	[bookmark: _Hlk50879249][bookmark: _Hlk20923676]Abstract	Comment by Penny Harper: CE: Do we need a Metadata title?
	Mr Somah, a biomedical engineering student at Northeastern University and CEO of Thira, dreamt of reducing the mortality rate of premature babies in developing countries, starting with Ghana, his home country. In 2014, he created a medical device prototype, Respire, with the guidance of school mentors and the help of school resources: laboratories, a network of professionals, and financial grants. In 2019, a final product was ready for the market. Mr Somah needed to define a robust strategy of internationalization to boost the company visibility in Ghana and increase revenue with limited expenditures. 


Case	Comment by Penny Harper: CE: Do we need a case title?
[bookmark: _Hlk10660610]Learning Outcomes
By reading and discussing this case, students will be able to:
iIdentify company positioning and internal resources to assess these data and determine the company’s competitive advantage;.
aAnalyze the market in Ghana, to evaluate the viability of its healthcare industry using the frameworks of Industry Life Cycle and, Porter’s Five5- Forces;. 	Comment by Penny Harper: AQ; This doesn’t seem to be mentioned in the rest of the document, is that ok? 
aArticulate a strategy of internationalization to enter an emerging market, based on the previous analysis;. 
tTranslate the strategy into a project plan that will link the company’s strengths and the industry’s needs in Ghana. The project plan must include specific actions and their time frame.
Introduction
In 2017, one million babies worldwide died after being born premature, with 30%– to 50% developing respiratory distress syndrome (RDS) (Journal of Research in Medical Sciences, 2019). Most of these deaths happenedappeared in developing countries (Organisation for Economic Co-operation and Development [OECD], 2018). 	Comment by Penny Harper: TYPESETTER: I would expect the styling of these first paragraphs after a heading to not be indented? 	Comment by Penny Harper: AQ: Ref missing, please provide	Comment by Penny Harper: AQ: The date is 2018 – 2019 in the Refs. If there are two separate refs, it’s better to separate the dates.  
Mr Somah, a biochemical engineering PhD student at Northeastern University and CEO of Thira, a start-up that manufactures medical devices, had flewown from Boston, MA to his home country of: Ghana, in 2014 to learn more about the healthcare system. He saw premature babies dying in neonatal intensive care units due to a lack of available breathing machines, which stemmed from budget constraints. He believed he could prevent these deaths, and began work creating an affordable device, Respire, in collaboration with one professor and two other PhD students. The device sought to help babies breathe by “providing the adequate mix of oxygen and air at the right concentrations, humidity and temperature.”. After creating a prototype in the winter of 2014, in June 2019 Thira applied in the United. States. for an intellectual property patent in June 2019. The Thira team then targeted the first quarter of 2020 to launch 1,000 Respire devices in Ghana. 	Comment by Penny Harper: AQ: Do we need a source for the quote?
As a start-up, the company’s financial resources were limited. From 2015 to 2019, itthe company had acquired USD$75,000 of capital from school grants: the Northeastern IDEA grant and tThe MIT Sandbox fund, and from the NSF I-Corp program (Figure 1). With the school Thira was able to translate the idea for Respire and develop a first product prototype. Soon after the prototype was built, Somah realized that, to sustainfeed theits project, he would need more skilled people to join his team, better infrastructure, and a larger network to support development. Thira joined the NSF I-Corp program in 2017, a program that mentored young entrepreneurs from scientific fields. Thanks to it, the companyThira accessed a broader network of experts and additional financial resources used for the innovation of the product. In 2019, the company balance sheet (, Table 1), demonstrated a clear focus on developing assets, specifically around product technology. After all the investment made to create a product that would answer the market need, not much left for its commercialization. The batch production, its shipment to Ghana, and its marketization would involve additional costs that the company was not able to support at that time.	Comment by Penny Harper: AQ; This isn’t mentioned in Figure 1; should it be?	Comment by Penny Harper: AQ: Which school? Do you mean Northeastern University?	Comment by Penny Harper: AQ: I would rephrase this to something like:
After all the investment to create a product that would answer the market need, there was not much left for its commercialization.
Figure 1: Thira Chronology
[insert Figure 1 here]
<ALT-TXT A timeline shows the various important events and stages in creating a medical prototype by Thira company  during the years 2014– to 2019.>	Comment by Penny Harper: TYPESETTER: Not sure of the styling of the ALT-TXT and the LONG-DESC – it keeps changing automatically so seems to have a glitch?
<LONG-DESC Seven connected rightward arrowheads are in the timeline for seven important stages of progress. Events in the timeline are listed below:
· Summer 2014 
·  tTeam of three3 engineers
· pPartner with a project aAdvisor
· Winter 2014
· fFirst prototype
· + three3 team members
· 2015
· sSecond prototype
· NEU iInstitutes: +USD$20,000	Comment by Penny Harper: TYPESETTER: Please update the figure with this edit
· tTravel in Ghana
· 2016
· lLast prototype
· MIT Sandbox: +USD$5,000	Comment by Penny Harper: TYPESETTER: Please update the figure with this edit
· pPartner with Ghana
· 2017
· NSF I-Corp +USD$50,000	Comment by Penny Harper: TYPESETTER: Please update the figure with this edit
· tTravel in India
· 2018
· pPartner with India
· 2019
· IP registration>
Table 1: Thira, Balance Sheet Before Launch, USD, 2019
	Fixed Assets
	Liabilities

