國立嘉義大學九十二學年度

管理學院碩士在職進修專班招生考試試題

科目：企業管理實務 

一、申論題(30分)

1.有位同事告訴你，他計劃在兩個月後離開公司，然後轉到另外一家公司上班。此時，你的老闆告訴你，有一個升遷的機會，但考慮的結果他不打算給你，他將這個機會給了這位同事。這時你會怎麼做?

2.有一位顧客詢問你一項產品，在告訴他價格之後，他表示他買不起這項產品；而我知道他可以用較便宜的價格到另一家競爭對手那邊買到這項產品。我應該告知他這個訊息嗎---或者讓他得不到他所需要的產品而離開?你會怎麼做? 
二、中文個案討論(30分 )

萬客隆於1988年在台灣成立。1989年位於桃園八德第一家店正式開幕，這是台灣第一個大型倉儲批發中心的零售通路，主要以公司行號及零售店等團體為對象。萬客隆的組織架構分為「亞洲萬客隆」及「南美萬客隆」兩部分，由母公司荷蘭SHV集團、台灣豐群集團及泰國卜蜂集團共同合作經營，當時投資額為220億元。在全盛時期僅內湖一家店的年營業額即可達64億元，對於傳統經銷商體制的衝擊相當大。經過10年快速成長，儼然成為強勢通路體系之一。

然而，當國際性連鎖零售業紛紛進入台灣市場，萬客隆卻在2002年底宣佈台南店、西門店、高雄民族店先行結束營業；2003年2月12日更以迅雷不及掩耳的方式結束剩下的6家店。大家都會問，到底造成萬客隆關門的原因為何？為何結束得如此倉促？

風光一時的萬客隆最大的問題是法規上的限制。早期的萬客隆由於土地的取得問題，決定選擇設在工業區。孰知，台灣相關法令卻規定批發型量販不准在工業區進行銷售行為。為此，萬客隆有很長一段時間和台灣法令在周旋；其中位於台北縣五股工業區的五股店、高雄民族店都曾遭到停業處分，法令的問題一直困擾著萬客隆。相對於萬客隆的堅持（在工業區設點），其它量販業者巧妙地迴避了尖銳的法令問題，改以最接近消費者的商業區展店，如家樂福、大潤發等量販業者適時的進入市場。使得萬客隆的生意明顯被轉移，等到察覺情況不對，已經時不我與。雖然後期萬客隆為了扭轉頹勢，成為第一個進駐購物中心（台茂）的量販店，但無奈台灣對郊區大型購物環境的需求不大。

萬客隆未能掌握顧客需求是它的另一個敗筆。量販店之所以吸引人，主要是因為價格便宜，不過一次購買的量卻相對較多。雖然萬客隆的會員主要是公司行號居多，卻忽略了另一股「家庭消費」勢力的持續成長。對家庭來說，有需要一次買5瓶洗面乳嗎？萬客隆未能即時反應消費者的需求，未能及時察覺消費者行為的改變，缺乏本土化策略的結果勢必為它付出很大的代價。

萬客隆主要是由荷商SHV集團與台灣豐群集團合資設立。主事者由荷商SHV集團主導，他們的

作風十分有原則，儘管市場不斷在變，還是堅持不願意隨市場起舞而改變經營模式。為了證明自己

的策略是對的，萬客隆在幾年前宣布堅持走自己的路，繼續走專業批發路線，試圖與其他業者作區隔。雖然期間不斷祭出促銷方案，希望從營業客戶之大量來彌補失去的散客，顯然結果並不如預期。

除了不懂得變通、不夠本土化之外，萬客隆在商品組合也有待加強，當其他業者紛紛將熟食（Ready to eat）的比重陸續提高，萬客隆不但不重視，就連賣場商圈的設計也可看出其並非從「營造一個適合消費者的購物環境」著手，無視於台灣消費型態的改變。

此外，當萬客隆結束營業的新聞佔滿所有媒體的同時，另一家業者「好市多」跳出來宣告，凡是持有萬客隆會員卡可以在一段期間內無條件成為該店會員。這種透過話題造勢，企圖藉此轉移客戶的做法，相對於萬客隆不懂得變通的歐式作風，似乎美式風格顯得友善多了。
問題：請利用任何你所知的管理或行銷理論來分析萬客隆競爭優勢先盛後衰的原因。（自創理論也可以）

三、英文個案討論(40分)

All across the world, traditional bricks-and-mortar banks are trying to come to grips with cyberspace. Banks such as Wells Fargo Bank, of America, and Citibank now offer banking services over the Internet. Customers con access their accounts through the World Wide Web and check account balances or make transfers of fund between different accounts. Internet-only banks such as Net.Bank, Telebank, Security First Network Bank, and CompuBank that exist only on-line are springing up. The technology to set up an Internet bank is inexpensive and easily available. A Norcross, Georgia company called Nfront Inc. offers services to build a full-service “Internet branch” for any bank for about $50,000. Even retailers such as Nordstrom and Virgin Direct are offering financial services on the Web.

