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Abstract

Developing a market eniry strategy is a critical setivity for any firm but all the more so for t firms that wish 10 suecessfully compete in
today’s challenging global economy. Unfortunately, doveloping & market entry strategy is an i-structured and compien activity for which
structured approaches have proven inadequate. In less structured situations, data deiven and medel based decistor-support systems (D88) have
been shown to be of significant help to decision-makers faced with such fasks. Getting managers o use such systoms, however, i3 o mgior
challenge that has been the subject of considerable research i the figld of DSS. As far back as the 1970 scholars identified reasons why
managers arc reluotant fo use such syslems, Among the most often cited reasans why masagers are reluctant 1o use these systems are: they <o not
undersiand the model mberent in the DSS; they do not know when fo use them; they are unable 1o extend the use of the DSS; or they are unable io
explain the model or its output to others. This paper describes the process of bullding = system dyramics mode! that can be empleved by
rearketing managers to help them test the effootiveness of different market entry strategies, and equaily important o belp them to explain the
systeay's logic and culput, The model was built in g b torn-up fashion with the belp of o team of markesing managess, [n this way the tean that
helped build the model not only felé a sense of ownership concerning the model, but were also be able @ better explain and defend thelr proposed
slrategy.
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The concept of using computer-based information 18 0
support decision-making has existed for well over 20 vears and
many systerns have been developed to aid corporate managers,
The literature in marketing is replete with models derfved From
marketing and economics such as fime-series data models to
extrapoiate exogenous varizbles or state space models to integrate
econometric analyses with normative declsion-making 1o address

simations managers tend to follow thelr infuition rather than rely
on computer-based information systerns (Crockett, 1997).
Intuition may lead to decision rules which are locally rational
but often disregard the feedback structare embedded in complex
systems. Sterman {1989) states that “misconceptions of fead-
back” reflect « faiture on the part of the desision-maker 10 ancess
correctly the nature and significance ofthe causal structure ofthe
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many probiems faced by managers {¢f, Naik and Raman, 603y,
In marketing, many activities ofien exert a catalytic influence on
other activities, For example product samples or collaters]
materials may not direclly increase sales of prescription drups
but muay enhance the effectiveness of detailing efforts (Parson and
Vanden Abeele, 1981),

While existing modeling approaches can be linked 1o nor

mative decision-making, in ifl-structured and dynamic problem

systemn particalarly between the decision and the environment,
In & decision environment where a group of business Managers
need 0 find an answer 0 8 complex probiem, traditional
equation driven models are not easy to understand. This means
that in most mstances they cannot be used to easily and satis-
factorily communicate complex ideas. Deucker {1974} noted
that while formulae are the tools of management scientists they
are of little interest to the manager. A cognitive map, on the other
hand, mskes the decision environment more explicit and
aptures the cause and effect of the decision-makers’ valuey
tAxelrod and Mytil, 1976), They make mental models more
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explicit and therefore easier to articulnte and communicate
MeKenney and Keen (1974) argued that the central factor deter-
mining whether a manager will use a model or other vegnifive
aid is the extent o which it fits his style of { thinking.

More recently, Delone and MeLean (19972, 2003 3} propose that
in order for any information/decision system to be accepted and
used, it must be compatible with the manager's approack o
problem soh ::12,1‘ riust be perceived as bmrg usefla, and it rmust
be easy to use. The objective of this paper 1s o ilustrate how a
system dynamics approach can be used to help a team of managers
io communicate complex idess to senior management and to
support their recommendations, in this case, & recommendation
agaimst & global market entrance stratopy. Thus, the probler
dimension for this shudy was twofold. First, the main chalienee for
this project was te provide scientific evidence o senior ma Ps
ment a3 to why a global market entrance strategy would not
achieve #y ¢xpected results in a focal market, Second, it becarne
necessary to find a way to commmunicate the essence of 2 model
being used to amrive at a strategy decision &0 those whose mental

