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Why can'’t strategy be ‘everything a company does or consists of '? Is that not strategy as
perspective — in contrast to position? (MINTZBERG AND LAMPEL, 1999: 26)

Strategy formation is judgmental designing, intuitive visioning, and emergent learning; it
is about transformation as well as perpetuation; it must involve individual cognition and
social interaction, cooperative as well as conflictive; it has to include analysing before and
programming after as well as negotiating during: and all this must be in response to what
may be a demanding environment. (MINTZBERG AND LAMPEL, 1999: 27)

Power takes that entity called organization and fragments it; culture knits a collection of
individuals into an integrated entity called organization. In effect, one focuses primarily on
self-interest, the other on common interest. (MINTZBERG ET AL., 1998: 264)

After reading this chapter you will be able to:
understand the structure of the book
use the book intelligently
make full use of the case studies

discover and explore preliminary reading

Key strategic What benefit will | receive from reading this book?
challenge

That an organization does not realize the significant disadvantages of
having no strategy, whether implicit or explicit, or having a strategy which
is obviously inadequate — fragmentary, imperfectly understood, poorly
articulated or badly designed — for an organization’s environments.



Who this book is for

The book is written for two particular groups of readers:

 Students about to complete their first degree in the business area or managers
beginning a Doctor of Business Administration, that is, those with a theoretical
interest

» Active managers undertaking a Master of Business Administration or those who
could profitably do so, that is, those with a practical interest.

The book is constructed to benefit both groups. It should also have a wider appeal to
senior, and aspiring senior, managers, not just in commercial enterprises but in any
organization since it considers strategy in its broadest context.

The starting point for this book is unambiguous; it is premised on two main
propositions:

» All successful organizations and individuals, without exception, follow a ‘good’
strategy, that is, one which significantly improves the performance of the organ-
ization. In a sense this is tautology — good strategy can easily be seen, and therefore
defined, as what makes the organization successful. Sometimes the strategy is
implicit, even unconsciously pursued, but it is always better to make it explicit, that
is, to work out its implications as fully as time and resources allow. The degree of
success can vary, and vary a lot

» The process of strategy making and the actual content of a strategy must reflect
the nature of the world in which it is formulated and implemented. Trying to
realize an unrealistic plan is not a sensible thing to do. It is better to take account of
institutional and behavioural realities.

Strategy making is therefore challenging and dangerous; it offers significant benefits,
if done well, and significant losses, if done badly.
This textbook is intended to do two things:

* Open access to a vast literature, which the student reader cannot possibly master
alone. It introduces the key concepts with a maximum economy of effort, saving
the reader from spending as much time and effort as the writer has on mastering
the material

* Inspire readers with a sense of the excitement to be derived from discovering possi-
ble solutions to important theoretical and practical challenges, and therefore
giving an appreciation of the critical significance and ultimate value of strategy as
a whole.

The second is more difficult to achieve than the first.

The book argues that the only way to assist managers and future managers is by
showing them how to think systematically about their problems — to conceptualize
and therefore generalize them. It unashamedly confronts the need for theory. If
academics often lack a practical feel, managers often fail to recognize the importance
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of theory. The book balances the demands of the theoretical and the practical, and
builds a solid bridge between the theorist and the practitioner.

The text confronts theoretical issues without losing sight of practical aims. Theor-
etical contradictions need to be dealt with before moving on to practical issues.
Having confronted them, the book gives the treatment of strategy a sound practical
bias. It asks directly, what is ‘doable’ in the working world, rather than speculating
on what is ideal in the world of reason and imagination.

This is not a textbook on corporate strategy alone, although a subtext can be dis-
covered within it which confronts all the relevant issues covered in courses on
corporate strategy, notably in Part II of the book. Rather it is a textbook on strategy
for all types of organization. It makes reference more often to organizations than to
enterprises, and analyses the way in which various strategies developed at different
levels of an economy impinge on corporate strategy. It is impossible to understand
fully corporate strategy making without taking into account the broader context in
which various players make their own strategy. The organization or enterprise is the
focus of analysis but the boundaries assumed to exist between that organization or
enterprise and the rest of the world are removed and the strong interconnections
between internal and external environments are examined.

For students already enrolled in a business degree, this text has particular rele-
vance to courses or subjects labelled ‘corporate strategy’, ‘strategic management’,
‘international business environment’ and ‘entrepreneurship’. It does not claim to be
comprehensive in the latter two areas.

How to use the book

Two

approaches

There are two alternative approaches to strategy and strategy making:

1. The traditional approach assumes that it is a rational, linear and sequential
process, a process in which strategy is determined at the top by a grand strat-
egist and handed down for implementation by others. Diagrammatically it

External environment Internal environment
Opportunities and threats Strengths and weaknesses

APPRAISAL

Y

Formulation of possible strategies

Choice of appropriate strategy

Implementation of strategy

Figure 0.1 Andrews’ design model
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Monitoring of

| External environment | | Internal environment |

Interaction and learning

Y

Formulation and implementation

Y

Monitoring of

External environment | | Internal environment

Reappraisal

Y

Reformulation and implementation

Y

Monitoring of

External environment | | Internal environment

Reappraisal

Y

Etcetera

Figure 0.2 An iterative model of strategy making

looks something like the original design model developed in the work of
Andrews (see for example Learned et al., 1965, in which Andrews wrote the
text) and illustrated in Figure O.1. Strategy is still seen by many managers in
this way. It is a simple conception, which explains much of its attractiveness.

2. The second approach is rather different. Strategy is as much intuitive and creative
as it is rational; it is also iterative rather than linear, with overlapping rather than
discrete steps. Because of the nature of the world, it cannot be sequential. It
emerges, unfolds or evolves rather than being created, and comes from below as
frequently as from above. It is illustrated in Figure 0.2. If environments were
unchanging, each iteration would lead to diminishing adjustments to the
strategy. If environments change continuously, as they do, each individual itera-
tion can lead to as much adjustment as any previous iteration.

The position of the author is that the nature of the business world supports the
second approach, the iterative model, which determines the structure of this book.

The text is structured in five sections, as shown in the plan of the book (opposite),
which is reproduced in the text at the start of each part:

The

structure
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Part |
Introducing
strategic
management

Part Il
Strategic
environments
and
competitive
advantage

Part Il
Strategic
dilemmas

A lengthy introduction establishes the topic of strategy and explores the con-
straints on strategy making, whether they are ‘political’, social or cognitive. It
establishes the practicalities of actual strategy making, placing strategy in a strictly
practical context. The four chapters in this section enable readers to answer the
following questions:

» What is strategy and what constrains what a strategy can achieve?

* What is the difference between strategic thinking, strategic management and
strategic planning?

» What different perspective does a global rather than domestic orientation impart
on strategy making?

* How does strategy force us to make predictions and anticipate what might happen
in the future?

The core of the book deals with the essential elements of strategy making and con-
centrates on how the environmental context can be read to identify opportunities
which will create and maintain competitive advantage. This section develops the main
conceptual apparatus of the book and the most important concepts in strategy
making and does two main things:

* Analyses, in the first three chapters, the two external environments (the general and
competitive) and the internal organizational environment. This analysis provides the
inputs of knowledge necessary to a good strategy

* Explores, in three further chapters, the meaning of competitive advantage and
how it is achieved through the alternative generic strategies of innovation, cost lead-
ership and product differentiation. No enterprise can survive without continuously
renewing its competitive advantage. The process of acquiring the knowledge rele-
vant to strategy and the strategies by which it is possible to create and maintain
competitive advantage are the central focus of this section.

This section moves from the world of the practical and conceptual to an analysis of
the kind of recurrent strategic situations in which strategic decisions have to be
made. It considers the strategic dilemmas which strategists regularly have to con-
front and explores the challenges which strategy is intended to solve. In confronting
those problems, it weds practice and theory, using the lessons of the practical con-
straints and conceptual tools discussed in the previous two sections.

This section concentrates attention on five particular strategic dilemmas:

* how big an organization should be

* how to reconcile the interests of different stakeholder groups

* when an organization should cooperate and when it should compete

* how an organization should manage risk

* how an organization should enter a new market, particularly at the global level.

It shows how solving each of these dilemmas is central to good strategy making.
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Part IV
Bringing it
all together

Part V
Strategic
analysis
and audit

Learning

aids

Here the formulation and implementation of strategy is dealt with directly. This
represents the climax of the book, one reached after a steady and deliberate build-up.
The systematic development to a discussion of formulation and implementation is
deliberate since it echoes the actual process of strategy making which in a real sense
emerges rather than being imposed. This section therefore returns to the world
of practice.

The final section offers 15 additional case studies for the purpose of analysis rather
than to illustrate concepts or practices. They are carefully chosen to cover a broad
area of international businesses and confront the main strategic issues which are
covered in the book. The text is deliberately interspersed with questions which
promote the process of deeper analysis from the perspective of strategy making and
strategic performance.

The text incorporates a number of aspects of strategy often neglected or played down
by others, including:

 adopting a decisively international or global orientation

* stressing the need in any strategy making to forecast the future

* pointing to the strategic importance of cooperation as much as competition
* drawing out the ‘political’ processes involved in making strategy.

All these are fundamental to good strategy making and are therefore issues which
are fully integrated into the text.

This book also accords a large place to risk management, justified on the basis of
the critical role of successfully anticipating threats or shocks, and necessary for the
continuing survival of all organizations. However, it accepts that an obsession with
the negative factor of risk does not make for good strategy. The starting point for
strategy making should be opportunity, not threat, although every opportunity
carries its own threats.

The textual material is complemented by a number of features designed to help
student learning. Each chapter includes:

Apt quotation(s) highlighting the significance of the themes contained in the
chapter.

Learning objectives each corresponding to a different chapter section, outlining the
key areas of knowledge to be gained.

A Key strategic challenge question encouraging readers to consider the main practi-
cal issues associated with the chapter topic.

A Strategic danger pointer demonstrating the importance of understanding theory
in order to solve real-world problems.

A Case Study Scenario highlighting the main themes of the chapter through the
basis of a long case study example.
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Routes

through
the text

Strategy in Action mini case study illustrations demonstrating how international
organizations apply theory in practice and supporting the key points in the text.

Focus examples highlighting key concepts and contemporary developments within
the subject.

A concluding long Case Study illustration containing the resolution of the introduc-
tory case scenario which supports the key learning issues within the chapter and
demonstrates the application of theory.

Key strategic lessons summarizing the main arguments advanced in the chapter
which can be used to check understanding or for revision purposes.

Applying the lessons exercises which have two aims:

* to test knowledge of the concepts and approaches discussed in the text, in particu-
lar relating to the achievement of desired learning outcomes
* to develop an ability to make strategy or evaluate another’s strategy.

There are suggestions for the use of the Internet as part of these exercises.

A Strategic project which sets a more ambitious piece of work challenging individ-
uals or groups to develop their strategic skills by systematically applying the concepts
and methods developed in the chapter.

An Exploring further review providing references which allow further exploration of
the issues raised in the chapter, at a level appropriate to the reader’s interests and aims.

In addition, the text includes:

Fifteen Long case studies (see below for more details) from Asia, Australasia, Europe,
the UK and the USA.

An extensive Glossary containing over 300 entries, to help the reader review and
define key terms. For ease of reference, words and phrases that are included in this
printed glossary, and on the accompanying website, are highlighted in colour when
first encountered in the text.

A comprehensive Bibliography combining all the sources referenced in the text.

Three Indexes — a name, organization and subject listing, to help readers easily
search for relevant information or references.

A comprehensive companion Website (see below for details).

There are two distinct pathways through the book, as shown in Figure 0.3, each
designed to suit different reader groups:

 The first is more theoretical, with an emphasis on understanding what strategy
making means. The reader’s goals are to achieve the learning objectives and com-
plete the first type of exercise. The focus sections, the references and the exploring
further sections provide the possibility of a deeper theoretical approach for those
students who wish to analyse concepts and problems in greater depth.
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| More practical | | More theoretical |

Key strategic challenges Learning objectives Focus sections
Strategic dangers l
Text
Strategy in Action l Applying the lessons
Strategic project Exploring further

Key strategic lessons

:

Long case studies

Figure 0.3 Learning paths

e The other is more practical, with an emphasis on knowing how to construct a
good strategy. The reader’s goals are addressing the key strategic challenge ques-
tion, undertaking the second kind of exercise and strategic project and effectively
analysing the case studies. The other elements can be dealt with in a cursory
manner or even avoided by those whose interest is more practical.

Those with a practical bias should cover the shared ground but should then incline
to the activities described as more practical and those with a theoretical bias should
cover the shared ground but then incline to the more theoretical activities.