	Intangible assets
	40,000
	Capital
	75,000

	Tangible assets
	30,000
	
	

	Current assets
	Current liabilities

	Cash and cash equivalent
	5,000
	Debt
	0


[bookmark: _Toc16527263]Thira Business Model
The Respire device was made in two parts. The first part was called the “blue case” composed of a bubble CPAP machine or bCPAP. This machine provides continuous pressure to keep a breathing airway opened. The second part, the peripherals, were a mask and tubes connecting the box to the baby’s respiratory system. Somah wanted to differentiate from his competitors with a robust, simple, and low-cost device. Competitor devices often included technological features such as a touch screen or mobile phone application tacking, which made the devices heavy, electricity-dependent, and unmovable. 	Comment by Penny Harper: AQ: Not sure why you are using past tense here; should it be ‘is made’?	Comment by Penny Harper: AQ: Do you mean ‘a mobile phone tracking application’?
The Respire was reduced to its fundamental function: to constantly send air pressure onto preterm babies’ lungs, until they fully developed. Thus, the device was made small at: one cubic foot,; light at two pounds,; and autonomous with a backup battery of 12 hours. That allowed Thira to keep the cost at USD$500. The company’s main clients were clinicians, hospitals, nurses, doctors, non-profit organizations, and the government. 
To produce at volume, Thira would have to buy Respire components from different suppliers, globally, before the product waswould be assembled and manufactured by Erkadi Systems, a medical equipment producer in Bangalore, India. Thira chose India for operation to reduce costs and secure intellectual property rights. From Erkadi Systems, the product would be shipped and stored close to Thira’s office in Tema, Ghana before being distributed. The company planned to keep a hand in conception, to outsource the production to Erkadi, and take over distribution after it shipped to Tema, Ghana (Figure 2). 	Comment by Penny Harper: AQ: Not sure what this means	Comment by Penny Harper: AQ; You’ve said this a few lines above
Figure 2: Thira Operating Process, 2019
[insert Figure 2 here]
<ALT-TXT A flow diagram shows the process of manufacture and  distribution of Respire equipment developed by Thira company.>
<LONG-DESC A rectangular box with the heading “Process legend” is on the bottom left of the flow diagram. The legends are listed below:
· Dotted arrow – Outsourced
· Unidirectional arrow – Non-outsourced	Comment by Penny Harper: TYPESETTER: Please update the figure with this edit
· Thick arrow – Shipment: outsourced
· Dot, dashed line – Earnings
· Dashed line – Spending
· Oval – Company assets
· Rectangular box – Company partners
· Trapezuim – External sStakeholders
· Circle – Company prospects
The links between various stages in the flow diagram based on the legends are listed below:
· Headquarters, Boston, United StatesA (cCompany aAssets)
· India, Bangalore: aAssemble; mManufacture; sStock (temporary) (cCompany partners; sSpending link)
· sSuppliers, India (eExternal stakeholders; oOutsourced link)
· Chennai Harbor (eExternal sStake holders; nNon-outsourced link)
· Tema Harbor (eExternal sStake holders; nNon-outsourced link)
· Ghana, Tema: sStock; Ddistribute (cCompany assets; sSpending link)
· nNonp Profit (cCompany prospects; sShipment: outsourced link)	Comment by Penny Harper: TYPESETTER: Please update the figure with this edit (i.e. delete hyphen)
· hHospital (cCompany prospects; oOutsourced link)
· cClinician (cCompany prospects; oOutsourced link)
· hHospital (cCompany pProspects; sSpending link)
· cClinician (cCompany pProspects; sSpending link)
· gGovernment (cCompany prospects; sShipment: outsourced link)
· hHospital (cCompany prospects; oOutsourced link)
· cClinician (cCompany prospects; oOutsourced link)
· cClinician (cCompany prospects; sShipment: outsourced link)
Trapezium labeled “Tema Harbor” is connected to the oval labeled “Ghana, Tema: sStock; dDistribute (cCompany assets; sSpending link)” by a “Non-outsourced” link. Label “Non profit” is connected to “Headquarters, Boston, United StatesA” by an “Earnings” link.>	Comment by Penny Harper: TYPESETTER: Please update the figure with these edits
Source: Developed by the authors (2019).
[bookmark: _Toc16527264]Thira Capabilities 
Eleven active members in three areas of expertise make upcomprised the team who developed Thira’s Respire device. Two worked with Somah to create the first prototype and have stayed with the company ever since.  One member directly worked in Ghana, full-time, to conduct market analysis and develop a local network. Thanks to her, Thira gained access to hospital facilities in Accra and maintained an office in Tema, Ghana.
The remaining 12twelve members of the team were Northeastern University students who occasionally worked with Thira. Product technology development was overseen by an engineering team of nine; the other three team members provided market research and development of a business model and business strategy. 	Comment by Penny Harper: AQ: You’ve just said there were eleven members of the team; or is that something different? Worth clarifying as I was not clear. 
[bookmark: _Toc16527265]Healthcare and the Market in Ghana
The market of Ghana “was a small market where the company could afford to make mistakes and correct them before entering a bigger market,” according to Somah. Moreover, Somah had a deep knowledge of and a network in Ghana.	Comment by Penny Harper: AQ: Do we need a proper source here?
Ghana iwas one of the most stable countries in Africa (Arte Découverte, 2019), with a democratic political system, a Commonwealth-guided legislature, and, international partnerships in Africa, France, and the United States (The Commonwealth, 2019). Within its mixed economic structure, the government controlled the petrol and gas industry, creating conflicts of interest (Arte Découverte, 2019), while other industries were mostly open for market economy. 	Comment by Penny Harper: AQ: Ref missing; please provide	Comment by Penny Harper: AQ: Do you mean ‘open-market economies’?
