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time allowed: 3.5 hours, plus 20 minutes to read the paper.
Section A: Answer Question 1.
Section B: Answer two Questions only.  Should you provide answers to all of Section B, you must draw a clearly

distinguishable line through the answer not to be marked.  Otherwise, only the first 2 answers to hand
will be marked.

SECTION A - ANSWER QUESTION 1

1. Case Study

healy associates (ha) is a recruitment consultancy firm established in 1995 by mathew healy.  he had graduated
from university in dublin with a degree in psychology in 1984 but due to the poor economic climate at the time,
was unable to find work and emigrated to the usa in 1985.  mathew is a very driven ‘type a’ personality and, with
his affable nature and strong people skills, he was very successful while in the usa.  by 1994, mathew was the
Vice president for hr in a large boston accounting firm.  however, in early 1995 he decided to return to ireland
for family reasons.

mathew had always wanted to run his own business.  back in dublin, and after doing much research, he decided
to set up his own recruitment firm.  he had met with several recruitment firms on his return from the usa while
looking for work and had not been impressed by them. mathew believed that a combination of his personality and
drive, his hr expertise, and his business experience in the usa, would be the perfect ingredients to succeed in
the sector. his management style and approach to the business was strongly influenced by his time abroad.  it
took long hours and a lot of stress, but by 2000, ‘healy associates’ was a well-established recruitment
consultancy firm.  ha used the tagline, “healy associates: our professionalism, our networks… filling your
management needs…”

the recruitment of staff is a key activity for any firm.  however, for several reasons, employers have increasingly
turned to recruitment consultancy firms to help facilitate their recruitment needs.  these reasons include the
increasingly specialised nature of organisational roles, the complex legal regulations relating to the recruitment
process, diminishing in-house expertise, and the drive to reduce staff recruitment costs.  in 2015, the national
recruitment association in ireland estimated that the recruitment sector was worth in the region of €1.7 billion a
year.  the federation also forecast that the sector would grow in size over the coming years as the economy
continues to improve. 

industry practice is to price per recruited role, based on a percentage of the annual salary for the position: the
percentage charged is generally incrementally increased for higher salaried positions.  if a client is seeking to hire
for a large number of positions, for example 30 operatives for the factory floor, a flat fee is usually charged.  While
price is obviously an issue, in general, clients choose a recruitment consultancy firm based on its reputation and
the client’s previous experience with that recruitment firm.

a combination of his research and instinct led mathew to consider that there was a gap in the offerings available
to clients, and especially multinational clients. he developed the business as a ‘boutique’ recruitment consultancy
firm which would focus on sourcing and filling management and executive level roles, predominantly in the
greater dublin area.  he leased a premises on a well-known steet in the business district in dublin and spent a
lot of money fitting it out as ha’s head office, as he said, “To succeed, we have to project the right image.”

the recruitment process is both sensitive and time-consuming.  a typical recruitment process for ha would
involve the following:

1. the ha consultant meets with the hr manager of the client firm to discuss both the role and person
specification and, in particular the client’s organisational culture and ‘candidate fit’.  

2. the consultant then meets with up to three managers in the client firm, and especially the manager to
whom the new hire will report, to further understand the role and organisational culture.  if the client firm is
a repeat client, which many are, the recruitment consultant will usually only meet the hr manager and the
new hire’s direct manager.  

3. after meeting with the client, the recruitment consultant then searches ha’s candidate database to identify
possible candidates.  the recruitment consultant will usually contact 10-12 possible candidates and
shortlist five for interview in consultation with the client.  over the years, ha has developed a large
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database of possible management-level candidates. ha spends considerable effort in keeping this current
and maintaining relationships with possible candidates - especially those it has successfully placed
previously.  maybe even more so than its client list, mathew considers the candidate database to be among
the firm’s most important resources.  

4. if the search requires looking beyond the existing candidate database, ha uses its own website and the
recruitment section of one of the national newspapers to identify possible candidates.  

5. if asked, the recruitment consultant will also take part in the interview, although the hiring decision will
always be that of the client.  

6. as a last step, ha will contact both the client firm and the candidate that was hired, three months and then
one year afterwards to get feedback from the client and the candidate.  in addition to obtaining valuable
feedback, this follow-up is also used to highlight ha’s ‘unique level of service’.  

for this level of service, ha charges a fee of up to 20% of the candidate’s first year’s remuneration.  this is higher
than most of ha’s closest competitors, but as mathew emphasises, “HA is a premium-level service and there is
a cost that goes with that.  The failure rate of the candidates we place is relatively low compared to our competitors
so clients get what they pay for.” at any one time, ha has had between 20-30 positions available on its books.

by 2007, while still a boutique recruitment consultancy, ha had grown to employ nine recruitment consultants
specialising in recruiting for management-level roles in particular specialisms, including accounting, healthcare,
engineering, it, and marketing.  overall, ha had 18 employees.   at this stage, mathew did less of the recruitment
activities and spent more time meeting potential clients and building links.  as he commented frequently, “in the
final analysis, it’s all about building relationships and networks.  We need to project our premium image”.  in fact,
ha had won an award as “boutique recruitment firm of the Year” twice, which was a key element of mathew’s
sales pitch.  

the sudden impact of the economic crisis in 2008 took mathew by surprise; in retrospect he accepts that he had
become complacent because it was “so easy to place candidates during the celtic tiger years”.  for example,
even before the crash, the success rate of placed candidates had declined and a number of clients had moved
their business from ha.  there are estimates suggesting that the recruitment consultancy sector contracted by
up to 70% during the economic crisis, as hiring froze and job cuts became the norm.  

ha was initially slow to respond, but by 2010, mathew had restructured the business into what he called survival
mode.  resilience is an important personality trait for a recruitment consultant, who frequently has to give bad
news to unsuccessful candidates.  mathew took pride in the collegiate atmosphere in ha, but knew the business
was going to fail.  he made all staff redundant, except for a receptionist/administrator in the head office and two
recruitment consultants; who specialised in the accounting and it sectors.  he cut ha’s fees by one-third, the
remaining employees’ salaries by one-quarter, and did not take a salary from the business for four years, instead
living off savings during that period.  at one stage, he was out ill - with stress - for over a month, and on his return
there were only four positions open on ha’s books.  it was a very difficult period for the business and for mathew
personally.

by 2013, the business was beginning to improve, in line with the economy, and ha had an average of ten
positions on its books.  mathew has slowly rebuilt ha from there, and now has four specialised recruitment
consultants, focusing on accounting, it, software, and banking.  ha has slowly increased its fees although they
are still 10% below 2007 levels.  mathew still works to build business contacts and networks, but also retained a
marketing consultant to advise on how to best promote the business.  this has led to a new website, a facebook
page, and a linkedin presence. currently, these are all managed externally for ha.  ha’s tagline, “healy
associates: our professionalism, our networks… filling your management needs…” has been retained.  

mathew is determined not to make the same mistakes as before, but is also concerned that while business is
improving, it has not improved in line with his expectations or with the general economic or sectoral recovery.