Those who wish to follow a relevant content pathway might divide the book into
two distinct parts. Parts I and III have a bias towards the practical, Parts IT and IV
towards the theoretical. All should read the Prologue and Chapter 1. This is to over-
simplify since all chapters have both theoretical and practical content. The better
approach is to vary the intensity of reading according to the balance desired, but at
least skim read all the text.

Instructors who would like more detail on the structure of the book and how it can
be incorporated into teaching programmes, will find more information on the
accompanying website.

The case studies

A large proportion of the book is taken up with case studies. The case study organ-
izations, or problems, are selected so that interested readers will be able to improve
their understanding of significant strategic issues in the business world. They give a
wide coverage of that world, both in a geographical sense and an industry sector
perspective, as illustrated in the Case matrix overleaf. Since the strategic position of
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014 Asia
Three different reform scenarios in China ©) * — o Europe
Asea Brown Boveri (ABB) O * 014 Africa
Africa — AIDS and civil wars L * = o4 Europe
Airbus C * 09 Europe
Aldi O e * O5/@Part V N.America
Amazon.com oe * 018 N.America
Andersen S * 05 S.America
Argentina O * = ®13 Australasia
Australian wine industry LJ = * 013 Europe
Benetton o * o1 Australasia
BHP e * = 010 Europe
BMW O = o4 N.America
Boeing L] o 02 Europe
Brian Epstein o * 06 Asia
Business crisis and the case of Indonesia O * o7 Global
Business models in broking o = 09 N.America
Caterpillar o * o7 N.America
Charles Schwab o * 09 Europe
Club Med o * * O11 Global
Communication/information/entertainment ©) = * O11/@Part V N.America
Compaq oe = * 08 Global
Cosmetic contact lenses ©) * @10 Africa
De Beers L] = * 08 N.America
Dell O * O6/@Part V Europe
Deutsche Bank 9. = 014,15/@Part V Global
Disney oe % 010 Europe
Ducati ©) * 014/18 N.America
Enron 9 * 0O14,15/@Part V. Europe
Euro Disney oe * 06 Europe
European banking o ®Part V Middle East
Forecasting the price of oil L * = 010 Global
Formula One o = * ®16 N.America
GE e = * 018 N.America
General Motors ©) * ®12 Europe
Gucci 9 = 0O7,9/@Part Asia
Haier oe % 010 N.America
Harley-Davidson o * 010 Asia
Hermes O = o5 Global
Hybrid electric vehicle (HEV) L




Hewlett-Packard (o] ] O11/@Part V N.America
Honda o 016 Asia
Hutchison [ [ X3 Asia

IKEA [ ) 0O16/@2 Europe
Imclone [ ®18 N.America
Infosys [ ] @9 Asia
Japanese—English conversation manual @) o2 Asia
Komatsu @) 09 Asia
Kleiner Perkins Caulfield & Byers o * o7 N.America
Lessons from the online broking experience @) * 017 Global
Lloyd's (o] ) * O14/@Part V Europe
Luxury cars O 010 Europe
Manchester United [ o7 Europe
McDonald’s o o1 N.America
Merlin Biosciences @) o7 Europe
Microsoft oe O12/@6 N.America
Mt Buller o] ] O8/@Part V Australasia
Nestlé @) O15 Europe
News Corp @) O15 Australasia
Nintendo [ ] o6 Asia
Nissan o] ] O13/@Part V Asia

Nokia [ ) @16 Europe
Qantas () @3 Australasia
Reliance o 012 Asia
Renault o] ] O13/@Part V Europe
Responses to the Asian economic crisis @) * 014 Asia

SAB Miller [ ) 17 S.Africa
Samsung o O8/@Part V Asia
Semco @) 012 S.America
SingTel oe O15/@Part V Asia

Sony (o] ) O2/@6, 18 Asia
Southwest Airline o o9 America
Starbucks [®] ) 06,17/@Part V N.America
Swissair [ ) @3 Europe
The Celtic Tiger @) o5 Europe
The port of Tanjung Pelepan o o5 Asia

The virtual university and the MBA @) 08 N.America/Europe
Toyota o O15/@17 Asia

Virgin (o] ) * O10/@Part V Europe
Virgin Atlantic/Virgin Blue [ ] ®Part V Europe/Australasia
Vivendi o] ] O8/@Part V Europe
Volkswagen [ ] ®15 Europe/Asia
Wal-Mart [®] ) 09, 15/@Part V N.America
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Case analysis

any organization is unique, a large number and variety of case studies are
presented, in three different forms:

. Bach chapter is introduced by a Case Study Scenario which prompts the reader to

consider the challenges of implementing successful strategy and highlights the
main themes of the chapter. The resolution of the case is included at the end of
the chapter to demonstrate what happened.

. Sixty-four Strategy in Action mini case study examples are used throughout the

text to illustrate particular issues.

. The final part of the book includes fifteen Long case studies which are designed to

illustrate strategy making in its broadest sense by encouraging students to
analyse the situation and performance. They are not directly linked with particu-
lar problems or concepts discussed in the text, but the Case matrix summarizes
the sectors and issues which each of these support. The best way to approach
these case studies is for the individual or student group to conduct a strategic
audit of the organization. Additional long case examples are also provided on the
companion website.

There are two main uses of the case studies. The first, in the text itself, is illustrative,
intended to show a practical manifestation of an idea or concept. The second, in Part
V, is analytical, intended to show the way to a full strategic audit.

As a preparation for a class analysis of a freestanding case study, the reader or
student might like to carry out the following steps, either individually or in a group:

. Carry out a first reading of the case study in order to gain an initial perception of

the issues raised

. Carry out a second, more thorough and slower reading of the case study, from

the perspective of a strategy audit

. Do any relevant outside research, in libraries or on the Internet. What is con-

tained in any write-up of a case study is only an introduction which asks ques-
tions rather than provides all the answers. Further research is required.

. Write the first draft of the strategic audit
. Write the final draft of the strategic audit.

More detail on each of these stages is provided on the accompanying website.

Companion website

This text is accompanied by an extensive companion website hosting resources for
both students and lecturers, which can be accessed at www.palgrave.com/
business/white.

For students:

* arunning case study example, designed to be read alongside each part of the text,

ties the different sections together with one coherent illustration
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« additional long case studies provide further opportunities for case analysis

« links to further resources help you to navigate the wide range of material available
on the Internet

« searchable glossary of strategic terms

 expanded guidance on getting the most out of this book, analysing case studies
and further reading.

Instructors have access to all the student resources as well as:

* suggested teaching pathways and objectives

« information on key strategic themes and their use within the book

« suggested case study questions for all the long cases

¢ comments on the exercises and assignments used in the book

« PowerPoint lecture slides for each chapter which you can edit for your own use.

Introductory reading

Newspapers

and
magazines

The following is a general and introductory guide to reading on strategy. The present
text should be supplemented by these other sources. Reading takes three different
forms:

1. business newspapers and journals which provide up-to-date information and
analysis

2. academic journals, some ‘popular’ and others scholarly, some devoted to nothing
but strategy, others covering management studies in general

3. the body of more extended treatments, some reflective, some primers and some
textbooks.

The following indicates those considered most useful and insightful by the author.
The focus is on English-language literature.

The first group includes a number of American newspapers and journals, although
in some cases there are versions tailored for and targeted at different parts of the
world. For example, the Wall Street Journal has an Asian version. Business Week,
Fortune and Forbes contain plenty of up-to-date accounts of the strategy of enter-
prises, mostly the larger multinationals. A European perspective would suggest alter-
native reading, including The Economist, probably the best commentary on current
economic events anywhere in the world, although the orientation is consistently pro
free market, and pursued with little reservation. The Financial Times adds a daily
dimension, with more detail and frequently longer and more in-depth articles,
perhaps a bit more dispassionate than The Economist. Business 2.0 gives a much more
technical perspective on business, with some excellent articles on the strategy of the
most dynamic companies. If an Asian perspective is required, The Far Eastern Eco-
nomic Review is worthy of close attention. From India, and largely about India, there
are two main journals, Business Today and Business India.
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Academic

journals

Books

Each country has its own business press. For example, Australia has The Financial
Review, a daily, and The Business Review Weekly, as the two best sources of business
and economic material, mainly but not solely relevant to Australia. Most Asian
countries have English-language newspapers, nearly all with good local business
coverage, such as the South China Morning Post and the Japan Times.

The academic literature must start with the Harvard Business Review, quite the most
accessible journal on strategy, accessible in every sense of the word. It aims to make
available new management knowledge to a wide audience. It is a rich quarry of work
on strategy, clearly the most quoted journal in textbooks on strategy. The McKinsey
Quarterly contains a large number of studies of particular industries seen from a
strategic perspective; it is probably underrated as a source on strategy. Much more
technical and therefore more inaccessible are the articles in either Long Range Plan-
ning or the Strategic Management Journal. Both of these journals contain articles on
strategy and little else; they should be major ports of call for those who wish to read
at the cutting edge of new research. More rarely found are strategy articles in the
broader management journals, such as the California Management Review, the Sloan
Management Review, the Academy of Management Journal and the Academy of Manage-
ment Executive. Also worthy of consideration are the journals Business Horizons and
Journal of Business Strategy.

At this stage reference to books is at the ‘must read’ level for a reader keen to get on
top of the strategy area. There are two writers who should be read before all others.
Michael Porter is the doyen of all strategy theorists and, because of his enormous
influence, should be read, although his work is rather long and not the most exciting
of reads. In particular the two main books are Competitive Advantage: techniques for
analysing industries and companies (Free Press, New York: 1980) and Competitive
Advantage: creating and sustaining superior performance (Free Press, New York: 1985).
Henry Mintzberg is a nice contrast to Porter, very knowledgeable in the area of
strategy and a good thinker but sometimes carried away by the exuberance of his
own verbosity. The book which is the most analytical treatment of strategy in the
whole area is The Rise and Fall of Strategic Planning (Prentice Hall International,
Hemel Hempstead: 1994). A fascinating romp around the literature on strategy is
Mintzberg, H., Ahlstrand, B., and Lampel, ]. Strategy Safari: a guided tour through the
wilds of strategic management (Free Press, New York: 1998).

Rather long, but worth reading to get a sense of historical context and the messiness
of any real historical experience, in particular the messiness of business history, are the
major works of Chandler, A. D. Jr, Strategy and Structure: chapters in the history of indus-
trial enterprise (MIT Press, Cambridge, MA: 1962); The Visible Hand: the managerial revo-
lution in American business (Belknap Press, Cambridge, MA: 1977); and Scale and Scope:
the dynamics of industrial capitalism (Belknap Press, Cambridge, MA: 1990).

There is a rival literature for those who want more rigour in their theory. For very
valuable insights into the nature and role of the enterprise, it is worth reading an
article which has had an increasing influence over the many years since its publica-
tion, Coase, R. ‘The nature of the firm’, Economica 4, 1937: 386—405. Coase has been
described as the first institutional economist. The implications of this article are
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much more fully worked out in Williamson, O. E. The Economic Institutions of Capital-
ism: firms, markets, relational contracting (Free Press, New York: 1985) and in the
debate which followed. It has given birth to an enormous literature. Almost as influ-
ential as either of these, but in a much quieter way and with a different approach to
the topic, is Penrose, E. T. The Theory of the Growth of the Firm (Basil Blackwell,
Oxford: 1959), probably the most quoted work in this area.

Below are listed the five books on strategy which have given the author most
enjoyment and food for thought. They are not traditional textbooks. The influence of
these works on the thinking expressed in different parts of the text is obvious to
anyone who reads them. All of them offer something but by no means all that is
needed for a good text on strategy. For the most part they are not difficult to read,
given a commitment to reflect on the issues raised:

Ghemawat, P., Strategy and the Business Landscape: text and cases (Addison-Wesley,
Reading, MA: 1999).

Forster, ]J. and Browne, M., Principles of Strategic Management (Macmillan,
Melbourne: 1996).

Whittington, R., What is strategy and does it matter? 2nd edn (Thomson, London:
2001).

Grant, R. M., Contemporary Strategy Analysis: concepts, techniques, applications 4th
edn (Blackwell, Oxford: 2002).

De Wit, R. and Meyer, R., Strategy — Process, Content, Context: an international per-
spective 2nd edn (International Thomson Business Press, London and Boston: 1998).

Texts on strategy differ enormously in length and the style and depth of analysis.
The book by Ghemawat is concise to a fault, at times cryptic. It requires a significant
input from the reader. Its approach would probably have greatest appeal to econo-
mists. The texts in both Whittington and De Wit and Meyer are also short and highly
analytical in tone.

