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by C^nry Hamel

Let's ,)(!mit it. Corporations arouiu! the world arc reaching the
limits of incromcntiilisni. Squuczin,^ .mother penny out of cost,s,
getting a product to market a iew weeks e-arlicr, responding to cus-
tomers' inquiries a little hit taster, ratchctin,t; quality up one more
notch, captunn^ another pomt of market share- those arc the-ob-
sessions ot managers today. Hut pursuing incremental improve-
ments while rivals reinvent the industry is like fiddling while
Rome burns.

Look at ;iny industry and you will sec three kinds of companies.
First are the rule makers, the mcumhcnts that biuk the industry.
IBM, CBS, United Airlines, Merrill Lynch, Sears, C:oca-Cola, and
the like arc the creators and protectors ot industrial orthodoxy.
They arc tbe oli,^archy. Next arc the rule takers, the companies
that pay homa,i;c to the indusinal "lords," TuMtsu, AIK: , U.S. Air,
Smith Barney, J.C:. Penney, and numerous others are those peas-
ants. Their life is hard. Imaj;inc working; at Tuiitsu for ,?0 years try-
ing tt) catch IBM m the miunl'ramc business, or hem^; McDonnell
Douglas to Bocinj;, or Avis to Hertz. We Try Harder may he a >;reat
advertising slogan, but it's dcprcssin,i;ly (utilc as a strategy. What

d will It do to work harder to follow the rules when some com-
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STRATIX.Y AS KKVOLIJTION

panics arc rewriting then-i- IKLA, the Bi)dv Shop, Charles Schwah,
Dell t ' omputc r , Swatcli, Southwest Anl ines , and many more are
the rule breakers Shackled neither by convent ion nor by respect
tor pieeedent, iliese conijianies arc intent tin over turning the in-
dtistrial order. Thev are fhe malcontcnis , the radicals, the indus-
try rcvolutioniiries.

Never has thi' world heen more hospitable to induslry revi)lu-
tiimaries and more hostile to industry incumbents . The tortitica-
iions that protei;tcJ the industrial oli>;a!chy are c r u m h h n g under
the vvci.uht of dere.t!,uiation, teciinolo,uica! upheaval, globalization,
aiui soeia! change But it's not lust the forces of ehangc that arc
overturning old mtiustrial s t ruetures - it's the act ions of compji-
nies that harness those forces tor the eause of revokuion- ,See the
uiseii "Nine Routes to Indusirv Revolution."!

What i! y t u u e o m p a n v is moie luling class tlian rcvokitionai v '
You ean eidici surrendei the future to rcvi>lutii)tiary ehallengers
in- revohuionizc the w.iy your eompany creates strategy. What is
lequiied is not a little twe.ik to the traditional planning process
hut a (lew- philosophical fountlation: strategy /s revolution; every-
thing else IS taesies,

Ihe folUnvuig leii principles e.m help a eompany liheiate it--
revoiutionarv spirit and dramatically increase its chanees of dis-
covering truly revolutionary strategies, ( j i i npames m industries as
diverse as personal faie products, information services, food pro-
eessing, msuranci ' , and te lccomnRinica t ions have internal ized
and aeted on ihcse puneiples . Every organization, however, must
interpret and appiv ihcni m its own wav. These arc no! a set of
step-hv-slep ins t ruct ions hut a way of th ink ing ahout the elial-
Icn.ge ot ereatmg strategy - tiie challenge of" becoming an industry
rev(»]ut!onary.

Principle 1: Strategic p lanning isn't s t ra tegic . Ci>nsidei yovn
company's planning process. Which tlcscrihes it best eolumn A..
on the k i t , or co lumn B, on the right '

Unless your eompanv is iruly cxecptional, you've piohably ad-
mitted thai the words in eo lumn A are more fitting than those in

eolumn B. hi tlie vast maiority I'i eonipanies, strategic
\ planning is a calciuiar-driven ritual, not an exploration

'•: ^: o! ihe po tenua l tor revolut ion. The s t ra tegy-making

process Sends to he reduct ionis t , hased on
u-i-i ~i simjile rules and lieuristie^. It vvoiks Irom to- | i

i4:u-\, dav toiwaid, not from the t u u u c back, im- | [ H I M î
• ^ ; _ plicitly assuming, wliatever the evidence to

the contrary, that tiic Kituro will he more or \ p ' t H
- d i'-l less like the jiresent, d n l y a tiny percentage Pr^ --^i'l

I I ,,\ of an indusirv 's convent ions arc ever chai- I n M - i i

Icnged, rendering strategy making largely ex- |
irai^oiative. An industry's houndaries are taken as a giv- n u i t l^
eii; thus the' question is liow to position products and 1 h t n .
sei viees wi thin ihose iioundarics rather than how to in-
vent new, uneontes ted eompeti t ive spaeo. further, the planning
proeess is gvneraiiv elitist, harnessing only a small proptirtion ot
an orgamzatu-n's ereative potential ,

iVthaps most disiurhing, stiategy making is often assumed to
hi.' easy, espenal ly iii eoni[xnison wilh implement ing strategy. But
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of course stratcf;y making is easy when the pri}cess limits tbe
scope of discovery, the hreadth of involvement, and the amount of
intellectual effort expended. Of course the process is easy when its
goaJ 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 dishaiuled. No wonder that con-
sulting firms arc domg less and less "strategy" work
and more and more "implementation" work.

