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    Wherever you are on this globe–in this hemisphere or another–and however much business is changing shape before your eyes from day to day, even it seems at times, from hour to hour–the way to win business competitions never varies, never changes. And never will and never has for the thousands of years people have been engaged in business. Let the vast world transform itself from shops and showrooms to e-commerce outlets and enormous warehouses and fulfillment centers and monolithic super-corporations such as Walmart whose worldwide work force of 2.2 million people is almost beyond comprehension–the essence of business remains the same. Two or more competitors, each seeking a profit, are in hot pursuit of the same customers and the same currency, and each is looking for an edge. Where there are profits to be made, as surely as the sun will rise tomorrow there will be competition. And at times the competition will be intense, and the fate of the businesses and careers may depend on who at the end of the fray has a higher share of those profits. You may say, "We are not obsessed with the competition, with competing." But your competitors may have an-us-versus-them mentality and be obsessed with you. They do not have your best interests at heart, to put it mildly. The promise of profits makes what is now yours appealing to them. So it is wise, as it is said in warfare, to be prepared for anything.


    Next to some of the oldest human remains that have been discovered was a leather pack containing a number of sharpened stones and beans. That ancient ancestor of ours was a traveling salesman. The beans were his dinner which he would stop for when darkness fell and the night's terrors appeared. You can be sure he was in competition with other salesmen from other far-flung caves who were on their way to see the same prospects, and all of them were trying to get there first with the best deal. Six hundred thousand new companies will open in the United States this year, many on-line, and start competing with all the optimism in the world. But 90% will have competitive difficulties and will fail, and someone's life's dream will be shattered. They will lose, being unprepared for the competition, and someone else who is better prepared will win. And while new companies are being born, and others are growing larger, others are dying out. The survivors will have found a winning edge.


    The most intense and extensively studied form of competition is warfare. All other competitions pale in comparison. Realizing that warfare is too important to be left to chance (there is no margin of error in warfare), the great practitioners of war–the master strategists, kings, and generals throughout history that populate this book–looked for hard and fast guidelines, blueprints for victory that could not fail but to lead to success. They agreed on eight universal truths, now called the Principles of War. Those principles make the study of warfare not just a group of disorganized notions and random ideas, but a complete, supremely well thought-out and tested science, one that predates the study of business management and business strategy by hundreds of years.


    Business as a form of warfare subject to the Principles of War is the core competitive approach of some of the most profitable and fastest-growing companies in the world. During the PC wars between Microsoft and Apple, and now during those raging between Walmart, the nation's number one retailer, and Costco, number two, and between iOS and Android in the smart phone wars, and monolith Grainger, with its 400,000 products that facilitate its motto of speed and convenience, and Applied Industrial and WESCO, the Principles of War were and are being applied. That's why winners are victorious, though they might not realize it. In 2004, Blockbuster, then in its glory, operated 9,000 retail outlets and had 60,000 employees. A short decade later, annihilated by Netflix's and Redbox's marketing strategies, it shut down the last of its stores. Netflix and Redbox know their data and consequently know the ever-changing desires of their customers and know too how to innovate, responding quickly, with lightning speed, to market changes, something which Blockbuster did not do. Netflix and Redbox are fine examples of businesses that are winning because they are applying Principles of War, though they may be totally unaware of the fact. Blockbuster didn't take to heart warfare's adage that "the base of all strategy" is knowledge of the country where you will wage war, and that cost them their company.


    The science of warfare is the winning edge you will learn about in this book. The book contains eight chapters–eight recipes for success in business competition. From it you will gain knowledge of an entirely different and extremely useful way of looking at what is happening when businesses win or when they lose. You are no stranger to business wars. The language of warfare already permeates the business vocabulary. Where do businesses compete? On the "battle ground." Companies "launch offensives." On the advertising and marketing "fronts", they take "preemptive moves," "battle" for market share, and engage in price "wars." Small companies justifiably call themselves "guerrillas" and sales reps everywhere are "the troops," the "foot soldiers." They work on "the firing line." And where does the real action of any company take place? In the "trenches." Companies "seize the offensive" and "flank" the competition. This comprehensive, practical guide shows you the authentic meanings of those terms and describes in detail how you can apply them to your work this afternoon and tomorrow.


