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1 Scotian Gold 1 – Teaching Note 

________________________________________________________________________________________________ 

Conor Vibert developed this teaching note to guide the use of the multimedia case entitled Scotian Gold 1 for instructional 

purposes.  It is not the purpose of this material to serve as an illustration of how to effectively or ineffectively address a 

managerial situation.   

 
Copyright @ 2014, Acadia International Executive Insight Series  

______________________________________________________________________ 
 

SUMMARY  

 

In this multimedia case, David Cudmore CEO of Scotian Gold Co-operative Ltd grapples with the need 

for a new organizational design as he contemplates retirement and growing the business from a regional 

to national player. Advice is being sought as to how to proceed in resolving this real-life issue. Students 

are offered access to a set of transcribed video clips that outline the issue and its cause along with 

providing context for the issue.  In order to arrive at alternative solutions and justify their choice of a 

solution, students are expected to use sources of information not found in the case. 

 

 

KEYWORDS  

 

• Organization Structure 

• Organizational Design 

• Change 

 

 

CASENET VIDEOS 

 

Each video in this multimedia case features a segment of an interview with one of the organization’s key 

decision makers. The videos describe: 

1. the Issue facing the individual or organization 

2. the Cause of the issue 

3. Background information for the individual, organization and industry 

4. Alternatives for addressing the issue 

5. A suggested Solution and justification 

 

Transcriptions for each video are also available.  Students may not access the Alternatives and Solution 

videos or transcripts. 

 

 

OBJECTIVES FOR TEACHING 

 

There are a number of instructional objectives for this case.  

 

• To enhance the decision-making skills of students by having them address a real life issue faced 

by managers of Canadian or international companies.       

• To provide students with a brief introduction to the apple industry. 

 
1 The Author wishes to thank David Cudmore for his support of this project. At Acadia University, thanks are in order for Dave 

Sheehan.   
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• To offer students an opportunity to analyze a situation using concepts that illustrate 

organizational design 

 

 

 

POSSIBLE TEACHING STRATEGY 

 

This case is ideal for in-class case analysis or as an assignment. Assuming an 80 minute class, here is an 

approximate class schedule: 

 

Time 

(minutes) 

Task 

5 Introduce case and divide students into groups. 

15 Students view Background case videos and make notes. 

5 Instructor plays the Issue and Cause clip(s). 

25 Students identify alternatives, a solution and rationale. 

20 Instructor guides a discussion around alternatives, solution and rationale. 

10 Instructor plays the Alternatives and Solution clips.  

 

If the case is used as an assignment, the instructor may want to focus assessment on: 

1) Decision-making process. The instructor would evaluate writing style, appropriateness of 

information sources, alternatives, solution and rationale. This approach recognizes that the 

alternatives and solutions offered in the case are not necessarily optimal, and other choices may 

be equally effective. Students can be rewarded for their selection of decision-making approaches, 

analytical frameworks and cited reference material. 

2) Outcomes. The instructor would evaluate how closely student responses match those offered in 

the Alternatives and Solution video clips. Or, the instructor could use the insight of an existing 

research paper or analytical framework as the basis for judging outcomes. 

3) A combination of process and outcome. The instructor may apportion the grade between 

process and outcomes.       

  

 

POSSIBLE QUESTIONS FOR ASSIGNMENTS 

 

Students can be asked to identify a set of alternatives to address the issue outlined in the case, a solution 

and rationale. Other questions that will help students prepare for their case analysis include:   

 

• What are some common organizational structures? 

• What are the advantages of each type of structure? 

• What are the disadvantages of each type of structure? 

 

CASE ANALYSIS 

Issue:   The Issue and Cause video clips outline the problem or challenge of the case.  

• I am David Cudmore and I am the CEO of Scotia Gold Cooperative in Coldbrook, Nova 

Scotia. I am foreseeing my retirement in the not too distant future. As I look at the 

organization and the fact that the company has grown quite a bit in the last few years, we 

are looking at succession planning and the structure of the organization moving forward. 
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We are moving away from just being a regional supplier. At one time we could pretty 

well sell everything in the local area. The buying decisions at retail were being made in 

the local area. Now what has happened is that all of the major retailers are centralizing 

procurement functions, usually in Toronto, where they are making regional decisions out 

of a corporate office in Toronto. So whether they bring in apples from the United States, 

Ontario or Nova Scotia, it does not matter. It does not matter. They just need to bring in 

Apples to satisfy demands in those area. Washington State is the largest apple growing 

area in North America. They currently supply more apples to our customers than we do. 