The essential problem in organizat ions today is
a faikirc to distinguish phintiiny, froiii slnnc;^i.-it];.:.
Planning is ahout programming, not discovering. Plan-
ning is ior technocrats, not dreamers, (iiving planners
responsihiliiy for creating strategy is like askin,g a bricklayer to
create Michelangelo's Pielu.

Most executives know a strategy when they see one. Wal-Mart
has a clear strategy; so docs Federal Express. But recognizing a
strategy tliat already exists is not enough. Where do strategies
come from? t-Tow arc they created? Strategizing is not a rote proce-
dure -It is a quest. Any company that believes that planning; can
yield strategy will fmd itself under tiic curse of incrementalism
while freethinking newcomers lead successful insurrections.

Principle 2: Strategy making must be subversive. C.alileo chal-
lenged the eentrality of Earth and inan in the cosmos. The Ameri-
can colonists challenged the feudal dependencies and inherited
privileges of European society. I'icasso and other modernists chal-
lenged representational art. Einstein challenged Newtonian
physics. Revolutionaries are subversive, but their goal is not sub-
version. What tbe defenders of orthodoxy see as subversiveness,
the champions of new thinking see as enlightenment.

If tbeic is to be any hope of industry revokition, the creators of
strategy must east off industrial conventions. Tor instance, Anita
Roddick, the founder of the Body Shop, turnetl C:harles Revson's
bope-in-adiottic formula on us head, kistead of assuming, as the
cosmetics industry always had, that women lack sclf-confidcnce
and will pay inflated prices k)r simple formulations it they believe
that they will make them ni<irc attractive, Roddick assumed that
women have self-esteem and just want lighthearted, 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."

Identify the 10 or 20 most fiindamontal licliefsthat incumbents
111 your industry share. What new opportunities present them-
selves when you relax those hclicfs-̂  (.Consider the hotel industry's
definition of a day, which begins when you cheek m ami ends at
noon, wbcn you must check out. But if you check in at I A.M. after
a grueling M'urney, why should you have- to cheek out at the same
time or pay the same amount as the person who arrived at n the
previous afternoon? If a rental-car company can manage a fleet of
cars on a rotating 24-bour basis, why can't a hotel do exactly the
same with a fleet of rooms?

Rule makers and rule takers are the industry. Rule breakers set
out to redefine the industry, to invent the new hy challenging the
old. Ask yourself. What arc the fundamental conventions we have
examined ami abandoned in our company? Can you think of more
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STRATII(;Y AS REVOLUTION

than one or two- C'an you t h i n k o f any at all? If not, why not? A s a
senior execut ive , are you wi lling to embrace a subvers ive strategy-
m a k i n g process-

Principle :̂ The bottleneck is at the top oi the bottle. In most
companies, strategic orthodoxy has some very powerful defend-
ers: senior iiianagors. kuagiiie an organizational pyramid witb se-
nior managers al the apex. |lt has beccnnc fashionable to draw the
pyramid with customers at the top and senior managers at the bot-

tom. But as long as senior managers retain their privi-
leges corpor.ite aireraft, spaeious suites, and so an-i
prefer to leave the pomty end at the topJ Where are you
likely to find people with the least diversity of experi-
ence, the largest investment in the past, and the great-
est reverence for industrial tiognia? At the top. And
where will you find the people responsible for creating
stiategy? Again, at the top.

The organizational pyramid is a pvramid of experi-
ence. But experience is valuable onlv to the extent that the future
is like the' past. !n industry after industry, the terrain is changing
so fast that experience is becoming irrelevant and even dangerous.
Unless the strategy-making process is freed fnim the tyranny o!
experience, there is lutlc chance of industry revolution. If you're
a senior cs,eetitive, ask yourself these questions: Has a decade or
two of experience made me more vviUing (ir less willing to chal-
lenge my industry's conventions? f lave 1 becoiiK' more curious or
less eurious about what is happening beyond the traditional
houndaries of my industr\? Be honest. As Ralph Waldo Emerson
wrote, "There are always two parties, the party of the past and the
party of the fiiturc; the establisbment and the movement." To
which party do you helong-

Principle 4: Revolutionaries exist in every company. It is often
said that you eannot iind a pro-change constituency in a success-
ful eompany. I disagree. It is more aeciuate to say that in a suc-
ees.sfiil company vou are unlikelv to find a pro-ehange eonstitu-
eiiey am(*ng the top dozen (ir Si) officers-

Make no mistake: there are revolutionaries in your company. If
you go down and out mtii your organization-out into the ranks of
much maligned middle managers, for instance- you wiil find peo-
ple straining againsi the bii of industrial orthodoxy. All too often,
however, there is no process that lets those revolutionaries he
heard. Their voices aie muffled hy the layers of cautious hureau-
crats w'bo separate them from senior managers. They arc isolated
and impotent, disconnected from others w ho share their passions.
So, like economie refugees seeking greater opportunity in new
lands, industry revoltitionaries often abandon their employers to
find more imaginative sponsors.

