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Here the candidate is a holder of a PhD degree in one of the sciences from 
a Top 20 university, and I believe currently works as some sort of researcher. So 
that’s the candidate’s background; let’s go ahead and get started on this case. 

 
Interviewer: Your client is a company called Ralph Kline, and they design, manufacture and 

retail sell high-end men’s fashion clothing. So they conceive it, make it and 
actually own stores that sell the clothing. The company currently owns and 
operates 30 stores, and their overall objective is to grow retail sales.  The 
definition of retail sales is the total amount that consumers pay for their goods. 

 
 As a part of this effort, they are considering a new strategy that they would like to 

get your input on. They’ve been approached by a high-end department store, 
which we’ll call Fashion World, that is interested in reselling the company’s 
clothing through their 90 locations. The client is wondering if this is something 
they should do. 

 
 I guess the first question to open up with is: in considering this particular 

opportunity for this client, what would you say are the most important factors that 
would need to be considered in determining whether this is a good idea or not? 

 
Candidate: The client’s goal is to grow the retail sales of their men’s fashion clothing, and I 

need to evaluate the opportunity if Fashion World would start selling their goods 
in their 90 locations? 

 
Interviewer: That’s correct. 
 
Candidate: Let me take a moment to structure my approach to the question, please.  So in 

order to evaluate this opportunity from the client’s point of view of revenue 
growth, I would focus on the department store distribution channel and look into 
the customer segmentation in that channel, in terms of preferences and price point 
for their clothing needs. 

 
00:02:09 
 
 I would look into the existing competition in the department stores, in terms of 

other producers of men’s fashion clothing. I would see what the landscape is like, 
in order to determine how easy it would be to penetrate. I would look into the 
product differentiation compared to the customer needs. Finally, I would focus on 
the capabilities needed to capture market share, in terms of both the clients and 
their partner, and what would be the terms of their agreement. 

 
 I would also look into the associated costs and risks and alternatives for the 

revenue growth, to complete the evaluation of this opportunity.  
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Here the candidate is listing the factors to consider in the analysis. And 
when you’re listing more than one thing, it’s useful to number them. So it’s better 
to say, “There are there factors I want to look at, or analyze. Factor 1 is this; Factor 
2 is this; Factor 3 is this.” It’s a cleaner way of organizing information. So I just 
wanted to point that out. 

 
Interviewer: I think I understand your approach. Then with respect to the product 

differentiation, why would that be important, and how would that impact your 
ultimate recommendation? 

 
The motivation behind my questioning here, as the interviewer, is to test 

for the candidate’s rationale. Why do you want to look at these three factors? 
What are these three factors going to tell you? How is Factor 1 going to prove or 
disprove your hypothesis? So I’m really pushing and challenging the thought 
process here. Again, it’s better if the candidate proactively mentions what the 
rationale is, and a couple of candidates do in these recordings, but this one, 
unfortunately, did not. 

 
00:03:57 
 
Candidate: The differentiation would be important as a potential driver for the market share 

the client could capture in the channel, depending on the customer preferences 
and loyalties, and purchasing decisions. 

 
Interviewer: Give me an example of what you would be looking for. And if it turned out one 

way, or a different way that you would make a different recommendation, give 
me some sense of what you’re looking for. 

 
Here again, I’m aggressively challenging the thinking and the thought 

process around rationale. I’m asking the candidate to identify the logical reason 
why once you learn this information how it would change or potentially prove or 
disprove the hypothesis. The reason I’m asking for it is to see if they thought of 
one. If you’re asking for information for your case just because you feel like 
asking, and not because it’s going to impact the hypothesis, that is unfortunately a 
big mistake. So here I’m testing to see if the candidate has thought this particular 
issue through or not. Again, it’s better if the interviewer doesn’t have to ask, if 
you proactively volunteer it, and so that’s something important to keep in mind. 

 
Candidate: I’m looking for, first of all, the segmentation of customers in terms of their needs 

and purchasing decisions, which I could get in the records of the sales of the 
potential partner who approached us and might be willing to share that 
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information. So they could tell us how they are selling similar fashion men’s 
clothing. We could establish some patterns, in terms of what kinds of 
characteristics of the products are driving the sales. Is it seasonal? Is it depending 
on the high fashion world? We could also see the price effect, and based on all 
that, assess how competitive the product is, and how many of the current 
customers who shop at Fashion World would actually switch to our product, if we 
started selling there. 

 
00:05:58 
 
Interviewer: Okay, I understand. So you’re trying to see if there is some compatibility, it 

sounds like, between the Ralph Kline product line and Fashion World – ultimately 
to get some sense of sales for the new product line. 

 
Candidate: Yes. 
 
Interviewer: Okay. Let’s say at a high level conceptually that the customer types are very 

similar, and that was determined before the client even asked you to help them on 
this situation. Once you know at a conceptual level there is a compatibility, what 
would you say would be the two or three most important factors to consider? 

