
[image: ]



ADVANCE PRAISE FOR

Winning the Long Game

“Given the disruption in our industry, developing the strategic capability of our leaders is a major focus for us. Winning the Long Game offers a clear path to build strategic thinking in a very digestible style.”

—ANNE BOWERMAN, vice president, executive development, Thomson Reuters

“I loved the anecdotes, from so many angles. Finally, a book on strategic leadership that is grounded in real word situations! This is definitely a practical, insightful, easy-to-read guide to becoming a better strategist and more effective leader.”

—JEAN-PIERRE GARNIER, former chief executive of GlaxoSmithKline and current chairman of Actelion Inc.

“In the global wealth management industry, leadership comes from those who have successfully advised clients and then step up to lead others across diverse markets and teams. Our challenge remains to convert star performers into strategic leaders. Winning the Long Game provides a clear roadmap to that end.”

—NICK GORNALL, managing director, head of learning and professional development, Coutts/Royal Bank of Scotland

“Success in business requires agile leaders adapting to a changing world, especially in banking. Steven Krupp and Paul Schoemaker offer a comprehensive yet practical approach providing insight and advice on the disciplines leaders must master to thrive today and in the future.”

—ALEX HILLER, head of leadership and organizational development, UBS

“Delivering results in an uncertain world calls for seeing ahead, thinking long term, and navigating sharp, inevitable curves. Strategic leadership is a necessary rather than optional skill to create high sustainable performance. The authors have done a great job of decoding this skill for everyday use in a compelling and useful manner. This important book, combining strategy and leadership, makes it one of a kind.”

—RAGHU KRISHNAMOORTHY, vice president, executive development and chief learning officer, General Electric

“Winning the Long Game weaves keen insights about strategic leadership, fun stories, and very practical tips into a power packed narrative sure to raise any leader’s game. My COO devoured it and thought we could apply many of the recommended actions immediately. A must read.”

—FRED KRUPP, president, Environmental Defense Fund

“One of the dilemmas that chief executives face is finessing the competing challenges of delivering results both in the short term and over the long term. Winning the Long Game provides invaluable insights as to how to negotiate this trade-off to great effect. Stories based on real events and situations where executives have reconciled these competing priorities illuminate how to navigate the rougher seas of corporate life successfully. This is a compelling and extremely useful book, not only for chief executives but for all leaders who face these decisions.”

—QUINTIN PRICE, senior managing director, global head of alpha strategies, and global executive committee, BlackRock

“The authors take a complex concept and neatly unpack what it means to be strategic. The wisdom, insights, and stories jump off the page, showing leaders how to navigate through uncertain terrain. This can be a game changer for those who take the advice to heart and distinguish themselves as strategic leaders.”

—JUAN CARLOS RIVERO, chief talent officer, Marsh & McLennan Companies

“As the business landscape has been changing dramatically in our industry, truly strategic thinking has become more critical than ever for continued growth. Winning the Long Game provides a practical playbook for senior and high potential leaders to increase their strategic aptitude and business impact.”

—WILLIAM STRAHAN, executive vice president, human resources, Comcast Cable

“Krupp and Schoemaker have produced a practical, readable guide for developing the mental habits and reflexes that undergird visionary leadership. Leaders with strength in all six of the skills they identify are needed at all levels of the organization to create competitive advantage in today’s ever-shifting global economy. They are the central nervous system of the dynamic capabilities of the firm and will be of great interest to scholars and practitioners alike.”

—DAVID J. TEECE, professor, Haas School of Business, University of California at Berkeley; chairman and principal executive officer, Berkeley Research Group, LLC

“Thinking in time sounds easy but is really hard. In this masterful synthesis, we learn why—and learn how to cope more effectively with a Black-Swan/Gray-Swan world.”

—PHILIP E. TETLOCK, Annenberg University professor, department of psychology and Wharton School, University of Pennsylvania

“Steven Krupp and Paul Schoemaker make a captivating case for strategic leadership, thinking broadly and acting decisively. Through extended accounts of strategic actions by leaders ranging from Tesla’s Elon Musk to Lego’s CEO and even Pope Francis, Winning the Long Game offers a tangible and comprehensive playbook for becoming a strategic leader when it really matters.”

