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Note:  This analysis of a case study is provided 
as an example of how to use the template.   


 It is not meant to suggest that the answers 
given are the only appropriate answers.  These 
are good responses among many possibilities.   


 While this case study analysis is over 16 pages 
long (of which the template is 6 pages), the re-
sponses in many instances might be longer for 
a case study with much greater content (e.g., 
the case study that will be assigned for the 
term paper). 


 Note this analysis includes concepts and ter-
minology that you as a student have not yet 
learned and, therefore, are not expected to in-
clude at this time.  


 Important:  Use this example as a guide, 
especially regarding approach and formatting.  
Do not copy or closely paraphrase from it.  If you 
have questions about what is plagiarism, dis-
cuss your questions with me.  


An Example of a Case Study Analysis1 


Analyst’s Name: ¶  Darryl Mleynek 


Date:    ¶   4/12/16 
 


Case Study Name:    ¶  Wal-Mart: The Main Street 
    Merchant of Doom 


       
I. The Pre-Analysis:   


 
A. Perspective: 


 


1. Author’s Perspective.  Describe the perspec-
tive2 of the author(s) of the case study and pos-
sible biases of the author(s):3   


 
¶  The case study was originally written by Wil-
liam Rupp from the University of Montevallo in 
Montevallo, Alabama, where he is Dean of the 
College of Business.  The case was revised and 
updated by Archie Carroll, a   University of 


                                                 
1  The concepts underlying this analytical methodology are in part based upon the thought of the Czech philosopher Ed-
mund Husserl (1859 - 1938) and his philosophy of phenomenology, which includes a methodology for rigorous analysis in 
the social sciences.  Husserl, one of the most eminent philosophers of the 20th Century, was a professor at the University of 
Freiburg, one of Europe’s oldest and most prestigious universities.            


To analyze means to examine methodically by separating what is being examined into constituent parts, then searching 
for essential meanings while also searching to understand the relationships among the parts.  An analysis puts forward asser-
tions supported by evidence (i.e. [id est], facts linked together within a logically persuasive presentation of what the facts 
demonstrate or prove).  It avoids assertions made as if self-evidently true. Logic alone is an inherently weak form of evidence. 


 Not all of the answers are given in the text; some must be ferreted out or dug out by analyzing the text—i.e. by asking 


questions of the text.  Questions, too, must be analyzed to discover their intent and to maintain focus in your response. 


 Wherever appropriate, use the concepts and terminology you are studying in this course.  When using concepts 
and course-specific terminology, define them.  Using these concepts and terminology is important in answering most ques-
tions, but is especially important when writing Section V.  To the extent you do not use concepts and terminology from the 
course, your grade will be correspondingly lower.  The assigned cases involve organizational sustainability, operations-quality 
leadership, stakeholder management, moral leadership, and environmental leadership, among many other concepts. 


 Use this template with the footnotes included.  Type answers following the paragraph sign ( ¶ ).  Use bullets or number-
ing, and employ other formatting such as graphs or tables, if you wish.  Single-space.  You may double-space between para-
graphs or bulleted points.  All questions require a response, except for a few questions containing the words “if any” in italics, 
when the answer then is “Not Applicable” or “None.”  Generally, you should write in complete sentences.             (4/12/16) 


2 A perspective, as used here, means to place oneself in someone else’s position with that person’s beliefs, education, ethnicity, 
gender, nationality, race, skills, and history, among other possibilities.  Imagine yourself “standing in their shoes” looking out 
at the world.  The question asks then that, prior to reading the case study, (a) describe what may be relevant about that person’s 
perspective to the case study and (b) describe in what way the author’s perspective might turn out to shape or bias the presen-
tation of the case, understanding that we may know too little to have confidence in our answers.  As you then read the case 
study after determining the author’s perspective, try to be aware of possible biases in the material (see question II(C)).  Criti-
cal thinking requires critical reading. 


3 See footnote 8 about bias. 
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Georgia professor of management and author of the textbook.  Both individuals are aca-
demics and may have a perspective that is biased in favor of large corporations, given 
their likely research interests that would typically be targeted toward large corporations 
due to the availability of data, and may lack knowledge that would come from the experi-
ence of managing a multinational corporation.  Due to the many controversies surround-
ing Wal-Mart, it is likely that both authors have many, perhaps even conflicting, attitudes 
towards Wal-Mart that may influence their writing of this case study.  Based upon Profes-
sor Carroll having written the textbook, it is quite likely that he strongly believes corpo-
rations should be socially responsible, perhaps even socially responsive and socially per-
forming. 
 


2. Analyst’s Perspective.  Describe your perspective4 as the analyst:   
 
¶  My perspective is that of an instructor of a university course in Business Environment 
that emphasizes public corporations and who has considerable experience (a) in the 
small business sector as an owner of three small businesses over a 17-year period and (b) 
in a governmental agency as the executive of a statewide consulting group providing 
consulting to small businesses in Hawai`i, which often had problems with stakeholder, 
environmental, organizational quality, and ethical relationships, and (c) who strongly be-
lieves that businesses should be socially performing.  I also organized a statewide re-
sponse in Hawai`i for small businesses adversely effected by the initial opening of Wal-
Mart Stores on the four major islands.  This effort was focused, not on keeping Wal-
Mart from opening stores, but on helping small businesses survive.  As well, I have 
taught many different case studies regarding Wal-Mart, have strongly negative feelings 
about many of the company’s practices, and personally boycott the store due to those 
practices, while recognizing that they have been very successful in building sales and re-
cently have received some favorable press regarding environmental issues. 
 