No one doubts ihat laek Welch of Ccneral Hieetric, Percy
Barnevik ot ABB Asca Brown Boveri, and Ray Smith of Bell At-
lantic are pro ehange leaders. Hut rather than cclchrating the
exeeptions the few nuly transtorniationa! executives w'ho popu-
late every tome on leadership-isn't the greater challenge to help
the pro-ehange eonstittienev that exists in every eompany tmd its
voiee- Sure, theie are some radieal eorporate leaders out there. But
weren't they always revokstionaries at heart? Why coukln't they
have had a much greater impaet on their eompanies earlier in their
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careers? Perhaps they, too, found it difficult to challenge tbe com-
bined forces of precedence, position, and power, k would he sad to
eonclude that a company can fully exploit the emotional and m-
tellcctual energy of a revolutionary only if he or she succeeds m
navigating the tortuous route to the top. How many revolution-
aries will wait patiently for such a chance?

As a eoiporate leader, do you know where the rcvokitionaries
are in your own organization? Have you given tbem a say in the
strategy-making process? One thing is certain: if you don't let the
revolutionaries challenge you from within, they will eventually
challenge you from without in the marketplace.

Principle 5: Change is not the problem; engagement is. Senior
executives assume two things about change that squelch revolu-
tionary strategics. Tbe first assumption is that "people"-that is,
middle managers and all the rest-are against change. Tbe second
assumptKtn follows from tbe first: only a hero-leader ean force a
timid and backward-looking organization into the future. All too
often, change epics portray the chief executive dragging the orga-
nization kicking and screaming into tbe twenty-first century.
Enough of top-management grandstanding. Humankind would
not have accomplished what it bas over tbe pass millennium if it
was ambivalent about change or if the responsihility for change
was vested in the socially or politically elite.

Imagine that 1 coax a flatlander to the tt)p of a snow-covered
mountain. After strapping two well-waxed skis onto the flat-
lander's feet, I,give the nervous and unprepared nonskier a mighty
push. He or she goes screainmg over a precipice; I'm hooked for
murder. One could well understand how the novice might not
appreciate the "change" I sotight to engineer. Now imagine tbat
tbe nonskier takes lessons for a few days. The now fledgling skier
may ascend tbe same mountain and, tbough full of eatition, volun-
tarily point the skis downhill. What bas changed? Even with a bit
of training, skiing is not without risks. But in the second scenario,
the skier bas been given a modicuin of control-an ability to influ-
ence speed and direction.

Al! too often, when senior inanagcrs talk about cbange, they arc
talkmg ahout fear-inducing change, wbich they plan to . ,,
impose on unprepared and unsuspecting employees. ^ ' ' ' '*" *''!*'!'. f
All too often, chiuv^e is simply a code word for some- Iv > i inn l \ a (•(HI
tbmg nasty: a wrenching restructuring or rcorgan.za- , , , , , , | j , , , . .onM'i
tion, Jhis sort of change is not about opening up new
opportunities but about paying for the past mistakes of ^*''^1.^ • •' W rt'iicl
corporate leaders. IVs| n H i u r i l t i ; o

The objective is not to get people to support cbange i v o r " ' ( n i / t l ion
but to give tbem responsibility for engendering change, ^'
some control over their destiny. You must engage the revo-
lutionaries, wherever they are in your company, in a dialogue
about the future. Docs your strategy-makmg process do this? Do
you secretly helicvc that change is better served hy a more coiiipk-
ant organization than by a more vociferous one? Wben senior
managers engage their organization in a quest for revolutionary
strategies, they are invariably surprised to find out just how hig
the pro-cbange constituency actually is.

Principle 6: Strategy making must be democratic. Despite years
of imploring people to bring tbcir brains to work, to get involved
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STRATE(;Y AS REVOLUTION

in quaht\ eireies, process reengineering, and the like, senior man-
agers have seldom urged them to participate m tbe process of
strategy creation. But if senior managers can't address the chal-
lenge of operational improvements by themselvcs-witness their
reliance on quaiity circles, suggestion systems, and process-
impiovemcnt task ti)rees -why woukl they he able to take on the
ehallenge of iiulustry revolution? After all, what do a company's
n<P 40 or ""lO exeeutives have to learn from one another? They've
heen talking at !)ne another for vears. Their positions arc well re-
hearsed, and they ean finish iine another's sentences. In fact, there
is often a kind of mtelleetuaJ meest among the top officers of a
targe eompanv.

The capaeitv to think ercatively about strategy is distributed
widelv m an enterprise. It is impossible to predict exaetly where
.1 re\i)Iutionary idea is forming; thus the net must be cast wide. In
many of the companies I w'ork with, hundreds and sometimes
thousands o!" people get involved in crafting strategy. They are
asked Xo look deepiv into potential discontinuities, belp define
and elahoraie ihe eompany's eore competencies, ferret out corpo-
rate orthodoxies, and search for unconventional strategic options.
In one eonijiaity, the itlea f(ir a iiiultimillion-doilar opportunity
eame from a twenty something secretary. In another company,
some ol the hesi ideas ahout tbe organization's core competencies
came fiom a forklift operator.