 
Candidate: So the Fashion World and their clientele are the kind of people who would 

purchase Ralph Kline – that is what has been affirmed, if I understand correctly? 
 
Interviewer: Yes, let’s assume that’s affirmed. 
 
Candidate: Okay, so can you please repeat the question? 
 
Interviewer: If we know that those are the right type of customers, what then becomes the key 

determining factors as to whether this is a good idea or not? 
 
Candidate: I see. Whether this is a good idea or not depends on whether those customers 

would be new customers. I understand they are not already shopping at Ralph 
Kline stores, and whether – if they are not already shopping at Ralph Kline stores 
– they would actually buy Ralph Kline goods at Fashion World? 

 
 So can we steal from the competition? The first one is: would we steal from 

ourselves?  And the second one is: can we steal from the competition? 
 
Interviewer: Any other factors that you would consider? 
 
Candidate: In terms of pure revenue growth, this is in terms of new customers. Now there is 

also the question of price. So would we be able to charge the same prices? That 
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might affect the buyers at our 30 stores that already exist. So the price and brand 
itself – would there be any adverse effects on the original brand? 

 
00:07:53 
 

Here I thought the candidate’s structure was reasonable, but not very crisp 
and concise. In other words, I had to ask lots of questions – I had to pull the 
structure out. So maybe together, we figured out the structure. Again, better if the 
candidate were able to proactively identify the structure without any prompting 
from the interviewer. 

 
 
Interviewer: Okay, that makes sense. Let’s drill down a bit. The first two factors you 

mentioned, in particular, were: you would want to know if we ended up stealing 
from ourselves or from the client’s own store sales, or we’re stealing from 
competitors.  And what specific data do you think you would need, in order to 
determine your assessment in those two areas? 

 
Candidate: I would need to find the overlap between the customers of the 30 stores of Ralph 

Kline and the customers of 90 stores of Fashion World. That would depend if 
they’re the same demographic, in terms of social status.  That would depend on 
the geography, and so I would see the overlap there. 

 
 Also, if they have any kind of customer membership program that would provide 

me with a database that I could then confirm in name whether those are the same 
customers, and to what extent there is an overlap.  

 
 Another way to check if there would be cannibalization of the current store sales 

would be to launch a pilot and see whether Ralph Kline sales drop, but that would 
be potentially a more costly way to find out. 

 
Interviewer: Great, and with respect to the— you mentioned geography in particular as one of 

the four points you mentioned. What particularly would you be looking for there? 
And give me an example of the answers you’re looking for that would either 
confirm or suggest it is a good or a bad idea. 

 
Candidate: Since we ascertain it is the right type of client, if Ralph Kline is in the East Coast, 

and Fashion World is on the West Coast, that would extend our reach and 
definitely increase the revenue in case we can get new customers and steal from 
the competition, selling in the West Coast. 

 
00:10:00 
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 In that sense, geographical non-overlap would be a strong indicator that we would 
get new customers of the right type. 

 
Notice how clear this particular statement is from the candidate. The 

rationale was very clear, very easy to understand. There was a particular example, 
which was great for demonstrating your thought process and your logic. Most 
importantly, it was very easy to follow. That statement was pretty close to perfect. 
So having more statements like that is very useful to emulate in your own 
interviews. 

 
Interviewer: If you can turn your attention to only Exhibit 1, and based solely on Exhibit 1, 

why don’t you take a few minutes to take a look at that and then I guess the 
overall question is: what conclusions can you draw from that, based on some of 
the things you were mentioning earlier? 

 
Candidate: Very well. So geographically, we see there is overlap in 20 cities, but we don’t 

have information here whether that overlap takes place in high-priority cities or 
not, which is very relevant. Ralph Kline has 30 stores and they are all in high-
priority cities, and so if 20 of those have a Fashion World store nearby or in the 
same city, then the overlap would be quite high.  

 
Here the candidate made a small logical error in analyzing the raw data. 

See if you can catch it. If you didn’t catch it either verbally or from reading the 
transcript, go back to the exhibits and actually see if you can find the error that 
was made. I would say it was a small- to moderate-sized error, and I’m trying to 
debate whether I would reject the candidate purely on missing that one error. I 
probably would not, but if they missed that small error and one other minor thing, 
I probably would have rejected the candidate.  

00:11:58 
So see if you can find it. See if you missed it. If you did, make sure you 

listen more carefully, because it’s a good skill to get into.  And I’ll tell you the 
answer, I think, at the end of the interview when I do a debrief with the candidate, 
in case you’re wondering what the mistake was that was made. 

 
Candidate: However, that is the worst case, but there would still be 40 more cities to cover 

increasing Ralph Kline’s coverage of high-priority cities to 50% of 140 high-
priority cities, for a total of 70. And the best-case scenario is that Fashion World 
and Ralph Kline currently don’t overlap, which would bring us up to 90 out of 
140 high-priority cities. 

 
 So that’s a pretty good range, although it would be worth investigating other 

department stores like Fashion World with the customer type match, and see if we 
could get the coverage of high-priority cities even higher.  
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Interviewer: Okay, and given this information, you mentioned earlier the concern about 
stealing revenues from ourselves. Given this information, would you be 
concerned about that? 