In addition to its political stability, Ghana’s economy was ranked second in Africa in 2019 (OECD, 2019), with a continuous growth of gross domestic product (GDP) and purchasing power parity (PPP) (Statista, 2018). The government’s participation to GDP was around 20%, and 3% of GDP was spent on healthcare in 2017 (Statista, 2018). Despite the country’s westernization, this growth was possible thanks to a “back to local” policy where the government encouraged local innovation and entrepreneurship (Arte Découverte, 2019). However, economists revealed that in 2019, Ghana was still facing inequal access to national resources (Oxfam International, 2019). 	Comment by Penny Harper: AQ: Not sure why the reference year is 2018-2019	Comment by Penny Harper: AQ: Not sure what this means
The number of births fehad fallen to 3.98 births per 1,000 persons in 2017 (World Bank, 2018), while the infant-mortality ratio was at: 35.7 per 1,000 live births (Statista, 2018), due to better access to healthcare and more adapted medical facilities (Ghana Minister of Health, 2014). AltThough the population iwas still growing, the curve hasd slowed over the last decade to a rate of 2.2% in 2017 (Statista, 2018). 	Comment by Penny Harper: AQ: ‘women’?	Comment by Penny Harper: AQ: There are two refs this could be to. 
In 2015, Ghana relied at 31% on foreign companies to finance Research and Development (BMJ, 2019), and development of new technologies and new infrastructures wasere still slow, specifically in the transportation, communication, and oil and gas industriesy (Arte Découverte, 2019). Conflicts of interest in the oil and gas industry created frequent power cuts, and mobile phone coverage and Iinternet connection were only accessible in main towns (The Commonwealth, 2019). 	Comment by Penny Harper: AQ: Not sure what this means: ‘relied on foreign companies to finance 31% of…’?	Comment by Penny Harper: AQ: Ref missing; please provide
[bookmark: _Toc16527266][bookmark: _Toc16527267]Healthcare and Medical Devices
“Africa […] accounts for 25% of the newborn deaths even though it has only 11% of the world’s population” (World Health Organization [WHO], 2019). In 2014, Ghana’s government made children’s healthcare a central priority and developed the Every Newborn Action Plan (ENAP). The ENAP aimed to enhance facilities and care practices for newborns (Ghana Minister of Health, 2015). This plan was developed after the government recognized that hospitals were overcrowded, lacked equipment for newborns, had limited space, limited staff, care delays, and inappropriate supervision (Ghana Minister of Health, 2015; NCBI, 2014). As a result of overcrowded hospitals and the rural exodus, the turnover per bed and bed occupancy rates were respectively 96.9% and 77.4% respectively in the Greater Accra area, the most urbanized area of Ghana (Ghana Minister of Health, 2015).	Comment by Penny Harper: AQ: The dates in the References are 2011 – 2019. Also, is there a page ref for the quote?	Comment by Penny Harper: AQ: I assume the reference is to: 
Ghana Minister of Health. (2014). Ghana National Newborn Health Strategy and Action Plan 2014-2018, a Road Map to Reduce Neonatal Deaths Nationwide. Retrieved from:  https://www.healthynewbornnetwork.org/hnn-content/uploads/Ghana_Newborn_Flyer-FINAL.pdf
If so, which is the correct year, 2014 or 2015? If 2014, I will renumber 2014a. 	Comment by Penny Harper: AQ: Ref missing, please provide (and we need to spell out the acronym here).
In 2014, Ghana counted 649 hospitals, including 86 maternity hospitalsies in the Greater Accra Region;: 2,252 doctors, including 50% in the Greater Accra Region; and, one nurse per 800 citizens. The number of doctors, although expanding, decreased in ratio per number of inhabitants (Ghana Minister of Health, 2015). In contrast, the ratio of nurses to inhabitants increased. The healthcare industry was mainly managed by the governmental and private hospitals.	Comment by Penny Harper: AQ: compared to when?	Comment by Penny Harper: AQ: compared to when?
The industry was financed by the government through the National Health Insurance Scheme (NHIS), but in a limited and irregular way (Figure 3), where unofficial fees existed (Ghana Minister of Health, 2015). 
Even if the government was willing to increase taxes and inject more funding into the healthcare industry, the population did not trust it and feared the money was being misused (MDPI, 2017). To develop the industry, other partners existed such as teaching hospitals, the Health Planning Service, and international organizations (Ghana Minister of Health, 2015).	Comment by Penny Harper: AQ: Ref missing; please provide (and spell out acronym here)
[bookmark: _Toc16527271][bookmark: _Hlk16527172]Emphasizing newborns, the World Health Organization (WHO) demonstrated that “50% of the deaths take place within the first 24 hours of birth and 75% by the end of the first week” (WHO, 2011). The third most common cause of newborn deaths was asphyxia (Ghana Minister of Health, 2015), and representing 23% (United Nations International Children’s Emergency FundUNICEF, 2015). 	Comment by Penny Harper: AQ: See previous query
Figure 3: Current Health Expenditure in Percentage of GDP , Ghana, from 2002– to 2016
[insert Figure 3 here]
<ALT-TXT A line graph shows the percentage of healthcare expenditure in the overall GDP of Ghana for the years years 2002– to  to 2016.>
<LONG-DESC Years are plotted along the x-axis from 2002 to 2016 with a gap of 2 years. Percentage of healthcare expenditure is plotted along the y-axis from 3.0 to 7.0 with a gap of 0.5%. Approximate values from the graph are tabulated below:
	Years
	Percentage of healthcare expenditure in overall GDP (%)

