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Lessons from Military

In the December 2010 issue, we discussed
how a military commander carrying out
appreciation of a situation gathers informa-
tion, assesses the restrictions under which he
has to conduct his operations (or the ‘terms
of reference’), and how he formulates his
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aim. We talked about how this methodology m Lt Col. (Retd) Rohit Asarwal

can be adapted for use in preparing a busi-
ness plan. Taking on from where we left in
the December 2010 issue, we will now look at
the core of the appreciation — the factors.
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the relevant factors will be sclectied
As an 1llustration. some factors that 2
commander might consaier for plan-
ning his operation could be "Ground ™,
‘Enemy Dispositions’. “Relative
Strength’, “Time and Space aad "Sar-
prise:and Deception”. He slsonccds &0
decide the order mn winch he wall
consider the factors. Thes would be m




the order of their importance. going by
the degree of impact that they have on
the operation.

Some of these factors would be
unchangeable. For examplc. the topog-
raphy and weather conditions. Since
these factors have a magor smpact on
the conduct of operations. and they
cannot be altered. thewr impact on the
operations has to be evaluated and
catered for in the plan Aspecisof these
unalterable factors whach adversely
impact the operations hawve to be
worked around. For example. if there
is an obstacle such as a mwer or 2 canal
on the approach to the obgective, you
need to plan for 2 brdes or any other
crossing expedients. Then there are
factors which are vamable. such as
resources available or allocated for the
operation. These need to be cvaluated
to ascertain whether they are adeguate
for the task at hand. and i not. what
measures can be taken o make addi-
tional resources available.

In the apprecianon. cach of the
factors is evaluated m detasl by break-
ing it down further into facets and
describing each. The aim of this
evaluation is to draw our reievant
conclusions or “deductions . [he con-
sideration of a factor will lead o as-
certaining its ‘cfiect on the aitaimment
of the airmn. This 1s calied a “deduchon .
A deduction is basically 2 conclusion
drawn from the consideration of 2 fac-
tor, which suggests. or mles out. or
modifies, or limits. a course of achon.
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In 1992 and 1993 Starbucks developed a three-year geographic expansion
strategy that targeted areas which not only had favorable demographic
profiles but which also could be serviced and supported by the com-
pany’s operations infrastructure. For each targeted region, Starbucks
selected a large city to serve as a “hub”; teams of professionals were
located in hub cities to support the goal of opening 20 or more stores in
the hub in the first two years. Once stores blanketed the hub, then ad-
ditional stores were opened in smaller, surrounding “spoke™ areas in the
region. To oversee the expansion process, Starbucks created zone vice
presidents to direct the development of each region and to implant the
Starbucks culture in the newly opened stores. The entire new zone vice
presidents Starbucks recruited came with extensive operating and mar-
keting experience in chain-store retailing.

Starbucks had notable success in identifying top retailing sites for its
stores. The company had the best real estate team in the coffee-bar
industry and a sophisticated system that enabled it to identify not only
the most attractive individual city blocks but also the exact store loca-
tion that was best. The company’s site location track record was so good
that as of 1997 it had closed only 2 of the 1,500 sites it had opened.
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Source - http://www.mhhe.com/
business/management/thompson/11e/
case/starbucks-2.html
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A true deduction can only
be obtained by asking the
question “So what?” dur-
ing the consideration of
factors. When no further
answer is forthcoming to
this question, you have
reached a deduction. For
example, while consider-
ing the Ground factor, you
consider the vegetation or
cover available to conceal
the movement of your
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Conduciing and managing a business is now like
fighting a war. It’s a very different kind of war;

your enemy is. But here, you don’t know your

froops. If there is no cover available,
asking “so what’ will result in a deduc-

on that you will need to carry out your:
movement at night when it 1s not no-

ticeable. The principle is that you keep
asking “So What?’ till an actionable
answer 1s arrived at.

At the end of this process, once all
the factors have been deliberated upon
threadbare, a summary of all the de-
ductions 18 compiled. It the delibera-
tion has been thorough, and all relevant
factors have been taken into consider-
ation, this summary will give a list of
ihe various actions that will have to be
t=ken for carrying out the operation.
¥ course, a large number of these
would be contradictory actions. By
srouping actions which are comple-
meniary, we can arrive at the different
courses of actions that we have.

Factors Considered in
Business Plan

T his process can easily be transposed
oo o formulation of business plan as
were the management of information
and formulation of aim. While the
mechanics of carrying out the delib-
srations remain much the same, only
10 factors that would contribute to the
2 we have formulated would be dif-
terent. Instead of Ground, Enemy
Dispositions and Surprise, we may be
Soking at the Market, the Competi-
Son. and Supply Chain. Of course,
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Time and Availability of
Resources would be com-
mon factors irrespective of the
type of endeavor.
The selection of factors to be
considered would be crucial in deter-
mining the soundness of the business
plan that finally emerges out of this
process. Adequate thought must there-
fore go into this. You can take your
Aim, which you would have already
formulated, as the starting point for
this. Note down everything that, in
your reckoning, would impact your
journey towards achieving it. Having
put all these on paper, you can group
aspects that have a common denomi-
nator into one larger factor. Some
common factors that would affect most
busmess plans are discussed below.