REQUIREMENT:
prepare a report for healy associates in which you:

(a) critically analyse the strategic position of healy associates, drawing on your assessment of the key drivers of
change prevailing in the environment and applying the relevant theories and models;

(b) assess the key issues facing healy associates and evaluate the options for it in dealing with such issues; and

(c) recommend an appropriate strategy to ensure the best way forward for healy associates.

(Note: The scenario presented on Pages 1 and 2 is not intended to be comprehensive. You are expected to make
whatever additional logical assumptions about Healy Associates and its environment necessary to give you sufficient
scope to demonstrate a high level of critical thinking, analytical skills and strategic vision, as over 50% of available marks
will be allocated to these areas).

(Total: 50 Marks)
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SECTION B - ANSWER TWO QUESTIONS ONLY.

2. iceYY plc is a large irish civil engineering firm that has been in business for over 30 years, and has grown to
have over 2,500 employees.  it has developed considerable experience, particularly in the areas of major road
construction and airport runway and terminal construction.  While the firm always had some international
activities, since 2008 it has aggressively expanded internationally.  the international focus has primarily been on
newer member states of the eu. in 2015, over 90% of iceYY plc’s revenues derived from its international
operations.  

in the past number of years, rumours have circulated about the possibility that iceYY plc may have used
‘facilitation payments’ to win contracts and influence government officials and union representatives in these
countries.  these rumours culminated in a business magazine investigation and ‘exposé’ last year.  there has
been no criminal investigation, either in ireland or in the countries where the payments were allegedly made.
iceYY plc completely denies any wrongdoing, stating that there was no evidence of such payments and that the
firm won contracts based only on their contract tender and reputation.  in spite of this, the share price of iceYY
plc has fallen by 20% in the past year, although the firm posted good financial results.  

While there was no suggestion of the then ceo being involved directly, he resigned “in the interests of the
reputation of the company”.  in fact, privately, the chairman of iceYY plc is surprised at the share price fall.  he
has commented in board meetings that people need to be realistic and that these types of payments are “merely
the cost of doing business in some countries”.  the comments were not minuted.

after a lengthy search process, ms sonja hafstede has been appointed as the new ceo of iceYY plc.  sonja is
originally from the netherlands but has worked for several large european civil engineering firms.  immediately
prior to her appointment, she was employed by a major German civil engineering firm, build aG, which enjoys an
excellent reputation generally, including for its ethical practices.  sonja recognises that this was probably a factor
in her obtaining the position as ceo of iceYY plc.

iceYY plc has a written ethical policy that explicitly prohibits the use of bribes to obtain new business or facilitate
ongoing operations. however, there has been no attempt to build an ethical framework and culture within the
organisation to ensure the day-to-day implementation of its ethical policy.  

REQUIREMENT:

(a) prepare a report for ms hafstede that advises her on how to develop an effective ethical framework and culture
within iceYY plc.  

(15 marks)

(b) critically assess ms hafstede’s own role, as the ceo and strategic leader of iceYY plc, in creating the desired
ethical framework and culture for the company.

(10 marks)

(Total: 25 Marks)
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3. sem publishing ltd is a small publishing house located in blackrock, co. dublin.  it is owned and run by susan
and Éamonn murray, who started the business in 1987, “to publish books about ireland, its history and its culture”.
the business has been quite successful and provides susan and eamonn with a comfortable living.  sem
publishing ltd has 23 employees, including commissioning editors, editors, production managers, a marketing
manager and sales staff, as well as administration staff.  susan is the managing editor and Éamonn is the
managing director.  the murrays pride themselves on the fact that the business is dynamic and entrepreneurial,
and “like another family”.

today, as well as publishing irish-oriented history, current affairs, biography and sports books, sem publishing
also publishes a range of lifestyle, home and culture magazines. each year for the past five years, sem
publishing has also organised two major annual literary festivals: one in dublin in may and one in Galway in
september.  the festivals have been very successful to date, both critically and commercially.

toby murray, susan and Éamonn’s son, has worked in the business during school holidays since he was 16 years
old.  he has graduated from university with a degree in business after which he spent five years working in
london for three different publishing houses.  toby has recently taken up employment in sem publishing ltd
again, on a full-time basis.  toby sometimes despairs of the “organised chaos” that is sem publishing and has
suggested that the business should use a more formal approach to strategy and planning.  

susan and Éamonn do not see the need for a more formal approach.  as Éamonn responded, “We are too small
to need a strategy; whatever that really means.  it’s just bureaucracy.  the whole thing would just slow us down.
it would stop us chasing after the next opportunity”.

REQUIREMENT:
prepare a report for sem publishing ltd that critically evaluates the usefulness of a more formalised approach to
developing strategy, and advise the business on how this more formalised approach could be implemented.

(Total: 25 Marks)

4. totup ltd is a producer of accounting software for smes.  the software is very easy to use, even for a layperson,
and has significant functionality for the price level of €99 per annum.  for example, the package includes all
functionality to comply with tax payments, including income tax, prsi and Vat, as well as creditor and debtor
accounting and some customer relationship management functions.  the firm also has an enhanced package that
includes telephone support and free updates for €199 per annum.  

totup ltd has been very successful in ireland, even during the downturn.  this has led the firm to expand
internationally, developing a business in the uK over the past five years, mostly in london.  this was done
organically and slowly, and the only staff the business has in the uK are a business development manager and
four sales associates.  the software, technical and support services are all still provided through its base in
mahon point, cork, ireland.

totup ltd management, and especially its ceo, Ger ryan, are young and ambitious. due to its current success,
totup ltd has decided to expand into the european market.  as an initial step, the business has chosen to enter
the french market and has decided to acquire a french accounting software business as an entry route into the
market there, as it is perceived to be so different from the irish market.  

REQUIREMENT:
critically assess the use of an acquisition as an entry strategy for totup ltd into the french market and advise totup
ltd on how to effectively address the challenges they may face in planning and completing such an acquisition. 

(Total: 25 Marks)

END OF PAPER
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the institute of certified public accountants in ireland

STRATEGY & LEADERSHIP 
professional 2 examination - april 2016

SOLUTION 1

cpa consultants 
dublin
ireland

25 april 2016
to: matthew healy 
healy associates
baggot street
dublin
ireland

re strategic review of healy associates

dear matthew

thank you for inviting cpa consultants to evaluate and report on the strategic direction and options open to healy
associates at this time.  the enclosed report has three parts:

a) analysis of the strategic position of the business. 
b) assessment of the key issues facing the business and evaluation of the business’s strategic options.
c) strategic proposals to develop healy associates going forward.

i am available to discuss the report and to provide any additional information or explanations if you should require them.  