 
Candidate: In case the overlap is high, in terms of the cities that Ralph Kline already covers, 

that would be a legitimate concern. 
 
Interviewer: Great. Now if you can refer your attention to Exhibits 1, 2, and 3, and you may 

see a duplicate on your page.  
 
Candidate: Okay, so Exhibit 2 covers per store retail sales. 
 
Interviewer: Yes, for Ralph Kline, and Exhibit 3 covers estimated sales for Fashion World. 

Let’s assume that the 20 stores that are overlapped between Fashion World and 
Ralph Kline are in high-priority cities… 

 
Candidate: All 20 are in high priority? 
 
Interviewer: Yes, let’s assume that.  And the question I have is: assuming that Ralph Kline 

does decide to work with Fashion World as a potential reseller, estimate the 
combined retail sales of both organizations.  

 
00:14:06 
 
Candidate: Very well, but before I dive in, let me understand Exhibit 3. I understand the first 

two rows, but the third row is percent decline in retail sales in cities with Ralph 
Kline stores.  Fashion World is currently not selling Ralph Kline. Does it mean 
the sales of other men’s fashion clothing would drop because they start selling 
Ralph Kline, or because Ralph Kline has their own stores? What is driving this 
decline? 

 
Interviewer: I should clarify that. That one, the first two, the percent decline in estimated retail 

sales of Ralph Kline products within the Fashion World stores when they are in 
the same city that a pre-existing store already exists. So that impacts – the first 
row is 40% lower when there is a Ralph Kline, essentially a conflicting store in 
the same city. 

 
Candidate: I understand. Let me see how to calculate this to find the combined revenue of 

Ralph Kline and Fashion World for Ralph Kline merchandise. I will combine the 
Ralph Kline store revenues with Fashion World store revenues; so let me start 
with Ralph Kline stores. 

 
 There are 30 total. We estimated that 20 are in overlapping high-priority cities.  

So we will have ten at full revenue of $1.5 million per store, and the other 20 
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stores with the 20% decline, because they are in the same city with Fashion 
World. So that will be $1.5 million… and 80% of that, which is 16 x $1.5 million.  
And so it is 26 x $1.5 million, for a total revenues in Ralph Kline. 

 
00:16:02 
 
Interviewer: Can you walk me through the specific math, so I can follow along easier? 
 
Candidate: Absolutely.  So I have ten stores times $1.5 million, and I have 20 stores times 

$1.5 million times 0.8, because they will lose 20%. 
 
Interviewer: Yes, okay. 
 
Candidate: So the 0.8 times 20 is 16, and so I added 16 and 10, because they both multiply 

$1.5 million, and I got 26 times $1.5 million. 
 
Interviewer: Got it, okay. 
 
Candidate: So I get $39 million for revenues of Ralph Kline stores.  
 
 Now the Fashion World stores – we have 16 high-priority cities; 40 of those will 

have no overlap with Ralph Kline, so we have 40 high-priority cities times the full 
$500,000 revenue.  And the 20 high-priority cities times 60% of that, so $500,000 
times 0.6 (because of the competition).  And there are 30 low-priority cities 
because the total is 90 – high priority is 60, and so 30 is the difference. So 30 low-
priority cities, and they are making $100,000 per store. 

 
Interviewer: Okay. 
 
Candidate: So adding those three up – I have 40 x $500,000, which is $20 million.  20 x 0.6 

is 12. Okay, so 12 x 0.5 is $6 million more… and that’s $3 more million, so we 
get $29 million in Fashion World stores. 

 
00:17:59 
  
 So the combined revenue of both types of stores is $68 million. 
 
Interviewer: I agree with you on that. So based on this computation alone, what conclusion 

would you be inclined to draw, based on this information? 
 
Candidate: The first thing I notice is: the increase in revenue is substantial – almost 75% 

increase in revenue. So in terms of our goal to increase revenues, this sounds like 
a very good worst-case scenario, because we put the 20 overlapping cities into the 
high-priority area. 
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 But at the same time, I noticed that the smaller number of Ralph Kline stores still 

beats all these additional store numbers of Fashion World. I’m thinking that either 
Ralph Kline opening their own stores in high-priority cities or using a more 
powerful partner with a higher traffic, in terms of customers, might be a better 
idea, contingent on other factors working out. 

 
Interviewer: Great, and actually you sort of got ahead of me a little bit on my next question, 

which you started to answer, which is great. My question then is: thinking more 
broadly about Ralph Kline, what other factors might cause you to change your 
mind, based on this initial conclusion? 

 
Candidate: Change my mind in terms of abandon the partnership with Fashion World? 
 
Interviewer: No, I meant your initial recommendation, it sounds like, was to proceed with the 

partnership. My question is: what other factors might cause you to agree with that 
initial position even more strongly, as well as what other factors might cause you 
to change your mind and reverse your recommendation? 

