
This is a book about the future. 

t does not make predictions or teach you h □w t □ do 

today's society that 

ell you how to predict inflation ur 

l depend on Mid-East DJ. l .: ... ! ., ..... .i. ·_.1: _____ ._ 

whether the Japanese will continue to dominate high technology 

whether the Asian Tiqers or maybe East Euruw~ 

be .bout the future 

,..j.; 
, __ !J. 1 nc: going to discuss 

particular kind of future. world where people and 

organizations strive to reach objectives. But it is also a 

world of finite resources, where there are times when we can 

our goals only by ~eeping our competition from realizing 

Although this may sound like war, many situations in 

months ago, I had to replace a clothes dryer. I walked int □ the 

store with money, and walked out with one dryer. 

achieved its goal -- a sale -- at the expense of all the 

This is conflict, without violence and without 

To the contrary, everybody involved in the immediate 

transaction, the salesman, the store owner, my wife and I, came 

The conflict here was between the 

manufacturer~, 1n the decisions they made involving features, 

styling and price. Resolution was achieved not an the 

battlefield, but by me, the customer. 



Th e futur e that the ma nufacturers are interested in is my 

and on similar decisions made by 

you and me and thousands of our fellow customers every day. 

v-.iha.t 

.L .. .. 
t. i,.J 

not just pred i ct or r0~rt to it. 

How to make the future in 

a competitive or conflic t situation come out your way. 

about prediction cannot help you with the future. 

.1_;._ ··-
i...i 11:::: 

Making competitions or conflicts come out your way is the 

domain of strateqy. The core, most basic concept in strategy, 

and what makes it different from planning or scheduling, is the 

presence of an intelligent and one must presume motivated 

C (Jif1p E•t. :i. t Cir· .. This is why strategists avoid predicting the 

-f Lt t U.t-· E 1 n 

:t 1_ 5(:!' II E'\/En, 
• 1 ·1 
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you ' re really saying that your competition is stupid and cannot 

think at anything else to do. 

Competitors and customers. How to make your version of the 

future come out on top . In a word, winninq. 



v,2ry c::<ld .-,,: J(•r:I: :i.n hu.ini-:<. n 

down the books □ t the Old Testament (particularl 

Chronicles, and others of that era), Chinese scholars were 

collecting observations and rules of thumb int □ The Art 

TZi...i. War occupies a place 

s required readinq in schools 

around the world . We shall return to it many times 

S□ people have been writing about strategy 

prevail □ ,er the competition, r 
T L..ii at least 2,400 years. 

c □mpet ti □n we call war. 

hing to teach us about business? [ The answer 

g~~ §§, has very little in common with business. 

topic we will examine in some detail, but for now, consider that 

1n war, if you defeat the enemy, you win. In business, you can 

d □ whatever you like ta Lh~ competition, but if the customer 

buys his product anyway, you ; --·····-·· 
J_ LJ'::::-1:.-:.'" 

We will take a different tack 

competition that involves groups of people under conditions of 

great stress and uncertainty. So is modern business. 

lessons people have learned over the years to win under these 

conditions that will also help business leaders? 

premise of this book is that there are such lessons, and that 

they apply to any situation where groups of people compete. 

This is the only reason for applying lessons of war to business. 



I 1rst ran acrn~s the theory behind this b □□ k when I was 

taffer in the Pentagon in the early 1~/Us. 

Air F □rce C□ l □nel, Jahn B□yd, was just beginning his 

a fighter pilot who flew jets 1n 1n Korea, then 

( 
c~mpetiti □n and conflict aver the last 2,500 years. 

that what best described winners was s □mething t 

□bserve-orient-□ ecide-act (0-0-D-Al l □□ps m □re rapidly than 

Corps adopted this theory and wrote it int □ their □ as1c 

0-1-D-A_Lo□ps_and_Bus~ness 

Meanwhile, I had left government and moved into industry. 

Boyd and his group were obviously on to some powerful ideas, but 

tl··,ei,-· focu,,;;. 1FJ0:, g . There were interesting 

wasn't struck by any underlying grand theory. 

wr □te Thriving_□n_Cha□s. Although he never used the term 

J 

world seemed straight out of Boyd. 



arted appearing in Peter 

the same time, the business press, from the Harvaid 

_ ·1 . ... 
J_ l;;:. 

also began publishing articles on how fa3ter 

help businesses cut costs, improve quality, and 

-/- -!---. ···.·1·· 
1-.1 lC'. • ... 

than simple analogies. 

.... ! .. !. ............ . 
~::l. I __ j ! i.:::.'l....i!' tased on su1cess 1n combat but which 

--- ... _, ······-L }-.- ; __ .!. •:::~'::::- '.i 

is, on improvement, .: J .. 
J. L t:.D 

outpredict or outthink the competition. Instead, we get smart 

the Ofportunities 

But even thir is too passive. 

of the Japanese car makers, suggest that 

.... r 
lJT 

allow us to exploit opportunities, but as we will 

explore in great detail, they actually create them . 

And that is the theme of this b □□ k. If you do the hard 

work of creating a fast and opportunistic business 

1..--Ji 11 v-.Jl n .. You will win not because you are smarter, or 

or more technologically astute but because you opponents 

In the first chapter. we will explore a famous battle, 

any conflict where one opponent appears to roll over the other. 



more tanks, aircraft and artiller 

hiqher level of techn□ l □gy as well. 

better tanks than the Germans, and considerably more artill! 

H□w did they manaqe t □ lose? We'll consider this 

···.·1·· 
:;::•. '·-

.plcited the ;ame basic principles. 

L. • .. Ji! ·r 1 :i. Ct." Many common techniques □f strategic planning actuallv 

do more iar m than good, exactly in the same manner that their 

What does produce a winning strategy? 

plores Boyd's concept of 

agility both from the standpoint of strategy an □ fr □m the 

underlying organizational culture that allows one to employ it. 

may bather people who consider strategy merely a form of 

Actually, the idea of strategy used here both 

encompasses and opposes planning. Yet, it traces its roots to 

successful leaders from ancient China t □ the present day. 

Chapter V returns to the cultural foundations □ f strategy 

and specifically applies them t □ business. It turns □ut that if 

y□u lo□ k at what the strategists of the blitzkrieg said about 

their organizational climate, and what the most su!cessful 

Japanese and Americans say, they are describing the same 
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}_ t 1 s the applica t ion □ t 

to busines~, and again, the best competitor 

th0.• ..•... - .. ...... ·1 ·· -
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to Archie Bunker, to modern business. 

in business to =:plore the basi~ source macer1als of strategy. 

the 

eat novelists, and 

you should c □me away with 

the conclusion that there 1s probably nothing that you cannot 

int □ your competitive advantage. 



NOR THE BA1TLE TO THE STRONG 

bread t □ the wise, nor yet riches 
understanding, nor ...... J .. 

yi.:::! L 

skill; but time and chance happeneth t □ them all. 

• 'I :I 

the trenches formed, as the allies belie ✓ ed they must the 

the dense Ardennes Forest 

·I /I 
.I.···;· '.I they were across the 

It all seems so simple, looking back □nit now. We 

write it □ ff t □ England and France sleeping while Germany 

Dr we imagine that the German armies won through 

□ f their weapons. In fact, none □ f the above are strictly 

j 



Althouqh she was still recovering from World War 

France was well aware of the threat to the cast. 

spent 12 . 5 billion Francs □n the Maginot Line that 

protected her eastern border from Switzerland to the t □wn 

of _ongwy, not far from the strategic cit 

losing battles of 

these totaled 135 divisions, r □ughl 

... _,.. .. ,.-, , ,.,._,. .. _ 

-:::•.::::-::.::, , __ ,_ 1;1•:;;; that the German tanks were so superior 

swept the French from the field. 

surprised to lear that one for one, the French tanks were 

Germany, □n the other hand, had suffered under a ban on 

tanks imposed by the allies from 1918 until Hitler's rise 

t □ power in 1933. Catching up proved slow , and she did not 

produce her first fully modern tank until 1939. 

armies still had only 349 of this desiqn by May 1940. (Ref 

In addition, France had a great advantage in 

artillery, which had been the main killer on the 

battlefield in the last war. 



and so had had eight months to get ready 

t cannot be said that the German tactics were a 

Before the war, both British and French officers 

;· ··-·"· TLlf ;--n11·1 d 

✓en surmised that the Germans might 

To guard against this 

p ossibilit y , th e French Second and Ninth Armies took up 

along the Meuse River 

•- - , •• I 
,:-..:1.\ I U 

calculations had shown that the Germans would need nine or 

ten d ays to br i ng enough men and artillery across the 

limited roads in the Ardennes to force a crossing. 

would allow French commanders plenty of ti me to bring up 

more heavily armed reinforcements. 

To summarize the Allies· position, they knew an attack 

was coming, and they knew where it was coming--in the 200 

mile gap between the Maginot Line and the English Channel. 

In this area, they had about the same number of troops as 

their enemy, and this in an era when one was supposed to 

need a three-to-one advantage in order to mount a 

successful attack. 



Military history will tell you the details □f what 

each division did on each day of the battle. 

the attac~ers able to make it work? Was it Jwst luck, or 

was there some underlying strateqic principl 

C) i...i. I" c_ ::::, 1. -f 

L ..... I ... ! .. 
l...i {::i. Lr ... 

You may be tempted to 

the French and British had had the God's-eye view shown in 

the map, they could have easily bottled-up the German 

thrust through the Ardennes. 

operating along interior lines against an enemy who had 

divided his force. 

Of course, no one was privy to the real map while the 

battle was raging. What the commanders had, at best, was 

information about the enemy within a few miles of them. To 

make things worse, much of this information, as the 19th 

Century military philosopher Carl von Clausewitz observed 

about information in all wars, was wrong. 

misunderstandings, errors in passing data from one person 

to another, catching a glimpse of trucks and reporting 

tanks, seeing our tanks and reporting theirs, the effects 

4 



This was what people on both sides had to work with, 

som?how the Germans had evolved a way to Luµ~ with the 

As for the French, panic and confusion seem?d to 

attle progressed. 

withdrawl from the west bank of the Meuse 

for example, where 

the nearest German tanks were still trving to get across 

About 36 hours later, the French First Armored 

Division was movinq up to attack the German penetration. 

As they stopped to refuel, Rommel ·s 7th Fanzer Division, 

jDin,:~d 

did something that character1~~~ blitzkrieg warfare. 

the fruits of victory, he proceeded to use his advantage in 



to neutralize his opponents' 

. . • -, 
,• ... • .. : .. 

,.. ...... . 
.. r LJr 

These two incident were repeated, on larger and 

ales, hundreds □ f It 

hose these tw□ week to grant a monopoly 

Ui . ..!.T:. 

',i;:::, 

looking at what the F ench commanders were telling P~~h 

themsel~c~ on having established new lines to ~P~l □ff the 

The situation was improving and the enemy 

Tb=~P are terms from the First World War, where in the 

last days, the Germans devised tactics similar in many ways 

to J .. :. .. -·· 
LI !I::.:' Tht.:c, 

as Churchill ·s memoirs make clear, that these attacl 

always ran out of steam and new front lines always 

But this time, the war was fouqht on different 

6 



The iEsue turned □n the time factor 
French counter-movements were 

repeatedly thrown out qear because their 
timing was to□ slow t □ catch up with the 
changing situation The French, trained 
in the sl □w-m□ti □n methods □ f World War I, 

unfit to cope with the new 
temp □, and it caused a spreading paralvs i ~ 
among them. (Ref Liddell Hart, 

was to emplov mobility as~ psJchological 

t □ kill butt□ m□ve 

perple/ to cause consternation, doubt and 
.□ nfusion 1 n the rear of the enemy 

In other words, the purpose of the blitzkrieg strategy 

then 

In an article in the April 

Review, Harvar □ professor Georqe Stalk wrote of ~ famous 

the b 1 it z kt- i eq .. In Yamaha built an enormous factory 

and announced that it would become the world's largest 

motorcycle manufacturer. At that time, the h □nor was held 

by H□nda, who had no intention of relinquishing it. 

Many American companies, I suspect, would have 

challenged force with +urL~ and built a factory even larger 



o ~er c apac i t y woul d h a v e 

t h e re wou l d have been t h e massive layoffs we see in t h e LI. 

S. auto industry today. 

An _Alternative_to _ the _Obvious 

Honda, however, chase to attack throu gh speed and 

E,ci :i. l :i. ty. Y □u can read the details in Stalk's article, hut 

had in the beginning. In contrast, Yamaha was only able to 

Yamah a l o oked dr a b and 

hum iliating sur r en □ er, publi c ly stating that ''We want t 

Why was Honda able to turn up the wick and outdevelop 

Yamaha in new models by 3-to-1? Stalk ' s analysis is 

rem3 r kably similar t □ Liddell Hart's and Fuller's: 

Employing a strategy concept u ally the same as t h e German's 

in the Blitzkrieg , Honda used speed, □r more accurately, 

decision cycle time, to create chaos i n the marketplace and 

th 1:::,n E·,-:plc,i.t :i. t. 

liJh 2. t •. s ____ T o ____ Com1=.· 

S i.ne e the end of the Vietnam War, there has been 

considerable research into the phenomenon of 

8 



more ag il e, comp e tit or defeatinq 

why this happens fairl often, both in business and in 

war Of course, it 1s no arrident, and there are some 

cJ. .: ........ 1.. ·-· 
.!. !1(-::.-t. t. !:::.' 

will sug gest some addi .ional sources to help vou broaden 

;··•,r .. ,;:::, 
·,•: .. ··---



I I 

!--·!e· th E1t ,•iuu. l d r· 1 ... 1n h :i. '='=· c ump an\/ ur: v :i. !,, :i. bl e: + i g u.r- E:~:: ·"' l c:,n E' 

will su□n have neither company n □r visible figures to 
1,•JDI' .. k ,.•.J :i. th" '' \;J. (,.J. Uc: h ,:,~r- ken b i:".C h ., q uut :i. n q f,.J. Ed ,•Ji:,1' .. cl,;;. 
Deming (Ref: Sc:herkenbach, 44) 

The highest 1eve1 school in the United States Army 

If yuu pick up any copy uf its journal, 

the bottum o~ the front cuver, VDU 

will ~~ - ~ the following words: 

We alcn have no intention □ f glorifying war, but our 

purpose for studying it is equally practical, if somewhat 

We want to l □ok over the shoulders of today's 

most innovative strategists and see what we can learn that 

will help win in business. 

We need new theories if for n □ other reason than 

the business world, conventional thinking gave General 

Motors a $50 billion bill for automation, while GM's market 

share during the 1980's fell by one-third .. 

1n 



It followed the logic that 

since we cannot predict exactly what 

l □□ k like, we nee d to find qeneral patterns □ f winning that 

.I.. .... 
~- - ! . . .J 

Ii i/.)h :::,·i·· 

l_ i_c: 

Thi s , c t he subjec t of the 

which w111 h~~~ its answer on 

t □ b e defined in the next chapter . 

d □ a much better j ob, however, of e~plaining why a g ility 

plays a central r □ le in strategy if we spend some □f this 

chapter t □ introduce a widely used alternative. 

Calcul_ati_ng _Vi_ctory? 

One logical way to approach the question of how to win 

would be to employ step-by-step analytical technique that 

Thanks t □ the great increase in computer processing 

in the 1 -::1. '=it . ····· -- ,.-· ·-
,'" ·-- ·-·-• __, '! 

people, particularly in the Pentagon, have done just this 

and built computer models that try t □ predict the outcomes 

of future conflicts. 

11 



Articles describing the limitations 

reader may want tn look at Charles 

Actually, the great 

adroitly shift the question t □ another problem, that is, ta 

with this criterion largely because years of relative 

peace, combined with enormous budgets, have transformed the 

Pentagon into a place dominated by weapons developers and 

In buying new weapons, we justify their L □~ts by 

the better weapons our enemies will field in, say, ten 

The assumption is that a force the computer rates 

hypothesis that will we return to in a few pages. 

12 



To calculate etfectivenes 

forces under consideration, t he enemy they 

.--~.,.~,1·.·.! ',.·.·.',-,<_=.• ,.·.-_c-.,,-,c·.',·.•,.tions of the war. -f E:i. C: E•:• •~ , ~ 

usual1v includes four Gtaps: 

J. 

Yi:'R,vt: 

-----> 

'-/.~ 
...l.>jl"fi"IWReT 

~tStJi.-o/ 

bQA....,; 

1 C...DI\/C'.LIA 10.11{ S 

3. 
;VlltN•PvL-~ ,i: 

M4r-ll~TlCJ\ L­

M 01>a.__ 



Incidentally, many methods used in business, particularly 

the same pattern : create computer methodology, put in 

numbers, interpret results. 

Why might adopting strategies based on computer 

modeling techniques fail to pick winners? The specific 

answer, of course, would depend on .actly which computer 

sense, however, thev cir~ all subject to problems at each 

1 Our study ot the problem (in war or business) 
a.11 the pertinent relationships 

Our mathematical model might not accurately 
capture these relationships 

The manipulations inside the computer might not be 
performed correctly (bugs in the program) 

4. We might draw erroneous conclusions when we 
translate the model ·s results back into the real 

To illustrate what can happen, am going to construct 

simple military model, point out some of the 

implications, and then ask you to accept that these factors 

will apply to a greater or Jpcspr degree, to any computer 

simulation □ f combat. 

_anchester's Model 

The most basic factor common to all models, military, 

business, □r whatever, is that they follow purely 

mechanistic laws. In fact, for the methodology used t □ 

calculate losses in most military models, it 1s apparent 

14 



in any particular engagement who is going t □ win 

and who is going t □ be whittled away int□ nothingness. 

To begin to create our m□del, we will need s□me 

Let's suppose the tw□ sides are called Red 

and Blue, and let: 

weapons □n the Red ~lUP 

at the start of the battle 

weapons □n the Blue cirle 
at the start □ f the battle 

200 (for example) 

effectiveness □f an individual Red 

. 5 (again, picked for illustration) 

b effectiveness □tan individual Blue 
!;\If:":!~!. p u n 

.--·,;:::· 
·- " .. :: .. _ _/ 

battles and current exercises, for example) convinces us 

that at any p □ 1nc during the battle , l □sses □none side 

equal the product □ f the effectiveness □ f the other side's 

weapons times the number of weapons that the □ther side 

Suppose □ne □f my weapons can destroy 1/2 of an enemy 

weapon every minute (or equivalently, one enemy weapon 

every tw□ minutes). i.n one?. minutri, .... I' 
LIT mine c:uuld 

destioy une enemy weapon, four could destroy tw□, ands□ on 

-- the product of effectiveness (1/2 in this case) times 

the number I have. 



Thus when the model begins, Red's losses will be: 

Red losses - Blue Weapons times Blue Effectiveness 
.. ::'.{)(.) ti f"f'IF!~. ., :?::_:.; 

Dur model will compute Red l □~se~ and Blue losses, 

maybe even minute by minute, subtract t~c== from each side, 

make other adjustments, recompute, mal.e more adjustments, 

(Footnote: Although this model is quite simple, 

it Something very much like it l1es 

buried at the heart □ f many models used by the Department 

Just looking at the numbers, you might guess 

that the two sides are evenly balanced. =•· 1 1 ._ ... ...... '} 1 DSSE?S 

on both sides are the same (both equal 50). 

cDntinue the game, and draw graphs of how many forces each 

side has left at any time, we get sDmething like this: 

16 



Th- 1s, Red not only disappear s but he ~u~~ s□ ver 

q~Jic:kl\.,. .. mathemat1c1an, he would know that 

t □ predict wh □ is going t □ win in this type of model, y □u 

have t □ look at effectiveness times the square □f the force 

~□rce ~ffectiveness 

.J •• .: ·-·······-I__ J. flit:::~::• 

~or Blue, . 25 times 200 times 200 

Hence, the Lanchester-square technique. 

from the very beginning who was going to win. 

were going to base our strategy on this model, we would 

build a large furL~ of low-to-moderately powerful weapons. 

But would our force win in an actual war? 

Strateqy_bv_Machine 

In other words, when we translate the model 

into the real world, does it make any ~Pnsp? Does it give 

us anything useful for strategy? The answer depends on 

any strong resemblence to what we find in real war. 



As □ur first clue, ~=\ yourself this: 

Red commander just sit there and take it? Would y□u? 

Strangely en □ugh, there have been times in history when the 

loser annihilated himself, exactly as the model predicted. 

Let's examine some of these cases to ~PP what type of 

str~t=gv they represent. 

Cmid-1700s) up to the end of WW I. This time in history 

coincided with the great increase in destructiveness 

brought on by modern technology. As a result □ f his famous 

charge, for example (Battle of Gettysburg, Jul 

Confederate General c:1.bou. t 

men in his division, while failing to take the federal 

This is not glory, and this is 

certainly not strategy. 

A particularly famous incident of this sort occurred 

during the Crimean War (between Britain and Russia) in 

At one point in the Battle of Balaklava, the 600 

guns of the Russians. Despite horrendous losses, the 

British continued their attack. Only 150 made it back to 

their own lines, leading a French observer to note wryly, 

••c·e~;t maqnifique., 1T1c, c'.-?.st n.-::!! pa.s; 1a quer-r-e.'' 

magnificent, but it is not war) British Poet Laureate at 

thEi timEi, r\l+r·r2d Tenn-../sc;n, 1t.Ja.s less amu.s<2d: 11 Soff1Eion 1::? hic•.d 

18 



. \. !{11;::.' 
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l._.) i;;:;! l ... 

qets his people attritted to dust, he deserves the 

something useful, we were gu i ded towards a 

what we did, we studied the problem, warfare, in this case, 

....... ....... ! .... ·, 
~::!. lifi .... 11...1 t-:.' J. 

and t hen ran the model on a computer. Looking back at our 

.-·:·.·; .-·,!··-.·l·· 
ill.I. •._.-_-_111' .. 

latch onto the first point. Our model has only a few 

relationships. We put 1n nothing, for example, to account 

for different types □f weapons, □r for resupply, or 

movement rates, or a hundred other factors. 

problem is that our mo□ e1 1s too simple. 