In contrast to the books discussed above, an easy but very much longer read is
Viljoen, J. and Dann, S. Strategic Management; planning and implementing successful
corporate strategies (Longman, Frenchs Forest, NSW: 2000). This is comprehensive
and a delight to read. The former works are in the reflective mode, the latter in the
primer mode.

A comprehensive guide to online business magazines around the world is available
at http://newsdirectory.com/news/magazine/business/. Links to all the newspa-
pers, magazines and journals cited above are provided below (and are available on
the website).

Academy of Management Executive http://www.aom.pace.edu/ame/

Academy of Management Journal http://www.jstor.org/journals/00014273.html
Business 2.0 http://www.business2.com/

Business Horizons http://www.elsevier.com/inca/publications/store/6/2/0/2/1/4/
The Business Review Weekly http://www.brw.com.au/

Business Today http://www.business-today.com

Business Week http://www.businessweek.com/
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California Management Review http://www.haas.berkeley.edu/News/cmr/index_.html

The Economist http://www.economist.com/

Far Eastern Economic Review http://www.feer.com/

The Financial Review http://afr.com/

Financial Times http://news.ft.com/

Forbes (Asia, Europe, USA), http://www.forbes.com/home_asia/,
http://www.forbes. com/home_europe/, http://www.forbes.com/

Fortune http://www.fortune.com/fortune/

Harvard Business Review http://www.hbsp.harvard.edu/products/hbr/index.html

Japan Times http://www.japantimes.co.jp/

Journal of Business Strategy https://www.ecmediagroup.com/Magazines/jbs.cfm

Long Range Planning http://www.lrp.ac/

McKinsey Quarterly http://www.mckinseyquarterly.com/

Sloan Management Review http://mitsloan.mit.edu/smr/main.html

South China Morning Post http://www.scmp.com/

Strategic Management Journal http://www.smsweb.org/about/SM]/SM].html

Wall Street Journal (Asia, Europe, USA) http://online.wsj.com/public/asia,
http://online.wsj.com/public/europe, http://online.wsj.com/public/us
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All good business performance requires a
good strategy; sometimes that strategy is
implicit, sometimes explicit; where possible it
is always better to make it explicit. The four
chapters in Part | are introductory in the sense
that they indicate the context in which strat-
egy making is organized and the constraints
on content and procedures, constraints which
are mainly of a cognitive and organizational
nature. There are serious limits on what a
strategy can be.

e Chapter 1, Introducing strategy and strategy
making, addresses the ‘who’ of strategy
making. It identifies and discusses three
particular groups — those who have devel-
oped the theory and practice of strategy
making, those who at any time are the strat-
egists and those who are stakeholders with a
significant interest in strategy.

e Chapter 2, Thinking and acting strategically,
addresses the ‘what’ of strategy making. It

carefully distinguishes between strategic
thinking, strategic management and
strategic planning. It notes that strategy is a
combination of the use of creative imagina-
tion and applied reason.

Chapter 3, Adopting a global perspective,
addresses the 'how’ of strategy making,
although it could be analysed as the
‘where’. The key question asked, whether
strategy making is different in a global
context from a domestic or local context, is
answered in the affirmative.

Chapter 4, Reading an uncertain future,
addresses the ‘when’ of strategy making. By
its nature all strategy is concerned with the
future and forecasting what that future
might look like, allowing for the capacity of
the organization itself to remake the future
environment.



Key strategic
challenge

Introducing strategy and

strategy making

Why can’t strategy be ‘everything a company does or consists of '? Is that not strategy as
perspective — in contrast to position? (MINTZBERG AND LAMPEL, 1999: 26)

Strategy formation is judgmental designing, intuitive visioning, and emergent learning; it
is about transformation as well as perpetuation; it must involve individual cognition and
social interaction, cooperative as well as conflictive; it has to include analysing before and
programming after as well as negotiating during: and all this must be in response to what
may be a demanding environment. (MINTZBERG AND LAMPEL, 1999: 27)

Power takes that entity called organization and fragments it; culture knits a collection of
individuals into an integrated entity called organization. In effect, one focuses primarily on
self-interest, the other on common interest. (MINTZBERG ET AL., 1998: 264)

After reading this chapter you will be able to:

familiarize yourself with strategy as both a theoretical concept and a
working tool

trace the history of the development and use of the strategy concept
explore the various meanings of the term ‘strategy’

make the link between different meanings and the different academic
disciplines behind those meanings

identify different stakeholder groups and their likely influence on
strategy making

discover the political, social and cognitive constraints on the process of
strategy making

Why is strategy important to me as a manager?

That strategy is not viewed realistically, with full account of its complexity,
but as an oversimplified idea and, as a consequence, the various definitions
of strategy are seen as competing and mutually exclusive, rather than
representing different aspects of a multifaceted activity.
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Strategy is arguably the most important concept in management studies. Strategy
making is arguably the most important activity of a practising manager. Yet it is a
concept difficult to define, and an activity difficult to pursue with effectiveness.
There are many people involved in the process of strategy making. There are also
many different ways of interpreting what strategy is. The main aim of the introduc-
tory chapter is to explore the different possible meanings of strategy and to highlight
the practical constraints on what strategists and strategy can do. There are clear
practical limitations on what is possible which must be understood from the start.

What is strategy?

Two types

of strategic
thinking

In its simplest conception strategy is regarded as a unifying idea which links purpose
and action. For de Wit and Meyer (1998), in an intelligent treatment of the subject,
strategy is any course of action for achieving an organization’s purpose(s). In the
words of Alfred Chandler, the first modern business strategy theorist, strategy in the
area of business is defined as ‘the determination of the basic, long-term goals and
objectives of an enterprise, and the adoption of courses of action and the allocation
of resources necessary for those goals’ (Chandler, 1962: 13). Although still tentative
and preliminary as a definition, it is possible to advance a little further and say that
strategy is ‘a coordinated series of actions which involve the deployment of resources
to which one has access for the achievement of a given purpose.’

Strategy therefore combines the articulation of human goals and the organization
of human activity to achieve those goals. The setting of goals involves the identific-
ation of opportunity. Strategy is a process of translating perceived opportunity into
successful outcomes, by means of purposive action sustained over a significant
period of time. At a minimum there must be a clear intent translatable into specific
objectives and some defined and effective means of achieving these objectives by
deliberate action involving the use of resources to which one has access (Figure 1.1).
Strategy may or may not reflect a fully self-conscious, deliberative and systematic
approach to the setting of objectives and their achievement which then require
detailed planning. It may be an implicit or unconscious activity.

Opportunity

/ SYStematic action \
Intent

< L.
-

Mobilization
of resources

Figure 1.1 The four main elements of strategy

Strategy comprises thinking about action in two different ways: vertical (rational)
thinking and lateral (intuitive) thinking. It deals with convergent problems, that is,
those with one solution, and divergent problems, that is, those with a number of pos-
sible solutions. Strategy demands from the strategist(s) both creativity — lateral think-
ing, often applied to divergent problems, and rationality — vertical thinking, often
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Different

strategic
perspectives

applied to convergent problems. This means that, in the area of business, strategy
combines a vision and managerial effectiveness in realizing that vision, referred to as
operational effectiveness, and therefore both the harnessing of intuition and the appli-
cation of reason. In the business world, strategy is about successful entrepreneurship
and good management. There is therefore an inherent contradiction in strategic
thinking, which makes its full meaning hard to grasp. These two strands of strategic
thinking are both essential parts of a strategic orientation and both must be included
in any analysis of strategy making (Figure 1.2).

Ways of Application of creativity, Application of reason
thinking intuition or imagination (vertical thinking)
(lateral thinking)

Nature of Divergent: with Convergent: with

problem many solutions one solution

Area of Creating the vision: Realizing the vision:

relevance establishing strategic achieving operational
objectives effectiveness

Figure 1.2 Two approaches to strategic thinking

The text has introduced the four main elements of strategy and the two main ways of
engaging in strategic thinking. A strategic approach also involves a number of dis-
tinctive perspectives, which follow from the analysis above. Any strategy lacking the
following perspectives is unlikely to be successful:

« Strategy involves looking into the future, not simply focusing on the present or
extrapolating what has happened in the past. It involves intent, which both estab-
lishes a future direction or destination, and the importance of time because that
intent cannot be realized immediately.

« Strategy tries to achieve a balance between flexibility and stability and so avoid
either the straitjacket of excessive rigidity or the anarchy of repeated and random
changes of direction.

o Strategy emphasizes asking pertinent question(s) as much as providing the
answer(s). This means the finding of a problem worthy of serious consideration as
much as the resolution of marginal problems thrown up by current operations.
Others may be happily unaware that a problem exists or that such a question can
even be asked. In this way the strategist moves from known into unknown territory.

* Strategy is complex, dealing in highly intricate systems of cause and effect. It is
concerned with what have been called, rather aptly, ‘wicked problems of organized
complexity’ (de Wit and Meyer, 1998: 47).

« Strategy is itself holistic in that it recognizes the many interconnections between
superficially different aspects of business activity and different problems. Strategy
integrates all the functional business activities — marketing, finance, human
resource management, information systems — and gives them coherence.



1 Introducing strategy and strategy making

Focus on Theory

Levels of

strategy
making

Who are the

strategists?

« Strategy is rooted in particular historical experiences — it is always path-dependent,
reflecting the experience through which an organization has reached its present
situation.

« Strategy is interactive. The quality of a strategy reflects the degree to which it takes
account of the strategies of other players — competitors, governments and
cooperators.

Strategy and a strategic orientation:

e ook to the future

e aim for a balance between stability and flexibility

e ask new questions rather than answers old questions
e are holistic and integrative

e are complex

e are path-dependent

e are interactive

Which organizations make strategy and at what levels of an economy? There are
inevitably different levels of strategy making, from the functional level within an enter-
prise to the level of government in a country. Strategy is about the location and signifi-
cance of boundaries. Such boundaries define an outside and an inside, and thereby
potentially a strategy-making unit. These boundaries define the scope of strategy at the
different levels, whether the boundaries are between functional departments, strategic
business units, corporations, communities or networks, or even countries.

Every boundary can be crossed. Increasingly, corporations actively interact with
their outside environment and change it, and through the action of players outside
the enterprise, that environment in various ways penetrates the corporation and
changes it. This interpenetration is changing its nature over time and is the stuff of
strategy making. Simultaneously, there may be a function strategy, a business
strategy, a corporate strategy, an industry strategy, a community strategy, even a
country strategy, all intertwining with each other.

Does the nature of strategy differ from level to level? Has the internationalization
of business, for example, changed strategy making? The content of strategy at the
two levels definitely differs. What the local coffee shop does clearly differs from what
a large multinational corporation does. Strategy in a global world has begun to
change from what it was in a domestic context, if only because of the increasing
scale of all the activities. The achievement of competitive advantage and the man-
agement of risk at the global level involve different kinds and amounts of functional
activity. The global context has begun to have a powerful influence on the strategic
dimensions of every enterprise or organization.

Initially, strategy making assumes the existence of at least one strategist, commonly
the chief executive officer, who takes responsibility for the successful formulation
and implementation of strategy. Few commercial enterprises are run as a democ-
racy, and very few not-for-profit organizations. However, in practice, strategy
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making is usually done by a large number of people, not just a few. It is often a
group activity, involving cooperation.

Not all strategists realize that they are strategists. However, with hindsight,
strategy making can always be recognized. Strategy is often conducted in an intu-
itive way, implicit rather than explicit. Because strategy is universal, embracing a mul-
titude of different activities and circumstances, appropriate definition is difficult. In
one sense the whole of this book is part of an attempted definition, one specifically
relevant to the area of business, the last chapter providing an informed guide to the
making of such a definition.

A brief history of the concept

Today strategy is one of the most commonly used words in management studies, but
its use was not, and is not, limited to that area. Thinking and writing about strategy
has a history stretching back far earlier than management studies, a history which is
interesting in its own right. It has been one of the most debated concepts, both in its
definition and significance.

The history goes back to Greek and Chinese military thinkers, whose insights it has
recently become fashionable to quote. In ancient Greek the term strategos means an
army or its leader. Strategic thinking, in the sense of systematized and institutional-
ized military thinking, was revived by German military thinkers during the nine-
teenth century.

In war the overall aim is obvious, the military defeat of the enemy, but the means
of achieving that aim need to be carefully articulated. A clear distinction is made
between strategy and tactics. For example, Carl von Clausewitz (1984) distinguished
tactics from strategy: ‘tactics ... [involve] the use of armed forces in the engagement,
strategy [is] the use of engagements for the object of war’ (quoted in Ghemawat,
1999: 2). Strategy involves both the formulation of the overall aim as specific mili-
tary objectives and the successful implementation of these objectives. It therefore
involves both the marshalling of a wide range of resources to the task and their
deployment in a way which maximizes their effectiveness, but also the simultaneous
anticipation of what the enemy will do, given its own resources and its likely know-
ledge of the enemy’s resources. The strategy needs to be efficiently implemented,
which involves careful preparation, good training and the use of effective tactics.
More attention is often concentrated on the effective use of tactics by, for example,
Julius Caesar, Alexander the Great or Napoleon than on their ability to get the
strategy right, the core of which is the repeated concentration of strength in the
right place at the right time.