$ 0 not correspond with those of managers presenting the
argument, To address the former the author emploved a m wadeling
simulation package. This was done 50 as to make the mentsl
model of the decision-maker explicit and to help conceptualize a
dynamic description of the rarket system, The fow diagrams in
systemt dynamics are an excellent tool for helping nprove
communication with man {Stenberp, 1980} Thev also can
help elicit the perception of ors concerming how the system
werrks (Mall and Roger, 1976 as well as help (o mstill confidence
in the moded siructure and behavior

System dynamics is a well established methodol togy that can
be employed to provide managers with insights about markes
behavior when launching new products (of Home 1994,
Lyneis, 2000; Sterman, 1989; Urban ot al, 1990 . The ruoé*; of
system dynarmics go back to engineering control systems ;
theory of information feedback systems {(Morecroft, IBE7Y In
15}% Jay Forrester reshaped a2 rather mathematical, engineer 25
control systems approach into an analysis zmiﬂed for the
visuatization and simulation of feedback dynamics. Richardson
(1996) defines system dynamics as “a computer-aided approach
to policy analysis and design. With origing in servomechanisms,
engineering and management, the approach uses a perspet
based on information feedback and ciroular causality o under
stand the dynamics of complex social systems”.

Determining how much to invest in product quality or product
attractiveness, when {0 introduce a new product, how much to
sperdt on marketing, and how to price the product are all eritical
management decisions that can dramatically affect a market ent £xd
strategy. Using system dynamics can help managers to test i
ferent sirategies in a risk-free environment and then chose the
strategy with the highest Hkelihood for success,

Even though system dynamics is an established managernent
umim many firms, i has not received the same level of'y ceptance

1 other managerent tools.

The simulation model pre "mieﬁ in this paper was used a3 4
decision-support ool to help a team of mang gers (the ohfent)
with the creation of a viable a(a:azm:} for launching an innovative
phamaceutical, and to provide evidence as o w by the global

strategy might or might not achieve the desired objectives. For
confidentiality, company or product neme are omitted o this
paper. Furthermore, some of the specific details in the moded
have been altered, but the overall structure and framework dew
scribed in this paper are acourate. Given the professional interest
in the methodology of system dynamics, surpwisingly little con-
sideraston has been given w how different models can be used in
marketing, This paper proposes such a methodology to test mane
agement policies and fo communicate the cause and sffect of
different market entrance strategies for a new pharmaceutical
product.

1. Market condiffons

Launching a new product in a competitive market is a
compiex and chalienging task for a decision-maker, where time
pressure, incomplets mf{arrna:iﬁm organizational context and
seifish motivation can sirongly influence a decision (Sterman,
2000 As a sesult, many decisions tumn ouf to be incomect. Dhye
to the complex and highly unstructured nature of 4 market lannch
decision the implications of & proposed launch shntegy cannol
be known with any degree of certainty at the time a decision is
made.

Not 80 lorig ago pharmaceutical companies invested hundreds
of miltions of dollars in developing a new medicine and allocated

i
virtuaily unlimited funds s marketing. Most tew drugs were
1*npzmcn‘=u its on their predecessors, so selling the product was
clatively simple - have your sales force tell doctors about the
new product, refer to the merits of its predecessor, and fhe doctors
will prescribe it. In fact, almost proportionally, the more sales ens
contacted doctors, the more they would prescribe. Via froquent
visils 1o virtsally everv doctor in the couniry, the sales forge
became, not surprisingly, the main communicetion ool for the
industry. Recently, however, this marketing approsch has changed
due 0 an increasing pressure from government fo lower healtheare
costs. Accordingly, market forces have changed the way dockrs
prescribe drugs. Like any other service provider, doctors must Snd
WEYS 10 improve the services they offer 1o their patients or risk

fosing them (and the income) to some competitor. At the same
time, pharmaceutical companies have become an easy farget for
politics i a bid to cut overal! healthcare costs,

The in

nereasing cost pressure, the incresse in better informed
demanding quality service, and the rising competition
ctors has changed the way pharmaceutical companies
approach the market with 4 new drug. Some pharmaceutical
companies have begun to approach patients dirsctly via marketing
campaigns sirilar to those of fast moving consumer poods com-
panies. The assumption underlying a direct-to-consumer ap-
proach (within the legal boundaries as they apply to adve ertighng of
prescription drugs) is to establish brand preference. Patients witha
brand preference then could presumably persuade die doctor to
write the brand name of choice on their DrEsCyiston