Now it is true that every modeleer worth his 

however, we continue along this line of reasoning, we will 

soon notice that the models get bigger, and more expensive, 

but they still exhibit mechanistic beha ✓ iour, more complex 

perhaps, but similar to, what we found in the basic 

Lanchester equations. Problems arise because the more 

corr:pl f~>: the rr:odr."!l btc,c □m1£:s, thE~ m□r-e t~ ::,l ,.~ ~ have 4-,::, ~ 

at the other end of our problem list, where we try to 



-----------------------------~ --- -·· -- --------- - -

interpret what the results of the model mean. 

□ f equations are involved (assuming, □ f course, that all 

the programming is correct -- Problem 

the larger your model becomes, the more factors you can 

account for, but the harder it also becomes to relate the 

a decis□n maker can find plausible bases for 

any attempt to add 

adding detail will lP?rl to a corresponding increase in 

all of the attendent problems we have mentioned. 

Many defense analyses conceal spurious content 
beneath protective layers of mathematics and 
statistics Stacking details and complexities 
in an effort to capture reality simply has not 
resulted in much useful or productive insight. 
( !? E· f 13 r- E· 1,AJ E? y- ) 

In fact, many models in wide use today conclusively 

prove that the Arabs defeated Israel in every war since 

1947. 

The_B~itzkrieg_Wasn _·t_A_Flu ke 

There is a sayi ng to the effect that the battle is not 

always to the strong, but that's sure the way t □ bet. If 

by stronger, you mean bigger, or more advanced 

technologically, you are going to lose your bet fairly 



Strateqist down thr □uqh n1s~ory have held the 

examples, the noted Chinese strategist Sun Tzu Cc. 4th 

Japan's favorite strategist 

the 17th Century samurai warrior-philosopher, Miyamoto 

Musashi) A larger 

jealousy, and, panic. 

is done in the next chapter 

For now, you can see the truth of Sun Tzu 

looking at how often the smaller side has actually won: 

Quite Often the Smaller, or Less Technologically 
Advanced Side Wins 

Arabs vs. Persia, Byzantine Empire, etc. 

Mongols vs. China, Russia, Moslems, etc. 

American Colonies vs. Great Britain 1 775--17[~ 1 

Germany vs. France & England 

Israel vs. Arab States 

Algeria vs. France 1954·-1961 

Vietnam vs. United States 1958·-17T5 

Afghanistan vs. USSR 

Cha.cl v~::. L.i bya. 17ff7 
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Any good b □□ k □n m111tary history will repay many 

hours of browsing through these wars. One striking fact ,c 

that the great generals of history almost always fought 

outnumbered, especially during the periods when they 

phenomenon that has fascinated strategists is that a winner 

1n one period can forget ever 

1975, then three vears later became bogged down 1n a 

□ ecween 1947 and l~/~ and wins. Yet the Israelis were 

forced to retreat from Lebanon, and their mighty army has 

yet to deal with a c1v1 1an uprising, the Palestinian 

The point here is that these real world events are 

exactly counter to what models would have us believe. It 

isn't that models fail to produce useful strategy. It is 

that their misuse can produce some very bad strategy. 

strategy, which is intended to produce winning results, 
j~ 

appears to depend on something other than the physical 
A 

dimensions, like quantity of high tech weapons, that models 



In May 1863, during the Civ1 War, the Confederate 

cavalryman Nathan Bedford Forr~=L finally cornered a Union 

Colonel named Streiqht. After a suitable display of force 

by Forrest's troops, Streight igured the game was over and 

honorably surrendered his 

4UU. He wa~ still demanding 

his guns ba1.k when Forrest put his arm around him and 

That ~urL □ f thing wins wars, and as we shall s~L, it 

wins 1n business as well. 

What do strategists sa 

Perhaps Lanchester Does Not Describe 
rc;:E,a.1 VJat-

''Mystify, mi~;lt:,ic'ld <:a.nd sur·pr-i!,.i'=2. '' ···- '.3ton1::.~v•Ja.ll ,Ja.ckson 
(Ref: Liddell Hart) 

"Float likc::c a. buttc~r-·\=l\i, ·stinq likc~ a bf.:ce .. " --
Muhammed Ali, world 
heavyweight boxing 
chc•.mp i on 

Notice that not one held that you win by multiplying 

weapon effectiveness times the square of the number □f 



weapons (or some such). In fa1.t, the things that these 

capture in a computer program, since it is di ficult to qet 

silicon to panic. 

A former commander of .... ·1 1 
t::t.!. .!. Army troops in Europe, 

war qames and map exercises because the primary determinant 

1n these exercises 

F\::11 k) The models could only capture what 

could be easily quantified, and had to gloss over such 

a~ generalship, training, and fatigue. 

difficult but strategists insist □n, include: 



Thinqs We Want To Have On Our Side 

Models in_Business 

L .. i:--::-~ -:J. cl i:"::-:, ;--· ·::::. h i r::; 

l···! ,;:~ r .. ffi D r··1 \/ 

T. c:: ~-::,_ rn v-. .: c:; i .... k 

Sieze The Initiative 
:f{E, f)t:::c r-:·1:::i t:. :i. 
{\pp::-:?~J.i'- (.\fnb i. (_;_iU.(JU.':::-

Expl oi t Opportunities 
Cr .. E-~ a. t. t·? '.'.:'.; u. t' .. p ,,- :i. ~=- F:? 

The~e ln The Enemy 

_ .... _ ' . 
::-.::, C .:;:;_ p E:~ i:_;_l D -:::'. ·c. 1 n (J 

[: Ci r·i -f l . ..i. :::. i C) r-·1 

I certainly have no objection to model building, since 

I have spent the majority of my professional career in that 

DCCUpEtti on. There are many perfectly valid situati,::.ns that 

ca.11. f o!'- rr:odE0l. :.o cind otht=,,1,- 11 ha.,-d 11 a.nal yti ca.l t.E•chn i qu.E,i;. 

Where we really d □ understand the underlying physical 

pru1.-~~--, as in an engineering simulation, we can extract 

relationships and build m,::.dels that make useful predicti,::.ns 

and which may provide answers that we can get no other 

r;c: 
..::..-.. J 



does n □t concern strategy. Here we encer the arena □ f 

:i. + i:,,. ;nud E:- l 

□r any technique, is to guide strategy, it must capture 

those things that are important in winning aqainst 

hostile intelligence. 

things like the size of the opposing forces and the l=:=! 

of technol □qical sophistication of their weapons. 

~1~0 seen that except for military blunders, neither ot 

of h~ttles down through history. 

Could the same be true of buainess? 

it 1s possible to model at l=~=t one factor that military 

strategists say contributes strongly to victory, the 

effects of faster decision speed, a subject we will spend 

considerable time □n in the coming chapters. 

model that illustrates decision speed was invented in the 

late 1950s by Jay Forrester at MIT. Hi~s " indust.iria,l 

Stalk) Yuu can learn some useful things from models like 

On the other hand, suppose you decided to base your 

business strategy on a model, industrial dynamics or 

whatever the consultant has sold you. 

,-·, , 
.,::.o 

In other words, you 



are going to commission a model of your compan y , t hen you 

will base your decisions that concern customers and 

competitors on what the model says. 

First, we must confront the four problems from earlier 

in military models, 

:r eeping in as we attempted to capture 

more and more rel 

your business model would have to be terribly complex to 

capture all the maJor interactions within 

This assumes that you could con~1nce yourself you had 

indeed captured all the significant interactions. Think 

How would you know? 

Also in common with military modeling, you would have 

to consider your human opponents, whom, in business, we 

So it's not only the interactions 

within the company, but your model would have to predict 

with high accuracy how customers and competitors will react 

to anything your company does. Who do you know that has 

equations (that work) for this? And don't forget the 

And foreign governments. 

Next, let's l □□ k at an aspect that 1s vitally 

important to a company but which is rarely considered in 

military modeling. Most companies like to see improvement, 

and practically everybody today has some type of program 

underway designed to achieve continuous improvement, what 

the Japanese call kalzen, in their major operations. 

l 
( 
I 



Unfor tunatel y , your model isn going to help you muc h 

E ✓en if d □ne perfectly, your model would only 

the current company system. 

information on h □w entirely new systems and concepts would 

affect the company ' s performance. If y□ur company, f or 

perfect model □fit, □ LI c □uld twe ak 1 ~ 

ide ~ on how to imprc ✓ e that system, bu.t 

n □ insight at all into what might happen if you installed~ 

''pul 1 1
' or·· 1

' iu •:-1_--J 1:···· tirr:r~ 11 
:::. err,. For this, the compan y 

go out and measur e t he values it needed from the cur ren t 

despite my arguments, and built the Great Strategy 

competitors build one even 

better? Maybe steal yours? 

Econometri.c_Models 

Some readers may have noticed a parallel between my 

views □n using models and similar analytical techniques as 

the bases of strategy, and the debate over using similar 

methodi as the foundation of economic policy. In ·fa.ct., it 

is precisely in this area that Forrester s modeling 

techniques have found their greatest acceptance . 

Essentially, these programs consist □f thousands □ f 

equations that cire supposed to describe the relationships 



between various c □mp □nents ot the economy. 

be~ ~0t of equations that ie the inflat ion r 

prices, and another set that rel~t0c unemployment to 

housing starts, and so □n. The i dea 1s that □nee a ll these 

by □ne-half point, and the model will tPll y □u the effect 

on unempl □\ment (or whatever). 

Unlike mili tary model where we hope we never get 

to check our creations against the real world 

.L J .......... . 
LI i 1:::.'1l1 '! as we say in the trade), 

does to the discount .! ...... 
LL.1 

S□ you m1gn~ think that by now, someon 

would have invented a model of the economy t~~t works. 

Play with the model until you get a result you 

like (or can live with) and then implement the policy (the 

model inputs) that produced it. 

W~j, then, are we greeted evening after evening by 

c □ngr~ssi □nal debates on whether something as simple as a 

capital gains tax cut would be good for the economy? 

it increase the deficit or stimulate investment? It all 

depends on whether you like the models run for the Wal.l 

Street Journal □r those paid f □r by the N~~ Ygct T~mes. 

Why should this be the state of affairs? We have 

spent a lot □f money on these models, and the best are all 



based, to the extent possible, on relationships we actually 

observe in the real world. Maybe the problem is, as I ha•= 

suggested for strategy that modeling itself is the wrong 

technique t □ use. 

This ra~p is eloquently made b; Nobel _aureate 

Frederick Hayek in his b □ok, The ~ata\ Conce~t. Hayek ,c 

inveighing against the notion of ever being ahlP to plan an 

economy that wor~ He argues that the formal planning 

methodologies which are essentially models of how an 

economy works -- do not capture what really drives an 

economy, things like the daily competition between, and the 

resulting decisions made by, thousands of competitors 1n 

each sPrtnr of the economy worldwide. 

beforehand (as we would need to in a model exactly what 

these decisions will be or which ones will prove 

successful. Every businessman thinks at the time that he 

or she ,c making good decisions, but many, of course, will 

fail. 

This is the soft, messy, impossible-to-model but 

critical aspect of the economy, and it was the attempt to 

ignore it, to deal only with what could be quantified and 

controlled, that lead to the fiasco of communism. 

lnside_the_C□mpany 

Hayek is a theorist of macroecon □m1cs, of the economy 

as a whole. But if we look carefully, we can find pieces 

of his work echoed by those who study micr □ec □n □mics, the 
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Edwards Deming, recognized by the Japanese as one of the 

main forces behind their success (and after whom they named 

their most prestigious award, 

Deming's name comes up, pe□p1e usually think □ f hard 

tech niques such as statistical quality c □ntro1 

these principles 

Institute Leadership; Drive Out Fear; 

'.liminate Slogans, (Numerical) Targets, and Exhortations 

f □ r the W□rk Force ands□ □n. N□ne even mention the word 

I·f you look ... .! .. 
C'. I_. what the business journals have been 

publishing, you find much the same thing. 

example comes from the series of articles in The Harvard_ 

Q~§i□§§§_B§Yi§~ written by Kenichi Dhmae, Managing Director 

of McKinsey & Co . 's Tokyo office, surveying the modern 

state of the strategic art. In his third article, Dhmae 

took on the question of what actually helps companies win. 

His conclusion: that companies succeed because of things 

like motivation, creativity, persistence, and what he calls 

softer variables like values and skills. (Ref: Ohmae) In 



other words, things very much lil.e what appeared in 

One more example, this time from practicing 

Although many still pride themselves on only 

working with the hard data, others recognize the role □~ 

judgement and insight. One such study, Dartmouth Professor 

James Brian Quinn's research on senior manager 

J E•nt:. 

t □ quantitative modeling techniques or perhaps 

So it should be clear by this point that formal 

proven, will not provide us the basis for strategy 

will not produce victory time and again, where we face 

thinking, motivated competitors . There must be something 

of the rest of this book. 



I I I 

WHAT AGILITY 1c AND 
HUI/! TU UET IT 

slip around past the formation ... then break the 
E~ r .. 1 c:! rn \_; + c; r- rn .:::"i. t: i D r-·1 1 r··1 T. c:i in r::• a. r-·, i r·: t_~J 1 E:! ::; ·:::; ch u. r-·1 I . ·:::. t. i""t a. t. c.:! i c! r-1 .. t 
know that they were doing t.1-.. i E:· \/ -r o 1...1_ q 1·•·1 t 

t. i .. ·1 F:::• C) r-i 1 
(Urson Scott Card, 

Do not n~se your ~lrateqies on becoming lary~, than 

your competitors or spending more on technology than thev 

You may at times do these ver things, but they should 

be t~ctics for the occasion and not the fuLLIS of your 

So how do the winners do it? The first thing to 

notice is that in war, it does not usually pay to challenge 

your opponent in his strength. The bloodbaths in the 

trenches of World War 

Balaklava on a monstrous scale, those terrible battles 

killed hundreds of thousands of people and gained no 

strategic purpose. We have already been through that 

experience in this century and we do not need a repeat. 

We can generalize this principle. 

chapter, we saw that to create a computer model of combat, 

J •• ·-· cu proceeded according to 

predictible, mathematical patterns -- that combat forms a 

(Ref: Gagliano) We also found that on many 



the smaller or less technologically advanced 

side won, :onf □undinq as it were the predictions of the 

The reason was that these smaller forces achieved high 

le~els of thinqs like morale, harmony, and initiative. 

This allowed them to act decisively when opportunities 

arose for surprising the enemy, avoiding his strengths, 

The end result was 

did not become predictible systems in the eyes uT 

their larger opponents. 

a computer, you c3n be defeated. 

how does the smaller J .. r·, 
\.. .· 

He doesn't always, □ f course. The Confederacy lost to the 

Union, Poland lost to Germany, and Germany eventually 1ost 

to practically the rest of the world. But the fact that 

the smaller side wins at all, and not infrequently, is what 

excites our interest. To start to answer the question of 

let's take a r]n~Pr look 

initial case study, the blitzkrieg. 

Kev_Attributes_□f_the_Bl_i_t~krieq 

The rest of this chapter uses concepts derived from 

the blitzkrieg to illustrate several principles of 

Some people may object, citing the_ terrible 

crimes committed by the Nazis against whoever did not fit 

their mold of acceptability. By using German strategy, 
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and their own words to describe it, ar we not condoning or 

even glorifying Nazi actions? 

This is not my intention. The reason for studying the 

blitzkrieg is that it was the case m□st intensely examined 

by the American defense strateqists who derived the 

strategic concepts in this b □□ k. 

brevity □ f the camp3i □ n and relat1vel 

casualties, both □ f these ,n c □ntr~st to the years-long 

bloodbaths which had been 

Another reason wny 

This allowed the type □f give and take needed 

to develop a coherent theory of what happened. 

other armies use these principles today, notably the 

Israelis and a number of guerilla movements, few of these 

were willing t □ sit down and go int□ great detail on 

strategies, which, particularly in the case □ f the 

Israelis, they were still employing. 

Thus the blitzkrieg provided an almost ideal case 

study for the strategist, despite its connections to an 

abhorrent causP. By noting what American researchers saw 

in the German str3tegy. and why it worked, we can begin t □ 

derive ideas that will prove useful in other competitive 

endeavours, namely business. This is our only purpose. 



Af er the war, American strategists g □t the 

nrrnrtunity t □ talk at length with many □f the 

practici □ners □ f the blitzkrieg. Amidst all the war 

stories, a pattern became clear: 

1940 lay in the German system for dealing with people; t 

was cultural, rather than technical. 

From his c □nver ati □ns with the German 

generals, and his study of their e:.periences, a retired US 

Air F□rce colonel, John R. B□yd, extracted the following 

four concepts as the major factor underlying the Germans' 

Key Attributes □f the Blitzkrieg 

Einheit -- Mutual 1 i t.ETa.11 \/, unity 

Fingerspitzengefuhl 
chaotic situations 

Intuitive feel f □r complex and 

P,uftxa<;:J --- Miss:i.c,n; cl "c:ont1·-c,ct" bet1tJe£~n s.upet-i □ t- c•.nd 
s.ub.rn~ din ate 

Schwerpunkt -- Focus and Direction 

You don't have to be a tank commander in central 

Europe to exploit these cultural properties. Col Boyd 

political campaign, or, of course, an army. This climat,? 



competitive advantage to any group ··- , .. 
l __ _iT 

Chapter V will discuss in detail how these 

principles apply t □ b~siness, so f □ r now, let 

brief first look at the various components. 

Mutual trust underlies e~erything. 

written for military leaders. Go get the one by retired US 

Army Colonel Mike Malone (which would be a good idea 

anyway) and read the advice this decorated combat infantr 

leader gives young officers and NC□s. 

everybody. In the heat of battle, there just isn't time 

You have to trust your people and 

subordinate leaders to do the right thing under the ~tress 

c:.f c:umba.t .. But, and this i~ the key point, this trust 

cannot just be wished for □r assumed. 

through some period □f training and working together, as 

the German Army did between the two world wars. 

It is no accident that trust heads the blitzkrieg 

1 i s.t. One of the primary inventors □ f the blitzkrieg was, 

oddly enough, a British strategist, J. r C. Fuller, whose 

works before WW II were carefully studied by the Germans. 

warfare, he also wrote that '' ... the essential factor in 

primitive tribal warfare was concord between members of the 

tribe ... Normally the same holds true among civilized 

(Ref: Fuller, 73) 



If there is a universally accepted truth in militar 

science, the fundamental r □ le played by trust may be it. 

our hundred years before Fuller, Sun Tzu had 

The Arab historian ibn 

Khaldun, wh □ 1s general .redited with writing the fi, 

echoed this theme 1n 1 

pr □ven to make f □r superiority is the 

(Ref: ibn Khaldun, 230\ 

Thus German General Heinz Gaede~ , when asl.ed about 

.l .. 
L 

what makes a good commander, replied that first, they did 

J.. ··-LU 

During its period of greatest triumph, from 1956 to 

1973, the Israeli Army went to great lengths to build 

rr1ut t.\i::, 1 t r·us.t. You could not, f □r example, come into the 

army as an officer. Everybody started as an 18-year old 

From among this crowd, the best were selected to 

become NC□s and finally officers. Now here is the critical 

While they were moviAg up, from squad leader to 

platoon leader and company commander, they generally ct~yPrl 

in their original units. All □f the officers and 



sergeant~ sh_ ed a common background, knew each other ' s 

strengths and weaknesses, and could communic3te rapidly 

using very few words. 

So perhaps it is ironic that today, some Israelis 

credit einheit for much of the success of the intifada, the 

largely unarme□ Palestinian uprising that is causing Isra0l 

it 

years of organizing within 

einheit has proven stronger than the factional rivalries 

that had divided these leaders before they were Jailed . 

The leadership of the intifada earned mutual trust 

through their shared experiences in prison. 

military leaders acquired it through a similar crucible, by 

working and fighting alongside each other during the 

constant crises and frequent wars of the country's early 

Such a furnace of experience appears to be a 

necessary ingredient in forging a strong bond of trust. 

B□yd concludes that to be most effective, training and 

shared experiences must gradually expose the organization 

to more and more complex and dangerous situations so that 

people finally learn to trust each other in the confusion 

o·f conflict. The result can win wars: 

Through the long years of fighting in hard 
conditions of dangers and privations, our officers 
and men have loved each other like blood brbthers, 
sharing hardships and joys together, united for 
life and in death. North Vietnamese Defense 
Mini ~.;ter"- ',Jo Nquyen Gi a.p ( l 96 :l) ( Ht:.~f: Gi .:::,p, 
12:~:-- l '.:c'!4) 



thi propaganda , published for our 

But that's the point. This is what Giap thought 

would impress his English-speaking readers. HE! d:i.dn't nE .. ve 

the technology or the size to go head-to-head with the 

United States, but his message was that he wasn't going to 

fold easil y , either. And in fact, he didn't. 

Finqerspitzenqefuhl 

fingertip feeling, it is usually 

its owner an uncanny insight into confusing and chaotic 

The U.S. Army's senior tank officer r~11~ it 

North African campaign, the British ascribed this seemingly 

again, the Desert Fox would suddenly appear out of nowhere 

to sr2ttPr British units and sow terror and destruction. 

As General Gaedcke described it, at the right moment, 

step int □ their airplane or vehicle and go to the critical 

point of action to see whether everything was in order 

or, occasionally, to really . shake things up." (emphasis 

a.c!c!ed) (Ref: Gaedcke, 26) 

Zen and other oriental philosophies talk at qreat 

length about intuitive knowledge, but they also stress that 

it comes through years of experience and self discipline. 
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In medie ✓ al Japan, Samurai warriors practiced with the long 

sword until it became as an extension of their arm. 

the fiqht starts, you haven't time to stop and think about 

the fundamentals. 