Yours sincerely,
a. student
cpa consultants

a) Strategic Analysis of Healy Associates

a number of strategic analysis frameworks are used below in order to better understand the strategic position of healy
associates:

• pestel
• five forces model
• resource analysis
• Value chain
• sWot

The General Environment (PESTEL)

1. Political and Legal Factors

the recruitment consultancy sector is not overly influenced by the political system.  the most important impact of politics
in the sector is through the political system’s influence on the economy and business in general.  as a rule, businesses
are more confident when the political system is relatively stable - as medium term policy is easier to predict and feed
into business and investment decisions.  at the moment, the run-in to the general election, and the subsequent
uncertainty about the formation of the next government, has led to greater political and economic uncertainty.  this
reduced stability tends to spillover into the business community and leads to uncertainty and lower business confidence.
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as a consequence, the recruitment consultancy sector may suffer, at least to some extent, as the potential reduction in
business investment leads to a reduced demand for recruitment services – at least until the political situation resolves
itself.  another issue that may be relevant is the possibility of the uK leaving the eu as a result of the referendum in the
uK in June.  the chain of influence is similar to above in that the possibility of a “brexit” creates a general political
unease and uncertainty which tends to dampen business confidence.  

the recruitment consultancy sector itself is not highly regulated.  the Work place relations licensing section in the
department of Jobs, enterprise, and innovation, is the relevant competent authority.  a licence and Garda vetting is
required to open a recruitment consultancy.  however, this is only an administrative process and for “people of good
standing” there is no real barrier to entering the sector.  this creates a potential problem for sector incumbents as new
competitors can enter the market relatively easily. 

2. Economic Factors

the recruitment consultancy sector is strongly influenced by the economic cycle, pro-cyclically.  this has been clearly
evident in ireland over the years of the “celtic tiger” as the sector expanded and performed so well, and since, as the
sector nearly collapsed – contracting by an estimated 70% - during the economic crisis.  the unemployment rate has
changed over the past decade in line with economic activity.  according to the cso, in 2007 the unemployment rate
was 4.5%, this increased to a high of 15.1% in 2011 but has since fallen back to 8.9%.  in line with this, the numbers in
employment have increased by 95,000 in 2015 alone.  the esri project that the irish economy will grow by 4.5% in
2016 and unemployment will fall below 8%.  this increased level of economic activity translates into a large increase in
both employment and open job positions.  this is very positive for the recruitment consultancy sector and it represents
a significant opportunity for new business.  

3. Social and Cultural

there are a number of societal and cultural trends that are relevant for the recruitment consultancy sector.  in general,
people – job candidates – are more educated than in previous generations, even compared to only 20 years ago.  these
people therefore tend to have higher expectations, both in terms of the work environment and the job search process
itself.  in addition, and perhaps linked to the increase levels of expectation, people have become more work mobile,
changing employers more frequently than in the past.  this creates both an opportunity and a challenge for the
recruitment consultancy sector.  the increased churn of employees means that job openings arise more frequently,
giving the sector more opportunity to sell its services.  on the other hand, this trend may make it more difficult to place
people who will stay long-term in a firm, perhaps undermining the recruitment consultancy’s reputation when they “too
quickly” leave.  

the heightened education levels and expectations also influence candidate’s job search process.  potential candidates
are better informed and prepared than heretofore.  they use online and social media to make themselves more aware
of positions, expected salaries, information about employers as well as their rights as candidates and employees.  this
leads to heightened expectations on the part of candidates with regard to their interactions with recruitment consultancy
firms and prospective employers.  

during the celtic tiger years, and to a lesser extent even during the economic crisis, there has been a significant level
of immigration into ireland, in particular from central and eastern european countries, such as poland, slovakia,
lithuania, etc.  including non-eea immigration, around 15% of the people who live in ireland were not born here.  again,
this presents both an opportunity and challenge for the recruitment consultancy sector.  immigrants are a different
market segment which recruitment consultancy firms may target, but they also present additional challenges,
particularly in the areas of language differences, levels and recognition of qualifications, and sometimes, depending on
where they originally were from, visa and immigration law requirements.

4. Technology

While technology has an impact on the recruitment consultancy sector, the sector is not overly technology dependent.
an important and obvious impact of technology in the sector is online job advertisement/search that has to a great extent
replaced advertising through newspapers.  this does speed up and facilitate the search to obtain a pool of candidates
for any particular open position.  also, websites such as linkedin provide a new route for recruitment consultancy firms
to find potential candidates.  technology may also allow a more systematic comparison of prospective candidates’
qualifications, experience, etc against job specifications.  similarly, organisational technology such as email, online
phone services, etc facilitate the management and operation of the recruitment consultancy firms themselves.  that
stated, once a recruitment consultancy firm keeps up and appropriately leverages technology, it will provide only
competitive parity rather than any advantage per se.
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Competitive Environment (Porter’s Five Forces Model)

porter’s five forces model provides an insight into the nature and dynamics of competition in the recruitment
consultancy sector.

1. The Intensity of Rivalry
the recruitment consultancy sector is very fragmented: there are numerous smaller local and niche incumbents
and not many larger national, or international, rivals.  for example, according to the Workplace relations
commission, there are around 225 recruitment consultancy firms in dublin alone, focusing on more general
recruitment, to very specific sectors, for example, modelling.  the sector incumbents seek to provide a
differentiated service predominantly based on expertise, reputation, niche experience and access to pools of
potential candidates.  the sector’s service is not restrictively regulated.  client firms tend to focus more on a
recruitment consultancy firm’s reputation and their past interactions with the recruitment consultancy firm rather
than focus completely on price (although this is obviously a major influence on the decision).  therefore, switching
costs tend to be a higher because client firms will have built a relationship and a confidence in their current
recruitment consultancy provider.  the recruitment consultancy sector is again going through a period of strong
growth, in line with the economy.  overall, this tends to suggest that the level of rivalry in the sector is low to
medium.

2. The Threat of New Entry
the threat of new entrants into the recruitment consultancy sector will be influenced by entry barriers into the
sector and the future potential of the sector.  as already referred to incumbents in the sector try to create barriers
to entry by developing differentiated services.  relatedly, reputation and experience, are important criteria for
potential client firms, and these are qualities which new entrants, by definition, cannot possess.  these impose
switching cost on client firms that make it difficult for new rivals to break into the sector.  therefore, there are likely
to two sources of new entrant: an existing international competitor entering the irish market or an existing
recruitment consultant who leaves a recruitment consultancy firm to start her/his own.  in the latter case, this may
prove difficult as non-compete clauses in recruitment consultants’ own employment contracts may severely limit
what they may do if they leave an employer.  overall while finance and licensing present relatively little
impediments, there are significant barriers for new entrants to overcome, so the risk associated with new entrants
tends to be low to medium, aside from a highly determined potential new entrant.

3. The bargaining power of buyers
the recruitment consultancy sector provides recruitment services to client firms (perhaps in addition to other
services).  as such it is a business to business sector.  business buyers tend to be more informed and more
motivated when purchasing compared to the general public.  this tends to increase the level of bargaining
influence they may deploy.  however, as has been previously mentioned, the recruitment consultancy sector is
quite specialised, and provides a key resource for client firms – suitable employees.  in addition, incumbents have
succeeded in differentiating themselves, at least to an extent, based on reputation, niche and expertise, thus
increasing buyer switching costs.  overall therefore buyers have low to medium levels of influence, although
individual client firms must be happy with service provided or they will likely change provider.