B. Bracketing.  State what you are bracketing:5   
 
¶  I have in the past been a customer of Wal-Mart, but never happily so.  Given their em-
ployment practices, policies toward suppliers, and attitudes toward small communities and 
small businesses, I have been boycotting Wal-Mart for a number of years.  While conducting 
the analysis of this case study, I will bracket my opinions, the information that I have ob-
tained over the years about Wal-Mart, and my experience leading an effort to help small 
businesses adversely impacted by Wal-Mart—all of which could cause me to be biased in my 


                                                 
4 Your perspective as the analyst is very similar to that of the author(s):  Ask of yourself, prior to reading the case study, what is rele-
vant about myself that might cause me to be biased or to cause someone else (i.e., your readers) to think that I am biased?  
Again, this could include gender, education, ethnicity, beliefs, opinions, or having worked for the company or conflicts of 
interest (e.g. [exempli gratia], owning stock in the company in the case study).  What is it that I, the analyst, need to disclose in 
order to protect my credibility?  Critical thinking requires self-analysis. 


 
5 Bracketing is an internal thought process used by the analyst to set aside her/his personal opinions, information s/he has 
acquired previously about the situation, beliefs, values, and other attitudes that might prejudice the outcomes of the analysis.  
You must name what it is that you are bracketing; you cannot bracket what you cannot name.  Therefore, state what it is that 
you are bracketing and also that you are bracketing those things.  Bracketing must be maintained while completing the analysis in 
Sections II through IV.  If you are successful in bracketing, then what is bracketed will not influence your analysis.  In Sec-
tion V, it is permissible to un-bracket (see also footnote 23).  Rigorous analysis requires bracketing. 
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analysis or could cause me to be perceived as biased in my analysis.  I will also bracket my 
experience in teaching this case study. 
 


II. The Situation:6 
 
A. Facts.  List the facts7 relevant to the issue(s) identified: 


 


 ¶  In 1981, Wal-Mart became the largest retailer in the U.S., surpassing Sears and Kmart. 


 By 1981, Wal-Mart’s overhead expenses were 16% of sales compared to Sears at 29% and 
Kmart at 23%.  At Wal-Mart the average employee generated $95,000 in annual sales, at 
Sears $85,000.  


 By 2001, Wal-Mart was the largest retailer in the world with sales of $191 billion, 4,500 
stores in 9 countries and more than 1,000,000 employees.   


 By 2007, sales were $345 billion. 


 Corporate social responsibility efforts: 


o The Buy American Plan.  In 1985, Wal-Mart initiated a program to buy products 
manufactured in the U.S. in order to save manufacturing jobs, which the company 
estimated a year later as having “restored” 4,538 jobs.  The plan was later abandoned.  
Wal-Mart is now the largest importer of Chinese goods in any industry. 


o In 1989, Wal-Mart initiated an Environmental Awareness campaign, a first for retail-
ers, that encouraged green practices among their suppliers and encouraged Adopt-a-
Highway and Adopt-a-Beach programs. 


 According to the authors of the case study, beginning in the 1980s resistance to Wal-Mart 
began to develop in some towns due to  


o The company’s negative impact upon downtown stores,  


o The fear that if Wal-Mart were to leave, no retail stores would remain in the town,  


o Tactics by Wal-Mart that at times seemed to some to split communities apart, and  


o Wal-Mart’s low employee wages and benefits.   


 Steamboat Springs blocked Wal-Mart, as did Inglewood, California, from opening stores;  


 Iowa City attempted, but failed to block Wal-Mart as did many others.   


                                                 
6 The analytical approach begins by answering the questions in the Pre-Analysis (see Section I).  Next, after reading the entire 
case, tentatively identify the key issues (see Section IV).  Then, return to Section II and begin a critical reading of the case, 
answering questions from Section II through Section III based upon the issues you have identified.  When you have worked 
through to Section IV, re-evaluate the issues stated in Section IV and modify them if necessary.  Finally, answer Section V. 


7 Facts are data or information stating what is verifiable.  They provide specific information, not vague information.  Facts 
should be distinguished from assumptions, beliefs, conjecture, hearsay, hypotheses, judgments, notions, opinions, specula-
tion, and theories.  Number the facts or use bullet-points.  Use complete sentences.  Most commonly, it is advisable to state 
the facts in chronological order, beginning with a date where known.  You may also put them into categories to help clarify 
the situation.  The facts stated in this section and the next must be sufficient to provide a foundation for the analysis of the issues you identify in 
Section IV and for the position you write in Section Vin response to the issues identified.  It is not necessary to state all of the facts in the 
case study, since many of the facts may be without relevance to the issues identified.  61214 








Template Developed and Written by Darryl Mleynek 
BA 385:  Business Environment                 
 


4 


 


In Kinder, Louisiana, one-third of the downtown stores closed shortly after Wal-Mart 
opened; 10 years later Wal-Mart closed their store and few retail stores remained operating 
within 30 miles of Kinder. 


 
B. Historical Context.  List the facts that comprise the historical context8 relevant to the issue(s) 


identified:  
 


 ¶  Sam Walton was the founder of Wal-Mart in 1962.  He opened his first store in Rogers, 
Arkansas, when he was 44.  He died in 1992 


 The initial strategy of Wal-Mart was to open stores in rural towns of 10,000 people or less.  
As markets were saturated, he opened stores in larger and larger towns and cities. 


 His stated intent was to offer fast, friendly service with products sold at consistently low 
prices.  Wal-Mart was the low-cost leader in its field and competed based upon low operat-
ing costs and low prices. 


 An early innovation was the adoption of an extensive computer system that controlled in-
ventory and provided extensive sales information. 


 Wal-Mart’s expansion into Germany failed, in some significant part due to cultural insensi-
tivity on Wal-Mart’s part. 


 Wal-Mart has developed a political lobbying program and a very large corporate program of 
donations to federal parties and candidates. 


 Wal-Mart is claimed by some experts who follow the company to be the most sued company 
in the U.S. 


[For a longer case study, the Facts Section and the Historical Context Section would most 
likely need to be correspondingly longer.  Note the following sentence in Footnote 7:  “The 
facts stated in this section and the next must be sufficient to provide a foundation for the analysis of the issues 
you identify in Section IV and for the position you write in Section Vin response to the issues identified.”] 


