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Marketing Battles

In the last issue, we discussed of the similarity between the processes of war fight-
ing and conducting a business — how both of them are primarily concerned with
processing of information and delivery of energy. We also analysed about the ar-
my’s methodology in planning an operation — appreciation of the situation, and the
fact that this could be suitably adapted to formulate an effective business plan as
well. We had laid down the broad layout of a formally written ‘appreciation’, and
how it can be compared with a business plan. In the second part of this series, we

will discuss important elements of the appreciation, and how they can

be applied to business plans.

B Lt Col (Retd) Rohit Agarwal

ppreciation is a simple but powerful tech-
- nique for extracting maximum actionable
data from the available information about
a situation. It is widely used in the formula-
tion of a plan in the military for an attack
or defence. In business, known as market
evaluation or investigative survey, it is used for gathering in-
formation from the market for preparing any marketing
strategy.

Appreciation starts with the assignment of a task to the
leader of a group. For example, the brigade commander in the
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tiom. Im Ins dimective, the brigade
commvander would providie alll the im-
flommation available, and also the
comsinamis umder winch tihe operation
woulld requine to be camied outt. The
tihe witiall tzsik off imfomnation mamage-
mnentt. He woulld 2nallyse the mmiffomns-
tiom zliready availkble to himn throwgih
various means ke the reports by
ofiher fonces alireadly im comtzet wiith the
enemy;, prsonets of wan, electromic
sunveillamee meams, safiellite magery;,
amd offher sounces that comtimuonsily
fleed mfommaiion fiom alll three dimmen-
mmmmwﬂﬂﬁm

legondamy US Ammy Wionlid Wasr Il hero,
sand, “You willl mever know wihatt is
gomg on umless you cam hear the
wihistlie of tihe bullets.™ I time zmd
sitwzition permmits, the commander
would tiry tio kmow tihe topograpiny fionn
tie closest sifie by camying ouft recce.

Review of Situation
Aﬂmg&ﬁﬂmgaﬂﬂmmm

'IIﬁlim,, tihe first stiep im amprecia
reviewmg the situaiion. This is am
mitiall zmallysis of the task, allomg witlh
amy conditions laid dowm by the
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What is recce”

’ i.‘sfmm the French worc

| : th capab1l1t1es alnng
_ sons through direct ob-
Ssence gatherlng asset of

gig: (rangers, scouts, or
Pes, manned or unmannec
i posts. Espionage

_—

group operating ahead of = mae Saen=s. Sees are non-combatants operat-
iing belhind enemy tines.

There are many genenc ws=s of S S=mm. s=caeeaissance, which are alsc

applied to non-military apphcatons. piaey i may be the ‘examination
ar survey of the general s=olaswsl Shasasi=mstics of a region’ and in com-
puiter networking and secunity, e “=splaration or enumeration.’
Conducting Recce

Like & military commander ssime clase 2 @ wamtage point for the objec-
tive of getting a look and fe=! of the Sapaer=piy. recce should be carried
ouit 1m the operational arsa iﬁem business plan. Here are

some suggestions.
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Select a vantage point: If planning a coffee shop, recce some popular
coffee shops in the city. Park the car near them and count the customers
who visit it in one hour. Note how long they stay inside. Are they pre-
dominantly of a particular age group? Identify other demographic patterns
that stand out? Are these patterns related to the location of the shop? Do
these patterns vary at different times of the day?

Speak to veterans: Follow the advice of Otto Von Bismarck, the redoubt-
able German Chancellor, who said, “Only a fool learns from his own mistakes.
The wise man learns from the mistakes of others.” Talk to persons who
have ‘been there - done that’ in the same business. Select persons who,
by the virtue of location or other factors, are not likely to be in direct
competition. Grill and learn all from their experience.

Recce the competition: This is something that would not only help the
initial recce, but is also 2 good business practice that must be followed
on an ongoing basis. By shopping at the competitor’s business, one can
get a good idea about its strengths and weaknesses from a customer’s
perspective.

Questions to investigate

» What is your competitive strength?

* What worries you about your competitor?

» Could include: Key personnel (sales, IT, production);
Faster and less expensive eguipment;

Multiple sites;

Prepared to accept reduced margin?
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BUSINESS PLAN

alterable, or imperative. For example,
the time by which the operation is to
be completed, as the commencement
of subsequent operations would de-
pend on this. Availability of a particu-
lar resource (such as additional fire
power) for certain duration of time
only would also be a term of reference.
The terms of reference therefore pro-
vide a framework for developing the
plan.