The military link has continued through to the present day. Many still see a paral-
lel between military strategy and business strategy, drawing a further parallel
between tactics and management. The influence of this view clearly underpins the
assumptions of the classical approach to strategy discussed below.

While the business enterprise remained small and of low capital intensity and
while the invisible hand of Adam Smith appeared to rule economic life, strategy
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Strategy and

planning

The stages of

development
of strategy

Stage 1

remained dormant as an idea relevant to the business world. When, in the second
half of the nineteenth century, the large modern business corporation emerged and,
alongside it, the visible hand of deliberate business policy, strategy began its life as a
practical application to the business world of a simple principle, shaping one’s own
fate. As enterprises grew larger, they began to try to control market forces and
impose their stamp upon their environment. The first real practitioner in any system-
atic way was probably Alfred Sloan of General Motors and the first academic com-
mentator was Alfred Chandler (1962), who chronicled, using a number of
comparative treatments, the history of the modern business enterprise. Alfred Chan-
dler’s main achievement was to explore the implications for strategy of the emer-
gence of the modern corporation. In particular he traced in some detail the
interaction between strategy and organizational structure.

Strategy is related to planning. Its rise and fall in popularity is linked with the change
in attitude to planning. During the twentieth century the techniques of formal and
systematic planning became popular in both communist and capitalist economies. It
is fitting that the total mobilization of resources for two world wars provided a model
of how planning might work. Business planning has quite a long history, both as a
practical matter and as a subject of teaching, notably in American business schools
such as the Harvard Business School. The case study approach, pioneered by Harvard
Business School, highlighted the way in which, in the same industry, different out-
comes for enterprises reflected different strategies and different planning models.

Theory often evolves to cope with a changing world, although the development of
such theory tends to lag behind practice. An interesting interpretation of the history
of the strategy concept sees it developing over the period from 1945 to the present in
four stages, which are defined by the changing problems imposed on enterprises by
an evolving socioeconomic environment (see Drejer, 2002: 22—4).

From 1945 to the mid- to late 1960s, the economic context was a relatively stable
one, simple to understand, but expansionary. Most economies had been exhausted
by war. In 1945, levels of production were well below pre-war levels. During this
period overall demand in the world economy tended to be greater than overall supply.
There was considerable pent-up demand. There was also a backlog of unexploited
technology. The immediate aim of enterprises was the meeting of that demand. Sat-
isfying precise consumer requirements did not matter too much; almost any output
was better than none.

The role of strategy in such a context was to mobilize economic resources in an
orderly fashion to support a rapid expansion in supply, at first in order to implement
recovery from the war and later to use already existing technology to meet the pent-
up investment and consumer demand. During this period long-range planning was
still accepted as at the heart of any strategy, since economic priorities were clear.
Strategy consisted of budgets and programmes put together in one overall plan. The
main problem was to plan financially in order to integrate the enterprise internally
around the broad aim of profit satisficing within the framework of the plan.

As a separate branch of management studies, strategy was born in 1965 with the
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publication of two significant books: Learned, Christensen, Andrews and Guth'’s
Business Policy: text and cases (1965) (wherein Andrews wrote the text and the other
authors wrote the cases) and Ansoff’s Corporate Strategy (1965). Work in these areas
was clearly well developed.

The basic design school model (Figure 1.3), most closely associated with the name
of Andrews, is a prescriptive conception. It is intended as a practical guide for dealing
with a complex environment in which there are external as well as internal contexts
relevant to the enterprise. The approach is best encapsulated in the SWOT model
(Strengths, Weaknesses, Opportunities, Threats), probably the most commonly
applied method in strategy making. It is often reproduced in flow charts which separ-
ate out the key steps in strategy making.

On the other hand, Ansoff prescribed an extremely detailed but potentially overly
rigid form of strategic planning, reflecting the nature of long-term planning as it
had emerged. He recognized the severe constraints placed on businesses by their
existing resources.

During this early period there was a marked reluctance to overgeneralize about
strategy and a desire to acknowledge the uniqueness of each experience, as shown
by the case study approach. While academics were reluctant to make excessive

Scanning the external Analysing the internal
environment environment
(external appraisal) (internal appraisal)
Identification of Identification of strengths
opportunities and threats —| Formulation |-=— and weaknesses
(key success and risk factors) (distinctive competencies)

Consideration of all
possible combinations
(creation of strategies)

Social responsibility ——| Comparison |<=—— Managerial values

:

Evaluation of best matches

{

Choice of strategy

'

Implementation
of strategy

Source: Adapted from Learned et al. 1965.

Figure 1.3 The design school model
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claims for strategy making of any kind, enterprises themselves were not so con-
strained. They did not display the same circumspection.

From the late 1960s to the late 1970s, there was more rapid and extensive change,
but change of a reasonably predictable kind. Most developed economies were now
operating close to the frontier of best-practice technology. Inflationary forces began
to emerge, particularly cost inflation involving various commodities and labour, but
were still under broad control.

Prioritization became less significant as supply began to catch up with and even
run ahead of demand. The consumer became more discriminating. The need to
satisfy the consumer in order to make a profit rose in importance. Strategy became
more concerned with directing resources into the most promising areas. It began to
change its nature, as a changing environment prompted the first efforts to cope with
that outside environment, including the choice of desired products and markets.
Where an enterprise positioned itself became important.

Further development of strategic thinking resulted from the work of the new con-
sultancies. In the words of the founder of the Boston Consulting Group, BCG was in
‘the business of selling powerful oversimplifications’ (Ghemawat, 1999: 9), which is
true of all consultancies. This work was for the most part based on simplified con-
cepts or partial models which only dealt with parts of a broad strategy, although any
recommendations made often involved quite sophisticated modelling. The notion of
the experience curve, the growth/share matrix and the profit impact of marketing
strategies (PIMS) are well-known examples of the new methods.

Another consultancy, McKinsey’s, in conjunction with General Electric, a
company which pioneered and developed many different techniques of strategy
making (see the case study in Chapter 16), developed the notion of the strategic
business unit. Both this and the growth/share matrix marked the entry of portfolio
analysis into the area of strategy making. Such techniques were highly relevant to
conglomerate and diversified companies in choosing their business units. The prac-
tice of some kind of portfolio analysis became common among American enter-
prises. All these techniques soon came under attack for being overly mechanistic and
static in their view of a rapidly changing business world.

Between the mid-1970s and the mid-1980s change became discontinuous. This was
the era of the oil price shocks and the later debt crisis in the developing world. Infla-
tion accelerated and growth slowed. The rate of growth temporarily decelerated as the
easy gains of the 1950s and 60s were exhausted. In the era of stagflation, inflationary
forces temporarily concealed the tendency of supply to run ahead of demand.

The main need of any good strategy was now to allocate resources, including cash
flow, in order to develop a competitive advantage, which, in turn, was necessary in
order to yield the profits that generated the investment funds required. The focus fell
on the portfolio of an enterprise’s products and services and the nature of competitive
behaviour in the markets. Strategy was increasingly being made at various levels,
including business, functional and corporate levels.

In the area of strategy, the 1980s were dominated by Michael Porter, who has done
more to develop the theory and application of strategy than any other theorist or
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practitioner. He published Competitive Strategy in 1980 and followed it up with a
series of long books, representing a comprehensive approach to the subject. Many of
his insights were encapsulated in neat diagrams and summaries which have had a
wide and continuing influence, such as the five forces of competition and the
competitive diamond, both discussed later in this book.

Porter’s originality was to insert the Andrews’ approach into the framework of an
academic discipline; economics. For the first time an academic was willing to general-
ize. Porter sought to position the enterprise, and/or its strategic business units, in its
strategic environment, principally its competitive environment. It was a matter of
selecting appropriate arenas for business activity and a desired mix of products,
markets and functional activities. He therefore concentrated his attention on the
environmental side of Andrews’ analysis. Paradoxically for many readers, this would
have the effect of reducing the significance of strategy by assuming away the unique
identity of the individual organization.

Finally, during the 1980s, change became not only discontinuous but rather more
unpredictable, with new and more complicated dimensions added, as the
communications/information revolution began to bite and other demands on
business emerged. In the 1990s, growth once more accelerated but in a context in
which there were the beginnings of deflationary tendencies. Overcapacity
emerged in various sectors of the economy.

It became necessary for strategy to manage and integrate problems in many dif-
ferent areas, including government deregulation, contrasting economic circum-
stances, rapidly changing technology and new conservationist and environmental
demands. Strategy had to expand to embrace these new areas, including a return
to a proper consideration of the enterprise’s available resources to meet these
various requirements.

The 1990s saw the focus of interest shift once again, this time, as might be antici-
pated, to a greater attention to the other half of the Andrews’ concern, the internal
resource position of the enterprise. There was an explosion of articles on the so-
called ‘resource-based view’ (RBV) of strategy. The elaboration of this view was not
associated with one particular commentator. The debate considered specific capabili-
ties, competencies and even the management of technology as well as resources in
general. Various researchers began to explore the context in which the process of
strategy making itself occurs, focusing on the social and political constraints on
strategy making.

The account above indicates how strategy was cumulative in its build-up of tech-
niques. No strategic method from earlier stages was discarded. Rather they were all
improved and used where and when appropriate. As a result, the complexity of
strategic management increased enormously. No exact blueprint for strategy making
emerged from this history, rather a proliferation of different views about how it
should be done.

A careful analysis, as shown in the next section, shows that the difference between
strategic methods is much less than often appears, once the changing conditions and
fashions of different decades and the changing circumstances for which the different
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approaches are valid are allowed for. Much has been accomplished in a relatively
short history. There is already a good base to build upon in constructing an inte-
grated approach to strategy making.

A multiplicity of meanings

A starting
point — four

possible
general
approaches

Strategy means something different to every person who uses the concept. There are
countless books and articles using different definitions of the term. A powerful concept
can have, perhaps should have, a measure of ambiguity in its meaning but it cannot
mean all things to all people; it requires some degree of precision in its definition. On
the one hand, the multitude of different usages indicates the importance of the
concept, the sheer breadth of its scope. On the other, it suggests dangers in the indis-
criminate use of such an ambiguous term. Concepts which develop such an elastic-
ity of meaning often lose their significance; their use can become a mere cliché. One
aim of this book is to assess:

 the maximum degree of precision possible in defining the term
¢ the minimum degree required for producing a workable concept.

An interesting starting point for defining strategy are four general approaches which
can be clearly distinguished (see Whittington, 1997; Egan, 1995). Each of these per-
spectives differs in the way in which it combines two defining elements:

1. Whether the processes of strategy making are deliberate, explicit and handed
down from above or emergent and often implicit, coming from different levels of
the enterprise, including the bottom, and involving continuous modification of
the content of any strategy.

2. Whether the outcomes reflect the single motivation of profit maximization or a
more pluralistic motivation, such as satisfying the various stakeholder groups.

Choice of these elements reflects the different emphases obvious in the literature,
and indicates a way of separating particular views about what is important in defin-
ing strategy making. These are by no means the only elements which could be used
to classify different perspectives, but they are undoubtedly significant ones. The com-
binations of the two elements define four possible perspectives which might domi-
nate (Figure 1.4):

(A) Classical — the traditional view of strategy making. It regards strategy making
as comprising deliberate, explicit and rational analysis and emphasizes profit maxi-
mization as the only acceptable motivation for any strategy. Classical strategy com-
bines the thinking of the military strategist with some aspects of the economist.
Leadership is seen as a key element, since the leader chooses the strategy. The
strategy is handed down by the leader, the strategist, to be implemented by the
managers. The formulation and implementation of strategy are seen as separate
and sequential activities.
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Figure 1.4 Dominant perspectives in strategy making

(B) Evolutionary — the view of the typical economist. It adopts a fatalistic stance,
putting the emphasis on the emergence of a strategy as the outcome of the competit-
ive discipline of the market, that is, as the outcome of blind forces weeding out the
failures and leaving only the successful. The market operates rather like the process
of natural selection in biology, removing those who fail to adjust successfully to a
changing environment and leaving only that strategy which is best adapted to the
changing economic environment.

