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1. Find your videos

2. Set up

3. Listen to question

4. Recap

5. Create your plan

6. Present your plan

7. Stop and study

8. Reinforce

1.  Set up

2.  Present the case question

3.  Recap

4.  Create your plan

5.  Present your plan

6.  Stop and study

7.  Reinforce

20 minutes

Tattoo Redo
Panama City, Florida

Tattoo On You! wants to undo your old tattoos and replace them with 
new.  But will the program end in red ink?

PA n A m A  C I t y  FA C t s

 P  Has 27 miles of 
beaches, and an 
average of 320 
days of sunshine 
per year  

 P  Known as “The 
Seafood Capital of 
the South” 

 P  Often impacted by 
hurricanes 

 P  Popular tourist 
destination, with 
about 6 million 
tourists per year
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ROADMAP 7
Change Price

Panama CiTY, FlOrida
Population: 36,644

Currency: dollar, USd, $

M I N I  B u s I N E s s
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Tattoo Redo
Panama City, Florida

Interview Guide Feedback

Case Flow and Milestones

1 Present Main Question

Interviewer reads through the 
case and knows the timing for 
questions, data, charts, and hints. 
Take on a personality (friendly, 
firm, or foe). Present case 
question. Candidate should recap 
and clarify, ask for time to form a 
plan, and present his plan.

2 Assess Structure

Review the Potential Plan and 
Output page.  The answer shown 
is only one way to approach the 
problem.  For an initial structure, 
expect to see a simple profit 
equation and the candidate 
drilling into each of the variables.

3 Look for Specifics

Candidate should develop 
follow-up questions for several 
pieces of the profit equation.  For 
example, he may ask about price 
sensitivity (P), volume estimates 
(V) and labor costs (VC).

4 Guide the Analysis 

Test the candidate’s ability to 
determine the break-even 
number of treatments at the 
$750 price.  Follow the Data 
Guide and give him the revenue/
costs for pilot locations.  Ignore 
minor mistakes. Help where 
necessary to arrive at a good 
location comparison.

5 Get Recommendation

Should the pilot program be 
expanded to all locations?  After 
hearing the recommendation, 
ask for immediate next steps.  
Those should be clear, prioritized 
and action-oriented.

Intro Facts  (Tell the Candidate if Asked) Key Insights (Do Not Tell the Candidate) Mid-case Data (Tell Only at Appropriate Time)

Competitors: No competitor is promoting the combination 
tattoo removal and application process.

Laser removal machine cost: Each machine costs $400k 
with annual maintenance fees of $30k and life expectancy 
of 4 years.

Pricing: The average laser removal package will cost $750 in 
total and require 3 treatments. 

Profit tree structure:  A simple profit tree structure will 
help the candidate identify areas of further exploration.  

Break-even Analysis:  The candidate should develop a 
break-even analysis to evaluate the program’s feasibility (i.e. 
$750 price and $400k cost of laser machines).  For simplifi-
cation, ignore interest rates and the time value of money.

After Start:  After hearing the candidate’s initial structure 
and plan, ask the candidate to give you more ideas.  Use the 
Potential Plan and Output page to ask about missing pieces 
or areas that don’t make sense to you. Give feedback on the 
break-even analysis.

After initial break-even analysis: Ask the candidate to 
provide a more detailed break-even calculation for each of 
4 pilot locations, based on their specific pricing, labor and 
materials costs. (See Interviewer’s Data Guide.)

Physical skills Weak  Strong

Body Language a 2 3
Verbal a 2 3
Listening a 2 3
thinking skills

Hypothesis Generation a 2 3
Comfort with Ambiguity a 2 3 
Initial Plan & Output a 2 3 
Data Gathering a 2 3 
Data Analysis a 2 3 
Basic Business Intuition a 2 3 
Integration a 2 3 
2nd Level Insights a 2 3 
Creativity a 2 3 
Recommendation a 2 3

Total Score ————— / 39

GIVE
DATA

Case situation and Question
Tattoo On You!, a chain of 45 tattoo shops, is trying to expand in a unique way. It wants to 
introduce the Tattoo Redo program. Customers can have old tattoos removed, clearing space for 
new tattoos. Their goal is to draw new customers and maintain loyalty among old customers.

These are the details of the Tattoo Redo program: Market to heavy tattoo users. Research shows 
that heavy tattoo users are most likely to want old tattoos removed to make room for new ones.
To increase the likelihood of success, encourage users to focus on removing tattoos from smaller 
areas. Smaller areas can be cleared more cleanly, more quickly and for less money. Bundle the 
removal and application appointments. It is more profitable to offer the Tattoo Redo program to 
customers who want a new tattoo after the removal of an old tattoo.

Pilot the program. Purchase tattoo removal lasers for four pilot locations and market the 
program. If it goes well, expand the program.