 
Candidate: I see. To agree even more strongly, if I consider the set of factors I outlined in the 

beginning as the most relevant ones, the factor that is important is which customer 
segment are we going to penetrate. There are customer segments that are growing 
more rapidly or customers that are buying more, so we would be interested in 
penetrating the faster growing, higher revenue per customer segments. 

 
00:20:12 
 
 So I would see whether Fashion World brings us the best option in that respect. 

Then I would also look into the competitive situation and look into the landscape, 
how fragmented or dominated it is where we’re trying to enter, and see if Fashion 
World, for example, offers entry into a highly competitive situation with very 
well-established players where we would have modest penetration, compared to 
another department store with a different customer access, who would give us 
access to a market that is yet untapped or still fragmented and more penetrable. 
We would then go for a different option. 

 
 In terms of the capabilities, it is also relevant to consider the implementation of 

this strategy, and to understand whether we have the capabilities needed for the 
logistics, marketing, and all the operations across the value chain to realize this. 
Our primary concern is revenue growth, but we also need to be aware of the costs 
overall, and go for the strategies that are easier to implement and more in line 
with the store’s capabilities and the long-term goals. 

 
Interviewer: Okay. 
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Candidate: I would also look at the risks in terms of – the risk to the brand, because the brand 

seems to be doing very well. I would not want to alienate the Ralph Kline store 
customers with an unpleasant customer experience when they enter Fashion 
World, in case the personnel there is not as knowledgeable or as professional in 
serving their needs. 

 
00:22:01 
 
 So it would be very important to establish: what are the priorities of our own 

customers? And to make sure that all those needs can be met in Fashion World or 
any other partner, in case we expand our retail. 

 
Interviewer: Great. Anything else, other than those points, you want to add? 
 
Candidate: These are the most important ones.  I don’t think anybody would accuse us of a 

monopoly at this point. 
 
Interviewer: Sure.  You were mentioning earlier some other recommendations that came to 

mind. I think you had two in particular, and one was: given the high sales per each 
Ralph Kline store that they might want to consider opening more of their own 
stores. You also suggested considering other retail partners. Are there any other 
recommendations that you would consider that Ralph Kline does, given the 
information that you’ve uncovered so far? 

 
Candidate: I am thinking in terms of all the possible ways to expand the way you’re reaching 

customers. So to grow revenues, you can sell more to the current ones, you can 
sell to the new ones, and you can sell new merchandise to new ones. So far, we’ve 
only explored selling current merchandise to new customers as the growth driver. 
And where we’re trying to increase their reach through new stores of our own or 
of the other in what we mentioned so far. 

 
 I am thinking also of the online option, but based on the fact that this is high 

fashion, my intuition tells me that would not be something that this type of 
clientele would be interested in, because the personal assistance and care they get 
is important.  

 
 In terms of the major ways to expand the customer base, I would say that in 

addition to starting new stores from scratch, Ralph Kline could also acquire a 
chain of stores or a smaller department store chain, and operate them themselves 
to expand the number of cities they cover. 

 
00:24:00 
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Interviewer: Great. Let’s say that you’ve been working on this client engagement for a while 
now, and you run into the CEO of Ralph Kline in the elevator, and she only has a 
minute at most before she runs off to a meeting, and would like to know, “Given 
what you’ve done so far, what would you recommend we do overall?” What 
would you say to her to bring her up to date? 

 
Candidate: May I take a moment? 
 
Interviewer: Sure. 
 
Candidate: Okay. So we have looked into revenue growth opportunity through partnership 

with Fashion World to sell our Ralph Kline goods. We found this partnership 
would increase Ralph Kline’s reach to 50% of high-priority cities, and the 
revenues would grow by 75%.  

 
 However, we found the revenue potential of Ralph Kline’s own stores seem to be 

higher, and we would suggest you investigate the drivers behind this, and consider 
expanding geographically through your own stores, either from scratch or by 
acquiring department store chain that is present in other high priority cities you 
are not covering as of yet. 

 
Interviewer: Great, and so with respect to the original question of should they partner with 

Fashion World, do you think they should or should not? 
 

When you start off a synthesis to close out your case, it’s very important 
that you start the closing by answering directly the question the client was asking, 
preferably in a sentence, if not a single word. If you recall from the opening of the 
case and the back end of the case, the client was asking: should they partner with 
Fashion World, yes or no? That’s the question – yes or no? The first sentence of 
the synthesis should be either a “yes” or “no,” literally. So, “Yes, the client should 
partner with Fashion World for these three reasons,” or “No, the client should not 
partner with Fashion World for these three reasons.” 

00:26:00  
Here the candidate is basically saying a lot of words, but not actually 

answering the question. So it’s very important that you start the synthesis by 
answering the actual question being asked. And a part of doing that effectively is 
to remember what the original question being asked was. And if you’re taking 
good notes, that should be boxed or circled on the page, put stars next to it, 
whatever you need to do to remember that’s the key question. That’s something 
you should be keeping in mind the entire time during the case, by the way. If you 
are, you should certainly lead with that in the closing. 

