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A ‘Case Study’ in this context, is a written description of a consulting 
engagement created post-project completion. 

• The actual definition for the term is broader, based on the dictionary. However, the above 
serves as an accurate description as it is used within the Management Consulting industry. 

• Case Study is one of many names used.  Additional names include:  

•  Qualification or ‘Qual’ 
•  Citations (for Client Citation) 

•  Project Post-Mortem  

•  Engagement Summary  

•  Project Brief 

• Their creation has a variety of purposes in terms of use, but there is a singular common root 
purpose - to document the elements of a project in support of various purposes. 

• Though their contents, format and length can vary, they typical have a least three 
components. 

•  Situation – this helps define what was going on at the client and may include the problem 
or something about their relevant circumstance, perhaps the economy or industry. 

•  Assignment – this is also known as the ‘what we did’ component. It contains the work 
performed, as well as possible details of the approach the consultants used to complete it. 

•  Results – this is the ‘what happened’ section, and may include recommendations and it 
may highlight results or changes that occurred as a function of the work completed. 

• The example format we will show has these, but also provides far more details. 

Case Studies – An Overview             Definition 
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Though documenting a project and its results is the main objective of a 
case study, other uses may come into play, depending on circumstances.  

Case Studies – An Overview             Uses 

Audience Uses 

Colleagues/          

Co-Workers 

• Better understand a past project 
• Emphasize a firm’s general capabilities 
• Leverage experience by identifying other colleagues for similar projects 
• Build variants for new similar engagements 
• Highlight location of past work, as well as identify raw data, trends or 

benchmarks 
• Showcase a firm’s functional/industry expertise 
• Identify formats for deliverables for both case work and sales 

Clients, including 

prospects 

• Supporting selling by demonstrating past expertise 
• Convey a methodology and prove its results 
• Present the format of a deliverable 
• Evaluate efficacy of a type of project, and ability to meet expectations 

Other Practitioners/ 

Competitors 

• Support other practitioners re: how to conduct an assignment 
• Provide a platform for improving or tailoring or superior results 
• Support DIY (Do-It-Yourself) efforts by companies and their staff 
• Understand the competition and how their approach differs 

Public 

• Educate regarding consulting engagements and their value 
• Demonstrate the value of projects 
• Help non-consultants understand what consultants do 
• Provide analytical formats and approaches that may have other uses 
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And though a little repetitive, this chart shows some of the benefits to 
each audience.  Most benefits are in time, money or knowledge. 

Case Studies – An Overview             Benefits 

Audience Benefits 

Colleagues/          

Co-Workers 

• Reduced time in selling and completing assignments 
• Higher quality work 
• Identify bases for new variants for similar-but-different engagements 
• Identify qualified professionals inside a firm (from past case work) 
• Improved knowledge and better leveraged inside/outside the firm 
• Improved sales conversions 
• Better understanding of the ‘end game’ for team members  

Clients, Including 

Prospects 

• Reduced risk, better understanding of consultant deliverables 
• Increased ability to manage consultants and projects 
• Higher degree of understanding deliverables supports higher value 
• Better overall business results 

Other Practitioners,  

Competitors 

• Make public more knowledgeable about consulting & specific projects 
• Develop new methodologies in less time 
• Eliminate need for expensive consultants for those without resources 
• Base for evolution of knowledge and new methods 
• Increased differentiation of their services versus other competitors 

Public 
• Exposure to knowledge, processes and tools for their own use 
• Encourage people to explore careers in the consulting industry 
• Provides examples for academics, press, and others regarding issues 
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There is no single correct way to create Case Studies. There are 
variations in size, format, structure and contents to consider.  Examples: 

• Single paragraph prose which can be presented with many others in text format.  
Many consultants use these in their biographies (e.g. myself). 

• Small, bulleted descriptions, which can be put on a slide with other examples to 
demonstrate expertise in an industry, process or problem to the client. 

• Single prose page with Client, Challenge, Approach and Results/Outcome. 

• Single page write-up based on the results, containing client quotes. (selling tool) 

• Story format explaining key interactions between firm and client. 

• Professionally designed infographic explaining the project and the result. 

• Multi-page PowerPoint case study format, in which content slides can be taken 
from existing presentations, thus providing both volume and detail for audiences. 

Case Studies – An Overview              Variations 

Length and presentation media are the two major variables outside of 
the structure and contents.  Our example is the most detailed. 
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The components generally comprise of a mixture of the same things 
with different names.  Below are the primary components we have seen. 

• Client – description of the client, which usually includes industry and/or products, 
although it may also refer to geography, size, situation or scale (e.g. global, regional) 

• Situation – this can either be redundant with problem, or it can be complimentary in 
describing what was happening with the company, its industry, its customers or 
general geographic or political issues.  I prefer to include the Problem here. 

• Problem / Challenge – Most consulting engagements are started because there 
was a “problem” that led the client to hire a consultant. 

• Assignment/Engagement – this is what the consultant was hired to do.  It’s usually 
a short description, since later sections will include more details. 

• Approach – this is usually the high-level project plan for what was done.  This can 
often differ from what was originally promised or sold. 

• Analysis – here, the analysis is presented, but things discovered and work 
completed can be shown.  Typically, these are best selected examples, not 
everything.  Also, you MUST scrub client data unless the client decides otherwise. 

• Results/Recommendations – these are actually two different concepts, although 
both are usually part of the final section of any Case Study.  For Strategy work, your 
deliverable may be a recommendation.  For Operations and other work, it may detail 
what was completed, along with highlights of some of the tangible results.  For 
results expected in the future, they may be cited as ‘projected’ or ‘forecasted’ results. 