The_Contrac _of_Leadership 

Once your team has achieved fingerspitzengefuhl by 

individuals and einheit among them, then you can practice 

Although hierarchies are n □t the 

ype of human organization, I am going t □ use terms 

I, this bothers you, 

(:.:Join,;J tu E,·,,;k tD ht?l.p a.c:complish it" few 11 su.brn--dinatF2. 11 

In any case, auftraq was designed to allow maximum 

room for individual initiative, while still accomplishing 

Auftrag can be thought of as a contract between 

superior and subordinate. If I am your superior, and I 

order you to disrupt and delay enemy forces east of XYZ 

river, you have two choices. You can accept, in which case 

enemy forces east ot XYZ river get disrupted and delayed. 

There ,c n □ excuse for anything else, even if you and all 

your men get killed trying. Note that how you accomplish 

the mission is up to you, within any constraints that I put 

into the oir·df..~r-" 
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Your other .hoice, if you believe that v □u do not have 

the resources to carry out the order, or that it is just 

plain dumb, is to challenge it. The German system 

encouraged this. but □nee agreement was reached, the 

superior could assume that the mission would be 

is effective only 

elements as mutual trust and an intuitive sense □ f 

Under einheit, I know what you can do, an □ 

trust y□u to d □ it if you agree to it. You trust me not to 

order you to do something that you cannot do □r th~t will 

all know these things? Because we have trained and fouqht 

together over an extended time and earned einheit. 

make these decisions very rapidly and accurately becau~P of 

our fingerspitzengefuhl. 

Schwerpunkt -- Focus_and_Direction 

This brings us to schwerpunkt, which is any device or 

concept that gives focus and direction to our efforts. The 

distinguishing characteristic of a schwerpunkt is ., .. , ...... .J .. 

l.l ldl_ 

other activities of the organization must somehow support 

it. Conversely, subordinates are expected to use their own 

initiatives t □ exploit opportunities, even if it means 

setting aside a previously issued order, whenever they can 
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subordinates, while at the same time harmonizing their 

Fur the attack on France , Guderian· I ••• ! .• !... ··-
i_ I 1 ':::.' 

southern edge of the campaign provided focus and direction 

for the whole operation. 

et up the allies, mentall 

attack 1n the south . 

old a concept as mutual trust. Its known r □□ts go back 

.I .. L. -­
;_i l tc.' 

expressions f □r this type □ f strategy, calling the 

-- .L 
,::..-1. L thE,· 

By 17th Century, the feudal period in Japan, the 

concept of Ch'i/schwerpunkt had evolved to a hiqh degree of 

sophistication and had taken on the psychological overtones 

that we will examine later in this chapter Cp. ) . Thus, 

the best known samurai, Miyamoto Musashi, designated the 

spirit of the opponent as the schwerpunkt: Do not even 

cons;i d0.:,r· r-i •:;ki nq a. d1:::.•ci ':3i on by col. cl 'stc;?el. u.nti l ~ you 

have defeated the enemy's will to fight. (F(ef Musashi) 

This is a very revealing statement by a man reported 

to have won some sixty bouts, virtually all of which ended 

111 the death of his opponent (not surprising, when you 

I 



consider that the samurai long sword, tachi., was - four 

;· ......... L 
T t.JL! !_. 

stong enough t □ chop cleanly through a water pipe. 1 Unce 

you accept Musashi ·s dictum as a basic strategic principle, 

then you might ask h □w t □ c3r r y it out , how t □ actual l y 

defeat the opponent c spirit. 

7 
carry out the program outlined in Table ,_, on p .. 

( 

But first, s□ you won't think that I am glorifying 

everything the German Army did, it is interesting to note 

that the Germans themselves violated the schwerpunkt 

spectacularly defeated France. In his critique □ f the 

attack on Russia, Field Marshal v□n Runstedt noted that 

instead of a clearly designated schwerpunkt against 

Leningrad in the no r th, Moscow in the center, or Stalingrad 

in the south, they simply tried all three (Ref Liddell 

( Map) Part of the reason for this 

strategic lapse undoubtedly came from the dismal 

performance of Soviet troops against Finland, and part 

reflected Hitler's belief in the i n n ate superiority □f some 

In any case, an arrogant disrespect for the 

opponent can quickly transform anyone from a winner into a 
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Jmplicit_C□mmunication 

The German □rganizati □nal climate encouraged people t □ 

act. t □ take the initiative, even durinq the terror and 

Within this climate, the principles of 

einheit and fingerspitzengefuhl make much □ f implicit 

communication, as opposed t □ detailed, written 

The Germans fel t they had n □ alternative. 

As the Chief □ f the Prussian General Staff, Field Marshal 

the □ reater risk 1s 

--- ,-- .I.., ___ .... ! .. 
UT Ll i-:;:i.l... 

explicit. (Ref: Fuller Or as General Gaedcke 

commented about his unit in WW II if he had tried to write 

1~ 1s true that the Germans did n □t always apply these 

principles well, and sometimes forgot them entirely. Len 

Deighton even claims that there was only one true 

Defense analyst Pierre M. Sprey, who conducted several of 

the interviews with the German generals, estimated that the 

climate was only fully implemented by maybe one-half of one 

percent of the army -- the small circle around Guderian 

In this sense, the 

Israeli Army of 1956 was far superior, man for man, t □ the 



Then-Lieutenant John Boyd noticed th0t although the 

best Russian fighter of the Korean War, the MiG-15, was 

roughly equal t □ his F-86 (and in some ways was even 

better), Americans won ten air battles for every one they 

iure, wart of this was better training, but even 

when we got our hands on ~iR~ later on, and flew them with 

r··· r··, _, . -· \.. . .'\ .. , 

to compile such a lopsided record. Energy maneuverability 

(EM) is a mathematical technique for telling under what 

conditions one fiqhter will be able t □ turn tighter or 

accelerate faster than another. Experience had shown that 

the fighter that could turn or accelerate better usually 

gained a decisive advantage. But even EM could not explain 

the F-86'= advantaqe because the MiG's numbers were at 

The secret turned out to be that the F-86 

had full power hydraulic controls, which is simply power 

I =-tee1-·ing -fc:;1-· ·fightet-s. ""....,t( ~ 

\ ?H thouqh thlc? MiG cou.lcl, in Cit"". C Uff1!::-t c.<n C E."S , 

tighter than the F-86, its heavier contrc:;ls meant that by 

the time the MiG pilot had his airplane doing one thing, 

the F-86 was already doing something else. 

got to use its theoretically tighter turn. 
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After a l o t of thought, Boyd decided that the -0~ won 

This meant t hat it could set up 

J 

cDnd it ion·=::- t hem before the other 

clear that a1r-·to-air 

area where such capabilities were impDrtant, and 

In most any form of cDmpetiti □ n , the 

inferred, if you can do things before the other side 

And this is the interes ing thing: It doesn't make much 

This last observation is crucial, because it offers a 

DUt D·f 

The great Olympic and professional boxer 

Muhammed Ali had said virtually the same thing when he 

like i:, ber~." It doesn't make any difference who the 

opponent is, if he can't hit you, he can't hurt you. 

To be really useful, the new theory needed to be 

extended outside the realm of air combat. 

many different operations and their associated engagements, 

Boyd synthesized his now famous (in military circles, 

anyway) 0 - 0-D- A Loop model. A participant in a conflict, 

any conflict. cycles throuqh four phases: 
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First, he must Q~§§C~§ the environment, which includes 
himself, his opponent, the physical, mental, and moral 
situation, and potential allies and opponents. 

Second, he must orient himself t □ decide what it all 
ifif:.?,~,n-,; .. Bc:i·/d c::.;,,lJ,;;; Dl~iE·ntc,ti.on i=t ' ' ff1a.n--;,/·-·'c:-idE·d, irr,plicit 
cr·c::,,:=-:=--···r·0:.,f E,r·F~nc:i. nc_:_i '' pr··oc::10,,;,,; c::,f the i n+nrrna.t ion ob<=:.1::.,1--·ved 
in the first phase. 

Third, he must reach some type of deci_sion. 

Finally, he must attempt t □ carry out that decision, 
t i ... , E:t t. i ~~;. l· .. 1 E• iTI U. '::::. t. 

Hence the 0-0-D-A loop .. 

0-0-D-A loop concepts, but for now, here are few 

introductory remark 

be more descriptive it did not 

' ' Liu uut i:,nd qet c,tll thE• in"ror·m--=1ti □ n you. C:Etn b·/ 

You can never be 

sure beforehand which stray idea will later provide the key 

to unlock some fatal dilemma. The best German strategists 

recognized that this was as important to the soldier in the 

foxhole as for a general in his headquarters. 

Balck, whose regiment was one of the first across the Meuse 

dur··inq the !Jlitz.ki~i,2(;_1, put it, ''Thie? ti---a.:ining of thr.? 

E-:a.1ck, 

In other words, everybody in your company is in market 

., .. ::..: 

intelligence (to paraphrase former Northrop Chairman Tom 

Jones), and with any luc:k, you can get your customers to 



An orientation 1s 

driven by your genetic 

heritage, the culture, your previous learning, and the 

current environment. During the process of orientation, 

your mind combines fragments of ideas, information, 

conjectures, impressions, etc. 

How well your orientation matches the 

C)IJT 

idP~G can cause mismatches (disorientations) between what 

happening and what actually is. 

Decisions transition us int □ the action stage. 

individual, the decision is usually straightforward. If 

observe and orient were done well, you just know what to 

groups, decisions can serve to set and when needed to shift 

the sch1,-1erpunkt., that they can focu s and qive direction 

to large numbers of individuals. 

Finally, something has to happen. (Footnote: In this 

properly, no action that can be observed by the enemy.) 

Keep in mind the difference between decision and action. A 

decision to act is merely an intention; action is what 

actually happens. The cycle begins again when you observe 

any mismatches between your conception of the world and the 



way the world really is, in other words, between 

orientation and reali 

If you cannot or do not spot these mismatches, and 

your orientation becomes badly detached from reality, then, 

since decision flows from orientation, your decision s will 

be wrong and your actions inappropriate. 

l u.ck J .. .... 
LLJ 

Boyd got the idea for 0-0-D-A loops (the dashes 

indicate that the steps are not distinct, but flow into 

--J-1 ... ....... . 
ULI i 1.-=r from observinq the effects uT 0.qilit·y in 

c: c::irnb .::1.t.,, 

V·-.li:1"/: A side in a conflict or competition is more agile 

than its opponent if it can execute its 0-0-D-A loops more 

rapidly. <Footnote: Chapter VII contains a slightl 

different definition> 

What Boyd discovered was that the side with the faster 

C)--0----D--(, 1 oop·:::- beqan to exert a stranqe -- ... -=•.ncl ten--if/inq 

effect on its opponent. Faster 0-0-D-A times cause the 

slower side to begin getting farther and farther behind 

events, to begin to lose touch with the situation. Pict.inq 

e>'.c.:(ctly lik(-? thr.~ ''a.";·/mn-11:::!tr-ic fa-st tr--:::-1n:;;i0?nts'' e:-:p,~r-ienced 

b y fighter pilots, these mismatches with reality cause the 

more agile side to start becoming ambiguous in the mind of 

thE: lE•:,-s c(!::Jil.e .. 

5(> 



Now, if something vital, curh as life itself, is at 

stake, beginning to lo~ track of a deadly threat can 

quickly lead to c □nfusi □n, panic, and terror (whiih was the 

party to break down. At this point he can easily be 

conception that more □r less corresponds t □ that which 

He had observed that war is Murphy's _aw 

communications become garbled, ~tt~rkc get 

bogged down in mud, the simplest activities become very 

d i -f + i C: Lt l t . 

Clausewitz goes on to say that doing things in battle 

is like moving in water. This doesn't sound too bad, but 

imagine that you are trying to escape from a pursuing 

sheriff's possee. Hounds are braying; bullets zing 

Suddenly you run off a bank and plunge into a 

As you thrash around waist deep, you find that the 

faster you try to go, the harder everything is. 

depends on moving faster, but you can't, and the harder you 

try, the more frustrated you get. It won't take much of 

this before panic begins to sink in, and your ability to 

make rational decisions disappears entirely. 
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Partly, friction comes from the natural problems of 

trving to get people in groups to w□rk together but. Cuyd 

It can be generated and magnified in the 

mind □ f the opponent and the way to do this is through 

operating at a faster decision tempo 

]. CrC)p and frustration grow in the decision 

making councils of the slower side, Clausewitz -f 1•· i Ct :i. Cin 

will gr □w right along with them. 

The Germans were able to execute and sustain fast 

decision cycles, even against the friction □ f war, because 

they had instilled an organizational climate or culture 

some of friction's effects. It wasn't that the Germans 

were smarter than the French and British, or had better 

planning, or could peer farther into the future. 

secret of SULC~s~ lay 1n that organizational climate, which 

enabled a small fraction of them to better exploit the 

chaos that would come, and in fact that they were helping 

We will return to this process and apply it to 

business in Chapter VI. Even now, however, ideas should be 

forming in your mind for using these concepts in your own 

busi ne!-::.s. As a first example of how modern orgaizati □ns 

apply the ideas we have been discussing, this chapter will 



close with a bri e f .... ! .. 

-:::\ !... 

:i. r-, c: c:,1·· po1'· at c·d E<(J i l it y :i. nt o t hc•:i. :·· c:i uc:: t:. 1·· in F,••:::. ,, 

Agility in_U~S~ Mil:i.tar· __ Doctri_ne 

The Army was the first to put the concept □ f agilit 

into formal written doctrine. 

_; __ L. 
Ll l-

In the latest version of 

of friendly forces t □ ciL 

faster than the enemy j_ -:::: t. !···: £:::-:• -f i :··· -:~ '!::. fJ l .. - E~ l.- (-::-: q U. i S i -t. t:-::• ·f C1 1-··· 

The Army considers initiative practical! 

On the other hand, they don't bring out the noc1 □n that 

agility means considerably more than just acting faster, 

the mind of its opponent. 

The H1r Force takes a more sophisticated view. 

their Basic Doctri_ne Manual makes it very clear what they 

expect to accomplish: 

Timinq a.nd tF'!mpo alloi·i ,=t--:i.E•ndly fo1·-·cE,<:::- to ''dominate 
the action, remain unpredictable, and create 
1_n·1cE?r·tE,inty in tht=i mind o-f the· E•rH,imy." 

For a strategist, this is much more powerful. I ·f you 

can do those three things, you are well on your way to 

victory in any compet i tion. 

The most advanced combat doctrine belongs to the U. 

Their new manual, Warfiqhting, lays out a 

c::- -;r 
-..J . ..:, 

C · ..... } .. 



the 

maneuver warfare entirely consistent with the 

□ f agility that we ha ✓e been exploring : 

By our actions, we seek t □ impose menacing 
dilemmas in which events happen unexpected! and 
faster than the enemy can keep up with them 
(author's note: asymmetric fast transients) 

The ultimate goal is panic and paralysis, an 
E.' r-·1 E:1 iTI \./ V·.} I ... , D I ... , .:::1. ~=- 1 c, =~- t t h E:' 1,-\1 i 1 l t: C) , .... E~ ·::; i ~~:- t. " I ' 

Thu the Marines subscribe t □ Musashi's designation □ f 

hwerpunkt as the enemy·~ spirit (see page 

this p □ int, the battle is w □n, and all that is lef 

march the prisoners □ff t □ camp. 

Agi ity is a natural concept f □ r the Marines. The\' 

f □rm a striking f □ r1.e that hopes to get ashore and 

consolidate a beachhead before the enemy figures □ut what 

Very much like creating a market niche, one 



WHAT STRATEGY IS AND WHAT 
IT CAN DD FOR YOU 

The Americans w□uld be less dangerous if they had a 
regular army. British General Frederick Haldimand, 
Hu~;;tc:,n, :i.776. (F(~+~ l•·jE·ic;_ilF•y, l.f'.l) 

xample, slightly sanitized, uf a 

little cumplicated 

simple publicity campaign. This ~~irlP the crucial 

questiun is whether it helps achieve the goals and 

ambitions □+ the company, wnere competitors are courting 

the same customers for the same dollars. A time-proven way 

□f winning in such a world, as we saw in the previous 

chapter, is to become more aqile than y □ur competition, to 

develop the ability to create and exploit confusion in 

their minds by rapidly executinq 0-0-D-A loops. In thi:.:? 

case of the publicity campaign, the ra~P is clear: Any 

0-0-D-A loop that comes across this thine is like a runner 

who blunders int□ quicksand. 

Another consideration is whether a proposed strategy 

might help further the smooth w□rkinq of the company team 

in the chaotic real world environment. 



STAR QUALITY PUBLICITY STRATEGY 
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su=h scheme , the Key Attributes of the Blitz .ri eg, in ~n 

and we will use it now as a frame □ f 

I c3n find nothing in all this that gives fccu 

and direction (schwerpun~+l t □ the effort. 

explict scheme like this leaves little room for the 

auftrag i~ designed to en1.ourage. 

•et3iled plans like ~n1s are also p □□r at devel □pina 

ver little latitude to learn by exploring new and 

different ways □ f doing things. Finally, there 1s mutual 

,_ . 
., , 11, 1, , I, 

.: J .. 
j_ I_'; 

complex, explicit scheme in the first 

hurt the company's ability to survive and qrow. 

return t □ the idea of worse-than-useless strategic concepts 

in the last section of this chapter. For now, let's look 

Dn_Vour_Own_Terms .. 

In a highly competitive environment, n □t knowing 

where you're going will get you killed. Your ultimate goal 

is to survive and grow on your own terms in a threatening 



hc,•.1·c:I 1 

Hostages survive. 

paraphrase Faull.ner is not merely to survive, but to 

Down through history, pe□ple who had enc:lurec:I conquest 

anc:I economic privation have turned and f □ught to their ver'' 

During the early Midc:lle Ages 

They ~~lout acr □ss Europe in 1096, and three years 

contingents of .nights, conquered Jerusalem. (Footnote: An 

inspiring story, but □ne without a happy ending. 

Crusaders entered Jerusalem, they proceeded to the Al Aqsa 

Mosque, where the Muslim population had gathered under a 

white flag, and slaughtered every man, woman, and child. 

When Saladin reconquered the city ninety years later, ! ....... 
111::.:.' 

could certainly have returned the favor. 

accepted the Christians' surrender and personally 

guaranteed their safe passage out of the city. Even toda.y, 

Muslim writers cite this incident as evidence of their 

moral superiority.) 

So winning requires more than just the promise of 

It must offer an idea of such power and appeal 

that people will, at times, neglect their other 

responsibilities t □ work nights and weekends and extend 



is the connotation of 

For this reason, the fi1 

sk of strategy is to defin 

These higher purpose are sometimes called 

have ~his sense □ f pur~n= 

t.C) 

going throuJh the prnr~ uT der ving your organization 

mission in life will give it an initial competitive boos 

✓ es and 1mlg1ne what your company 

I worked in manufacturing for several years, 

mc:,st ---.::i.v:i.d .... r 
LiT 

the door at quitting time. Suppose we changed things. 

Suppose we made the company such an exciting and fun place 

to work that when the horn sounded you didn't see an thing 

different right at {'.: ,_,_J .. 
T 1. f ·::.:•L" Then people would start 

filtering out, mostly in groups. Every now and then, the 

groups would stop, get into excited discussions, and a few 

people would go back int □ the plant, furiously gesturing 

about some unsolved problem that couldn't wait. 

Although this is not the only possible vision □ f ~ 

winning company, one whose people have this le·.:cl of 

c □mmittment and intiative will be tough to beat. 



~=k yourself what qets 

is usually contagious) 

involve themselves .... , .. 
..::ti... 

this level of detail. What we need t □ d □ is t □ get people 

thinking about and arguing over the type of company they 

want, and, 1n the process building the excitement and 

ffl C) \/ (-:~ 
.LI ...... . 
LI \I:::! 1n 

an idea of where we want to go, let·-

talk about strategy. In a chaotic and dangerous world, 

strategy fills the gap between our present goals and our 

Over the years, people have dev~sed many 

definitions □ f strategy. Since you are boun~ t □ get int □ 

collect definitions. Here 2: e several t □ get you started, 



r::· i i~:_:J U. I'" C::.• 

Some Definitions of Strategy 

The art and science of employing the armed forces of a 
nation □r alliance to secure policy objectives by the 
application of threat of military force. U.S. Army 
Field Manual 100-5, Operations. 

.. .. ,--
1....IT 

ascertaining the rhythm of each opponent, by attacking 
with a rhythm not anticipated by the opponent 
the use of knowledge of the rhythm of the abstract. 
Miyamoto Musashi, samur 
,_J.:"::tpE,.r·: .. 

is a deliberate search for a plan of action 
that will develop a business ' s competitive advantage 
Ci.net cornpciunc:1 :it u 

Consulting Group. 
Bruce Henderson, Founder, the Boston 

the customer's real needs . Kenichi Dhmae, Managing 

The art of the possible in a world where constraints 
force us to ch□□se between unpleasant or imperfect 
alternatives. Pentacon official Franklin C. Spinney, 
author □ f Defense Facts of Life . 

As you can see, there is no agreement on a general 

definition, although all contain the idea of achieving some 

None of these definitions are right or wrong, and 

each can provide you with useful ideas. Thi::~ qu.F~':::-ti □n is 

whether, unlike the example that opened this chapter, your 

concept of strategy will help you win in a competitive 



□nly be built from intentions; it is not a fact, or 

f □rec.ast, □r a schedule, or a roadmap to the future. 