—MICHAEL USEEM, professor of management and director of the Center for Leadership and Change at the Wharton School, University of Pennsylvania

“This important strategic leadership book captures exactly what we are doing at Cancer Treatment Centers of America, from the ability to think strategically long term to enacting game changing new practices in cancer care that place the patient truly at the center of all our activities. We are re-imagining cancer care and our leaders need to master the six strategic disciplines laid out so clearly and practically in this highly engaging book—a must read for any strategic leader and those aspiring to be one.”

—GERARD VAN GRINSVEN, CEO of Cancer Treatment Centers of America

“Winning the Long Game hits the mark. It’s a compelling read with engaging stories and practical tips. The integrated view of the six disciplines in the context of ambiguous and uncertain times differentiates Winning the Long Game from other work in the leadership development arena. Leaders who want to be more strategic will eat this up and organizations will surely benefit from the impact it will inspire. We have tracked success cases from the work we’ve done with Decision Strategies International to develop ‘outside in’ and ‘future back’ perspectives to improve decision-making in critical commercial roles. This book brings new lessons and fresh ideas about how to build strategic leadership capability in any organization.”

—THERESA ZELLER, executive director, learning and development, Merck Manufacturing

“Winning the Long Game helps us move from execution to strategy, and back. The down-to-earth stories and ‘how to’ tips about what strategic leaders do, and the traps to avoid, offer practical advice to our leaders. he stories make the reading fun and the ideas pop.”

—LESLIE TEICHGRAEBER, vice president of PepsiCo University
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To our many clients, colleagues, and partners from whom we learned so much about leadership in the real world. We hope this book will help them become even more strategic in how they lead and serve their teams or organizations.
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         FOREWORD

THIS BOOK OFFERS A WELCOME EXAMINATION OF HOW strategy and leadership are highly intertwined even though most writings treat them separately. The authors’ focus on the long game—with the attendant needs to make frequent adjustments—underscores the role of leadership in the dynamic capabilities framework that I and others co-developed. The framework is a multidisciplinary approach to understanding the long-term performance of enterprises. The best firms are able to rapidly leverage opportunities and constantly renew their structure and resources. The competences that enable firms to do this are known as dynamic capabilities. A firm’s dynamic capabilities rest on two pillars: (1) the vision and leadership skills of managers, and (2) the cohesion and flexibility of the organization as a whole. Leaders must fashion sound strategies for the enterprise, and the organization itself must be agile enough to adapt as required. An organization’s culture and values are much slower and more difficult to change than its structure or processes, and can hamstring even an excellent strategy if its leaders cannot show the way forward.

One way to think about dynamic capabilities is to divide them into three groups of activities at which successful firms must excel:

       [image: ][image: ]   sensing needs, threats, and opportunities in a timely fashion

       [image: ][image: ]   seizing attractive possibilities by mobilizing resources, and

       [image: ][image: ]   transforming the organization to maintain its effectiveness.

This approach connects closely with Winning the Long Game, since adaptive leadership is crucial in all of these activities. For example, anticipating changes (Chapter 1), challenging assumptions (Chapter 2), and interpreting data (Chapter 3) are all deeply tied to sensing. This requires not only leadership but also an organizational structure and culture that encourages the free flow of information.

There are other key connections as well. For example, the ability of leaders to decide what to do and when (Chapter 4) is a crucial element of seizing, whereas aligning teams and incentives (Chapter 5) is a critical aspect of transforming the organization. Learning (Chapter 6) and Vision (Chapter 7) are important cross-cutting aspects of dynamic capabilities that apply to all three challenges (sensing, seizing, and transforming).

Winning the Long Game is replete with well-chosen examples that illustrate how leaders can enhance as well as destroy the dynamic capabilities that firms need for long-term sustainable advantage. Krupp and Schoemaker provide deep as well practical insights, for both scholars and practitioners, about how to integrate strategy and leadership for the long run. Leaders who apply these ideas, and the many tips throughout the book, will have a distinct advantage in navigating today’s complex environment.