Case Studies – An Overview              Major Components 
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Remember: many details at the end of a project should be saved, but 
not all ae necessary in the Case Study.  Examples are below. 

Post-Mortem Elements 

• Client’s name 

• Individual client’s level 
• Client’s industry 

• Client’s size 

• Client’s sales 

• Client’s geography 

• Source of lead 

• Length of relationship 

• Client’s situation/position 

• Issues of client 

• Description of assignment 

• Size of team 

• Length of assignment 

• Price/cost structure of assignment 

• Approach of work/Consulting Product 

 

• Outcome during work 

• Problems encountered during assignment 

• Measurements used 

• Data or Analysis sought after 

• Data discovered 

• Analysis made from data 

• Recommendations formulated 

• Recommendations selected for presentation 

• Actions taken on recommendations 

• Results related to actions 

• Next steps for the client 

• Additional problems (outside of scope) found 

• Financial impact of the results 

• Ability to provide references from program 

 

Case Studies – An Overview              Major Post-Mortem Components 
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Before creating a Case Study, there are many things to decide 
regarding the planning required for its completion. 

• Timing – creating the initial Case Study should be done soon after project ends. 

• Creator – it is preferable for the Case Team Leader to do this, as they should have 
the best overview, or they may assign and support someone.  Some firms have 
Marketing or a dedicated Knowledge Management person or team create these. 
Sometimes, they may be part of a more comprehensive post-mortem activity. 

• Purpose / Objective – a decision with respect to how this will be used (such as 
proposals, publications, internal training, or even a post-mortem library) should be 
made.  For us, a very comprehensive Case Study should be created, and future, 
more abbreviated versions can easily be crafted if other formats are required. 

• Structure – different sections should be decided upon, and if being done at a firm, 
then a single firm-wide structure should be agreed upon and followed.  Regardless 
of its use, anything but a common structure will create future confusion. 

• Contents – at this stage, only top-level decisions on this can be made.  During the 
creation of the Case Study whoever is making it will have many decisions to make. 

• Length – this may be an overall length question or it could be just to ensure 
conformity with others like it.  Per the Objective section, long versions can be 
created and serve as a master for additional shorter, future version creation. 

Case Studies – An Overview              Decisions  
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An example of a process to create a Case Study is below.  There are, 
of course, many options on doing this, but this is an example flow. 

1) Ensure that structure & format are understood.  Any objective, contents or length 
decisions should also be made early on. 

2) Gather all primary assignment materials. 

3) Layout top level of the flow of the project, without details. 

4) Create a PowerPoint file by Case Study section.  We like to use large font pages 
for each so that slides can easily be cut, pasted, and inserted into the main deck. 

5) Review slides from proposal, final presentation and interim decks to cut and 
paste and put into the corresponding sections. 

6) Fine-tune the message and flow and decide which existing slides you would like 
to include. 

7) Scrub all client data or anything disclosing client identity from the slides.  Make 
new spreadsheets, delete/replace numeric values, change geography/products. 

8) Work through the story, getting feedback, and editing and proofreading 
everything until you arrive at a final version for release.  Be sure the flow works, 
as using the different slides usually creates a ‘quilt’ of slides.  You may want to 
collaborate with the client. That said, you may need their approval. 

Case Studies – An Overview              Process to Create 
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The following pages show six different sections, what they contain, 
and example pages from a recent project. 

• This page format has a top header which shows the ‘Service’ or ‘Product’ that the 
Case Study relates to, and then to the right, the ‘Section’.  Other options might be 
‘Industry’.  Depending on format, you may not have a place for this. 

• This format is just an example, and these sections can be called other things 
(suggestions are in each page) or split out further (e.g. ‘The Challenge’ could be 
added between ‘Situation’ and ‘Assignment’). 

• The attached example is much longer than a typical Case Study, and it also took 
longer to create, because it was to showcase a ‘PE Due Diligence’ product I had 
built. It was designed to help people better understand the details of how to 
complete such an assignment. The engagement actually took a dual approach, 
with both a financial improvement and a strategic exit work stream. 

• One very important thing to remember – scrub the data.  For this example, every 
number in every chart in the example was changed, including Excel charts.  Any 
identifying names, values, commodities or food product were also changed.  
Failing to change things may create legal liability, or an upset client.  You may even 
decide to review or even involve them in its creation.  My Supply Chain Strategy 
Case Study (40 pages) had the client COO spend a half day preparing it with me.  
We wanted to show people how to do it. It has been viewed over 7,000 times. 

• https://www.slideshare.net/JayMartin4/supply-chain-strategy-assessment 

Case Studies – An Overview              Example & Structure 
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Below are the six sections of our Case Study Example, and the 
following pages have further descriptions along with example slides. 

Case Studies – An Overview             Example Sections of a Case Study  

1 – Client 
 

 

 

2 – Situation 
 

 

 

3 – Assignment 
 

 

 

4 – Approach 
 

 

 

5 – Analysis 
 

 

 

6 – Results 



12 Jay Martin       June 2022        Case Study Guide & Overview 2022.ppt 

  

Client – This is the 1st section of the Case Study 

Case Studies – An Overview             Section 1 - Client 

Alternate Names Industry, Company, Customer 

Description 
Introduction explaining who the project is for, and to better frame the 
other elements of the Case Study. 

Typical Length Single page, rarely multiple pages. 

Format & 
Contents 

Description of the “Client” may include industry, products, geography, 
size (revenue), functional group (“HR organization of”), executive role 
(“CEO of”) or even site location (e.g. Food Factory).  Graphics are 
very important here. You can convey the industry with a picture(s). 

Source 
Information related to ‘the Client’ should be readily available, though 
the bigger question is below with ‘how should we describe them?’ 