	2002
	3.95

	2004
	4.12

	2006
	5.39

	2008
	5.57

	2010
	6.15

	2012
	5.5

	2014
	5.65

	2016
	4.48


A rectangular box in the right end of the line plotted in the graph reads “Ghana.”>
Source: World Health Organization Global Health Expenditure Database (2017).
Competition
Thira’s CPAP device was directly competing against international companies such as Fisher and Paykel Healthcare (FPH) and General Electric (GE), which had brand recognition and stable finances strengthened by partnerships and government support. For preterm babies, these companies offered immovable CPAP devices with no back-up battery, ranging in price from USD$6,000 to USD$8,000 for GE and USD$7,000 to USD$10,000 for FPH.	Comment by Penny Harper: AQ: Not sure why the past tense is used in this para and the next ones. 
Diamedica, another competitor targeting resource-limited hospitals in Africa and South Asia, was supported by universities, governments, and various organizations. The company’s CPAP product was smaller, lighter, and equipped with a back-up battery with a price ranging from USD$3,900 to USD$5,000. 
Finally, within the same model as Thira, Hadleigh Health Technology was proposing the Pumani device. The company partnered with schools, hospitals, and with the Malawian government. The device was even smaller and lighter, easy to repair, instinctive and movable, but no backup battery was included. Its price was USD$450. Table 2 details the main competitors of the medical CPAP devices industry in Ghana in 2019.	Comment by Penny Harper: AQ: ‘under the same model’, ‘with the same model’?
Table 2: Rivalry in Medical Device Industry, Ghana, 2019
	
	Fisher and Paykel Healthcare
	Hadleigh Health Technology – Pumani

	General Electric -Healthcare
	Diamedica – Helix portable ventilator 

	Customers targets

	Hospitals
	Resource limited hospitals 
	Hospitals 
	Resource limited hospitals 

	Price range USD

	$7,000 to $10,000 
	$450 
	$6,000 to $8,000 
	$3,900 to $5,000 

	Product features
	Highly technical, immovable 
	Small, easy to repair, immovable 
	Highly technical,
heavy, immovable

	Weight: 13kg 
Small 

	Geographic market presence 
	Worldwide 
	Africa, South Asia, Caribbean islands, Canada
	Worldwide
	Africa, Oceania, South Asia, Latin America, Canada

	Partnerships
	Schools, governments, businesses 
	School, hospitals government of Malawi.”