4. The Threat of Substitutes
a substitute is another sector that provides an alternative service that fulfils to a greater or lesser extent the same
requirement.  if a service is to be perceived as a genuine substitute, it must be comparable, similarly priced and
as readily available.  the recruitment consultancy sector is effectively an outsourced solution to the recruitment
process, so the ability and extent to which organisations return to undertaking the recruitment process in-house
may be viewed as a substitute.  While in-house recruitment is potentially a good “substitute”, the reasons why
external recruitment consultancy firms were used in the first place remain relevant: expertise, potential cost
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savings, the legal complexity of recruitment, etc.  similarly, a website such as linkedin may be viewed as a
substitute, in that is allows the hiring firm to more easier identify potential suitable candidates.  however, the
identification of technically suited candidates is only one part of the recruitment process, and does nothing to
ensure, for example, that the candidate’s personality and the firm’s culture match.  overall, the influence of
substitutes seems to be relatively low.

5. The Bargaining Power of Suppliers
the recruitment consultancy sector is a person-based service sector.  as such, it is difficult to identify suppliers
for any “key inputs”.  obviously, any firm in the sector will need premises, employees with hr knowledge, it
solutions and the like, however there is no meaningful limitation on these at present.  for example, apart from
recruitment consultants who would have been made redundant during the economic crash, there are also
significant numbers of appropriately educated business graduates who could take these roles.  overall therefore,
suppliers seem to have little influence in the sector.

in general, the underlying determinants of competition are generally low to medium in the recruitment consultancy
sector, and effectively managed firms may be quite successful in the sector.  

Resources and Competences

resources may be assessed from a number of perspectives:
1. physical resources, human resources, financial resources, intangible resources
2. strategic capabilities: threshold and unique resources and competencies

1. Physical Resources
physical resources do not play a decisive role in the sector.  that said, ha does have a well-appointed office in
an expensive and prestigious location.  this probably adds to ha’s premium image and status.  

2. Human Resources
mathew healy, the owner-manager, is clearly the most important human resource of the business.  similar to most
smes, mathew is the heart and engine of the business, as well as the decision-maker.  in addition, ha at this
point has four recruitment consultants with an expertise and recruitment experience in specific sectors:
accounting, it, etc.  ha also have two administrators to run its office.

3. Financial Resources
it is likely that ha made significant losses over the years of the economic crises, despite the significant cuts that
mathew made, including taking no salary himself.  despite the turnaround in financial performance for the past
two/three years, it is unlikely that ha has completely rebuilt its financial position.  this is exacerbated by the high
cost base of the firm.  the recruitment consultant sector is a high margin industry, however, probably due to
competitive pressures, ha is still only charging 90% of the fees charged in 2007.

4. Intangible Resources
ha’s most important resources are probably all intangible.  ha is perceived as a premium level recruitment
consultancy firm, with a relatively long history in the sector and it enjoys the brand recognition that goes with that.
its experience provides it with significant sectoral knowledge and expertise.  in some ways, ha’s most important
resources are the pool of clients and database of potential candidates that it has developed over the years.

5. Unique resources and competencies
the resource based view of the firm and of strategy suggests that firms should identify the resources and
capabilities it possesses, particularly those that are superior to rivals, and base their competitive strategy around
them.  in that context, the relevant unique resources and competencies that ha may leverage include

• brand name and reputation
• mathew healy’s ability to develop contacts and clients
• mathew healy’s management experience and expertise
• expertise in recruitment process, in particular for management level positions
• database of clients and contacts
• database of potential candidates
• image portrayed by expensive office
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Value Chain of Healy Associates

SWOT Analysis

a useful analytical summary and decision-making tool is a sWot analysis.  however the analyses need to be based
on research and data, not just management opinion. 
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(b) Issues and Challenges Facing Healy Associates

Bowman’s Strategy Clock

looking at porter’s generic strategies in a slightly different way, bowman developed bowman's “strategy clock”.  this
model of corporate strategy extends porter's three strategic positions to eight, and explains the cost and perceived value
combinations many firms use, as well as identifying the likelihood of success for each strategy.  

the firm’s choice of generic strategy depends on an analysis of its strengths, either managing costs or innovation and
service, and whether it has the size to compete in the wider market, or whether it only has the resources to compete
effectively in a niche.  ha does not have the scale to pursue several of the strategies detailed by bowman.  for example,
points one to four require scale to either provide the economies necessary to reduce cost, or the sales level to fund
research and marketing.  in fact, mathew seems to have always seen the firm as a niche, or boutique, player, combining
a focus on management level positions and a focus on the greater dublin area.  ha attempts to compete within this
defined niche by using a combination of superior service and expertise.  for example, its consultants meet with several
managers to better understand the client firm’s organisational culture.  in addition, its consultants tend to focus on one
industry, allowing them to develop deeper sectoral knowledge.  this in turn allows ha to charge a fee at a premium to
its competitors.  this reflects almost a classic focus differentiation competitive strategy.

unfortunately, in the context of the concerns expressed by mathew and the less than expected growth recently being
achieved by ha, it is possible that the firm’s ability to deliver this strategy has slipped, and the firm is in reality competing
at point six on bowman’s strategy clock, “risky high margins”, where the service provided does not fully justify the fees
charged.  this is unsustainable in the medium run and ha need to review its competitive strategy implementation and
ensure that the service it provides justifies the premium fees it charges.  this is no less the case even when fees remain
10% below their 2007 levels.

the generic growth strategies described by ansoff’s framework illustrates the present and potential products and market
combinations that a firm may pursue.  ansoff identified four possible product-market combinations, depending on a
combination of existing products and new products and existing markets and new markets.  

in the first instance, ha needs to penetrate and consolidate its current market position.  it has not recovered as mathew
hoped, so it is important that the firm focuses on its existing client base to ensure that they continue, or return, to use
ha’s recruitment services.  ha will need to review the nature and the level of service it provides – in the context of the
fees it charges – to maintain clients’ loyalty.  ha may also target previous clients who are now using a competitor to try
to win back their business.  finally, ha may increase its use of more traditional, as well as newer, forms of advertising
to attract new potential clients.
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in addition, ha may look towards new service development: that is providing new services to its existing clients.  there
are a range of possibilities for new services, such as providing management development training to client firms,
consultancy in areas such as hr policy development and building management remuneration packages, as well
possibly providing coaching and advice to potential candidates.  While these options are all reasonably feasible, they
will require investment to develop and promote them, as well as hiring new people to provide the service.  as an
alternative, ha may seek to develop a new market for its existing services.  an obvious alternative for this approach
would be to open a new office in cork or perhaps Galway.  again, while feasible, this type of expansion would require
investment and new people, and may distract ha from its core dublin client base.

in the context of the above analysis and the concern that mathew has expressed about the somewhat disappointing
recovery and growth that ha is currently experiencing, the following are the key issues that ha needs to reflect on and
on which it will have to make choices.

1. the perceived position of ha in the marketplace, and in particular, with clients.  although ha has recovered, it
has not done so to the extent that mathew expected.  mathew admits that service slipped during the celtic tiger,
and there may still be a legacy belief among clients that ha’s level of service does not justify the fees charged.

2. the level of margins.  notwithstanding point one, the level of fees remains 10% below the fees charged in 2007.
although the cost base in the firm is not clear, especially remuneration levels, and whether these are at 2007
levels or higher, the margin being achieved is likely tighter than previously.

3. the long-term direction and leadership of the firm.  as is the case with many owner-managed smes, mathew
seems the only person with the power – and maybe the incentive – to drive the firm.  mathew cannot continue in
the firm forever, and he perhaps should start considering the future of the firm.  is there someone, a relative
perhaps, that will have the same ambition and expertise to whom mathew can incrementally transfer his role?