Other Notes 
Given the different options and also possible identification, if too 
much information is provided, you should decide ‘how’ you want to 
frame this client and which components are considered truly relevant. 

Client 1 
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Leading Private Equity Firm (Agriculture & Food Products)  

PE Firm Due Diligence             The Client 

1 Client Example 
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Situation – This is the 2nd Section of the Case Study 

Case Studies – An Overview             Section 2 - Situation 

Alternate Names The Problem, Challenges 

Description 
Situation refers to the client’s environment, and includes the problem, 
external factors or other descriptors to set up the need for the next 
section, which is the definition of the project or initiative. 

Typical Length Usually 1 page, sometimes 2, but rarely more. 

Format & 
Contents 

Often, a bulleted list of conditions or problems the client was facing, 
though sometimes a comprehensive graphic was produced and may 
have been relevant. 

Source 
These would have either been in the proposal or discussed during 
the selling phase, but they may also be part of a kick-off deck, as 
well. 

Other Notes 
Situation rarely is a nice clean slide taken from somewhere else.  
Also, “too much” information should be avoided. For example, you 
always want to avoid identification of your actual client’s company. 

Situation 2 
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A Private Equity firm was interested in investing in a leading 
family-owned, food manufacturing company. 

• The private equity firm was considering an investment in a US-based 
consumer products company in the food manufacturing space. 

• Company was a family-owned business with a 40-year history. 

• The company’s debt was close to 60% of revenue. 

• EBITDA was less than 1/3 of the needed EBITDA to support/justify the 
investment. The private equity firm was unsure of the actual potential of 
the business, and rightfully concerned with the risk. 

• The company was looking to invest further into a new retail-sector-
related business. 

• A new factory building was being constructed, and the company and 
other investors were discussing a lease-back. 

• The private equity firm was concerned with some of the leadership, 
including a relatively new senior executive hired in as a consultant. 

PE Firm Due Diligence             Situation 

2 Situation Example 
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Assignment – This is the 3rd Section of the Case Study 

Case Studies – An Overview             Section 3 - Assignment 

Alternate Names Project, Engagement, Objective, Service or Product (if standard) 

Description 
Description of the actual consulting project, or client request, was at a 
high level and what the focus was.  This is not the Approach on how 
it was done; that is in the following section. 

Typical Length 
Usually 1 page, although it could be more, depending on the 
scope/size.  If it is a multi-faceted case study (e.g. transformation) 
then it can easily be longer. 

Format & 
Contents 

Simple statement of the project, or a listed group of components of a 
multi-faceted assignment.  It is best to have a single encompassing 
statement, even if the actual Assignment has multiple parts. 

Source 
From the proposal or statement of work, though additional work 
components may have arisen later in the project. 

Other Notes 
This section can be a simple page with a few sentences, or it could 
be a multi-page listing of sub-projects within a larger assignment, It is 
important to ensure that the Approach is not put into this section. 

Assignment 3 
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The PE firm wanted to answer two questions, as well as have a plan 
developed to drive the company towards improved profitability. 

Should we move forward with 
the investment in FoodCo? 

If we decide to move forward on 
the above, what are the actions, 
priorities, impacts and expected 
investments and changes we 
will have to make? 

• Should PE move forward with its 
investment in FoodCo? 

• What are the profit enhancement 
opportunities? 

• What are realistic profit increases and 
timing in the short/medium term? 

• What will we need to do to achieve it? 

• What are the risks? How likely is each? 

• Identify all profit enhancements 

• Detail out potential, method to 
recovering, costs, risks and timing 

• Find at least the target for EBITDA 

• What does the future state of FoodCo 
look like given the needed changes? 

• What are the priorities? 

• What skills are needed to execute? 

1 

2 

PE Firm Due Diligence             Assignment – Two Objectives 

3 Assignment Example 
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Three fronts were used to both decide on potential ‘exits’, as well as 
identify recoverable profit in two major areas: staffing and sourcing. 

Front What is it Why a priority How to attack 

A 
‘Exits’ 

‘Exits’ is a reference to the 
ceasing of FoodCo involvement in 
entire business areas (e.g. Retail), 
but also down each level to 
individual SKUs, so that we can 
best determine where it makes 
sense for us to ‘Exit’ an offering. 

Given the drastic change in 
profitability, something 
changed to cause it, and will 
have to change to fix it. This 
exercise will show a cascade 
of possible decisions to work 
to restore profitability. 

Evaluate exiting: 
• Business Segments 
• Specific Customers 
• Product Groups 
• Individual Products 
• SKU Groups (if exist) 
• Individual SKUs 

B 
Labor 

For both Direct Labor and Indirect, 
we will evaluate staffing, overtime, 
activities and efficiencies to 
determine where there are 
opportunities and how we might 
obtain them. Any contract staffing 
will be included as well. 

Labor is usually a priority, 
and in this case the recent 
explosion in staff size shows  
that it is most likely an area 
with a lot of potential for 
restoring significant 
profitability. 

Review of Indirect staffing 
and where they spend time.  
For Direct, look at 
utilization, allocation, 
overtime, non-production. 
Also, review impacts of 
‘exits’ above on future staff. 

C 
Sourcing 

A review of all commodities, both 
Direct and Indirect, to determine 
where money could be saved, and 
also identify any short/medium 
term sourcing opportunities to 
reduce costs. 

Sourcing always has 
opportunity, and 
understanding changes in 
Direct Materials (e.g. price 
growth) along with a review 
of Indirect will provide an 
overview of the opportunity. 

A quick strategic sourcing 
assessment, focusing on 
suppliers, items and 
commodities with at least 
100,000 dollars of 
opportunity and how it 
might be achieved. 