In thi'='- buok I am going to draw 

!... --· l...i i:::.' It is an intention 

although we may plan to ciLL □mplish certain things, whether 

J_I ••• -···. .!-1-- --
i __ j li:::7/ 1. .. i 11::::' 

_,:: .--., _, 
! •:::.- ... -._,,. 

Plans deal with the future, ands□ does strategy. We 

could regard strategy a= simply an offshoot □ f planning, as 

the Army definition suggests in the table above. 

as Burns observed about the best laid one of mice and men, 

plans are poor tools for dealing with uncertainty, 

ambiguity, and con fusion -- what d i sti n gui s hes real 

business from business on paper (or in a computer). We 

need a higher-order concept that will give us a competitive 

advantage when things go awry, knowing with certainty that 

T--
1 U ::::-u.c:h a. dt:f\✓ i c:e •; 

crude model □ f t h e planning process. Let N represent where 

we are now, and F represent our vision for the future. 
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-- -- ----- ------

Tc 

build a specific to make assumptions about 

what the future will bring. In other words, we have to 

construct a scen ari.o. We can represent one such plan, with 

its embedded scenario, as a simple arrow: 

In ,..j, .... , .... '·1-
\ •. il.. .. 'l l '··· 

according to plan. 

called for us to develop a 

Of course, that scenario might 

not happen, that is, we might nct be able to develop it 

ourselves in the time required or a competitor might bring 

out one just as good while ours is still in development. 

S□ we might consider an alternative scenario, and an 

(bi:ick -·-up) to accelerate advanced 

features (for example) if we get leapfrogged by the 

N ~>F 
A 

_ii .ewise, we might have Plans C, D, and E, whic h 

account for other possibilities: 



·- ··· -····-·------ - - --------------------------- --

Similarly , we might have alternative goals f □r the 

If □ur R&D effort su•.ceeds 

product, saving □ur original design as a hedge. 

general rule, it is n □t a g □□d idea t □ bet the company □n a 

s ingle vision □ f the future. At this stage, our planning 

process looks something like this: 

If you keep this process up, you will discover two 

thinq,,;., First, you will spend a lot ot time trying to map 

''I·f this h ci.ppen·::•,, I'll do that" 

c:,thr· hii:,nd, i-f tha.t. h£,ppen:c,, I '11 do t.hi:c,. Dn the t.hi t-d 

hand., You miqht. want to add a fc:,rt.une teller c:,r a 



prophet to your staff. 

become complex very quickly Instead of helping y□u deal 

with the confus ion of the world, this approach will add to 

it 

Even if you stopped right here, overcome by the 

(as distinguished from the final plan itself) will probably 

Y□ ur organization will have thought 

-- the objectives, 

cusotmers, competitors skills, and technologies that make 

y□u what you are. Good offsite, corporate retreat stuff, 

in 

Do you believe that 

... ·1 'I 
;:;..1_ J_ 

-:c,n ti dot Ei t (~ h c· con.,: u_ "" i. 01,;---_-----1:,--______ ,-:,-_-__ ,_---;_·1-,---1 _f ___ -_:_i_---f-
y ou can cre& a plan f □ r _ , 

suggest ten more, 

- 1 1 ,•H ~ _l 

But there is a way to preserve the benefits of 

planning while avoiding the prophetic nature and the 

complexity of formal decision models and which will help 

you exploit the chaos of the real world. °'{c1Lt Cct.n LlSe 

strategv to give this process a shape that the human mind 

But what type □ f strategy will do this? 

that we discussed in Chapter III, a device for adding the 

'' + □ cue:.; and dir,'0,c:tion'' that thE, d1:::.•c:i<:::-iDn tt-c•e so obviously 



Thus using a sch~erpunkt, we might lo□ k at □ur world 

l:i.kf::! th:i. "::,:: 

;> F~ 

N 

= ~ ~, 

7 F3 

F:1. 
...: ... ; __ ... 
J. 1...11:::.'ci. 

that best defines what we It 

you sec when you rln~P your eyes and imagine your 

c::,1--·· qc,n i z a.t :i. un yuu wuul d li~e it tu be t □murrow. 

At the level □ f strategy, don't worry tnn much 

about the specific plans inside the big arrow. As 

strategist, your concern is: 

objective to which I want to attac::h such importance that 

c1.ll othF,1·- c.'!ctiv:i.tiF,s of the Di---·gani,:.c,t. i cin mus.t ·cc:uppc,r-t it•-::· •• 

This is responsibility enough, since presumabl 

people t □ work the details of the plan s . 

As a part □ f this responsib i lity, we also keep an eye 

o n the a l ternative vision s of t he futu r e, F2 and F3 . 

At some point, largely determined by our judgement and 

E•:-:per--iE?nce., ou_,, .. ' '-finqE',rspit-z.E.·nqefuhl, '' ~•Jf':! might shi-ft the• 

~,chi,,.,1f:?1··pun kt. We might, to take one possibility, sense that 

customer pre-ferences are changing from what we originally 

expected, and so we make a shift in the marl.et niche we are 



We can work all this into a formal definition b 

inc □rp □rating se ✓eral □f the concepts we have already 

The most basic concern of any strateqy 1s to 

increase our ability t □ survive on □ur □wn terms in a 

threatening and confusing world. Because 1.ompan1es and 

armies are groups of people, strateqy should serve to 

harmonize the efforts in their· tc:i 

deal with this world. If we add the n □ti □n that strategies 

are made up of intentions, not realities, then we have C□ l 

Boyd's definition: 

Strategy is a mental tapestry of changing 

~~,~~::'~:~~ 0 ~:: : o~;c:,:~<:ff1~l:~.~(t~:~l ::';n~ □~~~~~n~i ~u:r· 
µ.;u.r-pose in c:•.n unfolding and often unfc:n-eseen 

world of many bewildering events and many 
cuntendinq intenc_, s;ts . (r-;:ef BD"/d f.3G, 5B) 

Creatinq_a_Concept_□f_Strateqy 

This raises the questions of huw tu create a 

_j 

strategy and what dues the tapestry look like? fh1s 

In fact, even attempting to 

create a step-by-step appruach would contribute 



and defeat the purpose 

are some observations worth mskinq, and 

tn this end, it will be helpful ta start with what we 

might Njnt a business strategy to do: 

T 

What Good Strategy nnP~ 

J .. , ... ... . 
L.li=:::.' filling his needs, not directly 
with the c □mpetiti □n. Y□u beat the competition 
when the customer buys your product or service 

major difference between military and business 

Another consideration, and this is a problem with 
to□ many strategies, is that it must not 
contribute to riqi_ditv. If you've ever heard, 

It ··s not i:-, this 
··y'ear· •• s p 1 c:1.n, 11 vot.l '\/E~ :::-E•F:.=n p::;E:.·udost r .. i.:tt.E:.•q\-' i r·, 
a.ct i un. 

Finally, and this is the most impurtant point, 
•:;;tr-.,:➔.tegiE:!S a.r-e for· t.::i.1:1_cE;r~J-:•i1·;t.·, rr!i:=:'.C1:::~~=:.f!, chc,,os 
those sorts of things. Because the future is 
inherently unpredictable, be wary of any 
11 '=·tr- E1 t e~J y 11 

,-1 it h l □ t. ·::::, D·f b □ >: t? ,;; a.n cl a.1·· r· 01,•J~::,. t,Jh i:3:!n 
you think you know what is going to happen, 
you're clown ta the level of plans and schedules. 

A_C□ncept_ □f_Strateqy_f □c_Business. 

I 

Na book can tell you what strategy you should use, because 

that depends on you and your specific business. 

outside source can do is give you a framework for generating 



s tr ateg i es th 0t wi l wo r k f or you . Here i s o n e that i s based on 

I... · - • I 1-:::t. \ -· :i. n 

l .. F c)r· ff1 ~) \/E-:•1' .. \--' cl E:• .::~.i:-- i::"1.r .. , d E::·>~ i:::i 1 i cit ( b t.1-t. nut:. 
I' .. i q i cl .:"::\ r-·i d 1.J r .. , c~ h .:~. r-·1 i:.J i r··1 q ) \/ i (-~-:· v-.J C) + l/·-J 1"·1 E\ t:. 11 

:~:; 1 . ..1. ,,- \/ :i. \/ -:::'. 1 
CJ r .. 1 )/ D t.l I'.. c::i 1,,\1 r--, t·_ E~ t' .. rn s:; 11 

rn r:.-:• c:i n :::. + D l'.. \., o u . .. 

2. Install an organizational climate, such as 
the Attributes of the Blitzkrieg, that will 
encourage your business to operate at 
:i. n c r· r:., .::·:,. ·:::; i 1 .. 1 i:J 1 \/ + i::·1.·::::.t. E:•ir· [ i-·-•· D ---:o ----·(i loop ':::;p eEd., 

str u ctural b0rriers that hinder 

two chapters will share some ideas on implementing 

Rather , the decisions you 

competitive culture form an 

the rest of strategy. It is the actions of real people that 

will decide whether your intentions ever get realized. 

is an ancient idea. The Chinese commentators on Sun Tzu 

war, while defeated warriors go to war first and then seek to 

Does this three-sided approach really deliver strategy? 

Let's compare it to the points listed in Table 
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P: t:. \::. 1-· .. i b U. t. {-:-:-~ C) + 
.......... Ut_ J''" E1.t i.:':'(] \/ _ 

Customer Orientation 

Exploiting Uncertainty 

H□w the Attribute Gets 

11 C) !:::1 ~::; t:-::· r· \/ F:.· 11 F' 1--·1 .:-::l <.:::. f:? [i + CJ-----[! ----- D ..... P1 \ .... C:j (J 1:::! ;: 

Designation of customer-focused 
objectives as schwerpunkts 

·r r:, r· ff:~:; 11 r·i E::• E:"!_ !'"'1 ~=- ; 
E~ :i. !--·: !--·, !:":::i i t.-. .. 

Use □ f Schwerpunkt; 
~ • 

~---------
Reorien tation (During Suc1.ess1ve 
0 -0-D-A Loops); Auftrag (Encourages 
I n :i. t. i E;!_ -!:.-. i ·--. .---- F..:· l:::i .._,., '.:::-;, .1 b r-·! r· d i r·: i:f. t~ c:~ ~:::. ) 

What Rapid 0-0-D-A Loops D□; 

~ingerspitzengefuhl 

S□me readers may be unc~mfortable with a concept of 

1 -~- __ I. 
.l 1_31___ij•:. 1 :i. I 

on the contrary, envisions strategy as looking out int □ the 

future to decide where v □ u want tog□, then putting in place a 

culture complemented by agile systems that will ameliorate 

confusion on your side, while magnifying it in your 

Althouqh this may take some getting used to, the 

idea that strategy is a process, rather than the result of a 

process (e.g . , a plan) 1 has been used by successful leaders 

since people started writing about strategy. 



the Chinese, in their commentar 

.... ,·· 
1 .. ..iT 

The strategy is in the 

responding and devising (what 0-0-D-A loops dol ,c<_nc:I nut in thE, 

(jne cdn al ff;o•,;t 

.n □w beforehand what , ,;, 1;-.;i 11 du··~·•• 

with the frightful casualties that modern weapons, combined with 

As we have seen from the mass 

slaughters of the American Civil War it t □□ k a while t □ work 

During the second hal~ □ f the 19th century, a few 

farsighted leaders realized that inflexible control systems and 

linear formations (troops lined up in neat rows) were not great 

ideas against modern artillery and machine guns. They began tc:; 

explore alternatives that encouraged initiative on the part of 

subordinates to avoid lethal threats and search for advantage 

Eventually, some of the most creative returned to 

the ancient i dea of strategy as a means of devising solutions 

against clever opponents in an unpredictable world. By the end 

of the 19th century, Helmut vol Moltke, whose armies had won the 

of acl hoc e;-:pF3!dient~,-. '' (Ref: Earle, 190) (Footnote: r,1ost. o-f 

the military establishment had not received the message by the 

start of World War I in 1914, and were still throwing men and 

horses headlong against the new weapons of mass destruction.) 



This notion even extends t □ areas wnere we don't confront 

human ad ✓ersary, and thus aren't strictly problems in strategy 

as we have been using the word. In R~.D program management, for 

example, the nature of the activity creates an environment with 

much of the ambiguity, uncertainty, and levels of stress that we 

in war, program managers cannot simply 

rerhaps program managemenc now is at the same scage 

that military strategy in v□n Moltke's day, that 1s, in 

r1g1 □, linear mindset to a more fluid world 

If you talk closely with people wh □ have run successful 

this comes through. 

eve on the target, 

in 

certainly in the Sun Tzu/von Moltke tradition. 

You have a strategy, even if by default. 

ever-changing collection of decisions (which are, of course, 

intentions) that you have made as a result of your 0-0-Q-A 

l UU\.J:::,. The concept of strategy that I am espousing tries to 

shape your collection of decisions in ways that will give you a 

better chance of winning in the real world by, for example, 

ensuring that one decision designates the schwerpunkt 

given point in time and that others constantly improve your 

competitive culture. All of the other usual trappings of 

strategy, such as what lines of business to be in and how to 

7l 



fall out of the orientation and 

M=~isi □n phases of your d=c101on cycl=~ But if you ~annot 

I . . _:"! 
L .:. J. get eaten alive by your more 

agile, and so more opportunistic, opponents. 

The first thing agility -- ~apid 0-0-D-A loops 

vou ,callow you better track your environment. In 

a.nc:! mere r~pidly discover 

customer preterences much better than 

will bring in data from the world (cycle through the 

While this is an important effect of agility, it represents 

the passive component. Much more interesting to strategists is 

what agility can do to the mind of a slower competitor. Col 

Boyd's graphic description comes back: 

confusion, disorder, panic, chaos, to shatter cohesion, 

In business, this is probably too much to hope for (most of 

But, as Boyd points out, these wonderful effects are 

produced by an accumulation of mismatches between what your 

competitor expects and what he actually experiences. 

these mismatches via agility -- by shaping the environment more 

rapidly than your competitors can re-orient themselves. 



i" ........ . ! ... .. . 
T !:::.'! ___ t.":··:-

C)U ... While these may be exciting, they 

your product instead 

ot your competitors' So 1n business, we look to agility to 

have a tw□ -f □ ld purpose: 

also leadina the customer int □ new way~ of □nceivina the 

t works, and in fact 

m3de newness PC[ sea desirable 

Jap3nese carmal.er 

loop speeds ~o find 

1 t :: if! ii'" \/Uk U. i 

··in:::,+· ·i r··,n .. ,. ',· ... •.• .... ,. ''"•::.! th 

using 0-0-D-A loops sumetimes unly half as fast, cumplain that 

U.S. ufferings luuk two years old by the time they rnm0 out. 

This is no coincidence, because the Japanese are using 

11 old 11 
ff:E!-:::i.n .. This confers a formidable competitive advantage: 

If I can help shape customer preferences, and you can only 

react, you are playing a strategy that will leave you farther 

and farther behind, until finall you no longer have a viable 

Thus in business, the cumulative mismatch now 

becomes between what your competitor thinks the customer wants 

and what he really wants. 



1,000 under the following conditions: 

1,. y·c;u i'i'IU\ie ·f i r·"::.t. 

ou can even offer to give up some pieces, to make it 

Yuu will find that, unless you are playing cnmchnrl~, 

you can g1~e up practicall 

side, using agili can o ✓ erc □me a very large disadvantage in 

str1Ke you as farfetched an □ a little removed 

trom what happens in the real world? Remember the Detroit 

engineers trom page_ J •• !. .. -· .I •• 
'-.I le<. L 

bring out a new m□□ e1 in roughly 2 t □ years, w1~n superb 

quality, while it takes Detroit 4 or 5. (Ref: Bower & Hout) 

Ent1 opv._and_Other .. Btranqe_Effects. 

The truly strange and exciting effects of agility q □ far 

beyond the chess game analogy, where everybody can see what the 

other side is doing. In war, where the situa tion is never this 

clear, the less agile side starts doing dumb things, a few of 

which are shown in Figure 



Signs Your Strategy Is Working 
In !."-Jc:1r·· 

Vehicles or couriers blundering int □ your lines 

•.. ,··.1 .. ·-····· 
.:-.;!. T !._t·:.• r 

Surrender after token resistence 

Rations still being c □□ l.ed F'c1 k 

The slower side 's view of the w □rlrl becomes:~~~ an □ less 

that strikes the less agile side: B<J\/d .. s 

observations □n the effects of agility boil down t □ the 

can cause the fog of war to grow in his mind, thereby decreasing 

the quality of his decisions and eventually attacking his 

ability t □ make effective decisions altogether. 

A similar effect, a breakdown in the quality of energy, is 

is still there, it just isn't available for doing work. The 

insidious thing about entropy is that within a closed system, it 

always increases. 

···--c.: 
i , .. .I 



., 
J.1::;.'":::·-···· agile competitor wi 

begin to act like a closed syst em and the tog 

.... ,·· 
i._l "j" 

.... , ,. .. _ .-., , ... 
:::,.t. i 1 1:::::::; bu matter, begin s t □ 

Clausewitz, perhaps the most widely quoted of the 19th 

Century strategists, said that war generates effects that act 

J .. ..: .••. ··-
!_. J. Lili ~ to slow down even the si mplest activities 

p" ) " AgilitJ maqnifies friction in the slower side. 

;::i '\'· r::, Ci \/ •..• ····-· ·::.• ... ,_..,,1j_ 1 

pointing fingers, 

Ernest Hemingway put a descr ipti on □ f this frustration int □ 

A Farewell T□ Arms. 
··-· -·- ··- ···- - -·· ··-· -·· ... _ 

and executed any Italian officers they found above the rank of 

ca.pta.:i. n. Not that we, of course, would ever do anything like 

this in aus1ness. 

How_to_Tell_Its_W□rkinq_in_B~§iQ§§§ 

Unfortunately, I have no eyewitness account of what went on 

in Yamaha's executive suites during the latter stages of the H-Y 

But I expect it wasn't too different from Juran·s 

classic description of what happens to a company that is 

starting to lose: 

''La.ckin<;J vic: tor·ies □\,..er· thei1--· cumpEititor·s, a.nd 
unable to defend themselves from their bosses, 
thay lash out at each other, making unity of 
purpci','-c=! c:>v(~in h ,,1 i•-de r- to E\Chi evi.?.." (F;'.E•·f .Jura.n, p. 
'/4) 

7 L. 
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Thi s is the business vers i on o f what re s ults from a 

s uc c e ssful Bo yd - style oper at i o n : 

Uoyd 

notes that by being more agile, you can fold your 

competitor in on himself so that he complains, like Jack 

we'd punch a h o l e 

competitor and the customer. 

How To Tell Your Strategy 
Is Working - - Business 

1. Your competitor's new products are c □nsistentl 

late and lack your features or quality. 

He starts blaming the customer, or starts 
i r·1 :.=.;is.ting -l.::. h i::1. t hi S:- s.c:\ 1 f::':!~:.+ or- c:t.~ 11 E.•ci uc c,.t e t , ... 1 e 
cu.st:.c:itT1t:?r- .. 11 

3. Personnel turnover is high. 

4. He bE!CDmF0s €·?Ven moi~E:i ''Th1:~or-y X,'' instituting 
rigid, explicit controls, frequently in the name 
of containing costs. 

5. He launches witchhunts and other ever-intensifying 
internal searches for The Cause of the Problem. 

The cost-cutting fiat is a clear sign. 

points;; out, it is almost impos;;s;ible tD s.imply ''cut cos.ts'' 



damaging what little m□r3le remains. 

Some_Strateqlc_Traps 

In the previous section, the idea was to bring about 

the collapse of your competitor by operating at a higher 

decision cycle speed that is, with higher agility 

thus generating mismatches between vour competitor and the 

In other words, we helped him become a victim of 

his own poor strategy. 

Now, let's turn the problem around. 

things that can get vou int□ strategic trouble? 

You are not smarter J_ ! ... -- --· 
Li lcli I 

either the customer or the competition. 

strategy will get you lots of trouble. You've seen them: 

first we're going ta do this, then that, then the other 

thing. As if neither the customer or competition much 

As we have discussed, these are really just 

complex plans, and not strategy at all. 

that opened this chapter is a prime example. 



th a.t .L ... . 
LL.i 

-i--1 --. ·-.-1--
,_ .. \ I~:•.• ... 

a.,;kinq hi.ff,') This is not how agility works. 

time, an agile company will develop a fine sense, 

fingerspitzengefuhl, f □ r customer needs and wants. Du.t :i. t. 

symbiotic process. We shape the cus~ □mer, but he also 

□ ur percept i ons (which is what orientation i s all 

T , .. . _ 
.l.!; 

.J ...... 
L 1....1 

create the future. 

Another trap, also related to Richards' Law, 1s 

r·igid:i.t/. 

There is nothing wrong with planning, and 

in v.1i l. l 

and discard many of them 0~ you cycle through your 0-0-D-·A 

l c;c:;p s;. But problems can arise if you have~ formal 

planning process with an attendent, enforcing bureaucracy. 

With all this investment, there is a tendency to take the 

output □f the process (the plans) t □□ seriously, locking ) ~,-
you int□ the plan as the real world goes on its way. 

/\ 
ln one company I worked with, managers were evaluated 

against the objectives in their year-old plan, not □ n how 

well they respc:;nded to the chaotic marketplace. TD think 

that you can predict what needs t □ be done a year fr □m now 

is sheer arrogance. Musashi puts it simply: 

1·-i.qi.clity." 
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Oddly, some ot the common techniques 

management can hamper your strategy We touched on this 

comes from a recent article on 

What's wrong with this? 