4. future growth and development directions.  in addition to initially consolidating ha’s market position in dublin,
there is the opportunity for the firm to develop in new and potentially attractive directions.  the continuing
economic recovery will allow ha the chance to provide a wider range of hr services to clients, as well as
expanding the firm’s client base, for example, geographically.

5. the use of technology in the operations and marketing of the firm.  ha has only recently begun to invest in more
online and digital technology.  the firm may be able to leverage these technologies both operationally and to
promote the firm in a more contemporary and impactful manner.

(c) Recommendations for Healy Associates
the following are recommendations that healy associates may use to address its current concerns and to
develop into the future.

1. ha should continue with its current focussed differentiation competitive strategy.  this has been successful
for the firm in the past and the firm has the experience and expertise to effectively deliver a premium
differentiated service.  (however, note point two below.)

2. ha need to complete a research project to investigate how both its current and former clients perceive the
service level and value delivered by the firm.  ha is not benefiting from the economic and job recovery to
the extent that it expected.  as alluded to by mathew, it is possible that the firm has slipped in its level of
service.  the firm risks competing at point 6 on bowman’s strategy clock: “risky high margins”.  this
position is unsustainable, and ha need to understand how it’s perceived so that it may adjust its perceived
value / price combination to remain competitive.

3. in the context of recommendation two, mathew may need to closely examine the performance of its current
four specialised recruiters.  in a service firm such as ha, clients’ experiences and interactions with the
recruitment consultants will strongly inform their perception of the firm.  mathew needs to reassure himself
that they are in fact delivering the expected level of service and have the necessary expertise for this.

4. it is not clear (from the case) what is ha’s current incentive/remuneration structure.  bearing in mind the
importance of these in shaping employees’ behaviour, mathew needs to reassure himself that the
recruitment consultants, and other staff, are effectively incentivised to deliver the necessary standards of
performance.
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5. mathew healy needs to consider his long-term role within the firm.  like many owner-manager smes, it is
clear that he is the power and dynamic behind the success of the firm.  ha is too reliant on one person.
he is now in his mid-to-late fifties and has had previous health problems.  if the firm is to continue after he
retires from the firm, mathew should start looking at succession planning and / or bringing in either a
partner or a professional manager to develop the firm into the future.

6. ha is focussed on the greater dublin area.  as mentioned in the report, there is a large number of
competitors in this market.  ha should consider developing a similar premium service in either cork or
Galway, the next two largest markets.  these are both less congested in terms of the number of
competitors.

7. a second growth strategy that ha should investigate is widening the number of services that it provides.
in general, ha seems to have a good reputation and it has a wide range of client firms as well as a large
database of potential job candidates.  ha could use these pre-existing potential markets to target other
services.  for example, providing management development training, either to client firms, or to individuals
to improve their career prospects.  this would require taking on alternatively trained and experienced staff
to deliver these programmes to the necessary professional level.

8. ha have started to use digital and online media as part of its marketing strategy, it should continue and
expand this, and in particular use sites such as “linkedin” to promote its services.

9. ha emphasised a positive, collegiate organisational culture, which may have been undermined as a result
of the severe, though necessary, staff and salary cuts to stay in business through the economic crisis.  ha
should seek to redevelop this organisational culture into the future as it can underpin the firm’s success.
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SOLUTION 2
(a)

to ms. sonja hafstede from a student
iceY plc cpa consultants
dublin, ireland dublin, ireland

date 25 april 2016

Introduction
the prevention and detection of unethical or illegal conduct is an imperative for a business of any size, but especially
a plc where malpractice may negatively impact on the firm’s share price, as has happened iceY plc (iceY).  building
an organisational culture where leaders and employees collectively focus on high ethical standards is both desirable
and possible.  the ftse even has its own ethical indices!

ethics is not easy to define, but generally it refers to standards of conduct, morals and good character.  it is important
that each organisation clearly define its own ethical guidelines, though while iceY has an “ethical policy”, the firm has
not effectively operationalised it.  this requires not only dealing with misconduct but also establishing a culture and
framework that drives ethical behaviour.  

Building an Ethical Framework
the following actions, if implemented effectively, should allow iceY to improve both its ethical performance and
reputation.  however, this will take time, and will require iceY to provide leadership and resources, including financial
resources, to realise the benefits.

1. appoint an ethics officer
2. create an ethics steering committee
3. implement a code of ethics
4. invest in ethics training 
5. communicate ethical Values and standards

Appoint an Ethics Officer
the ethics officer serves as the firm’s internal control point for ethics and improprieties, allegations, complaints and
conflicts of interest.  the core responsibility of the ethic officer is to design and manage an effective ethics framework
and culture.  iceY will need to make the appointment at a senior management level, and the officer should ideally report
directly to ms. hafstede.  there are two reasons for this: it illustrates the importance that the firm is now giving to its
ethical obligations and it provides the incumbent with the visibility and independence to effectively fulfil the role.  in the
current circumstances, it is recommended that the ethics officer would be an external appointment.

Create an Ethics Steering Committee
chaired by the ethics officer, iceY should put into place an ethics steering committee.  the committee will guide the
development of iceY’s ethical framework, and should have membership from across the firm, including the board of
directors.  as well as providing guidance, the existence of the committee will again emphasise the firm’s commitment
to a more ethical business approach.

Implement a Code of Ethics
building on the general ethical policy that iceY has already, the firm needs to develop a detailed code of ethics.  this
will set out iceY’s ethical values, as well as management and employee responsibilities in upholding these values.  the
firm’s code of ethics should also give guidance to its employees on how to deal with certain ethical situations,
particularly in the areas where it has already been seen to fail ethically.  the code should ideally also set out the
penalties, including dismissal, for breaches of the code.  it will take some time, and likely some external support and
advice, to ensure iceY develops a code of ethics that will be effective.  

as part of the code, or separately, if iceY considers it more appropriate, the firm needs to implement a “Whistle
blower’s charter”.  this should detail the obligations for staff to report colleague’s suspect behaviour and potential
conflict of interests, but must also include the protections that will be given to the Whistle blower, for example,
anonymity, career progression, the opportunity to transfer to a different unit of the firm.

in addition, the code will need to include practical reporting and investigating procedures for ethical infringements as
well as clear consequences for ethics violations.
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Invest in Ethics Training 
iceY will need to invest in ethics training for employees and management.  ethics training aims to enable all staff to
understand, share and apply the values stated in the code of ethics.  training in ethics enables staff to judge the moral
legitimacy of their decisions and fosters the employees' agreement and compliance with the organisation's ethical
vision.  the training should include identifying ethical dilemmas and problem solving.  the ethics training programme
should not be a once-off for staff, but should be recurring and “topped up”.  this will require a commitment and the
investment of significant resources by iceY.

Communicate Ethical Values and Standards 
iceY needs to ensure that all staff are aware of the ethical standards and behaviours expected of them.  this will require
ongoing communications using various media and fora.  the possible communication alternatives may include the
training course mentioned above, induction courses, an ethics booklet, email reminders, and speeches on the part of
management, especially ms. hafstede.  an ongoing reiteration of the importance of ethical behaviour, alongside
reinforcement through hr policies, will be core to iceY creating a more ethical culture.