 
Candidate: If the 75% increase sounds good to them, based on what we’ve seen so far, that is 

a profitable venture. Personally, I would explore the option of our own stores, 
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because that seems to be even higher, revenue-wise, and potentially better for the 
brand. 

 
Interviewer: Okay, so you’re suggesting they don’t do it? 
 
Candidate: Yes, pending that check. 
 
Interviewer: Okay, got it. Let me wrap up and give you some suggestions. Overall, pretty 

good.  Definitely some small areas you can improve, but I think the overall skills 
– you definitely have the capability to do well. That came across, and I would say 
the analytical side was very strong, and most of my feedback would be in the 
language, in the communication aspects. 

 
 Let’s start off at the beginning. At the beginning, I asked you what your major 

factors were, and you listed, I think, six of them. One thing to do, and it’s a good 
habit of doing, is for each area that you indicate as an important factor, you – with 
a little more detail – justify specifically what you’re looking for. Now you did a 
pretty good job of that at the end, when I asked you what other factors you were 
considering.  

 
 For example, you said, “I wanted to see which customer segments that Fashion 

World has access to, if it’s mostly in the customer segment we really want to be 
in, the faster growing segment, then that would be a favorable indicator.  I want to 
know how competitive this market is – if it is very fragmented or small or big. So 
we don’t know if Fashion World is like the dominant player or the biggest with 
the most share, or the smallest player; that was a little unclear.” 

 
00:28:07 
 
 So basically what you didn’t do in the beginning, but did do at the end, was give 

some scenarios of “if the data turned out to be this way, then I would be in more 
favor of the deal, and if it turned out the other way, I would be less in favor of the 
deal.” Does that make sense? 

 
Candidate: Yes. 
 
Interviewer: So rather than just saying, “this is important,” you have to explain why it is 

important, particularly in this format, because you don’t always have the time to 
unveil your thinking in a natural way. You are sort of cut off by me jumping 
around a little bit, which is a deliberate part of the process. It is very important up 
front that you justify why you want to look at everything.  

 
Candidate: Okay. 
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Interviewer: And when I asked you, you had good reasons. So you were thinking the right 
way, you just weren’t saying it completely, out loud, consistently enough.  

 
Candidate: Okay. 
 
Interviewer: When you make points, it would be useful, particularly if you know all the points 

you’re going to make before you even start the first one, it would be useful to 
number your points. I think I made the comment, “Assume that the customer 
segment is a good match for Ralph Kline, what would the other factors be?” Then 
you mentioned stealing from ourselves, stealing from competitors, and then 
essentially erosion of price, which might cannibalize existing sales from the 
existing stores. 

 
 It would have been better if you said, “There are three key things that come to 

mind, assuming that we have the right customer type. The three key factors are: 1) 
stealing from ourselves; 2) stealing from competitors; and, 3) price erosion, which 
would erode away our existing sales, and if we had a lower price, we could get 
into the new stores. It is a more succinct way of organizing your points. 

 
Candidate: Okay. 
 
Interviewer: Did you know all three of them, or were you thinking of the next one as you were 

going? 
 
Candidate: Thinking of the next one as I was going. 
 
Interviewer: Okay, fair enough. It is useful there to maybe…it would be okay if you pause a 

few seconds longer, because I didn’t sense any sort of awkward pause, 
particularly in that portion of the conversation, and think through what would the 
other factors be. Write them down, and then present the points as you would in 
sort of a more structured format. 

 
Candidate: Yes. 
 
00:29:57 
 
Interviewer: And it is okay to add to it, like say, “There are three things, oh, I actually forgot a 

fourth one,” and then mention a fourth. But when you start rattling off a list, it is 
very hard for the interviewer to know, do you have two points or like 15 points? It 
is a little hard to keep track of. 

 
 So overall, my note here to myself was: you had the right thinking, but the 

organization and overall communication could be a little better. With each insight 
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you uncover, each point you make, it is useful to do what I call a “mini-
synthesis,” which is to tie it back up to the original question. 

 
 So the original question was: should we do the deal with Fashion World, yes or 

no?  Essentially you only answered that question at the very end when I asked 
you.  It would have been better every five to seven minutes saying, “and if that 
were true, I would be more in favor of recommending the deal,” or “if that other 
factor were true, I would be opposed to the deal.” So constantly going back to the 
original question the client is asking. 

 
Again, to reemphasize a really critical point, always start off by answering 

the client’s original question. Again, candidates have a hard time because they 
forget, they get distracted with everything that is happening in the case, and the 
opening was 20, 30 or 40 minutes ago, but you always want to start out the 
closing by the original opening question the client had asked. 

 
Candidate: Okay. 
 
Interviewer: For example, I think you mentioned the concept of overlap. So we want to know 

if the new stores overlap with the existing stores. You mentioned a couple of 
areas – the social status, geography, membership program, etc. And I asked you 
about geography, and why that would be important. You explained your point 
pretty well, but you never linked it all the way back up to the original question the 
client was asking, so that would be a useful thing to do. 