    The shares of e-commerce companies have soared. Some businesses can't exist except online. On battlefields winners adapt to the environment that is never static. They are fluid, always in motion, always in flux, and the competition of new technologies and new types of organization may change the outcome of a battle or spur the growth of entirely new industries, or destroy them. The Internet proliferated and remade the business landscape beyond what most of us had thought possible. Seemingly in the twinkle of an eye it made whole industries struggle. Conventional travel agencies–all but the largest–have virtually vanished. We can book our own flights and hotels. CD sales plummeted due to iTunes and Amazon, and many CD retailers were forced to close. Some newspapers that experienced massive declines in print advertising that threatened their existence adjusted and now make tens of millions of dollars from auto and classified e-commerce sites. The nature of book publishing and book retailing changed drastically. Telephone book publishers lost their once highly profitable business. You are reading an eBook, not a hardcover. Borders couldn't compete with Amazon, the world's largest and most profitable on-line retailer and other on-line stores. As a result, Borders' stores were shuttered and eleven thousand employees lost their jobs. Barnes and Noble adapted with its own online service to complement its stores. It also invented Nook, its e-reader. Right now, Google is buying up small robotics companies for a mysterious new division. What innovations are up Google's sleeve?


    Innovations like the Internet change how battles are fought and won. Informational innovations have revolutionized marketing. Businesses used to market to segments, then niches, then micro niches, and now they reach out directly to individuals. A simple innovation like the saddle with stirrups revolutionized warfare. It made it possible for the rider to control his horse and wield a weapon at the same time. Without exception, all great military leaders innovated. Sometimes materially, in the form of a new weapon, and often in the shape of a new form of strategy (the larger picture) or tactics (the narrower picture).Whatever the business innovations now or in the future, the Principles of War will still decide wins, losses, customers, profits, and dividends.
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    It is believed now according to "The 10 Year Rule of Necessary Preparation" that for an individual to reach peak performance in most fields–"domains"–usually ten years and 10,000 hours of application are required, a sizable portion of that time devoted to sustained, focused "deliberate practice." "Deliberate Practice" is not at all the same as simply working in a field. Millions of people have worked in careers for twenty or thirty thousand hours–or more over very long periods of time–and are far from peak performers. Some are hardly better than the day they started. A person doesn't reach peak performance automatically as a result of experience alone. It takes far more than that.


    More recently, research has shown that the ten year rule is not hard and fast. There's nothing magical about the number ten. People such as elite musicians may need twenty to thirty years of training to peak, while other people in other fields may require less than ten years and not 10,000 hours. Very tall basketball players (about seven feet) have been known to reach their highest level of performance after around six years. But not even the most talented, the most gifted, person can attain extremely competent performance without spending thousands of hours and more than a few years in a field. The costs of taking shortcuts and not putting in the necessary time can be high. Chess masters who practice less often make "inexcusable" blunders in international matches. Pianists who practice less make mistakes in concerts. Business owners and executives who are not fully prepared have also been known to make "inexcusable"–and expensive–blunders. Women and men who have reached the highest level of excellence in their domains are not satisfied to reach merely an acceptable level of performance, but have higher ambitions. They have spent much of their lives analyzing their own performance and trying to improve it. The effort to develop their skills that many people who reach extraordinary accomplishments engage in approaches the maximum possible for any human.


    To practice deliberately is to set out and conscientiously follow a specific, thought-out, sustained program that is designed solely to improve performance, including increasing your knowledge because a major way of leaping up in performance is through the acquisition of knowledge. We see someone we know and say, "How she's improved. You wouldn't know her. And she didn't have anything going for her before." More than likely it is her dedicated effort resulting in increased knowledge of her field that has brought about this change. It is sometimes believed that high expertise can be explained by intelligence alone; that the best in a domain are so because they are the brightest. But intelligence and acquired knowledge go hand in hand to create expertise.


    The specialized knowledge that you accumulate through practice is the most important factor in your reaching exceptionally high levels of skills. It helps to explain the differences between one person and another in performing any complex task. Knowledge is power whether in the sciences, the arts, warfare, diplomacy, or business. But knowledge will be more or less wasted unless it is made usable, as when it is combined with the capacity to creatively integrate it into making practical, real-world decisions. Experts have a higher number of patterns–"chunks" of knowledge–in their memories to draw on and apply to solving the problems at hand. Most experts consider about 50,000 different chunks to be the foundation of their expertise. However, the total number of chunks they can draw on may be 100,000 or upwards of a million. It is no secret to you when you are talking with masters of a domain. Knowledge seems to come out of their every pore.


    Waging Business Warfare can increase your volume of chunks because it distils and explains the cumulative knowledge of masters of business and warfare that together represent many centuries of application and many hundreds of thousands of hours of study and deliberate practice. Through scores of examples, you will learn how to successfully apply that knowledge. The book consists of clear lessons and hundreds of insights that will spring off the screen and be of help to you your entire career.
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    Intense competitions are exciting for the people engaged in them, whether they are between American-Japanese-Korean-German-French-Swedish auto manufacturers or between Verizon and AT&T and between basic cable and Direct Broadcast Satellite TV for users or between radio or television stations and prime-time shows for advertisers and ratings or between beer and spirits breweries or aggressive competitors of any size in any line of business in any city or town in any country. A surge of confidence improves morale and employee action orientation toward goals. The Principle of the Offensive (See Chapter Five) states that in any battle, the side whose strategic and tactical ideas are superior will usually gain the upper hand and do so soon after the battle begins and at less cost than the other side. Once gained, the advantage is usually held (though unfortunately for the frontrunner who isn't careful to exploit victory, not always.) It is a rule of thumb to set your mind on gaining the advantage before the other side does–to reach a market or introduce an innovation or price before the competition; to establish a reputation, set the standards, and make profits first. As in baseball, the team that scores first usually wins.