Conclusion
it is critical in the current business environment that firms pursue a more ethical approach to business and act
responsibly.  changing a firm’s culture is difficult, and ms. hafstede will find it challenging to address the ethical
shortcomings in iceY plc.  it will take some time and a significant investment to alter the staffs’ current ethical
approaches and mindset.  there are two factors exacerbating the situation for iceY.  firstly, the countries where the
firm seems to focus its international activities are perceived to have weaker ethical and compliance standards than
ireland.  secondly, it is not clear to what extent ms. hafstede will enjoy the full backing of the board: to succeed, the
ethical initiative will require active support from senior management, as well as significant financial investment.  a key
to success will be the leadership of ms. hafstede – see below.

(b)
leadership is a key element of the effectiveness of any organisation; without strong leadership organisations tend to
drift and lose purpose.  in general, leadership is seen to be the ability to influence other people toward the achievement
of the organisation’s goals.  When one considers successful irish organisations, such as ryanair plc or Glanbia plc, it
is difficult to envision their success without the impact of the ceos, michael o’leary or siobhan talbot respectively.  as
they are at the apex of the organisation, senior management have both the greatest opportunity, and responsibility, to
influence the organisation.  this is true for all aspects of the organisation: operational, financial as well as ethical.

the role of the strategic leaders of a business is multifaceted.  the strategic leaders establish the context for the firm’s
stakeholders to contribute to the firm.  strategic leadership involves anticipating the future envisioning the organisation,
and empowering others to create strategic change.  rowe (2001) emphasises the need for “strategic leadership” if
organisations are to be successful over the longer term.  at the heart of strategic leadership is the need to effectively
balance long-term viability and short term financial stability.  

Within organisations, no major initiative or programme can succeed without active senior management support.  if
senior management do not actively spend their time and political capital, as well as the organisation’s resources to
support an initiative, it will inevitably wither over time.  this is because only the senior management are in the position
to mobilise significant organisational resources, especially money and time, to any given initiative.  and, since there is
always a scarcity of both, senior management can quickly establish the priorities for the organisation in how they
allocate these resources.  middle and lower level management, as well as employees, will evaluate this and prioritise
their own activities in light of this: “if the ceo does not care about it, why should i?”

one of the first and obvious things that ms. hafstede must do in her new role is to communicate widely and on a
recurring basis the need to a more ethical approach across the firm.  she should use fora such as management
meetings, employee gatherings, newsletters, emails, etc, to highlight the new ethical expectations of the firm.  While the
legitimate power she possesses will allow her to do this, perhaps more important is the referent power she possesses;
management and staff will look up to and respect her.  in addition to talking about ethical standards, through her actions,
ms. hafstede will be able to reinforce the need to act in accordance with the firm’s ethical expectations: that is, “actions
speak louder than words”.  

in addition, ms. hafstede can negotiate for budget allocations to be released for the various activities identified above
– ethics training, the appointment of an ethics officer.  these will require relatively significant budgets but with no direct
or immediate impact on iceY’s profitability.  similarly, she can influence hr policies, including performance evaluation
measures, to explicitly include reference to ethical practice.  While at the same time she will be able to ensure that any
identified ethical infringement is appropriately investigated and disciplined.
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as identified by rowe (2001), an emphasis on values and ethics is central to strategic leadership.  strategic leaders use
these to help build a more effective organisation, and therefore a more successful organisation over the longer term.
this is a point that ms. hafstede needs to remember and perhaps needs to reinforce with her senior management
colleagues, if the suggested attitude of the chair of the board is to be eradicated in the firm.  research clearly supports
the belief that the senior management of a firm, and obviously, in particular the ceo, can have a large impact on the
prevailing organisational culture.  this is true for all aspects of culture, including the ethical ethos of the firm.  ms.
hafstede has the legitimacy, the influence and the experience to reshape iceY’s ethical culture and with that its long
term success.  however, she will only succeed if she invests her time, energy, influence and organisational resources
into the initiative.
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SOLUTION 3

to susan and Éamonn murray from a student
se publishing ltd cpa consultants
blackrock, co. dublin, ireland dublin, ireland

date 25 april 2016

Introduction
a high proportion of smes fail; for example, the estimates for irish smes that fail in the first five years range from 50%
to 66%.  there are various reasons given for this, an important reason though is a lack of robust strategic planning.  se
publishing ltd (se publishing) has been in business since 1987, and as mentioned in the briefing for this report, the
current management do not necessarily see the need for a more formalised strategic management approach.  this
report will evaluate the usefulness of a more formalised strategic management approach for se publishing, and
highlight the benefits to the business of such an approach.

there are many definitions of strategic management, but essentially it involves the ongoing planning, monitoring and
analysis of everything necessary for an organisation to meet its objectives.  to achieve its objectives a business must
understand the business environment it faces and its own capabilities; from this the business needs to develop realistic
plans and effectively implement those plans.  

Why SMEs do not Plan
there are various reasons why smes do not embrace strategic management to the extent they should, or to the extent
that larger businesses do.  some owners are happy to be “lifestyle” owners.  they have little concern or desire to bring
performance to the next level having found the ideal balance of income and leisure time.  this balance is something
that susan and Éamonn need to decide before moving forward.

strategic planning may be seen as too “grandiose”, as suggested by Éamonn, for the smaller business that is “doing
fine”.  strategic planning may be seen as cumbersome and time-consuming, and therefore not worth the effort.  

any change can create fear of the unknown or an uncertain pay-off.  it may be that the firm has tried to implement
planning in the past and it failed or certain departments and individuals may feel that sharing and cooperating with other
areas of the business in strategic planning may reduce their power base.  susan and Éamonn need to review the firm’s
past management approaches and identify if there were difficulties in implementing decisions made.

Usefulness of a More Formalised Approach to Developing Strategy
a more formalised approach to strategic management is generally only associated with larger firms but it is equally
important for smes.  the scale of the formalised process for an sme may inevitably be lower, but the principles remain
the same.  

a more robust and comprehensive environmental analysis means that se publishing will have an improved
understanding of the sector, its competitors, the intermediaries, the customer base, etc.  susan and Éamonn have many
years’ experience in the sector and therefore a great “feel” for the sector, however a more systematic analysis of facts
and figures will certainly augment their experience.  

relatedly, it is likely that sectoral trends, opportunities and threats will become clearer as a result of strategic analysis,
and possible important opportunities are less likely to be missed.  se publishing may become more proactive in shaping
its future as it identifies these trends etc earlier in the cycle, and rather than reacting, it will be positioned to move earlier.

a more planned approach to strategic management should enable se publishing’s objectives and plans to be more
effectively communicated.  this would allow se publishing to interact with its bank or other external parties to obtain
financing etc.  se publishing can basically state, “this is where we intend to go, and this is how we plan to get there”.
related, the process may be used to communicate with staff and to obtain continued buy-in and commitment from them.
this is especially true if staff are involved in the development of the business plans rather than been informed after the
fact.

overall research suggests that a more systematic and logical approach to strategic management results in the business
formulating better business plans and as a corollary, leads to improved financial results.

