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by Gary Hamel

Let's admit it Corporations around the world are reaching the
limits of incrementalism. Squeezing another penny out of costs,
getting a product to market a fow weeks carlier, l'ar&;p(mding L Cls-
tomers” inquiries a little bit faster, ratcheting quality up one more
notch, capturing another pomnt of market share - those are the ob-
sessions of managers today. But pursuing incremental HUprove-
ments while rivals reinvent the industry s like fiddling whilc
Romie burns.

Look at any industry and vou will sce three kinds of companics.
First are the rule makers, the incumbents that built the industry.
IBM, CBS, United Arrlines, Merrill Lynch, Scars, Coca-Cola, and
the like are the creators and protectors of industrial arthadoxy.
They are the oligarchy. Nexe are the rule takers, the COMpanics
that pay homage to the industrial “lovds.” Fujitsu, ABC, U.S. Air,
Smith Barncy, ].C. Penney, and numerous others are those peas-
ants. Their life is hard. Imagine working at Faritsu for 30 vears try-
mg to catch IBM in the mainframe business, or being MeDonnell
Douglas to Bocing, or Avis to Hertz, We Try Harder may be a great
advertising slogan, but it's depressingly futile as a strategy. What
zood will 1t do to work harder to follow the rules when some com-
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STRATEGY AS REVOLUTION

panics are rewriting them? IKEA, the Body Shop, Charles Schwab,
Dell Computer, Swatch, Southwest Arrlines, and many more are
thie rule breakers. Shackled neither by convention nor by respect
for precedent, these companics are intent on overturning the in-
dustrial vrder. They are the maleontents, the radicals, the indus-
try revolutionarivs,

Never has the world been more hospitablie o indusory revolu-
tionaries and more hostile to industry incumbents, The fortitica-
tions that protected the industrial oligarchy are crumbling under
the weight of dereguiation, technological upheaval, globalization,
and social change. But 1ts not sust the forces of change thar are
overturning old industrial structures - its the actions of compa-
mes that harness those forees for the cauvse of revelution. (Sev thy
insert U Nine Roures to Industry Revolution.”)

What if vour company is more ruling class than revolutionary?
You can either surrender the future 1o revolutionary challengers
or revolutionize the way your company creates strategy. What is
required is not o hietle tweak o the traditional planning process
but a new philosophical foundation: strategy v revolution; every-
thing clse is taceies,

The following ten principles can help a company liberate ies
revolutionary spirit and dramartically increase its chances ot dis-
covering truly revolutionary strategies, Companies in industrics as
diverse as personal care products, information services, tood pro-
cossing, msurance, and telecommunications have mternalized
and acted on these principles. Every organization, however, must
interpret and apply them in its own way, These are not a set of
step-byeseep instructions but a way of thinking about the chal-
Jenge of creating strategy - the challenge of becoming an industry
revolutionary.

Principle 1: Strategic planning isn't strategic. Consider your
company’s planning process. Which describes it bese-column A
on the feft, orcolumn B, on the nighee?

Unless vour company s truly exceptional, vou've probably ad-
mitted that the words in column A are more ficting than those in

coluwmn B, In the vast majority of companices, strategic
Y planning s a calendar-drven rirual, nocan exploration
R M of the porenal for revolution. The strategy-making

o ST process tonds to be reductionist, based on
bRl iRt simple rules and hearsties. It works from - 1)
| x%m@uzéiaa;m dav forward, not from the fuiure back, m- A RTINS
i MVEE‘HM‘EW phicitly assuming, whatever the evidence to E o
o the contrary, that the future will he more or Nyt {“E“ e
i

ooy of anindustey’s conventions are ever chal-
lenuud, rendenng strategy malang fargely ox-
trapolative. An industry’s houndaries are taken as a giv-
on; thus the question s how ta position prodacts and
services withon those boundaries rather than how toin-
vent new, uncontested competitive space, Further, the planning
process is generally chitist, haressing only a small praportion of
AN OTEanization’s creative potential,
Perhaps most disturhing, strategy making s otten assumed to
be casy, especally in comparison with implomenting strategy. But