 
C. Bias.  (1) Provide quotations from the case study that may indicate a bias9 of the author(s) and 


could possibly influence the reader apart from the simple statement of facts.  (2) State why the 
quotations seem to indicate bias.  Do not provide more than three instances. 


 


 ¶  The title of the case study:  “Wal-Mart:  The Main Street Merchant of Doom.” (p. 771). 
This title, because it uses the word “Doom,” is prejudicial to Wal-Mart because it makes a 
negative statement about the company and its treatment of small businesses without evi-
dence to support it. 


                                                 
8 Historical Context Facts are those facts that do not directly pertain to the key issues, but may help the reader understand the 
context or setting of the case study.  For instance, if the key issues in a case study are about ethical issues, it may still be use-
ful to list a small number of facts that would help a reader of your analysis to understand when the company was founded, 
who the founder(s) was, how large the company is, etc.  These facts place the events of the case study within a broader con-
text and create an environment for the events of the case study. 


9 Bias refers to an inclination deriving from a belief or experience that prevents an individual from impartially considering a 
question or issue.  If you use the word bias, state whether it is a bias in favor of something or against something.  There are 
many reasons for biases—some consciously held (ideologies, for instance) and many unconsciously held.  Truth is often a 
defense against a charge of bias.  Hyperbole is often an expression of bias, but truth is often a defense again a charge of bias. 
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 Descriptions of local merchants as “price-fixing merchant scum” and a “low-life bunch.”  (p. 
771).  These phrases are highly prejudicial to small town businesses.  No evidence is present-
ed that would justify these strongly worded statements.  While these two introductory para-
graphs may be meant to be taken facetiously, they still remain a prejudicial introduction—in 
this case, in support of Wal-Mart. 


 “Some of these groups [ones actively opposing Wal-Mart’s expansion] were and still are run 
by social activists left over from the 1960s and 1970s.”  (p. 775)  This is superfluous infor-
mation about the opposition groups, even if true which it may not be, that carries the conno-
tation of their being less than responsible—especially evident in the phrase, “left over,” and 
in the identification of the opposition groups with the 1960s and 1970s, a period that for 
some would connote lax morality, shiftlessness, and naiveté. 
 


III. The Analysis:   
 


A. Situational Analysis 
 
1. Key Parties.10  (1) Who are the principal parties (i.e., the key parties) involved in the case 


study?  List and briefly identify them.  (2) For the primary business in the case study only, (a) 
identify the company’s stakeholders, (b) for each stakeholder, identify their stakes and attrib-
utes, and (c) define what is the meaning of the term mutual interdependencies of stakeholders11 
and discuss in terms of this case. 


 
(1) Key Parties.  List key parties to the incident(s): 


 


 ¶  Sam Walton, founder and long-time CEO of Wal-Mart, and the leadership of Wal-
Mart. 


 Various social activist groups.  


 Small communities opposing Wal-Mart’s expansion into their communities. 


 


(2)(a)  Stakeholders of Principal Corporation.  Complete the matrix below: 


 Category of Stakeholders   Stakes     Attributes 


 


 ¶  Shareholders      Ownership    Legitimacy 


 Management      Right (Legal)   Legitimacy 


 Community      Right (Moral)   Power 


 Social Activists      Right (Moral)   Urgency 
 
[These stakeholders are provided as an example.  There are many more that 
should be listed.  See your textbook.] 


 
(2)(b)  Mutual Interdependencies.10  Define what is the meaning of the term mutual in-


                                                 
10  This question is given greater weight in grading. 


11 Other terms used to describe aspects of the concept of stakeholder mutual interdependency are stakeholder inclusiveness and 
stakeholder symbiosis.  
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terdependencies of stakeholders?  Discuss in terms of this case. 
 
¶  Stakeholder thinking,” according to the textbook, “is the process [Sometimes quota-
tions are useful; they require attribution].”  (Carroll, p. ??)  Mutual interdependencies or [. 
. .].   [Sometimes, when defining terms, paraphrasing works well, too.  Paraphrasing also 
requires a citation.] (Carroll, p. ??)   
 
Through understanding interests and rights of stakeholders, Wal-Mart would have the 
opportunity to advance its own interests and reduce conflict and create new approaches 
with stakeholders.  The evidence, however, indicates that Wal-Mart does not understand 
the concepts of mutual interdependencies or stakeholder thinking or stakeholder symbi-
osis.  This lack of awareness limits their ability to become a sustainable organization.  
The evidence lies in their dismissive attitude toward many stakeholders, such as small 
communities, main-street merchants, and social activists. 


 
2. Key Processes.  (1) List the key processes used by the principal corporation to resolve the 


conflict(s) described in the case study.  (2) How did each key process listed impact the con-
flict?12   


 


 ¶  Political opposition.  A process used by the parties aligned against Wal-Mart to resolve 
the conflict was to engage in political opposition to Wal-Mart at the local level, expressed 
in particular through activist campaigns of meetings, petitions, referenda, demonstra-
tions, and boycotts.  [This is not a process used “by the principal corporation,” which is 
what the questions requires.] 


 Negative publicity.  A process used by Wall-Mart to resolve the conflict was to engage in 
negative publicity against their opponents. 


[Note that the responses do not address the second question above.  That would be con-
sidered a major weakness in the answer.  Also, there are many more processes used by 
Wal-Mart that should be listed.] 


 
3. Key Constraints.  (1) List the key constraints13 upon the leadership’s decision-making in the 


primary corporation as discussed in the case study.  (2) How does each constraint listed im-
pact the decisions made?   


 


                                                 
12 The word process refers to how something occurs.  Conflict resolution refers to the process or steps taken to find a solution 
to disagreements between/among principal parties.  (1) Ask yourself, what are the conflicts and how did the principal parties 
try to resolve them?  Then, (2) categorize each process with a word or phrase.  An example of categorizing might be, “Litigation.”  
Then, (3) follow this with a statement that begins, “A process used by [insert the key corporation’s name] to resolve the con-
flict was  . . . .”   (4) Follow this statement with an additional, explanatory comment.    