    Attacks are intended to create in the opponent the conviction that it's beaten. The successes of Apple and other aggressive companies demonstrate the main advantages of the offensive which you may wish to reflect on:


    In addition to having higher morale on their side, attackers have the advantage of surprise. War is the realm of the unexpected. Like armies, competitive businesses try to mystify, mislead, and shock the opponent.


    Attackers can concentrate forces; defenders are dispersed


    Attackers have the initiative; defenders must wait.


    Attackers are always one step ahead; defenders, one behind.


    Attackers have momentum, and whoever has the momentum is winning.


    An offensive needs good preparation if it is to succeed. Ulysses S. Grant said that the art of war was simple enough: "Find out where your enemy is. Get at him as soon as you can. Strike him as hard as you can, and keep moving on."


    That brings to mind "celerity" (speed)–competitive power is almost totally useless unless you can bring it to bear quickly at the right time and right place–and the most-often violated Principle, that of exploiting victory through Pursuit.


    Your company has made a successful offensive. All of your people are happy and feeling proud of themselves. Spirits are high. People are drunk with success. What happens next? In many firms, nothing happens, or next to nothing, virtually nothing that keeps the momentum of the offensive going. There is a physical, mental, and motivational lapse after intense action. There are theories, but no one knows for certain why people in general tend to relax in the vicinity of the achievement of their goal–when they are very close to reaching their goal, or have reached it, or have exceeded it. Also, after victory the tendency is to forget about the competitor that's been beaten, as though having once disposed of it, you have nothing to fear. But the competitor is none to happy about being beaten and will never forget. Defeats leave scars and vengeance is a powerful driving force in war ("Remember Pearl Harbor") or business. Business people like to think of themselves as completely logical, but neither side in the competition is. For example, business owners or managers must try to convince the other side to stop short of maximum effort to win profits and customers. And that depends strongly on emotional factors.


    You must resist inertia and learn to exploit success by pushing through an offensive to its most fruitful and decisive conclusion. The Mongols were so addicted to the offensive, celerity, and pursuit that they scarred their faces with their knives so that facial hair couldn't grow and they wouldn't have to waste time shaving. If you make important inroads against a competitor, do not then underestimate it, but put in more resources and pursue, and expect the beaten competitor to come back at you with strong, vengeful motivation.


    The greatest competitive leaders (See Chapter Two) in warfare and business, wherever you find them in the company–they may be anywhere–are exceptional because they combine a complement of qualities only rarely found together in one individual. They are knowledgeable, talented, creative, intelligent, energetic, flexible, and driven. They are great strategic thinkers–"All battles are won first in the mind, then on the battlefield"–and they are obsessed with the need to take action to execute their strategic and tactical ideas. War is waged between people. Each strategic and tactical move reflects the minds, the spirits, and the personalities of the leaders. However much data and information the business man or woman or entrepreneur has in hand–studies, reports, analyses, anecdotal stories, scenarios–strategic decisions require problem-solving under shifting, loosely-defined, ill-structured circumstances. They are made in the "fog of war."


    Strategists in warfare and business don't begin with the difficult to know, but with the impossible to know, the unknowable. No one setting your businesses' strategy can predict the events that might arise to shape the business's future or how those events will interrelate. In fact, in business in general, or organizations generally, ill-defined problems are more the rule than the exception. That will be confirmed later today when on the way home you stop for a moment to think of the ill-defined problems you worked on today and those you will work on tomorrow. Most companies don't know what the sales growth of a new product will be, but enter the market and only then make forecasts.


    The more poorly-structured the problem is the more possible solutions there are, but the harder they are to evaluate. Compounding matters is the fact that although we like to consider ourselves to be rational decision-makers, it is widely recognized in psychological decision-making studies that people almost never spontaneously apply the elements of rational decision-making such as searching for the best alternatives or considering probabilities. But out of this fog decisions still have to be made. Some woman or man has to step up and throw a stake in the ground and say, "In my best judgment, this is what we should do."