!
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of course strategy making is casy when the process limits the
scope of discovery, the breadth of invalvement, and the amount of
mtellectual ettort expended. Of course the process is casy when its
goal is something far short of revolution. How often has strategic
planning produced true strategic innovation? No won-
der that in many organizations, corporate planning de-
partments arc being disbanded. No woender that con-
sulting firms are domg less and less “stratery” work
and more and more “implementation” work
The essential problem in organizations today is
a failure to distinguish planning from strategizing.
i’]ann.ing is about programming, not dif.t:‘m:'cring» Plan- Jrorn of revaolution,
ning is for technocrats, not drcamers. Giving pl;mm'rs‘&g
responsibility for creating strategy is like asking a bricklayer to
create Michelangelo’s Pieta.
Maost executives know a strategy when they see one. Wal-Mart
has a clear strategy; so does Federal Express. But recognizimg a
strategy that already exists is not cnongh. Where do strategics
come from? How are they created? Strategizing is not a rote proge-
durc ~it is a quest. Any company that believes that planning can
vield strategy wall find itsel under the curse of incrementalism
while trecthinking newcomers lead successtul insurrections.
Principle 2: Strategy making must be subversive. Galileo chal-
lenged the centrality of Earth and man in the cosmos. The Ameri-
can colomsts challenged the feudal dependencies and inherited
privileges of European society. Picasso and other modernists chal-
lenged representational art. Einstein challenged Newtonian
physics. Revolutionaries are subversive, but their goal is not sub-
version. What the defenders of orthodoxy sce as subversiveness,
the champions of new thinking sce as enlightenment.
If there is to be any hope of industry revolution, the creators of
strategy must cast off industrial conventions. For mstance, Anita
Roddick, the founder of the Body Shop, turned Charles Revson's
hope-in-a-bottle formula on its head. Instead of asswning, as the
casmetics industry always had, that women lack self-confidence
and will pay intlated prices for simple formulations if they believe
that they will make them more attractive, Roddick assumed that
women have self-esteem and just want tighthearted, environmen-
tally responsible products. Roddick wasn't kidding when she said,
“I watch where the cosmetics industry is going and then walk in
the opposite direction.”
[dentity che 10 or 20 most fundamental beliets that incumbents
m your industry share. What new opportunities present them-
sclves when vou relax those heliefs? Consider the hotel industry’s
detinition of a day, which begins when you check in and ends at
noon, when you must cheek owt, But if you cheek inat 1 A M. after
a grucling journey, why should you have to checl our at the same
time or pay the same amount as the person who arrived at 5 the
previous atternoon? If a rental-car company can manage a flect of
cars on a rotating 24-hour basis, why can’t a hotel do exactly the
same with a tleet of rooms?
Rule makers and rule takers arce the industry. Rule breakers st
out to redefine the industry, to invene the new by challenging the
old. Ask yourself, What are the tundamental conventions we have
cxamined and abandoned in our company?! Can vou think of more
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than one or two? Can you think of any at all? If not, why not! Asa
senior exeeutive, are vou willing to embrace a subversive strategy-
making process?

Principle 3: The bottleneck is at the top of the botte. In most
companics, strategic orthodoxy has some very powerful defend.
ers: senjor managers. Imagine an organizational pyramid with sc-
nior managers at the apex {1t has hecome tashionable to draw the
pyramid with customers at the top and semor managers at the bot-

. . tom. But as long as sentor managers reain thelr privi-
I ““2“\“‘,\ alier leges - corporate aircraft, spacious suites, and so on -1
nrelusies . the — prefer to leave the pomty end at the tep ) Where are vou
‘ likely to find people with the least diversity of experi-
51 S ence, the largest investment i the past, and the great-
est reverence for indostrial dogma? At the top. And
s irrelevant and where will vou find the people responsible for creating
T gl;mgwk““\’ strﬂuﬂt\:gy?Again,;lt the top, ‘ & ' ‘
: & The arganizational pyraod is a pyramid of experi-
ence. But experience is valuable only to the extent that the future
is like the past. In industry after industry, the terrain is changing
so fast that experience is becoming trrelevant and even dangerous.
Unless the strategy-making process is treed trom the tyranny of
experience, there is little chance of industry revolution, If you're
a senior exceutive, ask vourself these questions: Has a decade or
two of experience made me more willing or less willing o chal-
lenge my industry’s conventions? Have T become more curious or
fess curious ahout what is happening beyond the tradicional
boundarics of my industry? Be honest. As Ralph Waldo Emerson
wrote, “There are always two parties, the party of the past and the
party of the tuture; the establishment and the movement.” Ta
which party do vou belong?