PE Firm Due Diligence             Assignment – The Three Fronts 

3 Assignment Example 
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Approach – This is the 4th Section of the Case Study 

Case Studies – An Overview             Section 4 - Approach 

Alternate Names Methodology, Steps, Work Plan, Process, Work Streams 

Description 
Approach explains “what” the consultants did to complete this 
Assignment, and may include phases, steps, activities, tasks, the 
team and timing.  This is key, as it shows ‘how’ we approached this.   

Typical Length 
Usually 1 page, could be more depending on the scope/size.  If it is a 
multi-faceted one (e.g. transformation) then could easily be longer. 

Format & 
Contents 

Chevron charts and Gantt charts are frequently used.  Graphical 
representations showing work activities, milestones and timing are 
common. Often, deliverable descriptions may also be shown. 

Source 
The Approach may be in the Statement of Work or Proposal, but the 
Case Team Leader should have it for managing the work. 

Other Notes 
Typically, this is developed at the start of a project to understand 
resource and timing needs. The ‘actual’ approach used may be 
different given pivots and changes during the process. 

Approach 4 
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A four step approach was designed to complete the assignment. 

Preparation 
Data Gathering       

& Analysis 
   Onsite Work  

& Interviews 
Final Report 

1 2 3 4 

• Confirm objectives 

• Provide request for 
information needed 

• Receiving existing 
client data from PE 

• PE to discuss with 
FoodCo & logistics 

• Review past analysis 

• Revise work plan 

• Establish final 
deliverables 

• Establish internal 
checkpoints / calls 

• Start building cost 
model 

• Review documents 
supplied by client 

• Review metrics and past 
performance, confirm 

• Research metrics 

• Identify interview targets 

• Create interview 
questions 

• Analyze sourcing 
relationships 

• Analyze customer 
profitability 

• Review organization 

• Review changes since 
last review of operation 

• Create operations 
hypothesis and data 
to seek to validate 

• Conduct interview 
program 

• Compare to data and 
documents provided 

• Develop potential 
savings items lists 
along with possible 
magnitudes 

• Calculate cost and 
disruption to executing 
savings programs 

• Develop Final Report 
Structure along with 
recommendation to PE 

• Review with PE Head 

• Return to speak to 
FoodCo for any follow-
up issues /  clarification 

• Create an 
implementation plan to 
execute savings, along 
with major options 

• Calculate financial 
impact and fill in model 

• Submit final versions of 
all deliverables to PE 

The entire 3 weeks was spent onsite, and the process was planned to 
be fairly fluid as different opportunities and data analysis needs arose. 

PE Firm Due Diligence             Approach 

4 Approach Example 
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Starting at Customer Segments, we reviewed each area to determine if it 
‘might’ make sense to eliminate, and then worked down to the SKUs. 

Exit Name Description/Example Why to Assess Potential Impacts 

Customer 
Segment 

Highest level areas such as Gen 
Retail and Chocolate Stores, which 
are either separate Business Units or 
are major types of customer groups. 

Depending on the size and 
profitability, it may make sense to 
exit an entire business (e.g. Gen 
Retail) at the top level. 

Assumption is profitability. Exit 
will reduce complexity, eliminate 
costly production and support 
staff, and have a large impact. 

Individual 
Customer(s) 

Individual customers, such as ‘Jay’s 
Candies’ and the different grocery 
store customers. 

Customers, especially smaller 
ones, may be too hard to serve 
or complicate other operations 
and result in unseen costs. 

Whether it be pricing, costs or 
just complexity, losing a 
customer could be 
advantageous. 

Product 
Groups 

Fudge, bonbons, bars and caramels 
are the 4 that are indicated on the 
website. 

There may be items that it makes 
sense to completely outsource to 
co-packers.  I doubt that 
elimination at this level is likely. 

Eliminate labor, processing and 
possibly the use and 
maintenance of lines or 
equipment. 

Products 

Below the 4 Product Groups, there is 
an middle product level, typically two 
distinct ones except for Fudge. For 
example Licorice & Pralines 

Certain products may be 
unprofitable, shrinking or low 
margin, and could be candidates 
to eliminate. 

Eliminate labor, processing and 
possibly the use and 
maintenance of lines or 
equipment. 

Products 
Items 

The 3rd level of products are the 
lowest level before SKUs. In the 
example of Caramels above, there 
are a total of 7 products for those 2. 

Individual items may be low 
volume or tied to a customer that 
we are not that concerned over. 

In addition to item profitability, 
there may be elimination of 
customer support, packaging as 
well as schedule disruption. 

SKUs 

Stock Keeping Units, which are 
Product items with different sizes, 
weights, quantities and even 
packaging to distinguish customer. 

Complexity reduction is always 
an option, and whether it be an 
item sunset or just reducing line 
disruption, it can save money. 

Reduced complexity and 
elimination of unprofitable SKUs 

PE Firm Due Diligence             Approach – Front A - Exits 

4 Approach Example 
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We expected there would be opportunities in both Direct and Indirect. 
Direct was expected to be the majority, but reviewed both. 