To iK'Ip revokitii)nary strategies emerge, senior inanagcrs must
supplemeni the hieraichy of experience with a hierarchy of imagi-
nation. This ean he done hy dramatically extending tbe strategy
Iranehise. Ihiec eonstiiueneies that are usually underrepresented
in the strategy making process must have a disproportionate say.
The first eonstuuenev is young peoplc-or, m{ire accurately, peo-
ple with a vouthkil perspeetive. Of eourse, some 30-year-olds are
"voimg fogies," but n-iosi young people live closer to the future
than people w'ltk giav hair. It is ironic that the group with tbe
biggest stake in the future is the iiiost disenfranchised from the
pioeess ot strategy ereatiiui,

Mv detiniui!n of success m a strategy-creation process is excm-
plilied hv an executive eommutec spending half a day learning

something new from a 25-ycar-old, Recently, a young
\ \ hi'll WA-^ \\ii'- k'l^l teehnieal employee in an aecounting company cx-

) insi' a * Hi i tTa l i tMiA plained the implications of virtual reality to tbe senior
I ^ - , partners, i lis piteh went like this: "Think about a com-

1 "• ' • plex set ol eorporate accounts- How easily and quickly
ronsji , i l t \ r\rli;HSur«l .̂-,5, ^J,^ mseover the subtle relationships among the

i d r a s \ \ i l l ( numhers that might point to a problem or opportunity?
. ^, , . ': Virtual reality will allow you to'fly'over a topography

' ' "• * of corporate accounts. Tbat big black hole over there
is a revenue shortfall, and that red mountain is unsold inventory.
A few >mall eonipanies arc already working on applying virtual re-
alit\ t(. financial aeeounis. Are we going to get on board or risk
geUmg kit hehind?" The partners actually learned something
new that day. When was the last time a CIcncration-X employee
m your eompany exehani;ed ideas with the executive committee?

The people at an organization's geographic periphery are the
second eonstitueney that deserves a larger say in strategy making,
rhe eapaeitv for strategic innovation increases proportionately
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e a e h m e i i i i i e r of t h e m a n a g e m e n t e o m m i t t c c w a s a s s i g n e d t w o

m e i n h e r s o t t h e t e a m f o r a i o t i i h o u r d i s e u s s i o n t h a t l o e u s c d o n

h i i w t h e t e a m h . u l a r r i w d a t u s e i i n e k t s i m i s . 'I l i e n e x t U K H - m n g ,

t h e e x e e u t i v e s w - c r e w i l l i n g t o a d m i ! t h a i t i i e v h a d l e a r n e d a l o t ,

a n d t h e y w c t e a h ! e t o g s w ; h c l p t u i a d v i e e t o t h e t e a m n i c n i b e r s

ah(5Ut w h e r e d i c y s h o u l d d e e p e n a n d e x p a n d t h e i r w o r k .

•| h a t i s s i r a i e g v u i a k i i u : a s a d e m o e r a i ic p r o c e s s , P e o p k ' s h o u l d

h a v e a s a y i n t h e n t l e s t t i u ' , a e h a n e e l o u i t l u e u e c t h e d i r e e t i o n

of t h e e n t e r p r i s e i o w i n c h t l i e \ d e v o t e t h e n e n e r g s , I h e i d e a of

t i e m o c r a e y h a s b e e o m e s o e n e r v a t e d , a n d t h e n i d i V K l u a r s s e n s e

:\V.\ \RI 1 B C S i M s>- | ; | \ II \\



S TRATICa' AS

ol respuiiMbiiitv lo ihc c o m n u i n i t y so teebie, tha t thev ean both
he sLtniniaiizcd m the slogats One Person, O n e Vote. "Fhat not ion
lepreseii ts not tlie lull idea! of democraev hut its m i n i m a l preeon-
diiion- If one exereiscs the r ights i)f e i t i zensh ip only once every
1,461 days, can one ela im to he a c i t izen in any mcan ing iu l sense?

hi the corporate sphere, suggest ion s c h e m e s and town

I ) t ' n H ) r f . ' i r \ l^ IMM J,,,]} n^ 'e t iugs are hut the tender shoots of a plural is t le

' s l i n p h ; I 1 M ) U | I I i r r i^^hi proeess. ne rnoe racy is tuit s imply abiuit t he right to he
' , 1 1 I •• • heaid; u IS ahout the oppor tun i ty to mfluetiee opin ion

n IM' l!(MI (I: M i s ' , 1 1 1
and a e t i o n . It is ab<uit be ing i m p a t i e n t and m i p a s -

; I I M M S I i h r o | ) | ) O l 1 n i l l ! N ^ o n e d , m t o r m c i i atul i n v o l v e d . T h e real p o w e r o!
l o i i l l l n r n C f ' o p i n i o n demoeraey is that luu only rhe el i te ean shape the agen-

I - -n '-i-i- (liK-'s voice eau he higger than one 's vote, Susan H-
Amhony , Mar t in k u t h e r King, Ir,, Ralph Nader , Rush

Limbaugh. atul lesse iaekson have all had an in i luenee on poli t ical
d iought and aet ion thai has gone tar lieyond a single vote .