 
Candidate: Okay. 
 
Interviewer: Also, on all these qualitative points, it is useful to put a structure to them. For 

example, you mentioned the overlap in stores and in particular, you mentioned 
four points, but two were true concepts, and the others were data-gathering 
mechanisms. So social status and geography were the comparisons you were 
looking for, and then getting access to the customer membership database was 
just a way to validate the first two, and launching a pilot was also a way to 
validate the first two points. 

 
00:32:10 
 
 So you could have organized it as saying, “I think there are a couple of things I’m 

looking for – social status comparison across stores, geography comparison the 
store locations – and in terms of how to get that data, two methods come to mind. 
Number 1 – getting the customer membership database compared to our list and 
see if there is an overlap; launching a pilot program, which would be more 
expensive and would be another way to do the same thing.” So then you can kind 
of more cleanly group the two separate ideas into two different categories.  
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Candidate: Okay. 
 
Interviewer: I suppose that you had that in mind to start off with, and sometimes it is a little 

difficult. One more general teaching point – this format is, at least in my 
perspective, a little easier than the traditional case, because the questions are a 
little more discreet. I don’t know if you would agree with that or not, but in my 
observation, because of that, the math for most people – they either get it or they 
don’t.  If they get it and it’s within their capabilities, it is usually pretty 
straightforward; they only have to be careful not to make a careless error. 

 
 It has been my observation, as an interviewer, that I find there is less to go on. So 

if you get the math part right, I figure the candidate is logical, then really it is: 
how well did they structure both the quantitative and qualitative data? Then how 
well did they synthesize it? 

 
 I’ll mention that point, both to you and to others, that the language portion is 

extremely important in this particular format. 
 
Candidate: It makes sense. 
 
Interviewer: When I asked you for other recommendations, you had a couple…I agree with all 

the points you made. There was one point in particular I thought you organized 
quite well. You said, “Considering the client more holistically or broadly, I would 
like to look at all the possible ways to grow retail sales.  Sell more to the current 
customers would be point number 1,” and you didn’t say point 1, but that was 
your first point. “Sell more to new customers, and sell new merchandise to new 
customers.”  

 
 So your logic there was essentially a 2 x 2 matrix, if you’re familiar with that 

concept, and it was MECE, so it was good and clear. 
 
00:34:00 
 
 I would have recharacterized your fourth recommendation, which was to look 

at…well, possibly think about selling online. I might put that within the category 
of “look at other distribution channels,” of which online is one example of that 
particular category. So you shift it to a different category, and it is useful to start 
with a more general, before making it more specific. 

 
 Then acquiring chain stores, I think was a good point to consider as well. So the 

feedback there is: categorize your qualitative answers, so that it is easier to follow 
the structure.  And then on your MECE point around selling more to customers – 
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current customers versus new – numbering those points too, again just to reiterate 
an earlier point. 

 
Candidate: Yes. 
 
Interviewer: There were a couple of points that I thought you missed. One of the points we 

talked about early on was…let’s see, going back to the exhibit, was the Fashion 
World stores that are in the same cities as Ralph Kline stores.  And my thought 
was that since all the Ralph Kline stores are in high-priority cities, it would make 
sense that all the Fashion World stores in those same cities would also be high-
priority cities. I think that was in Exhibit 1, I believe. 

 
Candidate: You’re saying that all overlapping stores are in high-priority cities? 
 
Interviewer: Yes. So, all Ralph Kline stores are in high-priority cities.  Twenty stores from 

Fashion World are in the same cities as the Ralph Kline stores, and so therefore, 
those 20 stores are in the high-priority cities as well. 

 
Candidate: Yes, that makes sense…oh, I see, you actually had to tell me that, I didn’t notice 

it. 
 
Interviewer: Yes. 
 
Candidate: Yes, yes you’re right. 
 

Incidentally, when I created the exhibits for this particular case, I 
deliberately put this information into the data so that this particular conclusion 
could be inferred or observed or noticed or interpreted by the candidate. I wanted 
to specifically see if they would.  

00:35:51 
This particular candidate missed it, and didn’t notice it. That’s why, I 

think, in an opening if you’re looking over some data, you not only want to glance 
at the numbers that are given, but you want to figure out the numbers and the 
conclusion that are not given explicitly, but can be derived from that information 
you’ve been presented. It requires you to think critically about what you’ve been 
given, and what it actually means. It is precisely the kind of skills interviewers are 
looking for – the ability to think critically about qualitative and quantitative 
information you’ve been presented.  

Here in this particular case, the candidate didn’t notice it, and again, it’s 
somewhere between a minor to moderate error. If it was the only error, I probably 
would have let the person slide and pass them, but if combined with other factors, 
then I probably wouldn’t. It’s sort of a questionable, borderline one. So just be 
prepared when you get the data sheets like that, to actually think about what it 
means and what the conclusions are, and not just read the data.  
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Anyone can read the data; we don’t need people like that in consulting 
firms. We need people who can see the data and interpret it, and explain its 
meaning and notice these meanings that are hidden – not hidden, but buried 
within the numbers, but can be derived if looked at very carefully. 