You are asked to evaluate the pilot program and 
raise concerns. What do you think?

Case twist
Check out the Crack the Case System videos on 
mbacase.com or scan the Video 3 QR code at the end 
of this case to hear an additional challenge.
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Interviewer’s Data Guide

step 1:  Calculate profit per location

•	 Tell	the	candidate	that	you	need	to	give	her	some	data	and	want	to	
know profit per treatment at each of 4 pilot program locations in dollars 
and percentages.

•	 Ask	her	to	ask	for	the	data	she	needs,	like	price	($750),	labor	and	
materials.		Ignore	overhead	costs	like	rent	and	utilities.		Give	the	
“explanations”	of	differences	among	locations	after	giving	the	numbers.

•	 She	should	do	the	calculations	(e.g.	A	=	$555,	74%).		Reasonable	
estimates	are	OK.		If	it	is	taking	too	long,	give	the	unsolved	numbers.

step 2:  Calculate volume needed to Break-even

•	 Tell	the	candidate	that	the	project	manager	is	concerned	that	some	
locations	will	not	be	able	to	pay	off	their	laser	machines.		He	believes	
that	no	store	can	do	more	than	250	treatments	per	year.	

•	 What	is	the	current	number	of	break	even	treatments	that	each	location	
needs	given	their	current	data?		She	should	solve	for	the	number	of	
treatments	(e.g.	A	=	234).	

•	 Locations	B	and	C	aren’t	earning	enough	to	break-even	unless	they	
expect	demand	to	be	higher	than	250.

step 3:  Ask the candidate for ideas on how to solve the break-even 
problem.

•	 Raise	price	across	all	locations.		Test	price	against	current	competition.

•	 Review	Location	D’s	concerns	about	extra	bandages	and	ointments.		
Point out the profit impact with this approach.

•	 Consider	training	lower	cost	people	at	Location	C	to	meet	state	
guidelines	more	affordably.

explanations

A  is following corporate guidelines

B  is running a special due to competition

C	 	by	law	requires	2	people	present	for	the	treatment

D	 	gives	additional	gauze	and	ointment

Pilot Locations
A B C D

	$750	 	$650	 	$750	 $750	

	$150	 	$150	 $225	 $150	

	$45	 	$45	 $45	 	$70	

	$555	 	$455	 $480	 $530	

74% 70% 64% 71%

step 1 table

Fee for 3 treatment package

Labor	(3	treatments)

Material	(ointment,	bandages)

Profit per treatment package

margin per treatment package

Pilot Locations
A B C D

$400,000	 $400,000	 $400,000	 $400,000	

$120,000	 $120,000	 $120,000	 $120,000	

$520,000	 $520,000	 $520,000	 $520,000	

$130,000	 $130,000	 $130,000	 $130,000	

	$555	 $455	 	$480	 	$530	

234 286 271 245

step 2 table

initial Cost of laser machine

Maintenance	over	4	years

Total Fixed Cost

Payback	required	per	year	(4	yrs	total)

Profit per treatment package

#	of	treatments	to	break-even
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1. Zone out your paper

2. Be original with your data

3. Take clean and simple notes

4.	Leave	ample	room	for	a	structure	and	additional	notes	as	the	case	progresses

Today’s	date:

1. Zone out your paper

2. Be original with your data

3. Take clean and simple notes

4.	Leave	ample	room	for	a	structure	and	additional	notes	as	the	case	progresses

Tattoo Redo
Panam
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TaT Too Redo My Initial Plan and Output
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TaT Too Redo Potential Plan and Output

45 shops

Tattoos - remove and do new one

3 sessions for $750

Laser – 4 yr life, $400k + $30k/yr

Pilot in 4 locations

Profitable?

B/E calc

$400k + $30k/yr x 4yr = $520k

= $130k/year

$130k/$750 per treatment

= Approx 175 treatments to b/e

 

P FCX X

Revenues

V VC

minus Costs

PRICE

Will we charge 

enough to cover any 

new costs (beyond 

the machine; e.g. 

technician salaries)?

How sensitive will 

the consumers be 

to price?  Can the 

company lower 

the price to test 

sensitivity?

 VOLUME

What kind of sales 

can we expect over 

the first year?

Do we expect the 

sales to flatten out 

over time or grow as 

awareness grows?

Do we see an 

increase in the 

average number of 

tattoos applied?

FIXED COSTS

New investment in 

lasers

Special equipment in 

addition to lasers

Any special space 

needs for storage or 

use?

Is there a cheaper 

option to lease the 

lasers?

VARIABLE COSTS

Technician training 

and salaries

New medical supplies 

required for each 

treatment

Tattoo Redo a Good Idea?

Additional	Study:	For	more	questions	to	consider,	review	Section	13:	Roadmaps. Click	or	scan	QR	to	see	video.
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