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				by José antónio de Sousa (President & CEO of Liberty Seguros)

				Management is one of the most fascinating disciplines of Human knowledge, and for me the study of the various aspects it embraces certainly has been a “lighthouse” that provided guidance and shelter throughout my personal life, and my career. Management, in all business and organizational activities, if we go to Wikipedia, is defined as “the act of getting people together to accomplish desired goals and objectives using available resources efficiently and effectively”. Wikipedia further says that “Management comprises planning, organization, staffing, leading or directing, and controlling an organization, understood as a group of one or more people or entities, or effort for the purpose of accomplishing a goal”. 

				In the broader sense of the definition of the word, it touches virtually every single aspect of our lives, both personal and professional, ever since the Human Species exists. When our ancestors of thousands and thousands of years ago formed a group to hunt and kill an animal that was far bigger and stronger than any one of them considered individually, but provided food and furs to keep them warm and alivethroughout the winter, they were definitely using critical aspects of strategic and operational management (selecting the group of strongest hunters among the “resources” available in the camp, observe the animal to kill, define the best way to hit the animal in the weakest point of its body), in order to be able to survive in that hostile environment. Housewives, since the Human Species exists as well, deal on a daily basis with aspects of operational management, be it logistics, budgeting, cost management or supply management, in order to pull their families together, organize them, and help them not only survive, but develop and get stronger. 

				The corporate world is no different than our personal lives. Every year thousands and thousands of companies are created by enthusiastic entrepreneurs, full of hope and carrying hugeexpectations of surviving in today’s globalized and increasingly complex hostile environment. And every year a similar, if not even largernumber of enterprises die, destroying a tremendous amount of value and intellectual capital, and causing significant pain to many individuals. 

				If it would be possible to make a “lessons learned” case study approach to identify the reasons of failure of so many companies, both the ones managed by their own creators, and the ones managed by professional managers hired by them, it is my strong belief that it would be fairly easy to come to the conclusion that the main reason behind the failure, the true root cause, alwayscan be tracked tothe lack of observation of one,sometimes multiple, of the more basic and simple principles of the discipline of Management.

				This obviously offers a fertile ground for books, covering the various aspects and multiple sub-disciplines within the overarching discipline of Management,to bepublished by the hundreds every year. When asked to write an introductory note to a Management book, I always remember the firsttime I visitedthe home ofa friend in Mexico, who was an expatriate, as I wasback then, some 25 years ago. My friend, an Honduran citizen, proud of his “ivy league” US education, which definitely opened the doors forhim to become the President of a known multinational Cosmetics company for Mexico and Central America,was a passionate reader of every single book on Management related issues, that was published. His house, as most expatriate houses in Latin America, was huge, and so was the library where he had his gigantic pool billiard table, and the inevitable bar, of course. But the remarkable thing in that singular room was that the walls, all 4,were literally covered, from floor to ceiling, with Management books, and only Management books. There were, my guess,many hundreds, probably more than athousand booksin that room, and my friend claimed he had read them all. By now my friend, some 15 years older than me,probably has retired already,looking behind at a very successful managerial career, without flaws or mistakes, thanks to the wisdom gathered with all that reading!

				As impressed as I was by the content of that room, my own experience throughout the years clearlyshowed me that one can divide books onManagement and related subjects in two basic categories. The ones that are “nice to have”, contributing to a nice and colorful decoration for one of the sectionsinyour library, and the ones that are clearly classics of timelessness nature, that I define as “need to have”, or better said, as “need to read”. Among those I would classify the work of David Ricardo, Adam Smith, Marx, Samuelson, Keynes, and more recently Peter Drucker, the father of modern Management disciplineapplied to business and corporate organizational issues, Michael Porter, Kotler and those of Jack Welsh, just to give an example of my personal choices in this area. This one by Professor Jorge Vasconcellos e Sá will definitely become one of those few elected in my personal library that will remain in the History of the discipline of Management as a “lighthouse” reading.

				When Professor Vasconcellos e Sá contacted me, and asked me to write the preface to his newest masterpiece, I felt extremely honored, because the fact is that we hadn’t met yet in person. Ever. I obviously knew him though, because he has a remarkable career as a Professor, and as a renowned writer of many fantastic contributions (books and papers), that he is leaving as a legacy to the future generations of students in the discipline of Management. 

				This book comes to daylight as Portugal goes through extremely difficult times, and struggles to regain credibility, and it’s financial independence. Despite the 2008 international crisis, that hit us hard as almost every single country in the world, the situation we got ourselves into is mainly self-inflicted, clearly the result of poor Management practices, cultural issues, and structural imbalances that we have never really collectively dealt with.

				When I returned to Portugal in 2003, after having worked as an expatriate for 2 multinational companies during 25 years in various countries in Europe and Latin America, one of the first books that struck me, that I avidly read in order to “get up to speed” about the reality I would be facing in my own country, and that still is on my desk with dozens of annotations, and pages marked for easy finding of subjects that caught my attention, and that I still read occasionally in search of inspiration and guidance, is precisely a book that Professor Vasconcellos e Sá wrote in partnership with another renowned Portuguese Economist and University professor. 

				The book “Portugal Europeu?”, published in 2000, is a hard look at our reality as a country, clearly pointing out the opportunities that we lost to get ourselves closer to Europe, the way we mismanaged the structural funds that flood to Portugal over decades since joining the EU, and showing what needed to change, fast, in order to really get there, reducing, instead of amplifying, the growing divergence in the standard of living between Portugal and the rest of the European Union. A decade later almost nothing of what the authors wrote back then had been done, and we are far worse than we were at the beginning of our century. It has nothing to do with the 2008 international financial crisis, but unfortunately all to do with managerial mistakes in conducting both the businesses, as well as the country.

				“Shakespeare, Henry V and the Lessons for Management” is yet another unique and valuable contribution of Professor Vasconcellos e Sá to improve the practice of Management techniques in Portugal, allowing this country to have a second chance to stand up on its own feet, develop a culture of meritocracy, and regain a deserved status of credibility in the group of developed nations. As Professor Vasconcellos e Sá masterfully demonstrates “q.e.d.”, sound Management practices and techniques are to be used by businesses as well as by countries, in order to make them successful. Countries compete for financial and intellectual capital in the international arena in exactly the same way that companies and businesses fight in the market to compete and win. 

				As I was in the process of writing this prologue, I learned from a “headhunter” (that was not trying to hire me…) a story that I immediately linked to the content of the book. Intelligent, innovative and fast countries, like Brazil, are overcoming the lack of skilled resources they have in their own market to support the explosive growth, through creative approaches. A very large Brazilian company was hiring Portuguese engineers in all lines of engineering (mainly civil engineering), and to keep the cost of the initiative down, but still be able to “pick up their brains”, decided to open an office in Portugal, where those hired Portuguese engineers (considered to be the very finest and best trained in the world), will work for them on projects in Brazil. No more expatriation costs and travel costs, and since salaries in Portugal are far lower than in a booming Brazil with scarce skilled resources, this is a cheap way to get to the finest intellectual capital, one that Brazil didn’t invest one single cent in forming and developing (all paid by the Portuguese taxpayer through the public education system that developed those engineers), but is now benefiting from. Brazil reminds me the nimble strategy designed by Henry V while preparing for battle at Agincourt, while Portugal resembles the heavy French cavalry stuck in the mud at that battle! Yet Brazil is a huge country, and we are a small country that could easily be fast and nimble, if we only listened to the lessons of Professor Vasconcellos e Sá!

				I am so thrilled with the content of this book, another one that will stay on my desk for future references and consultation, that I could easily continue writing my introductory comments on and on, making them larger than the book! Since that is obviously not the purpose of a preface, I will drive my comments to conclusion by strongly and vehemently encouraging my fellow citizen, be it business people, entrepreneurs, students, fellow university professors, or politicians to read this book, and absorb the profoundness of the subjects brought to us by Professor Vasconcellos e Sá, all written in such a catching, interesting way, that one simply can’t stop reading until the very end comes! 

				One of the multiple lessons I take from this particular reading, one that is for me a completely new focus on a very critical area of Management, in this particular case the SWOT analysis (that should be a compulsory exercise and discipline in each business and for each country), is the part where the cause is defended that one should “change the terms of competitive engagement”, by focusing mainly on our strengths, reinforcing them, and getting even better at what we do, instead of spending an inordinate amount of time and resources trying to minimize our weaknesses. Actually after having read and thought through what the embedded message is, I realized that in many ways we could find here the recipe for our own success as an organization, since Liberty Seguros arrived to Portugal in mid-2003.

				Since that very first day of our presence in Portugal, a significant part of our Corporate Social Responsibility Program has been focused on patronizing books that represent a fresh contribution to improving the practice of developing better managerial skills and talent. Professor Vasconcellos e Sá, as Al Ries and Philip Kotler have put in a much more refined (and short) way than I have, has done again a remarkable contribution in that area, and we are extremely honored to be associated to this editorial project. 