Such a perspective stresses an unavoidable profit maximization which is imposed
on the enterprise by the dictates of the market environment. In other words, even if
managers do not deliberately adopt profit maximization as an objective, they are
obliged to do so by the forces of competition. There is in reality little room for strategy
in such a situation. This is very much the invisible hand of Adam Smith rather than
the visible hand of Alfred Chandler.

According to this view, complex organizations move more slowly than the environ-
ments in which they have to operate. Either enterprises adjust sufficiently to the
changing environment or they are culled. The most that the leader of an enterprise
can do is to recognize the inevitable and encourage mechanisms of successful adap-
tation when and where they occur.

(C) Processual — the view of the social realist. It moves the observer away from an
emphasis on economic rationality and profit maximization, and away from the con-
ception of the market or the organization’s leader as infallible. It takes a subtle, more
pragmatic view of behaviour and stresses a number of key constraints on the process
of strategy making:

* so-called bounded rationality, that is, rationality constrained by the limited know-
ledge of individuals and their limited capacity to process incoming information

* the messy nature of political bargaining and negotiation

* the prevalence of satisficing in environments which are tolerant of some measure
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of underperformance and allow the appearance of significant organizational
slack, both typical features of the real world. In such a world, business activity is
designed to produce a satisfactory rather than a maximum return.

In this approach strategy is viewed as defined by the nature of the strategy-making
process rather than the particular content of any strategy. In this world strategy is
usually a matter of incremental change, since nothing more is possible.

(D) Systemic — the view of the social relativist. Strategy reflects the nature of the
social system — its attitudes, values and behavioural patterns. Strategy is what differ-
ent societies make it. Such a view emphasizes a deliberate but relativist approach,
one which sees strategy as imposed from above but business behaviour as embedded
in a network of particular social and political relations. The motivation of a strategy
is itself culturally conditioned, reflecting the society in which the strategy is devel-
oped. Both institutional and cultural contexts differ from society to society. For
example, in the business world there are enormous differences in the accepted role of
government or the family firm.

Each of the major approaches by no means excludes the relevance of the others at
the national level; each has its area of relevance, whatever the economic system:

» The classical approach is seen as most relevant in mature, stable and relatively
predictable environments and for industries where capital-intensive technology
predominates and/or some degree of monopoly is the norm. The conditions
which favour such an approach are quite rare. In practice the classical approach
is more likely to be adopted by start-up companies or those in crisis and attempt-
ing a turnaround, if there is the time and the resources to make an explicit
strategy. The founder or saviour is often expected to adopt such an approach, at
least implicitly.

 The evolutionary approach best relates to new industries or those subject to rapid
and dramatic change, particularly where a large number of small enterprises
exist and compete vigorously with each other. Such competitive conditions are
also rare, but apply mostly to what commentators have called the ‘new
economy’, particularly in the period between the action of a first mover in creat-
ing a new sector or branch, and the emergence of a mature new sector of the
economy. Where technology and tastes are fluid and rapidly changing, the evolu-
tionary approach represents an accurate description of the possibilities for
strategy making.

 The processual approach is relevant to any ‘bureaucratic’ system, which means in
some way all organizational structures, but it has particular relevance to complex
organizational forms. It is most relevant to protected bureaucracies or knowledge-
based enterprises where a continuous flow of incremental change coming from the
bottom is enough to keep the enterprises competitive.

* The systemic approach simply asserts that any strategy must fit its context whatever
it is and be dictated by the culture, which varies by time and place. That context
determines both what can be done and what is likely to be included in a strategy.
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The last approach to strategy highlights differences which reflect the social and cul-
tural milieu in which the strategy is made. For example, the first three approaches
are preferred in different kinds of society. Many economists in Anglo-Saxon market
economies take the evolutionary point of view and see little value in committing sig-
nificant resources to strategy making. Others in the developed market economies,
notably in Japan and Continental Europe, are more closely allied with the classical
position. Inevitably in the less developed world the processual approach, with its
emphasis on constraints, has much more credibility.

Even views about the nature and role of strategy itself are culturally determined.
For example, attitudes on the value of time, the exercise of power or the level of
uncertainty differ enormously and colour the whole approach to strategy making:

» Some societies are happy to focus on benefits which are only realized well into the
distant future. They are much more ready to take a long-term point of view, while
others take a short-term view.

» Some are always looking for the decisive exercise of leadership, others see decision
making as requiring a collective consensus. Some accept a significant degree of
individual initiative outside the normal processes of collective decision making,
while others suppress the exercise of individual initiative in any way.

* Some are prone to be risk-averse, others have a much greater appetite for risk.

There are pronounced national differences in all these areas. Such differences are
bound to influence the nature of strategy making in different societies.

In these societies there are relevant institutional differences which involve the
roles of market and government and other organizations such as the family. The
Anglo-Saxon mode (or American), which is the focus of most textbooks on strategy,
isnot a good description of what happens in many other economies. It focuses on the
business enterprise, and therefore on corporate strategy. It assumes that the family
enterprise is not significant and that government adopts, or at least should adopt, a
stance of non-intervention in the market. At the beginning of the 1990s, before the
persistent problems confronting Japan became evident, an obvious distinction was
made between the American and Japanese approaches to strategy. The frequent
recurrence in very different societies of various kinds of national planning creates
market systems which diverge significantly from the American model. The preva-
lence of family firms or large conglomerates also affects the nature of strategy
making. Others have distinguished a larger number of variants of the capitalist or
market economy and therefore of strategy making itself (Hampden and Trompe-
naars, 1993). For example, there are various European variants, not just one.

The general approaches described above are very broad. It is helpful to move beyond
these to identify the main elements which, according to different authorities, go to
constitute strategy making. It is easy to do this by distinguishing as many schools of
strategy making as can be found. Mintzberg et al. (1998) distinguished 10 different
schools, although as many as 14 are discussed in the literature, each implying a dif-
ferent definition of strategy. The number could be further expanded but the differ-
ences then become trivial.
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The schools discussed below differ in a substantive way, taking different aspects of
strategy and elevating them to the role of defining element. Some of them consider
the process of strategy making itself as the starting point, others take the content or
context as the initial element. The first three are prescriptive, laying down what strat-
egists should be doing. The others are descriptive, in that they describe what actually
happens in strategy making:

1. Strategy as design

A good strategy is designed to fit organizational capability with environmental
opportunity. It is best summarized by the SWOT approach and has very close links
with the case study approach pioneered by the Harvard Business School.

This school sees strategy as based on the classical approach. It is the rational
product of a senior manager, usually the chief executive officer, consciously and
deliberately finding a fit between the internal strengths and weaknesses of an enter-
prise and the external threats and opportunities it faces. A strategy is viewed as an
explicit, simple and unique conception. Formulation precedes implementation and is
separate from it. There is often a range of options from which the strategy to be
implemented is chosen. The one which provides the best fit or best design is chosen.
This was the dominant school until the 1970s but still has enormous influence.

2. Strategy as planning

The strategy as plan is a detailed scheme for allocating resources to achieve the
objectives specified according to a prescribed timetable. In the view of this school spe-
cialist staff planners take over the strategy role. Strategy becomes a highly formal-
ized process, divided into easily decomposable steps, delineated by checklists of
necessary actions, and supported by techniques relating to the specification of objec-
tives, the establishment of budgets, the spelling out of programmes and operating
plans. This school’s view of strategy is again fully consistent with the classical
approach. By the mid-1970s this was the predominant school.

3. Strategy as positioning

Strategy is seen by this school as a matter of choosing an appropriate industry or
sector to be in, finding the best market segments and focusing on the preferred value-
adding activities. This requires detailed analysis of the data relating to the industrial
situations in which the enterprise has to operate. Such positioning is consistent with
either the classical or the evolutionary approach. By the 1980s this had become the
dominant school.

4. Strategy as entrepreneurship

The strategist, seen by this school as the leader, usually the founder and chief execu-
tive officer, is concerned with closely controlling the enterprise in order to realize his
or her vision. The leader is an innovator who often works by intuition or imagination
to create something new. This shifts the definition of a strategy from a precise design,
plan or position to an imprecise vision or even a broad perspective which has to be
realized. However, the maintenance of an entrepreneurial orientation continues to be
important even beyond the period during which the founder is dominant, if the enter-
prise is to continue to be successful. This school has strong classical elements. This
interpretation is not new and has never been absent from strategy making.
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5. Strategy as the reflection of an organizational culture or social web

Strategy is viewed as a social process, albeit a complex one. The nature of an organ-
ization and its culture constrains what is possible, predisposing the strategic process
to certain channels and certain outcomes. Strategy is about integrating disparate
elements of the ‘social web’ and finding common interests among those elements. It
is about conserving what the enterprise already has and using its resources to its best
ability. It stresses the dangers of dissipating resources which are embedded in the
organization itself. This approach is consistent with both the processual and systemic
approaches. The debate in the 1960s, which widened the view that economists had of
the firm, first introduced such issues. During the 1980s, comparison between the
prominent capitalist models and the Japanese variant also promoted this kind of
approach among commentators on management.

6. Strategy as a political process

Here the emphasis is on the exercise of power, whether within the enterprise or
outside it, specifically as it relates to the making of strategy. The various interests or
stakeholder groups, often fragmented and divided, who share power within an enter-
prise have to persuade and be persuaded, to confront and be confronted. The enter-
prise itself has to negotiate its way through strategic alliances, joint ventures and
other network relationships in order to make a strategy. Strategy results from bar-
gaining, compromise and the exercise of power by the relevant groups. This school is
unashamedly processual.

7. Strategy as a learning process

In this conception strategy is seen as a process of exploration and incremental dis-
covery. Strategic knowledge emerges gradually as the result of the interaction of a
large number of strategists, possibly all the employees of an organization but cer-
tainly key individuals spread throughout that enterprise. There is no difference
between strategy formulation and implementation; they occur simultaneously.
Strategy emerges from a process of discovery and learning. The views of this school
are consistent with the evolutionary and the processual approaches.

8. Strategy as an episodic or transformative process

This school sees strategy as contingent on particular circumstances and moments in
the life of an organization. It is a matter of the unfolding in real time of different situ-
ations, all heavily contingent on different circumstances, and the temporary emer-
gence of specific configurations. This school emphasizes for different situations the
elements highlighted by other schools. It puts the stress on the same enterprise in
different circumstances and its ability to handle the relevant transitions. In particular it
analyses the quantum leaps from one situation to another, the so-called transformation
situation, for example during the start-up of new enterprises or turnarounds of
enterprises in trouble. Strategy is a matter of dealing with the demands of these dif-
ferent episodes in an appropriate way. In such an unfolding context, strategy is some-
times classical, sometimes evolutionary and sometimes processual.

9. Strategy as an expression of cognitive psychology
This school concentrates on what goes on in the mind of the strategist, the mental or
psychological processes involved in strategy making. It focuses on the cognitive biases
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of strategists and, even more importantly, on the process of cognition itself, including
the way in which information is filtered, knowledge is mapped and conceptualization
itself occurs. It emphasizes the subjective element of interpretation rather than the
objective reading of reality, but considers both. It takes account of motivation as well
as the different ways in which a mind works, using reason, intuition or any other
faculty which is relevant. This is present in all types of strategy making.

10. Strategy as consisting in rhetoric or a language game

This school sees strategy as concerned with the way in which strategy is talked
about, the kinds of conversations or discussions, both formal and informal, which
take place in organizations making a strategy. These are usually aimed at achieving a
consensus and encouraging certain kinds of strategic actions. It is about the lan-
guage required to persuade employees to think strategically or to act to promote a
particular strategy. This interpretation of strategy is closely linked with the cognitive
interpretation. This occurs in all strategy making.

11. Strategy as a reactive adaptation to environmental circumstances

Strategy is seen by this school as similar to ecological adaptation, leaving little room
for the strategic manoeuvre usually associated with a strategy. Strategic action is
reactive rather than proactive. This is a variant of the evolutionary approach. Cir-
cumstances largely dictate what a strategist should do, although there may be a
number of different possible contingencies. Often all the strategist can do is reinforce
behaviour which is adaptive to whatever new environment appears. Adaptation is
the key to success and strategy is understood as comprising this adaptation. There is
an element of this in all strategies.

12. Strategy as an expression of ethics or as moral philosophy

This school sees the strategist as a moral agent, engaging in ethical conduct. The
strategy embodies the values of the strategists. Strategy is as much about the nature
of the ends and goals of all stakeholders and how they are reconciled. It is also about
what strategic action is acceptable. The concern with values might be for good
reasons, since a failure to behave ethically can have disastrous results. Strategy is as
much about the reputation of the enterprise, particularly in the eyes of its stakehold-
ers, as it is about profit, although in many cases being ethical may not be incompati-
ble with being profitable. The stress is on the content of the strategy.