VVliat percentage ot the employees m your ccnnpany have ever
seen a eopv of the eorpoia tc strategy, nuieh k'ss par t ie ipated m its
eicatuMi- No wonder that what passes for s t ia tegy is usual ly ster-
ile atui u m n s p i n n g . Saul Aknsky , one of the mos t elfeetivc social
r evoku ion .n i e s in tiie Ufiited States th is century, WTOte th is ahout
the outpLU oi' top-dovv!i, elitist p lanning: "It is not a demoera t i e
program but a nKHumiental t e s t a m e n t U) laek of faith in the abil-
ity aiul u i te l l igenee of the masses of people to t h ink thei r way
tb iough to the suceessUil so lu t ion u\ their p rob lems , , . , the people
will h . i \e lu t l c to do wi th it." Tha t w h i c h is imposed is se ldom
endiraecd. ,'\n ekt is t approach to strategy ereat ion ei igenders l i t t le
more tban eomplia i iee .

I 'rinciplo 7: Anyone can be a stnitesiy act iv is t . Perhaps semoi
managers are l e iue tan t to give up tlicir monopo ly on the e rea tum
ol strategy. After all, how' often has the numare i i led the uprising-
What ean so ealled ordinal v emp loyees do to et isure tha t thei r
eompany heco i iu s or r emains the authoi of indust ry revolut ion-
iMentv, H i e v K\.\n become strategy ac t iv is t s . Today frontl ine cm-
j->iovee> and middle managers aie me l ined to regard t h e m s e l v e s
tnoie as v ie i ims than as ae t iv is t s . They liavc lost eonfidenee m
rhei; abilitv H) shape tiie future ot thei r o rganiza t ions . They have
toigot ten that n o m (.wuulhi to .Mandela, from the Amer i can patri-
ots to ihe Polish shi | ihui lders , the m a k e r s ut rcvolut iot is have not
Lome from tlu: lop, Noi w i th s t and ing all the somber inean ta t ions
that J i a n g e mus t start at the top, is it realistie to expect tha t , in
an> reasonable percentage of cases. seni(!r managers will start an
indus t iv rev!)lut ion ' No

hi one large company , .i small g ioup oi middle tnanagers who
were e o u v m c e d that flicn e o m p a n y ŵ âs in danger ol forfeiting
tlie future to less eonvei i t ional rivals es tabl ished what they called
a "delta t e a m . " 'The managers , none of w h o m was a corporate otfi-
eer, had no m a n d a t e to ebange the e o m p a n v and asked lUi one for
permissiot i to d<! so, ()\-ei' seveia! mf)nths, they worked qitictly
and pers is te iuK to eonvinee then peers that tt was t ime ti> re th ink
the companv ' s hasie belicts. Th i s eonvie t ion giadual ly took root
ami 'ng a etoss set tton of managers , who s ta r ted asking senior ex-
eeut ixes ditfietilt ques t ions about w k c t l i e r t h e company was aetu-
alh ' m (-(HUrol ot its destiny. Did the c o m p a n y have a un ique and
c o m p e i h n g \ i c w ot its fu tu ic : Was the e i )mpan\ ahead of or be-
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bind the industry's ehange curve- Was it at the center or on the
periphery of the coalitions that were reshaping the industry- Ulti-
mately, senior managers eonceded that they coiiid not answer
those questions. The result w îs a concerted cffoi t, spanning sever-
al months and hundreds of employees, to find opportunities to
ereate industry revolution. Out of this effort eame a fundamental
changein the eompany's concept of its mission, a score of new and
unconventional husiness opportunities, and a douhlin,g of rev-
enues over the next five years.

Activists are not anarchists. Their g(»ai is not to tear dtnvn hut to
reform. They know tbat an uninvolved eitizenry deserves what-
ever fate hefalls it, as do cautious and eringing middle managers.
People who care ahout their country - or their organization-don't
wait for permission to act. Activists don't shape their opmums to
fit tbe preiudices of those they serve. They are patriots intent on
protecting tbe enterprise from mediocrity, self-interest, and mind-
less veneration of the past. Not every aetivist ends up a hero.
Sbtirtly after be became president ot the Supreme Soviet, Nikita
Khrushchev gave a speech to a large group of Communist Party
leaders in wbich he denounced the execsses of Stalin. During a
pause, a voice rang out from the hack of the hall, "Y(!u were thJre.
Why didn't you stop him?" Taken abaek hy such impertinence,
Khrushehev thundered, "Wbo said thatT' The questioner slunk
lowmbisseat and was silent. After a long, uncomkirtahle miinite
m which his eyes raked the audienee, Khrushchev replied, "Now
you know why," It is often safer to be silent. The eorpiiratc eqtnv-
alent of Lubyanka is an offiee without a telephone or a window.
Dissenters aren't shot for treason; they're asked to take a "lateral
career move."

Listen to Thomas Pamc: "Let tbem call me rebel and weleomc,
1 ieel no concern from it; hut I should suffer the misery of ilevils,
were I to make a whore of my souk" In a corporate context, this
sounds like hyperbole. But think of the great companies that have
fallen hopelessly behind the ehange curve heeause middle man-
agers and first-level employees lacked the courage to speak up. To
be an activist, tine must care more for one's e(inimunity than for
one's position in tbe hierarchy. The goal is not to leave senior ex-
ecutives hchmd. Tbe goal is niit to stage a palace eoup. But when
senior managers are distracted, when planning has supplanted
strategizing, and when more energy is heing devoted to protecting
the past than to creating the future, activists must step forward.