				In order to make the extremely valuable content of this masterpiece available to a broader audience in Portugal, I sincerely hope that one day Professor Vasconcellos e Sá agrees to have this particular book translated into Portuguese!

				José antónio de Sousa

				(President & CEO of Liberty Seguros)
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				“What is most important”, the disciple asked Socrates, “intelligence or memory?”

				“Memory”, answered Socrates, “for one only knows, what one can remember…”

				History is the memory of mankind. Without its knowledge, we are condemned to start over and over again. As Santayana put it: “Those who ignore History are condemned to repeat it”.

				But then, History is the memory of all. Not only of me. But also of the others.

				And as Shakespeare shrewdly noted, while “most people learn at the cost of their own experience, he prefered to learn with the experience of… others”.

				Thus the importance of History: it is memory; and of all: there is no more credible source of wisdom.

				And specially important are those lessons, where the weaker side – against all odds – won astounding victories, therefore raising the question: how is it possible?

				How is it possible the outcome of Agincourt (in the 25th of October 1415), where France, then the main european military power and with an army composed by the best of its cavalry, was defeated by an english army of commoners. And in spite of France’s overwhelming superiority in numbers: 30 thousand French against 7 thousand englishmen; a ratio of more than four to one.

				At Agincourt, the french lost 10.000 men. The english lost only 500; twenty times less.

				Agincourt, was an hecatomb which prolonged for almost half a century the one hundred years war. And it was the enormity of the deed that led Shakespeare to write his play: Henry V.

				However, what interests us here, is neither History per se, nor military warfare. But what both can teach to management. Either for profit, or not for profit organizations. What are the lessons? What is there to be learned?

				As we shall see, the lessons can be divided into three main areas: policy for countries (chapter V); strategy for corporations (chapter VI); and staffing (chapter VII): how to select, place and promote people.

				The latter, are frequently pointed out as the major assets of any company. Although, more often than not, when practice deviates from History teachings, people rather than assets, become liabilities.

				So let us start by looking into Shakespeare’s Henry V and the battle of Agincourt (chapter III). Then use military experts to draw the lessons (chapter IV).

				And finally apply those lessons to management. That (chapters V, VI and VII) is the bulk of this book.

				For such a purpose we will use the works and interviews of great scholars, managers and entrepreneurs: Peter Drucker, Alfred Sloan, Jack Welch, Andy Grove, Steve Jobs and Bill Gates.1
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				So let us start. And see what both Shakespeare and History teach us. At Agincourt. And how that applies to management.

				
					
						1 Those interested in pursuing the subject further, will find at the end, in section IX, a very selected list of references.

					

				

			

		

	
		
			
				II. PRELUDE

				(before the battle)
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				“Let us fight. If we are marked to die, we are enough to do our country loss. And if are to live, the fewer we are, the greater our share of honour.

				Whoever wishes may depart and will not be persecuted.

				Those who stay will never be forgotten, but shall live forever in the memory of men”.

				Thus spoke Henry V, King of England in the morning of the 25th of August 1415, in the prelude of battle which was to oppose his army to a french force, four times greater.
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				The place was Agincourt. A battle of the war that came to be known as the 100 years war. 

				Indeed, all had begun far earlier back, when William of Normandy conquered England at the battle of Hastings in 1066. Since then, English kings had always claimed rights over Normandy and other parts of France.

				So, shortly after being enthroned, as king of England, Henry V reivindicated equal rights over France and convinced the parliament to vote a merger subsidy, (to what he added a loan), asked for volunteers for the war (the nobility resisted what it saw as a pointless adventure) and on the 11th of August 1415 an invasion fleet set off for a surprise attack on Harfleur, an important port at the mouth of the Seine. The ultimate destination was Paris. Not far away (figure 2-2).
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				The initial landing went well, but when Henry finally received the surrender of Harfleur on the 22nd of September, his strategy began to crumble.

				First, dysentery reduced his army by almost two thousand men and a further thousand had to be left in Harfleur as a garrison force. So from an original strength of nearly ten thousand, Henry was now down to little over seven thousand soldiers.

				Another important factor was that the French – finally overcoming their hesitations and internal dissent – had by now raised a formidable army of 30 thousand strong.

				So reluctantly, Henry abandoned his plan of pressing on to Paris. And given the situation his council suggested a rapid return to England.

				For Henry, however, it was unthinkable that he would tamely withdraw. Instead, he decided to show he could march through France at will and leisure and reach Calais, then under English rule, thereby winning an important moral and propaganda victory. 

				Henry calculated that ten days should be enough time to see the English safely into Calais and he gambled on the inactivity of the French army, due to both the hesitation and internal dissent which had already cost it the port of Harfleur. Events, however, would prove him wrong.

				The English army, which left Harfleur on 7th October, was light and fast, but the French did not remain idle. They moved directly across the path which Henry planned to take and positioned themselves between the English king and Calais.

				As the English scouts approached they saw the terrifying sight of the French army. A might of thirty thousand strong (against the then English army of seven thousand), which totally blocked the English line of advance.

				On 24th October 1415, the two armies settled down for the night, the French in very high spirits, anticipating their easy victory in the next day. The English were sombre, but resolute to make the French pay for every sword drawn...

				The French army was mainly composed by:

				-	heavy cavalry (the tanks of the middle ages...); and

				-	nobles and knights who had war as a profession.

				The English army, on its side, was mainly:

				-	foot soldiers;

				-	recruited among plebeians, who had abandoned their crops and volunteered for war, in exchange for a sold and in the hope of pillages.

				And the stage was set for the battle.
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				III. THE BATTLE
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				The first rays of the morning of the 25th October, 1415, showed the battle field, with the English in red in figure 3-1 and the French in blue.
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				When Henry V saw the French army blocking its route to Calais, it spent considerable time selecting a terrain to place its army.

				The location he finally selected had the following characteristics (figure 3-1):

				-	1st – steep slopes in both sides and a slighter one in the middle;

				-	2nd – forests, also in both sides;

				-	3rd – funnel shaped (the width was of 1000 meters in the French side and narrowed down to only 860 meters in the English one);

				-	4th – and the terrain was not only soft, but also muddy and slippery from the constant rainfall.

				To these characteristics, Henry V added six foot long stakes, which he had ordered to be cut from the trees and put them in front of his army.

				Besides these long stakes, there were no obstacles separating the two armies that confronted each other + 910 meters apart.

				And thus began the battle, whose phases can be mainly reduced to six, as shown in figure 3-2.
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				Initially, and in order to provoke the French army into charging, the English archers advanced a few hundred meters, sent a shower of arrows upon the enemy and then withdraw into their lines.2

				So, in the first minute between 30 and 60 thousand arrows fell into the French lines. The heavy infantry and cavalrymen was protected by their armours. But the horses were far more vulnerable.3

				As a consequence, the first of the three corps which composed the French army, charged (phase two in 3-2). Against arrows, now coming from the initial position of the English army; stakes firmly stuck to the soil; and the middle slope. And then there was the muddy state of the terrain. All that making for a slower advance of the French cavalry, in top of the mud that made it considerably difficult for the cavalrymen to get back on its feet, once they had been knocked down.

				Next (phase 3 in figure 3-2), the second French corp advanced, pressing the front lines in the funnel shaped field, and thus creating a mélee with no room to manoeuvre.

				At this time the French crossbows4, who were between the first and the second corps (phase 4 in figure 3-2) were unable to target the English as they were pressed by the second corp, closer and closer into the first corp.
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				The overall result (phase 5) of the pressure of the second corp and crossbowmen, the funnel shaped terrain, and the long stakes fixed to the ground, was that there was (1) no room to manoeuvre, (2) the cavalry became an easy target, most (3) fell, were (4) unable to get up (again due to the mud and the mélee) and so (5) became easy targets for the lightly equipped English with their mallets, hammers and knifes.

				Before this scenery of total debacle, the demoralized third French corp, made a half hearted attempt to attack and withdraw, thus completing the sixth phase of the battle.

				The result? Rather than a battle, it was a massacre. Ten thousand French (against 500 english) were killed: a ratio of 1 to 20.

				Two thousand French were taken prisoners. And France lost the best of its nobility. Killed: Charles d’Albret, the constable; the Duke of Braban, Bar and Alançon. Or emprisonned: the marshall Boucicaut; the Duke of Orleans and Bourbon; the count of Eu. And so on.

				And the war was to go on for almost 40 years. Still…

				It is time now to move into explaining what happened. How was that possible?

				
					
						2  Five of the seven thousand strong English army were longbowmen. The longbow was the machine gun of the middle ages. Archers, depending upon their experience, could throw one arrow in each ten or five seconds (six or ten per minute).

					

					
						3  Historians dispute whether an arrow could at that time (early 15th century), penetrate or not the heavy armour of professional soldiers. In any case, the impact could certainly put a cavalryman out of balance and make him fall from his horse.

					

					
						4  The crossbows had the advantage over the longbow of greater accuracy, but the disadvantage of being slower to manipulate.