13. Strategy as the systematic application of rationality

Strategy is applied reason, the application of reason to the leadership and conduct of
management within any organization. This school sees an equivalence between
strategy and its many elements and an attempt by a strategist to use the differing kinds
of rationality. It interprets strategy as only qualifying as strategy if it is an attempt to
apply reason to the organization of business activity. The school is concerned with
excluding the irrational from strategy making, that is, elements such as whim or intu-
ition. This interpretation of strategy is only consistent with the classical view.

14. Strategy as the use of simple rules
This school interprets strategy in a highly practical way as the application of a
limited number of simple rules derived from both general experience and the exper-
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ience of particular industries. The rules exist because of the degree to which behav-
ior is repeated and particular types of problem recur. Through these rules, strategy
enables enterprises to successfully seize opportunities in fast-moving markets and
environments of rapid change when there is not enough time for following more
elaborate procedures. The rules can apply to a whole range of decision-making
areas — notably the ‘how to’ of business behaviour, setting the boundaries of various
types of business activity, fixing priorities for the achievement of objectives and the
timing of key decisions, such as when to exit from certain business areas. Such a
view is consistent with the processual approach.

There may appear to be a ragbag of other interpretations of strategy which do not
have the intellectual standing of those above but nevertheless express important
truths (Singer, 1996). For example, formal strategy making may play a number of
different roles: acting as ritual, reinforcing a culture of rationality; as glue, bringing
together or uniting managers: as a battery, energizing or providing a source of moti-
vation; as a status symbol, for those with access to the secret information: and as
pliers, to extract information from subordinates. The use of such graphic metaphors
helps us to better understand the multiple roles of strategy making, but do not con-
stitute a sufficient difference of content or process to be the basis for forming differ-
ent schools.

Each of the different schools illuminates a different aspect of strategy making. The
first four indicate what should be done, not what is commonly done. Some are con-
cerned more with process than content. Moreover, they indicate the limits on the
process, whether these are cognitive, ethical, social or political. Mintzberg and
Lampel (1999) have reduced these in a simplified scheme to the four ‘p’s — strategy as
plan, perspective, position and ploy.

The author likes the term ‘strategic thinking without boundaries’ (Singer, 1996),
which justifies a widening of scope to include the many different elements described
above. This book takes all the different schools into account. How a business plan or
model or a strategic plan is drawn up is a matter for individual managers to decide,
according to the requirements of the particular industry or sector. The main purpose
of the book is to clarify the theoretical issues preparatory to actually thinking and
managing in a strategic way. The appropriate way of doing this in particular cases
should become obvious after the practitioner has analysed the relevant concepts.
Analysis of the relevant concepts is not a luxury, it is a necessary preliminary to
actual strategy making.

Assumptions and metatheories

Often practitioners find it paradoxical to theorize about a highly practical activity
such as business management. Businesspeople are often disparaging of theorists
who lack management experience and are therefore dismissive of theory itself. Such
an attitude can make its holders vulnerable to an unthought-out addiction to
current, or even out-of-date, fashion. All can become prisoners of theorists who
unbeknown to them pioneered the fashionable views adopted by many practitioners.
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The intellectual influences on a mode of behaviour are often hidden and uncon-
scious. There is a gain in making these influences transparent and deliberate. Other-
wise a person may hold contradictory attitudes, some of them at odds with the
nature of the world in which he or she operates. Formative years make attitudes but
the world changes and, if a person is not careful, he or she does not. Without theory
it is impossible to learn since it cannot be known what should be learned. Everyone
can gain from occasionally being reflective. Very few people are intuitively right for
more than a brief period of time, nor can they know, without systematic thought,
when they are right and why they are often wrong.

Differing interpretations of the world lead to different interpretations of what the
term strategy means. Each of the above schools has a link with a particular acade-
mic discipline, sometimes a strong link. These links sometimes enhance the potential
strategy, sometimes they limit what it can be and do. All disciplines have different
preconceptions of how the world works. It is necessary to see the link between the
preconceptions implanted by the relevant discipline and to have an understanding of
what strategy is. This assists in developing an understanding of what strategy
making involves.

Whittington (2001: 23) has asserted that strategies ‘are a way in which managers
try to simplify and order a world which is too complex and chaotic for them to com-
prehend’. He goes on to point out that for every manager the strategy-making
process starts with a fundamental strategic choice: which theoretical picture of
human activity and environment fits most closely with his or her own view of the
world, his or her personal ‘theory of action’. It is impossible to write a book about
strategy without taking all sorts of positions, usually implicitly, on such issues as
what motivates human beings, or even what constitutes a valid approach to the
application of theory to practical activities. Hopefully the assumptions made
throughout the book are consistent but it is impossible to justify at length all the
positions taken. This would itself constitute another book. It is necessary to make
explicit some of the premises on which the book is built.

There must be some treatment of what are called metatheories, that is, the broad
cognitive maps which underpin a specific way of thinking. Anyone who reflects even
for moment on the nature of the human condition has a veritable atlas of such maps
to inspect. These are the implicit models of how the world works and how people
behave in that world, models which underpin any text, whatever the discipline, and
any mode of thinking. There are economic, political, social, even biological meta-
theories relevant to management studies. Such metatheories are usually taken for
granted or assumed as universally accepted by those working within the discipline in
which the text falls. This is seen by the consistency of approach and terminology in
most discipline journals.

To take just one example; the body of economic theory known as ‘neoclassical eco-
nomics’ is based on a metatheory, a set of assumptions about human behaviour
known as ‘economic rationalism’. In its extreme form, it claims that all human
behaviour conforms to the assumption of economic rationalism; all known human
actors are rational economic men. Many management theorists operate within this
metatheory. It has been important in the development of thinking on strategy. Part
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of its power derives from the fact that economic theory is more homogeneous than
the theory of other social sciences.

There are three different areas of focus for metatheory which are particularly rele-
vant to any book on management:

1. an underlying view of the nature of the world
2. aposition on how it is possible to learn about that world
3. an attitude on what determines human behaviour in that world.

The approach adopted in this book is very much a pragmatic one. It presents an eclectic
theory, that is, borrows from different theories. It is both positivist, with significant
reservations, and postmodernist, also with significant reservations. It rejects both the
total dominance of rationality and the extreme relativist point of view. Human moti-
vation is as much intuitive as rational but the mix is culturally determined.

Most textbooks on management are written from an American perspective. For this
reason these texts use the metatheories which are accepted in the USA. Neoclassical
economic theory is certainly part of that perspective. The American perspective
includes the assumption that management and the management context is the same
the world over, largely because economic theory considers specific cultures largely
irrelevant to any economic behaviour. The assumption is that if the world is not like
America, it should become so and is, in any event, likely to become so in the very
near future. There is some measure of truth in this view but it is far from being the
whole truth.

There is one obvious source of difference in understanding both what manage-
ment is and the activities it involves, that of ‘cultural divergence’. There is some liter-
ature which explicitly shows the falsity of the assumption of a uniform global
culture, and therefore of management practices, but it is not vast. Hofstede (1983,
1991) pioneered this work, showing that Americans have certain characteristics
which stand in marked contrast with those of the inhabitants of other countries.
Using the terminology of Hofstede, Americans are:

« rational rather than intuitive in their approach

* extremely individualistic

* firmly short term in their orientation

* quite masculine in attitude

» weak in uncertainty avoidance and power distance.

These attitudes are well suited to a reliance on the market in economic life. They also
define the nature of management studies in the US. There is a self-reinforcing cycle
at work. The market reinforces such attitudes and such attitudes predispose society
in favour of the market as the basic mechanism for the allocation of resources and
the distribution of incomes. They are also important in defining what is meant by
strategy in different societies.

Trompenaars (1983, 1998) has confirmed the different nature of capitalism, and
therefore the different role of markets, in different parts of the world. Such different
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contexts influence the role of strategy. Because of these differences, strategy can
mean different things in different countries. Strategic management in the USA is not
the same thing as strategic management in Germany or Japan, let alone Kenya or
Indonesia. Pascale (1982) reports that the Japanese do not even have a phrase for
‘corporate strategy’. The American concept rests, developed in the relatively prosper-
ous and stable world of the 1950s and 60s, on an assumption of ‘cultural volun-
tarism’, the exercise of free will, rather than determinism. Global strategic
management is itself a problematic concept. Throughout this book there is reference
to the fact that operating at the global level requires a sensitivity to these differences.
Almost every chapter includes reference to the various ways in which particular
strategic questions are answered in different countries.

Academic disciplines see strategy in very different ways. Some disciplines are
closely associated with particular schools of thought on strategy. For example, the
positioning school has a rather obvious base in economic theory. It is not accidental
that economic theory has had the most influence on thinking about strategy. In
many ways it is the most rigorously developed discipline in the social sciences. The
economic discipline is the one which aspires to be closest to the scientific reliance on
a body of logical, internally coherent theory. There are some excellent books on
strategy which receive their coherence from the systematic application of such eco-
nomic theory (Ghemawat, 1999). It is paradoxical, therefore, that strictly speaking
economic theory implies either no role, or a minor role, for strategy. Indeed many
economists, notably those most wedded to the core neoclassical approach, are dis-
dainful of management studies, except insofar as it is a reflection of the body of
microeconomics used by them.

Other disciplines are used to provide an organizing framework in management
studies. Psychology, political theory and anthropology link up in rather obvious
ways with the cognitive, power and cultural schools which have grown in impor-
tance recently and have cast a new light on the relevant aspects of strategy. Manage-
ment studies is gloriously eclectic in its borrowing from different disciplines. Each of
these schools has a very different view of the world. This is not surprising since the
solutions to the problems confronted require an interdisciplinary approach.

Language itself is the filter through which it is possible to see and understand the
world. It is significant that American English is increasingly the language of
business, but even this form of universality has its limitations. The same word has by
no means the same meaning for different people. The number of languages in the
world may be in the process of significant reduction but there are still enough to
guarantee serious disagreement on the meaning of apparently simple concepts.

The opposite position, which stresses a uniformity of approach, is also untenable.
Extreme relativism is unacceptable. All players are not islands of comprehension far
distant from each other, since it is possible to share understandings. There is also a
real world out there and a sequence of events which occurs independently of the
observer and is the object of study, a world against which generalizations can be
tested. Any strategy must be subjected to a reality check, even if inevitably it is
imperfect. All theorizing is improved by such regular reality checks. It is possible to
share understandings about those events.
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One way of approaching these issues is to keep asking relevant questions since such
questions lay out the agenda:

What are the sources of order? How do we create organizational coherence, where activi-
ties correspond to purpose? How do we create structures that move with change, that are
flexible and adaptive, even boundaryless, that enable rather than constrain? How do we
simplify things without losing both control and differentiation? How do we resolve personal
needs for freedom and autonomy with organizational needs for prediction and control?
(Wheatley, 2000: 8).

Any serious theorist of management must remember to ask these questions, or a
similar group of questions. The reader should add his or her own questions. Such
questions lead straight to a confrontation with the metatheories talked about above.

A textbook on strategy is inevitably prescriptive. It advocates a position which
should be taken up, in this case with regard to the kind of strategy which is desirable.
Prescription must be based on both accurate description, that is, an empirical
approach to the world as it is, and careful analysis of that world, expressed in an
interpretation or theory of how the world functions, and finally on the way in which
the two are brought together. The relative emphasis on each of these aspects, theory
and practice, varies throughout the book, but the other is never far way.

Some commentaries on strategy reveal a marked lack of historical perspective, a ten-
dency to accept assertions which gain their main strength from constant repetition
rather than what is happening in the world of business. There are three myths which
illustrate this:

1. The world is one in which it is necessary to take account of continuous change
and profit from technical innovation. It is often asserted that the current world is
one of unprecedented technical change, with the emphasis on unprecedented.
Does this mean that the underlying rate of productivity has increased and, as a
consequence, economic growth has accelerated, and if so, by how much? The
issue is more complex than often assumed; it is by no means certain that it is true.

The world is in the middle of one of the great waves of technical change, one
which can be called the ‘communications/information revolution’. This does not
mean that the core of any strategy must be to develop an e-commerce capability,
regardless of the other big issues of strategy. In some cases this is appropriate, in
others not. Some textbooks give the impression that a failure to apply e-commerce
immediately is a sure prescription for disaster. The emergence of the new
economy does not suspend all the persistent and surprisingly robust relationships
which have always characterized economies. What is happening now is not in
substance any different from previous technical revolutions.

2. Another fad is globalization. What is meant by the repetition of the refrain that
‘the world is a global one’, when on analysis nearly all economic activities con-
tinue to have a home country bias? Have the ratios of internationally traded
output or internationally financed gross domestic capital formation really risen?
If so, over what period of time and by how much? What makes our world more
‘global’ than any previous world? Surely a robust home country bias is some-
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thing which every strategist should take into account? It also needs explanation
since the explanation will better inform any ‘global’ strategy.

