n developing countrie s 
there ar e usuall y rapi d an d unpredictabl e change s i n governmen t policies , an d i n 
terms o f trade , thu s affecting price s and availabilit y o f ra w materials . Th e studen t 
should propos e solution s whic h ar e 'robust ' i n th e fac e o f suc h changes . Thes e ar e 
preferred t o optima l solution s whic h ar e dependen t upo n narro w set s o f 
assumptions. 
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All th e case s provid e th e opportunit y fo r workin g i n group s whic h represent s th e 
common practic e o f tea m wor k i n O.R . T o wor k effectivel y i n a  grou p i t i s necessar y t o 
have adequat e spac e fo r meetings . Visua l aid s suc h a s a  blackboar d an d flipchart s shoul d 
be use d fo r brainstormin g an d fo r communicatio n withi n th e group . Efficien t grou p 
organisation i s important includin g a  clea r allocatio n o f task s betwee n grou p member s an d 
well-structured meetings . Thi s wil l encourag e participatio n o f al l th e member s an d 
effective us e of thei r time . 

An essentia l par t o f al l project s i s th e identificatio n o f benefits , cost s an d 
constraints. I n developmen t project s ther e ma y b e benefit s suc h a s equitabl e distributio n 
of incom e i n th e communit y whic h ar e importan t bu t difficul t t o quantify . Benefit s ma y 
affect differen t group s an d thi s mus t b e recognise d explicitly . Whe n identifyin g financia l 
costs, foreig n exchang e cost s mus t b e treate d differentl y t o interna l costs . Importan t 
constraints should  b e identifie d suc h a s shortag e o f labour . Th e studen t wil l ofte n fin d i t 
useful t o mak e roug h estimate s o f benefit s an d cost s a t a n earl y stage . Thi s ma y 
eliminate certai n possibl e solution s an d indicat e wher e projec t effor t need s t o b e 
concentrated. 

The studen t should  expec t t o recycl e an d rewor k th e analysi s severa l time s addin g 
more informatio n an d tryin g ou t reformulation s o f th e approach . O.R . project s seldo m i f 
ever procee d directl y t o a  solutio n withou t severa l deviation s an d revisions . Exposin g 
your wor k t o othe r student s i s a good ste p an d o f mutua l benefit . I n order t o b e abl e t o d o 
this the studen t need s to plan th e tim e availabl e a s se t b y th e teacher . Th e studen t shoul d 
work backward s fro m th e tim e o f submissio n o f th e repor t t o allo w tim e fo r revision , 
redrafting an d discussion . Mos t O.R . project s ar e unde r tim e pressur e an d decision s hav e 
to b e mad e whic h balanc e th e desir e t o carr y ou t detaile d wor k wit h th e pressur e fo r 
quick results . 

All th e case s requir e a t leas t on e repor t t o b e writte n fo r th e client . I t i s 
important t o writ e th e repor t fo r th e 'client ' no t fo r th e teacher . I n a  particula r cas e i t 
may b e apparen t tha t th e clien t know s littl e abou t O.R . s o tha t th e repor t shoul d b e 
written a t a  level suitabl e fo r someon e withou t suc h knowledge . 
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