					

				

			

		

	
		
			
				IV. THE CAUSES OF VICTORY AND THE LESSONS FOR MANAGEMENT
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				The two lessons

				How to explain? What happened? How is it possible that a light armed and much smaller force, totally defeated a heavier armoured and more than four times larger enemy?

				What are the lessons of Agincourt? The answer is two.

				First, the importance of (concentrating in) maximizing our qualities instead of trying to minimize our weaknesses.

				And second, to choose well the field of combat.

				The result of both is that, the terms of engagement will be changed.
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				And what happened applies equally to all types of entities: countries (and geographical regions); companies (small or multinationals); and people: be they top managers or subordinates. Let’s see.

				First lesson: To maximize our qualities

				Henry V – when preparing the expedition into France – could not raise in England a number of heavy armoured combatants comparable to what he expected to face in the French side. Both (in horse) knights and (foot) men-of-arms. 

				There were several reasons for that. First, financial reasons. Henry had to complement the scarce parliament subsidy with a loan. Then, English nobility did not embrace heartly what some saw as a needless adventure. And finally, the English population was much smaller than that of France, by far then the largest populated European country.

				As a consequence, what did Henry do? He opted for taking as many heavy armoured combatants as possible (both in horse and foot), resulting in having a few against many (of the same type)?

				 Of course not. He decided to change the terms of engagement, by first of all concentrating in maximizing the qualities of his army: foot (and not mounted soldiers); lightly dressed (and not heavy armoured); longbowmen – with mallets or hatches (and not sword and shield soldiers).

				The longbow, although a Welsh invention, was the expertise the English were widelly known for. And it had become a national obligatory sport in the England of the 15th century. It was a powerful weapon. In range (arrows could reach up to 180 meters). In accuracy. And in intensity: each archer was able of sending between six and twelve arrows per minute, making of the longbow the machine gun of the middle ages.

				So, in the first minute at Agincourt between 30 and 60 thousand arrows fell upon the French.

				Sure that French men of arms were protected by heavy armours. But not the horses. And then for close range there were the (sharp edged six-foot long) stakes that each archer had been carrying on his back.

				That is, performance:

				–	does not come from having a little what others have a lot;

				–	but from doing extremely well what others do far worse;

				–	and then, searching for a place (terrain, function) where what we have is very, very important.

				That is the first lesson of Agincourt. As Drucker put it: “The importance of relying on our strengths instead of trying to minimize our weaknesses. And by doing so, one does the first step in changing the terms of engagement”.

				But what about the weaknesses? Well, let’s step back for a minute.

				Trying to minimize weaknesses leads to nowhere and indeed is a triple loss.

				First, is does not create a competitive advantage. Second, it implies a cost of opportunity. And third, weaknesses can be made irrelevant.

				It does not create a competitive advantage since, although we can certainly improve on our weaknesses (for instance mathematics or foreign languages), it is however far more uncertain that we will improve enough to outrank those who have a natural aptitude in that specific field.

				Still more improbable is that we will be able of reaching the level of the best (and thus being competitive in any given area). Most specially in the short term. And as it has been said, “in the long run we are all dead” (Keynes).

				In short, by trying to improve on our weaknesses, that is where we lack talents, we are always pursuing a mirage, an illusion. What is different from a dream. Much on the contrary, “in order to have dreams we cannot have illusions”.5

				Then, there is a second reason why improving on weaknesses, is a loss: there is an opportunity cost.

				Indeed we could do better, and be right away competitive, if we were to focus on our strengths.

				Even because it is far more difficult to improve on weaknesses than on strengths. Each of us, through birth or experience has developed areas of expertise: languages, mathematics, writing, human relations, creativity, any type of technical aptitude, etc.

				And it is far more cumbersome to improve from mediocrity into reasonable, in one area, than from good to very good in another.

				Thirdly, to improve on weaknesses may be totally irrelevant if they are not important in a given field of action: a terrain, market segment or a job.

				If weaknesses are not critical for success, they do not matter. And so why (to try to) become better at them? There is nothing as stupid as doing well the useless.

				Why, heavy cavalry in a terrain as that of Agincourt?; muddy; uphill; narrow (against stakes); funnel shaped (creating a mélee); surrounded by forest and slopes in both sides (thus preventing surrounding the enemy)? What for?

				And this question takes us to the second lesson from Agincourt.

				

				The second lesson: Choose well the place

				By carefully selecting where to fight, which type of job to hold, we can render our weaknesses irrelevant. Be it in quantity (numbers), or quality (armour).

				And that is precisely what Henry V did.

				Let’s see. What type of terrain did he select?

				An open one, where the French heavy cavalry could move around at ease and circle in the flanks the outnumbered English? Of course not. Both the forest and the slopes, in both sides, prevented that.

				So much for the danger of being outflanked and surrounded. But what about a frontal attack?

				As said, heavy cavalry were the middle age tanks. And tanks in movement are (almost) unstoppable. But motionless can very easily be put out of action, by a simple cocktail Molotov. Just as stabbing a horse or pulling down its rider is far easier, if it cannot move, for lack of space of manoeuvre.

				At Agincourt there were four things which prevented a (full speed) charge of the French cavalry: (1) the slope (at the middle of the terrain); the (2) long stakes; the (3) mud (because of the rain) and the softness (due to its argyle fabric) of the terrain; and (4) the funnel shape.

				Finally, these latter two factors also made very difficult for heavy armoured soldiers (both of cavalry and infantry), to get up, if they fell down. And thus they became an easy prey for the lightly equipped English soldiers.

				The second lesson of Agincourt is summarized by figure 4-2.
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				The overall result?: the English could not be surrounded. The charge was slow. And the French – if they fell – did not get up easily.6

				In short: to focus on improving weaknesses, is not only a bad option since there is a better alternative, but also useless, if what is important in a market segment or job, is not a defect of ours. In such a case, what we lack is irrelevant.

				Thus, it is far better to focus on our strengths, in the qualities we have, much as Socrates used to say and was written in the front of the Delphus temple, one of the most important in Ancient Greece: know thyself.

				Regarding self knowledge, finding our qualities, there are several important aspects, which will be analysed in the following chapters. With respect to countries and regions (next chapter); corporations (chapter six); and people (staffing – chapter seven).

				Let us for the moment, however, stress four things.

				First, self-knowledge is not easy, as recognized the ancient greek philosopher Thales of Miletus, when he said that: “The easiest thing in life is to give advice to others and the hardest to know oneself”. 

				Ludwig Wittgenstein put it similarly: “the easiest thing in life is to deceive ourselves”.

				I remember, as a student of Drucker, of him constantly asking: “What are your strengths? What do you do best?”. And then to add, when faced with the hesitation of the students: “You do not know? Shame on you!”

				Second, self-analysis becomes easier if we recognize that we do not need an extensive list of what we do well. Just one, two or three things, characteristics, in which we excel, a few things that we do exceedingly well.

				“Do you know what is the secret of life?”, asks Jack Palance in the movie City Slickers.

				“No, which is it?”, asks back Billy Crystal.

				“One thing, only one thing. Focus on that and the rest means nothing”.

				“Very well. And what is that thing?”

				“That is what you have to find by yourself”.

				A fox is full of wisdom and knows a lot of things. A hedgehog, on the contrary, knows only one thing. But that thing is extremely important. And serves it well.

				But, regardless of how difficult, self-analysis is fundamental. For all types of entities, be they countries, companies, or people. Because it changes the terms of engagement. 

				Pizza Hut dominates the pizza industry. But both Little Caesar and Pokers are very successful companies by focusing on take outs, with the slogan of: buy one, take two.

				Just as Telepizza and Domino’s are highly profitable in specializing in home deliveries.

				In a scene in Raiders of the Lost Ark, Indiana Jones is confronted in a Cairo street by a huge black-hooded, scimitar-twirling opponent. What did Indiana Jones do? He assessed the situation, retreated a few steps, nonchalantly pulled a pistol from his belt, and shot his opponent. Indy saw that if he were to fight the assailant on his terms (with a scimitar, spear, etc.), chances were that he would lose. So, he changed the terms of engagement to suit his strengths, instead of that of the opponent’s. He changed the nature of the battle so that he had a competitive advantage.

				Fourth and finally, there is the question of how to go about finding our strengths, something to be analysed in the next chapters. And something fundamental if we are indeed to be able of:

				-	1st: rely on our strengths;

				-	2nd: choose places (terrains, market segments, jobs), where our qualities are what matters; thus

				-	3rd: ignore all the rest (be they weaknesses or other tasks); and

				-	4th: apply (1 + 2 + 3) to regions (or countries), companies (multinationals or small) and people (be they higher or lower in the hierarchy).

				It’s time to see the lessons of Agincourt applied to each of these three types of entities. In the following chapters.

				
					
						5 F. Pessoa.

					

					
						6 The question may arise that since that is so obvious, how did the French fell into such a trap?

						Leaving aside that, as has been said (Edgar Alan Poe), that the most difficult is to see the obvious, there were four main reasons for that.