Principle 4: Revolutionaries exist in every company. It is otten
said that you cannot ind a pro-change constitueney in a suceess-
tul company. I disagree. Ie 1s more aceurate 1o say that in a suc-
cessful company vou are unlikely to find a pro-change constitu-
ency among the top dozen or so ofticers.

Make no mistike: there are revolutionaries in your company. it
vou go dJown and out into vour organization-cout into the ranks of
much maligned rmiddle managers, for instance-vou will find peo-
ple straining against the bitof industrial orthodoxy. All too often,
however, there is no process that lets those revolutionaries be
heard. Their voices are muffled by the layers of cautious burcau-
crats who separate them from sentor managers. They are isolated
and impotent, disconnected from others who share their passions,
So. like ceonomic refugees secking greater opportunity in new
lands, industry revolutionaries often abandon their employers
find more imaginative sponsors.

Nao one doubts that Jack Welch ot General Eleetrie, Perey
Barnevik uf ABB Asca Brown Boveri, and Ray Smith of Bell At-
lantic are pro-change leaders. But rather than celebrating the
exceprions - the few truly transtormational executives who popu-
late every tome on leadership —1sn't the greater challenge to help
the pro-change constituency that exists in every company find its
voice? Sure, there are some radical corporate leaders out there, But
weren't they always revolutionaries at heart? Why couldn’t they
have had a much greater impact on their companies carlier in their

tereain s changing <o
st that expenence
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carcers? Perhaps they, too, found it difficult to challenge the com-
bined forces of precedence, position, and power. It would be sad to
conclude that a company can fully exploit the emational and in-
tellectual energy of a revolutionary only if he or she succeeds in
navigating the tortuous route to the top. How many revolution-
arics will wait patiently for such a chance?
As a corporate leader, do you know where the revolutionaries
are in your own organization? Have you given them a say in the
strategy-making process? One thing is certain: if you don’t let the
revolationaries challenge you from within, they will cventually
challenge you from without in the markcetplace.
Principle 5: Change is not the problem; engagement is. Senior
executives assume two things about change that squeleh revolu-
tlonary strategies. The first assumption is that “people” - chat is,
middle managers and all the rest—are against change. The secand
assumption follows from the first: only a hero-leader can foree a
timid and backward-looking organization into the tuture. All too
often, change epics portray the chief exccutive dragging the orga-
nization kicking and screaming into the twenty-first century,
Enough of top-management grandstanding. Humankind would
not have accomplished what it has over the past millennium if it
was ambivalent about change or if the responsibility tor change
‘ was vested in the socially or politically clite.
| Imagine that I coax a flatlander to the top of a snow-covered
| mountain. After strapping two well-waxed skis onto the flac
‘ lander’s feet, Tgive the nervous and unprepared nonskicr a mighty
push. He or she goes screaming over a precipice; I'm booked for
murder. One could well understand how the novice might not
apprectate the “change” I sought to enginecr. Now imagine that
the nonskier takes lessons for a few days. The now fledgling skicr
may ascend the same mountain and, though full of caution, volun-
tarily point the skis downhill. What has changed? Even with a bit
ot training, skiing is not without risks. But in the sccond scenario,
the skier has been given a modicum of control-an ability to influ-
ence speed and direction.
‘ All o often, when senior managers talk about change, they are
talking about fear-inducing change, which they plan to :
) imposce on unprepared and unsuspeeting employecs. ‘\” low often. “/’””a‘f{’
| All too often, change is simply a code word for some- I~ si!!l;li\ acode
i sty G et ot S o i
: s e 1s not about opening up new .
opportunitics but about paying for the past mistakes of  HSIVIa W renching
corporate leaders. restructuring or
The objective is not to get people to support change
but to give them responsibility for engendering change,
some control over their destiny. You must engage the revo-
lutionaries, whercver they are in your company, in a dialogue
about the future. Does your strategy-making process do this? Do
you secretly believe that change is better served by a more com phi-
ant organization than by a more vociferous one? When senjor
managers engage their organization in a quest for revolutionary
strategies, they are invariably surprised to find out just how big
the pro-change constituency actually is.
Principle 6: Strategy making must be democratic. Despite years
of imploring people to bring their brains to work, to get involved

