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Teaching Note “The Fresh Connection – Risk Management”1 

 

Case synopsis 

In the middle of the COVID-19 crisis (“Corona virus”), Toni Rainbow, CEO of medium-sized fruit juice 

producer The Fresh Connection, is faced with a few big challenges. After being hired by Group 

President Bob McLaren tree years before, the company has recently celebrated the return to positive 

ROI, the mission Toni Rainbow was initially hired for. 

But now due to COVID-19, things have suddenly changed and Bob McLaren is once more pushing for 

answers and for action in order to get the company through the Corona virus situation in good shape. 

In two WhatsApp messages and an email, Group President Bob McLaren confronts Toni with several 

very important requests. The first two are focused on urgent actions for the short term, the third one 

looks beyond the specific Corona Virus and aims at a medium to long term response. 

Time is running and Bob McLaren is waiting for answers… 

Teaching objectives 

The case can be used in specialized Operations & Supply Chain Management programs but is also 

very well suited for more Generalist and business-oriented programs (Economics, Business 

Administration). Given the open character of the case, its discussion and depth level can be adapted 

to use in Bachelor level, up to use in Post-Graduate and Executive Education (MBA, EMBA). 

The case fits well with generic courses in Strategy or introductory courses on Operations or Supply 

Chain courses, but can also be used in specific Risk Management (elective) courses, or even as the 

central case in specific Risk Management workshops or seminars.  

The case has a number of objectives: 

1. Have students learn and practice how to analyze a specific company’s Supply Chain on the 

basis of a so-called flowchart (“mapping”), thus creating insight in the structure of the flows, 

as well as the dimensions and potential issues in the starting situation.  

2. Have students learn and practice how to deal with a new and unknown company situation 

based on a large amount of data from a company database. 

                                                           
1 This Teaching Note was written by Ed Weenk MSc PDEng, as an aid to lecturers using the case “The Fresh 
Connection – Risk Management”. It links to the cloud-based environment of The Fresh Connection business 
simulation game, as well as the accompanying book “Mastering the Supply Chain”. 
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3. Have students learn and practice how to analyze the potential impact of sudden short-term 

supply risks and develop potential mitigations. 

4. Have students learn and practice how to analyze the potential impact of sudden short-term 

changes in demand, taking into account that there is uncertainty about these demand 

changes in terms of size of the fluctuations, as well as the duration of the changes. This all 

leads to additional uncertainty and may ultimately even impact supply. 

5. Have students learn and practice how to develop potential mitigations in order to deal with 

such increased demand uncertainty. 

6. Have students learn and practice how to think about (Supply Chain) risks from a broader and 

medium to long term perspective. Have students learn and practice how to develop potential 

mitigations for such medium to long term risks. 

Suggested assignment questions 

1. What does the current supply chain look like and what do you know about the setup, flows, 

volumes, etc.? Take a look at the introduction video about TFC to learn about the structure 

and content of the screens of the tool. Then access TFC’s interface and focus on the tabs of 

the Management Board team members: Purchasing, Operations, Supply Chain and Sales. 

Take a detailed look at each of the reports per functional area (links at the bottom left hand 

side of the screens). Try to get a comprehensive view of the as-is situation: customers, 

production and warehousing, inventory levels, suppliers. You may want to use the map of 

Figure 3 from the case text as a starting point for your analysis and use specific data from the 

system to “populate” the map. 

 

2. Formulate an answer for Bob McLaren, addressing his first two messages of the day, which 

were focused on the potential short-term urgent issues due to the Corona virus outbreak. 

What would you suggest as an approach and why? Prepare a convincing argument for your 

proposal. 

 

3. Using the templates from Exhibits 1-3, prepare a comprehensive Risk Assessment with clear 

actions planned for dealing with the Top-5 identified risks: 

 Beyond the context of Covid-19, identify risks that TFC is facing and map them on the 

framework for vulnerability (as shown in Exhibit 1 of the case text). 