Class What Where & How 

Indirect Labor 

• Overstaffing 
• Staffing gaps creating losses 
• Non-value added activities 
• Process inefficiencies 
• Contract staff expenses 
• Benefits & perks 
• Cost of compliance programs 

Obtain organization chart(s) (past years) 
Look for overlaps or gaps 
Review roles & responsibilities 
Review major corporate initiatives 
Review performance and reporting available 
Analyze benefit programs and other costs 
Review process documentation / measures 
Interview staff to understand where time spent 
Identify mid-level/senior performance issues 

Direct Labor 

• Productivity 
• Overtime 
• Shift differences 
• Downtime losses 
• Production Scheduling 
• Process inefficiencies 
• Automation opportunities 
• Non-direct activities 
• Cost of compliance programs 

Reviewing staffing and performance metrics 
Analyze to see if any shift differences 
Review production schedule 
Analyze downtime reports and C/As 
Reviewing maintenance / sanitation plans 
Review process documentation / adherence 
Review roles & responsibilities 
Review major corporate initiatives 

PE Firm Due Diligence             Approach – Front B – Labor Costs 

4 Approach Example 
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The focus will be on major opportunities: largest commodities, largest 
items/SKUs, biggest suppliers. Places with over $100k in savings. 

• The below is a general flow of what we will do and what we are looking for. 

• Obtain spend data / cubes (in Excel) for: (1) most recent completed year (2) current year with 
year to date spending, (3) a prior year  

• Data needs to have Supplier names, commodity, $s, SKUs, UOM, Quantity 

– Transaction level isn’t needed, but would be welcome 

– Any existing reports with analysis already completed would be great 

– Product tree showing BOM inputs for major FoodCo’s SKUs or Supplier SKUs 

• Analysis of major commodity areas and major Suppliers will be completed 

• Largest SKUs and related SKUs will be identified, review for pricing changes 

• Data will be reviewed to compare progression from the past to present 

• Major changes in pricing on existing SKUs and justification will be considered 

• (Related FoodCo’s product pricing changes in response to these are of interest) 
• All professional service and one-off contracts will be of interest 

• Preliminary list of sourcing opportunities via renegotiation or rebidding 

• Confirmation of constraints and impacts of changes in sourcing 

• Expected yield of any sourcing actions by area and method/timing to achieve 

PE Firm Due Diligence             Approach – Front C - Sourcing 

4 Approach Example 
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To support the work of the three prior fronts, we sought data across 
those functional areas, as well as others to find opportunity. 

A list of data was sent to FoodCo in advance to prepare for our arrival. 

Area Analysis Sought Area Analysis Sought 

Labor 

• Organization (who does what) 
• Roles and skills 
• Non-production activities/initiatives 
• Shifts, overtime & justification 
• Cost allocations 
• Direct labor performance metrics 

Suppliers 

• Spend analysis 
• Number of suppliers 
• Major suppliers 
• Recent additions 
• Commodity costs / analysis 
• Item or other UOM costs 

Customers 

• Size, type, revenue, SKUs, history 
• Profitability calculations/estimates 
• Delivery points and methods 
• Customer segments and sizes 
• Penetration inside retailers (stores) 
• Indirect labor support allocations 
• Customer issues & relationship 

Physical 

Space 

• Different facility areas 
• Usage (e.g. Office, Prod, Storage) 
• Unused or underutilized space 
• Offsite storage and costs 
• Utility costs 
• Potential to segregate/close areas 

 

SKUs 

• Customers 
• Volumes 
• Variants across other customers 
• Products (same) by size/packages 
• Profitability (estimates) 
• History (launch year, trends) 

Production 

and 

Equipment 

• Shifts and line running frequency 
• Lot sizes 
• Downtime 
• Equipment age and cost 
• Products produced on each line 
• External production / co-packing 

PE Firm Due Diligence             Approach – Analysis Sought 

4 Approach Example 
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Analysis – This is the 5th Section of the Case Study 

Case Studies – An Overview             Section 5 - Analysis 

Alternate Names Discoveries, Work Product, Learnings, Output, Findings 

Description 
Analysis refers to everything that was learned or discovered during 
the project.  These are usually the feedstock for supporting the 
results or recommendations that follow. 

Typical Length 
At least 2-3 pages, but it could be more depending on scope and 
desire to show different tools/slides or results to the readers. 

Format & 
Contents 

The Analysis section is usually a variety of charts, graphs and slides 
showing important discoveries or the results of work from the 
Assignment.  They rarely share a single format. 

Source 
Interim presentations and the final presentation, along with cleaned- 
up versions of key work efforts from different team members. 

Other Notes 
Personal preference is to have any slides showing key Analysis 
included here, to support future case teams in their understanding of 
what to do. Slides can easily be removed for presentations by others. 

Analysis 5 
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  PE Firm Due Diligence             Analysis – Opportunity List 

We began by identifying and detailing out all of the possible areas of 
improvement, making high/low estimates, categorizing & justifying. 

Note:  There were close to 40 opportunities identified across the 14 consolidated areas.  The above is just a sample. 

5 Analysis Example 



27 Jay Martin       June 2022        Case Study Guide & Overview 2022.ppt 

  PE Firm Due Diligence             Analysis – Opportunity Area Profiles 

For each of our 14 opportunity areas, we prepared an ‘Opportunity 
Profile’ showing important details for the PE firm to understand. 

Opportunity 1 – Sourcing – Indirect Suppliers 

5 Analysis Example 
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We created top-level savings and justification summary for the 14 areas. 
This EBITDA improvement was sufficient for the PE firm to invest. 

# Subject Estimate How Achieved Support & Justification 

1 Sourcing – Indirect 1,300 Supplier reductions / new sources 
Much of the indirect is not addressable, but expect at least 
$26.0 million is.  Feel 5% is very realistic. 

2 Sourcing – Direct 4,400 Supplier reductions / new sources 
Procurement study confirmed large scale of opportunity across 
many commodities. Believe over $63 million in addressable. 

3 Labor – Production 1,700 Reductions in force 
Client felt they could reduce this level on floor, though it might 
begin to impede operations. 