reorganization,
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i quality circles, process reengineering, and the like, senior man-
agers have seldom urged them to participate in the process ot
strategy ereation. But if senior managers can’t address the chal-
lenge of operational improvements by themselves —witness their
reliance on guahty aircles, suggestion systems, and process-
improvenment task torces - why would they be able to take on the
challenge of industry revolution? After all, what do a company’s
toop 40 or 50 exccutives have to learn from one another? They've
been talking at one another for vears. Their positions are well re-
hearsed, and they can tinish one another’s sentences. In fact, there
is often a kind of mtellectual sncest among the top officers ot a
barge company.

The capacity to think creatively about strategy is distributed
widely inan enterprise. It is mmpossible to predict exactly where
4 revolutionary idea s forming; thus the net must be cast wide. In
manv of the companies | work with, hundreds and sometimes
thousands of people get mvolved in crafting strategy. They are
asked to look deeply mto potential discontinuities, help detine
and claborate the company’s core competencies, ferret out corpo-
rate orthodoxics, and search for unconventional strategic options.
in one company, the idea for a multimillion-dollar opportunity
ciime from a twenty-something seeretary. In another company,
some of the best ideas about the organization’s core competencics
came from a forklitt operator.

To help revolutionary strategics cmerge, sCnior Managers must
supplement the hierarchy of experience with a hierarchy of imagi-
nation. This can be done by dramatically extending the strategy
Iranchise. Three constituencies that are usually underrepresented
in the strategy-making process must have a disproportionate say.
The tirst constituency is young people —or, more accurately, peo-
ple with a vouthful pesspective. Of course, some 30-year-olds arc
“voung fogics,” but most voung people live closer to the future
than people with gray hatr Tt s ironic that the group with the
hizgest stake mothe future is the most disentranchised trom the
process of strategy creation.

My definition of success in a strategy-creatlon process is exem-
phiticd by an exccutive committee spending half a day learning

something new [rom a 25-year-old. Recently, a voung

W hen was the Bt cehnieal cmployee inan accounting company ex-
frie o Generation-N plained the implications of virtual reality to the senior
partners. His pitch went like this: “Think about a com-
plex sot of corporate accounts. How easily and quickly
OB exclinzed vou uncover the subtle relationships among the
vebeni~ s ith numibers that might point to a problem or opportunity?

Virtual reality will allow you to “fly” over a topography
of corporate accounts. That g black hole over there
is a revenue shortfalt, and that red mountain is unsold inventory.
Afew small companies are already working on applying virtual re-
ality 1o tinancial accounts, Are we going to get on board or nisk
cctting lett behind?” The partners actually fearned something
new that dav. When was the last time a Generation-X employee
in vour company exchanged ideas with the executive committec!
The people at an organization’s geographie periphery are the
second comstitueney that deserves a larger say in strategy making,
The capacity fur strategic 1InNOvVation increases proportionately

cinplovee invour

COPTOT NG gers)
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with cach mile vou move away from headguarters. For a ULS,
company, the peniphery miche be India, Rmmpuu Briazil, or cven
the West Coast, Fora lapancse company, it nught be Indonesia or
the United States. At the periphery of an organization, peaple are
forced 1o be more creative because they usually have tewer re-
sourees, and they are exposed to tdeas and develapments that do
not conform to the company’s orthodoxies. Remember the old
Chinese detense of Tocal exceptions to cential rule: The CINPCTOr s
tar away and the hills are lugh. But agam, i many companies the
periphery has fude sav i the strategy-makong process. 15 a com.
pany aims to generate H or 0% of its revenues o international
markets, internavonal voices should have a sav in the strategy-
making process to matceh.