	Medical university, businesses 
	Government, universities, schools

	Backup battery

	No 
	No 
	No 
	Yes 

	Sources	Comment by Penny Harper: AQ: See query in References – I think we should use proper citations here
	Fisher and Paykel Healthcare

	Hadleigh Health Technologies, Technology Exchange Lab, Via Global Health
	General Electric

	Diamedica


Source: Developed by the authors (2019)
[bookmark: _Toc16527269]Respire Is Ready for Internationalization 
[bookmark: _Hlk50877186][bookmark: _Hlk50877375]In 2019, the final Respire prototype was finished, and Somah moved to the validation phase, waiting for intellectual property acceptance. The next rational step was to enter a launch phase for implementing the Respire’s devices in Ghana. Somah landed on three strategies: partnering with the gGovernment, partnering with non-profit organizations, and direct marketing. 
Non-profit organizations (NPOs) operating to improve the healthcare industry were accessible and always in the need of help. Thus, partnering with them could help the company reach its to target market: the poorest population. However, expected revenues were very low, since NPOs mainly were looking for volunteering actions.	Comment by Penny Harper: AQ: Again, past tense doesn’t seem right. 
The government was a highly influential stakeholder in the market. It had the power to financially support Thira financially and help equip public hospitals. However, it could be hard to reach and would longer time and few costs for marketing to start a partnership. 	Comment by Penny Harper: AQ; Not clear. Do you mean something like: ‘Although it could be hard to reach and could take a longer time, there would be fewer marketing costs in starting a partnership’?
Finally, direct marketing would avoid the dependency on third parties, but increase the need for human and financial resources at Thira. 
Regrading to its capabilities, Somah planned to use one of these strategies to sell 1,000 Respire devices during the first year of operation.	Comment by Penny Harper: AQ: Correct word? Do you mean ‘Regarding its capabilities’?
Discussion Questions
[bookmark: _Hlk53492348][bookmark: _Hlk51070753]Conduct an internal analysis of Thira to determine its positioning –— outline its strengths and its weaknesses in terms of internal resources, and indicate where the company’s competitive advantage lies as a global start-up.
[bookmark: _Hlk54612920][bookmark: _Hlk53666864] Analyze the political, economic, and demographic concerns for in Ghana, and their influence on the neonatal healthcare industry. 
[bookmark: _Hlk53492815]Recommend a strategy of internationalization for Thira to adopt to enter the healthcare industry in Ghana. The recommendation will be justified by the analysis in questions (1) and (2).
[bookmark: _Hlk53492897]Outline the advantages and drawbacks of the proposed strategy.
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Teaching Notes
Case Study Summary
The case introduces Thira, an early- stage start-up, founded by Mr Somah in 2014 at Northeastern University, Boston, MA. The company intends to reduce premature baby death fromof  a respiratory disease syndrome (RDS) in developing countries, with an affordable and quality medical device: Respire. The market targeted, Ghana, is economically stable, but there is room for improvement in the healthcare system even with the government launching policies to improve the system and answer local needs. 
To reduce the infant mortality rate due to RDS in the market of Ghana, Somah useds his expertise and Northeastern University’s resources to develop a device called Respire. In 2014, Somah workeds on a prototype with a school mentor and other PhD students. Between 2014 and 2019, the company acquired a capital, and, in 2019, the product was ready for patenting and the supply chain was defined. However, Somah still needed to articulate an international business extension launch strategy, over the first quarter of 2020. The strategy had tomust minimize costs and enhance sales. Somah’s strategic options included partnering with the gGovernment, to get financial support and network with public hospitals; partnering with non-profit organizations, ; or direct marketing, to avoid the dependence onf third parties.
Teaching Objectives 
After reading this case, students will be able to address the following concepts:
iIdentify the company positioning and exploit data around the company  to define itsthe company competitive advantage;.
aAnalyze opportunities and threats in Ghana with a specific focus on on the neonatal healthcare industry attractivity;.
dDefine a market entry strategy, that will use the best matches between market and industry opportunities and company strengths, and monitor the market and industry threats, along with the company weaknesses;.
dDesign a relevant business plan to put the strategy into concrete actions.
Target Audience
This case is suitable for undergraduate and graduate students enrolled in business management studies. Specifically, the case is applicable for courses in International Business, Entrepreneurship, and Strategy courses. Within these courses, this case can help illustrate:
The entrepreneurial path from the idea generation. Thira has recognized a problem in an existing market and created a device to answer this problem; the company is in a phase of strategy definition to commercialize its device.
The development of a new product in an existing market. The case gives an example of a time frame and resources needed for developing a new technology. It also invites students to develop a business strategy to launch the company.	Comment by Penny Harper: AQ: Do you mean ‘product’?
The definition of business strategy that will enable the good exploitation of this new product. The case invites students to analyzse products available on the market and how Thira might use its own resources to take advantage of this niche. 	Comment by Penny Harper: AQ: How it is a niche if there are already products available?
The advantages and constraints of a global enterprise, in terms of supply chain management, financial resources management, human resources management, management of the local and global regulations, and adaptability to local specificities. 