						First, the disparity in numbers between the French and the English (over four times). Second, not only did the French outnumber the English, but they also were much more heavy armoured. And military tradition had it that it was extremely difficult to withstand a charge by heavy cavalry. These two factors can be summarized in overconfidence.

						Third, it was not one, but several characteristics of the terrain that made the strengths of the French (and the weaknesses of the English) irrelevant: both the (1) slopes and (2) forests at the sides prevented encircling; the (3) middle slope plus the (4) mud plus the (5) stakes fixed at the ground slowed the frontal charge; lastly, the (6) funnel shape and the mud made the manoeuvring of the cavalry more difficult.

						Finally, there was vanity, which is devil’s favourite sin (and led to its rebellion against God). A great part of the French was composed by nobles, the English by plebeians; the French were professional soldiers, the English were peasants who had abandoned their crops lured by the certainty of a sold and the perspective of war spoils; rain and the long march from Harfleur to Agincourt had made of the English army little more than rabble and a very poor sight for the well fed and equipped French.

						So, it was all four factors, working together, not anyone per se, which prevented the French from seeing what was to come and enabled the English to pull out this victory.

					

				

			

		

	
		
			
				V. SHAKESPEARE APPLIED TO COUNTRIES AND REGIONS: THE CASE OF LAS VEGAS
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				Let’s take the example of tourism, one of the most important industries, worldwide: 900 million clients per year; a turnover of 5751 billion US dollars; and an industry which has been growing at an yearly rate of 6,4%.

				A simple bird’s view concludes that there is a great variety on how places, be they countries or regions, position themselves in terms of needs (figure 5-1).
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				The range goes from culture/history to romance, the latter the focus of the USA state of Virginia (“Virginia is for lovers”) and of Niagara Falls, which promotes itself as the ideal place for honeymoons, wedding anniversaries and similar.

				The category of the others (in figure 5-1) also includes sport tourism (golf – which has 80 million practitioners worldwide, ski, football), adventure (safaris, etc.), religious (a business of 18 thousand million dollars revenue created by 300 million clients), etc.

				Then there is cultural/history tourism. With Egypt, of course. But also with Rome, Wien, Washington DC or Athens. Or still with Stratford, the small canadian town which hosts the greatest Shakespeare festival in the new world.

				Other needs are the city break (shopping, museums and shows): New York – “I love New York” – Paris, London or Milan. Business (“Chicago got it”), with its four niches: 1) conferences and congresses; 2) events and tradeshows; 3) corporate (people working in the region); and 4) passers-by.

				Nature, be it land (Norway: “powered by nature”) or sea (the focus of the mid atlantic island of Azores, which is one of the three best places in the world to see whales and swim with dolphins, is number four for marlin fishing and number two for sailing).

				And finally there is the need of resort, composed of four major niches: sun and beach: Maldives (“the sunny side of life”), sun and fun by day (Club Mediterranee for families), sun and fun by night (Aruba, Marbella) and more or less active leisure, the so called tourism of charm: Portofino, Monaco, Madeira (“The pearl of the Atlantic”) or San Francisco (“In the beginning God created heaven and earth; San Francisco took a little longer”).

				Thus, there is a great diversity of needs. But, then there are several types of clients, which tourism professionals distinguishing, to start with, among companies (corporations and tour operators) and persons. The latter go through life stages starting with being dependents (toddlers and children); then young singles; just married; first nest (eldest child is three or less years old); full nest; empty nest (children start leaving home to study or work); old single (widowed, divorced); and seniors (pre-retirees – active -, retirees and survivors – when only one is alive). Another important category is the dinks (double income and no kids).

				Crossing these life cycle stages with the above mentioned categories of needs, one obtains the segmentation matrix of figure 5-2.
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				Each cell within the matrix is a market segment, which on its turn can be further divided into niches.

				For instance, and as mentioned, within business one can differentiate among corporate (people working in the region), conferences/congresses, events/fairs and passers-by.

				Mutatis, mutandis for sports (golf, snow, etc.), adventure (safari, rallies, etc.), health (talassotherapy, hydromineralism, spas), etc.

				And across the world, there are regions and countries, positioning themselves in different places within the matrix (figure 5-3).

				Norway, for instance, whose slogan is powered by nature focuses on the: 

				–	need: nature (land); and

				–	client: families (since full nest) up to retirees;

				San Francisco? With the slogan “in the beginning God created heaven and earth; San Francisco took a little longer”, positions itself in:

				–	leisure ± active, the so called tourism of charm just as Monaco or Portofino; and

				–	clients since empty nest up to the category of others;
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				In short, any country, any region, can position itself in many segments, both in terms of needs and clients.

				But, one may ask, isn’t one segment enough?

				Yes, it is. The reason being that the change occurring in the world from my village is my world, to my world is my village7, facilitates nowadays the access of the 900 million tourists in the world to any place.

				And so there are 127 million fairs and congresses tourists in the world. And 70 million in the cultural segment. Cruises have 13 million clients, rural tourism 19 and sun and beach 350 million! Three million and four hundred thousand people make holidays with the main objective of fishing; 10 million to sail; 2.7 million to sea dive; and 12 million travel to watch the wild life.

				That has also to do with market fragmentation: the fact that as societies become richer, people can more easily afford their special interests: be they in golf (80 million); bird watching (80 million); whatever.

				And so the bottom line is that a single segment is now more than enough to achieve a 100% occupancy rate of most world regions.

				Take, for instance the island of Madeira in the Atlantic. A traditional venue for the anglo-saxon tourism. It receives annually a 900 thousand tourists. Thus, in order to duplicate its number would be enough to attract only, less than three in one thousand (0,3%) sun and beach tourists in the world; seven in one thousand (0,7%) of the fairs and congresses tourists; one in one hundred bird watchers; less than one in one hundred of the tourists “exported”8 by the UK and Germany; or 1,3% of the 70 million Florida tourists (see figure 5-4).

				
					[image: Livro%20Shakespeare%20-%20Vasconcellos%20e%20S%c3%a1.pdf]
				

				Or still, consider Ireland which receives per year 6 million tourists.

				Many tourism segments are more than enough to assure a 100% occupancy rate for decades. For instance, the business segment can generate enough business tourists for 23 years; geotourism9 is able to put the Irish tourism industry working at full capacity for 9 years; independent tourists10 are enough for 23 years; cultural tourism for 12 years; and so on.

				So, regions (like Madeira), or countries (as Ireland), as well as any other region or country in the world can specialize for a long time in any given segment.

				Can. But does any segment serve? Are all equal good? No, of course, not. They are not.

				The chosen segment must be one, where the region or country is very, very good. Where it excels.

				Example? The case of Las Vegas.

				Until the end of the nineties, Las Vegas positioned itself, as a resort for families (lines 5, 6 and 7 in figure 5-5), offering day and night entertainment (columns G and H). It used two slogans: “it’s anything and everything”; and “what you want, when you want”. In short, Las Vegas sold itself as an amusement park for families.
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				The results? Mediocre. Due to the strength of competition coming from locations such as Orlando (Disney World), Montana and Wyoming (The Yellowstone National Park), and so on (figure 5-6).

				
					[image: Livro%20Shakespeare%20-%20Vasconcellos%20e%20S%c3%a1.pdf]
				

				In short, Las Vegas wasn’t competitive. So, what did Las Vegas do? Two things.

				First, it changed the client focus: from families into the category of others which includes 1) old singles (divorced, widowed) and 2) dink (double income no kids).

				And, second, it narrowed the need from both day and night amusement, to only night. Into an adult playground, a sin city. The slogan?: what happens in Vegas, stays in Vegas.

				The outcome was an extraordinary success with Las Vegas achieving five more million tourists in just a few years (figure 5-7).
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				Cynics will say that the explanation is to be found in the fact that, in this world, the number of sinners… far exceed those of saints.

				But if that was the explanation then, there would be no locations with occupancy rates of 50%, 40% and even below. All they had to do was to “sell themselves” as sin cities and … that would be it. Voilá. Chapeau.

				However, Michigan in the eighties, tried. To no avail. It failed. Because it was not competitive.

				Then, neither is it necessary to position oneself as a sin city. On the contrary, the USA is full of regions, which market themselves as family locations: New Mexico (with the Carlsbad Caverns); Colorado Springs (with the Pikes Peak); San Diego (Legoland); Washington (with its museums); Wisconsin (with the Dells and the Noah’s ark); and so on.

				That is, when positioning a location it is not enough to want. One must also to be able. To have the required distinctive characteristics. Unique  or almost. “To have what it takes”. Otherwise there is no competitive advantage. Vis a vis other regions in our global world.

				By the same token, Costa Rica, can attract bird watchers, but not hunters. However, Namibia, can attract both. 

				A place must rely on its strengths. On the one thing it does best. On what Nature, History or tradition (impacting on the clients mindset) has endowed it with.

				But, how to find that one thing, in Jack Palance’s words11? That thing which makes a region special?