13 The word constraint, in this context, means the freedom to take actions is limited; decisions are confined by an established 
boundary (i.e., by the constraint).  Constraints are barriers or limitations to making decisions.  There are commonly many 
constraints, which typically might include ethical beliefs or problems, lawsuits, survivability issues, etc.  (1) Ask yourself, what 
constraints might keep the primary corporation from making major strategic decisions?  (2) Then, categorize each constraint using 
a word or phrase.  An example of a category for a constraint might be, “Lack of profit.”  (3) Then, for each constraint listed, 
begin by stating:  “A constraint restricting [insert the firm’s name] decision-making was  . . . .”  (4) Follow this statement with 
additional, explanatory comments.  
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 ¶  Political Opposition.  A constraint restricting Wal-Mart’s decision-making was the po-
litical opposition that occurred in many small towns.  This political opposition often 
made it difficult in time and money for Wal-Mart to open new stores. 


 Lawsuits.  A constraint restricting Wal-Mart’s decision-making was lawsuits that some-
times affected Wal-Mart’s ability to expand and to make the highest possible profit due 
to the costs of the lawsuits and the amount of time devoted to them.   


 Expansion.  A constraint restricting Wal-Mart’s decision-making was the company’s 
drive to expand rapidly by opening new stores, increasing sales, and building profits.   


[Again, the second question above regarding the impact of the constraint is either not 
answered or not answered well or the answer is not fully focused on the question.  As 
well, there are many more constraints that should be listed.] 


 
4. Chance Events.  What role, if any, did chance events beyond the firm’s control (in the sense 


of fortune or fate) play (a) in the decisions made by the primary corporation discussed in the 
case study and (b) in the outcomes of those decisions? 


 
¶  Not applicable.  I found no chance events mentioned in the case study that are relevant to 
the primary issues.  [Note the second to the last sentence in the fifth paragraph of Footnote 
1, which permits this answer.] 
 


5. Differing Values.  (a) Separately, name, categorize, and contrast the differing values14 
among the key principal corporation and other parties, if appropriate, and (b) discuss the 
impact upon the decision-making process.  In your discussion, state values explicitly and 
when possible categorize them.  
 
¶  Major conflicting values exist between Wal-Mart and [ . . . ].  The values of Wal-Mart ap-
pear to be creating maximum profit regardless of the consequences upon communities.  This 
is a radical expression of individualism within the ideology of classical capitalism.  The values 
of [ . . . ] are to survive within the context of supporting the community fabric.  This is an 
expression of community-based values.  As a result of these values, the small town business-
es tend to compete less strongly with each other and to seek accommodations with each 
other.  The values of [ . . .] working to ameliorate Wal-Mart’s negative impacts upon com-
munities flow out of valuing the community’s welfare (community-based values) over profit 
(values of individualism).  Both Wal-Mart and [ . . . ] share values regarding the importance 
of commerce. 


                                                 
14 Values refer to the ethical (and, sometimes, the religious and cultural) ideals that influence the behavior of individuals, 
groups or firms.  Think of morals as how we judge others and ethics as professional standards or systems of beliefs.  Ask your-
self, from the information available, what does “X” appear to value or believe?  Values may be found in mission statements, 
value statements, or other writings (e.g., the Declaration of Independence, the U.S. Constitution, and religious dogma), but a 
firm’s actions are the fundamental test of what its values actually are, regardless of anything that may be claimed.  When a firm’s actions con-
tradict or appear to contradict its stated values, explain that situation.  This question is given greater weight in grading. 
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 Using the Carroll Pyramid of Corporate Social Respon-
sibility, Wal-Mart and its opponents would most likely rank 
the priorities differently as follows:  Wal-Mart would likely 
rank Economic Responsibility as the highest form of social 
responsibility, whereas Wal-Mart’s opponents would likely 
rank Ethical Responsibility as the most important.  Again, 
this would reflect the values of individualism (economic 
responsibility) as opposed to community-based values (eth-
ical responsibility). 


[This answer, which incorporates Carroll’s Pyramid of Social Responsibility, illustrates 
through the use of the Pyramid a response to the sentence in the fourth paragraph of Foot-
note 1, which is in red type, bolded, italicized, and underlined.  It is one of only many ap-
proaches to answering this question.  It is also an example of the use of a diagram to illus-
trate a point.] 
 


6. Ethical Issues and Theories.  (a) Identify the primary ethical issue(s)15 in the case study.  
(b) Name, define, and describe in the context of the case an ethical principle that may have 
been used by the principal corporation.  (c) Broaden your analytical discussion to include 
one or more principle ethical theories that might have produced better results.  Again, name, 
define, and discuss the ethical principles in the context of the case. 


 
a. List the Primary Ethical Issue(s) in the Case Study.  


 
¶  A principal ethical issue raised by Wal-Mart’s actions revolves around the respon-
sibility of a business to the community in which it operates.  Many facts, such as the 
closing of a Wal-Mart store in Kinder, Louisiana after the store had caused the fail-
ure of one-third of the downtown main-street merchants, indicate that Wal-Mart in 
its actions tends to follow the classical ideology of capitalism based upon individual-
ism as opposed to the modern managerial approach to capitalism and stakeholder 
management based more strongly upon community-based values while still incorpo-
rating individual-based values. 
 
[Note that the question uses the word “List,” which means to put the response into 
bullet points or numbered responses.  If this answer were to be put into a bullet- 
point list, there would be only one bullet point.  However, if a second point were to 
be made, then bullet points should be used.  While the answer is good because it has 
depth, it is not as good as it would be if there were more than one issue.] 


 
b. Discuss a Relevant Ethical Principle likely used by the primary corporation.   