    Effective strategists are not simple, but complex thinkers who are able to process multiple perspectives and consider a wide range of goals before arriving at a satisfactory solution to a problem. Independent, open-minded, and flexible, from all their synthesized knowledge, experience, instincts, and personal qualities, they are able to integrate the various perspectives into a coherent strategy People with little strategic ability work with only a single simplistic perspective, and don't consider alternatives. They tend to be rigid, dogmatic, and inflexible.


    The most competitive leaders see only one thing–the main objective–and believe in action above everything else. They think: "When in doubt, attack." "When the situation is obscure, attack." "If you cannot attack the whole, attack a part." The first requisite of a competitive leader is their willingness to mix it up with the competition. Research has shown that the overwhelming majority (85 %) of Americans are reactive. They wait for things to happen. Think what that means for the companies they work for. After all, only people can take action and implement strategy. By cultivating a more dynamic spirit, companies can transform a slow-moving work force into a body of dynamos, the same spirit animating the whole army, the whole work force. You will never find happier and more confident people than those who are launching an offensive–a new company, a new service, a new product, a new store, a surprise, a new market. But it feels miserable to be continually forced to react to your more active competitor. In warfare, the main emotion of the defensive is fear.


    You may delay defeat if you stay on the defensive, but you cannot win if you do. You must try to never be controlled by the opponent. But what if I am a lot smaller then my competitors? In many of the most notable battles in history the winner was greatly outnumbered. WD-40 is a pipsqueak of a company, yet its main product is so superb and there are so many uses for it, that WD-40 is almost impossible to beat. Much more powerful companies have tried but have not succeeded. Throughout history, Titans of warfare have not asked how big the opponent is, or how strong, or how rich, but simply where it is so that they might get to it.
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    Your business may not be powerful at the moment and also may be a guerilla–may have to be a guerilla. (See Chapter Six.) Monoliths General Motors, General Electric, General Foods, and General Dynamics are dominant. But overwhelmingly businesses are quite small and have aspirations of growing larger–exactly what the flexible, nimble guerilla businesses succeed in doing in a very predictable way. Guerilla warfare is the best hope for the small business. A skillful guerilla is almost impossible to beat if it knows what it's doing. It begins small, often in a remote area, often with a single unique service or product. It follows its opponents' area of least resistance, where competitors are not strong. It feints and dodges larger competitors and gains what it must gain–the unshakable loyalty of the people, a specific market–and then goes through four other phases if it wishes to grow larger. It cannot possibly compete materially with larger competitors, so it emphasizes intangibles. It is quick to exploit trends and opportunities. It has to be because at this point quick battles are all it can afford. It knows that small is better than big, temporary better than permanent, narrow market segments more profitable than broader ones, innovation and creative ingenuity are better than "the tried and true," and that short chains of command are more efficient than longer. Guerillas value each individual worker and their opinions. They ask, "Do you have any ideas?" and they listen. They value creative people who practice what in warfare is "positive indiscipline," indiscipline from excessive zeal and drive, emphasizing freedom and imagination above strict obedience to rules. They make the office feel like home. As it becomes more and more successful, the guerilla puts increasing pressure on the larger company until a balance is reached. The guerilla seizes the initiative and then is no longer a guerilla but a "regular army," and perhaps the leader in the industry. A guerilla philosophy shouldn't be the property solely of small businesses. Even the largest benefit from the guerilla's ever-present sense of urgency, ingenuity, and feistiness.


    Business, like warfare, requires cleverness and maneuver. One of the six basic attack maneuvers is feigning withdrawal. It was refined by the wily Mongols who would trick their opponents into following them and then turn on them. When feigning withdrawal you don't wait for the opponent to make a big mistake. You lure it into making one. Procter & Gamble is the world's largest and most profitable consumer products company, with 85 billion dollars in sales. When it was test marketing a cleaning spray, an insignificant local manufacturer of cleaning sprays purposely removed its product from the test area stores. The small manufacturer waited until P&G had stocked the shelves with its product, then quickly slashed its own prices and saturated the area with advertising. After months without sales, P&G abandoned the market, pulling its spray from the stores. Kublai Khan was not any cleverer. You must adjust your ends to your means–your capabilities. If it is obvious that the opponent is much too powerful right now, you must wait until circumstances change in your favor–and they may, sooner than you think. When you have the means to take the offensive, take it.


    And think how simple and succinct, yet profound, is this guidance about planning that applies so obviously to business too. Never expect a plan to survive the first contact with the enemy. Never renew an attack in the same form once it has been beaten back. Never abandon a plan too quickly. Never trust the first reports from the field. Never fear losing a battle if a larger win is gained. Aim for definite results. Focus. Don't wander off on tangents. Don't pursue sitting ducks if they are the wrong ducks. Elaborate plans are doomed to fail; simple plans can be followed. Wherever you find the opponent's main strength, very close to it you will also discover its main weakness. All armies and all companies have a center of gravity, a key factor or factors of its success. For Apple it is its ability to innovate products that are practical, to keep them simple and easy to use, and to provide service by pleasant, knowledgeable, and accessible staff. The center of gravity is what many competitors are aiming at. What is your competitor's center of gravity? What is yours? Look closely; nearby you'll find a weakness.