				Well, sometimes, the only thing you have to do is to be able to read.

				In the case of Azores, for instance, specialized sources (such as the sites Sherman Travell; and Top Adventure Tours) rate it as among the top three in the world for swimming with dolphins and whale watching.

				Others (see figure 5-8) rate the Azores as number four in the world for marlin fishing. And number two for sailing. Or still among the world’s best locations for diving and geoturism12.
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				But of course, Azores does not make the top ten, not even the top twenty, fifty or one hundredth for cultural tourism, city (shopping, museums and shows), business (any niche), sun and fun, sun and beach (it rains frequently and is cloudy even during the summer), adventure, religious (a 18.000 million US dollars business where places such as, the Holy Land, the route of the Apostle Paul into Crete, Turkey and Greece, Santiago of Compostela, Lourdes, Fátima, etc.), scientific, romantic, leisure (like Monaco, S. Francisco or Portofino), etc.

				Some other times, however, information is not available and so one must create it, by asking our (present) clients which is the characteristic which makes us unique: ask the travelers what have they found among us, our region, which is so special, that never (or very seldom) have they seen somewhere else. Both large (quantitative) surveys and (more qualitative) focus groups can be useful here, since they complement each other.

				Finally, besides focusing on the one distinctive characteristic it possesses, a region, a country, must also focus in one (or at most only a few) geographical area to attract its clients.

				Let’s take the examples of Madeira and Ireland, again.

				If all Madeira’s promotional budget was spent in Germany that would nevertheless represent solely 0,014% of its total yearly market of advertising. In simple terms: 0,14 for each one thousand advertisements13.

				In the case of Ireland, the total budget of Fáilte Ireland, the agency in charge of promoting the country, is only 0,12% of the Germany advertisement market14.

				In short, a mere whisper in the middle of a tremendous shouting. Implying that if a region (Madeira) or a country (Ireland) is not selective, no one will (be able to) listen to it. 

				And again, one (or relatively few) geographical area is enough. For Madeira to double its number of tourists it is enough to attract 0,85% of the “exported”15 tourists from Germany and the UK16. For Ireland? 5,6% will do it.

				Or regarding the 70 million tourists who visit Florida annually, it would be sufficient that 1,3% and 8,6% decide to buy joint packages which include Madeira and Ireland, respectively.

				Most world market segments can “feed” any region or country for years to come. With the exception of fairly large ones, of course. But even in that case, focus (in a relatively small number of target areas), will bring several advantages: 1) greater probability of being heard; 2) the possibility of choosing markets where exists a large percentage of clients valuing the region’s distinctive characteristics; and 3) the selection of high growth and rich geographical areas.

				In sum,

				1st – it is irrelevant where a region/country has a weakness;

				2nd – all that matters are its strengths: what they do best; since

				3rd – by relying on the latter, one creates a competitive advantage; and

				4th – the former becomes irrelevant.

				As Shakespeare’s Henry V illustrated, it’s one thing, only one thing, which changes the terms of engagement.

				“Be what you are”, as the Ecclesiastes say. Look for where that is important. And so you will create uneven fights (Patton). 

				How different is that message in the case, not of regions, but of corporations? We turn to that, next.

				
					
						7 Due to the improvement in communications, information, transport (speed and cost), deregulation and the decrease of custom duties and barriers.

					

					
						8 Not counting internal tourists.

					

					
						9  Tourists which value the local geography culture and heritage.

					

					
						10  Less than 50 years old who do not travel in group and tend to stay for long time in a given location, in order to exploit it beyond its ex-libris.

					

					
						11 Page 41.

					

					
						12  Tourists who value a place’s 1) geography, 2) culture and 3) heritage.

					

					
						13  In terms of the UK and Spanish advertisement markets, the Madeira’s promotional budget represents 0,015% and 0,031%, respectively.

					

					
						14  0,13% and 0,28 % in terms of the UK and Spanish market.

					

					
						15  Not counting internal tourists.

					

					
						16  ± 107 million.

					

				

			

		

	
		
			
				VI. SHAKESPEARE ON THE STRATEGY OF CORPORATIONS (SMALL AND MULTINATIONALS)
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				In the case of corporations (be they small or multinationals), the same lessons from Agincourt apply:

				First, identify your strengths.

				Then, find the locations, that is the market segments, where those strengths are critical. And thus change the terms of engagement. In your favour. Fight in your terms, not that of competitors.
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				So reads, the oldest model in business strategy, which prescribes that competitiveness comes from matching (a company’s) strengths with (a segment’s) critical success factors. First enunciated at Harvard in the fifties.

				And the unit of analysis here is the market segment, or niche, as shown in figure 6-2, which presents a segmentation matrix for the automobile industry.
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				Four aspects are noteworthy. First, the market is divided according to two axis: in the vertical (lines) are the different types of products and in the horizontal (columns) are the types of clients.

				Second, the black cells within the matrix represent non existing segments. For instance, naturally minibuses, buses and cargo are not sold, to persons but to organizations.

				Third, within the matrix it is also enhanced, five of the brands supplied by Saab, a major car manufacturer: the 9-1; the 9-3 sedan; the 9-5 wagon; the 9-5 sedan; and the 9-3 coupé.

				Finally, the key success factors, that is the most important criteria for the clients when selecting a vehicle, change from segment to segment, as indicated by figure 6-3.
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				Some critical factors are common to several segments. But other vary. Consequently, each segment has a unique set of success factors (indeed, if two segments had exactly the same critical factors, they would be not two, but only one segment).

				In any case, and regardless of what they are, the critical factors must be always defined with upmost care, as the success of Surf, the laundry detergent, illustrates.

				Traditionally, most brands were promoted as making clothes whiter: Tide; Cheer; Bold; and so on. 

				Then came Surf and decided to observe housewives taking laundry out of the machines. And what did it notice? That housewives, rather than looking at the brightness of the clothes, did something rather different: they smelled the clothes.

				Thus, reasoned Surf, the smell of freshness was indeed the critical factor, and so Surf increased by twice the perfume contained in the detergent. The result was a huge success with Surf achieving 12% of market share, within a few years.

				Toyota forklift trucks provides another example that success factors are never obvious.

				Toyota dominates the Japanese market. Why? Because while other companies focused on variables such as price, flexibility, strength and even delivery time, Toyota found that what really was most important for the customer was the guarantee that the machine would not stop working: its reliability.

				Because any stoppage in operations, could also imply a halt in ancillary operations with enormous costs.

				So Toyota developed a program that guaranteed that if a problem arised, it will be on location in less than two hours. And after that would indemnify the client.

				These loved. Because Toyota went to the heart of the matter (what really the client cares about). And Toyota’s share boomed in a Japanese market it soon came to dominate.

				But then, success factors, regardless of how obvious they are, are always very important. For the simple reason that the client uses them to select among competing brands. And how each brand rates in the success factors determines its market competitiveness.

				Take the case of the segment of subcompacts for social classes B and C1, in figure 6-4, where the critical success factors are 1) consumption, 2) price, 3) design and 4) manoeuvrability.
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				As the two smaller diagrams at the bottom of figure 6-4 show, companies models vary in their strengths (e.g. in a scale of 1-7) in each of these critical variables.

				Thus, it is so that Saab is equal to Renault Clio in consumption and rated similar to Opel Corsa in design. But the best company in consumption is the Opel Corsa (rated highest) and in design Renault Clio comes best. And the Punto is the worst of all brands, both in consumption and design.

				The best in manoeuvrability is the Opel Corsa (with all other three brands similar). And Saab is the worst in price (being Opel Corsa and Fiat Punto the best).

				Putting key success factors and strengths, together it follows that one can calculate the overall competitive position of each brand/company by simply taking its average on the four critical success factors and then comparing it with the average of competition. Thus, and as the formula at the bottom of figure 6-4 indicates, Saab’s rates on average on all four critical variables, 10% below (the average ratings of) competition.

				Figures 6-5, 6-6, 6-7 and 6-8, represent the same analysis, now for four other segments: overcompacts; station wagons; luxury; and sports segments.
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				Again, how each brand rates (the level of its strengths or weaknesses in the success factors), determines its overall competitiveness in each segment. It is so that in the overcompact segment Saab is two percent above the average of competition, in station wagons four percent, in luxury six percent and in the sports model nine percent, above.

				A few aspects are here noteworthy. First, strengths (qualities) are structurally different and should be contrasted to success factors.

				Strengths apply to entities (corporations). Success factors respect to activities (market segments).

				Strengths are always relative (to competition). Success factors are absolute, regardless of any competition (within a market segment).

				Second, no company has only strengths. For economic reasons (either one is competitive in price or quality; if one increases the latter, the former suffers). And also for technical grounds: the most comfortable footwear is hand sewed and uses thinner leather; consequently it lasts less and is less durable.

				By the same token footwear either is (e.g.) waterproof (and made in PVC) or comfortable; either fresh (Johl)17 or warm (Sorels)1; elegance (e.g. in ladies shoes) imply sacrifices in comfort; the most resistant boots (sold to the civil construction or armies) are hardly the most comfortable ones; and so on.