3. The alleged ‘turbulence’ of our times has now entered, in textbooks, into the head-
ings of chapters on strategy. Why? Was the second half of the twentieth century
more turbulent than the first, with its world wars, its revolutions and its Great
Depression. It would be hard to argue the case. It is easy to argue more persua-
sively that turbulence has declined, that the current world is more ordered than
previous worlds. It is the very regularity of the modern world which promotes the
efficient operation of a capitalist economy. The patterns of behaviour are more
predictable and less risky than in non-capitalist economies.

None of the usual assertions about technical change, globalization or turbulence
should be taken for granted. It is necessary to ask questions concerning each of these
issues, ones not very often confronted, let alone answered. In tackling these ques-
tions it is necessary to stand back and view, with a degree of justified scepticism, the
twist put on current events by many commentators. A sensitive historical perspec-
tive is needed, as well as a holistic one, not limited in any way by discipline, fad or
personal interest. It is necessary to stand back and to look at empirical data with a
dispassionate eye, a historical eye, noting the obsessions of different generations and
putting them in a proper perspective. The strategic perspective recommended in this
book is meant to be good for all seasons, not just one particular historical conjunc-
ture. Good strategy is born of a sceptical mind. A good strategist reads books on
history and novels, even the Bible or Koran and sometimes learns more from them
than from management texts. It is better to read both kinds of texts, and even more
important to read with an open mind.

Equally to be avoided are excessive claims made for the ability of certain actions to
solve major problems. One tendency which mars many commentaries on manage-
ment is the obsession with the concerns of the immediate present which often turn
out to be fickle fashions or fads which come and go at a rapid rate. Management
studies are particularly subject to such fads. Its practitioners churn out the approp-
riate ‘buzzword’, such as total quality management, re-engineering, downsizing or
even downscoping, to name but a few, like a magical incantation. Each of these has
some validity, but none has the universal ability to solve all managerial problems.

In order to test how authentic a buzzword is, we can apply five tests:

[t must come from what purports to be an authoritative source.

[t must provide an instant cure to your real or imagined problem.

It must cause the hearts of managers to go pitty-pat with anticipation.

It must of necessity obscure the obvious and at the same time make the

uninitiated feel painfully inadequate for not recognizing the brilliant truth

encapsulated in the buzzword.

5. Finally, it must inspire pseudo-activity; that is, it must make people think

something important is happening while everything remains safely in place.
Source: Vaghefi and Huellmantel, 1999: 24.

=W =
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Strategists and stakeholders

There is one sense in which all members of an organization are strategists, since all
would benefit from thinking strategically, and another sense in which there is but
one strategist, the person who leads strategically, usually the chief executive officer.
These are extreme positions, but each has some validity.

One key issue is how the strategic thinking of any individual employee fits in with
the strategic thinking of the enterprise as a whole. Since the interests of all employ-
ees differ, their objectives also differ. This is part of a much broader problem, the exis-
tence of various groups of stakeholders with markedly different interests in the
organization. There are different aims and objectives envisaged for the enterprise,
each reflecting the nature of the different stakeholder groups. One of the first goals of
strategy is to reconcile the different strategic interests of these stakeholder groups.
The reconciling of these different points of view is a prerequisite for the articulation
of the strategic intent of any organization, that is, for a clear indication of what the
strategy is trying to achieve.

Before considering the nature of the strategic intent, it is necessary to define what
exactly is meant by a stakeholder and classify the stakeholder groups, in the process
indicating which stakeholder groups are likely to be important in the making of
strategy. There are two elements relevant to defining a stakeholder:

1. Aninterest in the operation of the enterprise and the nature of that specific interest.
The interest may arise because the stakeholder group makes an input vital to the
operation of the organization, or it might be an interest which arises because the
outcome of any strategy influences the wellbeing of the stakeholder in a significant
way, although the stakeholder may be a purely passive recipient of any impact.

A stakeholder has either an explicit claim on the enterprise — service payments on a
debt, wage and salary rewards — or the potential to benefit from successful perfor-
mance, for example lower prices or higher dividend payments. The stakeholder can
also suffer from the enterprise’s poor performance, for example the receipt of lower
taxes or vulnerability to the effects of environmental damage.

Each stakeholder is capable of contributing value to the products or services in
return for a reward, which comes in various forms. How much reward is extracted
depends on the bargaining strength of the stakeholder.

2. The impact of action by the interest group on the performance of the organ-
ization. This action can have a powerful influence on the realization of the strate-
gic intent. The ability of the stakeholder to take action which impinges on the
activities, strategic or otherwise, of the enterprise, often as a response to the first
element, is a significant factor in the performance of the organization.

Is the stakeholder group in a position to promote the aims of the organization or
obstruct the implementation of that strategy? There are many such responses which
can harm — a readiness to sell ownership shares, industrial action by workers, politi-
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cal action by community groups or, most importantly, the withdrawal of custom.
Such actions constitute potential threats for the enterprise.

A stakeholder is anyone with a significant interest in the performance of an organ-
ization and/or an influence on that performance.

The way in which various stakeholder groups are organized and operate differs from
society to society. This is particularly true of the medical industry, where in different
countries stakeholder groups have varying influences on the decision making of a
pharmaceutical company. These influences reflect, on the one hand, the attitudes,
norms and behavioural patterns of the different societies, in short the national
culture and, on the other, the attitudes, norms and behavioural patterns of the
enterprise, the corporate culture and the way in which these two cultures interact.
For example, those societies with a strong civil society have a proliferation of organ-
ized groups, outside those which are purely government or commercial, groups
which often represent the different stakeholder groups. They have a habit of interact-
ing positively to resolve contradictory interests. This is easily extended to business
operations relevant to strategy making.

The

stakeholders

There are a number of important players in the pharmaceutical industry, alongside the
Stakeholders in pharmaceutical companies themselves — patients (the ultimate customers), govern-
pharmaceutical ments, doctors, pharmacists, insurance companies, health managers of various kinds

companies and biotech research companies. Figure 1.5 indicates the nature of the interactions
between these groups.

Pharmacists
(over-the-counter)

f

Biotech Doctors

companies
(start-ups)

Branded

> Patients Government

Manufacturers

of drugs Generic

Prescription

Insurance /

Employers - companies

Figure 1.5 Stakeholders in the pharmaceutical industry (US style)

Attention is concentrated on the enterprise, but the analysis can easily be
extended to any organization, including non-profit-making organizations. Usually
the stakeholders are divided into three groups, two external and one internal to that
enterprise (Figure 1.6).
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Figure 1.6 The stakeholders (external and internal)

The broad aims and expectations of the different stakeholder groups are disparate
and often out of alignment with each other. The aim can be seen as either increasing
the benefits or minimizing the damage received by the particular group. For different
groups this can take the form of increasing profit, creating more employment,
enhancing individual or group power or status, raising tax revenue, protecting the
environment or reducing prices. Most commonly the generation of greater profit for
the owners is at the cost of employment, higher price levels or even to the detriment
of the quality of the environment. There is often a trade-off between the respective
benefits or damages, the exact nature of which reflects both the political and market
strengths of the different groups.

The diversity of aims has been articulated in the so-called triple bottom line in
which the goal of profit maximization is complemented by aims which reflect social
and environmental objectives for different stakeholder groups, notably workers and
community groups. A criticism often levelled at the triple bottom line is that the
social and environmental aims cannot be quantified in a simple way. Whereas profit
is in theory an easily quantified index, it is difficult to find alternative success criteria
for the other stakeholder groups as apparently straighforward. At best there are a
number of quantitative indicators and a mass of qualitative ones, with a problem of
weighting each to yield an unambiguous measure. There is considerable controversy
about how far enterprises should be influenced by the kind of thinking which under-
pins the triple bottom line. If the triple bottom line is accepted, why should a quadru-
ple or a quintuple bottom line not be accepted in order to take account of all
stakeholder groups, not just three or four?

The most discussed stakeholder groups are still the owners and the managers. The
division between ownership and control has always been the focus of considerable
attention since the appearance of the public company. The issue needs to be dis-
cussed at length, particularly in the context of governance, how a board of directors
representing the owners oversees the management of a company.
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The aims of different stakeholder groups are the logical starting point for determin-
ing any strategic intent. The simplest model considers only one stakeholder group,
the owners, and therefore only one aim, profit maximization. There is a need to
specify the relevant time period, profit maximization over the short or long term. The
time horizon makes a significant difference. There are many actions which can
increase short-term profit at the expense of long-term profit; there are rather obvious
trade-offs, often ignored. This simple prescription of profit maximization ignores the
interests of the managers who formulate and implement any strategy, an interest
which might be very different from the owners. For example, their status and power
may be enhanced by simply making the company larger. For the moment it is helpful
to assume that long-term profit maximization is an appropriate aim, but that it
requires sensitivity to the interests of all stakeholder groups since all are in a position to
undermine the ability of the enterprise to make profit.

The easiest way to alienate various stakeholder groups is to behave unethically,
stressing short-term profit at any price. Profits can be increased by cheating cus-
tomers, exploiting workers, damaging the environment or tax avoidance or evasion.
Such behaviour may be unsustainable for a number of reasons —a major loss of cus-
tomers, the departure of key workers or managers, a seriously negative feedback
from environmental damage or the ill will and retaliation of government, at
minimum a loss of influence over government policy. By undermining the reputation
of the enterprise through these reactions, short-term profit seeking may threaten the
level of long-term profit. The aim of managers is usually to perpetuate the existence
of the enterprise, not to end it by allowing some members to pillage its sources of
capital. One of the functions of stakeholder groups, not always successfully carried
out, is to put a check on such pillaging.

Most interests are served by an increase in profit. Such an increase allows action to
benefit all stakeholder groups. Increased profit usually means increased dividends
and higher share prices and may also mean higher investment and more rapid
growth, with increased promotion and employment prospects. Investment may also
increase the chance of lower product prices and improved quality in the future.
Greater profit may also mean increased scope for supporting community projects. On
the other hand, an enterprise which does not make a profit is at serious risk of
failure, when all stakeholder groups are likely to suffer.

The twin issues of ethics and sustainability arise in this context. Unethical behav-
iour threatens the long-term profit of the enterprise by threatening its reputation.
Equally, damage done to the environment by practices which are not sustainable
over the long term also threatens the good name of the enterprise. In both areas
there may be a trade-off between short-term profit and long-term reputation.

The voices of the stakeholder groups might be heard informally or there may be
formal channels of communication. This may be a matter of the composition of the
board of directors or it may involve a much broader range of communication. Stake-
holders have different degrees of organization.

Stakeholders are sometimes aggregated into groups which can express and
promote their interests. The power of these groupings varies, both with respect to the
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enterprise and society at large. Some groups are well organized in certain societies,
such as workers in their unions or conservationists in political parties, others are
much more diffusely distributed, such as consumers or suppliers. Even these are
sometimes organized into consumer or trade associations. There are various ways of
institutionalizing the paths of influence from these interest groups to the organ-
ization. For example, in Germany, under a system of industrial democracy, workers
are represented on supervisory management boards.
There are a number of specific questions which must be addressed in more detail:

* What degrees of aggregation of strategic intent exist? There may be a tacit under-
standing that different groups will be listened to, an assumption that all groups
will be accommodated.

* How is any conflict between the groups resolved and how is a common strategic
intent articulated? General aims have to be translated within a strategic perspec-
tive into specific objectives. It is at this stage that conflict usually arises.

« Isit critical to have just one general intent, or can intent itself be broken down into
separate components which provide the detailed inputs? In this situation the
process of iteration, described later in the book, comes into play, as the objectives are
defined and refined in the process of transmission from group to company and back.

The government, as maker of the rules of business behaviour and the defender of
public interest, is a very important stakeholder. The profitability of a company can be
enhanced by its efforts to change the rules of the game or prevent what is perceived
as an unfavourable change in those rules. Large multinational enterprises have con-
siderable ability to influence the strategy of government.

The effort of the automobile industry in the USA to shield itself against both
Japanese competition and pressure from the environmental lobby is a good example.
The exercise of this influence through lobbying, political donations and even corrup-
tion is itself part of a company’s strategy. All these actions, particularly if they
receive significant publicity, will almost inevitably elicit a negative response from
other stakeholder groups.

From the 1970s onwards, the US automobile industry, so long dominant in its ability
to outcompete the automobile industries of other countries, came under threat from
two directions — firstly from Japanese vehicle imports flooding into the USA, and
secondly from a growing safety and conservation movement which saw the automo-
bile as a major source of environmental damage and a threat to individual life and
health. What was the reaction of the big three producers, General Motors, Ford and
Chrysler, to these threats?