    The cause of most successes in business and warfare both can be summarized for brevity in just one word: "concentration." Yet in business, concentration is the most often neglected principle. (See Chapter Four.) Up to seventy percent of a company's market success is the result of it: (1) maximize your strengths (2) against the competitors' weakness (3) in the most opportune markets (4) with the best product for the consumers there. Be very clear as to what your core strengths are and what the competitors' weaknesses are: where the most opportune markets are, and what the right product is.


    To achieve security (Chapter Seven) you need reliable information, information about consumers, your competitors, and your competitors' leaders. It's essential to know, for example, if their leaders are strong and decisive, or weak and vacillating, brash or cautious, analytical or intuitive, bold or fearful: "An army of deer led by a lion is more to be feared than an army of lions led by a deer."


    You have the feeling that you're working harder than ever (and being rushed). You're right, particularly if you are in a technical or managerial job. American workers rack up more hours annually than people in all other advanced countries, 500 hours per year (12 ½ weeks) more than German workers, for example. As your salary goes up, your hours go up. A particular kind of person is crucial in warfare. (See Chapter Eight.) Fire and forward movement win battles. The people who have the fire and movement habit are recognizable because they are always trying to get into the action. They are always looking for ground ahead that will increase the effectiveness of fire. They don't shirk. They have strong energy (along with concentration a secret of human success), and take initiative. One of the main measures of competition is which side has the superior movers and firers; in business, which has the highest producers and the best thinkers. High productivity and clear thinking are offensive weapons. They are never, never, equal on both sides. American workers, while usually higher paid, are more likely to be more productive people than their foreign counterparts.


    Costco is the number one buying club in North America, with a membership of fifty-five million members. Its personnel are fire and movement people and a major reason for Costco's success. Costco maintains the lowest prices in the business, yet it pays far better than the industry average. It hires people with potential. It doesn't hire business school graduates, but develops its checkers and other workers from its warehouses, helping them through college and graduate school. Nordstrom doesn't place confidence in rules, but hires and encourages personnel with a certain quality–good judgment–a requisite in successful warfare. They can think spontaneously and find solutions for their customers. Customers buy more when they're contented, whether in a store (still the core of Nordstrom's business), or on-line, which is also expanding rapidly. Fire and movement people with good judgment are what you're looking for. A fire and movement person is what you should strive to be. When you have an entire team of fire and movement people, everyone is involved and everyone contributes because they know and trust each other, and none of them wants to fall in the estimation of fellow workers:


    "Four brave men who do not know each other well will not dare to attack a lion. Four less brave, but knowing each other well, sure of their reliability and consequently of mutual aid, will attack resolutely."


    Business owners, executives, managers, marketers, advertisers, promoters, planners, entrepreneurs, and sales people in particular will realize after a few pages that this book is talking to them, about them, and about the businesses they are in. It has provided an edge to many men and women. I have seen thousands of them while giving speeches on this book and its applications in North America and Europe. It has helped businesses of all sizes–from international conglomerates to small print shops and corner bakeries–to emerge as winners in business competitions. I know because I have consulted with them and trained their staffs. People are strongly drawn to this book wherever competition is especially fierce. Royal Crown Cola made it a must manual for all its executives to use while fighting the always raging cola wars, television stations across this country, Australia, and Europe have used it to win the dog-eat-dog ratings wars, and Hollywood films to win box office wars. A second-tier radio station in Florida applied war principles–orienting everyone in the station to them, from managers and sales staff and programmers to clerical staff and on-air personalities–and blew away the competing stations in the market, in short order becoming number one in all of its demographics.
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    I'm from the Midwest where people pride themselves on being practical, sincere, and down to earth. So I have written a practical, sincere, down to earth guide that provides a great deal of valuable information. It has been used as a textbook in undergraduate and graduate courses in universities in North America, France, and Japan. Students praise it, calling it clear, refreshing, and enjoyable–even exciting. But some academics don't cotton to it because it is intentionally not written in the abstract, academic jargon they are accustomed to and is not burdened with graphs and statistics. I remind myself that they are not business people–not the people I wrote it for.