 “Plot” the identified risks on the probability-detectability-impact chart, or alternatively, 

calculate the “risk factor” (probability x detectability x impact, using a scale from 1-5 for 

each dimension, low = 1; high = 5). See Exhibit 2 of the case. 
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 For your Top-5 risks, use the template from Exhibit 3 of the case and define relevant 

actions in order to best deal with the risks. 

 Using the template from Exhibit 4 of the case, what would the timeline of Risk 

Management projects look like? 

General teaching recommendations 

Case discussion delivery: remote and in-class 

The case is well-suited for an online class and the description of the case discussion in this Teaching 

Note is therefore based on teaching remotely. It is also possible to use the case in a face-to-face class 

after small adjustments to the sequence and activities as described in the Teaching Note. 

Depending on the specific program and course in which the case is used, as well as the experience 

level of the participants with online learning, the case discussion can take place in one session or 

over a sequence of shorter sessions. 

Team or individual case elaboration 

The case is presented from the perspective of Toni Rainbow, the CEO of The Fresh Connection. In 

principle, the case can therefore be elaborated by individual students without any problem. In that 

case, students will bring their individual findings and recommendations to the discussion. 

However, forming teams of 4-5 students can add an additional dimension to the discussion. In the 

case of teams of 4 students, each student can focus on a particular functional role in the 

management team (Sales, Purchasing, Operations, Supply Chain Management). In the role play that 

would mean that Toni Rainbow would have delegated the actual analysis to his fellow Management 

Team members. 

In the case of teams of 5 students, the fifth one can in fact take Toni Rainbow’s role and make sure 

that he mobilizes his Management Team so that Group President Bob McLaren will get the answers 

he’s looking for. 

Access to TFC’s online environment 

The first part of the analysis is about getting to know in much detail the Supply Chain of The Fresh 

Connection. In order to be able to carry out the analysis, students will need access to the online 

environment of the simulation game in which they can find detailed data and reports about the 

company, its products, operations, customers and suppliers. In the case document there is an Annex 

describing the procedure for registration and access to the simulation environment. In the suggested 

assignment questions explicit reference is made to accessing the simulation environment. 
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“Watch only” access vs interactive teaching case  

Please note, that access to the simulation for this case is “watch only”. This means that students can 

see all screens, and all look at all of the available data in the system, which is sufficient to develop 

the case. However, no parameters should be changed, because for this case’s purpose the game 

cannot be played actively2. 

Please note that more information about the use of The Fresh Connection business simulation game 

as an interactive teaching case can be found in the Annex of this Teaching Note. 

Case analysis and suggested teaching plan 

The central issue of the case consists of two questions related to the short term and one question 

related to the medium to long term. In order to be able to develop solutions for each of those three 

questions, a basic analysis of the company’s current situation will need to be carried out. In the 

teaching plan, each of these elements (basic analysis, three questions) will be dealt with separately, 

in a logical sequence.  

Depending on the specific course setup, e.g. one long session vs several shorter sessions, the course 

instructor can decide how to spread the different blocks over the different sessions.  

Accordingly, all assignment questions can be introduced simultaneously or in a sequence, publishing 

the next question as soon as discussion of the previous one has finished. From a logical point of view, 

Blocks 2 and 3 are easiest to combine into one, since both focus on the short term. 

Debriefs / discussions can be led by the instructor based on the uploaded inputs from students or 

teams. Alternatively, students or teams can be asked to present their findings. 