While we were deriving 

~□mplex equations for managing inventor 

expensive .ont □ l =~~ to implement them, the Japanese 

iquring out ways to do away with tall together (or 

just-in-time production 

i-··, :::,+· r ·· l···,;:;,:,c:.: , ___ . .__, ··- · ... : , .... __ ,':I 

c~~=~ally, if we need, say, ten parts, 

we 11 build 12 or 13 (for example), so that when we need a 

+· ·-· '·' -find 

entirely sensible system also instuiti □nalizes waste: 

DK to build poor quality -- we even plan on it. 

look at such a system this way, you can see why we have 

such a difficult time producing world-class products. 

1s obviously needed is a way of production where it is not 

acceptable to produce even one bad or unneeded item. 

is exactly the philosophy behind just-in-time (JIT), where 

something is produced only when it is needed for the next 

stage of production. And when you look at the data on 



manufacturing performance, tha t 1s just what you find. 

em that actually produces significant incrc3=c= in 

pr· c:,duct i vi t\..- and the qua l ity it produces 1s legendary. 

At the end of Chapter II, we explored why models and 

Now that we ha ✓e a framework □ f strategy, we 

it to compare models and other formal 

what we have seen mal.es for winning teams. 

obvious problem, but perhaps the least of the dangers, is 

So in the inventory case, a competitive advantage 

comes not from better ways t □ handle inventory, but from 

fundamental changes that aim to abolish it altoqether. 

This is an e x act analogy to the military case, which 

glu~~Ld over the factors that actually produce victory, 

lik6 agility, initiative, and the ability t □ produce 

surprise and confusion , a n d i nstead modeled n u mbers and 

weapon effectiveness. In the hE•c<.t of 

insigni·ficant dE'!tails." 

The other, and more insiduous strategic effect of 

complex models, is that they can tur n the attention of the 

Most of them, for example, require 
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A model that I saw in one compan y was 

evaluate 25 prospects, the model ···, - ·,1 .. •• 
. ,· · .. ,·· .•. l :i. npu.t·,::- .. 

managers would spend hours l □c~ed up in meetings arguing 

over these numbers, on whether the pr □bablilty of winning a 

particular new program was .. 42 or .53, and this for 

something that wouldn't happen for se ✓eral years. 

of course, they were trying to ensure that programs in 

their area re_eived high enough priori 

wee~s at a time during these exerci~~~- It didn't build 

much mutual trust 

If this sort □t thing continues, the company culture 

People spend weeks getting ready to defend the 

input numbers that will support their favorite programs. 

Rather than quick response to the customer, the focus of 

the c9mpany ' s efforts turn to internal politics and 

creative justification. 

Meanwhile, what about the competition? A few weeks 

may not sound like much, but the world standard of 

competition is less and less forgiving of time spent 

working the wrong problem. Consider that in many 

industries, such as consumer electronics, the Japanese can 

design and introduce new products in six months or so. 

f.32 



These problems aren't limited t □ models, and certainly 

nc:)t E\J At the tactical level, they may be 

useful in examining things that can be modeled, things like 

new engineering processe 

however, the test of any technique'c worth should be 

apturing things that 

... i ... . : 
-:::!.U J . .i. . :..J!Tli--1 !::.-:·LE.-! '! such as ~s~lity or a suitable 

organ1z~tional environment, then it can help you form 

As we ha~e seen, however 

Our last strategic trap is a little different, since 

it doesn't flow from intellectual arrogance. I t i '=· 1-:: n cn·-.. w, 

it .. , ''f:i.qhtinq th£~ Ja.'.;st v-J.,;1.t·. '' This is the tendency to mal.e 

major changes t □ your strategy based primarily (or only) on 

the last experience you had. One of the reasons we had so 

much trouble in Vietnam was that the vast majority of our 

forces were designed to refight WW II, this time against 

the Soviets, on the plains of Europe. 

This sort of thing is very common in business. For 

example, suppose, for whatever reason, you decide to 

diversify int □ handheld microwave cookers. You. \I-ii--, i p up 

everybody's enthusiasm, develop and build the product, but 



! ........... / ..... .. 
1.JLl!tl U·::::. .. D CJ 

.L ... . 
Ll ... .l c::undu. c: L 

gu i ltv (and , I suppose, a lot of the innocent), while those 

can plausibly adopt t. c::, 1 cl .J •• --
LL.I 

S□ □ut □ f that business y □u go. 

Why did your product fail? Ma ybe there is no great 

handheld micr □wa ✓ e -- -- ·-I. ··- ·- -;._1...11.J 1·=.•.:.-:.•r ·:::;,, 

iHC)Cl 1;;;., 1 J •• - ·· •••• 
i... l..JL.i 

to 

researchers, but they seem t □ nave done all right. 

If □u really believe that the world needs 

lightweight, portable, apid cooking device (this is a 

vision of the future) 

learn what you can from the first experiment, and press 

the Japanese, wh □ bring out the first commercially 

successful version. Remember that when Apple was trying to 

move upscale from the Apple II, it brought out not one, but 

two commercial flops (the Apple III and the Lisa) before 

hitting paydirt with the Mac. 

There is nothing wrong with conducting post-mortem 

investigations into your success and failures. The 

problems arise when you change strategies after every one. 

Management theorists call this tendency to chase the last 

data. pui nt thf2 11
N E·l sc;n FunnE!l. 11 If you -:'1.r·E· cu1--i OU=,, Demi nq 

has a very readable, and very scary, descr ipti on in Out_of_ 
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Man is the child of custom, not the child of his 
ancestors. Arab historian Ibn Khaldun (1377 a.d.) 

In the previous c.hapters, I tried to convince you that 

highly competitive 

1 □ es wi n t ime af te r 

Vietnam and Afghenistan . 

Japanese c.ome from tot a l 

-!- ', ,.--- __ ,: 
'- '·-'-1 ! " 

In war, we ha,e seen smaller 

AlthouJh there are many reasons, certain patterns 

in war □r business ls□ have much quicker 0-0-D-A loops 

than their opponents. 

called agility, forms the primary factor 1n 

fiat, any more than you can inn □~ate on command; you have 

to install the right conditions. 

This is n □t a new revelation. Successful military 

leaders go to great lengths to build mutual trust, develop 

intuitive s kills, and create the other components of a 

competitive culture. As we saw in Chapter II, some 

experts, notably W. Edwards Deming, have long stressed the 

cultural basis of quality and productivity. 



se ~1 years, as data f r om US and Japane ;e f actories 

1n the automobile indu0trv ) h ;e hPPn an alyzed, 

many business writers concluded that it is culture , not 

size or technology per§§ , that provide 

S□ Tom Peters observes that suc c essful comp an i es 

(Ref Schrage, 44) 

Chairman Joh n F. McDonnell put this philosoph; to work 

at the defense giant, McDonnell Douglas. 

thcc,.t a.11 □ ,•1~;; peop l f=! to do -='-- qood job,. '' 

MacAir (as it is known) undertook the most sweeping series 

of changes ever seen in the aerospace industry. 

manaqement were swept away, an d functions were reorganized 

to give more responsibility to the people running the 

Whether this will work is, as of this writing (1991), 

still a question. Recently, MacAir has employed 

at its Douglas plant in Long Beach. But there is also some 



,. ..... ... . 
..... t..Jr a.11 

□f D□uglas Airc r aft' pr □grams are r imbing out 

and schedule problems they had before the rc=tructuring, 

and pr □ducti □n of the MD-80 airliner is acc.elerating. 

What about Silicon Valley, widely regarded 

innovative sec~nr of the US economy? Many people regard 

its success as a blend of brains and ventur= capital. But 

the most 1mp □r 3n1· thing wed□ 

you'll pardon the w□rH --

enc □urages everv□ne 

and rewards people who~. 

100) 

Your organization nPPrls an environment 

like the Attributes of the Blitzkrieg, that will enable 

your people to execute rapid 0-0-D-A loops. 

Chapter III described four qualities, with roots down 

through recorded history, that help an organization run at 

fast 0-0-D-A cycle speed. The first of these is mutual 

trust between the members □ f the organization. 

unalloyed goad, will degenerate int □ a platitude suited 

only t □ pronouncements of the company's high mission. But 

mutual trust really is the foundation for everything that 



follows, and winning businesses ha ✓ e found wave+ 

Mutual trust 1s the internal harm□nv that : □ nverts a 

other components of a competitive organizational .limate. 

tune magazine even devoted a c □ v 

it, and bemoaned its erosion in American businesses. (Ref 

Those modern samurai the Japanese industrialists 

.l-i .... : ·-· --
Li i .i. i i'::-J" 

of much □ f Toyota's magnificent system, 

txust betv.ieen la.bc:w c::w,d m2-.na.qement." (F<e-f: Shinqo, 41-=n He 

goes on to sav that the entire foundation of the Japanese 

system rests on a belief that it is possible to achieve 

this atmosphere of mutual trust, albeit like the German 

experience, through working very hard together. 

In a similar vein, K□nosuke Matsushita, founder of 

Matsushita Heavy Industries (National, Panasonic, Quasar), 

inclination to t1--·u.st ff:\' sta.-'r"r a.nd seek t.heit- coopE~r·ation. '' 

(Ref Matsushita, 31) 

The Japanese are known for their emphasis, some would 

say to a fault, on harmony (wa). But even the usually 
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reserved Scandanavians draw the s ame lessons. 

who engineered the stunning turnaround at -- ,-.. 
-::::, 1--~ -::] '.,i 

:i. + 

show them respect and trust th ey start t □ perform ~pt□ 

their real capabilit1es. 

feeling, haw rlnP~ it ~ctually help win Simply, it speeds 

verv little~==~= to be written down. Obviously, people 

can c □mmunic~tp thi way much faster than through any form 

implicit communication, rn 1 . ..1. ·t. u. e.. l 

experience, can provide more information more accurately as 

row 1 a subtle change in inflection, a 

barely-noticed hesitation -- these mean something if you 

when the boss is speaking rhetorically and when he is 

And this wealth □f information transmits 

in an instant, but only implicitly. On the other hand, 

explicit forms are often used not to communicate but to 

document, not to inform butt□ protect (oneself). 

been in organizations where everybody documented 

You did not notice much trust. 

cultures based on implicit communicat ion. In addition to 

the faster 0-0-D-A loops that such a culture permits, their 



companies iu3t w□rk better . Deal and Kennedy ~~Limate that 

strong cultures can provide an extra nour c::i1··· 

not sound like much, consider that for the average company, 

hour day is the norm. 

Einheit is p □ssibl unique among h ar monizing agents in 

that it encourages individual initiative. 

stressing because 

work by eliminating initiative. This is unfortunate 

relying □n trust as a harmonizing device , \/nl I ,. -· -·· 

can have initiative, ton. 

seek initiative in a climate of trust than in_ climate of 

And of course, initiative, which means seeking out 

and doing it now, not waiting for permission, is another 

factor in rapid 0-0-D-A loops. 

Et:hi C!o:--····-··· ........... _ .... .. 

Ethics is in fashion now. Defense contractors require 

tr·ai.ning." Everybody troops in, watches the films, signs 

the roll, and leaves. Then throughout the year, management 

can certify that if there is evidence □ f misconduct, their 

In the hardn □sed world of modern business, 1s there a 

purpose to ethics? (H thouqh high 
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should be their own reward, ethics 

provide a powerful competitive force. 

Chairman of IBM (Ref 

i111__1r i···· th.:;n 

feeling for mcnagement 

.ould do to supplie 

.. l-. ... .: .l _ 
1/•,.•i ii;:: .l ; __ _ 

earned by working together 

increasingly diff1cu1t problems. You have seen how people 

1 .. --· .. i h C) p LI. t_ CJ 11 l l;::' t::.' -!... 

develop a ~per1a1 relationship that lasts long aft.er the 

During this process, _._ ,_ .... 
Li il:::.' 

team gradually form the common orientation that permits 

implicit -- and so extraordinarily rapid -

c: omrnun i c d t. i Dn. It is what the military tries to create 

during basic training. 

Out.ward Bound, and similar challenge training, also 

forms bonds from common experience and orientation. The 

effect is limited, however, if the members of the training 

group disperse throughout the company afterwards. ?\l. th□ u.c:ih 

useful for individuals, such programs are better at 

promoting networking than einheit. 



The strategic effect of mutual trust, 

are e ✓en strong benefi 

Individuals in anv department in your company, f □r 

example, can benefit from the bonding that comes from 

working together. People climb out of warm, safe foxholes, 

after all, to face bullets because they won't abandon their 

It would be hard t □ imagine a more powerful 

oci l force, and equally hard to understand how companies 

which do not cultivate i 

One 0~~v way t □ eliminate trust from your organization 

is t □ succumb to the temptation to control everything. Col 

it. 

much □ f the blame f □r the bloodbaths that occured from the 

mid-1800s to the e nd of WW I. Most people realize that 

overcontrol, per_se, is the opposite □ f trust. 

managers still practice it in ways that even they may not 

For example, there's a very common form of □vercontrol 

Ba.,;;ically, it 

involves engineers estimating how long a job should take, 

then timing workers to see how close they come. Pd: .first., 

this might seem like good solid management. Eu.t v-Jhy, then'! 

does Deming condemn work measurement as one of the prime 

reasons the U.S. cannot compete with Japan? 



l (JDk 

Under work measurement, we tr 

workers intu □□ 1ng it in the time (usually se ✓ eral hour 

recommended by the manufacturer. 

Japan, oy comparison, a long period of careful study and 

:i.nitii?.t1vf:,• h 

minutes (which tht 

control Ju~~ not just 

cnanges word order 1n 

senten~es, mo ✓es columns around ,n tables, etc. 

E~r'iC)Llqh .-~ .:::, 1 :.~, ·-. ! ••• .:. , .. •. T b t.l t c:! i d i t rn E:t k r:.· 

that he trusted v□u? :::. 1,.1h·i ·t .:::. 
,_._ .., , •• : ..1 . ........ ',I 

·; .. ____ !,. 
.L !_l':::; L :::.r-,·,1 

·--·-' ' 7 

thought of initiative. Why bother, he's going t □ change it 

It is practically impossible to overestimate the 

damage you can d □ t □ yourself through overc □ntrol. 

companies, when sales or profitability begin t □ shrink, 

That is, they require that 

more and more decisions be made at corporate headquarters. 

Although this may please the bean counters, it slows down 

0-0-D-A loops and hobbles initiative exactly when it is 



You may recognize overc ontr □ l as ct t;pical symptom of 

management s tvle. This shouldn 't be surprising, 

is the assumption that worker- cannot be 

In a highl y competitive environment 

management will focus inward, trying to solve problems with 

ever tighter control. And this f ocusing inward when there 

are competi tors around can prove fat3l. 

human being s is a f allac y. Psychologist Michael Fopkin, 

(Ref: Popkin, 46) Thi ·s is t.r .. Lti:~ 

of all human beings, not just teenaqers. One of Col Boyd's 

peop J. E· , the l es,,. contr-ol you get. " 

Think a.bout it. If explicit control worked, then 

Eastern Europe would not have thrown off communism, and the 

Soviet Union, which had controls the likes of which Theory 

X managers could only dream, would not be grasping at 

perestroika today. 

Although overc □ntrol may be the primary killer of 

mutual trust, there are others. Look at your perq 
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Perqs attack mutual trust because their ver 

an industrial caste system where, ac1ording t □ MIT 

laborers and managers being adults on a par with each 

(Ref: Schein, 66) 

S□ if you have perqs, odds are that some fall into the 

(Ref: Peters, P-10) 

Do reserved parking places contribute to trust? 

corporate dining room? If anybody punch es a timecl □ck, 

does everybody? Do you 

door, contribute to building mutual trust? 

Expl □ it_Intuitive_Kn□wledqe 

Just as mutual trust speeds decision cycles 

lonp~ -- by groups, especially in times ot cr1s1s, 

indivi.duc.,ls .. This 1s its primary strategic effect, and 

difficult t □ discern the patterns in the events that crowd 

This 1s ''riqht <::,idE: o+ thE.:: br·E,in'' v-J □ t-·k, i'.:,nd 

apparently involves mental processing performed by parts of 



th e b Fa1n, in c luding th e ceF e b e llum, not n □Fmall 

one more argument against basing strategy □n models and 

There is some evidence to indicate that intuitive 

parts uT the bFain t □ give you Fapid insights int □ wh3t 

···· -·· ...• , 
f t::.'-::l.i. 

Li- 1_i 

our pr □fes5i □n that it 

does seem magic3l As Gec:,rge Fisher, President and 

pu.t it: 

When we go to customers with a new product, we 
don't expect many surprises. 
because of the close inteFaction we've had with 
-\::. h i:=:::! ffi C) \/ i:~:· ,-- t. l ... j i:::~• 

:i. mpc:,r-· t :.::,nt J. ·/, 
\., (7~ -:·:1. r ':3 ., f!, U. t:. 
t:. h f?f .. -=ii _i i::::.F:, 

This is a business we know 
r",vi,,hc:i.i ., J.:i.0) 

This level □ f skill can be very deceiving when seen by 

others, because people who have it often don't look like 

they're working harder □r doing things faster. 

intuitive competence also produces e x tremely high morale, 

which in turn, reinforces mutual trust and (you guessed it) 

allc:,ws faster 0-0-D-A loops. It alsc:, encourages 

in it i -::t. t.-. i \It-:~ .. Such people do not hesitate to make decisions. 



Of . □ urse it comes from incessent practice, but 

practice □fa certain type. Because we cannot predict the 

future in a competitive situation, just becoming unusually 

0nnrl at a fixed set □ f rote activities will not produce 

asp1r1ng warrior or businessman must practice basic skills 

s□ well that that they become second nature. 

samurai fencing, Kend □, the student practices day and night 

Now v□u are ready t □ begin acquiring 

fingerspitzengefuhl. using these skills in 

fi1ur 1:::.' c:.: ornr.::i 1 t:.=:!::-~ cir·· c 1_..1_rr1:::) t. c1.n c e1:::. ~-C) t. h c~.t \.iC)U. h u. i l d an :i. n t Ll it i \/E• 

the answers are not clear. Listen to computer billionaire 

sc,ys yc:,u havE• to ''be a.Lile tD bt-inq to bE:i::,t-· evE,t-)ithinq 

you'\/(? ·:3E;c::.;n, felt, ta.stE•d ancl E:;.:pt?r-i;~nc,::::d in a.n industry.'' 

Fortunately, many corporate development proqrams seem 

to be on the riqht track when they rotate risinq y□unq 

executives through positions of ever increasing 

respDnsibility throuqhout the enterprise. But what a.bou.t 

the rest □ f the company? They should also be learning a 

variety of different skills, and that is just what the 

Japanese do through their emphasis □n cr □ss-traininq 



for . lasEr □□m instru :tion ; f ee l for the job has to be 

acquired on the job(s) 

T .! .. 
.I. L 

discourage this type of competence. 

orqanizations that don underEtand the imp □ r ance □ f 

.: ___ ; __ _ 

.J LiL.! 

,-· ~ --­·r .!. r t-line EUperv1sor 

how hi~ operation 1s going 

,:::· ._.,., 

L. ·- .• ··-! j •:::I.··./ l":.:' 

.-· ........ ·; 
"T 1--'I···' I_ 

1 it. t:. ., ..... . 
Li....i 

-\-!--. ' ... , , 

training their blue co Business writer D3vid 

-·· ···· • __ 
I::;.'! l L 

The more a wcrker needs training, the 1~~~ 

(Ref Whitman, 47) 

Y□u can imagine what this does for mutual 

Speclal.ist_or_Stratewist? 

I have already touched on overspecialization. This 

you practice, the better you qet? Yes, but, and this bears 

repeating, fingerspitzengefuhl is not brilliant mastery of 

predictable tasks. As the late science fiction master, 

Robert Heinlein, pointed out, specialization is for 

Humans need the mystifying ability t □ cope with 

the unpredictable and ambiguous challenges in the real 



pu t i n lonq hours to deve l op super competen1 

However, sixteen hour 

dc:.:i.ng thE· ,:;D_ff,E• th:i.nq," de',/ E1.-ftE•r· c:lav ,:i.n,nl/ rr,.,,,_J 

:, , - , - ! ,--,111-• :• 1 I, Tom Feters suggests th3t v □u can srnt who 1 

Th e / don ' t pull out the laptop and grind spreadsheets. 

human behaviour from the qreat novelists. (Ref: Petersl 

We'll tal.e up th:i.s theme again in the -final -- I ... ....... • I •• -- · -
Li ld.j . .-' Lt:.'f 

Implement_The_Contract_of_Leadership 

It doesn't take much leadership abilit/ to understand 

wh/ mutual trust and competence are important. 

two aspects of this organizational climate for operational 

success may be a little less +am:i.liar. 

schwerpunkt, to use the German names from Chapter III, 

allow a superior to make sure that the intent of his 

subordinates harmonizes with his own, without stifling the 

subordinates· initiative and without slowing down the 

o rganization ' s 0-0-D-A loops. 



Between individual the device the Germans came up 

with 1s the auftrag, which we can cons id er as 

between superior an d subordinate. 

agility, I described how this works in war ::: n t ud i::i.·/ 

chaotic, ruthlessly competitive commercial environment, 

should convin~e y ou that auftrag w□r~s here iust as well 

:::,.pidJ. diE ~ver tha t a contract 

ice fo r fostering a sense of responsibility 

Because they have tu 

consider, think, and negotiate, rather than just b lindly 

improved dedicati o n. 

mutual trust and impl1c1 communication, which, as we have 

seen, are critical elements in increasing your 0-0-D-A loop 

But perhaps the greatest value of viewing 

responsibility as a contract is that it provides an 

alter n ative to overcontrol. Micromanaging is simply not 

Once he or she accepts the contract, the 

subordinate has total freedom, essentially, as to how to 

There is n □ place for the stack of reports that 

allow headquarters staffers to second guess every decision. 