Economic and Industry
Environment

Depending on the scale and nature of
your business, you may like to carry
out an assessment of the major eco-
nomic forces and how they would
impact your business. Would your

actual enemy and actual territory.

business be sensitive to the perfor-
mance of the national or local economy
or would it be independent of 1t? For
example, while Travel, Hospitality and
Consulting may be impacted by a
downturn in the economy, Education
and Healthcare are, by and large, mmsu-
lated from it. Asking relevant questions
and breaking down the answers 1n the
‘So What’ way down to the point
where you get an actionable answer
would lead you to the conclusion
whether you should enter a particular
domain at a certain point of time at all
or not. Alternatively, it may indicate to
you that though you may enter, you
will have to ensure safeguards against
a downturn 1n the economy.

The outlook of the particular 1n-
dustry your business plan relates to is
as important as the overall economic
outlook. In your information manage-
ment steps taken earlier, you would
have gathered some data on the overall
trends 1n the specific industry forecast
for the future. Here is where you anal-
yse that data, ask questions about its
impact and draw actionable deductions
from 1t.

A planning framework used in military operations helds lessons
for improving business planning, strategy and outcomes...
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A commander needs to think through various aspects during
planning. In complicated operations, missing elements can be

disastrous

The Market

This would undoubtediy be a common,
and one of the most important factors

to be considered for any business ven-,

ture being planned. This s eguivalent

to the ‘Ground” factor mn the military

operation, which actually dictates,
substantially, how the operation or the
business is going o be conducted. Go-
ing a step further in drawing this paral-
lel, if Market 1s the Ground. then the
‘Customer’s Mind” is the “High Ground’
which needs to be capiured for the op-
eration or the business 1o be successiul.

The overall size of the market,
potential for it to grow or shrink. ifs
sensitivity to price movements. the
demographics of customers. seasonal
spending patterns and so on are some
of the sub-factors that wou will con-
sider about the market Agam. these
should be related to the overzll aim,
and broken down mnto smaller bits by
determining the actionzble deduction
through ‘So What™ guestions. Some
answers that you would be looking for
are the appropriate media for market-
ing messages, pricing sirategies et al.

Location

The physical location of your business
and its ancillaries might be an impor-
tant factor for some types of busi-
nesses. For instance, i the case of 2
retail outlet or a restaurant. i could
make all the diiierence bebween suc-
- cess and failure. The accessibality to
customers, traffic paticms. location of

competitors, location of complement-
ing businesses (for example, proximity
to a large hospital is a good location for
a Chemist’s shop) would be some of
the aspects considered under location.

Selection of location would, more
importantly, be dictated by whether
you own the premises or are renting
in. In the case of former, it would mean
you having to ‘work around’ the limi-
tations that may be geographically
imposed. In case of the latter, the rent-
als of different locations would be one
of the important deciding factors.
Different options may be considered
at this stage, and included for consid-
eration as ‘Courses of Action’ 1n the
next stage of the appreciation.

Finances

Finances would be the most crucial
factor 1n the business plan. It corre-
sponds to the ‘Resources’ factor of an
operational plan. After all, it 1s the
basis of all other resources for business,
which can be obtained as long as ade-
quate finance 1s available. The financial
plan would, of course, be made as a
separate and independent plan in great
amount of detail. However, in carrying
out the appreciation to make the main
business plan, availability of finance
will have to be considered to gauge the
feasibility of any other action.
Although this is probably the most
important of factors, we can take the
liberty of examining 1t after the other
factors we have discussed because
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finance is not necessarily a fixed or a
limiting factor. In case the business
plan is sound enough, the possibility of
raising additional finance through loans
and other sources exist. Hence, rather
than starting out with the financial re-
sources available and then building
your business plan around it, one may
first examine the different options with
the finances required for each, evaluate
the feasibility of each vis a vis available
and achievable [inances, and then
choose between them.

Drawing Reasonable
Deductions

The factors discussed above are some

which would need to be considered for
most business plans, but they are by
no means the only ones. Depending on
the nature and complexion of a par-
ticular business and business environ-
ment, a number of additional ones
would have to be selected.

The functional part of analysing
these factors 1s drawing the deductions
from each of them. Like in an opera-
tional plan, each statement of fact has to
be questioned with regard to its impact
on the plan, ‘So What?’, till you arrive
at a deduction, which will be an action-
able outcome. Remember, different
factors may lead you to conflicting de-
ductions. For example, while the ‘Loca-
tion’ factor may lead you to a conclusion
of the suitability of a particular site as
ideal, the ‘Finance’ factor may preclude
it due to excessive rentals. Such contra-
dictions are to be handled by retamning
them as separate alternatives, and sub-
sequently examining feasibility and
overall effect of carrying out each.

This kind of an examination 1s
carried out in the examination of the
‘Courses of Action’, which will be
covered in the next part of this series.

Lt. Col. Agarwal is now the Director of
Mavrik, a strategic consulting and
[raining organisation

e-mail: rohit@mavrik.in

i e e et




	scan0004
	scan0005
	scan0006
	scan0007