The Potential Pitfalls
a phrase sometimes used when assessing the strategy process is “paralysis by analysis”.  this is less likely to happen
in an owner-manager sme such as se publishing, but susan and Éamonn need to guard against over-detailed analysis
and documentation.  the research and analysis done needs to lead directly to strategic choices and outcomes for the
firm, rather than being an end in itself.  
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another criticism of more formalised and rigid strategic planning systems is that they can stifle innovate ideas.  for
example, henry mintzberg has attacked the idea that strategy-making can be reduced only to planning processes; he
argues that creativity cannot be planned.  strategic management requires intuition and judgement and these cannot be
analysed into planning steps.  relatedly, when a plan is locked in place, people are frequently unwilling to question it.
susan and Éamonn again need to ensure that while they may use a more robust strategy development process, they
allow for organisational flexibility and feed in creativity ideas when they happen and not try to timetable them!

a last criticism of the more formalised strategic planning process is that it is frequently divorced from organisational
reality.  two important reasons underlying this problem.  firstly, senior management (certainly in large organisations)
have little real understanding or “feel” for the day to day business.  secondly, there is an over-use of external consultants
– who again do not really understand the business - to support and build the organisation’s strategy.  this lack of real
understanding, and the consequent lack of input and ownership by the organisation’s management, particularly middle
management, can be a significant problem.  these issues are less likely to of a concern to susan and Éamonn.  they
are involved daily in the running of the business and with their years of experience have inevitably built a strong intuitive
understanding of the business and the sector.  While it would be useful for them to retain a consultant to support and
advise them on the development of the firm’s strategy, they need to maintain “ownership” of the process and the
strategy.

Implementation
a starting point in the implementation of a formalised development process for the se publishing’s strategy is a
necessary change in the mindset and approach of susan and Éamonn.  they need to recognise that developing a long
term strategy for se publishing is a separate process, distinct from the management of the business day-to-day.  this
will require them to separate the two management activities – operational and strategic – so that they are in the
appropriate frame of mind to consider the firm’s strategic direction.  

a more formalised strategy development process will give susan and Éamonn, and their colleagues, a framework to
look at the firm and the sector in a more reflective, analytical long-term manner.  this will avoid the seemingly ad hoc
approach taken to date.  the use of meetings and strategy workshops away from the firm’s premises will emphasise
the separation of operational and strategic management activities.  similarly, the use of a consultant, for example the
firm’s existing cpa accountant, will further contrast the two processes.

se publishing have 23 employees, so even in the context of a more formalised approach to the development and
implementation of strategy, the process would be scaled back to the size and scope appropriate for an sme.  the
process does not require the documentation and bureaucracy of which Éamonn is fearful.  similarly, a more formalised
process does not – should not – mean a much more rigid process.  there is always room, especially in an sme, for
flexibility.

initially, as part of the process, se publishing need to reflect on and articulate their core values and vision.  for many
family run smes it is about more than money and profits and susan and Éamonn need to articulate, even for
themselves, the place the business has in their lives, especially as they get older.  se publishing also need to make an
objective and robust analysis of both the publishing sector and the firm’s capabilities.  they may use scaled back
versions of pestel, five forces, and organisational competences to do this.  this may be a particularly important use
of an outside consultant, who can objectively probe and question susan and Éamonn’s logic and conclusions.  a
comprehensive, evidence based sWot would be a useful way of capturing this analysis.  this can be used to identify
se publishing’s key objectives, to make choices and plans to achieve the objectives and to set out timescales, resource
requirements, etc to implement the plans.

Conclusion
a good strategic plan provides the framework in which a business can grow.  analysis and reflection will allow se
publishing to identify what it can  achieve in the next several years, and then the firm can break down the steps it must
take to get there.  planning these steps using a more objective, formalised process will increase the likelihood of the
business continuing to be successful going forward.
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SOLUTION 4

to mr. Ger ryan from a student
totup ltd. cpa consultants
mahon point, cork, ireland dublin, ireland

date 25 april 2016

Introduction
there is a growth imperative in the nature of most firms: firms want to become larger and more successful.  this is
certainly true in the case totup ltd.  organic growth is the most common and most important growth strategy used by
firms, but the use of acquisitions are a second important growth strategy.  an acquisition is where a company buys most,
if not all, of the target company's share ownership in order to assume control of the target firm.  While there are many
large acquisitions, where one plc acquires another, the vast majority of acquisitions are small scale, private and so tend
not to be reported in the business press.  

acquisitions are often made as part of a firm's growth strategy whereby it is more beneficial to take over an existing
firm's operations and niche compared to the acquiring firm expanding on its own. there are other important reasons,
other than taking over a competitor, for acquisitions: to diversify into other industries, including to widen market cover,
to capture target’s r&d, and as in the case of totup ltd., to enter new – foreign – markets.

Acquisition to Enter French Market
in seeking to enter the french market, totup ltd. is moving into a different country with a very different legal, regulatory,
accounting and tax environment.  in general, to succeed in a foreign market entry a level of local knowledge and
understanding would be necessary.  however given that the product / service sold by totup ltd. is directly and innately
linked and responsive to the local regulatory, etc environment, it is critical to the success of the venture that deep local
knowledge is available from the beginning.  an acquisition allows totup ltd. to capture such local knowledge as it is
embedded in the target firm.

there is no technical or legal reason why totup ltd. cannot organically develop in france; it could develop new
localised accounting software, hire local staff and build a brand and market position from nothing.  this however takes
considerable time – several years – and there is no guarantee that totup ltd. would be successful.  totup ltd.’s
management are ambitious and aggressive; if the firm is to develop organically, and slowly, in france, and presumably
subsequently in other eu countries, it is unlikely that the ambitions of totup ltd.’s management will be achieved.
acquisition is a much faster expansion strategy, and seems more suited to totup ltd.’s expansionary vision.

foreign businesses are sometimes viewed with scepticism, even distrust, by locals.  there is no shared history or
connection, and so some can find it difficult to trust the outsider firm.  the acquisition of a local business should allow
totup ltd. to avoid this problem.  if not fully avoided, using an acquisition at least means that existing, or potential
clients, will still be dealing with locals and perhaps even the staff they have always dealt with.  this should be reassuring
for these clients and allows totup ltd. to underplay the foreignness of the subsidiary.  it may for example, keep the
original name of the target firm and not change it to totup ltd. at all.

the possible creation of synergy is a key underpinning rationale for most acquisitions.  synergy is the potential for
efficiencies or improved competitiveness that arise as a result of the new combined firm having larger scale or being
able to leverage r&d, brand names, facilities, etc.  in this instance, market entry rather than synergy opportunities is
the main objective of the acquisition.  totup ltd.’s acquisition is what is sometimes called a “market extension
acquisition” and may not result is significant synergy initially.  though over time there is potential for cost savings and
potentially using and adapting irish services for the french market and vice versa.

obviously, there are clear and significant risks associated with an acquisition; these will be discussed later in the report.
however, if totup ltd. research carefully and acquire an already successful local french firm, it will obtain a pre-existing
client base, product / service range as well as local knowledge and talent.  these are all critical elements for business
success and can significantly reduce the business risk facing totup ltd. in france compared to if it were to develop
there organically.

