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8 Action Plan and Contingency Analysis 

 

8.1 Specific steps to carry out the plan 

The business plan establishes the feasibility of the venture.  In this chapter the steps necessary 

for transforming the theoretical plan into a living business will be exposed.  Essential to this 

starting process are (1) laying the foundation to build and expand market share and (2) 

recruiting students.  As can be seen from the chart, actions can be clustered into three phases: 

the organizational phase, the starting phase and the post start phase.  

 

Table 16, Mile stones 

 

 

 

8.1.1 Actions before start phase 

When the initial decision is made to start the business the first step will be establishing 

contacts with Taiwanese and German universities to develop them into partnerships.  In 

Taiwan, the first approach will be towards professors from NCCU through personal contact, 

NTU through referral of students, and three to five minor universities based on personal 

networks.  SIDA will be introduced as an intermediary for studying in Germany with strong 
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ties to Taiwan and extensive German networking.  Professors will be offered informational 

sessions embedded in classes.  Setting up agreements with German universities will be more 

challenging.  The first school to work with will be the University of Applied Sciences in 

Bingen since the founder is already in contact with the administration as well as academic 

staff for exchange programs.  The second school we intend to partner with will be the 

University of Mainz, the school the proprietor graduated from.  Further close contact will be 

with the University of Mannheim which is leading for German language classes to prepare 

foreign students to prepare for studying in Germany.  With these three contacts it is believed 

we can get referrals to other schools in the South-Western region and extend the network.  

 

The financial analysis shows a financial demand of 85,000 NTD for year 00 and of 220,000 

NTD for year 01 until the break even point is reached.  The start-up financing for year 00 will 

be covered by initial investments of the sole proprietor.  The demand of year 01 and year 02 

will be financed by loans.  Loans run independently on a yearly basis will reduce the risk of a 

failure and especially the financial burden in case of a bankruptcy.  The interest rate in 

Taiwan for business loans in the rage of the desired amounts of 300,000 NTD is ca. eight 

percent.  

 

8.1.2 Actions at start phase 

As corporate design of the company, the abbreviation “SIDA”, the Chinese name as well as 

the colors orange and black will be dominant in all materials.  Design and development of the 

website will be estimated at 20,000 NTD and should take roughly one month.  The content in 

all three languages as well as picture material and outline will be given to the developer.  As 

promotion materials have to be printed business cards, 50 posters size A0 and 500 flyers.  To 

professors and media a press release map will be sent, heretofore the print run will be 30 

issues. 
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8.1.3 Actions post start phase  

Goals during the primary stage are the development the promotional materials.  Making 

potential customers aware of the company will be the next step.  This will be achieved by 

direct approach on campus and promoting the website.  The sales target is gaining a market 

share of 10 percent of all students going to Germany based on the 402 students who studied in 

Germany in 2004 number, consequently 40 customers within the first year of operation.  After 

partnering with selective German universities the firm intends to be the most reliable provider 

of Students from Greater China.  

 

8.2 Resource Allocation 

A strategy works only until the first strike and every reaction by the combatant results in 

modification.57 Therefore the assumptions for data analysis may or may not last more than a 

quarter of a year.  Having a worst case scenario in mind, a more conservative data analysis 

has been elaborated in order to establish whether the business could still be profitable under 

less favorable conditions.  Since in this case the assumptions are wrong, no data will be 

plugged in to create a different scenario.  Rather with a resource allocation all available 

resources that are necessary to make the firm profitable will be stated.  The basic allocation 

decision lists the items required to fund the plan along with the level of funding.  Since the 

current strategy will last until the first quarter, the starting costs will not be modified and have 

to be seen as sunk costs.  All costs incurred within three months of the first start up phase will 

be scrutinized if the projected numbers are missed by more than 25 percent.  

 

The contingency allocation is made up of two rankings.  One is a priority ranking of items 

excluded that could be funded when more capital is available.  The other priority ranking 

states the items included and which items should be sacrificed when less funding is available.  