The articulation of a business strategy that challenges the existing competitors inof a mature industry. Thira aims to bring innovation to the mature healthcare industry.  
Suggested Teaching Strategy
Teaching Plan
The case is suitable for class discussions along with analysis of possible strategies. Students can be introduced to the concept of global enterprises and emerging markets, where the instructor highlights the importance of economic, cultural, financial, and political differences encountered by a global company. The class can also highlight how global enterprises and emerging markets interact. 
Reading list: “What is Strategy?” by Michael E. Porter (HBR, 1996), “Winning in Emerging Markets” by Tarun Khanna and Krishna Palepu (2010).	Comment by Penny Harper: AQ; There is no reference list at the end of these Teaching Notes. Do we need to add one?	Comment by Penny Harper: AQ: More detail needed here. 
Course material: PESTEL matrix.
Introduction (15%)
By focusing on the West African market, the instructor can give an overview of the economic evolution in the areas since the beginning of the 21st century. This overview should highlight the influence of the main stakeholders, such as global corporates or governments, in the development of its economy. The class can point out remaining inequalities in the access of facilities and infrastructures that fulfill basic needs. 
Course material, video of Eric Osiakwan, Kings of Africa's Economy, TEDx Berkeley: https://www.youtube.com/watch?v=hKgwdA3HqKw.
Reflection questions could be used to develop students’ critical thinking after watching the video, such as:
What are the advantages and the inconveniencest of a global economy?
What is the weight of developing countriesy on the current economy?	Comment by Penny Harper: AQ: Not sure this line is clear; maybe something like ‘How much weight do developing economies bring to bear on the current economy?’
Are developing countries attractive business wise, and why?
This can help students consider the company’s vision and its market positioning when they are reading the case.  
Case Preparation (35%)
Students will be asked to identify the strengths and weaknesses of the company, and the opportunities and threats of the market and industry. To prepare, students can read the article “Competing on Resources” by David Collis and Cynthia A. Montgomery (HBR, 2008).
The answer to the discussion question 1 will bring up the most relevant information about the company. Students can use the SWOT matrix (see Teaching Notes Table 1), or/and/or the marketing mix model to coherently classify the case’s information. The answer to the discussion question 2 will bring up the most relevant information about the market and industry. To help students structure their answer, the following framework can be used: the SWOT matrix, or/and Porter’s Ffive Fforces model.
Challenge resolution – class discussion, group work, or individual homework (20%)
To support the discussion, the instructor can introduce three levels of strategies that are relevant to Thira: gGlobal strategy; bBusiness sStrategy; oOperational sStrategy. 
Global strategy. The Ansoff matrix (1957) classifies four growth strategies depending on the novelty degree of a product crossed with the novelty degree of the market. According to Ansoff, the company will follow:	Comment by Penny Harper: AQ: Again, there is no References list to find the details of this. We need to add one with all the citations in the Teaching Notes included. 
aA market penetration strategy: entering into an existing market with an existing product;, 
aA product development strategy: entering into an existing market with a new product;,
aA market development strategy: entering into a new marketing with an existing product;,
aA diversification strategy: entering into a new market with a new product.
Business strategy. To articulate a relevant strategy for the company (discussion question 3), students can analyzse the matches between the micro- and macro- environments. The strategic textbook “Business Sstrategy” by Tracy, Brian Tracy, (2015), specifically the Cchapter 21, will give keys for students tdo develop a strategy in accordance with the company and, the market and industry. Tracy details four steps tode develop and implement a strategy:
1. Break the company’s long-term path into smaller goals to formulate a strategic frame.
1. Focus on the driving forces of the company.
1. Develop a plan for potential small projects and prioritize the most promising one regarding the company’s driving forces.
1. Implement the strategy accordingly, with a degree of flexibility to be able to adjust it if needed. 
Operational strategy. Instructors can move to a discussion on organizational development strategy by demonstrating the SWOT to TWOS (Watkins, 2007) instrument. The SWOT to TWOS framework aims to generate strategic options by crossing the industry opportunities and threats with the company strengths and weaknesses. If students are asked to answer the third discussion question individually, they can refer to the article “From SWOT to TOWS: Answering a Reader’s Strategy Question” (Michael D. Watkins, 2007) as a complement of the textbook. The Marketing Mix framework (McCarthy, 1960) could provide additional guidance in the definition of business actions to enter a new market. This framework will give students the opportunity to reflect on the relevancet of the company’s product, its price, the product promotion strategy, and the promotion’s place.   
Case discussion (30%)
Students will then be asked to translate the strategy defined ion discussion question 3, into an action plan and to assess its relevance. As a guidance they can use the strategic textbook “Business Sstrategy” by Tracy, Brian Tracy, (2015),; Cchapter 21, specifically the fourth step previously described.
For discussion qQuestion 2, a SWOT matrix can be used (Teaching Notes Tables 1 and 2), and Five Fforces analysis can give visibility about the market attractivity and its competitive pressure (Teaching Notes Figure 1).
To answer the discussion question 4, students may need to use the following course materials: decision matrix, action plan, and costs forecast.
TN Table 1: Company Analysis. SWOT
	COMPANY