The third consucueney that deserves @ disproportionate say is
neweomers, people who have not vet been co-opred by an indus-
try's dogma. Perhaps vouve looked outside vour company o1 in-
dustry tor senior exceutives with fresh perspectives.
Bur how svstematically have vou sought the advice of
newcomers at all fevels who have not vt succumbed
to the dead hand or orthodoxy? Think about Lust vear's
straregic-plannimg process, Flow many new voices were
heard? How hand did vou work o creare the opportu-
nity to be surprised?

Inviting noew vorces into the strategy-making pro-
cess, however, is not enough, Semor execitives must
ensure that thev don’t drown out people who arc overly inclined w
deference. none company, the voung representative of o strategy -
creatton team presented the groups findings to the management
comimitice. When the anxious young emplovee showed ap at the
appurnted place and hour, be was contronied by a daunting spec-
tacler 12 excentives, most with more dhan 20 vears of SCIOTitY,
ensconced i high- h'lckc Heather chairs arranged around an enor-

e

-

il
& hiniling new

vorces mlo the

strategy-making
PrOCess waon I work
b sentor manacers
drovwn theny out.

maous boardroom table, The brave voung manager nover stood
a chance, Less chan tive minutes into the four-hour tallk, he was
being pelted with dishelict and ske piicism, The management
committec demonstrated ies capacity tor junwittmg! mtimidation
and fearned hreele.

Atter this tiaseo, the people attempting to tacilitace the dialogue
sinw to i that the seting for the nest mecting was ww ali frerone,
First, ivwas held ottsire on newrral terrrary, So u:ml, all 25 mem-
bers of the strateav-creation team wore invited: thus tlu\ out-
numbered the exceeutives, Third, the management Commitiey sat
m ordinary chenes arromged in g semicirele - they had no table be
hind wihneh to hide. Finallv, the managemoent committee was
asked o hold all comments during the presentation. Afterward,
cach momber of the manazoment committee wis asstened two
moenhers of the team for a four hour discussion that focuscd on
how the team had arrived gt s conelusions, The ness morning,
the exceutives were willing to admit that they had Jearned a lo,
and they were able to give hielptul adviee to the team nu,mﬁms
about where they should deepen and expand ther work

That is strategy making as a democratic process. People shoukd
have a say in ther destny, o chanee o intlucnce the direction
ot the enterprise to which they devote their enerey, The idea ol
democracy has beeome <o enervated, and the individual's sense
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of responsibility to the community so teeble, thar they can both
he summarized 10 the slozan One Person, One Vote, That nouon
reprosents not the full ideal of democracy but its minnmal precen-
dition. It one excrcises the rights ot atizenship only once every
46 dayvs, can one clanm to he a citizen in any meaningiul sense?
In the corporate sphere, suggestion schemes and town
‘ hall meetings are but the tender shoots of a pluralistic
_\Eslslll) about the |‘i;:hi process. Democracy is not simply about the right to be
heard; 1t s about the opportumty t inthuence opmion
and action, [t 1s about being impatient and impas-
stoned. intormed and involved. The real power of
tontluence sapinénn Jdemocracy 1s that not only the clite can shape the agen-
da. Ome's voice van be bigger than one’s vore. Susan B
Anthony, Martin Luther King, Ir, Ralph Nader, Rush
Limbauch, and [esse Jackson have all had aninfluence on political
thouche and action that has gone tar bevond a single vote.

What percentage of the employees in your company have ever
seena copy of the corporate strategy, much less participated in s
creation? No waonder that what passes tor strategy s usually seer-
e amd umnspiring. Saul Alinsky, one of the most effective social
revolutionarios in the United States this century, wrote this about
the vuiput of p-down, clitist planning: "It is not a democratic
program but a monumental testament w fack ot faich i the abil-
ity and incelligence of the masses of people ro think their way
through to the successtul solution of their problems.. the people
witl have livde to do with 1t That which s imposed is seldom
embraced. An chitist approach w strategy creation engenders little
more than comphiance.