    Waging Business Warfare takes a historical perspective. We can learn from the past–the geniuses of war and the geniuses of business. What were they like? How did they think? And why did they succeed? Those things are worth knowing. The eight proven again and again Principles of War are universally true through all time and in all places. They were true in the fifteenth century and the nineteenth and twentieth, and now in the twenty-first. They will never be out of date. The way to win wars and the way to win business competitions are identical and always will be. You can demonstrate for yourself how useful the information in this book is by reading a chapter such as the principle Concentrating Greater Strength at the Decisive Point (Chapter Four), and then finding examples of the principle in newspapers, magazines, and your own experiences. You will be surprised how easy that will be for you. And it will also get you in the habit of applying what you know, a sometimes rare skill that is the whole point of the book.


    This book is about business strategy and tactics, and the crucial role of human beings in them. That strategic, opportunistic thinkers and firers and movers tend to gain the advantage is not wishful thinking. You see it proven in business every day. This is not a book that advocates immoral or unethical behavior. The best business people I have met believe in competition that's fair and square. They do not fight merely to fight. Theorist of war Sun Tzu thought that true excellence in warring consists of breaking the other side's resistance without actually fighting. He wrote, "To fight and conquer in one hundred battles is not the highest skill. To subdue the enemy with no fight at all, that's the highest skill."
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    CHAPTER ONE


    
      
    


    The Art of Business Warfare


    
      
    


    A Prince should therefore have no other aim or thought, nor take up any other thing for his study, but war.


    
      
    


    Machiavelli


    
      
    


    The experiences of war are in many ways similar to our own experiences in business. But the history of war and the insights and actions of great military figures offer more than these random similarities. They hold out to us clear-cut lessons on how to manage people and how to achieve competitive superiority: the Biblical story of Gideon, for example. If you're going to be a warrior, you might as well have the name for it. Gideon did—''one who cuts down."


    Gideon's leadership task was to ''cut down" the Midianites, who were encamped in a valley on the Plain of Esdraelon and great in number, "like grasshoppers." For seven years these powerful tyrants had terrorized Israel, raiding its lands, rustling its livestock, and in general impoverishing Gideon's people.


    In a bold act of defiance, Gideon toppled the altar of the Midianite god Baal, leveled the sacred grove surrounding it, and then sent messengers throughout the land to gather an army together. Thirty- two thousand men reported. Deciding that this was far too many for one man to handle, Gideon implemented a selection test of mettle. He suggested that anyone who was at all afraid should return home. Twenty-two thousand accepted the invitation, leaving ten thousand men.


    Then Gideon applied another selection test, this one of the candidates' savvy. He had all ten thousand go down to the nearby river and drink. The river was dangerously close to the Midianites, and to drink without keeping your eyes in the direction of their camp was foolhardy. Experienced, sharp-witted men would certainly take that simple precautionary measure. Nine thousand seven hundred failed the test by kneeling down and drinking the water. Only three hundred kept their heads up and brought the water up to their mouths in their cupped hands. These were the three hundred candidates Gideon selected.


    Wisely, Gideon chose a night action. Under the cover of darkness he crept within earshot of the enemy's camp, close enough to overhear a Midianite sentry describe a dream he'd had to another guard. In the dream, a cake of barley fell into a Midianite tent and overturned it, leaving it flat on the ground. The other sentry interpreted the dream as meaning that the cake of barley—the sword of Gideon— would destroy the camp. Encouraged by this sign of low morale among the enemy, Gideon returned to his men and called them together.


    He assigned them to one of three companies and equipped each man with a trumpet, an empty pitcher, and a lamp within his pitcher. "Keep your eyes on me and my company," he told them, "and do what we do." Then he gave them the rallying cry, "The sword of the Lord and of Gideon."


    Around midnight the three companies went in close to the camp, and Gideon gave the signal. The three hundred blew their trumpets, broke the pitchers to expose the lighted lamps inside, and shouted the rallying cry. Havoc broke loose in the Midianite camp. Believing they were under attack by a large force and unable to see in the darkness, the terrified Midianites fought each other, stumbled about awkwardly, and fled in every direction.


    Gideon then quickly sent messengers to the tribes of Israel, ordering the pursuit and annihilation of the disorganized rabble. The Midianites were cut down in short order.


    Although only briefly described in the Book of Judges, Gideon's victory has provided guidance to many eminent commanders. The story is also rife with lessons for corporate managers of today, among them these:


    The leader's personality, self-confidence, and clarity of purpose can go a long way toward winning the hearts and minds of subordinates.


    The leader can create a legend about himself (or herself, as the case may be) through dramatic acts that his followers secretly desire, but lack the guts or imagination, to perform themselves.


    The leader must know his own people—their technical abilities and their strength of character, as well.


    The fruits of preplanning are many; attention to the minutiae, the small details, pays dividends.


    Fight the battle that best suits your resources. If you can't overwhelm your competitors, outwit them. The result is the same.


    Size is a much exaggerated factor. A handful of good troops is better than a host of disorganized ones.


    Pay close attention to morale, the will to win—your own troop's and the competition's. Inspire your own people's and depress the competitor's. Your competitor is already weakened if he fears you.