Other companies have positioned themselves o market
goross borders in order to take advantage of economies of scale.
Rather than employing localized strategies to launch a new drug,
companies go for gi ab,ii or at least pan-European strategies,
which local markets have w adopt. The market launch sirategy
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proposed by the chent's head office was basically a direct-to-
consumer approach, although it did not provide sufficient enough
money 1o support targeting of and medical marketing to the
doctors. Thus the local client was faced with the chalflenge of

convinecing the company’s head office that, for the particular
market, the proposed global strategy would not vield the éequﬁ
results and should be replaced by a locatized strategy befor
tempting 2 global one.

2. Methodology

The main objective of this study was to assist corporate man-

agement with 4 market entry decision-making by formulating a
decision-support tool that would enable the testing of a wide
range of policy options-and help them better understand inter-
actions among various factors which influence market success
for management. While many more things hz%;:a;:asn in the resl
world than we have models for (Little 1984} it is the process to
make the decision environment explicit, which helps anage-
went o gain confidence in the model,

As Zuboff {1988 conchudes, “behind every method i a
belief” The author's belief is that system dynamics is well
suited not only to theory development but also to understanding
complex behavior associated with sirategy setting. This helef is
based upon the following assumptions: (1) time is an important
slement in constructing a g conceptual famework for msmamm
the mteractions and interventions during market entranc
while longitudinal process models employed in research o
provide 2 limited (Hnear) perspective on time {Abbot 1943, a
nor-linear method such as system dynamics congists of Fmultipie
measurements of both independent and dependent variables and
graphs the resniting dats over time; (3} predictions made using
non-lineay modeling approach are more qualitative than the
predictions made using traditional approaches (Svyantek and
Brown 2000%; {4} an actor’s imterpretation of an acton and i
effect is part of 2 larger dynamic context (Biermam, 1989 (%)
systern dynamics models have long been associated with the
notion that complex systems are counterintuitive — that the
behavior of 2 complex system is often different from what one

expects (Forrester 1961,

2.1 Creating ownership

Lane (1994} concludes that “clients’ ideas must not just be ina
model, they must be seen to be in a moded”, which means that
imvotving the client throughowt alf stages of the mode] building
process creates ownership. Building system dynamics models
with client groups bas a Jong tradition and is well dogurnented (of
Morecrofl and Sterman, 1994, Richardson and Andersen, 1995
Vernix, 1996; Andersen ef al., FOUTY I the Hieesture, several
approaches to group model building are discussed (of, Richardson
and Pugh, 1981; Roberts et al, 1983; Vennix, 1994). These
approaches varying in terms of numbers and armangements of
stages and the activities involved in the development process.

Richardson and Pugh (1981} defing seven stages in bui
a system dynamics model: problem identification and defini-
tion, system conceptualization, model formulation, analysis of

model behavior, model evaluation, ra{;fic:y amalysis, and model
use or implementation, Roberts et al {1983) suggest 8 simlar
approach to constructing a smmi&amﬁ model. The modeling
intervention for the local client team followed an approach
similer to that of Richardson and Pugh. h. Unfortumately, the team
was not abie 10 encovrage peopie from the olient's head office to
participate in the process. Their involvement would have hel ped
foster ownership of the mode! at an early stage of the mnlelng
intervention.

Ofters it is the senior management who call in consultants to
help solve a particulsr problem. However, in this case, a Hine-
manager took the initiative to call for external help. Thas, in this
bottem-up approach, fhe first task was 0 convince the Couniyy
reanager that system dynamics i5 the right tool o solve his
problem. Aworkshop with the project team and cou nEY manages
was organized o introduce svstem dynarnics in broad terms and

ilusirate the method using some practical examples, in dis-
cussions with the management team the author stressed the fact
that his role in the project tearn was not that of a “teacher” hut
facitimtor and that the simulation model would not be built
behind closed doors but together with the team, The author also
emphasized that this project woukd not only help the core client
team involved in building the model to know better what they
know already, but in 2li likelihood would also help reveal the
fertying dynamics of ¢ they do not know, Furthermore, #
was important to have the county manager approve the project in
order develop a tool that would not only enable him to under-
stand the ol 5o that he could use the results to support his
wrguments against the global strategy but also so that the son-

sultants would but integrated into the project.