				A magazine, either has a youth image (e.g. Ragazza), or it is for the women who wasn’t born yesterday (Elle). Footwear either is positioned for the young, irreverent (Commander) or mature professional (Bally).

				A bank either projects an image of safety, conservatism (Royal Bank of Scotland), or innovation (Norinchukin Bank). If it tries to project both, falls behind those whose promotion concentrate in a single variable.

				Cigarette brands either have a strength in low price (Carlton, Richland), or in status (Barclays, Dunhill), intrinsic quality of the tobacco (Davidoff), a symbol of good life/having fun (Newport), adventure (Camel), “coolness in your throat”18 (Kool), women independence (Virginia Slims). And so on.

				Then if by absurd, we were to admit that a given company has only strengths, even then, it should specialize in those few where it is far better than competition and not on those where it is simply... better.

				That is, as the economist David Ricardo stressed, it should rely on its relative (and not only absolute) strengths.

				Third, while success factors are always important (since they direct the clients choice), strengths (and weaknesses) can be important or... irrelevant.

				A strength is important only if it is also a success factor. Because in such a case, it matters for competitiveness. But all other strengths which are not also critical success factors, become irrelevant.

				Take the case of subcompacts. Any strength other than price, consumption, manoeuvrability and design (see figure 6-3), strengths like space, safety, assistance, reliability, comfort, etc. will be critical yes, but not in subcompacts. Here the client does not rely on them to select among competing brands (Renault Clio, Opel Corsa, Fiat Punto and the Saab 9-1). They are not a source of competitive advantage.19

				So strengths can matter. Or not. And naturally the same goes for weaknesses. If one brand (Renault, Fiat, Opel, whatever) is inferior to competition in (e.g.) assistance or speed, but if the clients primary selection criteria is (e.g.) price, consumption, manoeuvrability and design (as is the case in the subcompact segment), then weaknesses become irrelevant.

				Another useful aspect to note is that, precisely because strengths - depending upon the segment - can be relevant or not, they are nevertheless always extremely important to define the path a company should follow: an organization should focus only on those segments where its strengths matter.

				Jefferson Ice Co, provides a good example. It was founded in 1865 for ice distribution to homes. And thus marketed ice in all sizes and textures, from natural or artificial water (indeed Jefferson invented the first ice cube in 1923).

				Then, came the electric freezers in the forties, causing a sharp decline in ice sales and leading Jefferson Ice Co to ask itself: where did its strengths lie? And the answer was in distribution, in the ability to distribute fast and cheaply to homes.

				Now, ice is not needed any longer. But what was there that households still wanted and the company could distribute? The answer was coal and fuel and that became the next business of Jefferson Co. Until... the appearance of the air conditioning which again… killed the business.

				Once more, Jefferson Co needed to move along. But always based on its strengths. It knew nothing about the electronics of air condition machinery. And that business also required a know-how in assistance that Jefferson Co did not possess.

				The company major strength remained in distribution. But where could it be applied?

				The development of the supermarkets and convenience stores, with its huge refrigerators, created the need for ever greater quantities of... ice, and so Jefferson Co went back to its initial business of… ice distribution. Only that now it delivered ice to the modern distribution instead of to households.

				Even when the starting point is the same, relying on different strengths will lead to distinct paths.

				Both Gerber and Johnson & Johnson were – at a given time – direct competitors as providers of hygiene products (toilet, soap, talcum, shampoos, handkerchiefs, nappies) for babies.

				But then Gerber identified its major strength as knowledge of the needs of the consumer, that is, the baby and followed the path of enlarging its portfolio to clothes, foods, toys and even insurance sold to parents of newborns.

				Johnson & Johnson, however, defined its major strength as the technical knowledge of developing hygiene products and thus expanded by selling these same products to older consumers.

				Then, it is by relying on one’s strengths that one is able to change the terms of engagement.

				In distribution, Wal-Mart, enjoys a cost (and thus price) advantage due to its enormous economies of scale, spartan facilities, low central structure and minimal labour costs.

				So how can Kroger, Albertson, Central Market, Carson Pirie Scott, and so many other companies not only survive, but also thrive in distribution?

				The answer is that they found a way of changing the terms of engagement by relying on their strengths.

				Kroger offers unmatched decoration, service, home delivery and excels in four sections: wines, delicatessen, fruits and flowers.

				 Albertson relies on its unique competence in ethnic food: mexican, middle east, german, chinese and even scandinavian and diet.

				Both Central Market and Carson Pirie Scott strengths are in catering, which the first uses to offer 24h service to hotels, restaurants, cafeteria and night (pubs, bars, discos). And the latter, to service airlines.

				Another example comes from the pizza industry. Who has the largest market share? Pizza Hut, of course.

				Who survives? Many others. Some like Telepizza and Domino’s by relying on its ability to home deliver fast, reliably and cheap. Others like Little Caesar and Poker’s by using their expertise on the take-away market: small stores (with one, two tables) excellently located, appealing signs and strong brand positioning in the clients minds.

				But how can one find the key succefactors and strengths?

				The path towards the former is straightforward: ask the clients, either using larger quantitative, or smaller and qualitative studies. And for such a purpose one should proceed in four steps.

				First, make a segmentation matrix, using the dimensions of product and client as figure 6-2, or any other (need, location) which adequately divides the market under analysis.

				Second, make a list of all variables that one can, ex-ante, for starts, consider relevant. In the case of the automobile industry that means the variables of figure 6-3, namely as price, consumption, maneuovrability, comfort, design, space, safety, assistance, speed (0 to 100 miles), a certain image (of youth? status? femininity? independence?).

				Third, select the segment(s) of interest.

				Fourth, ask the clients to rate the above variables for the chosen segment(s) in a scale of one (minimum) to seven (highest) importance.

				Fifth, force variance in the ratings by giving each client a number of points which he/she must distribute among all variables equal to four (the middle rating between one and seven) multiplied by all variables.20

				Sixth (and finally), the (few) highest rated variables are the success factors.

				Regarding the evaluation of strengths, there are three sources of information.

				Sometimes, simple evaluation21 will do. That is the case of price, consumption and space in figure 6-3.

				Other times technical tests will be necessary; such is the case of (again in figure 6-3) variables such as manoeuvrability, safety, speed22, reliability and to a certain extent (quality of) assistance.

				Finally, when none of the above sources are possible, one uses customer surveys for variables such as design, comfort, image of status or youth, or whatever.

				In overall a combination of these methods provides a good enough evaluation of the strengths and of the competitive position of a company.

				Even because in order to err in a significant way, that is (for instance) to conclude that (in a specific segment), a company has a competitive edge when indeed it has not, it is necessary to err in the

				1. Key success factors; and (plus)

				2. How a company rates in all of them (the level of its strengths); and (plus)

				3. Over evaluating (or under evaluating) all (or most) of them together (and not over evaluating some and under evaluating others); and (plus)

				4. Finally, to do so in a considerable extent (a large error).

				In practice, it is very unlikely that all these four mistakes will be done concomitantly, together, one plus the other plus the other plus the other. Thus, if one tries to assess the competitive position of a company seriously enough, chances are one will achieve at least a good idea.

				And so, the lessons of Agincourt applied to companies, are pretty much the same of those applied to regions, in chapter five, before.

				That is, do not play by the rules, but change the rules. Do not copy. Imitation is the greatest flattery and the worst strategy. Rely on strengths and choose your competitors and do not let them choose you.

				In short: unlevel the field in your favour.

				But, will the same principles hold in staffing, in placing the right person in the right job?

				That is the question the next chapter will address.

				
					
						17 Brands which specialize in, respectively, cool and warm footwear.

					

					
						18 The slogan of Kool brand.

					

					
						19 That is not to say that they have zero importance. Only that they are far less important, far less relevant for competitiveness.

					

					
						20  And if the scale is one to five, make available a number of points equal to the multiplication of three (the middle point) by the total number of variables.

					

					
						21  Frequently done by specialized magazines.

					

					
						22  Most important is the required time to go from zero to 70 miles per hour.
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				This chapter will analyse five aspects:

				First: the concept of strengths and success factors, applied to people and jobs, respectively;

				Second: the need, again, to define both very, very carefully;

				Third: performance depends upon strengths matching the success factors;

				Fourth: in searching to match both, one must start with the key success factors and then analyse strengths (and not the reverse).

				Fifth: how to find both, success factors and strengths.

				And then next chapter will conclude by applying these principles to the parable of the talents in the New Testament (Matthews).

				

				7.1. The concept of strengths and success factors applied to people and jobs

				It is a platitude to stress the importance of people in organizations.

				Products and services can be duplicated, stressed Drucker when asked what made the difference between great and not so great companies. Only then to add: so, people make the difference.