A teaching plan based on synchronous debrief sessions, e.g. through platforms like Skype, Zoom, 

Canvas Conferences, etc., could look as follows: 

 

Block 

 

Activity 

Time 

estimation 

 

Block 1: 

AS-IS situation of the Supply Chain 

 

Analysis at home (individual or team) 

Optional: upload of findings 

Debrief: observations per stage in the Supply Chain 

 

60-90 mins 

 

30-45 min 

                                                           
2 Technically speaking, students can in fact change parameters on the screens, but the game version connected 
to this case is not prepared for calculation. Please check out the Annexes of this TN to see the options for 
versions allowing calculation. 
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Block 2: 

Short term supply risk 

 

Analysis at home (individual or team) 

Optional: upload of findings 

Debrief: short term supply risks & mitigations 

 

30-45 mins 

 

30-45 mins 

 

Block 3: 

Short term demand changes 

 

Analysis at home (individual or team) 

Optional: upload of findings 

Debrief: short term demand changes & mitigations 

 

30-45 mins 

 

30-45 mins 

 

Block 4: 

Medium to long term Risk Management 

 

Analysis at home (individual or team) 

Optional: upload of findings 

Debrief: medium to long term risks & mitigations 

 

60-90 mins 

 

45-60 mins 

 

An alternative, in asynchronous mode, would be to launch assignment questions via a Discussion 

Forum and facilitate the discussion there, asking students to build on each other’s comments. This 

would not affect the sequence of the abovementioned course plan, however would favor individual 

preparation rather than team preparation (unless students would appoint a team representative 

who would be asked to discuss on behalf of the team, something which would most likely increase 

the risk of having so-called ‘free riders’).  Asking students to upload elaborated answers in 

PowerPoint or Word would be less compatible. 

The advantage of the asynchronous alternative and due to its slower speed, is the possibility to 

clearly steer a discussion while it develops, through active discussion moderation / dynamization by 

the lecturer, raising follow-up questions, challenging students in specific directions, etc. Depending 

on the course structure and length, the timeslot available per question can be defined (shorter/ 

longer). 

The asynchronous teaching plan could look as follows: 

 

Block 

 

Activity 

Time 

estimation 

 

Block 1: 

AS-IS situation of the Supply Chain 

 

Analysis at home (individual or team) 

Discussion Forum: observations per stage in the SC 

 

60-90 mins 

 

 

Block 2: 

Short term supply risk 

 

Analysis at home (individual or team) 
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Discussion Forum: short term supply risks & mitigations 30-45 mins 

 

 

Block 3: 

Short term demand changes 

 

Analysis at home (individual or team) 

Discussion Forum: short term demand changes & 

mitigations 

 

30-45 mins 

 

30-45 mins 

 

Block 4: 

Medium to long term Risk Management 

 

Analysis at home (individual or team) 

Discussion Forum: medium to long term risks & 

mitigations 

 

60-90 mins 

 

Block 1: AS-IS – basic analysis of the Supply Chain of The Fresh Connection 

The first block of discussion refers to suggested assignment question 1. Execution of the exercise is 

straightforward (an example of an elaboration can be found in Exhibit 1 of this TN): 

  As indicated in assignment question 1, students can use the map as depicted in Figure 3 of 

the case text as a starting point and then go into the company system to check out the 

reports per each of the 4 functional roles. They can “populate” the map with data from the 

system, leading to increased understanding of the current situation the company is in. 

PLEASE NOTE THAT DATA IN THE SYSTEM’S REPORTS REPRESENTS THE SITUATION OF A 6-

MONTH’S PERIOD. 

 

 The main task here could be to have students report on their findings, for example by 

starting at the downstream end of the supply chain and working your way upstream: 

o SALES and CUSTOMERS (mainly based on reports in the function of Sales): starting at 

the customer end, what do we know about our customers? Who are they? Which of 

our products are they buying? How much revenue corresponds to each customer? 

How much margin corresponds to each customer? Etc. 

o OUTBOUND WAREHOUSE (mainly based on reports in the functions of Operations 

and Supply Chain Management): what do we know about the outbound warehouse 

in terms of size and capacity utilization? What do we know about inventory levels per 

each of the products? What do we know about product availability? Etc. 

o PRODUCTION (mainly based on reports in the function of Operations): what kind of 

machinery do we have and what has capacity utilization and production plan 

adherence been like? Etc. 
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o INBOUND WAREHOUSE (mainly based on reports in the functions of Operations and 

Supply Chain Management): what do we know about the inbound warehouse in 

terms of size and capacity utilization? What do we know about inventory levels per 

each of the components? What do we know about component availability? Etc. 

o SUPPLIERS (mainly based on reports in the function of Purchasing): finishing at the 

supplier end, what do we know about our suppliers? Who are they and where are 

they located? Which of our components are they supplying? How much purchasing 

budget corresponds to each of them, how much transportation budget? What has 

their delivery performance been? Etc. 