3. Model conceptualization

As noted above, in following the established framework fo
build a model with a client team the first part of the intervention
was 1o discuss problem definition and boundary issues for the
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Fig. 2. Srock-snd-Aow structure of dostors tlucncing diffision of new product.

model. I an effort to study market dynarmics under differen product. Next, key variables were idennfied so they could be
sirategies the following questions had to be addressed; visuatized in order {0 assess the extent to which these variables

depend on each other. The high-level map, shown in Fig, 2, de-
i. What is the likely percentage of customers that will switch  ermined also the boundary and part of the basic structure of the
fo the new product? modei and follows typical system dynamics-diagramming prac-
if, How does the sales force affect prescription behavior of  tices (Lane 2000
doctors and ordering cvele times?

ii. How do pre-marketing activities enhance word-of-mouth * Rectanples represent state variables, called stocks, where
with o;wini«’m feaders? things {e.g. people, widgets, dollars, o0} acoumulale,

tv. How do marketing activities influence dffusion of the * Btocks increase dus to inflows and decrease due w outflows,
new product among the target audience? Flows are shown as “pipes™ connected to the rectangle.
v. What is the market value of the new product over time? » Flows are controtled by vabves, which look Hke small nverted

bow tieg.
The sector map shown in Fig. | provides & high-level view of » Arrews belween variables show causality,
the modeling project with key endogenous and exogenous

variaidles that influence the diffusion of the new prod uet, While After the management {feam agresd on the stroctural view of
the sector map only shows high-level variables, the simulation  the market environment and systemn boundaries, the author
model consists of a more detailed view of the atribules that  conceptualized the simulation modet in collaboration with the
determine diffusion rale, However, as previously stafed, some  clent
details of the model are omitted in order to focus on issues such The model siructure shown in Fig 2 depics the Tlow and
as creating ownership and instilling confidence at the stake-  accumulation of doctors, who would evaluate, prescribe, and
holder levell z‘e{*c‘*mmeﬁi the new product anxd thus influence the adoption i,
During the first mesting the feam listed variables and para-  The population of doctors is disaggrepated into sub-segments 1o
meters, which are purporsed o influence the diffusion of the new  measurs the rate at which the different segments adopt the new
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Frg. 44 and b Nooelinear Smetions, sieied from client.

product. This part of the model structure was shown to the clent  ment of the pharmaceutical rrarket, For some of these variables,
to get agreement on the level of the detail needed to capture the  data Fom existing market research and clinical trials was available

relevant sub-segments in this thempeutic area, b set mitial parameter vatues,
While the model's representation of the doctors appears Surveys and other sources of quantitative data were also

highly aggrepated it nevertheless closely reflects an important  available o set initial values and guide model development. Other
msight into the local market, that is, that it is exclusively the  atributes and under lying choice preferences influencing the
docters who prescribe, or control access to the medicing adoption rate of the mnovation were Kentified through secondary
Therefore, the rate at which the new product will be '\dé};"sia{i research and in discussion with the management team. However,

must be formulated on the basis of a stock of doctors preferring there is considerable ancertainty about the effect of marketing on
the client’s innovative product over athers, either patients or doctoss, and the author therefore assumed 2

In order o model the adoption rate among patients, a stock-  normal offect with mean and standard deviation derived from
and-flow structure was added, shown inFig. 3, tokeep ek ofthe  inferview data with product rmanagers from phanmscentical com-
number of people who are using the different treatments available  panies. Furthermore, the author assumed that operating wmﬁa‘mﬁs

in the mark*; sepment. The simuiation model discussed in this for stochastic variables are bounded by acceptable atiribute level
paper consists of 235 equations Iy due (o space fimitations not re. a threshold was determined for soft variables where an éncrsass
every single link or all the different variables controlling the stook i1 an attribate level would ke the model outside of its operating
and flows are shown in the Figs. 2 and 3. However. uponrequest  boundaries so that the resulting model behaviny would not be
compiste computer code and model documentation are available fen
from the author.

