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PITFAELS

“ anagenent hae no choice but oo sider. Conaequently, bogrds encounter rerlai Vpes
anticipate the futwre, 1o anempt o of problems hae undernime theic allempts 10
mold it, and to balance shorerange  crente a winning strateys for their assaciation. Here
and fongrange goals. [ is aot given  are eight of the most cenimean.

o maorials 10 do either of these well,
But lacking divine guidance. husines: management  Pitall Using the “tip of the iceberg” appreach.
ol I “Coerting Back o Siearcgy,”

must make swee that these i€
responsibiltaes are not overloeked from the Harmard Business Re-
view boak Sraterg: Seehing and

or neglected but aken cane of as
Seenriag  Crmprlitioe Adveregge,

well as humanly possible.”
—FPeier Drucker, The Pracice of | B Propvem, 8 BRE0ES AN [ management consultant ken
Menagement programs are merels the visible {Ihenae notes, “The visible clash-
mixnifeatations el the deeper | ing benveen companies in the
Mo aspect of the board s respon- clements of sirateyic Thinking. marketplace—whar managers
sihility ix more vital tham i role in B A goesisn st ssoien the wrme 1| Frequently chink ol a5 siraegy—
shaping the strategy that will mekd “play it sale™ making incremen- | i bug g small fragment af ihe
the associntion's Deure, B all oo tal changes in the associalion’s strareie whole, Like an leeberg,
oftenn the magic and power of previous sllegy imay not help modt of srategy i5 submerged,
stearciy is buried beoeath the de- | Lhe: agsoCianicn prosper. hidden out of sight”
tails of the strategic planaing pro- | B To Wi s THE SURRETFRALE, ATt [ their awemprs & Creai
cess or lost amid a sea of confusion assorciation mus carelully strategy, many boards mistak-
about which issues ar data 10 con- narcosw its Focus and o hooee enlv bBelieve thar their associa-
[h_l:lb;,' |'I.1]'|:'I'I"-| 1] I:II'E'IIII:".'r LI [y
i whiel iwishes o excel.
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Strate

00 often the magic and power of
strategy is buried beneath the
details of the strategic planning process.

tens' mix of producis, seevaices, andd
programs are the building blocks of
steategy. They fail
are merely the visible mamfestaions of the deeper
clements of 11.|:.|.1.eE:ir.' t]:i:‘.i;iﬂg.

To illuswate chis poing, consider a clissie lesson in
strategy from the bosiness searld: WaldMan. From the
customer’s point af vew, the cornerstone of WalMards
stratesy appears 10 be “evervday low prices,” Whil
customers never see are the hidden eapabilicies in
logistics and inventory management {the company’s
now famous “eross-docking” technigue) it allow
WalMan o deliver lower prices al o higher profic
margin than ils compelilors.

In otber words, “evervday low prices”
the visible part of strategy anticalating what it takes w
win in the marketplace {Le.. geuing and keeping
customers). Meanwhile, the crossdocking concepo
represents che hidden part of spategy, the wue
building block that bas enabled WalMare wo sustain iis
winning wavs across the past 23 vears. When gauging
the relztive proportions of the visble and hidden

wr realize ihai pbese

FEATE s

1

A1

Ways to shape a
winning—and
sustainable—strategy.

By ALLEN LLIFF
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Lhaping strategy

clements of strategy, the . Biter ofien
represents the bolk of the suatenc
whele.

To create 2 deep andl robus sirar
ey At is both winning and sustain.
ahle, the hoard musi engace in an
cxplicit diseussion of hoth the visigle
and the hidden. It is no sufficient in
ruered ask, "Whar doos it @mke @ win
in the nlﬂr]::'lrl]:'l.-:‘:t"'; b el 1w gel ang
keep members?”™ The answer 1 thal
fuestion provides perhaps one third
of the entire i::l'.:l::gli-;_' forrnula, Linfor-
tunacely. this is 25 far 25 many baards
o with struegic planning. Consides-
able time and enerpe must also be
focused on asking, “What will it take o
sus@min thar winning cdge aceois the
rext 3, 10, o7 15 vears Whar capabili-
tics. shills, Forms of knowledge, or
oifier atribunes are eisenialy”

Pitfall 2: Falling te develap ditfterent
answers for tomorrow's guestions.
Many assaciations arc dealing with
vapid and profound changes cansed
by achvances in techoulopy, shifis in
demearaphics. and other Gacwors. T
the conext of these terbulent nmes,
a board miuse aveid the uras i Tplav
i safe.” and oommst ||'|'|:'-J;||i.n:_' 1l
tnerentenial changes in strateey min
no! help the associntion prosper. As
Feter Drvicker cnce abaserved in Alaa-
o for Fesalts, "Too v and make
the future happen is risky: bun e iz a
rarional ‘.‘|{Li1-'ill1.. Al iy s Eese riskr
than coasting along on the comfors
able assumpiion that nothing is go
ing to change, less risky than follow-
ing a prediciom as o wha “mess
happen or what s “most probable)
oo domgerange planning docs nol—
and cannel—aen a1 the eluvinaton
ol risks and uncertuinties, Thil s nog
given o mortal man, The ene thing
het can v is 4o o, and accasionally
e cremte, the right orish oand w
exploi uncerting.”