4 Labor – Sales 1,400 Restructuring & Comp Plan change 
Sales has too many people, and a bonus plan that is too 
generous.  Restructuring and redoing comp plan are needed. 

5 Labor – Indirect 350 Reductions in force 
Staffing in office and other support roles is not egregious, but 
we felt that a head or three could be eliminated. 

6 Inventory 220 New levels and sunsets 
Targeting to reduce $1.0 out of $20 million (5%)  Inventory is 
below peer benchmarks, but always ‘some’ opportunity. 

7 Pricing 425 Repricing and bracketing 
Unsure of where you ‘could’ do this and do what degree, but 
took a quarter percent on the aggregate sales. 

8 Caramel Solution 500 New concept (Miguel) Dave still wants to review this with the team. 

9 Capacity 425 Complexity and downtime reduction 
Downtime has a fair amount of opportunity with 18.8 % of 
unplanned and 3.9% for changeovers. 

10 Trade Spend 1,200 Ensuring proper charging 
Andrea is leading this. Clawing back $1.1 million from FoodCo, 
(hope $850k) and then Tracy estimated $850k – 1,700k yearly. 

11 Waste 500 Waste reduction initiatives 
Waste was $3.4 MM for YTD, 2.25% of sales and 5.6% for 
materials.  We felt 15% reduction was realistic. 

12 Building (MVB) 0 Plan the minimally viable building 
No savings, but justified in keeping ‘scope creep’ on build.  All 
licenses and other needs from Alabama and town completed. 

13 BigClient ‘In or Out’ 850 Decide on a cut-off with them 
Team decided that they were either going to be All BigClient 
and justify expenses, or de-BigClient and save $850k. 

14 Products / SKUs 500 Rationalization & Weight-outs 
Only 370 SKUs, so can cut a few (they just did this), but larger 
savings is in Weight Outs.  Used 2% of products with 10%. 

Total Annualized 13,800 

PE Firm Due Diligence             Analysis – Opportunity Overview 

5 Analysis Example 
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Using these estimates, we built a monthly forecast of improvements 
(starting in the new year) to understand the impact to the cash flow. 

PE Firm Due Diligence             Analysis – Cash Flow Impact Forecast 

Note:  Example above only has 1st year.  The forecast was created to include multiple years after the first. 

The PE firm was able to review opportunity details, understand them, 
provide feedback and then arrive at an agreed upon EBITDA number. 

5 Analysis Example 
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We also found gaps in understanding impacts of decisions, such as 
the impact of a low volume product in cannibalizing core production. 

Scenario 1 

Run line with simple or similar products 

Production 

Scenario 2 

Run line with a product changeover (‘may’ require sanitation and a new set-up) 

Production 

Line Volume 

Per Hour 

Sub-optimization of 
Production Capacity 

Sanitation and Set-up may or may not be required, but sub-optimization 
of the lines was shown above. This would create the need for new lines. 

Sanitation DT 

Set-up DT 

PE Firm Due Diligence             Analysis – Changing Outlooks 

5 Analysis Example 
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Scenarios to ‘Keep’ and ‘Exit’ the new business were developed.  
Area Impact Pro / Con Degree Support & Rationale 

Cash 

Additional Revenue Low 
The amount for both isn’t negligible, but it is 
insignificant and nowhere near our core segments. 

Short-Term Profitability High Losing money, and most likely to continue. 

Marketing Resources High 
Requires and consumes marketing attention and 
resources 

Scale for Sourcing Low Not buying much except overpriced 3PL. 

New Capital Projects High In some cases new products need capital expense. 

Image 

Public Facing Brand Medium Having a public brand is good, even for non-Retail 

Risk ‘from’ Brand Low 
Consumer complaints or another issue could cause 
problems, but the risk is low. 

Future 

Growth Potential High 
There is a lot of potential here, but obtaining the 
market will take a long time and a lot of money. 

Expected Growth Rate Low Past performance has shown it is hard sledding. 

Diversification Low 
Great to get into a new business, but with low 
volumes the benefits are minimal. 

Less reliance of major 

customers/programs 
Low 

Per the diversification, having a broad base of 
consumers is great, but expensive to acquire. 

Better Future Multiple Low 
A brand gets better acquisition price than a producer, 
but having a hybrid business is very questionable. 

Outlet for Innovation High 
Great place to showcase new stuff without needing a 
customer to approve utilizing it. 

Production Line complexity Medium 
Small volumes and complicated products make this 
segment a headache for the shop floor. 

PE Firm Due Diligence             Analysis – New Business Scenarios 

Keep 

5 Analysis Example 
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Area Impact Pro / Con Degree Support & Rationale 

Cash 

Additional Revenue Low 
Loss of revenue and ability to allocate overhead is 
negated as a loss by substitution of profitable products 

Marketing Expenses High 
From advertising, to brokers to other promotional 
expenses, this is a lot of money for a small impact. 

Packaging Costs High 
Packaging for these products is high due to both 
printing and innovative packaging. 

3PL / Storage Costs High 
Given the customers, products and lack of space, the 
incremental costs for these has been substantial. 

Freight Costs High 
Execution for new customers has proved to be 
expensive. 

Image Public Facing Brand Low 
Having a brand out there is great for name recognition 
and to sell to our core customers and others. 

Future 

Growth Potential Low 
Exiting robs us of a place to grow, but our businesses 
we are in that are a better place for resources 

Higher Margin Products Low 
Theoretically these are higher margin, but their ability 
to remain so is also dependent on the economy. 

Executive Distraction High 
A small low growth business line consuming cash will 
force attention and decision-making with little value. 

Outlet for Innovation High 
Losing an outlet for innovation is bad, but can dedicate 
resources to other core businesses. Variable costs. 