Principle 7: Anyone can be a strategy activist, Perhaps senior
managers are reluctant to give up their monopoly on the creation
of strategy. After all, how otten has the monarch led the uprising?
What can so-called ordinary employees do to ensure that therr
company becomes or remains the author of mdustry revoelations?
Plenty, They can become strategy activists, Today trontline em-
plovecs and middle managers are inclied o regard themselves
more as victims than as activists, They have lost confidence in
thetr ability to shape the tuture of therr organizations, They have
forgoteen that fronn Gandhi o Mandela, from the American patr
ots 1o the Pobish slupbuilders, the makers of revolutions have not
come trom the top, Notwithstanding all the somber incantations
that change must start at the top, st realistic to expeet that, m
any reasonable pereentage of cases, senior managers will start an
industry revolution? No

I one large company, a small group of middic managers who
wore convineed that then company was 0 danger of forfeiting
the future o less conventional rivals established what chey called
adelta team. The managers, none of whom was a corporate otti-
cer, had no mandate w change the company and asked no one tar
permission to do soo Over several months, they worked quietly
and persistently to convinee then peers that st was time wo rethink
the company’s hasic belicts. This conviction gradually took root
LMong a cross section of managers, wha started asking senior vx-
ceutives ditficult gquestions about whether the company was actue
allv i controf of fts destiny. Did the company have a unique and
compelling view ot its tuture! Was the company ahead of or be-

Demoeracy s nod

to be hieard: s
aboat the n|a;rn|’im|i|}

and action,
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hind the industry’s change curve? Was it at the center or an the
periphery of the coalitions that were reshaping the industrv? Ulti-
mately, senior managers conceded that they could not answer
those questions. The result was a concerted effort, SPAnning sever-
al months and hundreds of employees, to find opportunities to
create industry revolution, Out of this effort came a fundamental
change in the company's concept of its mission, a score of new and
unconventional business opportunities, and a doubling of rev-
enues over the next five years.

Activists are not anarchists. Their goal is not to tear down but to
reform. They know that an uninvolved citizenry deserves what-
cver fate betalls it, as do cautious and cringing middle managers.
People who care about their country - or their organization—don't
wait for permission to act. Activists don’t shape their opinions to
fit the prejudices of those they serve. They are patriots intent on
protecting the enterprise from mediocrity, self-interest, and mind-
less veneration of the past. Not every activist ends up @ hero.
Shortly after he became president of the Supreme Soviet, Nikita
Khrushchev gave a speech to a large group of Communise Party
leaders in which he denounced the excesses of Stalin. During a
pause, a volce rang out from the back of the hall, “You were there.
Why didn't you stop him?” Taken aback by such impertinence,
Khrushchev thundered, “Who said that?” The guestioner slhunk
low in his scat and was silent. After a long, uncomfortable minute
in which his eyes raked the audience, Khrushehey replied, “Now
you know why.” It is often safer to be silent. The corporate cyuitv-
alent of Lubyanka is an office without a telephone or a window.
Dissenters aren’t shot for treason; thev're asked o take a “lateral
career move.”

Listen to Thomas Paine: “Let them call me rebel and welcome,
I eel no concern from it but 1 sheuld suffer the miscry ot devils,
were 1 to make a whore of my soul.” In a corporate contest, this
sounds like hyperbole. But think of the grear companics that have
fallen hopelessly behind the change curve because middle man.
agers and tirst-level cployees lacked the courage to speak up, To
he an activist, one must care more for one's community than tor
one’s position in the hierarchy. The goal is not to leave senior ex
ccutives behind. The goal 1s not to stage a palace coup, But when
senior managers are distracted, when planning has supplanted
strategizing, and when more energy is being devored o protecting
the past than to creating the future, activists must step forward.