				And successful entrepreneurs always bring home this point: I always considered part of my job to keep the quality level of the people very high: having A players (Steve Jobs)… And the key for us, number one, has always been hiring very smart people: I’m an elitist in picking people (Bill Gates)… Or still Andy Grove (all companies are involved in a war for talents; it is absolutely imperious to hire and keep the very best), only to be followed by J. Welch, in a recent interview to CNN: the secret of my success was that I was never the smartest guy in a room.

				Indeed the quality of people is important, at two levels. First, an incompetent person decides badly. Second, it fails to implement adequately the decisions of his/her superiors. As Alfred Sloan put it: if the assistant plant manager of a minor division does not perform, all our clever top management decision won’t produce results.

				So, although frequently people are considered to be a company’s greatest asset they can indeed, be part of its liabilities, too.

				Having said that, it is the manager’s job to guarantee that people are in the company’s asset, rather than liability side. Because, as has been noted (Julius Caesar), every person has a right to a competent command.

				Second, as another great military captain noted (Napoleon Bonaparte), people are like capital: they produce according to where they are applied.

				So, although hardly any organization can have better performance than its people, the question is not if they are better or worse, but rather better or worse for what?

				Which means that, instead of looking for better people, (something that seldom exists), one should focus on implementing very well three tasks:

					First – What are the major qualities of those working for me?

					Second – What are the success factors of (organizational) jobs?; and

					Third – How to match both?

				Let’s start with qualities. With strengths. The concept is the same as in previous chapters: a variable where a person excels.

				So, there is no novelty here, except that – contrary to what is the focus of most literature –, strengths are not a simple question of intellect or knowledge, but must also include other important areas such as 1) skills, 2) temperament, 3) mentality (values), 4) character, 5) experience and 6) physical qualities.

				Figure 7-1 presents the main categories of variables that should be analysed to identify strengths.
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				The first two are also the most commonly used, physical characteristics and knowledge. On the latter, however, besides technical knowledge, there are two other very important areas: the know-how of the business sector (and of the company); and management knowledge: organization, delegation, coordination, control and so forth.

				The intellect goes much beyond intelligence (be it deductive or inductive) and of great importance are also other intellectual capacities such as memory, creativity, synthesis, etc. Skills can be communicational (written, oral and non verbal), leadership, empathy (the ability to place oneself inside the other’s mind), etc.

				Then comes temperament, both a frequently forgotten and a very important source of strengths (or weaknesses). For two reasons. First, knowledge and intellect can be developed. Skills too, up to a certain extent. But temperament is much more difficult. It is born and dies with us. As has been said a someone’s temperament is his/her destiny. And nobody can hide from his/her shadow.

				Second, many jobs allow for a second rate intellect, but require a first class temperament. Strengths such as mental openness; emotional stability; patience; self-confidence; initiative; decisiveness; perseverance; whatever.

				During the US civil war, the federate general Sherman used to say of its superior and general-in-chief Grant: I know much more about strategy than him; but where he beats me overwhelmingly is in his ability of – after having defined the strategy – to implement it without hesitation. I, on the contrary, spend countless sleepless nights, wondering what the enemy is up to.

				Or take Shumpeter, the well known economist, who as minister of finance in the newly formed Austrian republic, unsuccessfully tried to stop inflation before it got out of hand. He failed because his measures were not strong enough in the short term; the very same measures that, two years later, a noneconomist, a politician and professor of theology applied to stop the inflation, but only after it had nearly destroyed Austria’s economy and middle class.

				Three other types of strengths complete the list: experience, which is such a distinct (and important) source of knowledge that deserves a special mention, on its own. Mentality; the root source of attitude, which as has been said (Churchill) is a small thing which makes a great difference. And character23. A non-negotiable item, since its absence either destroys people, or companies, or both.24

				All together one has the variables in figure 7-1, to be evaluated one by one. In detail. Since it is there that one finds both God and… the devil. The variables respect to qualities, where a person is exceptional, and to jobs, what really makes a difference; the so-called non negotiable criteria (when hiring or promoting): a job’s key success factors. Not to entities, countries, persons.

				In figure 7-1 there are around ninety variables. Fortunately we are interested in only a handful of those ninety variables.

				Of course that it is simply enough to draw a list of dozens of important job requirements. However, a long list of success factors, is a sign either of lack of intelligence, courage, or both. Because some things are always more important than others. Even when they seem equally important, some are, “more equal” than the others: “there are primum inter pares”. 

				In basketball? Height. For jockey? Low weight. Precisely the opposite in sumo, where corpulence is a major advantage to become a Yokozuna, the great champion.

				And so goes for all other human activities. In chess, the two key success factors are deductive reasoning (in his book How Life Imitates Chess, Kasparov, says that he’s able, for the three/four most likely good moves, to visualize a complete decision tree with all branches – alternatives - composed by five moves by him and other five by the opponent).

				And then memory. The more (former) games a chess player has memorized, the greater the chance, that at a certain point in a game, he’ll be in a situation similar a grand master was in previously. Then all he has to know is to follow, to repeat, the moves that led the grand master to victory.25

				Mutatis mutandis. For a ballet dancer flexibility and elegance is almost all. Being the latter a success factor shared with the fashion models, to be completed with beauty and exotism.

				A phone operator is responsible for a company’s first image. And then to assure that the calls do get through. So the success factors are simply enough: 1) voice; 2) warmth/sympathy; and 3) quickness. All the rest? Secondary. With the (up to a certain degree) exception of emotional stability (since the operator is totally powerless to control the external stimulii of his/her environment).

				In a saleswoman for a mass consumer product company: 1) empathy, 2) emotional stability, 3) persuasion, and 4) quickness of reasoning come first. To be followed only by good enough verbal skills and appearance. However in selling expensive factory machine tools all success factors – except the first – are replaced by 1) technical knowledge and 2) a spirit of the detail.

				7.2. The need to define strengths and success factors very carefully

				These examples illustrate why the job’s success factors must be defined with upmost care: they change from job to job. All the success factors in a sales function os consumer goods, ( 1) empathy, 2) persuasion, 3) emotional stability and 4) speed of reasoning) become almost irrelevant in a financial analyst function where the non negotiable criteria are 1) deductive reasoning, 2) synthesis, 3) care for detail and 4) rigor.

				Peter Drucker in his memories (Adventures of a Bystander) makes the same point. When he moved from Frankfurt to London, he became a financial analyst in an insurance company. A few weeks after he was promoted to assistant to the company owners, they called him to express their dissatisfaction: we promoted you and you keep doing the same job as before, they said. What you should be doing now is to ask yourself what you must do in order to make ourselves more efficient.

				And that involves organizing our agendas. Preparing our meetings and conference calls. Following through on them. And finally reporting back to us, at the end of every month. If we wanted you to keep on doing what you had been doing before, we would never have promoted you…

				Then, success factors are frequently hidden, something illustrated by the answer of Walter Cronkite to Dan Rather, in an interview shortly after he retired.

				Walter, what’s most important in your activity as TV news anchor?, asked Dan Rather, only to be surprised by the answer: not... be... boring.

				Not be boring?, shot back Dan Rather utterly surprised only to add: and what about the ability to coordinate a large team?; or the skill to conduct interviews?; or impartiality?; or still general knowledge? or... ?

				All that is extremely important, interrupted Walter Cronkite, but if you are boring, people will either turn off the TV, or switch the channel. And then you may have the most important thing in the world to transmit, but no one will hear you.

				So, first of all you must be not boring. That is the first and foremost criteria. Then, but only, then, to be followed by everything you mentioned: team leadership, interviewing know-how, and so on. But all that comes second and is secondary.

				The third reason why success factors must be found with great care is that they should be defined in detail, in very specific terms. Intelligence? Such a thing does not exist. What are we referring to? Inductive or deductive reasoning (two abilities which rarely are to be found in high levels in the same person)? Or emotional intelligence (the capacity to get in touch with other people’s feelings)? Or deepness of thought? By opposition to quickness? Again these two rarely go together. 
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				By the same token, intellect is a useless word, if we do not specify in detail what we are really talking about besides all the types of intelligence listed in figure 7-1: memory? creativity? ability of synthesis? rigour? detail? capacity of argumentation?

				But if (a job’s) success factors must be defined very carefully, so must (a person’s) strengths. Be they other (people) qualities. Or our own. People often lack self-knowledge. They are ignorant of themselves.

				The reasons are, for a start, a mixture of laziness, cowardice and vanity (see figure 7-3).
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				Laziness since thinking (and introspection is thinking) is hard work. Bernard Shaw once commented that most people thought once or twice per year... and that he made a living thinking twice per... week.

				As mentioned before I watched Peter Drucker in his classes asking the students: what are you good at?, to only add (when the answer was a blank look), shame on you.

				Then introspection requires courage to recognize one’s weaknesses and limitations. Since that is a threat to our self-esteem, it is only too easy to deceive ourselves. Most people live in a permanent state of denial, living day by day in fairly land of wishful thinking.

				Here enters vanity, which is self-esteem raised to the extreme.