Japanese carmakers believe in this concept. At 

Nissan. project managers for new models enjoy total control 
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over the car's design and engineering. 

even the p r esident □ f the corpor ation, are forbidden from 

interfering, □nee they have approved the project. 

result, Nissan developed the 1989 Maxima in 30 months, 

roughly half the U.S. industry's average, with such quality 

t hat the year it was introduced, it topped the J. D. Power 

i n i tial quality survey 

a uftr~~, people communicate in a steady stream back to the 

This allows uppe r management to get a feel ·-·'·- .... 
Ll 11.::.:.' 

overall progre~ -: of the organization. 

also protects the subordinate. T .;.: 
.I. i '! despite your best 

e f forts, your project isn't going to□ well, perhaps isn ' t 

qcinq ... J .. 
d . L c=,.11 , even be possible, 

care that this fact come as no surprise t □ your boss. 

He has a number of options, other than simply throwing 

you out or forcing you to keep beating your head against 

the vJi:.d l. Remember, he wants the whole organization to 

succeed and, given some advance warning, can use his 

judgement (fingerspitzengefuhl) to reinforce you, or shift 

the focus of effort t □ a more promising direction. 

Obviously a little mutual trust (einheitl goes a lonq way 

in a situation like this. 

The contractual device provides such high levels of 

motivation that the more drastic options are rarely 

l.01 



Yuu v,•i 11 tremendous pride in negotiating 

c::irn 

The introduction t □ these concepts, in the chapter □n 

plained that before yuu can use auftrag, yuu 

have tu be well □n your way LO increasing mutual trust and 

understanding in cuping with 

these are underway, then simpl 

The must imp~rtant thing you can do is to use it yourself, 

1n every action with your people. Then insis that the 

I .i •::::.r::, 

idea 1s antithetical 

for making an auftrag-t\pe arrangement. 

Concentrate instead □n the idea, which is to de ✓□ lve 

maximum responsibility onto the subordinate, in return for 

his pledge t □ accomplish the task (consistent with your 

A few observations follow to help you qet 

You can, at first, be a little more formal than 

you may find necessary later on. Remind you rself to 

include a clear statment of the schwerpunkt, which we'll 

explore in more detail in the next section. You ,should 

also indicate any other requirements, such as the resources 

available, the schedule, and any need to coordinate with 

other acti~ities in your organization. You can write any 

of this down if you need to, but remember that verbal 
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much quicker, and shows a higher le ✓el of 

than does a written task ing. 

your group works together and builds mutual trust 

m□r e of this communication will naturally L 

with all of the benefits mentioned before (p. 

Whatever you do, ~g not include anything ~hnut how to 

accomplish the job. 

n•scuss it for= few minutes (or whatever it ta~ 

that you and your subordinate both have 

the person a little time to think about the matter. 

=:.:i. t.u.a.t . ion,, 

t.ht::.· job .. This questioning is ke; to transferring ownership 

of the job, and you might also discover that your 

expectations were to□ low. Maybe he or she is capable of 

accomplishing a lot more than you first thought. 

have to do some negotiating to arrive at a contract that 

both meets your intent and gains the commitment of your 

su.b or· di nc\t ('?. Finally, however, there are only two options: 

He takes the contract or he doesn ' t. In the military, a 

legal order must be obeyed, but business is not war and you 

should probably allow a subordinate to □pt out, if he or 

she remains unconvinced that your idea makes sense. 

Incidentally, if this happens more than once a decade or 

10::; 



mpt □ m of a s e rious erosion of mutual 

the terms □r find s□meb □dy else. 

The thing that makes it 

neg □tiati □n process, which gains commitment by the 

Once the process b e comes embedded in your 

together l □nq enouqh to detect when somebody has lingering 

doubts loyally suppressed. 

Micromanage, or by an; other action fail to live up t □ 

your end of the contract. 

Add_Focus_and_Di_recti_□n 

By using the contract, auftrag, you can harmonize the 

intent of a superior and subordinate, and still encourage 

your people to take the initiative. This is fine for a 

specific task, but you will also need a device for 

harmonizing the actions of large groups, and ultimately, 

everybody in your organization, while also encouraging 

in it i 21.t. i \'E• .. In the chapter on agility, we saw how the 

Germans used the concept of schwerpunkt for this purpose. 

Once the schwerpunkt was designated, subordinates could use 

their own initiatives and make rapid decisions. O·f course, 
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top leaders ould s h i ft the schwerpunkt to ex ploit 

opp □rtun i t•=c created duri ng t he op eration . 

empowers people to d □ it. 

Business has just as much need of a focusing device. 

What might one look lil.e, You could, as one example, go 

for le ✓ era□ e, an area such as cost or quali 

perTurman c e parameter, where an 

difference in mar McKinsey principal ~l .abeth 

claims that they always exist. 

breakpoints int □ schwerpunkts is H~~ c·s insistence that all 

be qui di:ad 

breakpoint that the company is trying t □ achieve . 

What we are tryinq t □ d □ is align, through pocitivp 

and encouraging means, everybody"s efforts in a company. 

When change is needed, the schwerpunkt must also change t □ 

provide new direction. David A. Nadler, President of the 

Delta Consulting Group, made this point during his tal k to 

over 100,000 participants in National Quality Forum V. The 

key to success, he insisted, lies in getting a sizable body 

of your organization to act in a different way. 

Harvard economist and management professor Robert 

Reich sets such a schwerpunkt for LI. S. hiqh tech 

transition to commercial application. 
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broadly and deeply their wo r k forre ~ understand t h e 

commercial possibi ities of this new stream □ f technology 

This idea, or any other that you find 

appropriate, can be fashioned 1n~o 

preached throughout the organization, and hPtter 

demonstrated through actions, job assignments, pr □mc ions, 

and other implici 

ocus and direction mean more than 

If you have five programs in totally 

unrelated areas, then you have no schwerpunkt, even i f you 

fund one project at twice the level of the others. 

tactic, not something that provides focus and direction. 

If, however, you say your purpose in life is to be the 

best provider of data management solutions in banking, and 

your five projects all support th i s goal, an □ your people 

are continually thinking of new ways to help banks with 

their computing problems, then you have the schwerpunkt 

stt-·Eiteqi c l. eveJ., - . a schwerpunkt becomes 

an overarching goal. (Ref. Bradford & Cohen) or unifying 

We discussed the importance of goals 
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a.1-· E:- c;i c::i :i. n C_i □ be the absolute best at selling cars, 

developing plastics, running a railroad, desiqninq 

airplanes, or whatever. It has en □uqh meat to it to 

provide real focus and direction. The best visions help to 

instill a sense of urgency; people spend 70-h □ur week 

A cleverly crafted vision, in addition t □ meeting 

these worthy goals, can serve the purposes ot qrand 

which are to attract the uncommitted, 

particularly the customer, to our side. 

lure for customers. George Fisher of Motorola put his this 

In 1932, Konosuke Matsushita, whom we 

have met before in these pages, summarized the idea of his 

To manufacture items of g □□d quality for 

daily use in abundant supply, thereby enriching and 

improving life for everyone. It must have worked. By 

1989, Matsushita had become the world's sixteenth largest 

corporation, with revenues over $41 billion. 

''Ma.tsu~.;;hiti::,,'' (~N) Good visions rank with haiku as works of 
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A clear and well underst □□d schwerpunkt helps 

establish a stronq culture ) , where people don 

Deal & Kennedy) The schwerpunkt permits initiative and 

implicit c □mmunication, which as for other aspects □ f the 

climate, permi+ faster execution nf 0-0-D-A l □□ps. 

the most .ommon de .e tor giving peopl 

.1 . . 1 ... ..... . 
Li 11:::.'\:· goals ha,e their 

Sure, if you can convince e ✓erybody that 

profitc must incr~~ 20% next quarter or we 

of ,-. -- _:- ---· 

cut coses or boost next quarter 

s we all know, can be powerful motivators, 

especially if we set them ourselves. One company, the 

highly successful Cypress Semiconductor, uses a computer to 

track the thousands of self-imposed goals that its people 

feed into the system. Cypress founder T. 

identifies this automated goal tending system as the heart 

of his management style and a big factor in his success. 

On the other hand, Rod Canion , founder of the even 

He points 

out that a reasonable goal for Compaq's first year revenues 

(1983) might have been as h igh as $50 million. 
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they had hit th0t □ □al i n th e t hird quarter, ever ody 

would have been tempted to coast the res 

Instead, thev kept c □ncentr~ting on things li~ qu.d:t.it·/ 

year with revenues □ f :l i 1 ,.,., ' l J. i un 

• ·····, -- F" 
7 ·-- ._., , h~v~ been a reasonable 

Five hundred million? Actually Compaq did 

t □t0lly unpredictable$~ billion that year. 

although goals are one way 

Canion complains, they can answer the quesc1on, .. J, __ ___ __ _ 
!_jl __ !l·-•··--. 

be especially careful o~ imposing them from above. 1!Cu.t. 

cue rn~t~ by 15% now, wny didn't we do it last year Is 

management accusing us of being shiftless, wasteful and 

lazy to the tune of -! 1:::-r·, 
.i .. __ 1 :· Maybe they don't know what to do 

to control costs, so they are simply going to order them 

An alternative in this situation might be to sell the 

idea of continually studying and improving company systems 

-- simplifying, reducing waste, improving quality, and 

reducing cycle times. 

everybody excited. Now you have a much more viable 

schwerpunkt than, as we have all seen so many times, merel 

issuing a decree and returning to business as usual. 
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H□we~er you define the schwerpunkt for your 

First, it hast□ provide focus and direction. 
F () 1-··· t: J-··1 :i. ~:; 1..- t::·?: <::t. ~=- c, r-·1 'J C\ r·, CJ r- q <:.:i_ rt 1. ~:.~ E:"i. t i C) r·1 c: (':I_ n i.-- E·! t::i. l J \/ l ... t :::<. \/ ,::-:~ 

only one schwerpunkt at any given time. It is 
difficult to create a sense □ f urgency if □ LI 

spread people's attention and committment over 
in u. l t. :i. p :t <:::-:, 

1 1 
-~~; c 1 .. ·1 l-""·-' f::.• i'- ~:, u. n k t -=- . 1

' \( c:i u. ffi <~- \/ F:? r-·1 i~J ~J. i:J i::.~ i n 
different lines of business, but you must have 
something at a higher level that gives focus and 
direction to your effort 
n D t. c::• ·::::. t. h .::;1_ t:. 'j T \"'·1 E:· r- (-? 1 ·::::. r .. i c; -::; u. c: h t.-_ 1 .. -, i r·1 i:J E1. ·:::~ -:-::"i. p .:::1. r- t . t J. en t-:.=.• 

l, -I ' , r 'l ! " II ( F'.t:=.•+ ;: F'E-?t E-:•1--· ::; '.I :·.? :l. ~=:.=.;) 

Second, vour schwerpun!.t must contribute to an 
outward focus, towards the customer and the 

The last thing you need is 
more device that drives your attention inward. 

Finally, your schwerpunkt should reinforce mutual 
You must make sure that it is bought into 

and understood by every member of your 
This makes schwerpunkt 

11 CC'Jnt.1r·o1 '} I! in the best sense □ f helping 
people make the right decisions, in turbulent 
times, without destroying their initiatives. 

Finally, you can, and must, have a schwerpunkt for 

every organization at every level within the company. I' 11 

try to illustrate how this could work. Suppose you become 

convinced that what the world really needs is telepathic 

data entry CTDEl for laptop computers (those keyboards are 

Then something involving TDE would become 

the schwerpunkt for your organization. To make the idea a 

commercial reality, you may decide to organize the effort 

so that one group works on mind-sensing technologies, one 

on packging, one on how to manufacture the thing, ands□ 
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need schwerpunkts. 

What will vuu designate for the sensor people, wh □ are 

developing the mind-sensing technology itself? \lc:iu. c::ou.l cJ 

Within the nest three months, create something 

that is 99% accurate (\.n □wing that this is much better than 

/ecutives will e ✓ ~t get with c □nventicnal laptop 

know □fa fairly simple technology that can achieve the 

99%, but has practically n □ growth potential. 

going t □ take it when the Japanese brinq out a ru~ system 

1,··i. nht'-;, 

As an alternative ipproach, you might set a direction, 

sensors outperform those of any of our competitors, while 

ensuring that their designs harmonize with our needs for 

7 Tight relationships 

of 0-0-D-A loops --

using your intuitive judgement, you feel that the 

technology is getting ripe for the marketplace, harvest 

it. Perhaps 99% accuracy is fine for the first product, 

but the schwerpunkt concept should serve a higher purpose, 
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t o keep yo u d r ivin g ah ead, e x e r sinq mark2t leader ship , 

s t ream o f n ew possibilities fu, 

prod u ct s tha t will get 

Now let's look at 
A_ 

within the organization. In general, the same principles 

If I am a manager at s ome level 

tor my sub or dina t e = , and then u s e some dev i ce l i i 

to gain their c □mm it t men t . l L. d[ I 

sh1tt these directions if need be . But at any given time, 

I have ~u n ~ my job ri ght, my wh o le organ izati o n will 

~ -i- ••••• 
.l. • ... ::::- l,.JI l !.::,.' T r U!li n 

super i or · b y the fact that my peopl e are operating 

=cording to theirs. 

As with our discussion of auftrag, I cannot give you a 

formula for schwerpunkt nor, as Musashi insists many times, 

will you master the concept just by reading the boo k (thi s 

Armed, however, with the general idea and a 

will i ng n ess to experimen t ( and make mistakes), you can 

develop the skills with this concept that have served so 

many successful leaders so well in the past . 

