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How Do the Troops Usually Make Use of a True War Drill
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War games are commonly used by the
military to evaluate strategies, explore
scenarios and reveal unexpected weaknesses.
American ships and aircraft have just
begun two weeks of war games in the
Gulf. prompting protests from Iran, and
last week South Korea carried out an
annual computerised war game exercise.

Might war games deserve a greater role
in business? Military analogies abound in the
corporate world. Plenty of bosses look to Sun
Tzu an ancient Chinese general, for manag-
ement tips. And in business, as in war,
outcomes depend on what others do, as
well as one’s own actions. Yet many firms
fail to think systematically about how rivals
will react to their plans—and traditional
planning does a poor job of taking competi-
tors’ responses into account. says John

McDermott, head of strategy at Xerox,an
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office equipment company. Corporate war
games, which simulate the interactions of
multiple actors in a market, provide a
better way to do so.

Such games have two chief characteri-
stics.  First, players break into teams and
take on the roles of fierce competitors
(and sometimes other citizens. such as
customers) . Second, the games involve
several turns. allowing competitors not
just to draw up their own strategies but to
respond to the choices of others. Their
popularity is rising. Booz Allen Hamilton
(BAH) .a consultancy, is running 100 war
games a year, up from around 50 three
years ago. Open Options,a Canadian stra-
tegy consultancy. has been going since
1996 and its revenue doubled last vear.

BAH introduces a quantitative element
into its games, calculating the effect of
each team’s strategy on their company’s
profits and stockmarket value at the end of
each turn. Open Options takes a further
step. To help Xerox understand the market
dynamics of the print and copy industry,it
ran a one-day workshop in which teams
from Xerox took the roles of the big
companies in the market, itsell included.
Each team identified the things * their”
company could do to change its strategy
and drew up a list of its desired outcomes;
these “preference trees” were shared with
the other teams. The results were then
pumped into Open Options’ proprietary
software tools, which played out interacti-
ons between the companies and produced a

range of possible outcomes.
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Mr. McDermott says the game's pre-
dictive power was astonishing: one forecast,
that a company would start to acquire a
certain group of assets within the industry,
came true within six months. By shedding
light on areas where companies have diffe-
rent priorities, the concept of preference
trees helps to highlight potential tradeoffs,
as well as competition. Open Options cha-
rges North American clients roughly
$ 100,000 for an engagement.

The secret of successful wargaming
does not simply lie in mathematics, how-
ever. Interaction, not algebra, is the best
way to win support for a new strategy.
Gameplayers must be senior for the same
reason— although having the top boss on a
team can stifle feedback. Strategies also
have to capture competitors’ hard to quan-
tify corporate cultures: when designing a
game, BAH seeks out employees at its
clients who have actually worked at comp-
etitors for that reason. But perhaps war
games’ greatest value lies in the way they
encourage managers to think differently
about the consequences of their actions.
“To know your enemy, you must become

your enemy.” as Sun Tzu would say.
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Mr. Linton commissioned me to take
the boy home early.on Catherine's pony;
and, said he, “As we shall now have no
influence over his destiny.good or bad, vou
must say nothing of where he is gone, to
my daughter: she cannot associate with
him hereafter, and it is better for her to
remain in ignorance of his proximity; lest
she should be rest-less, and anxious to visit
the Heights. Merely tell her his father
sent for him suddenly, and he has been
obliged to leave us. ”
Linton was very reluctant to be
roused from his bed at five o'clock. and
astonished to be informed that he must
but 1

prepare for further travelling;
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softened off the matter by stating that he
was going to spend some time with his
father, Mr. Heathcliff, who wished to see
him so much, he did not like to defer the
pleasure till he should recover from his
late journey.

“My father!™ he cried, in strange
perplexity. “Mamma never told me I had a
father. Where does he live? I'd rather stay
with uncle. ”

“He lives a little distance from the
Grange,” T replied, “just beyond those
hills: not so far, but you may walk over
here when you get hearty. And you should
be glad to go home, and to see him. You
must try to love him, as you did your
mother,and then he will love you. ”

“But why have I not heard of him
before?” asked Linton. “Why didn’t mamma
and he live together, as other people do?”

“He had business to keep him in the
north,” 1 answered, “and your mother’s
health required her to reside in the
south. ”

“And why didn’t mamma speak to me
about him?” persevered the child. “ She
often talked of uncle, and 1 learnt to love
him long ago. How am 1 to love papa? 1
don't know him. "

*Oh,all children love their parents,”
I said. * Your mother, perhaps. thought
you would want to be with him if she
mentioned him often to you. Let us make
haste. An early ride on such a beautiful
morning is much preferable to an hour’s

more sleep. ”
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T attempted to persuade him of the
naughtiness of showing reluctance to meet
his father; still he obstinately resisted any
progress towards dressing, and 1 had to
call for my master’s assistance in coaxing
him out of bed. The poor thing was finally
got off, with several delusive assurances
that his absence should be short; that
Mr. Edgar and Cathy would visit him, and
other promises. equally ill-founded. which
1 invented and reiterated at intervals
throughout the way. The pure heather—
scented air, and the bright sunshine, and
the gentle canter of Minny, relieved his
despondency after a while. He began to
put questions concerning his new home,
and its inhabitants, wit greater interest and

liveliness.
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Once upon a time a country mouse
invited his cousin, a town mouse, to stay
with him for a few days.

The country mouse lived alone under a
hedge in the corner of a field. His straw-lined
home was dry and warm and he lived there
simply and safely from one year to the next.

When the town mouse came to visit,
the country mouse made a great fuss of
him. He gave him the best straw to sleep
on and fed him with all the choicest things
in his larder. There were grains of wheat
and barley, walnuts.cheese rinds and even
little withered red apples that he had
managed to carry home from the orchard.

The elegant town mouse did not seem
impressed by all these good
things. He looked as if he hardly liked to

sit down and only nibbled disdainfully at

to be

the food the country mouse put before
him. As the evening drew on he grew more
and more restless until at last he said:
“My dear mouse. how can you bear
this plain, dull life? Nothing ever happens
here,does 11?7 You should see the place 1
come from. There is always something

going on there. The streets are full of
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