    Equip your forces properly and at the right time for the job at hand. If everyone needs a trumpet, make certain they have one.


    Reconnoiter personally, especially before critical events. Get out of the office and see for yourself.


    Surprise upsets the competition. People fear what they can't see or comprehend.


    Keep your personnel fully informed of your plans and let them know you will be in the action right along with them. Give them a person and an idea to rally around.


    When you have the competition on the run, press the pursuit to the limit. Go all out.


    Larger units should be broken into smaller ones and coordinated well.


    Keep plans beautifully simple. Complicated plans confuse; simple ones can be followed.


    
      
    


    If you work in the business world, you have already shared many experiences with the military masters. For example:


    Decentralized management. British general Sir William Slim wrote, "Nothing is easier in jungle or dispersed fighting than for a man to shirk. If he has no stomach for advancing, all he has to do is to flop into the undergrowth . . . join up later, and swear he was the last to leave." Now any mortal who has ever worked has at one time or another ducked out of the office, store, or plant to flop into one kind of undergrowth or another—an afternoon at the golf course, for example. And certainly every corporate manager of a decentralized operation has paused periodically to wonder just how much flopping is going on out there in the field.


    
      
    


    Consultants. In ancient China, scholars moved from one province to another offering guidance to sovereigns. But these early consultants were probably more careful with their advice than their counterparts of today. For although they were richly rewarded if their recommendations were good, if their advice turned out not to work, they were sawed in two, boiled, or tied between two chariots and ripped in half.


    
      
    


    Job rotation. Everyone knows the value of orienting employees to the corporate culture through a number of short-term job and departmental assignments. While we might wish to take credit for the concept of job rotation, in fact it was used by the Roman legions. Every Roman soldier who was promoted was rotated from the first cohort through the tenth and back through all the others at a higher and higher rank. Thus, when a man assumed leadership as a centurion, he had personally commanded every cohort and was known by and knew every man. Roman soldiers were also required to put aside half their pay "so that they might not squander it," an ancient payroll-savings plan.


    
      
    


    Criticism. Any working person who has ever been singled out and called on the carpet and somehow survived the ordeal knows precisely what Winston Churchill felt when he wrote, "Nothing is more exhilarating than to be shot at without result."


    
      
    


    Interunit conflict. So prevalent in corporate life as to require no comment from me at all is the bitter, frustrating truth of war and business that "two branches of a staff can get more hostile to each other than to the enemy."


    
      
    


    Apparel. What else but an early version of the dress code of financial institutions and the dress-for-success school of interpersonal relations is the observation of an eighteenth-century Frenchman: "A well dressed soldier has more respect for himself. He also appears more redoubtable to the enemy and dominates him; for a good appearance is itself a force."


    
      
    


    Training and development. Is there a corporate specialist in human-resource development who could argue with the wisdom of not asking employees to perform jobs that they have not first been trained to handle? Or, ". . . the soldier, high or low, whatever rank he has, should not have to encounter in War those things which, when seen for the first time, set him in astonishment and perplexity; if he has only met with them one single time before, even by that he is half acquainted with them."


    
      
    


    Productivity. Personal experience and studies of employee productivity alike bear witness to Sun Tzu's twenty-four-hundred-year- old observation: "During the early morning spirits are keen, during the day they flag, and in the evening thoughts turn toward home."


    
      
    


    Strategy development. Even the most up to date and rigorous research on corporate decision making confirms the fact that strategy that is purportedly formulated for tomorrow is usually retrograde, rooted in yesterday and one war behind. "The war the Generals always get ready for is the previous one," wrote Major Henry Tomlinson.


    
      
    


    Pay close attention to morale, the will to win—your own troop's and the competition's. Inspire your own people's and depress the competitor's. Your competitor is already weakened if he fears you.


    Equip your forces properly and at the right time for the job at hand. If everyone needs a trumpet, make certain they have one.


    Reconnoiter personally, especially before critical events. Get out of the office and see for yourself.


    Surprise upsets the competition. People fear what they can't see or comprehend.


    Keep your personnel fully informed of your plans and let them know you will be in the action right along with them. Give them a person and an idea to rally around.


    When you have the competition on the run, press the pursuit to the limit. Go all out.


    Larger units should be broken into smaller ones and coordinated well.


    Keep plans beautifully simple. Complicated plans confuse; simple ones can be followed.


    


    
      

    

  


  
    THE LESSONS OF THE MILITARY MASTERS


    
      
    


    Do not attack the enemy when he adheres to the rules of war, but profit from his slightest mistakes without delay.


