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Troll Company

An extreme makeover

Teaching note

This teaching note was written by M.Sc. Maria Frosig and M.A. Rikke Franch, Faculty of Further Education, Niels Brock Copenhagen Business College, Denmark, as a part of Leonardo da Vinci project ”Moving towards the case method”.

It is intended to be used as the basis for class discussion rather than to illustrate either effective or ineffective handling of a management situation.

Synopsis
The case consists of the history and development of the Troll company as well as the sources of their business. A description of the activities of the company is included.
The audience of the case

The case would suit all levels of business students, from undergraduate to postgraduate programmes. The taxonomic level of the questions addressed to the students should be prepared by the teacher to ensure that students are challenged at the academic level according to their position in the programme.

Objective
The overall objective for the case work on Troll Company is to make students recognize the complexity of the problem issues. Multidisciplinary skills are encouraged through analyzing the case. Students should be encouraged to apply what they have learned in all subjects and the case should give them an opportunity to view the company as an integrated entity and not as separate functions and activities.

The case can be used at different stages during the studies:

· The basic theoretic knowledge may be tested through very specific questions

· The decision making level may lead to students preparing an action plan.  
The students should wonder how a tiny family run business goes from the roots of handicraft via outsourcing of production to a major player as a licensor as well as reflecting on intangible values as a company asset.
Learning objectives
Working with the Troll Company case should enable students to apply various models and theory from most of the subjects: International Marketing, Business Law, Branding, Financial Management, Organisation and Corporate Communication.

According to the Bloom’s taxonomy the teacher must decide and explain the level of analytical skills the students should achieve. However, general analyses with no reference or relation to the case text, general description and repetition of the case text etc. should give minor credit.

The learning objectives can be split into two: methodological and personal. It is suggested that the level of taxonomy can be adjusted when specifying the learning objectives but they should at the minimum be as follows.

Methodological learning objectives:

With the point of departure in question raised, the student should be:

· able to gather, interpret and use relevant secondary data for the analyses from the case text and other sources,

· able to select, reason and use relevant theory,

· able to master the required level of methodology in the analysis process,

· able to evaluate the analysis results,

· able to communicate the project contents in a convincing way using appropriate written and/or oral presentation techniques.

Personal learning objectives:

· to be able to work actively and constructively,

· to be able to develop and test the teambuilding and collaboration skills when working in groups or the self-disciplinary skills when working alone, 

· to work with a high level of responsibility and flexibility,

· to be able to collect information of a professional and/or methodological character from fellow students.

The academic objectives are divided in two:
1. the method, models and theory and

2. the actual business solution

The following subjects and theory should – as a minimum – be solved by the student whether undergraduate or postgraduate. The complexity of the questions and solutions required are determined by the taxonomy level of the question. The following theory and models are suggested to answer the various issues and problems in the case text, however, there might be alternative ways to solve the problems.
Marketing:  Michael Porter’s Value Chain; Michael Porters’ Five Forces, product life cycle, distribution, 4Ps etc.
Financial management: Financial analyses including relevant ratios, understanding the current financial performance and position and apply in discussions of future decision-making, investment analyses and alternative ways of financing etc.

Business Law: licences, intellectual property including copyright and the protection of this
Corporate communication: advertising, homepages, 360 degree promotion, PR

Branding: Adding value to an intangible product; Aaker, Kapferer.
Decision making issues could include more open assignments like for example:
· An in-depth internal situation of the current situation of the company

· An analysis of the external environment on macro and micro level

· Prepare and substantiate new strategies for the company

· Evaluate the suggested strategies

· Prepare a comprehensive action plan

Teaching suggestions
The reading of the case is estimated to one hour.
The questions to the case are handed out prior to reading. The solving of the questions is divided into two parts:

1. Make substantiated suggestions to the method, theory and model to apply

2. Collection of additional and relevant data is an important task of the student

3. Solve the question by applying the suggested method

4. Evaluation can be either a written report or an oral presentation where issues are discussed and the argumentation is important.

Suggested assignment questions (closed questions).