DAVID J. TEECE

Thomas W. Tusher Professor in Global Business

Director, Center for Global Strategy and Governance

Haas School of Business

University of California at Berkeley


         INTRODUCTION: THRIVING IN A WORLD OF VUCA

           Why Strategic Leadership Is So Crucial Now

IT WAS THAT TIME OF THE YEAR AGAIN, TIME FOR THE annual performance review that leadership experts say is so important and participants find so stressful. Nonetheless, Jing “Jane” Wang felt confident and upbeat going into her meeting with Lee Azner, vice president and director of Asia Pacific operations for “Brazelton Global”.* Her division met budget, no easy accomplishment given the economic downturn. She got along well with Lee, and they had talked regularly throughout the year about the performance of her division. Her only problem with Lee was that he could be, well, somewhat vague and rely too much on American sports metaphors to make his point. All things considered, though, Jane believed she’d had a pretty good year.

Lee agreed. For the first hour of the session, he was full of praise, telling Jane, “You’re one of our top up-and-coming managers” and “a very promising candidate for our high-potential program.” He commended her division’s financial discipline and cost-cutting initiatives. She was feeling good, starting to relax and thinking about promotion opportunities. Jane was ambitious and had anticipated making a move up within the next year. She was getting the feeling that Lee was delighted with her work.

But then the performance review took an unexpected turn. Lee shifted uneasily in his chair and said, “Jane, you’re a great operational leader but you need to be more strategic. We can’t just keep reacting to what our competitors are doing in Asia, or how our customers are changing. You need to work on being more strategic. We are beginning to lose market share.”

Be more strategic, Jane wrote on her note pad, underlining the phrase. Moments earlier Lee had been so positive. Now he made it clear that her next promotion hinged on being more strategic—whatever that meant. “Okay,” Jane said, “can we get a bit more specific? What do you suggest I do?” Lee’s face went blank. After a few seconds of silence, he said, “Well, do what Wayne Gretzky did; you know, learn to skate to where the puck is going. I’m sure you’ve heard of ‘The Great One,’ four-time Stanley Cup winner, hockey hall-of-famer.” With that, the session came to an end. Walking back to her office, Jane muttered, “Oh those sports metaphors.” She shut her door and googled “Wayne Gretski.” Up popped “Wayne Gretzky” on Wikipedia. Ah, she misspelled his name. More importantly, she learned that “despite his unimpressive stature, strength and speed, Gretzky’s intelligence and reading of the game were unrivaled. He was adept at dodging checks from opposing players, and he could consistently anticipate where the puck was going to be and execute the right move at the right time.”1

We’ve experienced countless situations like Jane’s: leaders get the message during their performance reviews or in high-potential programs that they need to be “more strategic,” and they intuitively understand why. In a changing environment, old ways of seeing the world become obsolete. And those who fall victim are often among the last to notice or respond. The need to become strategic is widely recognized. As Robert Kabacoff notes, “When asked to select the leadership behaviors most critical to their organizations’ future success, executives chose strategic thinking 97% of the time.”2 What is sorely lacking, however, is clear, specific advice about how to develop strategic acumen.

The term VUCA, which appears in the title of this Introduction, gained currency in the military during the late 1990s to describe an environment of volatility, uncertainty, complexity, and ambiguity. It reflects a shift from traditional Cold War military conflicts to asymmetric warfare with agile, dispersed opponents fighting under different rules for causes we don’t fully understand (e.g., terrorists). Businesses are increasingly encountering VUCA conditions as well, and this poses deep new challenges. Operational whizzes who rise to positions of leadership during relatively stable times often struggle when markets become turbulent and unpredictable. They are more comfortable with certainty and want clarity of direction so they can build a plan and direct a team. Yet, in this more uncertain world, successful leadership is less about a detailed plan than about a long-term approach built around capabilities that can be constantly adapted and reapplied to changing circumstances.

Peter Drucker was one of the first to emphasize that management is doing things right and that leadership is about doing the right things.3 Operational excellence, for example, is about determining where to source and how to optimize supply chains to meet near-term objectives as efficiently and reliably as possible. Strategic excellence is about seeing the bigger picture, being aware of pitfalls that might blindside you, spotting undercurrents in or outside the organization, seeing connections to other decisions, and winning the engagement of key players, or at least noticing how well they are aligned. It also entails setting direction, knowing how to get there, and making vital adjustments along the way. Adjusting strategy requires the ability to anticipate shifts in the environment, challenge long-standing assumptions, interpret disparate or complex information, and make strategic choices under ambiguous conditions.