	
	Strengths
	Weaknesses

	Business model
	Product features: small, light, robust, simple, long lasting
Low cost / low price

	Customer portfolio inexistent

	Resources
	Office in Tema, Ghana
Intellectual property in USA

	Revenue stream inexistent

	Capabilities 
	Engineers and maternity expert
Full-time employee in Ghana
	Undefined business strategy 
Only 25% of permanent employee (75% of students)



TN Figure 2: Market Analysis. SWOT
	MARKET OF GHANA


	
	Opportunities
	Threats

	Political
	Stable
	Conflict of interest

	International relation
	Global presence 
Global relationships

	

	Economical
	GDP and PPP: growth 
Powerful economy in Africa

	Inequal access to resources


	Social and demographic
	Growing population
Decreasing of the birth-death ratio and the infant mortality rate

	Flattering of the demographic curve

	Infrastructure and technology
	
	Discontinuous access to electricity


Teaching Notes Figure 3: Visual Summary of Five Forces of the Medical Device Industry, Ghana
[insert Figure 4 here]
<ALT-TXT An image shows the relationship between the five main forces that influence the medical device industry in Ghana.>
<LONG-DESC Image three concentric pentagons labeled from 0 (innermost) to 3 (outermost). Text on the five vertices of the outermost pentagon is listed (clockwise from top) below:
· Suppliers
· Buyers
· Rivalry
· Entry Barriers
· Substitutes
Another pentagon in the image is between the ends labeled “Entry Bbarriers” and “Buyers” such that its vertices connect the three concentric pentagons.>
Legend: 1: low force; 2: medium force; 3: important force.
Suggested Answers to Discussion Questions
Conduct an internal analysis of Thira to determine its positioning –— outline its strengths and its weaknesses in terms of internal resources and indicate where the company’s competitive advantage lies as a global start-up.
Thira is a global start-up, founded in the United. States., with a production center in India, and as for target market of Ghana. The company operates in a mature industry: the healthcare sector. ItThey hasve a low-cost positioning, with a low-price product, that features basic but robust and long-lasting technologies. 
The company team is mainly composed of professors and PhD students. However, 75% of the team has a short-term commitment with the company. The team also consists of scientists and maternity experts, who are leaving behind the development of a business strategy to instead focus more on the development of the product. Therefore, the company has not yet developed a strategy of entry in Ghana, and its customer portfolio is noninexistent. The company has not only used its human resources to focus on the development of the product, but its financial resources as well. 
Hence, in 2019, Thira’s main strengths areis its technology and scientist experts, but the company is lacksing the financial and human resources to develop a business strategy of entry into Ghana. 	Comment by Penny Harper: AQ: ‘Hence, in 2019, Thira’s main strengths were..’?
Analyze the political, economic, and demographic concerns for in Ghana, and their influence on the neonatal healthcare industry. 
A SWOT matrix brings out the main opportunities and threats of the market of Ghana and specifically in the healthcare industry, (Teaching Notes Figures 1 and 2). Additionally, the Five Fforces analysis gives more visibility about the market attractivity and its competitive pressure (Teaching Notes Figure 3).
[bookmark: _Hlk50893357]The political environment of Ghana is stable; however, conflicts of interest are still rising in the oil and gas industry causing discontinuous access to electricity due to frequent power cuts. Ghana is one of the strongest economies in Africa with an international exposure. Even though its GDP and PPP are constantly growing, access to resources is still highly inequal. 
Demographic-wise, the population is growing as the birth-death ratio and the infant mortality rate have decreased. However, the growing demographic curve is flattenring. 
Overall, Ghana is an attractive country to develop a business in since it offers growth opportunities in a stable and global environment. However, new entrants in the market must be careful about the industry specificity and the influence of local policies.
To understand more deeplyer the market under considerationing, a closerdeeper look at the healthcare industry in Ghana needs to be made, with a specific focus on the neonatal intensive care unit department. The government is actively investing in, and supporting the healthcare industry, and has developed a specific action plan, the ENAP, to reduce the mortality rate for new-borns. Meanwhile, the birth-rate and infant-mortality- ratio is decreasing. However, hospitals are still lacking human resources and appropriate equipment. The hospitals are overcrowded, and the supervision is poor, reducing the quality of the treatments. To improve the quality of service in hospitals, Ghana relies on the input from, and resources of international companies, since governmental resources are too limited.
Even if Ghana’s economy is growing rapidly, the entry barriers in the healthcare industry are still important. In fact, companies thatwhich wish to enter this industry needs to invest a consequent capital to create sustainable infrastructures. Moreover, the government still has significantimportant power in the decision process and can easily prevent enterprises’ development. However, international healthcare companies have managed to enter the country and have gained an important weight in the local economy. ThisIt gives them more bargaining power and influences the business trends of the industry. Suppliers have negligent force in the industry and few substitute products exist. 