The structure i this part of the model, as shown in 7 . o . , ,
focuses on the flow of patients between stocks of users of a Criph Lookup - Effect of wedical marketing on innovation
product in an effort o capture the shifting market share when LR :
faunching the new product. The structure is near-symmetric with :
regpect to users of the more comparable prnducts “Tnnovation” :
other Products”, whereas users of "X had to be dealt with e N e

H

i
1
1
i
i
i
1
i
!

angt |
cifferently as X's brand recognition, available body of knowl ;
edge, customer refention strategies and other factors ‘
substantially from those of “Innovation” and “other Products”, e T TPV SRR S,

i
Ir
1
The rafe equations for the patient flows use a standard flactional i Fo:
]
i
i

clif

.

rate formudation with modifving factors *Product Afiractivensss”
and “Dociors’ Recommendation™, as well as product availability,
A syremetric structure was used for attractiveness of oo
petitors” vs. attractiveness of the olent's product. In discussion
with the client, the anthor {dentfied variables whicl constitute :
product attractiveness, such as convenience, reliability, safety, and o ' 1
novelty of product, Price was not considered a factor that in-
fluenced product atiractiveness because of inelasticity in this seg- Fig. 5 Fable Banction for effect of medics] marketing.
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Fiy. 6. Market forgeast from PSS Decision Tise,

An important part of the conceptualization phase was fo elicit
information from the client in an efort to learn and also o achieve
agreement on the shape and the boundary values of the able
functions representing non-linear effects used in the simulation
model. This helped account for influences by medical m wrketing
or direct-to-consumer marketing on the diffusion of the new
product. In a workshop with the client team, the author f
explained how a graphical function models a non-Tinear influence
on a flow rate. Then the team was introduced fo the familiar mule
tiplicative formulation of “standard rate times effect of " and
asked for reasonable assumptions on the upper and lower bound-
ary values of the effects. Next, every member of the feam was
asiced to individuaily skefch their best estimate of the shape and
imits of the graphical function around a designated neutral op-
crating point in & prepared lookup table diagram as shown in
Fig. da, v

The team convened again, this tHime for 2 modesmted dis-
cussion where the members would present thelr ndividual
sketches to each other along with reasoning before they would
settle on & common shape as shown in Fig. 4b, Eventually, the
author presented them with his mental mode! of the lookup table
to provide them ample opportunity {0 sharpen their reasoning
skilis and deepen their understanding of the effect under
conideration,

This exercise helped establish a firm understanding of the
non-lingar interrefationships represented in the model and also
clarified some of the uncertainties about the effect of mar ceting
on the diffusion rate, Furthermore, involving the client in some
technical conceptualization helped to create ownership in the
model at an early stage (Fig. 3),

3.1 Mode! validation

At the beginning of the project, the management team was
sommewhat skeptical that this methodology would provide valuable
insights. Therefore, a transparent and explicit validation DOCESS
was needed to help build confidence in the model. The objective
was to achieve a deeper understanding of the model, widen the
view of the client team, and discuss more thoroughly potential
applications. To do this, it was also important to explain how the
mode! wag calibrated nsing historic market dats. As  result the
chient bought into the structural and behavioral consistency of the
model,
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Fig, & Fapected munber of patisns using the new product.

Forrester and Senge { 1980} deseribe 17 tests for bullding con-
fidence in a system dynamics model, while Sterman (2000) lists
12. Sterman’s twelve tesis &xaz‘n;fze &T:{agieﬁ*; on both structural and
behaviomi grounds. Richardso 981} focus on coliab-
orative model building ;ﬁmiectfs that inciu dﬂ modelers and model
users, and categorize their tests for building confidence in a
system dynamics model acvording w those that test for suitability
and those that test for consistency,

Suitability tests determine whether the m
for the problem it address

fel is appropriate
5, while consistency fests examine
whether the modei mmt«-:-,m with the slioe of realily it
attemnpis 0 capture {Richardson and Pugh, 1981}, ;
testing the sensitivity of the model, using Monte Carlo analysis
for constant variables, the model was calibrated against market
data.