The chief strategy was to seek to influence the government to change the rules
and/or retain those rules which already favoured US industry. The big three used their
immense resources and significant role in the economy to lobby the government. They
repeatedly emphasized the threat to employment in the USA from both foreign
competition and stricter environmental rules. They sought and achieved informal
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quotas which shut out the full tide of imports, largely on the grounds of the threat of
a significant potential loss of jobs. They also looked to limit the regulatory restrictions
on the design of cars, which were intended to improve safety, reduce damaging emis-
sions of pollutants and improve fuel efficiency, all of which they argued would impose
an enormous cost on the industry, and which, in the view of the automobile manufac-
turers, were in some cases impossible to achieve. When bankruptcy threatened
Chrysler, another strategy was actively to solicit the financial support of government.

Another strategic response by the automobile manufacturers was to imitate the more
efficient methods of the Japanese which made them competitive in the first place, and
develop a mentality of innovation, meeting more readily the changing tastes of
consumers. In the long term, this strategy was likely to be more effective, since it would
satisfy a broader range of stakeholder groups. However, it was more difficult to achieve.

The nature of any political economy, that is, any system of business decision making,
draws attention to any inputs which influence market outcomes through their impact
on the rules of the game. It is blindness to ignore this aspect of strategy, which is
inevitably important for large companies. The larger the company, the more likely that
this aspect of strategy becomes important.

Sources: Ingrassia and White, 1994; Luger, 2000.

There is a simple way of presenting the role of external stakeholder groups. This is to
map the stakeholder groups and their role in the making of strategy. There are
various possible contexts. For example, it is possible to distinguish the market context
from the political context. Depending on the problem being discussed, it may be pos-
sible to distinguish other contexts. There is a common template, based on the value
net, which can be used as a basis for mapping the particular situations. This template
can be modified to suit different contexts.

In its market activity, the aim of any company is to create a maximum value
added. The market context is depicted in Figure 1.7.

Complementors comprise all the groups that can benefit the company in some way.
Other producers can act as either competitors or complementors, that is, they can
either hinder or help the creation of value by the company. Increasingly they may

Economic competitors

‘

Suppliers —————>»| Enterprise |- Customers

T

Economic complementors

Source: Brandenburger and Nalebuff, 1996: 17.

Figure 1.7 A map of economic stakeholders
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Figure 1.8 A map of political stakeholders

help, both deliberately in partnerships or strategic alliances and without any such
organized cooperation. In the economic value-adding process, all these groups are
relevant. The way in which they are relevant to strategy making will be developed at
some length in this book.

The political context would be similar, but with different players (Figure 1.8). The
political aim of the company is to create the kind of political value, which can be
translated into greater profit or the preservation of existing profit. Political value
comes from two sources:

1. the political advantage to be won by instituting a change in government policy or
regulation, or even by retaining existing advantageous rules

2. the gaining of social legitimacy by managing important social issues in such a
way as to win support for the company and enhance its reputation.

A complementary product or service is one whose use promotes the demand for
Complementing another product or service. Very often the successful production or consumption of a
product or service does not depend solely on the operations of one company. There
are complementors, that is, other company players from whom customers buy prod-
ucts or services complementary to the relevant one, or to which suppliers sell comple-
mentary components or resources. In the first case, the complementory consumption
enhances the satisfaction received in consuming the main product or service. In the
latter case, the supplier has synergies in the supply to different customers which
reduce its costs of supply. Complementors, as Figure 1.7 suggests, are therefore the
mirror image of competitors. They are players who take action which either increases
the buyers’ willingness to buy products or the suppliers” willingness to provide inputs.
They add value to the product or service.

There are players from whom customers buy or consume resources complementary
to the product or service of the enterprise, and in so doing increase the value to the
customers of consuming that product or service and consequently the prices that they
are willing to pay. Consumption often requires the existence of complementary prod-
ucts, for example the products are consumed together. In the absence of one the
other either cannot be enjoyed at all or only in a seriously diminished way:

>
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An improvement in the network of roads makes the ownership and use of an
automobile more valuable. Some of the complementary goods may therefore be
public goods, or goods supplied by a quasi-government organization. An
infrastructure capable of reliably supplying petrol and at a reasonable price is also
essential. If the hydrogen cell is ever to become the source of energy for the
motorcar, there needs to be an infrastructure supplying hydrogen.

In the pharmaceutical industry, doctors might be regarded as playing the role of
complementor, since they are not customers but facilitate the purchase of drugs
which complement any treatment recommended.

The same relationship would apply to that between Intel with its Pentium
microprocessor and Microsoft with its Windows operating system; they are
complementory. One assists the sale of the other.

Electricity is used with almost any consumer durable or books with any educational
programme. They are both complementary goods.

On the production side, suppliers often need complementary inputs to enhance the

quality of their own input or reduce its price:

This might involve the existence of a training or educational system which improves
the quality of human inputs, even making possible the use of some technologies.
Alternatively the suppliers can take advantage of complementary outputs which
reduce the costs of developing or supplying a product. A specific example might
be a project mapping the human genome, knowledge which is of definite
assistance to a biotechnology company in developing a new drug.

Wine bottles can be used to contain other beverages. If there are significant
economies of scale this might have a dramatic impact on cost. A breakthrough in
the technology of glass making may affect all consumers of bottles.

An explosion of tourist outlets, including restaurants, in or close to a winery will
increase the demand for wine by drawing potential customers into the area.

The makers of films, television programmes or music, in order to sell their product,
seek out those who control communication outlets. For the makers of the creative
product the communication controllers are complementary, for the communication
controllers the makers are complementary.

The social web and the ‘political’ process of strategy making

The context

of strategy
making

The context in which strategy making occurs constrains what can be done and
therefore determines how the process of strategy making is structured. That limiting
context consists of four main parts:

. a cognitive or intellectual part, which constrains how an individual thinks about

strategy
an ethical part, which tells the strategist what is socially responsible and what is not

. a political part which shows what bargaining or negotiation can achieve in

support of a particular strategy

. a social part which consists of the web of rich human interactions in which

strategy making is embedded.
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A preliminary exploration of the ethical issues is made in the final section of this
chapter. The next chapter, in its analysis of strategic thinking, considers some of the
cognitive limits. This section deals with the other two limiting parts — the social and
the political. Both are important and are dealt with in turn. Here the emphasis is on
the internal context of the organization. They are further touched on in the next
section as they relate to the external context of the organization.

The human interactions which occur within enterprises involve all the rich char-
acteristics of social life — for example the emotional reactions to people and events
and the ever-changing moods of human actors, the continuing likes and dislikes of
colleagues, the enjoyment of communication for its own sake and the broad pursuit
of personal interests and personal advantage, however defined. Much of the interac-
tion is unstructured and outside formal rules, or becomes structured only slowly.
This social web is highly relevant to strategy since strategy making necessarily occurs
within the framework of, and partly results from, such an interaction. For example,
ideas tend to be thrown about by groups whose members enjoy interacting. Good
strategy must take account of the realities of informal organizational behaviour; in
such a world, the informal are as important as the formal structures. For example,
personal and institutional authority, and therefore influence on decision making, fre-
quently do not reside in the same people.

Together the formal and informal aspects of enterprise activity mould a corporate
culture, a set of attitudes, values and behavioural patterns particular to an organ-
ization. Such culture differs from one enterprise to another. It is impossible deliber-
ately to create a corporate culture overnight, or even change an existing one; key
aspects of it are often accidental in origin. Something as simple as corporate culture
can evolve in unexpected directions without deliberate action. How far culture can
be used as a tool in creating good strategy depends on the nature of the organization.
Corporate culture is partly the result of the example given by leaders who play an
important role in its evolution. They seek to shape the culture and move it in a
certain direction, sometimes in order to realize a particular strategy.

Before starting to analyse the kind of corporate culture which an enterprise might
need in order to realize its strategy, an observer needs to understand its strategic situ-
ation and why an enterprise might adopt a particular stance. There are three
possible strategic stances:

1. The enterprise might be deliberately seeking to shape, or reshape, its environ-
ment. In Gary Hamel's (1996) terminology, it might play the revolutionary and
seek to break or remake the rules of the game. This requires a culture which
stresses the acceptance and promotion of change.

2. It might try to adapt incrementally to changes in its environment simply to
remain viable. This does not threaten the existing culture, provided the changes
are small and the adjustment marginal.

3. It might reserve the right to postpone strategic action until it reads the changing
environment better, and therefore adopts a stance of inaction, at least temporar-
ily. This is the most conservative of the stances, the one least likely to upset the
existing culture.
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Many commentators have noted that revolutionary change is unusual, limited to
start-up or turnaround situations. There is an obvious temptation for any organ-
ization to adopt the last position, unless forced to do otherwise. The best description
of the normal pace of change is logical incrementalism, that is, incremental or mar-
ginal change which logically grows out of the existing situation; this broadly corre-
sponds to the second stance.

Logical incrementalism is the normal stance, because an enterprise has an existing
paradigm, which is difficult to change. The paradigm can be defined as ‘the core set of
beliefs and assumptions which fashion an organisation’s view of itself and its envir-
onment’ (Johnson and Scholes, 1993). The ideology at the core of the enterprise
encapsulates the identity of that enterprise, how it wishes others to see it. The para-
digm is closely related to the corporate culture.

The paradigm may involve a ruthless pursuit of profit. It may reflect an obsession
with being first, always innovating. The values, and therefore the paradigm, of any
organization often go well beyond a desire to maximize profit and involve behaviour
towards a whole series of different stakeholders, not just the owners. The values may
involve behaving in a way which is honest and transparent, one which returns sig-
nificant benefit to the community as well as to workers or customers. It may place an
emphasis on a good reputation for ethical behaviour, respect for the environment
and therefore sustainability. It may place corporate social responsibility at the heart
of the enterprise’s value system.

Every organization has a web of behavioural modes which are heavily influenced
by the values and attitudes and therefore are consistent with and reinforce the para-
digm. Broadly these patterns of behaviour can be considered as belonging to six
overlapping areas:

1. The repeated patterns of behaviour:

» The routines which govern everyday activity. Most activities are structured into
repeated patterns of behaviour which reflect the demands of work but also the
shaping of any activity by habit.

* The rituals which mark special occasions. Rituals relate to the way that less
usual events are organized, particularly in such areas as training, promotion,
new appointments or retirements.

2. The control systems which seek to regulate behaviour and guide it into paths
acceptable to the organization. These may include:

* Any measuring systems which are used to benchmark and monitor performance.

* Any reward systems which link up with these measures to reward the desired

behaviour, and provide the incentives to guide behaviour in the desired direction.

Clearly these control systems link up and interact with routines and rituals, both
influencing them and being influenced by them. On occasions there may be some
tension between them but usually an accommodation is reached in which the two
do not contradict each other too seriously.

3. Organizational systems, both formal and informal, are the ways in which an organ-
isation is both integrated and divided into specialized units. The divisions are both
horizontal and vertical:
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e The horizontal comprises the division of the organization into separate func-
tional units

* The vertical includes the separation of different layers of hierarchy, each level
with its ability to integrate those below. Many organizational systems are highly
detailed, particularly at the bottom level of the hierarchy.

4. The power structures, again some formal and others informal. A formal authority
structure defines the span of control of individual office holders. The exercise of
power is discussed in more detail in the next section.

5. Many symbolic expressions of its identity and the authority held within them. The
logos, trademarks and slogans are outward, and often vivid, marks of the identity of
the organization. Others are easily understood expressions of identity, and therefore
power, within the organization, such as the size and location of offices, the brand of
company car for a particular job level or the distribution of parking spaces.

6. The stories or legends, sometimes amounting to myths, which encapsulate the
meaning and history of an enterprise, usually stories of great success or great
failure. The founders are often referred to in these stories. These exist to give
expression to the values and beliefs which are part of the paradigm and act as a
measuring rod against which current employees assess themselves.

All these areas interact within the central paradigm to create a cognitive, and even
emotive, structure through which individuals interpret the world of the organization
for which they work. They also ensure that strategy is viewed in a way that is under-
stood by all staff. Both the intellectual and emotional support of the individual
employee is harnessed by the use of such mechanisms.

At times such a structure becomes a conservative force which inhibits change.
Built for one purpose, it is difficult to divert to another. All the problems thrown up by
the external environment, whatever their impact, are interpreted in the light of the
paradigm, with the result that the amount of change accepted is nearly always
limited and often resisted. As a consequence, in most organizations there is a ten-
dency to strategic inertia, which can be interpreted as an inability to change strategy
in anything other than a marginal manner and a tendency to defend the status quo.
This is a good explanation of the prev