BancOne doesn’t want to be left out. John B. McCoy, BancOne’s former CEO, didn’t want any competing Internet bank to take away business. McCoy decided that the best way to combat its Interent competition was to join it, even at the risk of cutting into BancOne’s own business. BancOne launched an entirely new Internet-only bank called WingspanBank.com on June 24, 1999. BancOne’s management believes that if Internet-only banks attract a large portion of the banking market, only a few can survive. As the fifth-largest bank in the United States in terms of assets, BancOne has much deeper pockets than its Internet-only competitors and can spend much more on marketing-close to $100 million in 1999 alone.

BancOne sees advantages in starting an entirely new Internet bank, in addition to setting up an Internet branch of its existing brick-and-mortar bank. Wingspan didn’t have to spend months trying to figure out how to tie into BancOne’s massive computer system. Wingspan con assume whatever identity it wants without regard to the brand image of BancOne. It can make fresh decisions without being saddled by bricks-and-mortar thinking. “If your bank could start over, this is what it would be,” claims WingspanBank.com’s advertisements. In addition, BancOne can use WingspanBank.com to find out whether customers prefer the higher rates and lower costs of Internet-only banks or the security of banks that have a physical as well as on-line presence. 

Wingspan has its own advisory board that includes a software programmer, a college student, and a stay-at-home mother. Members of this “iBoard” meet on-line as well as face-to-face. It uses an ultrafast computer system that can process account transactions immediately. (BancOne and many other traditional banks use older systems that wait to update customer records overnight.) Although BancOne’s Web site only sells the bank’s products, Wingspan offers large array of financial services, including 7,000 mutual funds, as well as mortgage and insurance from other companies. A special search capability surfs the Internet for the lowest mortgage rate and e-mails the customer when it is found, even if it is not through BancOne. Customers can shop the Net for five different kinds of insurance. For some types of loans, customers can apply on-line and find out if they are approved in less than a minute. Wingspan customers con even trade stocks on-line using an Internet discount brokerage service. Certificates of deposit at Wingspan have interest rates that are at least half a percentage point higher than those available at BanOne’s traditional branches.

The downside is that this virtual bank can’t deliver cash and customers must mail in their deposits, which can be a very slow process. Customers must be persuaded to change their recordkeeping habits. For example, Wingspan customers do not automatically receive copies of their cancelled checks nor are the checks themselves returned to them. 

Wingspan customers can use BancOne ATMs to get cash, but BancOne does not have branches in most states. If a customer wants to use another bank’s ATM, Wingspan will reimburse up to $5 per month for the ATM fees incurred.

Many other banks have concluded that they can benefit from the Internet without starting an entirely new bank. Wells Fargo & Co., for example, is merely adding an Internet branch to its existing bricks-and-mortar banking operation. Wells Fargo sees the Internet as merely another way to deliver bank services to traditional banking customers.  These customers can still go into a bank branch or use an ATM, but they have the additional option of managing their accounts over the web. Wells isn’t rushing to convert customers to Internet banking and charges customers up to $5 per month to use the Internet for bill-paying as a way of recouping some of its costs.

James Hance, Jr., Chief Financial Officer for Bank of America, believes that banks must have physical branches because people still want face-to-face service and a way to withdraw their money.
Banking analysts worry that ventures such as Wingspan could encourage customers to repeatedly move their money among different banks to get the best interest rates of the moment, thereby shrinking profit margins and pushing banks into price wars. Net.Bank is already attracting customers by offering interest rates that are higher than Wingspan’s.

Wingspan management figures that market share for Internet banking will be claimed quickly, so they need to grab it in the most assertive way possible. When the Internet-only banking business reaches maturity, there will be a shakeout, leaving only a few major players left to reap the rewards. Wingspan is using customer feedback to improve its web site and product offerings.
To date, Internet-only banks have attracted only 225,000 customers representing 2 percent of the 9.5 million customers who manage their accounts on-line using Internet banking Web sites. Many people who have signed up for on-line banking have discontinued because they were unhappy with the quality of customer service.

Wingspan expected 500,000 customers by mid-2000 but only had 107,000 customer accounts by December 1999. McCoy said the size of its early customer base was less important than quickly establishing dominance in Internet banking. BancOne projected that Wingspan would reduce its earnings in the first year by roughly $60 million and did not expect to turn a profit until well into 2000.
Other banks are looking at BancOne’s Internet venture very closely. Citigroup, the largest bank in the United States, has launched an Internet-only retail bank and brokerage company called Citi f/i. Other competitors such as Wells Fargo could easily create Internet-only banks if Wingspan takes off.

To survive, Wingspan may have to modify its business model and incorporate some traditional banking features. For example, it might have to build ATMs in areas where BancOne doesn’t have any. And if ATMs are not enough to deliver all the services people want, Wingspan might even have to open bricks-and-mortar branches in some places. 

1. What are advantages and disadvantages of launching WingspanBank.com for BancOne?

2. Do you think WingspanBank will succeed? Why or why not?
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