 
¶  Wal-Mart may have embraced Utilitarianism that is often stated as, “[ . . . ].”  [Citation 
needed.]]  The good from Wal-Mart’s perspective would be low prices for their custom-
ers and the highest possible return on investment for their stockholders.  The harm 
caused (i.e., the least unhappiness for the fewest number of people) are the outcomes, 


                                                 
15 Use only the ethical principles discussed in class lectures.  For an answer to be responsive, the theories discussed must in-
clude ethical principles (i.e., Normative Ethical Theories) and definitions must be provided.  This question is given greater 
weight in grading. 
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even if unintended, to the local merchants.  The problem with this approach is the nar-
row focus of what they considered to be the good since it excludes the broader needs of 
their customers and the complex web of relationships in which their customers live, 
which is sometimes referred to as community-based values.  Wal-Mart’s opponents 
might well cite Immanuel Kant’s Categorical Imperative:  “[ . . . ].”  [Citation?]  It is not 
likely that Sam Walton would want to be treated as the main street merchants were, if the 
circumstances were reversed. 


 
c. Discuss Relevant Ethical Principle(s) that might have produced better results.   


 
¶  If Wal-Mart had focused on building a [ . . . ] rather than maximizing shareholder value, 
then Wal-Mart would have as a matter of implementing sustainability also institutionalized 
ethical leadership through [ . . . ] processes, since that is part of the approach to creating 
sustainability.  Then, if a more suitable ethical view (e.g., the Categorical Imperative—Do 
only that which you would want to see become a universal law—or Situational Ethics—
“Agapé is the ultimate good” or the Ethics of Caring--“Empathy based upon relationships 
are the fundamental reality of ethics”) were adopted, the harm caused to communities 
would have been much reduced.  [Citations?]   
 
[Note that the last sentence leaves open the question of “Why?”  That is, why if one of the 
alternative ethical theories had been used would “the harm caused to communities . . . 
have been much reduced”?  Answering the question “Why” would have produced a far 
better answer.] 
 


7. Cognitive Biases.  (a) What cognitive biases16 may have influenced the decision-making by 
the leadership of the principal firm?  (b) Within your response name and define the cognitive 
biases that you have identified and provide an explanation that justifies having included 
those cognitive biases. 


 
¶  Sam Walton may have been subject to an Ideological Confirmation Bias, selecting data in 
order to conform to an ideology (in his case, a belief in the Classical Ideology of Capitalism 
that the sole responsibility of business is to maximize profit and shareholder returns on in-
vestment) rather than upon the facts in decisions made.  This belief would have restricted [ . 
. . ] based upon the ideology rather than upon the facts.  For instance, because maximizing 
shareholder value using a low cost strategy towards consumers justifies Wal-Mart’s ignoring 
community-based needs, Wal-Mart has created an organized vocal opposition, which is rare 
among retail businesses. 


[Note that the question asks for more than one example of a cognitive bias.  This answer has 
provided only one.  Therefore, the answer is not a fully adequate response.  However, in the 
instance of this case study, Sam Walton was very successful, except for his relationships with 
small towns and their merchants.  As a result, it is difficult to find decisions described in the 
case study that might have been made due to a cognitive bias, because the assumption of a 
cognitive bias is that the decision-making process led to a mistake or poor outcomes.  If that 
explanation were given, then this would be a fully adequate response.] 


 


                                                 
16 Refer to your lecture outlines and notes about the type of cognitive biases that scientific research has shown to produce errors 
in decision-making.  Use only cognitive biases and similar concepts that have been discussed in class.  See also footnote 8. 








Template Developed and Written by Darryl Mleynek 
BA 385:  Business Environment                 
 


10 


 


8. Organizational Sustainability.17  (a) What decisions were being made that predictably 
would lead to organizational sustainability (as this term is defined in the instructor’s lectures)?   (b) 
Also, discuss whether the decisions being made increased or decreased the achievement of 
long-term objectives and (c) why and how the achievement of long-term objectives relates to 
building a sustainable organization?   


 


 ¶  The definition of a sustainable business organization requires embedding operations-
quality leadership into the development of strategy and its implementation using system-
atic processes that through operations-quality leadership produce excellence in organiza-
tional performance (and, in turn, stakeholder management, moral leadership, environ-
mental leadership, and competitiveness).  [A good approach to answering some of the 
questions is to first define critical terms.  In this case, I am providing you with the defini-
tion for a sustainable business as an illustration of the approach.  It will take most of the 
course for us to reach a full understanding of this definition.  In the meantime, answer 
the question with what you know.  Since I am the author of that statement, I have not 
used quotation marks or a citation.  If you were to use the definition, you would need to 
use quotation marks and a simple in-line citation.] 
 


 While Wal-Mart has been highly successful in terms of expansion and profitability, there 
is no evidence in this case study that it has implemented operations-quality leadership.   
[Asking, “Why do we know that operations-quality leadership has not been implement-
ed?” would when answered improve this response.  One of the reasons we know that 
operations-quality leadership had not been implemented is because if it had, then ethical 
leadership would also have been implemented and Wal-Mart would then have avoided 
the ethical problems they encountered.]   Therefore, Wal-Mart had not likely at the time 
of this case study created a sustainable business, even given their many successes in 
growing the business and being profitable. 


 


 Wal-Mart, according to the case study, has made many decisions to pursue both short-
term goals and long-term objectives quite successfully, especially in terms of growth and 
profit.  [Examples would improve this answer.  What is the evidence for the assertion?] 


 


 However, in the areas of social responsibility and organizational sustainability, the case 
seems to imply that only short-term goals have been seriously pursued (e.g., public rela-
tions-types of goals such as the Buy-America Plan, which was highly publicized then 
closed down with little comment), and long-term objectives regarding social responsibil-
ity and organizational sustainability have been largely ignored.  This has resulted in sig-
nificant public opposition and even public boycotts of Wal-Mart Stores by social activist 
individuals and groups who believe the social contract has been violated by Wal-Mart 
Stores, and as a result the firm has lost its legitimacy in their eyes. 
 