Principle 8: Perspeetive is worth 50 IQ points. Without enlight-
enment, there ean be no revolution. To discover opportunities kir
industry revolution, one must look at the world in a new way,
through a new lens. It is impossible to make people smarter, but
y{)u can help them sec with new eyes. Remember when you took
your first economies course- I do. It didn't make me any smarter,
hut It gave me a new lens through whieh to look at the world.
Much that had been invisible - the link between savings and in-
vestment, between interest rates and exehange rates, ami between
supply and demand-suddenly became visible,

A view of tbe corporation as a bundle of core competencies
rather than a eolleetion of husiness units is a new perspective- A
view of discontinuities as levers kir change rather than threats
to the status quo is a new perspective. A view that imagination
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M R A I K . ' i \ S I K ) \

n n i u ' i i h a n m x e s t n i e n t l i e t i r m n u s a i : o ; - a n u M i i o i V s i . i p a v K \ t o

h e - - t r a t c i : i e i s a n o v p ( , a s ] X ' C t i \ e .

A n \ M ) i n | \ i i i v i n i e i i t o n c i e a n i u : , n u h i s t i \ r c i o h i t i o i ! l i a s l o j !

u i s k s , f i r s t , t l i c e o m p a n v m n s t i t k - n n t v t i i e u n s i i a k a l M c i x ' h c f s

t h u i t c u t a c r o s s l i u ' i n d i i s t i \ t l u m d u s t ; v \ c i n n c n t i o i i s , S V H o n d

t i l e c o i u p a s n i n L i s t s c a r c i i i o r d i s u t n t n i u i t K ' S i n t c i i i n o i o i : , \ , i i n .

s t \ k ' - ^ , W O I k i u i : h a i n t s , o r : ; e o p o i i t U s i l i a t n i m i u c i e a t c o p ^ x u ^ m

i i u i c s l o l e v v n t c i h e n u i u s t r v ' - - i u k ' s , 1 k u u k t i u ' l O i u p a i n r n i i s t

a c i i i c v c n d e e p t r u i e i s t a n d i n g o i i t s r o t e (-• ' i n p e i e n c i c s . I o u M k , i h e

e o m p a n v m u s t n - c < i i i t i n s k n o \ \ i t . d ; : c t o i d e i u n y t l u r i ' v o t n

t i o n a r v i d e a s , t i i c U I K n n \ e i i t i n n a l s t r a t c . u i c i s p t i o n s , { \ } d \ v o u i U

h v p u i t o W O ] k m U s I o n i p c t n n c d o m a i n . W h a t o i i c s c c > U ' o m t i i c

m t H U i t a i i U o p I S L p ] i ! e i i i J t c i c n t t i - o m w i i a t o n e s e e s l r o n i t h f , p i . n m

I i i e r e c . i i i i x - n o i m i o \ a t u M ! i n H u c r c a t i o n o l ^ t r a t ^ n ^ ' w i t n o u t a

c h a r . L ^ c m p e i s p e c t u v '

Pr i iu ip le ^>: Top-down antI ho i ton i -up are not tiic altoriKUives.
1 i u ' e i c a n o i i o t s n , n e . c \ i s t i s u . i i l c U i a i . i c i e i i . c d a-- e n i u ' r a l o p

i l o w n o ! I n u t o n 1 u p p i a , > c c s s , S t i \ u c ; ' , v ; i t h e l e n u p u e s a s a > ; r a i u i d e

s u m , i \ t i u , ' t o p t l u n k o [ j a c k W e i e i i ' s P m u ^ u s ' ' t h i c i . c i r c l e s ,

w i i i c i i d e t u n e d ^ ; i ' s t i i t u i e i u i s i n c s s l o c u s o i h u i ' ^ i ^ l c s i : p t r o m l u i i c

c n t ! \ j H c n c L i r s s u c h a s t h e i i u n : w i - o m v e i u e u i ' n s i - [ i \ o : e s a t i M

H u t a i l t o o c i t u t l , ; o p ^ ' J o w a i s u a i e i n c s a i e d n i i ; i s K r a t h e i t l u u : \ u

s i o n > i r \ \ A i u i i n a l i l o o n u m v t o m p a m e s t i i c e m r c p r e n e i i n . i l s p a r k

i s i i u H X ' l i i v c K t o i u ' t t o u - ^ e d i n ' a l i o n d o t c o r p o r , U c o i t i i o d o x y t h a n

t a n n e d I n u x u n c c s m u i \h.'.. s u p p o r t e^i s e n i o r r x e c u t n t s . l ! i ir\\

c x p e f u a n e , n e w \ c n t m v d i \ i s i o n s , s k i m k w a » r k s , a n d t i i e n u i s n m - ,

o t l e s c a i e h t e i i o v w a r c n u m o r e i i k c K t o c n > ; e n d e r a n m d u s t n r e v -