 

                                            
57 Heltmuth Graf von Moltke 
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8.2.1 More budget available 

 

Since the budget is solely generated from sales, it depends on the number of customers.  An 

increase in budget will appear along with a larger amount of customers leading to a higher 

total number of working hours.  From the current estimation a freelance worker would be 

necessary with the beginning of the second year of operation.  As long as the demand for 

communication in Chinese can be handled by students working on a free lance basis, a regular 

staff will not be employed.  Offering a full or part-time position would only be considered 

when the administrative work could not be managed by the founder any more.  However, the 

firm is not expected to expand to this extent within the first three years of operation.  

Furthermore, current budget planning only allows an investment of two to three percent of the 

sales revenue back into promotional activities.  This is due to the firm having limited income.  

If the income would increase the promotion expenditures would increase accordingly.  The 

company’s variable costs per services rendered are very small so with higher sales revenue 

the profit would increase.  The increased budget would be used to payback the loans and be 

reinvested in promotion.  A stronger customer base might lead to growing contacts with 

universities and consequently more business trips (especially a second overseas trip to 

Germany).  Correspondingly, this would result in substantially higher expenditures for 

overseas travel expenses.  

 

8.2.2 Less budget available  

A smaller available budget would be the result of a negative gap between the estimated and 

actual number of customers.  In this case the hiring of a free lance worker would not occur (at 

least not on the projected hourly basis).  Therefore the payroll would decrease significantly 

starting with year 02.  Another variable which could be scrutinized is traveling expenses, 

especially regarding the overseas trip.  A critical question becomes be at what point would a 

new business loan not be recommended anymore and instead ending the operation becomes 

the better option.  The key figure here will be EBIT (Earnings before Interest and Taxes) or 
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operating profit, respectively.  If the gross revenue after two years is still not sufficient to 

cover the costs for services rendered or sales and general management expenses, it is 

foreseeable in the long term the business will not achieve the desired revenues. Hence, break-

even point will not be reached within the third year of operation.  In this case additional loans 

would not only be necessary to cover the interest rates and amortizations, but also to finance 

the operations.  

 

8.3 Potential liabilities and barriers to success 

While the market for our services is burgeoning, SIDA cannot ignore the potential pitfalls of 

operating an international business.  The following short list of external factors may have 

impact on our ability to compete: 

• Economic environment in Germany and the Greater China region 

• Political environment in Germany in relationship to trade with Asia 

• European Union Immigration and Naturalization policies 

The distribution of information is not an internal factor of the company but to some extent 

under its influence und controllable.  If students can obtain all necessary information 

combined and don’t need to use professional agencies anymore, the service will become 

obsolete.  A potential risk is here involved with inversion of word of mouth.  Since there is 

barely an opportunity for intellectual property protection for the information the agency 

provides, students can share the given information.  Of course material distributed can be 

protected under copyright, but illegitimate copies are nearly impossible to avoid.  

Furthermore, the operation of the agency might be harmed if German universities refuse to 

cooperate with private organizations.  A reason for this scenario might be negative experience 

with private institutions in China.  As a consequence the DAAD might extend its services, 

especially the use of the website uni-assist.de.  However, in two one-on-one interviews at the 

University of Applied Sciences in Bingen, Germany, it appears that private relations are far 
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more important in building the service agency.  Mr. Bastiné director of administration and 

Professor Glinka, responsible for academic interchange, both have years of experiences with 

students from China and pointed out that schools and students rely heavily on previous 

experiences.  Especially true for smaller universities (Germany has a total of 332 universities) 

is the fact that the selection process of foreign students is largely determined by referrals and 

not an automated procedure.  SIDA’s expansion strategy targets universities in Germany’s 

south western region, where the founder has personal contacts.  Therefore the integrity of the 

company will play an important role.  

 