9. Unexamined Presuppositions.  (a) Identify likely unexamined presuppositions18 regarding 
the decisions made by the key firm.  (b) Justify why this is an unexamined presupposition and 


                                                 
17  This question is given greater weight in grading. 


18 A presupposition is a reality or fact that underlies an action or decision.  If the presupposition was not considered by the deci-
sion-makers, only then is the presupposition an unexamined presupposition.  An unexamined presupposition is one that was 
overlooked.  Unexamined presuppositions are a major cause of poor outcomes from decisions.  Rarely are unexamined pre-
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(c) state how the unexamined presuppositions could have or may have compromised the com-
pany’s sustainability.   


 


 ¶  Examined Presupposition:  An examined presupposition is that Wal-Mart’s resources 
are larger than what their opponents can put together, except in rare cases that do not 
markedly impede Wal-Mart’s growth and profit in significant ways.  Comment:  The con-
fidence that grows out of this examined presupposition enables Wal-Mart to ignore 
complaints, to refuse to negotiate, and to be willing to both take on lawsuits and to initi-
ate lawsuits.  [This examined presupposition is provided as a learning example only, 
giving you the opportunity to compare a presupposition seemingly examined by Wal-
Mart against two unexamined presuppositions below.  Do not put examined presup-
positions into the analyses that you complete, but do use this to learn the difference 
between examined and unexamined presuppositions.] 
 


 Unexamined Presuppositions:   
  
o An unexamined presupposition for Wal-Mart is that the fragile cultural fabric of 


small towns and communities is not important to protect if it interferes with Wal-
Mart’s expansion or profit.  Comment:  Because of Wal-Mart’s lack of concern about 
their actions, they have among many people in the communities effected earned a 
lasting enmity that as a consequence affects Wal-Mart’s reputation and sales.  [The 
Comment explains how the unexamined presupposition has injured Wal-Mart.  The 
presupposition is unexamined because there is no evidence that Wal-Mart was more 
than intellectually aware of the destruction they were causing or understood how 
such destruction would adversely affect the community or why they should care.] 


 


 An unexamined presupposition is that maximizing profit justifies whatever conse-
quences may occur. Comment:  This belief, which is an outgrowth of Wal-Mart’s in-
terpretation of the classical ideology of capitalism, has engendered opposition in 
many communities and frequent lawsuits, which are expensive to Wal-Mart in terms 
of focus, energy, time, and often damages and settlement costs.  This unexamined 
presupposition as well likely flows from Sam Walton’s use of the immoral management 
model (exploiting opportunities without regard for any consequences other than prof-
it).  Because he often spoke about the need for moral behavior, he does not seem to 
fit as well either the intentional amoral management model (i.e., ethical considerations do 
not belong in the workplace) or the unintentional amoral management model (i.e., the indi-
vidual simply does not think in ethical terms).  Immoral managers, according to the 
research, think of themselves as moral individuals, and the evidence indicates that 
Sam Walton thought of himself as moral (e.g., he taught Sunday School and ex-
pressed approval of J.C. Penney’s credo), but engaged in actions that are often harm-
ful to others and appear to many as immoral.  [Note the use of concepts and termi-
nology from another part of the course.] 


 


                                                                                                                                                                   
suppositions presented in the case study; it is the task of the analyst to ferret them out.  For each unexamined presupposition 
listed, begin by stating:  “An unexamined presupposition for [insert name of key firm] is that . . . .”  This question is given greater 
weight. 
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B. Organizational Analysis:  The questions in this section are about the effects of the decisions 
made by the primary business organization discussed in the case study.19 
 
1. Effectiveness, Efficiency, and Efficacy:20 


 
a. Necessary Actions.  Were the actions under analysis necessary to the effectiveness, effi-


ciency, and/or efficacy of the primary corporation discussed?  Discuss why the actions 
were or were not necessary. 


 
¶  No, the rapid growth of Wal-Mart at the expense of many small towns was not neces-
sary and is not justified from a socially responsible perspective.  The detrimental effects 
of their actions, it is reasonable to postulate, could have been lessened and ways found to 
support and help small towns while still maintaining a rapid growth rate and high profit 
margin, although perhaps one marginally less than what was achieved.  That “excessive” 
aspect of growth was not necessary to the effectiveness, efficiency, and efficacy of the 
firm.  In fact, it was arguably harmful to the organizational sustainability of the firm over 
the long-term.  [Why?  As stated, this response is “an assertion made as if self-evidently true,” 
which it is not, requiring evidence to prove its truthfulness.] 


 
b. Outcomes of Actions.  Did the outcomes of the actions taken increase or decrease the ef-


fectiveness, efficiency, and/or the efficacy of the primary business organization dis-
cussed?  Was the result achieved the one intended?  Explain. 


 
¶  Wal-Mart has not been adversely affected by their actions when compared against 
their sales, except among a relatively small group of people who boycott them, and Wal-
Mart has achieved the results it sought in the short-term.  In the process, however, it has 
built a vocal opposition, even if it is generally weak and disorganized.  That opposition, 
however, may eventually result in change if the Iron Law of Responsibility (which states 
that when power and responsibility become substantially out of balance, forces will be 
generated to bring them into closer balance) holds true for a firm as large as Wal-Mart.  
In the long-term, therefore, the firm’s actions may decrease its effectiveness. 


 
2. Risk:21  


                                                 
19 Organizations sometimes rationalize why they make particular decisions.  For instance, a corporation may claim to make 
decisions in order to increase the efficiency or profitability of the organization, when in reality the firm has made decisions 
that will predictably decrease the long-term efficiency or profitability of the organization.  The questions in this section attempt 
to draw out these types of distinctions that may become problems.  More so than in previous questions, the questions in this 
section call for speculative conclusions, but still ones based upon the evidence (i.e., facts within a logical framework) in the 
case.  All of your responses to the questions in this section must, using evidence, justify or explain why you have reached your conclusions.   