Leadership is by definition about getting people on board to achieve a shared goal. It often involves developing an organizational culture and creating strong collective commitment to the cause. Leading requires the abilities to get buy-in for tough decisions, inspire people to follow you in the desired direction, and create a climate for continuous learning so that the team is prepared for the challenges ahead. But sometimes mainstream leadership is not enough. In times of crisis and change, when people are confused about what to do, ordinary leadership must rise to the level of strategic leadership. This means navigating the unknown, recalibrating the strategy, pointing out where to go, and getting the team back on track to prevent paralysis.
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“Unusual uncertainty” is how Ben Bernanke, former chairman of the US Federal Reserve Bank, characterized the business environment at the start of the financial crisis in 2008.4 Earlier he had written: “Uncertainty is seen to retard investment independently of considerations of risk or expected return.”5 Today’s business environment is still full of uncertainty, from economic and political to social and technological. The present level of uncertainty is such that many leaders consider it an impediment to spending and investment.6 In such times it is tempting to scale back and play it safe, but strategic leaders stay focused on the future, wary of curtailing investments and plans needed to win the long game.

Elon Musk, an entrepreneur par excellence, realized full well that his electric-car company Tesla could easily fail. At one early point, he was out of money but still highly committed to continue even when many others thought he had lost his mind. When asked about Tesla in a 60 Minutes interview, Musk replied, “If something’s important enough you should try, even if . . . the probable outcome is failure. . . . With Musk’s personal fortune dry and cars stockpiled in California warehouses, Tesla had to turn to outside investment to keep afloat.”7 George Buckley, as Chairman and CEO of 3M, put it succinctly: “If you don’t invest in the future and don’t plan for the future, there won’t be one.”8 Although uncertainty need not impede investment, and entrepreneurs routinely exploit uncertainty, it still tends to paralyze many leaders and companies. There is an abundance of excellent operations managers in companies around the world, but there is an acute shortage of leaders who can think and act strategically when confronted with volatility, uncertainty, complexity, and ambiguity—that is, the world of VUCA.

Why is there such a shortage of strategic leaders, the special kind who can handle VUCA well? One reason, illustrated through Jane and her vice president Lee, is that few managers get or give concrete advice on how to become more strategic. The problem is not just a general lack of feedback but a poor understanding about what it really means to be strategic. To most leaders, the notion of “being strategic” is fuzzy, poorly defined, hard to grasp, and shrouded in mystery. As a consequence, organizations often exhibit a lack of urgency or effectiveness in developing strategic leadership ability at multiple levels of management.

Our book seeks to bridge the gap between what most people superficially see as two separate domains—strategy and leadership. In practical terms, we want to empower managers to develop leadership plans for themselves and their teams. Companies need more people who are equipped to lead in an increasingly uncertain and complex world. Once you master the disciplines of strategic leadership, as Jane plans to do, the path to bigger roles and more influence to shape the future will be within your reach. The good news, as we have seen with many successful leaders, is that you can learn how to be more strategic.

WHAT IS STRATEGIC LEADERSHIP?

When times are stable, meaning that economic, political, social, and technological forces are reasonably predictable, leaders can formulate a straightforward plan to help execute a strategy. Their challenge in such cases is twofold: setting the right strategy and then delivering the desired results efficiently. Of these, execution will receive the most attention since the strategy is clear and stable—akin to the way a conductor executes a score in orchestral music. In a stable environment, the ability to execute consistently on a quarterly or annual basis can make a good leader great and widely admired. In times of volatility, however, the right strategy can quickly become the wrong strategy, and even flawless execution will not help. The game will have shifted from classical music to jazz, since improvisation around broadly agreed themes is now called for. Strategic improv is hard for just a single player, let alone a whole team. For example, Kodak was for many decades the leader in producing film for making photos. It fully mastered the process of chemical emulsion technology that went into making the photon-sensitive paper widely used in pre-digital cameras. Yet this operational excellence meant little as the world shifted toward digital imaging.