 

 In a remote teaching setting, students / teams can be asked to upload a PowerPoint 

consisting e.g. of 6 slides with their analysis and findings. These PowerPoints can be graded, 

if desired, and/or be used by the lecturer as preparation for the debrief discussion: 

o Slide 1: map based on case Figure 3 

o Slides 2-6: main observations per each of the stages in the supply chain 

 

 The main objective of this exercise is to practice the technique of supply chain mapping and 

to practice getting a grip on a relatively large amount of unknown data, thus creating clarity 

on the AS-IS of a situation new to the student. Since the company is in relatively good shape, 

with a positive ROI, this basic analysis is mainly aimed at understanding the AS-IS. It doesn’t 

necessarily have to lead to a list of improvement items for the existing supply chain, although 

if desired, the lecturer could also push in this direction. 

 

Block 2: Short-term issue  Supply risk 

Block 2 of the discussion is focused on the issue raised by Bob McLaren in his first WhatsApp 

message: potential short-term supply issues (case Figure 1). It is suggested to not steer students too 

much in their elaborations. If the lecturer decides to lead the debrief, rather than ask students / 

teams to present their findings, then the most logical sequence would be to look at the components 

& suppliers one by one: Orange, Mango, Vitamin C, Pack cartons and PET bottles. 

Risk assessment and potential mitigations are influenced by e.g.: 

Supplier related aspects 

 Importance of the component in terms of money spent 
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 Importance of the component in terms of the (revenue of the) final products it’s part of 

 Size of the supplier versus The Fresh Connection3 

 Location of the supplier 

 Lead time of deliveries from the supplier 

Aspects of implementation and feasibility 

 Assessment of time and budget required to achieve the change 

 Feasibility aspects due to the specific context and general unrest amidst the Corona-crisis 

 … 

In a debrief, first focus on assessing perceived risks per component, then assess potential 

prioritization and then elaborate on potential mitigations. 

An example of a table to be used can be found in Exhibit 2 of this TN. 

 

Block 3: Short-term issue  Demand changes 

Block 3 is focused on the issue raised by Bob McLaren in his second WhatsApp message: potential 

short-term demand changes (case Figure 2). Although not explicitly mentioned, it clearly refers to the 

well-known ‘bullwhip’ effect. It is suggested to not steer students too much in their elaborations.  

A specific characteristic of the demand change issue is that it’s based on secondary information from 

a sister-company, i.e. the real problem hasn’t manifested itself yet to The Fresh Connection. This 

potentially opens the door for additional pro-active responses towards the customers. 

If the lecturer decides to lead the debrief, rather than ask students / teams to present their findings, 

then the most logical sequence would be to develop some scenarios, along different dimensions, 

such as one customer vs all customers, expected amount of increase per customer and overall, etc. 

Risk assessment and potential mitigations are influenced by e.g.: 

 Customer importance in terms of sales revenue and sales volume 

 Customer size (e.g. indicated by their market share) 

 Potential impact on production and storage vs. AS-IS 

 Degree of uncertainty around demand change 

                                                           
3 Please note that in the company screens, under the Purchasing tab, you can find out more information about 
specific suppliers by clicking on the -symbol next to the name of the supplier. A little supplier fact sheet 
opens. One of the facts mentioned is the free production capacity of the supplier with and without TFC, thus 
allowing to assess the size of TFC as customer of the supplier. A little customer fact sheet can be found under 
the Sales tab, -symbol next to the word “Info” under the name of the customer. 
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 Degree of uncertainty around duration of the demand change 