    
      
    


    Frederick the Great


    
      
    


    Napoleon's methods were a total mystery to many of his opponents. They considered his army's endless mass marches hither and thither across the face of Europe to be totally without logic or rational planning. There seemed to be no understandable, systematic pattern to the man's moves. Antoine Henri Jomini (1779-1869), chief of staff of one of Napoleon's marshals, was first to argue that the contrary was true. According to Jomini, if you looked closely at how Napoleon waged his campaigns and battles, you would discover a coherent concept of warring, a pattern that was anything but mysterious or irrational. Napoleon came across a book written by Jomini. Impressed, he had the author report to him. Napoleon was the kind of leader who mulled over the details of his plans for a long time before finally committing them to paper. When he met with Jomini that day in 1806, his mind was working on the Jena campaign. When the meeting ended, Jomini asked the emperor's permission to meet with him again in four days in the city of Bamberg.


    Napoleon was shocked. Bamberg was his destination, and he fully intended to arrive there four days later, but no one was supposed to know.


    "Who told you I'm going to Bamberg?"


    "The map of Germany, sire," replied Jomini, "and your campaigns of Marengo and Ulm."


    Jomini demonstrated that all of Napoleon's successful actions were based on the highly skillful application of certain principles of strategy and tactics. They hadn't been invented by Napoleon but had been valid—and would continue to be—throughout history. Wrote Jomini, "There have existed in all times, fundamental principles on which depend good results in warfare. . . . These principles are unchanging, independent of the kind of weapons, of historical time and of place." He added that if a leader disregards this small number of principles, he places himself in jeopardy, whereas history shows that whenever they had been applied, the leader has "been crowned in nearly every case with success."


    Subsequently, Napoleon himself made it clear that he was quite aware of the existence of these time-tested principles of war and of their immense importance. It was because they stuck to the principles that the great military masters such as Hannibal, Alexander, Caesar, Scipio, Gustavus Adolphus, and Frederick the Great had achieved their victories. He wrote, "All great captains have done their great deeds by conforming to the rules and natural principles of their art. . . . They have only succeeded by conforming to rules, whatever might have been the boldness of their designs. . ." Like virtually all masters of war, Napoleon avidly studied his predecessors' books and their particular style of waging war. Many victories have been won by a well-read general, with a sharp memory, using strategic or tactical moves that were employed hundreds, even thousands, of years before. "Historical examples clarify everything," wrote Clausewitz. "This is particularly true of the art of war."


    Anthropologist Harry Holbert Turney-High observed that war is a social science, because it depends on teamwork. It was the first social science to become truly scientific, "for it is the first the practice of which has been reduced to a few simple principles which are true without regard to time or place." Turney-High found war's status as the first scientific social science so obvious that he thought it strange that no one before him had made this observation.


    
      
    


    The Lessons of Business Warfare


    
      
    


    It's generally agreed that there are eight principles of war. Traditionally, each is condensed into one word or a few words to form the following, a kind of checklist of principles:


    Objective


    Concentration (also called the principle of mass)


    Offensive Action


    Mobility (also referred to as movement or maneuver)


    Surprise


    Security


    Economy of Force


    Cooperation (sometimes called unity of command)


    In Waging Business Warfare I have chosen to avoid the traditional way of expressing the principles in one-, two-, or three-word designations. They are too abstract in that form. For example, the single word "concentration" doesn't communicate much of a lesson. "Concentrating Greater Strength at the Decisive Point," the title of chapter 4, conveys the essence of the concentration lesson more accurately, and words a few pages into chapter 4 communicate more—bring together greater strength than the competitor at a single decisive point whose possession promises competitive advantages. "Objective" is less meaningful for the busy business person than chapter 3's title, "Maintaining Your Objective; Adjusting Your Plan."


    Each chapter of this book communicates a lesson—actually, a number of lessons—applicable to the business person operating in today's business world. You are shown what the best military minds have concluded about each principle and how they have used them in action. Throughout, the insights of the geniuses of war are applied to companies of today. Scores of examples of companies of all sizes and a variety of industries are used. They demonstrate that the same principles and approaches that brought success to Hannibal, Frederick the Great, and others in warfare bring equally successful results when applied by business people.


    In many instances it's clear that companies of today are just now learning what the military masters have long known. For example, "microspecialization" is the retailer's strategic buzzword. It is grounded on targeting of merchandise selection, advertising, and store design on clearly differentiated sets of consumers. It is a concept that, if executed well, brings retailers competitive victories, but it is by no means a new concept. Alexander the Great never ran a chain of stores, but he showed more than two thousand years ago that a fine, hairbreadth concentration of power wins battles.


    Studies of business enterprises loudly proclaim the need to define corporate cultures clearly. Twenty-three hundred years ago a Spartan general wrote that the safest course for a great army was to be animated by one spirit; and while many corporations have now learned that small, semiautonomous groups can increase productivity, the Romans
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