What Kodak lacked was sufficient strategic leadership to guide the organization’s ongoing exploration, discovery, investment, and implementation of a new strategy that embraced the digital revolution. Although Kodak had the digital technology and capacity to invest, it was not able to turn the organization around quickly enough to keep pace with the disruption of its industry.9 Strategic leaders constantly test and revise their strategy while managing and adjusting execution. They seek to deliver results in the short term while securing long-term viability. This balance is tough to get right. Since the stakes and challenges are higher in uncertain times, companies must tilt more toward strategic leadership than toward operational excellence. Importantly, strategic leaders not only respond well to uncertainty when it hits; they can actually create it by pursuing strategies that disrupt or destroy well-established business models. In the last few decades, we have seen great business success emerge from such creative destruction by agile entrepreneurs and companies that exploit new technologies, emerging markets, and sociopolitical trends.

A strategic leader must look at strategic decisions from two perspectives: “outside in” and “future back.” By “outside in,” we mean that a strategic leader starts with the external marketplace when addressing problems, without getting wrapped up by internal organizational issues. For Kodak, this meant downplaying the chemical-emulsion business model and asking what the future of digital imaging might be five to ten years hence. Deep down, Kodak needed to see and act sooner since digital cameras were displacing the company’s film. Ultimately, years later, smart phones would become smart cameras and kill Kodak’s traditional business. By “future back,” we mean that strategic leaders play the long game. Their long-term vision guides short-term decision-making in a flexible way. Strategic leaders plan backward from their idealized future images to what they must do now to be ready in five years or more. Being more strategic means reimagining your future and adapting your strategy or business model appropriately to changing times, to give your business the best chance of staying vital and sustainable. Kodak took too long to mobilize its middle management layer, even though its leaders recognized the tsunami of digital imaging ahead.10

In a rapidly changing world, strategic leaders engage not only with the competition but, more broadly, with an ecosystem of diverse and potentially disruptive forces such as customers, suppliers, partners, organizational cultures, capital markets, and technological innovations. The continual threat of disruption requires the capacity to envision the future and catalyze change. Strategic leaders can spot, avoid, or neutralize threats to the business, much as soldiers can neutralize improvised explosive devices if they get to the IEDs before anyone is harmed by them. This is the point Lee was trying to make when he asked Jane to do what Wayne Gretzky did—namely, skate to where the puck would be.

You can do this, too. Every leader can become more strategic. Having surveyed more than twenty thousand global leaders, and examined the actions of strategic leaders for more than two decades in industries and countries around the globe, we were able to identify what makes some of these leaders highly successful in shaping their future. Specifically, we found that relying on what worked in the past was often not an asset but a liability in times of uncertainty and change. At Kodak, for example, experienced managers stuck with technologies familiar to them and, deep down, resisted developing new competencies needed for future success. When regime change occurs, when the success formula or rules of the game in your industry are shifting, your instincts and past recipes may no longer work. That was exactly Jane’s experience at the time of her review.

In this book we focus on cases entailing serious stakes and high uncertainty, conditions common to many markets, industries, and countries today. Our research has identified six disciplines—meaning habits, attitudes, and capabilities—that are essential for leaders to thrive in VUCA environments. We devote a chapter to each discipline, illustrate success factors, and describe how strategic leaders can develop the ability to:

       1.  Anticipate changes in the market environment by staying closely connected with customers, partners, and competitors, rather than becoming disconnected and reactive.

       2.  Challenge assumptions and the status quo by surrounding themselves with people who think outside the box and are open to new ideas.

       3.  Interpret a wide array of data and viewpoints rather than looking only for evidence that confirms their prior beliefs.

       4.  Decide what to do after examining their options and then exercise courage to get it done rather than waffling or belaboring the decision-making process.

       5.  Align the interests and incentives of stakeholders, based on understanding different views, rather than relying on their power or position.

       6.  Learn from success and failure by experimenting, making small bets, and mining the lessons from both the good and the bad outcomes to create quick learning cycles.

These six disciplines are multiplicative in nature: when exercised together, they mutually enrich a leader’s situational awareness and strategic aptitude. Mastering only a few may not cut it for you or your team. Like the playmakers in a live-action competition, strategic leaders hone these six disciplines so that they can make the right moves at the right times to produce the desired results. Sometimes, leaders apply the disciplines to advance their vision. Other times, they use these disciplines to reimagine and envision their future. At all times, the most strategic leaders apply these skills with purpose and rigor. Let’s examine two examples.