While theset stablished confidence withinthe core tegm of
the client, 3 was also oritical to success that the ’*nunm mamager be
convinced of the value of the modeling process and the model
deveioped with the client fearn. Furthermore, if was sssential 1o
provide the focal management team with a set of meases o
suppo:t communication with stakeholders, To cope with the prob-
{emm that most of the stakeholders and the country tamager were
unfamiliar with non-aditional analytical tools such as non-finesr
methods, a misture of two approaches was used to butld confi-
dence in the model.

5 Con

fizw

Diociors proferring o Product

The first approach as noted above was to calibrate the model
against historic market data. Because the purpose of bullding the
model 5 to test manapement pohicy for the lsunch of 2 pew
nroduct, the team needed a crystal ball to fook into the Buure. 8o
the agsurmption of the team was that if the model behaves the same
way as a traditional analytical forecast tool, it will help to Improve
confidence in the model Thus, the second a;;ts;mac;?a wag o
calibrate the mode! agamst an analvtical forecast ool the clisnt
was familiar with, Decision Time was used to forecast the
therapeutic market in which the new prodact is launched. Fig. 6
shows the graph from SPSS Decision Time, which depicss the
data ranee of historic and forecast revenues for the total market.

A systemn dynamics model s not 3 forecast tool and it was
neither the client’s nor the author’s intention fo use the medel as
crystal ball, However, using 2 tradittonal analytical forecast ool
such as SPSS Decision Time, in tandem with the calibration
efforts prove d o be valuable in helping the client gain vone

odel behavior

iié 7 shﬂws a fairdy good 5t between the historic and SPSS
Decision Time data and the simulated tme series. While causal
maps and stock-and-flow diagrams were usefid in revealing the
mterdependencies of key variables and thus helped us to commu-
nicate with the client, the calibration part was important to help
“sell” the msights gained from: the model within the client’s orga-
nization. Building the model in olose cooperation with the client
}migw to validate the underlying assumgtions captured in the
calibrating the model against data instifled confidence to
£ .JE‘S TEASONMmE.

2.2, Exevcizing the model

This section shows a number of graphs comparing the
proposed strategy from HOQ against the strategy proposed by the
focal client team. Like a ﬁiiﬁzi sirrlator is wsed o lef pilols
ve thedr skills : -free environment, & graphical user
nmi;as e was bult ﬂ)ﬁ the management feamn in order to snable
them change ceriain variables and then see how the market
would respond.

Due 1o Emitasion of space in this article, only 1 fow selected
graphs to show the behavior of some key frdlioators in the system
are presented. However, the model is able to dynamically present
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alf the key variables as showsn in Flg. ! The clents were also
able to use the model to test a number of resource based policies
mtended to optimize sales-rep frequency and medical marketing
activities. The tests of these policies are not discussed here be-
cause the main task of the model was to support argumentation
against the proposed lnunch strategy from HOQ.

The graph i Fig. & compares the expected number of women
who wiil use the clie"ﬂ?*& product under two different kunch
strategies; H(Ps strategy, which emphasizes a targeted approach
iowards patients, zand iém client’s strategy which focuses on
medical marketing and targeting. The two strategios are haserd
on the same assumptions in terms of spending levels
but allocate the budget differenthy

The mode! was concen mtifzt‘:d so that effects from investment
in medical marke Jirevi-to-consumer marketing, and arget
ing {efforts towards Lh;im:im, preference atitude of doclors for
the new product) can be changed to reflect the focal polas of the
two difforent strategies,

The model does not start at zero on the Faxis because af the
time of market launch there were already a number of patients
whe used the product as part of & clinical trial. As can be seen,
the chent strategy leads 0 a higher expected number of women
who will use the product. While the marketing budget remaing
the same for launching the new product, the client’s steategy
seems to yield higher retums,

The graphs in Fig. 94 and b reinforce the provious observation
that the proposed launch stra ey from HO duw rot achieve the
same impact as the client’s sirategy.