Principle 8: Perspective is worth 50 [Q points.’ Without enlight-
enment, there can be no revolution. To discover opportunitics tor
industry revolution, one must look at the world in a new way,
through a new lens. It is impossible to make people smarter, but
you can help them see with new eyes. Remember when you took
your first cconomics course? 1 do. It didn't make me any smarter,
but it gave me a new lens through which to look at the world,
Much that had been invisible - the link between savings and in-
vestment, between interest rates and exchange rates, and between
supply and demand - suddenly became visible.

A view of the corporation as a hundle of core competencies
rather than a collection of business units is a new perspective. A
view of discontinuities as levers for change rather than threats
to the status quo is a new perspective. A view that imagination
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vather than ivestment dercrmines s oramraton’s capuicny
B stratediv 1s a4 AUy perspective.

Ary company mtent ot creatims mdustey revoliton has e

Laske, Frirst, the compans must wdentite the unshakabic beiwers
that cut acress the mdustry - the mdustres conventons, Second
the company must search for discontimuites m rechnaloey, i
wtvlos, working halors, or veopolities thar mizht create opportu
mities o rowrite the industrys vofos. Phiard the company must
achicve s deep undorstanding of s core competencies. Towth, the
company must usc all this knowladpe toadennty the revolu
tonary ideas, the tnconventional stratesic oprions. that coudd
be pur te work i its competitive demain, What one sees brom the
pountarntop s guite ditterent trom what one soes from phi
Fhere can be no nnovaton in the creaton of strareay without o
change m porspoctive

Principle ¥: Top-down and bottom-up are not the alternatives.
The creation ot strateay s usuwally charactensed as aither a wp
down or botroneup Provess, Straresy cither emorses as aernd <de
iy hk o think of Tack Weleh's tamons “threc aireles”
which defimed GE s tuture business tocus —or bubbles up rrom Tong

s the mian who mvented Pose It Notes an 36

Bt .15% too often, top-down strategies e divieiste rather than v
stomary And inalltoo many compames the entreprencural sgms‘g\
IS OT 351\\ v o be donsed by a flood of corporate orthodoxy tha

s1A3
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fannod by resaurees and the support of senior execunives, iy
CAPUTICRL Y, REW U divistons, <kurk works and the musings
of tesearch fellows are no more kel to cnvendor an mdustry revs
alutios than is anannual plannimg process

It s d puiiii;;!i detivist who s tointiuenee those with Tow-
arve authority willmake Livele Tasome dittorence, o s LY
fivist who fails to win scauor managers” contrdenoe wil
nothing, Senior manacers mav nor lave a monopoby on oo
tion, but thee do have a board sanctioned monopoly on the allocs-
e of resources, To handorot]l the revoelution, sonor excontives
mitt=r beliove, both inrellectuadly and omotonnlly, i les aims 5o
aithouceh the revolution docsn 't nved tostart acdhe top, 1 musy ul

Fochiove

pmarely be understood and endorsed by thetop in ;Eu eradironl
meeded of strategy croduion, 1‘Eu‘ thinkers are assumed 1o be ar the
top and the doers down below. Inreality, the E H\L woofren i
doop i the argamzation, and senior managers simply control the
means of demg,

To achieve diversioy af perspective and unity of puarposc, the
stratesy making provess must mvolve o deep dingonal Stice of the
arpmnration. A top-down process often achioves amity of puepose
the tew whoare involved come to share s conviction about the ap
propriaie cotrse of action and can seeure some degree of compl
ance from those helow, A bottome-up process can achiove diversin
of perspective: many voices are heard and many options are ex-
plored. But umite without diversiey Teads wo dogma, and diversity
without unity resuls in competing strateey azendos and the brags
Nentition of resotrees, Only o strateey makmy process thi s
deep and wide can achiove both diversity and anity,

Bringing the top and hottom together in the creation of stratooy
will Bielp bypass the usually pamniul and Tabornous process whare
by a lowly eraplovee champions an dea up the cham ot command.
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Managers, many of whom imay be more intent on protecting
their reputations for prudence than on loining the ranks of the
lunatic fringe, are likely to shoot down ans revolutionary idea
that reaches them. There are many ways of linking those on
the bortom with those in the officer corps. Senior excoutives can
spenser g process of deep thinking about discontimuitics, core
comperencics, and new rules that involves a cross see-
tion ot the orgamization, Senior managers can partici-

pate as team miembers—rogether with seerctarios, saless rovoligiionqm

people, and tirst-level engineers - 10 the search fon
revolutionary opportunitics. An executive conmittee
can devote one week per month o keeping up o speuid

with the revolutionary ideas that are gostating deepin noee ~dadent than

the organization.