The Six Disciplines

[image: The Six Disciplines]

Adapting to Changing Circumstances Can Win Many Followers

Oprah Winfrey had the strategic vision and discipline to redefine the talk show genre at a time when social values and mores were changing profoundly. Through an innovative blend of charisma, intellect, and emotion, she strategically shifted the paradigm of daytime talk shows in line with social trends.11 In the late 1980s and early ’90s, the world was increasingly complex, diverse, and unpredictable. The Cold War was coming to an end, social experimentation was increasing, more women and minorities were achieving success, and massive globalization was under way. Anxiety was high and norms were changing. Oprah’s emphasis on spiritual values, healthy living, and self-help spoke to the anxieties her viewers felt. Rather than ignoring these concerns, she embraced them and achieved new levels of viewer intimacy.12

Because Oprah didn’t fit the image of the traditional talk show host, who was typically white, male, and more conservative, she worked diligently to perfect a new style of audience engagement. Instead of using comedy for laughs or shock effect, she asked her viewers to think and feel. Compared to Phil Donahue, whom Oprah was originally slotted against, she was better able—through her dramatic stories and painful self-revelations—to connect with viewers.13 Donahue’s persona was familiar and appealing, yet he did not relate emotionally as Oprah did. Donahue touched on controversial topics without revealing his vulnerability. Oprah had an autobiographical and confessional component that blurred public and private personas. Her authenticity fostered empathy. In a refreshing and strategic breakthrough, she positioned herself essentially as one of her own guests. Even as she became famous and wealthy, she kept that personal bond.

At its peak in the early 1990s, The Oprah Winfrey Show drew an average of 12–13 million viewers each weekday. (The figure was about 6 million when the show ended in 2011.) Hers was by far the most popular show of its kind. As a result Oprah became one of the most influential and successful businesswomen on the planet.14 After twenty-five years, she left the show to launch her own TV network—twenty-four hours of programming seven days a week, all inspired by Oprah. The Oprah Winfrey Network (OWN) had a rocky start but turned a profit in the second quarter of 2013, six months ahead of schedule, and has grown in both ratings and revenue since then.15

Oprah’s strategic leadership discipline enabled her to realize a strong personal vision, anticipate audience interests, challenge TV conventions, make controversial decisions, and rally talented people to her cause.16 She built a trusted brand and maintained its integrity while diversifying across multiple channels, including production companies, acting roles, magazine publishing, book clubs, diverse charities, and Oprah’s Angel Network. She even launched a school focused on leadership for girls in South Africa. Oprah dreamed big to achieve her strategic intent and, in the process, reinvented herself. She took risks, learned from mistakes, and embraced new media opportunities. Her innovations built unmatched audience rapport and brand loyalty needed to win the long game.17

Embracing Uncertainty Can Pay Off Big

Whereas Oprah adapted her brand to changing times and fashioned a winning strategy in the media industry, Nathan Mayer Rothschild confronted uncertainty head-on in finance. Rothschild, the legendary financier whose eponymous bank became a global powerhouse, realized that uncertainty was a vastly underrated source of wealth creation. He summed up his investing philosophy with the aphorism “Great fortunes are made when cannon-balls fall in the harbour, not when violins play in the ball-room.” Nathan, the third of five brothers—all German Jewish bankers in the late eighteenth and early nineteenth centuries—understood that the more unpredictable the environment, the greater the opportunity, provided that you have the right combination of strategic thinking and leadership skills to capitalize on the moment.

The Rothschilds had just such a combination and, indeed, capitalized on the unpredictability of their time. Each brother set up banking operations in a different city of Europe. During the Napoleonic era, the British government struggled to dispatch money to its generals in battle on the Continent. “N. M.,” as Nathan was called, pioneered a payment system whereby he could move British coin from London to his brother James in Paris. James transferred it through Paris bankers to Spain, where the Duke of Wellington was fighting Bonaparte. The system enabled Wellington to replenish supplies, pay his troops, and rally his allies. According to Fritz Redlich, “Napoleon, who was almost completely ignorant of financial matters, was pleased by the imports of coin into France, and did not suspect at all that these funds merely passed through France and served to finance the war against himself.”18

The Rothschild brothers leveraged their network from the Jewish Diaspora to inform and implement their flexible financing strategies across Europe. They struck financial agreements with the English government that appreciated in value as the war dragged on and, over time, accrued vast amounts of British bullion. During the Battle of Waterloo in June 1815, N. M. took his usual trading position near a pillar on the London Exchange. He began to sell British consols, the primary trading debt instrument at the time. Other traders saw him and assumed that, with his superior information network, N. M. was receiving news about Wellington’s military conflict with Napoleon at Waterloo, Belgium. So, like N. M, they began dumping their consols on the market, driving the prices down sharply.