Formulation of the aim or objec-
tive is the crux of the entire apprecia-
tion. Put simply, the aim is the state-
ment of what is required to be done. It
has to be simple, clear and unambigu-
ous. Also, the aim has to be related to
the current actions, and not the distant
future. It can, therefore, be formu-
lated by asking three basic questions:

What is to be done or achieved?
What does it involve?
How far can it be planned now?

Business Plan - Initial
Steps

This type of military exercise is fol-
lowed by successful companies in
formulating their business plans or
marketing strategies. In preparing such
plans an appreciation is to be carried
out merely to evaluate whether taking
a particular business decision is worth-
while or not. It is also known as the
cost-benefit-analysis.

The nitial framework in business
is decided in the same manner as in the
army for operational planning. Collec-
tion, collation and analysis of informa-
tion are critical component here too.
No doubt, this is something that man-
agers have realised. However, they
primarily rely on second or third party
sources like the internet, generic in-
dustry survey reports and available
trade data. These are valuable sources
of mput and are readily available. But
they may not provide the necessary
information required for the job. Some
may commission market survey by
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When Market Research Get the Future V\heng

In 1996 rnest CEOs ef large banks dTSFﬂlSSEd the Internet as an 1rre1evar::e

a plaything of enthusiasts with no real impact on future profitabitice
Market research strongly confirmed their scepticism. The overwhelmins
majority of customers said they weren’t interested in using the Intermnst
to run their bank accounts.

But since when have the general public been experts in global techna -

ogy and financial services trends? How could they possibly be expectec
to form an opinion about web banking when most still doubted the s
need to be on-line?

Time and again we see this institutional blindness, compoundec oy

dangerously misleading survey results. Two years later many account
holders were already buying goods and services over the net. Th=y
changed their minds faster than market research predicted, and as =
direct result banks are struggling to catch up. But it’s already far oo
late for some, as non-banking competitors race ahead with a wide rangs
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marketing research companies but that
also has its limitations.

Pitfalls to Avoid

The generic information, or the spe-
cific information gathered through
commissioned surveys have some
imherent limitations. In the former,
authenticity and reliability 1s often
questionable. Moreover, the context
in which it has been collated and ana-
lysed may be different. Also, such
data may be dated. These problems
of context, relevance and validity are
largely overcome 1n specially com-
missioned market surveys. But these
rely on the premise that (a) the sam-
pled population 1s an accurate repre-
sentation of the opinions of the entire
target, and (b) they mean what they
say in response to the questions. Both

of well developed digital products and alliances.
Source - http://www.globalchange.com/marke: "i=
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these premises may not be sntirs s
frue.

It would, therefore, be 2 cood 2==
to take a leaf from the military com-
mander’s reliance on recce befors plan-
ning crucial operations, and zo w hers
you can ‘hear the whistling bull=ss
Visit the malls, talk to the sales persoms.
and get an 1dea of the pulse of the cus-
tomers. Try shopping for the comper-
tion’s product. Bounce ideas oF vour
own social network. This. wits ¢
without the benefit of a formal mari =
survey, will help you gauge the pulss o
the market for yourself. (See Box-1

Terms of Reference and
Aim

After adequate information has beem
collected the next step shoulé be =
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RS i feference’. These
R EEE_=—e—ndne on the nature
oF S =S Bui some common
SECe e = regulatory frame-
S ey Of finance and the
S=nemmmmmEeach of the business.
The s e oS- Term of reference

5 S S =ffects the operation

m_mﬂy and is beyond
S es—aee it there 1S only one

SImmiEsE mestscnlar ingredient, 1t
DEDEmES B feicrence, but not
I Sl be developed. The
At e and recording
Shese e Smsieess plan 1s that these
= ———sstions will not crop
S e B0 derail the plan at a
afscpelshes
I Sammmmstion of the aim 1s the
e s s ey simplistic level the
=i oF e eSS 1S to make money,

S e e e =ny military operation

= W e B e cannof form the aim
= 2 Sasmess el The aim, apart from
S S Si=ar and unambiguous,
mmee e = S farect that is to be
SN e @ Swesceable timeframe.
T s wamis Se fike a short term goal
et e = for with the avail-
sl s atnch can be achieved
SRR e resources. It 15 very
SmperEme B8 Reep it practicable and
IS s evolving a func-
Damst Semessmian. An cxample of
o= ————emild be “to set up and
spemas & Saiee shop m Delhi which
EEmees s seathin six months.’ It
CEn e speciiic— {01 Instance,
& 5= Baaae = aiready available and
SEmies ahee emn Be specificd. Thus, ‘a
s would become “a
coies S an Kian Market’.

P ERSENE mant Of this series we
Wl EsemssEe sencess of considering
= e ESecting 2 plan as it 1s
sl e B e military commander
2 B Smewemmatson and as 1t can be
atspuss Saw Bessmcss planning.)
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