So we are competing with large global players and we have to start thinking as a global 

player as much as we can. We are very small company in comparison but we have to 

address the needs of our consumers and appear to be relevant in our ability to solve 

procurement decisions for supplying apples to our national customers because we are 

dealing with national customers. 

Analysis: 

To start their analysis of the case, students should view the Background video clips.  These clips should 

help students grasp the following points or case facts.   

• Industry retail consolidation is making it difficult for regional players to service entire markets 

• Apple growers are facing increased environmental scrutiny from regulators 

• Apple growers or the family representative the value chain activity under the greatest stress. 

• Foreign competition where labour costs are lower is a concern 

• Scotian Gold a co-operative organization 

Researching information sources other than the content of the cases should enable students to garner the 

following insights: 

• Nova Scotia contains the most acreage of apples than the rest of the Atlantic Provinces (Select 

Nova Scotia). 

• In 2011, Nova Scotia imported $198,364 worth of apples while exports were 20,066 tonnes 

(Agriculture & Agri-Food Canada). 

• Nova Scotia farmers had cash receipts of $17.8 million for apples in 2013 (Nova Scotia 

Department of Agriculture). 

• An employee/management buyout succession has shown to succeed in about 80% of cases (Peter 

Hough). 

• Apples retailed in Canada are subjected to Federal, and or Provincial, grading standards (Nova 

Scotia Apples). 

With this information in hand students can be challenged to identify an analytic framework that will help 

them organize their thoughts.   

• One suggested approach to guide students through this case is to review the different types of 

organizational structures and comment on the advantages and disadvantages of each type. 

Effort focused on research coupled with analysis should enable students to present a series of options.  

These can be compared to the options offered by the interviewee which are also summarized below and 

found in the Alternatives video clip.  
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• We have three alternatives. The first alternative is to stay the way are. The second alternative is to 

structure around the two product lines that we have and operate in a divisional manner with 

similar products in each area. The other option is to have a function set up where sales are 

handled in one area and product in another. 

 

The Solutions video clip offers the interviewees’ solution to the issue along with a rationale.  Highlighted 

below, this can be compared to the student response and explanation. 

 

• The option that we chose was to go to the functional setup where we had all the sales 

activities reporting to a head of sales and the production activity is reporting to the 

production and then we would have the service HR and finance separately. We chose that 

one because as the company grew although the products we deal with are quite different 

we are dealing with selling a produce and then the selling of production inputs to the 

agricultural community we found that the sales were actually quite related and the people 

that we were selling inputs to were the same people that we were working with on selling 

their crop outputs. If we are trying to build our raw material base, the sales activities with 

the output base went hand in hand and as well all the production side of things working 

together rather than being separated by division that we can have one maintenance crew 

that could focus on all of the production and technology for multi-divisions in that set up. 

So that was the format that we chose. We looked at the setting in up under the product 

line and we just found that there was too much cross over, that we would have a lot of 

duplication. We would have salesmen in different areas and reporting to a general 

manager rather than one seasoned sales person to direct all those activities. Leaving it the 

same was just very difficult to be able to move the business forward and having the flat 

approach we had just was not working. 
 

 

SUGGESTED COURSES 

 

We suggest that this case would be suitable for a number of courses. These courses include: 

 

• Organization Theory 

• Management 

• Introduction to Business 

 

ADDITIONAL RESEARCH 

 

The case offers students opportunities to undertake interesting additional research.  

 

Students may want to delve deeper into how managers make decisions. Classic approaches to decision 

making include works by Cyert and March (1963) and Tversky and Kahnemann (1974).     

 

Students interested in learning more about the industry in general might make use of numerous online 

information sources some of which are noted below.  

 

• Nova Scotia Apples, www.nsapples.com, Nova Scotia Fruit Growers Association.  
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• Nova Scotia Department of Agriculture, http://www.novascotia.ca/agri/, the mandate of the 

Department of Agriculture is to support the development of competitive, sustainable and 

profitable agriculture and agri-business industries that contribute to the economic, 

environmental and social prosperity of Nova Scotia.  
 

• Canadian Worker Co-op Federation, http://www.canadianworker.coop/, association to support the 

growth and development of worker co-operatives.  
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