“Buy when there’s blood in the streets,” N. M. reportedly said, “even if the blood is your own.”19 Buy he did, knowing that his fortune derived from superior information flow and willingness to bet when others were afraid. N. M. actually had advanced knowledge of Napoleon’s defeat at Waterloo, thanks to fast couriers and carrier pigeons. But he did not want to tip his hand, and so he implied, through his trades, that Napoleon was winning the battle. In the meantime, he privately bought British consols at rock-bottom prices. By the time the truth reached London, prices had skyrocketed—and N. M. made millions of pounds in these trades.20

Strategic leaders like N. M. are prepared to adapt and flex their strategies and can do so more nimbly than those who are entrenched. When times are uncertain, the best move is often not the one you planned. Strategic leaders recognize this reality and the potential trap within it: they size up the situation and create new options as N. M. Rothschild did when risking his fortune on a war’s outcome. Importantly, however, N. M. had an edge with superior information, insight, and guts. He played his hand to the fullest and helped create a banking empire in the process.

THE ROADMAP TO STRATEGIC LEADERSHIP

Strategic leaders enable their Wellingtons to win at Waterloo with timely information, excellent situational awareness, and smart tactics. Whether you’re an executive, the head of a business unit, an entrepreneur, or an aspiring leader, the six disciplines of strategic leadership provide immediate benefit in your current job, prepare you for promotion, and equip you to shape the future. We guide you through these six disciplines to enhance your own strategic leadership for the long run and to provide assessment tools to measure your progress. The focus of our book is on you, the reader, in your role as an individual leader en route to becoming more strategic. Organizations can also use our framework to build strategic leadership training into development programs so that leading strategically becomes an organizational core competence.

Chapter 1: Elephants and Black Swans examines the discipline of anticipation. How far can you see into the future? How quickly do you spot ambiguous threats and opportunities on the periphery of your business? These are important skills that require time and perseverance to master. Elon Musk, co-founder of PayPal, Tesla, and SpaceX, has shown that he can see pathways for technology innovation sooner than others. Contrarian Wall Street investor Steve Eisman is another rare exception who saw the impending demise of the subprime bubble early on. By contrast, leaders at the Lego Group all but missed the digital revolution in toys and gaming. Digital entertainment was outside their comfort zone and beyond their planning horizon. Strategic leaders see sooner and scan wider to outpace disruption. Accordingly, this first chapter demonstrates how customer intimacy, peripheral scanning, scenario thinking, and war-gaming can help you to scan wider and see sooner.

Chapter 2: What Are You Afraid Of? explores the discipline of challenge. Are you comfortable with conflicting views and differences in opinion? How often do you question your own and other people’s assumptions? Do you challenge the underlying assumptions of your industry or team to redefine the customer’s experience, as Sir Richard Branson did at Virgin Atlantic? Branson works hard to solicit candid feedback from his staff and customers. Strategic leaders rarely isolate themselves. We discuss how Pope Francis, soon after his election, traveled to Brazil where he walked and talked with the crowd. He continually connects with regular people to stay close to the true mission of the Church and get input from diverse members of his flock. Sheryl Sandberg, of Google, Facebook, and Lean In fame, promotes equal risk-taking by women and men with messages such as “Fortune favors the bold” and “What would you do if you were not afraid?”

Chapter 3: The Dog That Did Not Bark covers the discipline of interpretation. Can you pick up on signals to distinguish anomalies from leading indicators of change? Finland’s former president J. K. Paasikivi, who served from 1946 to 1956 and whose nation had long been under threat from the Soviet Union, was fond of saying that wisdom begins by recognizing the facts. Paasikivi usually asked a lot of questions and invariably elicited complex and conflicting answers. We recount how Charles O. Holliday Jr., former CEO of DuPont, picked up several weak signals in the fall of 2008 that prepared DuPont for the deep recession that followed. We show you how strategic leaders see the future in the data at hand and provide tips for amplifying signals, connecting dots, spotting patterns, and testing hypotheses in clever ways.