If a hboard agrees tlise 1he Eurpre
will b subsmantialle diflevent from
toda. b sl ask isell “How de we
e oanel msake the Tuioree h:lppq;'n.:'
The Fllowing set ol guestons about
ol mnd the e represeng 2

he board must engage in
an eXplieit discussion of

both the visible and the

hidden.

proced 5-.I.'|:r|!i:|1|:-'. point for 'Iu::u:bk_iﬂg faz-
ward. [(These r|1:1-_\linn: Higs adap-u:d
and reprinted by permision of
Huarvard Business School Press from
Compeing for the Future: Breakihvowgh
.':T.'rr:rqeéﬁ l.I'i'.'l.l' Erl’:e'.ug {Caniral all Yowr
Ieduslry and Crealing rhe Markels of
Temomure, by Gary Hamel and C. K.
Prahalad, Besten, 1994, papes 16=17;
coprright Cary Hamel and G &,
Pradualad, a0l righes reserved.)

Tadday

4, Which customers {members)

are vou sering woday:

2. Through which channels do vou
reach custemers (rrembers) wda
3. Who are vour compeliioes todav?
A Whar is the basis for vour compe ti-
Live :|-:|l.:|.|||:|.y' :-,:-|,‘|;1:.":'

S, Where o
from wodas?

B. What skills ar capabilites make
VoL Ligtipuee today?

Tl whar end markets oo VU pEITe
Ii-::|.|:r.1|r|_1 FERTH B E

Five ta T vearr i e fietno

A Which customers (membersy will
violl be serving o the futre?

2. Thromgh which chanels will vou
rach costemers (members] in the
Fuiee:

3 Wha will be vour eompetitors in
the e

Ao wha will be the busis for vour
compelitive avanoge in the futire?
B, Wheawe will vour marging come
Froomy in chee Tutare?

6. Wha skills or capabilites will make
WOl l.|||il.|||l.' in the Qe

Tolm what end
participate in gl Mo

THINLD ||:|:|.rgi.|:|.:-. O

miarkets  will vou
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Il the bozrd does nat have reason-
gblv dewiled answers w “fwture”
|_'||_|c:-'.|_i|::-n'= gl i fhe amswers 3are non
su!:-.':ll:'u'lli.ﬁfl}' thifferent Freoen “poday”
answers, there is linle chance phe
association will he able w find ar
creie  the |'igh.[ risks and explail
WACErLAinLies.

Fitfall 3: Alming for a lappy me
dium. Ta win in the markeiphes, an
associaton must carcfuliv marmow Qs
focus and choose thoss aspecs of
il serace e wilch in wishes o
excel. Whilis i is rempting Qo s based
o vt e be all dhings w all peeple,
thiz approsck leads oo Biondie Bsgof
SECSHe s and encs catbier elon o
cxcepliomd menther senice.

Auriing, s Ferer Drucker savs in has
Bannak .'II"rII.'.'J_'lT'?ig i Turduleony  Tieas,
"Typeeally, busines—vn cven more,
nanprofin puilic insdwrions—believe
thaa, o S tha oins @ n 113[3'}:.'
meeedinnm lerasy
sk, angd adeguately |1:||£'|:::|1Ir. TJM':-
wrong, In many markels  one
prrespers only ac che exuremes; eicher
ax oz of e Tew marker leiwders whin
sor the sandard. or as o specials
suppiving o mrow mange of producs
or seriees. .. The beiween posis
o is rrel desicable or cve siable.”

it ost Cooforinkle,

are

Pitfall 4: Lesing sight of the mem:-
ber, Because simigmy Creidon is o
complex, chrawronat adfiir, i is disoress
amgly sy o lose gyl of what matiers
enest: the member, Chscussions about
Fuctors such s competiton. demo-
:I_.'hl'n.-'lfl"]'li{ ]| 5-|.|I.'i:|I| Erenicds, sud |I.'L'|:LI:'.I:I]'