It'~,; nut a. que~;;tic::,n c:;f ''qE,ttinq it, '' it.',;;;<'~ ma.tter of 

dc:,iniJ it" Setting the focus and direction and shifting 

them in response to the circumstances are primary functions 

l 1:"2 

~~~ 
.,,._,.,..,,... .............. ( 

1
5.~, 
~f{ 



in your or g anization, should contain an expl1c1 

of the sc h we rpunkt. ~□□ k over some of your planni n g 

hing that will focus people' 

and encourage them to take the initiative? 

alk1ng to people about what needs t □ be d □ne 1 will 

a concept so simple and strong that 

Although the concept is simple, actually 

Making the decision t □ shift 

! ....... .. . J .. 
i lt::.'.:::t L can be excruciating. 

rlPrisi □n t □ build the 747 with pr i vate 

money ~fter losing the C-5A military contract ~o Lockheed 

c::ir·- t.u ki.11 he profitable/~/ line to start the/~/. In 

th,c:• cumpD.n\' { EiC Pc.1 ·-· ,.. i_l .. j" 

thousands of people towards the develupment of new (in the 

case of the 747, radically new) products in aver 

ti !TIE:. In buth cases, Boeing ' s management worked very hard 

tu sell the new directions to its people. 

Motors to bring out a small car that works. 

have remained focused, with the exception of its nearly 

autonomous Saturn division, on full and mid-sized freeway 

Vega, Chevette, Citation, and Cavalier 
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the b □tt~m of the automotive quality charts. 

during the 1980s. 

BPr~use the future 1s the future -- uncertain, 

ambiguous, and potentially threatening 

formula for shifting schwerpunkts. 

executives otherwise. To make the idea work, you will need 

fingerspitzengefuhl tu1 making these types □ f decisions. 

c:_jC! □ d LJ.:cc,•,. tD k :i. l 

thi 

rlnP~ not make much differer-

in 

through arrogance 

_;_ J.. .. , .. 
L! It-::.' 
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THE AGILE MANAGER 

I have been obliged to practice that by finesse which 
I dared n □t attempt by force. Nathaneal Greene. 
fi in E~ t~ i c .:::1. r--1 F\ E~• -.__,. c:i 1 Ll t. i c1 r-·1 E:!. r· ··/ li.J Et 1··.. 13 c:2 n (-:~ r- .;~,. l .. ( l1-J E~ :i. q 1 t:? \-' ., ~~; (::, ) 

rapid 0-0-D-A loops -- reall 

.... i. .. ::::.,.-.-.-,;:.-,r-- ;___r 1 ,---.. ..:: 
' •••• ' I 

·.,- .... L. •·· · 
,_,1 t...t! Ii I 

a.t_:Jilit··-/ 

armies t □ win on the battlefield. Superior agility creates 

mistrust and confusion in the minds of their opponents. 

generating increasingly f~]sP picture 

offering the more agile side opportunities to stril.e. 

This 1s all fine and well, but business is not war. 

What evidence shows agility works for business? 

Throughout this book, I have cited the Japanese auto 

industry as the most striking example of agility. They 

execute their basic processes roughly twice as fast as 

Detroit. and so can design and produce a car in half the 

ti f"flE•" This means they get to interact with the customer 

But you don't have t □ look to Japan for success 

Here in the United States, there are companies 

that have made the improvements required to compete. even 

with the Japanese, and not all of these were Silicon Valley 
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equ1red Lw d e liver r1 1~tom 

electric circuit brea~ from three week- to three day 

At the same time, they impro~ed productivity by 

redu1.ed costs by 30%. 

An e~en more specta1.ular example comes from competitor 

Motorola, which buil special factory 1n Florid 

experiment with wavs : 1 t:: ti rnE: 

p 1 i:J.n t:. ,1 :l.1-, ..... ·---·! .... ; ___ °}-'L .L !;;:! 

from two weeks to two n □urs 

sponsive to their customers· 

needs, without having predict the future and prebui □ 

lot of potential! 

Fast development cycles produce a steady stream of new 

products, experiments really, to r~trh the eyes □f 

which advises you to erect barriers t □ entry and milk the 

business, while waiting f □ r the competition to come over 

the wall. (Footnote: The business version of the Maginot 

L.i n1::c:.• ME•nti::1.l i t\.1) Of course, they always do, and when they 

do, it's often to□ late. Fast cycles offer a more 

offensive-minded alternative. Hewlett-Packard built its 

system to outrun the competition, and the results are 

More than 50% of H-P's sales come from 

products developed within the previous three years. 
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,mpet e wit h H-P only by .nowing 

bc·:i. nq tu 

I 
Even the U.S. auto industry, which has not come □ ff 

In its Buick City plant, General Motors has reduced 

41% and in the process, cut defects by a 

Perhaps even more importan t 

and assembly de cts don 

jJ r uc:iu.c doesn't sell, one Buick model 

product quality. 

ThP~P cit~ just a ~ew of the man 

Rather than go through a long :i. ,".t ., 1rJh:i. c::h 

at what people who study business for a living have found. 

First, there's Tom Peters· Ibci~iog_ On_Chaos. It l c:-.,; 

practically a handbook for agility, .with an entire section 

ti:\nqible test'' and to do this ovt~1·- the ne:,!>'.t '.::!4 month<:: .. 

(Ref: Peters, 226) In subsequent columns, Peters makes 

explicit claims for fast 0-0-D-A loops, concluding that 

t:.ht?\./ -fc=:ii,...·n-: the '1 nu.b c:if cornpetiti\/f-~ c"t.c.i··-./ant.2.gE::., 11 and th.::t.t 
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reducing lead time is a simple and powerful measure of how 

has an honor roll. Y'DU. hi:I\/f:.:' tc::i ffii::tl 

and has come to the same conc1us1on. 

Indiana University cDncluded, 

, that reducing throughput 

The Boston Consulting Groups George Stalk reported a 

similar conclusion, that factories with fast decision 

cycles are twice as productive as their competitors' and 

respond to customers five to ten times as fast. 

the case of Mitsubishi, whose technology in air 

conditioners roughly equalled the U.S. in the late 1970s. 

By 1985, Mitsubishi, using its superior development cycle 

speed, had pulled seven to ten years ahead. 

You might also want to review Stalk's analysis of the 

) , where Honda used fast 0-0-D-A speed to 

defeat archrival Yamaha. 
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{perience with air c □nditi □ n e r 

well as mar .eting. 

pu.t: .. I . 

,. .. ,. t. , ... , (•:~ (:_~:_, { ·f o i .. - t t:. c.i y- ,-:: L1 Ll c: ;":::-:· i : \/ c 1 r.7! t. i rn F:! c -=~=i. n b (:.~ 
critical t □ i~~roving the technological self­
c □n~~iousness of a company's whole organization 

few turns for the 

company with the shortest cycle time to build-up ci 

So in addition to the military and theoretics 

that agility also dri:cs c □mpetiti □n in business. 

rest □f this chapter, let 's look at how to work the 0-0-D-A 

l0u~ in business. 

Strateqic_C□ncepts_□f_Agility 

First, a warninq: An agile manager is n □t spring 

loaded to shoot from the hip. 

dc,es; not E!qUCll 

When executing 0-0-D-A loops, you have to go through all 

This is more than motherhood, because there are 

actual, physical things you can ~g, for example, to help 

your orientation, during successive loops, more cl □sely 

correspond to reality, and thus make your decisions and 

actions more effective. These measures on your part are 
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we shall e xolor e in 

chapter, they are no a1.cident , either 

Another thi n q to \.ee p in mind i that business is not 

you defeat the enemy. In business, you can 

do whatever you want to the competition, but unless the 

customer buys your product, you lose. 

business is more competitive than war in some ways. 

people would applaud attempt s to end the competition of war 

through negotiation, but tr it in business and you'l 

:T1D ·./i nq .I..-·· ., .. ;._ .... 
LLJ :._11:.-:;.' 

one final word of .aution. Do not, under any 

. ... ;· 
1..JT 

anything else in this b□□ k, as a checklist. 

should, as Col Boyd has often counseled, 

' • ' D!...lr·n l T." ChE•cl.lists ha.ve their· pl.a.CE! 

critical processes that must complied with exactly (like 

preparing an airplane for landing). But they do nut belong 

in strategy, where they contribute to rigidity and internal 

Look at the 0-0-D-A loop and the other concepts in 

this book as starting points. Examine the problem of 

strateqy from many different angles, and eventually create 

Otherwise, this book has done y□u n □ real 
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With the3e points in mind, let 's look at the 

components of the 0-0- D-A loop 1n busin e ss 

Some people hav e tried to rer~st the n-n-D-A loop as 

I dun't 

worry to□ much about doctrinal purity, but you can be 

11 ~:;.j_ fflj'.) ]_ j_ f i C-:"::tt. i Dn ;i " 

.J . . .... __ _ 
i...l....lL.I 

You want to capture information, concepts, rumors, 

innuendos, lies, data, con jectures, gossip, thoughts, 

motivation, insights, , ?□Ytbiog, as ~reely as vou 

can .. Don't worry about filtering; you'll =u~~ it all out 

during the orientation phase, as we'll see in a few pages. 

As Tom Peters says about your relation to the 

symbiotic relationship, you want every production worker to 

make three customer visits every year (Ref Peters 144). In 

!3ho1--·t, --;1ou ,--iant at lot mur-e thai.n ju.st 11 '::=,f,~e. 11 

It's too bad that the liberal education has become so 

It taught students to assimilate concepts from 

everywhere -- literature, music, history, philosophy, 

mathematics, science -- an unbeatable fount of ideas. 

1 --_;; 
..:.. J. 



Today, many business student are mortgaging their 

competence as future leader f □ r earning power in their 

They have never acquired the ability t □ steal 

g □□d ideas from any source, a talent critical to gaining an 

advantage in today·~ competitive world. 

Break out of y □ur habits. T 
.I. 

·,;p c,c: :i. a. l 

L ... 
u \ ' 

your politics tend 

pui.nt 

.!..!.. ..... 
1-.1 11:::.' 

Times or Washinqt □n_Post. The idea is t □ □ ec □ me as □pen a 

I mentioned this concept back in the chapter on 

There the point was th-::•.t to 

be a closed system. Open systems are alive, exchanging 

energy and information with the environment, and thereb 

shaping and being shaped by . : .! .. 
. l L." Clused systems are dying . 

In such systems, people are focusing inward, and over time, 

they lose the ability to understand the real world. In 

business, customers and their needs define the real world, 

and your competitors are not going to wait for arcane 

They are going to finish you □ff themselves by 

separating you from the customers you have left. 

Things that interfere with the flow of energy and 

information between you and the environment are called 

A classic, if somewhat obvious, filter is the 



·- .--
l ___ iT 

person who, wanting 

the bearer for y□u. Quality guru and Deming disciple 

William Scherkenbach nh~Prves that subordinates exposed t □ 

the kill-the-messenger reaction quickly learn their lesson, 

filter bad news even more carefully. Th:i. ,,. 

leads upper management to demand detailed reports to 

to get the information it thinks it needs. 

··-::-➔ 
.- .:. And as we have seen 

initiative that form the foundation □ f ~ c □mpet tive 

Anybody who controls ~rre~c t □ you has the potential 

to become a filter, and the only way y□u will ever know is 

to get outside your system and walk around _, __ i... ~ --
Li it:: 

orqanizati □n and the rest of the world, to□. 

Which brings up the subject of management by walking 

a.i•-Dund (MBl•Jh). A manager in a company I worked with 

stopped me one day to tal k about his boss . 

tht~ office'!'' hE:' c<JtT1pla.ined .. 

organization, and do the planning and s trategy, while he's 

In other words, part 

of his objection was that MBWA had become mi~cg-managing by 

:,,.Jal ki. nq a.r-ound .. Let ' s look at this. While it's certainly 

true that some people will meddle in almost anything they 
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:::. C: c: ·-· .: J .. 
J.' equally true that locking them 1n their office 

won't solve the problem. Thev'll demand detailed status 

reports, question $5 cab rides, and call 

to improve the grammar of your sales projections. 

The cure for this lies in breakinq the micromanaging 

habit in the first place, and the way I recommend is first 

onv i nc ed that he or she 1s, some 

individual counseling and education is in Un 

□ssinq are endemi c to your 

place, then you have a system problem, what Deming calls a 

It's not your manacers 

yours because, after all, you own the system and set the 

It. .1 .. ! ....... , .. 
Li lt::l. L 

which is really what we covered in the last chapter. For 

onE:, thinq, you mi C;iht .l.. -­L i__l the cc,ncF:pt 

contractual responsibility, auftrag (p. 

you t □ wander about t □ your heart's content, while strictly 

forbidding any interference in how a person is doing his 

job. Beginning with your own actions, embed this idea in 

You can then get all the strategic benefits 

of MBWA as an observational open systems tool, while 

avoiding the problems. 

What about the objection that a leader wandering 

around isn't fulfilling his responsibilit y for overall 

quidance and strategy? If your notion of strategy is a 



large s uperplan , with everv potential event worked out in 

your office writing the thing. On the other hand, if you 

subs(ribe to a concept of strategy like I outlined in 

then you're more concerned with creating~ 

competitive culture and selling y □ur vision. 

activities :an □nly be done out with the truup 

,-· -· -···'·· "T-::1.L L you ha~e no choice 

Napoleon, Patton, R□mmell 

Israeli gener al wh~ led the cross ing of the Suez Canal 1n 

occasions during the Seven Years War (1756 - 1763), the 

Frederick the Great, had three horses shot 

out from under him. One is reminded again of the 

assessment of the German General Gadecke, that his good 

commanders did not lead from the rear. 

One of the things you observe is how you are doing 

what happened on earlier swings through your 0-0-D-A loop. 

This is how you exercise the traditional management 

·ft...1.nct:i.(Jn~~ c,·f 11 c.ont1-···ol .. 11 If you observe that your current 

strategy isn't producing results, but your 

fingerspitzengefuhl suggests another path, then d □ 

sc:;m0?thi. nq. Shift yc:;ur schwerpunkt, or work on your 

competitive climate, or rethink your overall objectives. 
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I + you s t udied management during the c,xt1es and 

theories of organization. (Ref: Churchman; Wiener 

Derived from theories in computer science, 

these envisioned companies as giant machines, with managers 

as the controlling agents. They were the ones who made the 

. ; .. ( 

.I. I results didn't meet the plan . 

-· ,.: J . . 

... . .LJfiiii!LiU.i. 1... '/ •J 
.: ... / __ _ 
J. 1...1;::::" 

you might imagine, bernetic management was ver popular 

in the pre-perestroika Soviet Union. 

concept is to devolve the responsibility for control onto 

.···• .. f.: 
• ... .' I the organization, 

c<.dvi=:;F!d (p. ) . 

This is what the best J~p~nese companies have learned 

tc:i dcj,, 

(Panasonic, National, Quasar, etc.) ~lmost can't help 

glu:.:;.ti.nq: Japan will win and we will lose because to them, 

•rJhi le 1n the 

This does not mean that managers n □ longer have a 

job. Rather, it is one much more sophisticated than being 

strawb □sses in $500 suits. Again to Japan, where 
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........ . ! .. . .. . 
C C) !"' ': c 1.-.-.-.' t 1 1... r :::I. 1 .. . ,.-.-:.' 

i .... ·: ,.,._ , ... _ 

:.::•. J. \ ll L -' 

by definition, som e one who owns that 1s, has t he power 

. . -.: .. ····-·· ·/·::::•I_. ':::.'iii 

manaqement positions who cannot or do not choose to improve 

Uj. i.... 

ruc tural hanqes to increase your 

.: ..... L - ·· 
J. Ii L 1 .. ..1 istence from the top. 

Observing your ~ystem means measuring it. 

that before you tink e r with your systems a~ all, observe 

them and bring them int□ statistical control, primarily 

through changes in the company's culture. (Pt:.•-f Dt?ff1ing) 

Although measurement may seem to have more in common with 

centralized, top-down management styles, it is a critical 

part of every system. To make it work within the climate I 

am recommending, you need to make sure that your 

measurements do not become tools of the bureaucracy. 

Here are some suggestions: 
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First, data on individual performance should be 
collected by, and kept by, the individuals doing the 
work First-level supervisors use these not to harass 
individual wor kers, but to help improve the em. 
CFN: Deming's Q~t_gf the_Crisis describes how 
managers should use t his data. The basic idea is that 
the majority □ f workers in any group form a 
statistical system because they fall within 
statistical control limits. Only the very few workers 
whose performance falls out side these boundries would 

examined individually.1 

bec.ond, post performance d0ta, aggregated by 
d c.::.• p -~·:;,. i·-· t rn E-~• r .. 1 t·. ·~ cl i v J. ·: :- .1. '-·-' 1 1 i:i c:i. r .. , d ·f C) r.. t. \·· · , E:.= t.\1 l· .. 1 o J c:, c: o rn p ,:;:,. n \/ i r .. 1 

-- ·1 ., 
-::.-¼.J_ .:. 

Finally, measure ever 
than depending on one □r two favorite ways 
measuring, say, productivity, lDDk c:1u.t.p1-.tt. 
worker or net worth □r revenue or ad~ertising dollar 
□r dollar subcontracted or Then let your intuitive 
knowledge operate 

fJ(.i_E•nt 

last phase? Orientation is where you put it together and 

decide what it means. 

genetic heritage, cultural traditions, previous 

E·>:pE•r·i.E:nct=,s, c:;tnd unfolding ci.,~cu.rnstc:;1.nces. 11 (i~:E:f Bo-,id, OD 

from many different sources, lil.e the liberal/conservative 

newspapers I mentioned above. The more more varying and 

encompassing the information you. took in du.ring the observe 

phase, the more many-sided y □ u.r cross-references can be. 



J 
(/ 

why you didn't filter the good ideas from the 

that apparently have no relat i on, lil.e Col Boyd's synthesis 

of strategy from ideas in fighter combat, physics, and 

abstract mathematics. 

famous crossreferencings involved a supermarl .et. Ta.ic:hii 

Dhn □ 's inspiration for 

,tern came from his noticing that items on store shelves 

dumped on the shelves according to some pre-determined 

rather tnan predicted, customer demand, and this eliminated 

much □f the potential for waste. 

connection came one of the most productive and highest 

quality production systems in the world. 

The other major adjective in C□ l Boyd's description of 

which is the ability to rely on int u itive judgement for 

rap i d response t □ complex and c h aoti c situations (p. ). 

New concepts and ideas coa lesce almost spontaneously from 

the primordial sea of ideas provided by your observations. 

which, as we have seen, is usually more reliable and always 

much faster than the formal , explicit kind. 



In the game □ f strategy, □rientati □n i th e 

... J .... 
Ut..l 

y □ur c □mpetit □r's orientation, so that, as we saw in 

Chapter IV, his products and services take on the ho-hum 

quality □ f 1~~t year's fad. With your f~stPr cycle speeds, 

in ~n~ition where accepting takes the place 

J .. I ...... . 
Ll ! 1:::.' 

orientation is that part of the 0-0- D-A loop that takes the 

most r ental energy an □ that part where most □f the problems 

What kind of problems? When K□nosuke Matsushi ta was 

nc,t·_ ~-tic:: k,. ' ' (Ref Dhmae, C□mpanyism, i-=!"C-:•\ 
J.. -- • ..: .. / t~ stickinq 

mindset is the main enemy of orientation, and this was 

recognized by strategists ... J .. 
C~ l ... 

Suki, they called it, a moment of hesitation by 

your adversary that , if you are qu i ck, you can exploit 

This theme is echoed by John McDonnell, chairman of 

the aerospace and defense firm McDonnell-Douglas. 

opened his tenure as CEO by shaking up the entire 

cor··por- .,:'!ti.on, v-iith thE0 qoa.l o·f cr·eati.ng ' ' a ch-cc1.n(::Ji=! in (th,'=!) 

mi. ncl···-s.et Df ma.naqern1=fnt .. ' ' He maintains that the key tD 



.ultural change 1 s firs 

establ ishin g a c limate , in which manager 

' .::::,L.I !i;;:.' J. l ! ,_; 

~e organized int □ i. •• • : ·····•-
t i .L !:::ff 

l 
keeps orientation 

experiences, and the current envi ron ment. 

do about the first ~wo, but, over time, ou can add to your 

current environment. In fact, the most common single 

problem 1s failure to carry out the observation phase 

Another way to lock up your orientation is to direct 

your attention inwards, in other words, to place the focus 

of your attention on events inside the company rather than 

on the customer and the environment This is another way 

7 
( 



non-MBWA cul tures get int □ trouble. Misconceptions begin 

The hns~·s whims and prejudices and even 

offhand nb~0rvation s become policy, then dogma. I·3 \/ n D ,,, .. , •.1 

you should be recognizing the symptoms of something we've 

seen several times before. 

Failure t □ int e ract with the environment, that 1s, t □ 

the world outside, mai.cs you 

systems, as I have mentioned time and aga in, fall prey t □ a 

In a strategic sense, entropy infects 

which means that what y □u think~~ reality 

and reality itself, become more ·and more detached. 

effects of entropy, clean □ut everything that tends to 

f □cus · your organization's attention inward. 

these? One great source □ f inward focus is too much 

Structure can be bureaucracy, or layers □f 

management, or simply performing functions for which there 

is no clear and present need. One common source of 

unneeded structure is excessive vertical integration, which 

is the tendency to keep everything in-house instead of 

subcontracting selected pieces out to the most qualified, 

fast-paced, and imaginative bidder. 

excessive vertical integration make do with less than the 



ju 

While this is n □t the place t □ debate the theoretical 

merits □ f different organizational schemes, allow me to 

When we think ot vertical integration, we often 

Rouge plant near Detroit You may □ uy your steel +rom 

somebody else, but do you have ve □rqanizati □ns for 

finance, engineering, and the like? It is bad en □uqh that 

these functional units are protected fr □m 

so rarely develop world-class competence. 

strategists more is that these functional groups take □n a 

life of their own, which means that as subs 

degree of autonomy, they begin to develop their own 

cl E·+ i nit :i. on s; ··- (' 
l.JT 

If all these definitions are well-harmonized, no 

pr-oblem. But human nature being what it is, pe□01e 1n 

Accounting become concerned about the future of the 

Accounting Department, and i+ the whole company survives in 

the process, well, that may be una ✓oidable. 

kno,,._, ,1 ,•ih-::lt u,;;u.::,11 ·--; h-c::lppen·:;; i "" thclt th,::,' objecti ve!:i ( ''oHn 

contrasted, perhaps, to mineral resources), and even 

engineering will come into conflict. What you get are many 

non-cooperative centers o+ influence operating within the 

overall company system. This is exactl~ what strategy is 



]. 

achieve it in the other side. 

\-'ui...l c::01...tl d., c::i+ 

course, attempt some type □ f harmonizing device, li\.e the 

schwerpunkt concept I have described, to bring the 

functional □rganizati □ns into line. It may work, but there 

Which brings up the second option: 

_ stem without such potential for strong and conflicting 

internal agendas in the first place. And the simplest way 

t □ do this 1s n □t to ha ✓ e internal functional organizations 

t.C) l·-,,-::.·,, ... ; ·i ,-·, 
, .. ,-.... '-:.:I.,. ' ' !, ... .1::_ t.h., 

0u~ even 1+ you subcontract~ er ing but the board 

little looking around will uncover plenty 

of things that drive your attention inward. T J l 
J. \i 

explored how overly complex management tools and models 

have the unwanted side effect of forcing people to spend 

time worrying about things other than how to meet the needs 

But there are many less sophisticated 

oppor·tun it i ii:?s to a.ccomp 1 i sh the sc:1.111t= u.n·f 0,-tun,:1.t,:'=! r-es.ul t. 

Do you need a shelf four feet long to hold your 

policies and directives? Do these focus your attention 

towards the customer, or have they become ammo dumps for 

bureaucratic infighting? Have y□u taken a rough sample of 

your paperwork to see what fraction deal largely with 



.. ,. .•• I .•• ..j ~ 
-::.~. • . . .! • .. J .!. 

Your managers should spend that 

time outside--out □n the floor, out with customers, out 

improving their physical and mental fitness. 

1 drink your own bath water really one 

people with wild ideas. Otherwise y □u are reinforcing 

dogma and conformity, not expanding your orientation in new 

Do you prPGG your people for wa 

unneeded stru=ture and proce□ ur~s, 

You might trv replacing staff meeting □r two 

recognizing mavericks and cage rattlers? Are you 

surrounded by syncopants, who survive simply by making life 

comfortable for you? Regardless of what the real situation 

is? How do you know? Do you keep any measurements on 

bureaucracy bashing? (Ref Peters) 

Orientation and_Culture 

Finally, orientation has strong roots in your 

Weak cultures (p. ) , ones that depend on 

explicit rules and four foot long shelves of directives, 

will be much slower to reorient. Strong cultures can 



encouraqe people to take the initiative and ~nl the 

problem, instead of writing memos and quoting procedures to 

that any strong culture that mea~ures its cycle speeds, and 

posts the results f □r all t □ see, will achieve the ability 

to rapidly realign its orientations. 

D>??C: :i._ cl E: 

We make far ton much of decision. 

manifestation □f the obsession tor control I ·I- i-'( l ;::_,---, 

For an individu~!. the decision phase blends into 

If you have enough exp~rience (of the right 

types, see Chapter Vl to have fingerspitzengefuhl, you will 

intuitively know what to do the vast majority of the time. 

And in groups, a strong culture will guide activities 

during most of the work day. 

simply the boundry between orientation and action. 

You need more formal decisions when ti me comes to set 

or shift the schwerpunkt. This avoids misunderstandings 

between large groups of people and can provide a shot of 

adrenline for the organization in times of crisis. 

the higher level schwerpunkts are set, auftrag flows this 

intent to all parts of the organization. 