Chapter 4: Sailing into the Storm breaks down the discipline of decision-making. How often and how quickly must you make tough calls with incomplete information? Maybe 10 percent of the time? That’s Bill Clinton’s estimate: “You really hire the President for the 10 percent of the decisions that advisors cannot agree on. The most difficult decisions were the ones where nobody could know the answer.”21 We look at such prominent decision-makers as Chancellor Angela Merkel in Germany and Laurence Golborne, the Minister of Mining in Chile. Golborne, new to his job, faced a collapsed mine that had trapped many poor workers. These decision-makers did not go maverick; they followed a disciplined process that balances rigor with speed, considers the trade-offs involved, and accounts for both short- and long-term goals. We also examine the unconventional decisions made by Zappos’s leaders, who broke the rules, saved the start-up from going under, and transformed it into one of the hottest online retailers.

Chapter 5: This Matrix Is Killing Me addresses the discipline of alignment. Do you regularly engage your managers’ direct reports in decisions that affect their work? According to one study, 47 percent of managers said that their leaders did not appropriately involve them.22 That’s why the leaders of Whole Foods, for example, have formed autonomous, self-managing work teams who manage their own business, run their own profit-and-loss statements (P&Ls), and make merchandising decisions. We also examine how fabled soccer coach Alex Ferguson managed to get brash young soccer stars at Manchester United to win again and again. Managing big egos is one major challenge; getting alignment across diverse cultures is yet another. This chapter looks at different approaches to rallying key players, building bridges, and achieving buy-in among stakeholders who may have competing agendas.

Chapter 6: My Gift Was Not Knowing focuses on the discipline of learning. When was the last time you admitted you were wrong—in public? We describe what CEO Reed Hastings did after one of his decisions riled the Netflix customer base enough to drive hundreds of thousands to drop their subscriptions.23 We examine why Sara Blakely, the youngest self-made female billionaire in America, attributes her startling success at Spanx to learning from failure.24 Strategic leaders study setbacks and defeats openly and constructively. The US Army routinely conducts immediate after-action reviews. Google has created a community of learning modeled after Stanford University, where the company’s founders studied. Samsung sends high-potential leaders overseas to immerse them in different cultures. In examining this sixth discipline of the strategic leadership framework, we discuss how to experiment widely and probe deeply so as to learn from your experiences, flops, and surprises.

Chapter 7: Two Visionary Leaders provides an integrated view of all six disciplines. We profile Nelson Mandela to illustrate how these disciplines were instrumental, each on its own and especially in combination, in his remarkable journey. The key to Mandela’s success was a strong vision of social justice and the ability to deploy the six leadership capabilities as he confronted challenges and opportunities. His transformational leadership to help with the long game evolved over decades, whereas for Albert C. Barnes, another strategic leader profiled in this chapter, harmonizing multiple skills was problematic. The very gifted Dr. Barnes rose from humble beginnings to assemble a world-class collection of paintings and had a vision to achieve social democracy through art education. His great business success early in life afforded him time and money to pursue his passion for art. He collected paintings from artists such as Cezanne, Matisse, Soutine, and Modigliani before they were well known. Nevertheless, Barnes’s story illustrates how an enormously gifted leader with a transformative vision can fall short of a far-reaching goal.

Epilogue: Be More Strategic guides you in developing your own strategic leadership plan. It introduces a strategic leadership survey to diagnose patterns and gaps in your capabilities, establish your personal skills–building agenda, and measure your progress. We look at Jane Wang’s approach to becoming more strategic. We discuss how you can set priorities according to your career plan and organizational setting. And, finally, we show how to select the right tools for bridging major gaps as well as how to leverage resources such as training, coaches, and mentors.

The aim is to tailor a strategic leader plan just for you. We illustrate how to structure your plan around the six disciplines by revisiting Jane’s case in each chapter.

[image: ]

              The problem is the world changes out from under you if you’re not constantly adding to your skill set.

—JEFF BEZOS

[image: ]

*This is a disguised name; other fictitious company or person names (to protect confidentiality) will likewise be in quotations marks when first used.
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