Recommend a strategy of internationalization for Thira to adopt to enter the healthcare industry in Ghana. The recommendation will be justified by the analysis in questions (1) and (2).
To define a relevant strategy, the company should consider three levels of business strategy: global strategy, business strategy, and operating strategy. 
Regarding its global strategy, Thira is operating in an existing market with a new product. Thus, it follows a product development strategy. This strategy gives a first- mover advantage, favors the company’s visibility, but involves risky investments, and high R&D and communication costs.
To define the best business strategy Thira must define the positive interactions, and lacking links that are lacking between the company and the industry. The main advantage of the company is its product, whichthat answers a local need for affordable, electricity-autonomous, robust, and movable medical devices. In addition to answering a need for affordable equipment, the low cost of the product also enables the company to break entry barriers. However, the company needs to take advantage of the bargaining power of the main stakeholders –: the government and international companies –, to develop a local network and its customer portfolio. Partnership with stakeholders of influence could reduce the need forof financial resources when developing a business strategy. 
Regarding its business strategy, Thira will leverage its offer by reaching influential stakeholders, listed herethereafter, as an operating strategy. Meanwhile, the company can develop its network and marketing to improve its visibility and notoriety. 	Comment by Penny Harper: AQ: This has a negative meaning for me. I would use ‘renown’
Influential stakeholders:
The institutions. Specifically, tThe Ministry of Health, tThe Regional Director of Health Service, Ghana Health Service, and the Ghana AIDS Commission (NCBI, 2016), or medical schools.
Established companies. Specifically, indirect competitors that could support the development and brand recognition of Thira.
Nonprofit organizations. Focus on NPOs, NGOs acting in social justice in healthcare.
Outline the advantages and drawbacks of the proposed strategy.
Somah targets the first quarter of 2020’s first quarter to sale of 1,000 devices after the first year of operation. 	Comment by Penny Harper: AQ: I don’t understand the meaning here. Earlier you have said ‘The Thira team then targeted the first quarter of 2020 to launch 1,000 Respire devices in Ghana’, so is that what you mean here? Should we rephrase to:
Somah targeted the first quarter of 2020 to sell 1,000 devices, after the company’s first year of operation. 
To reach its target, the first recommendation suggested outreaching three main stakeholders to leverage their influence. The goal of outreaching snakeheads will be to have their support in the development of a business strategy, to enhance to company notoriety, and to outsources part of the distribution. 	Comment by Penny Harper: AQ: ‘stakeholders’?	Comment by Penny Harper: AQ: ‘renown’?
Indirect competitors can be outreached through social networking and seminars or events related to neonatal healthcare attendance. Institutions can be outreached via face-to-face meetings, seminars or events, or school interventions. To strengthen the company visibility, and induct a positive word-of-mouth, the company could donate devices to schools and hospitals. Hence, students and professionals would be able to try toand get used to Respire devices. Finally, NPOs and NGOs can be outreached via face-to-face meetings, volunteering intervention, and social networking. Devices could also be donated to improve the company’s visibility and its positive word-of-month. 	Comment by Penny Harper: AQ: You’ve already said this above; or do you mean with respect to NPOs and NGOs? If so, we could reword a little to make clearer. 
Rejoice, the full-time employeed in Ghana, will develop the business relationship with influential stakeholders to access a larger contact network. Fifty percent50% of her working hours will be dedicated to this task and it will involve USD$10,500 of communication costs for the first quarter of operation. 
The second recommendation suggests the company to develops its network and promotes the device in an autonomous manner, while developing its partnership with stakeholders. The goal is to increase the company notoriety and its direct revenues. To do so, Thira can use online marketing tools that will improve itsthe company natural SEO. Publication of contents on social medias and on an official website will effectively generate online traffic. Additionally, the company needs to develop and manage its direct network in Ghana with face-to-face meetings and presence in related-field seminars or events. Bids can be proposed to generate sales. Elikem, the full-time business developer in the United States, will oversee the digital promotions, remotely. He will share videos/articles, that emphasize Thira’s actions for social justice, on itsthe company’s website, LinkedIn, Facebook, Twitter, and Instagram. In addition, he will gather daily customer feedbacks to develop and maintain customer relationships. Weekly meetings, between Rejoice and Elikem will ensure a homogeneous communication and avoid overlaps. 
Epilogue
In September 2019, Thira initiated the production, opened a bank account in Ghana, and emphasized on communication. Rejoice and Somah have started developing a partnership with the government and several non-profits, to increase the company’s resources. The business development team has worked on updating the website. Further partnerships are planned to outsource the distribution process. 
