In the last issue we analysed how
relevant factors are examined for
drawing relevant deductions.
The next step in this logical
sequence 1s to determine what
are the ‘Courses of Action’ that
are available to us to proceed. In
his article, we will analyse how
he various courses of action are
formulated and evaluated to
nally arrive at the best possible

ourse. This selected course of
action is finally converted into
an outline plan.
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Making Business Plan?
Learn from Army

m Lt. Col (Retd) Rohit Agarwal

he crux of formulating a Business
Plan, as that of carrying out an opera-
tional appreciation, 1s the evaluation
of the different options available for
proceeding towards achieving the
desired aim. These options are thrown
up by the environmental or unchangeable factors —
terrain in operations and market conditions in business
— and the variable factors such as availability of re-
sources or finances. Having carried out the detailed
examination of all these factors as described in the
earlier parts of this series, a fair estimation of the
various options available can be made.




Gourse of Action

A “‘Course of Action’ 1s nothing but an
option or method to be adopted to
achieve our aim. A course 1S an out-
come of all deductions from examining
all the factors, and combining comple-
mentary deductions into one particular
approach to solving a problem or un-
dertaking a task. Given the different
variables and imponderables involved
in operational as well as business plan-
ning, such a detailed examination will
very rarely throw up only a single
course of action. There will invariably
be a few choices, some of which will
appear more attractive than others on
closer examination. A word of caution
—1in case your analysis so far results in
only a single course of action emerg-
ing, it means either you are missing out
on some aspects, or that there 1s one
specific aspect that i1s acting as an
overwhelming influence in your plan-
ning. In such a case, it would be
worthwhile to re-examine the informa-
tion and factors to see if examining
them from a different angle can gener-
ate some other options.

In an appreciation, each course of

action actually reads like a mini outline

plan. A typical course of action would

look something like this:-

Course 1 — I should:

@ Attack at night.

® Use artillery to neutralise objec-
tives before attack.

® Capture the objectives in three
phases in the following sequence,

employing a company for sac:

phase — (sequence of capturs’

@ Keep one company as reserme —on
each of the phase, recycling mooes
for the last phase.

Other course could be variations =
the timing of attack, the sequence o°
capture, the quantum of troops ==
ployed, combined in possible permz-
tions and combinations. These can ==
seen as a series of conclusions =2
have been arrived at through deduc-
tions drawn from the factors comsic-
ered. For example, the conclusiem
about attacking at night has been ==
rived at from the deductions abou: t5e
fact that there 1s no cover or vegetaton
to conceal the movement. By succes-
sive ‘so what?’ questions, we arrive 2=
the conclusion that since movement ==
the day will be easily detected by 1=
enemy and will result in heavy casuz'-
ties, we must attack at night. All the
conclusions thus arrived at are ar-

ranged in an actionable sequence o
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whether to acquire a franchise. Here,
some decisions may be dependent on
the alternative selected in the other
aspect. For example, the location may
dictate whether it would be more pru-
" dent to buy and rent the premises. On
the other hand, if you already own a
suitable property at a particular loca-
tion, the location can be taken as de-
cided, and the other aspects would
revolve around the options available
for that particular location.

Selecting Bnurse_' of
Action

Thus, starting out with all the different
courses that are possible, we need to
bring ourselves down to two or three
courses of action which differ substan-
tially on the major aspects. This 1s done
by an iterative process of decision
making on the smaller factors as you
narrow down to your major decision
points, those which make a substantial
difference to the manner in which you
will be able to achieve your aim.
Once we have narrowed down to
the two or three courses of action, the
‘examination of courses’ is carried out.
In the case of a military appreciation,
there is an intermediate step which 1s
‘Enemy’s Courses of Action’. These are
examined either before or after own

courses, depending on which side has

the initiative, i.e, which side is attack-
ing. In the business plan situation, while
we can expand the analogies to include
the reactions of the competitors or the
customers to fill in this space, this may
not really be prudent. Firstly, the cus-
tomer reactions are imponderables
which cannot be accurately predicted
or gauged, unlike the reactions of an
enemy force, which would be along a
few predictable lines (reinforce, counter
attack and so on). In the case of the
competition, this would in all probabil-
ity not be a single entity like the enemy,
and different segments of the competi-
tion would affect our courses differ-
ently. Thus we can dispense with this

The entire process of carrying out an appreciation can be summed up 1n the

following diagram:-

part of the appreciation and directly take
up the examination of courses.

Examination of courses takes place
in the form of assessing the advan-
tages and disadvantages of each by
turn. For example, in the Course-1
outlined above, the examination could
be as follows:-

Advantages

@ Proximity to college and offices is

likely to ensure good customer

traffic.

Initial investment would be lower.

Loan would not be required.

Will be able to take advantage of

brand value.

@ Will have access to premium prod-
ucts.

Disadvantages

® Sales would slow down during
college vacations.

® Students likely to spend more time
and order less.

® Possibility of students creating
trouble.

® [Landlord can ask me to vacate
anytime.

® Will have to pay a part of my prof-
its as franchisee fee.

A similar examination of each of
the courses that we have narrowed
down to will give us a fair idea of
which of these would be the best
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course of action to follow. Essentially.
hereafter the process would mnvolve
taking a prudential decision based on
all the inputs and analysis that we have
systematically carried out so far using
the appreciation methodology. In a=n
appreciation, the selected course of
action would then be translated into an
‘Outline Plan’, which would be a morz
detailed version of the selected course
of action. We can similarly translai=
our selected course into an outline
business plan.

It would have become very appar-
ent to the reader, having gone through
all the parts of this series, that appre-
ciation is nothing but a very logical ang
systematic procedure for decision
making.

The ready adaptability of this pro-
cess to suit the requirements of formu-
lating a business plan would have bess
appreciated by the reader. The advan:
tages of following an orderly proce
dure like this for planning are that ¥
enables the channelising of the thoug™
process of the planner. It also maks
sure that all relevant aspects have bees
considered while formulating the pla=s

Lt. Col. Agarwal is now the Director &
Maverik, a strategic consulting and fraimis

organisation. E-mail: rohif@mavriks
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