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Good strategy works by focusing energy and resources on one, or a very few, pivotal
objectives whose accomplishment will lead to a cascade or favorable outcomes.

Strategy involves focus, and, therefore, choice. And choice means setting aside
some goals in favor of others. When this hard work is not done, weak amorphous
strategy is the result.

Not miscalculation, bad strategy is the active avoidance of the hard work of crafting
a good strategy. One common reason for choosing avoidance is the pain or difficulty
of choice.

At the core, strategy is about focus, and most complex organizations don’t focus
their resources. Instead, they pursue multiple goals at once, not concentrating
enough resources to achieve a breakthrough in any of them.

A talented leader identifies the one or two critical issues in the situation—the pivot
points that can multiply the effectiveness of effort—and then focuses and
concentrates action and resources on them.

The core of strategy work is always the same: discovering the critical factors in a
situation and designing a way of coordinating and focusing actions to deal with
those factors.

A leaders’ most important responsibility is identifying the biggest challenges to
forward progress and devising a coherent approach to overcoming them.

The most basic idea of strategy is the application of strength against weakness. Or, if
you prefer, strength applied to the most promising opportunity. 

Since the development of the Macintosh computer, Jobs’s basic operating principles
have become the stuff of legend: (1) imagine a product that is ‘insanely great,’ (2)
assemble a small team of the very best engineers and designers in the world, (3)
make the product visually stunning and easy to use, pouring innovation into the user



interface, (4) tell the world how cool and trendy the product is with innovative
advertising.

Howard Schultz envisioned an Italian espresso bar in Seattle. He tested this
hypothesis and found it wanting. But the test produced additional information, so he
modified his hypothesis and retested. After hundreds of iterations, the original
hypothesis has long since vanished, replaced by a myriad of new hypotheses, each
covering some aspect of the growing, evolving business. This process of learning—
hypothesis, data, anomaly, new hypothesis, data, and so on—is called scientific
induction and is a critical element of every successful business.

In many situations, the main impediment to action is the forlorn hope that certain
painful choices or actions can be avoided—that the whole long list of hoped-for

“priorities” can all be achieved. It is the hard craft of strategy to decide which priority
shall take precedence. Only then can action be taken. And, interestingly, there is no
greater tool for sharpening strategic ideas than the necessity to act.

A good guiding policy tackles the obstacles identified in the diagnosis by creating or
drawing upon sources of advantage. Indeed, the heart of the matter in strategy is
usually advantage. Just as a lever uses mechanical advantage to multiply force,
strategic advantage multiplies the effectiveness of resources and/or actions. 

A guiding policy creates advantage by anticipating the actions of others, by reducing
the complexity and ambiguity in the situation, by exploiting the leverage inherent in
concentrating effort on a pivotal or decisive aspect of the situation, and by creating
policies that are coherent, each building on the other rather than canceling one
another out.

A good strategy defines a critical challenge. What is more, it builds a bridge between
that challenge and action, between desire and immediate objectives that lie within
grasp. Thus, the objectives a good strategy sets should stand a good chance of
being accomplished, given existing resources and competence. (See proximate
objectives.) By contrast, a blue-sky objective is usually a simple restatement of the
desired state of affairs or of the challenge. It skips over the annoying fact that no one
has a clue as to how to get there. … The purpose of good strategy is to offer a
potentially achievable way of surmounting a key challenge.



A leader’s most important job is creating and constantly adjusting this strategic
bridge between goals [overall values and desires] and objectives [specific
operational targets].