20 Efficacy is a word used here to mean the balance between effectiveness and efficiency (efficiency being used here in the sense 
of low costs).  What that balance should be varies depending on the needs of the corporation and the strategy chosen by that 
firm.  Organizations should strive for an optimal balance between effectiveness and efficiency, meaning the best balance for 
the needs of the organization given the strategy chosen. 


21 In the questions in this section, the first question asks you to assess the level of risk "at the time of the actions under analy-
sis."  For instance, what was the level of risk at the beginning of the case study prior to whatever event takes place?  The sec-
ond question refers to the level of risk after the event has occurred.   


These two questions concerning risk ask the analyst to think about whether the decisions made by the firm in the case 
study increased or decreased their risk for being in business.  All businesses are at risk all of the time; risk is the very essence 
of business.  The optimal level of risk is the level that (a) is no higher than what is necessary to create competitiveness, but (b) 
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a. Initial Optimal Risk.  Was risk at an optimal level for the primary business organiza-


tion discussed at the time of the actions under analysis?  
 


¶  While risk was not at an optimal level early in Wal-Mart’s existence [Why?  What’s the 
evidence for this assertion?], its level of risk has further increased over the years in re-
sponse to its continued decisions that are harmful to its stakeholders, but the level seems 
manageable and may well represent a calculated decision on Wal-Mart’s part that the 
costs (which are the primary expression of risk in this case) associated with violating the 
social contract (lost sales, lawsuits, punitive damages and fines, etc.) are less expensive 
than compliance with the social contract (which would mean assuming some level of fi-
nancial responsibility for the damage to small businesses and communities caused by 
their expansion).  It may also be possible that Wal-Mart cynically believes that once it 
dominates the world market, that domination will then be the appropriate time to be-
come socially responsible and rectify their reputation and brand. 


 
b. Subsequent Optimal Risk.  Was risk at an optimal level for the primary business or-


ganization discussed following the actions under analysis?  
 


¶  In the sense that the level of risk is the level most likely intended by Wal-Mart (or at 
least is acceptable to them), it may be optimal from their perspective.  Over time, how-
ever, risk may be increasing as the firm alienates more customers, especially as it expands 
internationally (e.g., they have pulled out of Germany due to an inability to be competi-
tive).  It is possible that the risk will eventually be seen even by them as greater than op-
timal. 


 
C. Operations-Quality Leadership, Stakeholder Management, Moral Leadership, and Envi-


ronmental Leadership:22  At the time of the event(s) related in the case study, was the primary 
business discussed effectively practicing operations-quality leadership, stakeholder management, 
moral leadership, and environmental leadership?  Include within your argument the evidence that 
supports the position you have taken. 


 
¶  There is no substantial evidence that Wal-Mart Stores practiced stakeholder management, op-
erations-quality leadership or moral leadership since the case study does not provide evidence of 
[ . . .] specifically involving these concepts, which in turn would be evidence of [ . . . ].  But, Wal-
Mart did initiate some environmental programs (the Environmental Awareness campaign began 
in 1998) that have continued.  Other socially responsible programs included the Buy American 
Plan, which became the “Made in the U.S.A.” program that began in 1985, but was abandoned 
some years later as Wal-Mart became the nation’s largest purchaser of Chinese goods.  None of 
these efforts would constitute effective operations-quality leadership, stakeholder management, 
moral leadership or environmental leadership because they are too limited in scope and provide 
no evidence of long-term commitment or [ . . . ].  The appearance is that of a public relations at-
tempt to confuse the critics and customers rather than a reasonable effort to implement any of 


                                                                                                                                                                   
no lower than what will permit the company to be sustainable, which includes being competitive, but much more too.  Risk 
involves more than profit. 


22 This question cannot be well answered without discussing the implementation of concepts and the use of systematic pro-
cesses.  This question is given greater weight in grading. 
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these concepts. 
 


 Stakeholder management requires [ . . . ].  In contrast, Wal-Mart has been accused of taking 
advantage of small town merchants and of attacking its critics—both major stakeholders.  [A 
more specific example would improve this part of the answer.] 


 Moral leadership requires that ethics [ . . . ].  There is no evidence this occurs.  Some experts 
consider Wal-Mart Stores to be the most sued company in the U.S. [Citation ?]  That is evi-
dence that the firm has little interest in ethics. 


 Operations-Quality leadership requires that the firm would have embraced and implemented 
stakeholder management, [ . . . ] with well-established and deployed [ . . . ], including those of 
a performance system.  None are evident. 


 Environmental leadership requires a shift in awareness and decision-making far broader than 
the public relations-type of programs developed by Wal-Mart, which are characterized by a 
limited scope that lacks the comprehensive approach of committed leadership.  These pro-
grams would not likely have even qualified as “bolt-on approaches,” besides embedded ap-
proaches. 
 


D. Societal Analysis.  What were the effects of the decisions made by the principal parties upon 
differing parts of society (or societies)?23 


 


 ¶  Kinder, Louisiana, is a city in which Wal-Mart opened a store, one-third of the town’s 
businesses closed, and then Wal-Mart closed its store, leaving the town without a place to 
purchase many goods.  Wal-Mart’s actions appear to be highly destructive to that town and 
its citizens’ way of life.  By extension, their operations are viewed by many as destructive to 
other towns. 


 In communities such as Iowa City where opposition groups launched referendums, Wal-
Mart out-spent the opposition groups by very large margins.  Large amounts of money on 
one side of a political issue tend to predetermine the outcome.  [This answer would have 
been better if its relevance to the question had been stated.] 


Wal-Mart has contributed to large numbers of small business failures, especially in small 
towns across the U.S.  While in some cases this was because Wal-Mart could offer lower 
prices and benefit consumers, it left downtown areas in small towns with empty, un-rentable 
buildings, and a loss of vibrant communities as the failure of the small business competitors 
caused a further downward spiral of other types of business failures due to a lack of vitali-
ty—e.g., restaurants, coffee shops, boutiques, etc. 


