SITUATIONAL ANALYSIS





A: The story





The origin of this exercise lies in Tunisia where it has been applied with young rural women. However, the ”Situational Analysis” bears much potential to be applied elsewhere in other environments which seem to be more complex. 


This exercise utilises one key tool from the ”participatory action research” (PAR) toolbox, namely the ”participatory drawing” which has been tested in urban areas as well. While drawing the close environment of the planned business, the participants deeply reflect in how far the different facets of the environment could be harmful (threats) or helpful (opportunities) to their emerging projects.


Experiences with this exercise have been overwhelmingly positive. Its present position in this Manual, i.e. in the ”Identification of project ideas” module, might be altered according to your requirements during a CEFE training programme. There is scope to do this exercise during the ”environment” sub-module because it helps screening the environment. Likewise, there are good reasons to offer the "Situational Analysis" during the ”marketing” sub-module because competitors as well as clients, suppliers etc. might clearly emerge on that drawing, hence helping the participants to design their strategies for launching the business (product or service) at the correct place with an adequate price structure utilising an appropriate promotion.


This exercise gives a clearer picture to the participants as far as the direct (neighbourhood) environment is concerned. Usually, although living in this environment, they are not very much aware of the different factors which could render the entrepreneurial life easier or more difficult. It’s rather an attitude of being an object of development as compared to the active shaping of the environment which CEFE would like to ”incubate". 


�
B: Basic information





Objectives of learning�
�
�
Basic objectives to be achieved by participants


�
The participants


discover their micro environment in terms of opportunities and threats for their businesses


become aware of the forces influencing their businesses


get prepared for the market study by identifying factors of importance for their businesses within their environment�
�
Additional objectives of a higher level depending on the situation and the current conditions of the target group�
The participants


understand the necessity to position themselves continuously vis-à-vis their direct environment 


are able to apply a tool allowing them to visualise important environmental factors


are able to identify a relevant marketing strategy based on the perception of clients’ needs, competitors’ locations and other relevant environmental factors�
�
Uses�
Product identification


Environmental screening


Development of a marketing strategy�
�
Developed in�
Tunisia, 1995�
�



�
C: Further Information





Time�
2 ½ hrs�
�
Preparation of rooms�
enough working space for all participants (tables) to allow for independent drawing�
�
Requirements�
�
Trainers/assistants�
1 trainer, 1 assistant�
�
Didactic aids to prepare�
environmental map of one trainer (optional for demonstration purpose)�
�
Materials for the trainers (during the exercise)�
none�
�
Materials for the participants (during the exercise)�
1 flip chart paper for each participant


markers of different colours �
�
Important conditions of the room�
enough light to allow for accurate drawing�
�



�
D: Learning Process Overview





Step�
Time�
Most important contents�
�
Introduction�
10’�
Instructions about how to draw one’s immediate environment�
�
Individual work�
40’�
Participants draw their environment in the form of a map�
�
Presentation�
70’�
Presentation of the individual maps and feedback�
�
Processing�
25’�
Analysis of the maps regarding potential influence on the planned business.�
�
Generalising�
05’�
Understanding intimately one’s environment is the indispensable prerequisite for acting appropriately in different situations�
�



�
E: Integrated Learning Process Organisation (ILPO)





�
Step�
Time�
Most Important Contents�
Activities of Trainer�
Range of Possible Activities of Participants�
Required Materials�
Hints�
�
Introduction�
10’�
Instruction to draw one’s immediate environment�
explaining�
listening�
situational map drawn by the trainer (optional)�
Introduce the exercise as an opportunity to learn more about one’s direct environment.


In an urban context, the map might take more the shape of a ”mind map” depicting environmental factors as bubbles (see F).�
�
Individual work�
40’�
Participants draw their environment in the form of a map�
observing;


providing individual help�
drawing�
flip chart paper for every participant;


markers with different colours�
Remind the participants to draw the map as complete as possible (i.e. market areas, meeting points, suppliers, competitors, shopping centres, public institutions, own house and/or workshop, roads, hospitals, general stores, banks, churches/mosques, border lines, indication of distances).�
�
Presentation�
70’�
Presentation of the individual maps (5 minutes each) and feedback�
leading the discussion;


asking questions�
presenting;


discussing�
individual maps of all participants�
Encourage questions by other participants; link to other presentations.