Challenges in Successful Acquisitions
While it is clear that there are several benefits to acquisition as an entry route for france, totup ltd. will also face real
challenges.  there are several difficulties associated with the acquisition process.  
• the target business does not perform as well as expected
• costs savings and other synergies do not materialise
• Key people in the target firm leave
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• the organisational cultures of the two firms are incompatible.  this is particularly the case when it is a cross-
border acquisition.

• the acquirer is unable to manage the acquisition and integration process effectively.

the extent and quality of the planning and research totup ltd. does before it pursues an acquisition deal will probably
largely determine the outcome.  if totup ltd. is careful and extensive in its research, it is more likely that the acquisition
it negotiates will bring the expected benefits.  in addition to this, totup ltd. need to recognise that this is the first time
it has attempted an acquisition, and it is even further complicated that the target firm is going to be foreign – french.
totup ltd. will need to obtain good accounting and legal advice, and similarly, the use of a consulting firm / investment
bank with experience in such acquisitions would be important.  this unfortunately will likely add substantially to the cost
of the deal – but does significantly reduce the risk of significant unforeseen problems.

totup ltd., and its advisors will need spend an amount of time researching the french accounting software sector to
identify possible acquisition targets.  in some ways, this is probably the most important step.  if totup ltd. can identify
a target that matches its business objectives and which seems to be a good organisational and cultural fit, this will
increase the probability of success.  

any deal with have to be friendly.  totup ltd. cannot push private firm’s shareholders to sell, as can happen with the
hostile take-over of a plc.  therefore as part of the target search, understanding the goals of the target’s existing owners
is key.  this may usefully be linked to the retention of key staff after the acquisition: totup ltd. may be able to stipulate
that existing owner managers must/may stay for eg three years after the acquisition.  this can tie in key staff and
simultaneously reassure the target business’s owners.

another important step for totup ltd. will be to complete a comprehensive due diligence on the target firm.  this is
another area where totup ltd.’s advisors will play a key role.  as well as the usual financial, legal, hr elements, the
due diligence should pay particular attention to the organisational culture of the target firm, and to what extent it may
facilitate the acquisition.  this is particularly important as the target firm is to be french.  in effect, the objective of the
due diligence is to ensure that totup ltd. really understands the organisation it intends to acquire and that there are no
surprises later.

the last, and major step, in successful acquisitions, is to integrate the acquired firm into the acquiring firm’s organisation
and systems.  totup ltd. needs to make the decision on the relative merits of leaving the acquired french firm as a
stand-alone entity versus the benefits of absorbing it into totup ltd.  on balance, it seems more logical to allow the
french firm initially maintain its independence and to only incrementally integrate it.  this will minimise the
organisational disruption of the acquisition, reassure the french managers and staff, while still providing totup ltd. with
access to the french market, new services and products and the opportunity to learn about the french firm and market
over time.  this is important because of the large differences between irish and french culture and business culture.

Conclusion
acquisitions are an important and frequently used means of growing a business.  if totup ltd. decides to pursue an
acquisition of a french firm as a means to enter the market, it will obtain several benefits, including the speed of market
entry, local knowledge and an existing customer base and product range.  however, the majority of acquisitions do not
in fact deliver value for the acquiring firm.  if totup ltd. is to maximise the probably that the acquisition will be successful
it needs to ensure that it completes a lot of research to find a suitable target, that it obtains a lot of advice, that it
understands what it is actually acquiring and that it manages the process, especially integration, effectively.
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Indicative Marking Scheme for Question One

Marks
(a) application of pestel

• pestel implications should be related to the case scenario 
• 6 elements x 2 marks; maximum of 10 marks 10

application of five forces model
• indicators identified by porter must be used to reach a conclusion for each force
• 5 forces x 2 marks 10

analysis of resources and competences
• explain main resources, should indicate relative importance to competitiveness 3
• explain main competences, should indicate relative importance to competitiveness 3
• use of Value chain analysis 3

9

preparation of a sWot analysis 
• should relate and link strengths to weaknesses, opportunities and threats
• issues in the sWot should be prioritised, not just listed 5

(b) assessment of issues and options
• must be logical and clearly relate to previous analysis
• should refer to relevant models (bowman or porter, ansoff...)
• issues and options should be prioritised, not just listed 8

(c) strategy / proposals
• must be logical and clearly relate to previous analysis
• recommendation(s) should be prioritised, not just listed and justified 8

Total Marks 50

Indicative Marking Scheme for Question Two
Marks

(a) importance of business ethics to iceYY plc 3

developing an ethical organisational framework.  possible issues include:
• a code of ethics 2
• employee ethics training 2
• Whistle blowing policy and process 2
• communication of ethical values and policies 2
• develop and disseminate relevant hr policies 2
• appoint an ethics officer and committee 2
• any other relevant issue 2
• 6 issues x 2 marks; maximum 12 marks 

12

(b) importance of strategic leadership 2

ms hafstede’s role in developing an ethical organisational framework, including:
• exhibit personal integrity and fairness 2
• role model expected behaviour and attitudes 2
• communicate and support the actions identified in (a) 2
• allocate budgets, time and attention to ethical training, etc 2
• shape and influence relevant hr policies 2
• influence organisational culture 2
• any other relevant issue 2
• 4 roles x 2 marks; maximum 8 marks

8

Total Marks 25
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Indicative Marking Scheme for Question Three

nature of strategic process 3

potential benefits of a more formalised approach to developing strategy may include
• evidence and research based strategic decisions 2
• improved understanding of the sector, competitors, etc 2
• more likely to identify opportunities and threats 2
• Wider range of options evaluated 2
• improved communication of strategy, eg to employees, lenders, etc 2
• any other relevant benefit 2
• 4 benefits x 2 marks; maximum 8 marks

8

potential concerns of a more formalised approach to developing strategy may include 
• time consuming 2
• the process may become an end in itself, rather than leading to better decisions 2
• the process may be unrealistic, separated from the reality of the organisation 2
• may restrict innovation and creativity 2
• in a “lifestyle business”, current performance may be acceptable 2
• any other relevant concern 2
• 4 benefits x 2 marks; maximum 8 marks

8
implementation of more formalised approach may involve
• change firm’s management mindset
• recognition ofif strategy process as separate and distinct from operational issues
• retaining a management consultant to support the process
• timetabling the process, strategy meetings, etc
• scaled back process: Vison, pestel, sWot, 5 forces, capabilities, etc

6

Total Marks 25

ndicative Marking Scheme for Question Four

nature of acquisitions 3

critically evaluate acquisition as entry strategy for france.  potential issues include:
• speed of entry 2
• obtaining existing service portfolio, clients, etc 2
• acquisition premium 2
• risk 2
• accessing local cultural knowledge 2
• no international experience 2
• reduce perception of foreignness in france 2
• service/software country specific 2
• any other relevant issue 2
• 6 issues x 2 marks; maximum 12 marks

12

how to address challenges of acquisition in france.  actions may include
• careful planning and research 2
• obtaining local legal and financial advice 2
• completing an effective due diligence 2
• considered post-acquisition integration strategy 2
• any other relevant concern 2
• 4 actions x 2 marks; maximum 8 marks

8

conclusion 2

Total Marks 25
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