What senior executives must not do s ask g stmall,
clite group or the “substitute brains” of a traditional surateey -
consulting tirm o go away and plot the company'’s future, With
neither senior managers nora substantial cross seetion of the OTa-
nization nvolved, the ourput will likely be considered a bastard
by all except those who created it

Of course, semor managers must ultimately make hard choices
about which revolutionary strategics to support and what re-
sources to comit, but they must avoid the temptation to judee
premacurely. In the quest for revolutionary strategics, a senior ox-
ccutive must be more student than magistrate, In one company,
the CEO believed that the strategy-making team was responsible
for convincing him that it had come up with the rght answers,
That s the wrong articude. juis the CEO's responsiiliny to stay
close enough to the organizanion’s learning process that he or she
can share cinployees” insighes and understand their emerging con-
victions. In the taditional planning process, outcomes are Hikely
to eluster closely around senior managers’ prejudices; the gap be-
tween recommendations and preexisting predilections is hkely o
be low. But that is not the case in a more open-ended process of
strategic discovery, Iothe goal s to ensure that the resowrce hold-
ers and the revolutionaries end up at the same place at the same
time, senter executives must engage ina learning process along.
side those at the vanguard of industry revolution.

Principle 10: You can’t see the end from the beginning. A straregy-
making process that involves a broad cross section of the com-
pany, detves deeply into discontinuitics and competencics, and
cncourages emplovees to escape an industry’s conventions will
almost wmevitably reach swrprising conclusions. At EDS. such a
process convinced many 1 the organization that it was not
cnough to be a business-to-business company. As the dividing line
between professional lite and personal life was blurring, EDS real-
ized that 1 had to become capable of serving individuals as well as
businesses. Atter an open and creative strategy-making PrOCess,
EDS installed avtomared teller machines in many 7-Eleven stores.
Months carlier, few would have anticipated, much less credited,
such a move,

NOE evervone ¢njovs surprises. Senior managers cannot predict
where an open-ended stratepy making process will lead, but they
cannot go only part of the way o imdustry rovolution. If nervous
executives epen up a dialogue and then ignore the vutcome, they
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STRATHGY AN REVOLUTION

Ppotson tre s Tnone company, senion managens articubared
T tnee T s strresy makang teant with a cohort of
ol ool B emintovess 1 he CROY was comvineed that

EE*.‘

Densirnes, Dicfemdie B desire Toinpose prio estrant on the
N RETHIRT o e B akod W e tesm comes back
with Cresponses e that s the case, youc have a

Braoer prab o pnacers 7 Senner ianacers shonld be less

worrted Gif theowaltl sussestions and more con

corned abowt poling e encaonthe nloas that will allow therr com-

PITV B cssape the cureg o i LGy

e to wer the omd from the beoimning, an
Cnroess of stratogy ereation substan-
Cof pnplomentation, mplementation s

oreed Be because only o handtul of peo-

Povclecd o che creation of stratesy amd ondv o fow
Cow o wire o oronvieten abont the way torward, Too
G croeoes cinds with the chiatlonee of gerung
e heads ol the hosses o the
coveral lumdred emplovees
ORI U SUT O UHCOITYeT-
Tisieriie fake onoan ar ol ey
ol e sk is Tess o sl

: (%3\55\ the e atien duis on Ehi.‘ ey

e Hlosw ofeon doos the planming provess start

vt e sk whar the rest of the ormmmizanon
Shonrth o Notoltan enoush,

Phi strtess nakang process, woon-

foow Lt e cimversations thar span
Jhen o holp svnghesize uncoenyen
e pont o view sthont corporare directon -
Lofies for somos cveentives who bolieve that
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