 
IV. Key Issues.  List the questions expressing the key issues24 in this case study that are relevant to this 


class in Business Environment? 


                                                 
23 This question asks that you determine in what ways and to what extent the decisions and outcomes from the events de-
scribed in the case study affected the larger society beyond the primary business organization and other key parties.  Write 
from the perspective of a society looking at the actions of the principal parties. 


24 State one to four key issues in the form of a question.  A key issue is one that reflects central issues in the case study that 
are at the same time major issues in the course.  These issue-based questions, then, are what you should respond to in section 
V.  Do not ask a question that cannot be answered from the facts within the case study.) 
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 ¶  Is Wal-Mart, on balance, a good corporate citizen? 
 


 Has Wal-Mart, because of its rapid growth and large size, become too powerful and, therefore, 
unaccountable to society and its representatives in government?  [The evidence in the case study 
may not be sufficient to develop a strong answer to this question.] 
 


V. The Analyst’s Position:  As the analyst, state and argue for your own viewpoint regarding the is-
sue(s) you have identified.  Include within your response, the evidence25 that supports the viewpoint you 
have taken.   


 
¶  I do not believe that Wal-Mart is a good corporate citizen, even though it has made some at-
tempts to build a case for being socially responsible, even for being socially responsive.  However, 
Wal-Mart has placed maximum growth and profitability at the center of its strategy, even though the 
firm could have slowed somewhat that rate of growth and profitability, both of which have been 
phenomenal, and the company could have protected to some considerable extent those injured by 
the company while still building one of the great businesses in the world.  If it would have done so, 
then Wal-Mart would have been a good corporate citizen.  As it is, Wal-Mart has violated their social 
contract with society.  The only reliable path to good corporate citizenship is through the implemen-
tation of embedded operations-quality leadership in order to achieve excellence in organizational 
performance, including the implementation of stakeholder management, moral leadership, and envi-
ronmental leadership.  This, Wal-Mart did not do. 


 
Wal-Mart’s size and profitability enable it to largely avoid the consequences of its actions.  In 


2001 Wal-Mart became the largest retailer in the world with $191 billion in sales.  By 2007 Wal-Mart 
had $345 billion in sales.  After becoming the largest retailer in the world, Wal-Mart continued to in-
crease sales at the rate of more than 13% per year.  A somewhat slower rate of growth could have 
freed up funds to help communities deal with the negative effects of Wal-Mart’s impact on small 
communities.  For instance, for a relatively small amount of money, Wal-Mart could have funded 
consulting and non-recourse loans for communities and small businesses to help them adjust their 
strategies in order to remain competitive, profitable towns and businesses.  (The above argument is 
hampered by the fact that the best statistic to use would be net profit, but that figure is not available 
in this case study.) 


 
According to the case study, “Just about every other hour of every day of every year, Wal-Mart 


gets sued.”  [Quotations need to have a citation.  Since the only permissible quotations are from the 
textbook, a page number in brackets following the quotation would be sufficient.]  Clearly, this 
statement, while likely an exaggeration and far from factual, is evidence of a sense of injury by many.  


                                                 
25 Section V—“The Analyst’s Position”—is the conclusion or culmination of the analysis and should be focused on answer-
ing the questions (or hypotheses) in Section IV (see footnote 23.  Evidence, for the purposes of this analysis, is a set of facts 
within a logically persuasive presentation of what the facts demonstrate or prove.  Avoid assertions made as if self-evidently 
true (i.e., not supported by evidence).  Your analyst’s position should be fully developed, comprehensive, and include alterna-
tive approaches, solutions, strategies or ways of thinking that the primary firm could possibly have used, if appropriate.  Your 
answer to this question will constitute approximately 25% of the grade for the term paper. 


A helpful simile:  The Issues (Section IV) identify the “hypotheses.”  The Situation (Section II) is the selection of infor-
mation that occurs during the first part of the “research” stage.  The Analysis (Section III) preceding Section IV is the analy-
sis of the selected information that occurs during the second stage of “research.”  The analysis must be used to support your 
Position Statement as you write Section V, which is what we normally think of as a “term paper.”   
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Even when Wal-Mart loses lawsuits, the damages—however large—seem to be quite insignificant 
given the corporation’s sales.  Damages and negative publicity certainly cause the loss of some sales 
(estimated by some to be about 5%) [Citation?], but Wal-Mart continues to thrive without the 5%.  
With its vast resources, it can finance lawsuits, fight communities, maintain lobbyists, and make large 
contributions to political campaigns and candidates.  As Wal-Mart expands internationally, it can 
build an organization that to some considerable extent lies outside of the control of governmental 
entities in the U.S.  In terms of the balance of power in our society, Wal-Mart has so much econom-
ic power (and in recent years is willing to turn that economic power into political power) [Citation?  
Or other evidence?] that the government in the U.S. is unlikely to challenge it effectively.  Even the 
courts, while they can award damages in lawsuits, have apparently little power to effectively change 
Wal-Mart’s operating philosophy.  However, that philosophy may change over time if the firm’s 
managers adopt more enlightened views.   


 
Very simply, Wal-Mart at the time of this case study was not a good corporate citizen [a definition of 
“a good corporate citizen is needed].  In part, this was due to its incredible economic power.  The 
problem with economic power as great as that of Wal-Mart is that compliance with its social con-
tract becomes voluntary.  Voluntary compliance does not often work (witness the violations of volun-
tary compliance with regulations that have recently fueled the current recession).  It remains to be 
seen whether the firm will evolve into becoming a more responsible company.  The pressure from 
society—and, perhaps, its own employees, including its leadership and their peer group in the busi-
ness-world—may be substantial and win out over time.  The Iron Law of Responsibility supports 
this possibility. 
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