 
Interviewer: So it would have been better had you noticed that on your own. I think overall, 

would I pass you or not, I think would be… I would say borderline. So overall, it 
was pretty good.  Are you capable? Definitely. Could you do the job? I have no 
doubts about that. So it would largely depend on who else I was interviewing. If 
this was a Round 1, I probably would pass you and give you some suggestions on 
things to focus on before Round 2. But if this were a final round, I probably 
would not. So that can give you some sense of calibration of where you’re at. 

 
Candidate: Okay, that’s great. 
 
Interviewer: One small thing on language – on word choice. In the opening, it’s really 

important to pay attention to the specific choice of words the interviewer uses. 
Probably half the folks I’ve interviewed made some slight misunderstanding of 
those terminologies. 

 
 So it is very important in the opening that you do two things. One – if they use a 

very precise word, make sure you understand why they chose that word. You can 
outright ask them what that means. The second is to write down the specific 
objective the client has.  

 
00:38:07 
 
 When I do this, on the candidate side, I always write down what I think the 

objective is.  And then I put like a big box around it or circle it or star it six times, 
because that is the focal point for which I want to make all my syntheses back up, 
as I proceed through the case. It is very easy to forget the original question by the 
time you have done like 17 math problems, the multiplication math, memorizing a 
million things; by minute 28, it’s like: what was the original question again? It is 
very easy to forget that. So that’s the first thing. 

 
 And the particular phrase I chose – you got it at the beginning, but kind of 

switched it at the end. It didn’t change your answer much, but it could have, so it 
is important to point it out. I mentioned the phrase “retail sales” as what 
consumers pay, as opposed to what Ralph Kline makes. The distinction there, 
which I didn’t explain (somewhat deliberately) was that if Fashion World sells a 
shirt for $100, Ralph Kline doesn’t make $100. They sell it for less because there 
is a wholesale price versus a retail price. 
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 The point or conclusion you made at the very end – I think it was like in the last 
sentence – was that you thought that partnering with Fashion World would be a 
profitable venture. I don’t think you can support that conclusion. 

 
Candidate: Yes. 
 
Interviewer: Because we don’t talk about costs at all, and there are some stores that decrease in 

profitability in those overlap cities, which is a fair amount of the current stores. So 
we never really talked about whether or not those stores would perhaps be so 
unprofitable, or potentially unprofitable. You may have to shut them down if you 
can’t make it work, because of the high overhead. We didn’t explore that area, 
somewhat deliberately by design of the case.  

 
 But it would have been better if one of the options or other factors you mentioned 

was, “Hey, I noticed that this seems like a good deal from a growth standpoint in 
retail sales. I know the original objective was not to look at profitability, but I 
can’t help but wonder…for those existing 20 stores that will have a decline in 
sales, I wonder if it will still be profitable.  And if we need to shut those stores 
down, I might change my mind on the conclusion.” 

 
00:39:57 
 
 That was one point I think was missed that would have been useful to point out. 

Then your particular choice of wording at the end that this is a profitable venture, 
I don’t think is factually supported. I could have challenged you on it, but I think 
it was more just a misuse of the phrase. I think you were intending that this was a 
good idea based on the client’s goal – not necessarily around profitability. 

 
 Does that make sense? 
 
Candidate: Yes, I actually was going to ask you, as soon as you gave me all the feedback, 

whether I can bring up the concern of the cost, given their stated goal. So I’m glad 
you read it off. Yes, I actually was a little bit held back by: what is it going to 
cost? But I knew it wasn’t what they asked, and so I didn’t want to venture out 
unprompted. Okay, so it is okay to introduce the elephant in the room? 

 
Interviewer: Yes, absolutely. There are two points to do it – you can mention it sort of as a 

passing point anywhere in the case, actually. You know, “So far this sounds like a 
good idea, based on retail sales.  I can’t help but wonder about the cost 
considerations, but I understand the client is not concerned about that, so I won’t 
tackle that right now.”  That would be perfectly fine to say, and I think it would 
actually be a favorable thing to say, because it shows you are thinking more 
broadly about the problem.  You don’t want to go analyze it, but you do want to 
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point out that it’s a factor. So you can mention that whenever it comes to you in 
the case, you’re more than welcome to say that. 

 
 Where it would be useful, particularly in this format, is at the end.  In this format, 

they usually ask you some questions around, “Okay, more broadly speaking, what 
are other factors of consideration?” There you can definitely mention the cost will 
be… you will feel more comfortable with the decision if you can analyze the cost 
implications. “But assuming those are okay, here is what I would conclude,” and 
so you can use language like that.  

 
 And I think it would be a good idea to point that out, because it shows your 

intuition or business acumen – that you notice these other potential issues. So it is 
useful to mention at the end and/or very briefly during, but really as a side 
comment, and not as a separate branch of analysis. 