o k m o n H u m i s ; m a n n n a i p i a i m n ! , u i ^ ^ i e c s - ,

h i s ! a s a p n j i t u a i a e i i v a s t w h o t a i i s t o i m k i c i u t t l i o s s ; w i : n i i x ' -

i s l a . t A c a t i t h ; H"n \ w i i i m a k e l i t t i e k i s i i n y , d t r t c K a u c , .i s n - a t e i p . a i

t : v i - ~ i w i i o l a i i s \<) w i n s e n i o r m a n a , i ; e r s ' c o n t i d v a i c c w i l ! a c h u i c

n o t h i n , i ; , S c n i o ; m a i u i ' j , c ! s i n : i \ n o t i i a v c a m o f u t p o i v o n i m a m n a -

t i o i u i n u i i u w d o h a w a b o a r i i s a i u ' t s o i i c d m o i i o p o i \ o n t h v a i l o u :

M o i i o f i x s o u K ' c s , T o i x n i k i o i l t h e r e v o l u t i o n , s e i u t i ' c x e c a m w - -

n i n s f i K ' i i c v i , h o t i i i i K c i l c e t u a i i y a n d c n u u u u i a i i x , m u - a i m s S u

a i t h o u i ^ i i U i c k \ ' ! ) l u t i O i l d o c s r V t l U ' c d t o s t a i t a t t i u ' t o p , i r m t i s i u

t i i i K u e i v I x ' u n d e t s t o o d a n d e n d o t s f d k v t h e lo^-* h i l i u t r a d i t n a u i

m u d e i oS s n , i t e , i ; \ c r e a t i o n , l i i c t i i i i i k c i ' s a r e a s s u m e d t o h i - . i i t i i e

t o p a i u i t i i c d o e r s d o w n i x ' i o v v , h i r e a i i t v , l i i c t i n n k e r s o l i e n i u ;

d e e p t n t i i c o r ^ ^ a n u u i t u H i , a n t i s e n i o i ' n u u i a c e i s s u n j ^ i v c o i u i ' o i t h e

m e a n s o i d ( t m . i : .

T o a c i n e v e d i v u " s i t \ ' o t p c i s p c v t i i e < m d n n i t v o ; p u r p o ~ - e , i i u ,

s ! r a t c i i \ l u a k i ! ] ; ' , j u o e e s s m i . i s t u i v o l v i ' a d e e p d i a n o n a i s i u r [•.'• j i u

Oi i ; a m ; " ; t t l o i u A i o [ ' 5 - d o v \ n [ t t i > e e s s o t t e n a e h i c s ' e s u m t v o l p u r i x i s , ;

t i u ^ l e w u i i o a r e i n v o i v c d c o m e t o s h a i c a c ( i n v i e t i n n ] a i x u i t t i i e a[>

p r o p r i a t e c o u r s e o t a c t i o n a n d c a n s e c u r e s o i i U ' d e j ' . r c i , o f c o i n p i i

a i u ' c h o m t i i o s f i x i o v v . A h o t t i t n v u p p r o c e s s c a n a e i i i e v c d i V v a s ; t \

o i p e r s p c c t i \ e m a n i c \ ' o i e e s a i c i i c a i d a i u i m a i n ' o p t m n - - A-C e x -

plored, i ^ n t u m t v vv I t b o u t t h v e i s i t v ' l e a d s t o L i o g m a , A w d d i \ i i s i t v

v\ i i h o u t n m t v r e s n h s u\ c o m p e n r u ; s ; r a t e ^ i y a u c i u k i s a n d d u h ' a . i -

n u a i t a i u i n o i r e s o t n x ' e s , t ) n l v a s t r a t c . u s m a k m > ; ] u o u ; s s t h a i i s

d e e p a n d v v i d e e a n a c l i i e v i . . , b o t h d i v e t s i t v j u d u m t \ .

H r m i ' , i n i ; l i i e t o p a n d b o t t o m t o t ' . e t h e r m t h e i ' l e a u o u o i s t r a t u ' A

v\ i i i i i c i p I n p a s s t h i ' t i s n a i i y p a m l t i i a n d i a i ^ o r u u i s p i o e e s s vv l u , i c

h v a i o v v I v e n ! p i o \ ' c c I l i a m p u H i s a n i d e a u p t h e c i K i m o i L o n m u m d .
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Mana . i ^c i s , m a n y ot w h o m m a y he m o r e i n t e n t o n p U e c t i n s ;
t h e i r r e p u t a t i o n s h)r p r u d e n c e t h a n o n l o i n i n g t i i c r a n k s ol" t h e
i u n a t i e t r i n g e , a r c lii<ciy t o sho(U i i (nvn a n \ l e v o l u t i o n a t v idea
t l i a i r e a e h e s t h e m . T h e r e a r e m a n y vvavs ol l i n k i n g t h o s e o n
t h e h o t t o n i w i t h t h o s e m i h e o t i i e e r e o r p s . S c n u ) r e x e c u t i v e s e.in
s p o n s o r a p r o c e s s ot d e e p t h i n k i n , i ; a h o u t d i s e o t i t i n u u i e s , c o r e
e o m p c t e n e i e s , a n d n e w r u i e s t h a t n i v o l v c s a c r o s s s ee -
i i o n i)t t h e o i .^ .mir -a t ion . S e n i o r mana.i^ers e a n p a i t i e t - ' " ^'^^'
p a t e as t e a m n i e t n h e r s - t o > ; e t h e r w i t h s e e r e t a r t e s , s a l e s r ' r X u h s
peop le , , a t id t i r s t - l e v e i e n > ; i n e e r s in t i i e s e a r e i i t o i „( • i
r e v o k i t i o n a r y o p p o r t u n i t i e s . A n e x e c u t i v e c o m m i t t e e
e a n d e v o t e o n e w e e k p e r n u i n i h t(! keep i t i r , u p to s p e e d '"^^ ^~'"
w i t h t h e r e v o l u t i o n a r y idi-as t i ia t a r e p^-statnif: d e e p m i n n i t> >•
t h e o r . i ^ a n i z a t i o n , • , , ' i