Question 1: (International Marketing/Corporate communication):

What are the core competencies of the Troll company? Suggest how the company should make use of their core competencies in their corporate communication.

	Models and theories
	Input

	4P

Value chain

PLC

Using a SWOT requires underlying analyses

Branding

Storytelling
	A strong brand with a long history

Licenses

Family owned company

International experience

Strong defence of intellectual properties

Collector’s item

Almost as well known as Barbie

- 

Telling that the troll is timeless

The uniqueness of the troll

Creating a story around the troll universe

Innovation 


Question 2: (International marketing)

What does the consumer buy?

	Models and theories
	Input

	Segmentation

Maslow

Buying behaviour/buying motives

ESP/USP

SOR-model

Cross- cultural analysis
	Buying a timeless friend who listens when nobody else does

Buying total harmony

Buying an artefact or a gift

Buying a feeling/magic/fantasy

Buying a feel-good-factor

Buying a story to last for many years – and a culture

Belonging to the community of troll owners and sharing this common interest

Buying something extra – for both adults and children

The uniqueness of each troll

Not a doll! (good for boys)

Toy or collectable depending on age

Trollz – relationship marketing


Question 3 (Business Law):

Why does the protection of intellectual property play a major role at Troll Company?

	Models and theories
	Input

	Company form (legal)

Trademark 

Intellectual property – patents in DK and abroad

Copyright 
Extent of trademark 

	Protection of the ”real thing” as opposed to copies

The protection of intellectual property is essential because the foundation of the company is being a licensor (make reference to core competencies here)

The troll is easy to copy requiring strong protection of intellectual property




Question 4 (Business Law)

Explain the legal requirements in Denmark to obtain exclusive rights of a name and/or a logo. You are also asked to consider whether the Troll Company may raise objections against a competitor’s planned use of a similar name e.g. ”Trold” and substantiate your answer. 

	Models and theories
	Input

	Laws in DK/UK

Sufficient distinctive character

Laws on competition

Laws on patents 
	The troll must be of distinctive  character

Troll is a generic word – problem?

Remember to state the actual paragraphs

Mentioning copycats from case text


Question 5A and 5B (International Marketing/Organisation)

A. 
Comment on the transition from manufacturer to licensor taking the challenges and changes for Troll Company into consideration.

B.
What motivated Troll Company to take this step?

	Models and theories
	Input

	Organisational structure (Minzberg)

Value chain

Boston model

Growths strategies (Ansoff)

PLC
	Write what a license is!

NB! The value chain is being modified.

Troll Company only has to provide brand and name to licensees (easy to earn money)

Danger: scandal related to licensees

New legal competences needed – a call for experts?

Proactive protection of trade mark

More brand awareness is created through licenses.

The physical troll figure as ”dog” or ”cow” in the Boston model; the licences as ”star”

Outsourcing to China

Local company – how to maintain goodwill

B.

More control with companies buying a license

Decline in sale of trolls in seventies and eighties

Reduced risk selling licenses – increase in future earnings

The need for more support activities




Question 6 (Financial management)

Analyze the loss and profit for 2004 as well as the balance sheet pr. April 1, 2005.

	Models and theories
	Input

	Financial analysis – focus on ratio calculations relating to profitability and earnings capacity using the Dupont model.

Profitability

Efficiency in the use of assets and liquidity 


	Which accounts are influenced when the company is changed from a production company to a licence (service) company?

Efficiency in the use of assets

Turnover ratios

Calculations based on past figures


Question 7 (Global Economics)
Suggestions:

Price elasticity (not income elasticity)

Market form (Competition form)

Form of competition

Question 8 covers the SWOT analysis (all subjects) and may include Porter’s diamond: Assess the strengths and weaknesses of the Troll Company taking the competition in the market and other relevant factors into consideration. Assess the opportunities and threats of the Troll-Company.

Conclusions of all analyses carried out are presented in the SWOT-analysis. From this moment the students may prepare their suggestions for new strategies, action plans etc.
Other activities: 
Analysis of www.trollz.com 
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