decisions become a harmonizing and motivating ~evice that 



·, .... . ! .. 

.I.\;;:.' I.. get on with their parts 

People sometimes gl □r ~y decisions because they are 

afraid of i n decision. Derision can, as we all now, become 

a barrier between orientation and action. l ·f vuur· CJ ····CJ-··D-···t, 

l □□p locks up in the decision phase, you won't be ver 

But this is a pathological condition, and 

C)i . ..l. t. c:iD k 

much more common are 

decisions that don't decide, that 1s, the 

~u~L~ of directions but fail to designate a clear 

... ..! .. 
•:::f. I... some recent directives in you 

hing that establishes clear focus an □ 

direction jump out at you? Dr are they just pronouncements 

that violate mutual trust by telling you how to do your 

As we saw in Chapter III, lack of a schwerpunkt was 

Hitler's biggest military mistake in Russia. Could 

Hitler have conquered Russia even with a strong 

sch 1,•.Je1--· punk t --;:, Manstein wanted to take Leningrad first, 

spend the winter there, then take Moscow and the Caucasus 

in later campaigns. Considering how close they came to 

taking Leningrad anyway, it might have worked. fJ ·f COUTSe 

conquering Russia and holding Russia are two different 

th i nq·s. Dne hundred twenty-nine years earlier, Napoleon 

h ad averaged more miles per clay than Hitler and actually 

took t10,sco1;-J,, Two months later, Napoleon crossed back out 



wi t h fe wer t h a n one out of nin e from h i s origi n al 

observation that has lived with me ever since. 

One thi n g a ll business strategists agree on i s the 

Don ' t wait for the big picture t □ 

a l clear; it never will, and you'll g et l e f t 

bt:?hind. 

Sur e , research is required, and careful 

th □uqht, but \"lh .:::,t \/Du'r·E• 1,::,c,ki.nq for· i~, t..i:t::: intu.itivc 

impulse, primed by practice and experience. Th,=-:n do it.. 

As the Jap~nese know, 

bomoi--·y) This is especially true of □§~ product 

development., where by definition, market response is a 

the i n-.../ent.01-- o+ the l•Jc.=11 krnc•.n sc,·/s-, '' i;Jhr-:cn 

you intrDduce products that have never been invented 
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· .... ,.::, ___ ,. ___ ,_; 

mi c:.1ht 1" 

company on the succe~ □f one new product, but that you 

1gure out rl0vpr way~ t □ reach the marketplace with 

pu.t chapter in Tht.lY! □ g □n 

The se1ret, when y~~ can pull it □ ff 

q 1 . .J. :i. c~ k 1 

from strateqic leaps, rath than fr □m continuous 

undermining America's ability to 

achieve high quality. The implication is, don't sit around 

Former pro quarterback Fran Tarkenton, now president 

of his own management consulting company, is more graphic. 

''\'ou dc:.in't know ~•.Jhtc?t.her-· a pl,,t\/ 1,..Jor-k·::; until --:,1 ou. 1-un it.'' 

-:ind ''The main thing i,", to gE•t to the-;.t 1-ight. solution, you 

gotta get. moving right now 1 You win by trying, not by 

All this seems so obvious. Why wouldn't you act with 

elan and dispatch? For the individual, the best answer I 

can give comes from Robert M. Pirsig's classic Zen_and_the_ 



Art □f_M □ t □rcvcle_Maintenance. 

may find useful in your own life. I'll refer you to the 

book and Pirsig' s inspiring pru=~- (Ref: Pirsigl 

For organizations, the answer is that you ~ill act, 

you absolutely will, if v□u have created a culture based □n 

things like mutual trust, intuitive knowledge, a 

focus and direction, and if you have done any kind □ f 

reasonable job observing, orienting, and deciding. Unde,·-

such a climate, barriers to action, like requiring 24 

signatures on a form, wither and die. These conditions, a= 

I've seen time after time, generate unbelievable harmony 

ctnci in:i.tj_a.ti-.../E'.. By the time you're reaciy to act, everybody 

will be straining at the bit. 

Agllity_Deep_Within 

It me,-.../ bi:::! thi:,tt thE• effects of a.qi l i ty Lu1,,1c:.· from 

discussed how the quest for control can, if ordered from 

the top, kill initiative, destroy morale, and generally 

make it difficult for the organization to survive (see 

T ;;:,bl. 1:.~ , p. ) . It may still seem strange that the 

ability to compete and grow depends on some degree of 

dis-order within the group, that the side with the iron 

discipline, where orders are carried □ut immediately and 

unthinkingly, ma y fall victim to what appears to be a more 

relaxed competitor. 
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Actu3ll y , thir shouldn't seem strange a~ all, and it 

part □four f □ lkl □re. Remember the TV s ~t 1es 

allied P□Ws ran rings 

around their Nazi guards in a WW II prison camp. 

hardly any discipline among the prisoners, except when it 

came time ~o do the job. You may als□ recall the studied 

informality of ~ne Israeli army, which achieved s □me of the 

mi l ,- .... . . . .! .. 

T l:;:.'-:.::i.l... 

Soviet-tra1ne□ armies many times their size. 

outsider could not tell 

----- .. J dllU 

other Uri □r Mcshe or Shlomo. 

Then there's Robin Hood, and Han Solo in the Star Wars 

pictures, and you can probably think of dozens of other 

And what about Silicon Valley tod 

cultural ideal seems to be 20 year old kids in long hair 

and jeans, who routinely out-create their button-down 

competitors at IBM. 

Recent research suggests that there may be deep 

biological roots for all this. If, for example, you look 

at electroen cephalograms CEEGs), pictures of electrical 

activity in the brain, you will usually see chaotic 

squiggles that look like a seismograph during an 

eat--thqu.,":\kEe. These are normal. Sometimes, however, you may 

see EEGs that show long regular waves. 

Actually, it's a sign of something 
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epileptir having a seizure. 

Although this line of research is just getting 

started, evidence points to s□me strange conclusions. It 

appears that when the brain is working on difficult mental 

the pattern of EEG waves, far from settling down 

int □ some type of ·-··-· .. ·'- JI JliUtJ!:::,' 'J becomes e ✓en more 

ch-::::~c:it :i. c::,, It 

the language □ f 0-0-D-A loops, tr ing harder to form the 

cross-reterences of orientations. Sure, some pattern is 

there and can be mathematically detected. 

All this seems t □ indicate a natural connection 

between the dancing chaos of electrical activity in the 

brain and the irregular patterns of agility that lead to 

However, it is far too soon to 

jump to that conclusion, and at this early stage in the 

research, it could well be an analogy. But even if it were 

simply coincidence, i~ would be one more instance of 

nature's detesting the straight and rigid, whether it be in 

the flow □ f wind and water, □r in human competition, or in 

thf2 ba.::;;is of t.hE:i mincj it.sf2l+. (F:e·f: l•Js.tt,::;) 
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trong distin'..tion between the 

multi -dimensional interactions sugges~ a 
spontaneous, synthet ic,creative and flowing 
action/counteraction operat.ion 1 rather than 
step-b~-step analytical/logical and discrete 

(Ref Boyd, POC 176) 

Bower and Hout concluded that managers 1n fast 0-0-D-A 

characteristic cycle time ... and they are ~lert ~o the 

Bower and H□ut, 114) 

answer a request for proposal? Do you have the data to 

prove it? Has this time remained steady, or (as 

bureaucracy accumulates) has it gotten worse? How long 

does it take from the time an idea strikes for a new 

product until something happens (the product appears, or 

the project 1s cancelled, or it evolves into something 

Here's a data point: Sony developed, produced, and 

put on the market its revolutionary (and best selling) 

TR-55 8mm camcorder in about six months. r-,r.:.-
L'-'? 



take for somebody to u~l approval t □ 

Are we a little low □n mutual trust?) Haw 1 □ng to 

answer inquiries fr □m r1J~t □mers (y□u tjg answer all □ f them, 

H□w long t □ act on customer suggestions □r 

that n □ne □ f these cases are er 

What do you expect 

come up with and plot simple measures of cycle times that 

something t □ them. 

in PEters' Thrl 1nq_□n_Cha□s for a whole bag □f ideas on 

measuring the unmeasurable 

The_Shewhart 1 Deminq_Cvcle 

As a final example of the 0-0-D-A l □□p in business, 

l cJDk in Fiqure 

Fi qu.t~e 

The Shewhart/Deming Cycle 

(Deming calls this the Shewhart Cycle and the Japanese call 

it the Deming Wheel.) The purpose □ f this cycle is to get 

your act together internally so that you can compete 

In particular, the Japanese have shown it 

enables organizations to eliminate waste and produce superb 
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and 1n the process, 

making it more ag il e ) 



Grist F □r Y □ur Mill 

Any fact becomes important when 
:i. t connected to another. 
Foucault:s_Pendulum, 314) 

One way to think of a competitive organization is that 

it generates ideas, then processes them (through 0-0-D-A 

Until this point, we have concentrated on 

organizational climates and ems that enable, even 

spend a few pages 

course, is everywhere. T □ be effective as strategy, 

however, your ideas ha ✓ e to display some spark of 

Unless you are prepared to depend on divine 

revelation or the stray gamma ray, originality must somehow 

come from what is already here. Al thc:iu.qh th i ~=- ·,-:,t-.:'t:.'111·::; 1 i ke <'I 

contradiction, what it really means is that the vast 

majority □ f □riqinal ideas spawn from bits and pieces of 

existing c □mcepts that get combined in new ways to produce 

something unusual. We have seen ,p. hD1,-.1 ju.'=:.t--in-·-time 

came frDm supermarkets, and it turns out that computers 

eventually trace back to such things as looms. Then 

there's Sir Isaac Newton ' s apple, and public television has 

cr·E'_:,a.tE:cl a. ,•.1hole se,,-ies, ''Connection,:;,'' Dut Df this cDncept 

of inno\::c,tion. 



.... ,·· 
l .. J .. t .I.. .. .. 

I,_ l..J 

i nnate abili t ies, modified b 

:, • Ii ll !I c:1, .. F:::-:::1.t :i. \/it. t. E,rn .. 11 

rest of innovation comes from what you fPPrl the system. 

The more raw idea stock from more different sources you put 

in, and the more □n c Epts and patterns you add, the more 

n=~~r bec~me another Edison, but 

you wi 1 cer ainly ne ✓ er reach your potential it you star 

.... r 
!_.IT • ... !! 

All □ f this discussion s hould sound familiar. I 

g □ back and look at the descriptions of 

i:T1d I 
This is no accident 

because the mental model of innovation that we are using 

views creativity as an iterative process of combining and 

recombining, forming new orientations, looking for 

Strategy, like other types of innovation, involves 

generating and processing ideas, in this,~-~, for getting 

the customer to favor us, as the expense of our 

ccJmpfc?t. i to,~s. Your strategy, then, can be no better than 

1LJ7 



"/ Du.ir· Ed::, i. l. :i. t t o f orm new o r ientat ion s i n response to what 

.... ,.. 
LJ"T 1_.-•.)Ul"" 1 d,. ClnE,· u f .... ,. . 

L .IT 

bc:i c:ik and what I ' ve restated in the last 

paragraphs, is that observation drives ur1Entation. 

Garbage 1n, garbage out. 

r e s earch in hum a n p s ychology to con c lud e th 

tha.t. 

b a rerceived at all .. 

s omething but not -~Lit, and why you will ignore e v e n ts in 

J. t o ma ni p ul a te these t hings i s 

□ f great interest tu strategists. 

For this reason, one o~ the most important exercises 

strategists perform is to deliberately broaden their 

c:i-- i e,;in t .. ::.7!. ti rJn s R T□ get you started, this chapter contains a 

sample of concepts and books that have helped me come up 

If I ever □pen a business school, these 

b □□ ks will form the core of my required reading list, and 

you will accumulate your own list, if you keep at the 

profession of strategy. There are only a couple □ f rules. 

~1rs~, the longer the list the better. And the other rule 

is that over time, ct smaller and smaller percentage of your 

sour ces will be books on business or strategy. 
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I .. . . .. . ! .. 
i I {::i. '... 

..... ... ..... 1.. 
!ill...! '::::- i... 

.... r u·r 

Defense Agilit y C□nferenc He defined it as: 

ideas a nd a c tions ·'- ···-LLJ 

transition Tr □m □ne orientation t~ another. 

The ability to shi f t ~r~m one unfolding n - Q-D-A 
l cJup p-:::·1. t. t (-::::r· n t. ;_J -.::i.i" i \.Ji .. h ;:-:-:: r·· I:::; (-:~• i. n t.;J {·=;_\::, l i:.:.• t. c:; 

om one orientation to another. 

compelled tD memorize .• .. 1. .. -··-·· 
Li i t:.'ili,, 

_c be an instructor 

course, v□u can bet he will compel his charges to memorize 

thc,rn, tDo .. If 

you stop to think about it, there can never be a multiple 

choice test on strategy, where there is one right answer 

that the instructor has revealed during previous classes. 

One of the principles □ f strategy is to 

avoid dogma and rigidity.) The correct strategy in this 

case is to find another strategy course. 

On the other hand, as a device for illuminating 

concepts, and arguing over them, and disagreeing, then 

going off and writlng your own, definitions can reveal your 

current mindset/orientation and provide a vehicle for 

chctnr.:iinq it. Let's use Boyd's definition to show how this 

In Chapter III, agility was defined as the ability 
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to exec ut e r api d 0 - 0 -D-A loop s . Th is on e s ays n o t h in g 

Sa are t h ese definitions compatib l e~ 

Th:i. nk 

Part of it 1s cultural 

organization has mindsets □r doqma or proclamations of the 

board of director s , □r whateve r that lock-in particular 

+ ind it dil'f:i.cu.lt tu be:.,• 

for examp le, emerged fr o m t h e 

and a bureaucracy from its __ ; .... ·--
1...ld/" ':;::, 

r egu lated monopoly. 

mu have recugnized the danger in this, becaus e at the top 

c:, + h i 

i.4C). 

Another fac tor 1n c han gi ng orientations i s how we ll 

you did in executing your previous 0-0-D-A loops. 

earlier observations, orientations, decisions and actions 

help shape the character o f your current orient a tion. 

upshot of all this is that your ability to cycle rapidly 

through 0-0-D-A loops (old definition □f agility) depends 

on your ab i lity to change your orientations (new 

d<':?finition). So becoming more competitive can snowball: 

As you work towards improvi ng your cycle speeds, you will 

find it easier to change your orientation, which will help 

You might want to 

refer back to the Shewhart/Deming Cycle, p. 
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d ~fin i t 1 o n t he c oF rec t one ~ 

impl1ec that theF 

definition and all th e □th~,~ aF WFong, tha t somehow, Boyd 

int □ ul imate truth. 

hasn't, and neither ha ✓ e you or I. The real question 1s 

. ..l u 

def i nition is useful whethe r we can ponder 

(h1..J.ild 

some interesting insights 

J. t 

This should convince you that definitions do not have 

But to get the most out □ t them, you can 

and should modify them to suit your purposes. 

them; have some fun. Here is one last definition, □ f that 

elusive substance, waste: 

W~§t§: Anything which does n □t contribute t □ 

how rapidly an organization can execute its 
0-0-D-A loops and especially anything which 
hinders its ability to transition from one 
orientation to another. 

This is one that I've been playing with, based on the 

notion that failure to survive and prosper is the grPatP~t 

inventory, scrap, non-essential activities, etc.? One 

answer is that the Shewhart/Deming Cycle, introduced in 
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Chapter VI, helps □rgani7ati □ns eliminate these, and, 

noted in that chapter, an organization that can execute 

rapid 0-0-D-A loops an run fast 8/D cycles as well. 

Another thing you might get from this definition is 

the notion that traditional waste is just a symptom. 

Fundamental waste, □n the other hand, is the system, which, 

itself t □ cure them. 

our homework assignment for this section tu 

get your group t □nPthPr and create your own definitions for 

some □ f the terms found in this book: 

2.fftb i ,:_:_i 1...l :i. .... · 'I l. U.C k 

Can_C□mputers_Ever_Produce_Strateq~ 

debate that is going on now in the scientific commun1~y. 

is a computer and presumably it thinks. The more practical 

question 1s whether we will ever be able to devise software 

complex enough with machines that execute them fast enough 

to ''fool'' obSE!r·vE!r·s into beliE•vin~:i thE,t thE! 1--espon~;es the·-.,, 

give come from human beings. <footnote: ''-fool" is in 

quotes because there are respected scientists who believe 

that given enough speed and complexity, the programs will 

actually be conscious and think in every sense of the 

People who believe that someday we will have such 

rnac:hin€~'3 a.nd p1'·og 1·-a.m ,:=; ar-,c':! sic:tid to sub,,;cr·ibE· to thEi '',st1~onr;i 
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!:::.'.! . 1--' j ' t I ' I' ~! 

c:• l c,c t.1·· uni. c:: .. .. . .. . L. 
i\1,:::1.i .. . 1uv-._: 

This matter concerns strategists because, as 

we saw in the □ cgin n in g uf thE." :i. de D-f 

svstem - - an algorithm 

igence be m□□ e1e□ by 

ailable for the next thou5and 

same n-th generation H:i. l l be a□ 1e to describe 

human intelligence. With this, strategy becomes simply a 

matter □~ giving the program enouqh information on you so 

that it can tell us what you are mos~ likely t □ do. 

Everything you can think □f, it can (and will) think of, 

.J .. L .. -· .i .. 
I_ i ! -c::i. ;_ 

hypothesis is not true, that we are not vast collection of 

rules (computer programs), and that computer software will 

□ f strategy we have been discussing. The reason is that 

systems, which are all computer programs are, have some 



l i. m:i. t ,a.t :i. c::,n It has been known .L ; ...... . 
Ll 11:::.' 

of mathematics, alg □r:i.thms are n □ t adequate t □ explain 

everything we .now to be true. And we have also brought up 

plants the germ □ f madness in every system. 

recall that Boyd describes the effects of faster 0-0-D-A 

loops as increasing the entropy 

mind of the opponent 

If all this inter~~t~ you, there is an excellent 

book on th:i.s subject b the British mathematician 

Penrose, The_Emperor:s_New_Mind, which as a bonus also 

While we're on the subject of sys~ems and entropy, you 

few of the paradoxes that come up. 

example, you don't want your organization's behaviour to 

get to□ systematic -- to□ regular -- □r you won't be able 

to respond to and shape the chaotic real world. But 

doesn't this imply that your internal systems have t □ be 

very well structured, with all the impediments to fast 

0-0-D-A loops eliminated? And wouldn't this quest for ever 

faster decision speed lead t □ a precisely defined, even 

rigid structure, since something more relaxed would tend to 

be inefficient and waste time? Wait a minute, how did we 

arrive at rigidity, when page after page of this book 

roundly denounced it? So where is the fallacy? 
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implement the climate recommended 1n this book 

to spend a lot of time focused a.11 !/-.Juul c:ln • t. th:i. ,::. 

generate the very entropy that Boyd's climate is supposed 

The rest of thi s chapter will introduce =cvc~al bc ok~ 

Unfortunatel y, much of Co lonel origin al work was 

done for the Pentagon and 1r n □t read ily a ✓ ailable to 

..... _ .,: 
• ... .' l results have, however, 

appeared in two books that I know of 

L.. i +I:.~' .. -... -............ -.. The Plans-Reali_tv Mi_smatch. Both uT these are 

also excellent references for those curious about how we 

decide which piece of the national pie we set aside for 

As for business strategy itself, the only admitted 

book on that subject that I include here is Tom Peters' 

spectacular Thriving_On_Chaos. If you work in the vast 

of American business, and you can read this book 

without getting fighting mad, then you're part of the 

The other book on business that I'd like to mention 

Edwards Deming's Out_of_the_Crisis. Demi r,g, r 
DT 
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dominan,.e, and the namesake for their ultra-pre~tegious 

Although Deming is usuall 

statistical process control, and there's lots of that in 

his book, it is really a manual for culture change. 

i at least three times. 

The other □□□ vs that I am going to suggest are for, as 

P~rlinr on airpl~nes, instead of 

wasting that precious time d □ inq work you could do at the 

thncp that outline a philosophy known ~c 

aspiring strategist has heard of, and hopefully read, 

.r, ... . i.. . ... ,-
1' .. i!'_ ___ i.. ____ L.IT __ _ to many people through 

its appearance in James Clavell ·s novel Noble House. Far 

from being a how-to guide to warfare in 400 b.c., it is 

really a collection of ideas on how to outfox your opponent 

while he is trying to do the same to you. 

The book is not long, and there are severa1 

translations available. Probably the classic is by Samuel 

P. Griffith (Retired Brigadier General, USMC), which also 

has an extensive introduction covering Sun Tzu and his 

ti ff1E•:; .. Thomas Cleary, a professional translator, has a 

highly readable new version that explores the early 

philosophical roots □f Sun Tzu. Finally, you migh t also be 

interested in Clavell ·sown compilation. I find it u·,;;eful 



l...!n l. F::! 

be aware that this early strategy manual reflects its 

Y□u can explore these in Alan Watts' 

short quote to give you the idea: 

is thus the life-stlye of one who 
follows the idu of knowing the 
principles, structures, and trends of hum 
and natural affairs so well that one uses 
t i· .. 1 t::.• 1 E~ -:::t ~:::. t.-. .:::>. Ci': c; Lt r ·1 t. u + E:.• r·i c:• r- q \_... i r .. i d E~ -E:1. l j_ n (J ,,.-..., i t h 
t.-_ l ... i E-:•rn., 

Sor of fingerspit-engefuhl for dealing with people in any 

religion, in the sense of a body of 

cl t',• i t ···/ " 

It has been described as a systems approach to life 

The basic book is the Tao Te Chi_nq, a 

collection of 81 one-page chapter~ attributed to the 

possibly mythical Lao Tzu" Many translations are 

available, and I recommend the recent one by Stephen 

This is another good book 

to stick in your briefcase for trips" 

Taoism, in conjunction with Zen, reached its 
.• . 

competitive peak in A_Book_of_Five_Rinqs, by the 

seventeenth century samurai philosopher Miyamoto Musashi. 

Actually, Musashi was much m□re than a philosopher. He 

1 c:-·,· 
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fought over 60 combats, winning them all, and took part 1n 

several battles. pr □ wrestling matches-· 

samurai engagements routinely ended in the death of t he 

Despite the fact that Musashi ·s b □□ k has enjoyed vogue 

popularity in American business schools, it is still an 

excellent source □ f id=~=-

! ... , ............... ,--.. J'.'. 
! ji;::.' i1J!;.:·.'::::- ,_, I th:i. ,;;; Lu :::,k. 

remarks □n what we have called schwerpunkt and 

fingerspitenzengefuhl, but you can also find allusions to 

\ 
the need for irregular patterns □ f strategy, the ability 

create confusion in the monds of □ppunents using what we 

would call 0-0-D-A loops, the primacy of mental and moral 

) 
furL~= Cover the purely physical), and the fact that 

smaller forces defeat larger ones all the time. 

l □t tor a book written twenty-five years after the Pilgrims 

landed at Plymouth Rock. 

Unless y □u are into Japanese sword fighting, I 

recommend that on your initial reading, you skip lightly 

through the first couple of chapters and concentrate on the 

strategy sections, the Wind Book and the Fire Book. You 

what Boyd claims for 0-0-D-A loops. This is a book that 

will repay many,. many readings. 



Se ✓ eral editions are I 

-i c:,c-,--·:, 
.I . .. ·, ___ _ ,_,; __ Another good book .eep in the briefcase . 

My last airplane book 

Tao/ 7 en sour1.es, is Robert M. Pirsig 

and on gumption, on nv0rr~ m1 ng 

~ at □ and hie crowd were 

why, on nc r s1 □n, .; .] .. 
.L ,_ 

but it's alsn many-sided cross -eferencing with a vengence. 

in the afterword that he sent the manuscript to 1 ?? 

publishers before one finally took it. In the front of the 

printings thr □uqh August There are strategic 

lessons in that alone. 

As for novels, this 1s your call. Actually, you can't 

g □ wrong with any of the classics. Even though thousands 

of new titles hit the bookshelves every ~c~r, the great 



are three authors that I personally learned 

The first is Neville Shute, best 

Known as the author the post-apocalyptic i, Un .I.. L_ ... , 
!...! lt:;:.' 

Shute was actually an aeronautical engineer and 

designer who founded his own company and (according to 

jacket blurbs) did secret w□rk f □r the British government 

during World War II. In his spare time, □ne presumes, he 

In that sense, they ar cousins to Pirsig's 

My two favorites are Round Bend and In the Wet. 

.. ..! .. _ ... ·1 --
!__Jl_-_-,:'.:::\J. ":::> 111ui· t-.:-.' H:i. th 

strategy, is the contemporar science fiction writer 

l IL he h c:,ci ,.,-.;r- it t. f::n 

rather than his military strategy briefings, it might well 

have looked like Ender:.s Game. 

Finally, I recommend William Faulkner . 

may be partly clouded by the fact that we both grew up in 

Oxford, Mississippi. Many people consider Faulkner's style 

difficult because he doesn't start at the beginning and 

tell a linear tale. You often get snapshot views of events 

through the eyes of different characters, sort of 

many-sided cross-referencing (as you probably expected) 

In the end, you have told the story to yourself. Bc.•s:.i dt:.•s, 

I think you should know that there are Snopeses in your 

company right now. 
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wa s summarized by the late B. ,. ... 
1--· 

ying t □ say 1n this hapter 

Si inner, found e r 

of your younger acquaintenances and fr~ely admit that you 

J. n ln 

had Clausewetz, v □n Moltke, and all the architects of the 

Blitzkrieg, and the Japanese had Musashi, but so what~ 

Muslims quote the Prophet Muhammed as commanding the 

did not tell them to go to China and learn whatever they 

The effort is worth it, because, to paraphrase one of the 

architects of the original blitzkrieg (p. 

tr·c:1i n i ng o{ the busi nes!':.,fflc:1.n Cctn neve1·- be toe; rnc:tny--si ded. 11 
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