W h a t s e n i o r e x e c u t i v e s i iu i s t nu t do is a s k a s m a l l , ' "
e l i t e ,i;roup o r t h e " s u h s i i t u t e h r . n n s " of a t r a d i t i o n a l s n a t c . u v -
e o n s u l t i n g t i r m t o ,uo a w a v ant i p lo t t h e e o m p a n v s t u u i r c . W i t h
n e i t h e r set i i o r n i a n a , t ; c r s n o r a s u b s t a i u i a l c u K s s e e t i o n oi theo i ; i ; a -
t i i z a t i o n i n v o l v e d , t h e s i u t p u t wi l i l i k e l v lie e o i i s i d e r e d a h a s t a r d
by all e x c e p t t h o s e w h o c r e a t e d i t .

t ) i eotit-se, s e n i o r m a n a , ^ e l s n i i t s t n i t i m a t e i y t i i a k c h a r d c h o i c e s
ahoLit w h i c h r e v o l u t i o n a r y s t r a t e g i e s to s u p p o r t a n d vvluit r e -
s o u r e e s to c o t n n i i t , b u ! t h e y m u s t a v o i d t i ie t e t n p t i U i o t i t o lud.^e
p r e n i a i u t e i y . In t h e q u e s t tor r e v o i i i t i o n a r v s l r a t c g i e s , a s e n i o r ex-
e c u t i v e m u s t he m o r e s t u d e n t t h a n m a i ^ i s t r a t e . In o n e e o m p a n v ,
t h e C E O b e l i e v e d t h a t t h e s i r a t e . ^ y - n i a k i n s : t e a m w a s r c s p o n s i h l c
lo r c o n v i n c i n g h i m i h a t it h a d c o m e u p w i t h t h e ri,i;ht a n s w e r s .
T h a t ts t h e wron.ii a t t i t u d e , ii is t h e CL(V> r e s p o n s i b i l i t y TO s t a v
c l o s e e n o u g h to t h e or .s^anizat ion 's icai nnpt; p r o c e s s t h a t he o r s h e
e a n s h a r e e m p l o y e e s ' i n s i g h t s a n d t i t u l e r s t a n d t i i e i r cmc i^ iT i j ; c o j u
v i c t i o n s . In t h e u a d i t i o n a l p k i m n n g p r o c e s s , o u t c o m e s a r c i i k e l \
t o e l u s i e r e l o s e l v a r o u n d s e n i o r m;n la ,^e r s ' p r e j u d i c e s ; Uie g a p he-
t w e e n r c c o i n m e n d a t i o n s a n d p i e e x i s t m g p r e d i l e c t i o n s is l i k e l y t o
he low. But t h a t is no t t h e e a s e m a m o r e o p e n e n d e d p r o c e s s ot
s t r a t e g i c d i s e o v c r y . !t t h e goal is t o e n s i i r e t h a t t i ie r e s o u r e e h o l d -
et-s a n d t h e r e v o l u t i o n a r i e s e n d u p at t h e s a m e p l a c e at t h e s a m e
t m i c , s e n i o ! e x e e u t i v e s m u s t e n g a g e m a l e a r n i n g p r o e e s s a l o n g -
s i d e t h o s e a t t h e v a n g u a r d ot i n t l u s t i y r e v o l u t i o n .

Principle 10: You can't see the end l̂ rom the bej^inninj;. A strategy
making proeess that mvolves a broad eross section ot the com-
pany, delves tiecply into d iseont inui i tcs and competenc ies , and
encourages employees to eseapc an intiustrv's convent ions w'lll
a lmost inevitably reach su ipns ing conclus ions .At IDS , sueh a
process e o n v i n e e d m a n y m the o t g a n i z a t l o n tha t ii was not
enough to i)e a husincss- to-husmess eompany. As tiie d ivuhng iine
between protcssional life and personal iiic was hiurrmg, EOS real-
ized that u had to become eapabie of serving mdividuais as well as
businesses. Alter ati ojien and creative s trategv-tnaking process,
EDS installed au tomated tciier machines in many 7-Eleven stores.
Mon ths earlier, tew would have anticipated, nnich less creditetl,
sueh a move.

Not everyone enjoys surprises. Senior managers cannot ptedict
where an open-ended strategy niiikmg proeess will lead, hut they
cannot go only part oi the wav to industry revokuion . If nervous
executives open up a dialogtie and then ignoie the outeonie, they
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