 
00:41:57 
 
Candidate: Okay. Would you recommend I take a stronger stance when I make the 

recommendation? 
 
Interviewer: Yes, and let’s talk about that. I thought the synthesis at the end could have been a 

lot better. It was a little wishy washy or indecisive. It is better to say, “I 
recommend “X” under these assumptions.” That would be fine, as opposed to 
saying, “Well, it could go either way, it kind of depends on these factors,” which 
doesn’t really give the client much, because their reaction is, “I just paid your firm 
a million dollars, and you still can’t give me even like a hint of what you think.” 

 
 So I think given your point of view, also in the sequencing of your synthesis, it 

would have been better to state – answer directly and immediately in the first 
sentence the client’s original question, which was (I probably will rephrase this 
next time I give the case), “Should we partner with Fashion World, yes or no?” It 
would have been better had you said, “My conclusion is yes,” or “No, you should 
not partner with Fashion World,” and then “for these three reasons – Number 1, 
Number 2, Number 3.” 

 
 So you stated a couple of facts, which was that the deal would increase your reach 

to 50% of the market of your high-priority cities, and that sales would increase by 
75%. Those are facts, but it is not a conclusion. So it would have been better had 
you stated your conclusion first, and then support your point of view. 

 
 I was looking more for “it is a good idea, and there is data there to support that,” 

and you had the opposite conclusion, which was “it was not a good idea; you 
don’t want to do the deal,” which I’m not opposed to, but you would have had to 
have done a better job of supporting your conclusions there. 
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Candidate: Yes, I don’t have the data yet. So, that’s a data-driven conclusion, as opposed 

to… 
 
Interviewer: Yes, and the way I would phrase it is… it is a little bit of a trick, I guess – not 

really but you should be aware of it. When they ask you at the end, usually in a 
very casual way, “So what do you think?” – what they really want you to do is 
synthesize. So I find some candidates would do this— I ask, “You bump into the 
CEO, and the CEO wants an update on what you’ve been working on.” Then 
some candidates would say, “Well, we started off looking at this, then we 
analyzed that…” and literally gave a diary recollection of everything they’ve 
done, which is not what we’re looking for. 

 
00:44:04 
 
 We’re always looking for a synthesis. So whether you run into a partner in the 

hallway, a colleague, engagement manager or a project manager, it is always a 
synthesis. In an email, it is a synthesis; in a voice mail, it is a synthesis; it is 
always, always…in consulting, it is always a synthesis. So it is always useful to 
keep that in mind, and not let how the question is phrased distract you. I don’t 
think you were distracted in this case, but some other candidates were, so I 
thought I would point that out. 

 
 But it absolutely is a data-supported conclusion. After you make your data-

supported conclusion, you can mention your other factors. So, “based on the data, 
I would recommend you proceed with this deal, 1) in terms of support, it would 
increase your reach from a quarter of the market to 50% of your high-priority 
cities; 2) It would grow retail sales by 75%, or an incremental $30 - $40 million; 
and for these reasons, I think proceeding forward would be a good deal. However, 
there are three other factors not yet considered that might change my mind, and 
these include: what are the cost implications of this? What about just growing 
your existing sales, your existing stores? That seems attractive as well, and we 
haven’t explored that option yet, and there may be a 3rd option.” 

 
 So that is a good structure, conclusion, data support for that initial conclusion, and 

then other factors and more qualitative factors the client should be considering. 
 
Candidate: Okay, great. So the overall performance on my part was borderline. Was it the 

way I spoke in a non-verbal tone way, or the structure or organization or the way I 
was convincing you? What would you identify as the strongest thing to work on? 

 
Interviewer: I would say the structure and organization. The tone was a little academic, which 

is not surprising, given your background. In real life, I would want you to be more 
convincing and more persuasive, have more conviction – in terms if I was 
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working with you on an actual client engagement. But from a hiring standpoint, 
that is coachable. You were pretty confident, you weren’t overly enthusiastic, you 
weren’t very passionate about your point of view. It was a little clinical, and that 
is workable. I could hire and coach you on that and warm up the tone a little bit, 
so that wouldn’t prevent you from getting an offer in my opinion. 

 
00:46:09 
 
 But I think more of the structure and organization would be the key area to work 

on. Then one or two subtle points I think you missed.  So there was the point 
around the logical…the 20 cities are in the same overlap – that was a point you 
missed.  And then the other conclusion that I think you had in your… you thought 
of it, but you never verbalized it, which was: are these stores still going to be 
profitable? So it is sort of the cost side. That would have been appropriate to 
mention solely at the end in your conclusion, as one of your concerns of areas to 
consider further. I think you had the right thinking but it wasn’t verbalized, and 
everything else around the communication was just organizing your points in a 
more structured format. It is useful in particular – and this is worth writing down 
– to state your structure in advance of actually giving the actual content. That is 
the big thing that I think would help you a lot. 

 
Candidate:   Great!  Well, thank you very much. 
 