If maps seem incomplete, guide through questions so that important environmental factors can be added, if necessary (see list above).�
�
Processing 








�
25’�
Analysis of the maps regarding potential influences on the planned business.


Key questions:


Which are the specific features of your village (suburb)?


Is there anything missing on the maps which could indicate a business opportunity?


How do you assess the situation regarding the competitors, their locations and products offered? Which conclusions can be drawn from that?


Are there any places of interest which you should know better in order to be able to do a more comprehensive planning?


Where do your potential clients live, what is their income, their buying habits, their demands, etc.


Can the existence of competitors and the clients’ desire change your product idea?�
questioning;


leading discussion;


writing on the flip chart�
answering;


discussing


�
flip chart;


marker�
The maps should have been pasted on the wall during the preceding step so that they are always visible during the processing.


Note relevant answers on flip chart.


Give the participants the opportunity to add missing features to their drawings at any point in time (or at a later stage).


Sharpen their view on the competitors’ analysis to prepare them for the market survey.


Public places or meeting points could be excellent selling points particularly for ambulant vendors.








Clients’ analysis is the most important issue in many small enterprises; allocate sufficient time for an in-depth discussion.


Reiterate the importance of the exercise for the product development.�
�
Generali�sing�
05’�
Key message: understanding intimately one’s environment is the indispensable prerequisite for acting appropriately in different situations.


Which factors in the environment would you perceive as positive or negative?


How should you react on positive (negative) factors?


What to do if you know that you lack contacts (or knowledge) regarding some environmental factors?


What about the environment outside that one drawn by you? Do you see any marketing / supply possibilities or any potential threats? Which ones?


How do you assess an entrepreneur’s necessity to screen his/her environment from time to time?�
leading discussion;


asking questions;


writing on the flip chart�
listening;


answering;


discussing�
flip chart;


markers�
Usually, the picture of a ”spider in the net” (entrepreneur in his/her environment) is nicely understood by the participants to comprehend their task of making use of their network or to establish one which is beneficial for their enterprises.





Make them understand that opportunities should be made use of whereas threats are to be avoided as far as possible.








Draw their attention on influencing factors outside their direct environment (government policies, taxes, devaluation, import/export regulations.





Ask them to take home their maps and complete them from time to time if new contacts / factors emerge.�
�
Synthesis�
�
See list of articles referring to this subject�
�
�
�
�
�
�
F: Hints for preparation, typical situations and dangers





���������������


As indicated already in the text, there are pros and cons regarding your own preparation of a map as a sample. On one hand, it provides some basic ideas for the participants regarding the visualisation intended by you, on the other, your direct environment might not be similar to theirs, hence they might be misled in taking factors into account which will not occur in their maps. Remember, that more often than not, participants tend to copy examples given by the trainer.


Participants in urban areas might find difficulties in drawing all details of their environment (because it’s quite complex) so that you can allow them to apply the ”mind map” technique (see box), i.e. starting from a central ”bubble” (circle) indicating their enterprise they draw straight lines ending in more ”bubbles” carrying the name of the respective environmental factor.


Some participants believing they are weak in drawing need special encouragement! Finally, it’s not the art but the completeness of the map that counts. 





�
G: Variations





1) Alternative uses and objectives 


During the later market survey preparatory stage, the maps can be utilised again in order to learn about competitors, suppliers and clients to be contacted.


After the market survey, the maps will help again to analyse competitors (products’ prices, selling habits, promotional attitudes, service quality, etc.) and clients’ needs (buying habits, where they buy, how much they spend on the respective product, their income situation, etc.) which leads to the development of a marketing strategy (the 4 P concept comprising product, price, promotion and place; or the 5 P concept if the person is included).


2) Minimising/Maximising


The identification of competitors in the direct environment can be maximised into a competitors’ analysis (compare with ”Detect the niches” for the parameters to be applied).


The notion of opportunities and threats (in preparation of the SWOT Analysis) can already be introduced during this exercise. The different environmental factors are screened in terms of potentially positive, negative or neutral influences on the business. The respective ”plus”, ”minus” or ”zero” symbols can be integrated into the drawing.


3) Substitutions


Flip chart papers may be substituted by A4 size paper. This would greatly hamper the presentation process because visualisation is rather poor, and hence the intended feedback  by co-participants and facilitators would be less significant.
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