Production Shop Floor Medium 
Not having to make them will be great for the shop 
flow, but impact will be minimal on rest of lines. 

And both scenarios were presented to be sure of a complete analysis. 

The cash requirements, paired with their situation, made a complete 
exit or major scaling back of resources the obvious choices. 

PE Firm Due Diligence             Analysis – Scenario Alternative / Decision 

Exit 

5 Analysis Example 
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Results – This is the 6th Section of the Case Study 

Case Studies – An Overview             Section 6 - Results 

Alternate Names Recommendations, Benefits, Outcomes, Deliverables 

Description 
Results is the final section, to showcase the recommendations and 
deliverables or “what happened”.  For each project, this section may 
be different depending on “what” the project was planned to produce. 

Typical Length 
Could be 1 page, but typically at least 2-3. The goal is to highlight the 
value from having done this, so an abbreviated summary is possible. 

Format & 
Contents 

There is no standard here.  Some projects may produce a very brief 
result (Client decided not to pursue acquisition, with reasons) or it 
could be multiple pages showing changes and charts with various 
metrics.  Quantitative results are preferred, though Qualitative results 
may be key. 

Source 
Final presentation, though interim presentations may be used, as 
well.  In some cases, “results” can occur well after project completion. 

Other Notes 
For some Assignments, these slides may already exist in the final 
presentation, but one should think about ‘everything’ positive that 
happened and how to cleanly convey them as final Results. 

Results 6 
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Specific opportunities were identified to form the basis of an 
actionable plan towards improving profitability at the food company. 

• Plan to return to prior profitability levels. 

– 1) Reduce sourcing / supplier expenses (Sourcing) 

– 2) Reduce headcount & salary expenses (Staffing) 

– 3) Improve profit margin across product lines (Margin) 

– 4) Streamline products and optimize production capacity (Capacity) 

Some additional items to be discussed included: 

• Exit of new businesses to curtail losses 

• Controls and execution for completing the new building 

• Strengthening corporate governance and controls on operations 

• Development of detailed strategic and capital planning for better control 

• Focus on higher margin product sales and sunset of low volume items 

PE Firm Due Diligence             Recommendations 

The final deliverables were a combination of financial forecasts along 
with specific execution steps to improve the company & profitability. 

6 Results Example 
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We mapped out the estimated total annual on-going improvement 
opportunity at FoodCo in a waterfall chart to help set priorities. 

6.0M 

2018 

1,200 

(4) 

350 

(5) 

220 

(6) 

425 

(7) 

500 

(8) 

0 

(12) 

850 

(13) 

500 

(14) 

19.8M 

(New) 

425 

(9) 

500 

(11) 

1,200 

(1) 

1,000 

(10) 

1,700 

(3) 

4,100 

(2) Staffing 

Sourcing 

PE Firm Due Diligence             EBITDA Waterfall 

Note:  Numbers in parentheses 
correspond to the Opportunity 
Number (1-14) in previous slides. 

6 Results Example 



36 Jay Martin       June 2022        Case Study Guide & Overview 2022.ppt 

  

We also built a waterfall showing the expected first year impacts by 
month to overall profitability given the different timings of benefits. 

6.0M 

2018 

490 

(Apr) 

525 

(May) 

586 

(Jun) 

814 

(Jul) 

952 

(Aug) 

1,145 

(Dec) 

15.9 
M 

(New) 

1,014 

(Sep) 

984 

(Nov) 

0 

(Jan) 

1,051 

(Oct) 

794 

(Mar) 
0 

(Feb) 

PE Firm Due Diligence             First Year Cash Benefit (Estimate) 

6 Results Example 
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In addition, the final recommendation for the disposition of the major 
new business was presented with the supporting rationale. 

Area Contention Support 

Sales 

Current revenue, along with growth, 
makes it a long-term proposition to 
become substantive regarding any 
positive impact EBITDA. 

• Total revenue of both is currently minimal 
• Many years from being significant contributor 
• Sales victories result in ‘shelves’ not ‘checks’ 
• Past forecasts were far off from actual 

Costs 

There is debate over which costs should 
be allocated where, but the current 
analysis shows a 5 million dollar loss.  
Outside of that, there is the reality of the 
major costs to get on to shelves at a 
retailer, along with the costs of building a 
brand. The possible costs are very high. 

• High levels of expenses to support 
• 3PL and freight appear to be complicated & expensive 
• Marketing, broker, promotion and advertising are major expenses 

to support successful retail product launches 
• Launch a brand, building relationships with retailers, getting on 

shelves, development of new products and then driving consumer 
demand are major challenges & expensive 

Growth 

The brand has grown some, but existing 
forecasts show that in the past the 
management team was overly optimistic.  
For the business to become important in 
short-term growth of 70-100% is needed. 

• FoodCo Deluxe is not a known chocolate brand outside Alabama. 
• New product launches & SKUs can be expensive to get on the 

shelf, and more expensive to get users 
• Intra-year sales growth not awful (27%) but far from being strong 

enough to become material 

Staff 
This is a distraction with little short-term 
impact, and that is critical. 

• Small business provides major distraction for executives 
• Sales assets need to be deployed for this 

Customers 

The issue here is that getting retailers to 
carry it is one challenge, but getting 
people to take it off the shelf is a different 
one, and one that won’t happen by 
accident. If you build it, they don’t come. 

• Currently dependent on a few customers 
• End use consumers are different than retail customers, and this 

requires that we develop both. 
• Could be a good thing for retail relationships to have our own 

brand, or could just muddy the conversations. Unsure. 

Valuation 
Long term, a brand will sell at a much 
higher multiple, but this is many years 
away and tens of millions in investment. 