The client strategy, which is focused on medical mark
and targeting vields better results
doctors who prefer the new product. The resalts from using the
gimvl ation model confirmed the client’s assumptions about the
need for a localized market approach. Motivared by the resulls
of the mode! and supported with calibration data, the elient was
able to successfully argue why he thought the seid fsumch
strategy from H( might not achieve the desire i

§ per year

s than HOY's strategy i werms of

4, Conclusion

The above discussion clearly illustrates how a simudation
model can be linked to normuative decision-making as well a3 serve
as a tool to gain insights into policy levers for a market entrance
strategies, Furthermore, as this case illustrates, conceptualizing
and developing a decision-sapport tool with the client can sub-
stantiaily improve the client’s siature because it enables the client
to demonstrate his'her in-depth krnowledge of such a valnable
decision aid. It also helps d**\'ca op a sense of ownership in the
model and fosters systematic experimentation in a risk-free envi-
ronment. The client aiso gained an enhunced understanding of the
dynarsic nature of market feedback relationships and the levermge
pointg for different strategies. Thus, the model not only helped
substantiate the client’s ideas about why he felt the plobal strategy
ey ot achiove the desired results but also instiiled in him the
confidence needed to successfully argue against HO's proposed
global stratepy.

Arguing against & proposed global strategy
centralized organizational structure is a rather daun

# country manager. First of alf, he or she nesds o overcome the
“not-invented here syndrome” whereby managers tend o ne-
glect an outsider’s propositions. As there are no irrefistable data
vet, discussion about the pros and cons of global stratogiey ends
0 be very subjective. While verbal reasoning alone could even.
tuaily lead to similarly strong confidence in the local manager’s
strafegy, seeing is believing, Using model-supported evidence
accelerated and elevated the discussion to a different lovel and
helped support the client’s proposed strategy,

The mode! conceptualization provess in the team-based en-
viromment created ownership within the boundaries of the local
client, but the model nevertheless remained a “black box™ for
the stakeholders. Because the stakeholders were not propared o
devote the time needed to make the “black hox” more
ansparent to them through 4 series of workshops, the feam
used scripts they were farnilior with to test the efficacy of the
model. In communication with the stakeholders, the country
manager used Excel spreadshects with graphs showing the
results of the model calibration against historic market data and
the market forecast dats ﬁfxrr: SPSS Decision Time, This bult
confidence in the models ability 1o correctly captuﬁ- srarket
behavior. Next, graphs were uscd, as displayed in Figs, 8 and &
to compare the expected dynamics of the global strategy against
the local strategy. These graphs supported the country manager's
argument of why a local strategy can be trusted to vield betier
resuits. Using the insights gained from the modeling interven-
tion, the country manager was able to convinee the head office 1o
ailow for focal adjustments of the stratesy and launch the new
product.

Belerences

:mew metheds for ofd idess. Anmm Rev So

cigtogy

OGP Venrsx JAM. Jroup ding: adding
7 5 :

wing executive information systems. Sloss Mamage Rev
3947 Suwmmer
‘H, Molean R
7 Inf Byst Bes §
D‘Lum W, Melsan B
SYSIETS SECTESS! A $N-VEAL U
Prucker PE : serformance s
3 D*'*a 1974

0 the guest for the depondest

Ea*
and Melsan m Gdei of Informasion
anage Inf Syst 2
management i

co) rossons and

1941,
donoe in system
ie, #i Maw York,

-

byt e and Bl of g old
Sci @ 1e%e -1
: tes soientific modeling in theory sad practive, Syst Dhyn
Fev 1994, l 21pi-19
Lame DT Maodelling as leaming: & consulizncy methodology o enhancing
I mma oo e s, I Morecroft JDW, Sorman 13, sditors,
o fesrning orgenizations. Portfand, OR: Proghuetivity Py

: post. Adm

EERIEES

aticn Meded Building: Hists And ity
s Hospital, 18th Intemational Conference of
v, Bergen, I"«nma\" pela

seioy | FBus FHpt 2y

From A Case ‘lmd‘
the Bvstem I3
Lagtle John D