 Assessment of short-term impact 

 Assessment of “the day after”, if and when demand would get back to its original again 

Aspects of implementation and feasibility 

 Assessment of time and budget required to achieve the changes 

 Feasibility aspects due to the specific context and general unrest amidst the Corona-crisis 

 … 

In the debrief, first focus on the different scenarios for demand increase, then specific attention for 

assessing the degree of uncertainty and the flexibility of the different mitigation options (what to do 

if and when the situation normalizes again). If desired, the debrief can be complemented with an 

explanation about the ‘bullwhip’’ effect. 

An example of a table to be used can be found in Exhibit 3 of this TN. 

 

Block 4: Medium to long term Risk Management approach 

Block 4 of discussion focuses on the email from Bob McLaren (Figure 4 from the case text). In this 

case, the issue raised is much more about the medium to long term, i.e. no longer only connected to 

the COVID-19 outbreak, but open to any perceived risk. 

Students are encouraged to use the templates as depicted in Exhibits 1-3 of the case document. 

Elements of the discussion can be similar as the ones mentioned in the bullet points of Blocks 2 and 

3, however now placed in the wider context of risks, not only the specific Corona-related supply and 

demand issues. 

An example of risks to be placed in the vulnerability matrix can be found in Exhibit 4 of this TN. The 

other 3 templates for Block 4 are more straightforward and can be found in the case text. 
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Exhibit 1: Example of elaboration of the AS-IS Supply Chain flowchart (“mapping”) 

Empty template from Figure 3 of the case text: 

 

 

 

Examples of data from the company database to “populate” the map with (please note that the 

numbers in the image below can be different to the TFC version you use): 
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Exhibit 2: Examples of aspects of supply issues 

Table for listing supplier-related aspects 

Supplier 

related 

aspects 

PET Carton pack Orange Mango Vitamin C 

Spend per 6 

months 

     

Revenue of 

Final product 

     

Size 

vs TFC 

     

 

Location 

     

 

Leadtime 

     

… 
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Exhibit 3: Examples of aspects of demand changes 

Table for listing aspects related to demand changes 

Supplier related aspects PET Carton pack Orange 

Customer importance 

(revenue; % revenue of total)  

   

Customer importance 

(market share) 

   

Additional production & 

storage required 

   

 

Uncertainty of amount of demand 

change? Impact of uncertainty? 

   

 

Uncertainty of duration of demand 

change? Impact of uncertainty? 

   

 

“the day after”? Impact of quick 

downsizing after peak? 
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Exhibit 4: Example of TFC risks and vulnerability mapping 

Examples of risk items to be placed in the vulnerability mapping: 
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Annex 1: getting access to TFC data 

To provide your students with access to The Fresh Connection (watch only), refer them to the 

instructions below: 

1. Go to the webpage https://my.inchainge.com and click on the link "No account yet? Register 
as a new user".  

2. During the registration process you can define your own password, which should meet the 
following requirements: 

 minimum of 8 characters, of which: 
 minimum 1 CAPITAL 
 minimum 1 number (123) 
 minimum 1 non-alphanumerical symbol (!?#) 

3. After registration you will receive a confirmation email on the email address you have 
specified as username. Follow the instructions in this confirmation email. 

4. After registration has been completed, you can now log into the platform again at 
https://my.inchainge.com, using the specified email address and the password you created. 
On the screen that opens then, there is a field called "Code entry". Here you can insert the 
course code RISKSTCASE and click on submit. 

5. After inserting the course code and potentially refreshing the page, you should now find a 
widget on the right-hand side of the screen called TFC - Teaching Case Risk Student. 

6. By clicking on Enter Simulation, you can get into the system and see the screens with the 
required company data. 
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Annex 2: About Online Delivery of TFC as an interactive case 

The Fresh Connection is now available at a discounted price as a pilot package to first time users. For 

more information, go to this page: https://www.inchainge.com/education/
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