• Having brand with core business may make a sale harder 
• With 2 businesses, we won’t get the ‘sum’ of them both. 
• Building a brand is a huge financial  outlay, when done correctly. 

PE Firm Due Diligence             Recommendations – Exit Justification 

6 Results Example 
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For this disposition (Exit), we identified 16 possible options, of which 
only 7 were worth detailing out and discussing. 

Obvious Non-options 

• No major changes 

• Sell off business 

• Sell off to family 

• Exit Gen Retail, not Big Box 

• Reduce SKUs to smaller number 

• Reduce Customers 

• Eliminate discretionary marketing 

• Reduce sales costs, cut comp 

• Run out invested dollars / products 

# Name Description Interest to Present 

1 
Shut down immediately All activities, SKUs and relationship 

are shut down as soon as possible 
Assume this is what PE prefers, it is 
easy to understand and cleaner. 

2 
Hibernate brands Same as 1, but it is done with a 

purposeful intention to return in future 
Could be easy to swallow, but isn’t 
really what the family wants either. 

3 
Exit Mall Shops, Not Gen 

Retail 

Stop Mall Shop work, keep Gen 
Retail going or some amount of it. 

Box, unless new numbers are found, 
will be hard/impossible to defend. 

4 
Raise money to fund it Raise funds and somehow break it 

out into a separate business 
Assuming this isn’t an option, but 
idea would be non-PE investment. 

5 
Keep running with threshold 

dollar loss 

Keep running business with 
understand at $X more loses, stops 

If it is just retail, then this could be 
interesting as losses aren’t that high 

6 
Keep running with 

profitability target shut down 

Keep running business with 
understand at X%, stops 

Worry here is that a percentage 
probably wouldn't be impressive 

7 
Keep running with time 

frame to profit 

Keep running business for X months 
to break even, then stop if not 

Might be interesting, given we 
probably could argue a year or more. 

Our suggestions were presented to the PE firm, but the final 
decisions would be made between they and FoodCo. 

PE Firm Due Diligence             Recommendations – Exit Options 

6 Results Example 
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For each of the 14 opportunity areas, there was a section titled 
‘Execution Steps’ that comprised the core of the implementation plan. 

Opportunity 1 – Sourcing – Indirect Suppliers 

PE Firm Due Diligence             Recommendations – Implementation Plan 

6 Results Example 



40 Jay Martin       June 2022        Case Study Guide & Overview 2022.ppt 

  

In addition to the core financials and execution details for the 14 areas, 
the final report also included other areas of interest to the PE firm. 

# Subject 

1 Sourcing – Indirect 

2 Sourcing – Direct 

3 Labor – Production 

4 Labor – Sales 

5 Labor – Indirect 

6 Inventory 

7 Pricing 

8 Caramel Solution 

9 Capacity 

10 Trade Spend 

# Subject 

11 Waste Reduction 

12 Building (MVB) (Alabama) 

13 BigClient In or Out 

14 Products / SKUs 

15 Strategy Development 

16 Product Development Process 

17 IT Gap Analysis 

18 Public Relations 

19 Capital Expense Planning 

20 Dashboarding / Reporting 

PE Firm Due Diligence             Recommendations – Final Areas 

6 Results Example 
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Why Chief Innovation? 

Our Firm                   Why Chief Innovation? 
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Chief Innovation’s focus is primarily on three functional areas. 

Our Firm                   Our Services 

Innovation 
 

R&D 

New Product Development 

Innovation Strategy 

Engineering Management 

Commercialization 

Ideation 
Supply Chain 

 

Supply Chain Strategy 

Procurement 

Inventory Management 

Logistics 

Sourcing 

Operations 

Strategy 
 

Strategic Planning 

Scenarios/Options 

Financial Analysis 

New Markets 

New Ventures 

M&A 

The three areas above are our main focus, but hundreds of projects at 
over 100 clients provides a base for addressing unique client issues. 
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Our functional strength is complimented by a broad industrial and 
geographic focus from having worked in 8 countries on 4 continents. 

Our Firm                   Industrial & Geographic Scope 

Industries 

• Consumer Products 

• Retail 

• Aerospace & Defense 

• Automotive 

• Construction Products 

• General Manufacturing 

• Oil (Downstream/Refining) 

• Energy (Electric Utilities) 

• Public 

• Life Sciences 

• Financial Services 

• Industrial Products 

• High Technology 

• Steel 

Countries (worked in) indicated on map below. 

Former Employers 

United States 

Brazil 

China 

Korea 

United Kingdom 

Belgium 

Canada 

India 
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Please feel to contact me for any clarification or additional information.   

• Jay Martin 

• Chief Innovation 

• jay@chiefinnovation.com 

• (214) 520-8019 

• www.linkedin.com/in/jay-martin-99a69812 

 

Also, for this Qualifications Deck, I’d like to credit my friends in the Operations Management 
Practice at Arthur D. Little from the mid-1990s, as this was their ‘system’ which was still by far the 
best I’ve seen in the last 25 plus years.  These Case Studies were amazing tools as they could 
be put together as ‘Chapters’ and sent to clients in a few hours, or were good general guides for 
future Case Teams of ‘how did we do that?’.  And when the Firm was debating which of the 7 
different formats currently in use to be our Global Standard, Geoff G. from the OM Practice 
arrived to the meeting late, and informed everyone, “My boss Tony Lynch has authorized me to 
agree on whatever format that everyone chooses….as long as it is ours.”  To which Ashok and I 
immediately responded “and we agree.”  I love it when ‘consensus’ happens! 

Our Firm           Closing 

http://www.linkedin.com/in/jay-martin-99a69812
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