				The Agincourt disaster (in 1415), was not a first time event, but the repetition of two previous ones (at Cécy in 1346 and Poitiers in 1356), where time after time, the French noble cavalry failed to admit that plebeians on foot could (in a terrain of their choice) withstand a frontal attack.

				Since it is beyond our task here, to plunge into the depths of human nature, we will restrict ourselves to mentioning two other aspects, briefly.

				First, the human characteristic of pretending to have qualities which are precisely the defects that they indeed one possesses: the Roman emperor Adrian put his name in coins with epithets such as clement, peaceful and fair; while by most account he was a killer, irascible and nepotic.

				Then Sigmund Freud called projection to the opposite human practice: attributing our defects to others. We see others as we are. As the saying goes: what Peter tells about Paul, tells more about Peter than about Paul. We see others at our image.

				The fact that we see both our reality and the reality of others, as neither really is, makes of all of us, nothing more than schizophrenics. The difference is only a question of degree.

				Variety is another factor making it very difficult to evaluate strengths. There are no universal geniuses.

				If the poetry of Goethe had been lost and all that had survived was his philosophy or optics works, he wouldn’t figure in any major encyclopaedia.

				Drucker was a fantastic business writer and consultant26. But he wrote two novels (The Last of All Possible Worlds in 1982 and The Temptation to do Good in 1984), both of which had tepid sales and received indifferent reviews. And, then Drucker was also a tepid teacher. At best. Once he told me: Mr. Vasconcellos: could you please close the mouth of the colleague at your right? I do not want a fly to get in. As I turned, I saw my colleague who was sleeping the sleep of the justs.

				José Mourinho is renown around the world as the best football (soccer) coach ever. Well, 1) he always had great problems with mathematics both at high school and at the university; 2) he dropped out of a business school27; and 3) as a player, he spent his entire career sitting in the replacement bench of a second league portuguese club.28

				Nevertheless it is well enough to listen to him speak about football to recognize, as the best seller author Desmond Morris noted, how intelligent he is. But he has a certain type of intelligence. Emotional. And inductive. Not mathematical. Neither deductive.

				But why are there no universal geniuses? The reason is threefold. First, people have the defects of their strengths: those who are audacious are seldom prudent; those who have a spirit of detail seldom are able to have a global vision of the situation; organised people are rarely creative; either one is extroverted or introverted; charismatic or discreet; and so on.

				Then, people also have the strengths of their weaknesses. When Drucker was a professor of politics and philosophy at Bennington College, Sloan invited him to perform an overall management audit on General Motors.

				But I know nothing about management, protested Drucker.

				All the better, replied Sloan. That’s why I want you: I want someone without any preconceived ideas. I want a fresh approach and an uncommitted outlook.

				Andy Grove from Intel was a master at finding the positive side of where it appeared to exist nothing nut negativity.

				Cassandra was the priestess who foretold the fall of Troy. And, in any organization there are cassandras, commonly known as the prophets of disgrace. How did A. Grove find an use for such people?: the cassandras in any organization are consistently helpful in recognizing strategic inflection points… they are quick to recognize impending (market) changes and cry out early warnings… in sales… in technology… So Andy Grove made a point of identifying what he called helpful cassandras (highly qualified and mature people) and learn from them by listening (and checking on) their early warnings.

				Finally, even if there were universal geniuses, they would still be simply better than others in some areas and much better in others, making it advantageous to specialize in the latter, not the former. After all, productivity is to apply the scarce resources of time and energy to one’s greatest abilities.

				Finally, there are two other reasons why it is extremely difficult to evaluate other people’s strengths: people hide and our objectivity is influenced by our subjectivity. As Sloan put it best: no one is objective in evaluating others; nobody is good at it; there are only people who take the people’s decisions seriously and systematically and then there are all others… By his own admission, in his early days, J. Welch was one of the others: I learned a lot by making some big mistakes; the inconsistency of my first hires was laughable. One of my most common errors was to hire on appearances. In marketing I’d sometimes recruit good-looking, slick talking packages. Some were just empty suits.

				In short, there are not good judges of people. Not in evaluating ourselves. Much less others. For a mixture of laziness, cowardice and vanity; the prevalence of variety; the need of being specific; and because people hide from others and we all are dominated by our own subjectivity when looking at the outside (figure 7-3)29.

				However, although they are difficult of being evaluated, strengths are of fundamental importance since only they can guarantee performance.

				And the rise of the house of Rothschild is a good example.

				7.3. Matching strengths with success factors

				In the late 18th century, Meyer Rothschild, the dynasty patriarch, was still only a small-town money-launder, scarcely known in the main centres of international finance.

				However, less than twenty years later, by the epilogue of the napoleon wars, the House of the Rothschild was the greatest financial power in Europe. What did catapult the Rothschild family to such a success in a very short period, was simply putting the right man in the right place: matching a person’s strengths with a job’s key success factors.

				At the time, the most important European cities were London, Paris, Vienna and Frankfurt and the family had four first quality resources in the eldest sons: Nathan, James, Amschel and Salomon.

				London was at the time a ruthlessly competitive market, with cut-throat competition and where deals were daily fought by extreme aggressive professionals.

				So, Nathan (see figure 7-4) who was audacious, imaginative and full of self-confidence was placed in London.
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				Paris, on the other hand was the capital where finance mixed with politics and both were immersed on treachery and intrigue. So Paris was given to James who brought to it his sympathy, capacity of manoeuvring in the slippier environments and first class intuition.

				Vienna? There the main client was the court and the aristocracy with all its pomp and ceremony. Thus Salomon went to Vienna, since he was courteous, patient and always dignified ways.

				Finally, Frankfurt was at the time by far the less important of the four metropolis. So it was given to Amschel who was the hardest working of all the four brothers, meticulous and a loner. His task was to install there his back-office and information networking, and so Amschel kept his brothers constantly informed through voluminous letters. And made a great contribution by being in charge of finding, recruiting and training managers, who became the backbone of the family business.30

				The lesson of the rise of the Rothschild family is thus extremely simple: look for people’s strengths; and apply them to the success factors in each job. Thus one obtains productivity.31

				7.4. The need to start with the job

				But, when searching to match (personal) strengths with (jobs) success factors one should start with the latter. Not the former. For three reasons. It is easier. More ethical. And more productive (see figure 7-5).
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				It is easier since instead of assessing the nearly ninety variables in figure 7-1, one needs, assessing (a person) strengths in only those variables which are critical for a function. A very small subset. And one can forget the rest. Because it is irrelevant. Or at least far less important.

				The relation between Lincoln and Joseph Hooker, is a good example.

				In the aftermath of the heavy defeat suffered by the Union forces at the (first) battle of Fredericksburg (December 13, 1862), Lincoln appointed Hooker as head of the Potomac (northern) Union army.

				After Scott, McDowell, McClellan, Pope and Burnside (five in a row), Lincoln thought that he had finally found in Joseph Hooker the general he needed. And so Lincoln put all his hopes in Hooker, who had demonstrated great courage and effectiveness as a division and corp commander in previous battles.

				Not that Hooker was without his shortcomings. But Lincoln cared for the required strengths (to get the job done). Not for the (irrelevant) weaknesses. Among Hooker’s defects was drinking and talking too much for his own good. 

				Shortly after appointing Hooker, when Lincoln’s advisors noted to him that Hooker drank too muck and should be consequently dismissed, Lincoln inquired about which was Hooker’s favourite brand and had several cases of whiskey delivered to him. “As long as he wins battles”, Lincoln added, “everything else is secondary. The fundamental is that he (Hooker) be happy and wins”.

				Neither could Hooker keep his mouth shut. Shortly after the (northern) Union defeat at Fredericksburg he had confided to a newspaper man that a dictator was needed to win the war. When hearing that, Lincoln wrote to him:

				General: I have placed you at the head of the Army of the Potomac. I have heard, in such a way as to believe it, of your recently saying that both the Army and the Government needed a dictator. Of course it was not for this, but in spite of this, that I have given you the command. Only those generals who gain successes can set up dictatorships. What I now ask of you is military success and I will risk the dictatorship... Give us victories.

				Yours very truly,

				A. Lincoln

				“Mr. Bing, aren’t you afraid of all those temperamental prima donnas with their tantrums?”, asked a young lady at a party to the director of the New York Metropolitan Opera. He looked down at her and said, “My dear child, I do not know what you are talking about. Handling temperamental prima donnas, and her tantrums, that’s what I get paid for. As long as she brings money to the box office”. And then, he added: “Under one condition. When the playbill says Tosca, she sings Tosca!”.

				Harry Hopkins, was president’s Roosevelt confidential adviser during World War II. Churchill once called him: “Lord Heart of the Matter”. And however, he was a dying man, for whom every step was a torment and so he could work only a few hours every other day or so. That forced him to cut out all except the truly vital matters. However, he lost no effectiveness, as Churchill recognised.

				While these stories illustrate that it is the strengths, not the weaknesses, the abilities, not the disabilities that count, there is a second advantage in starting by evaluating (a job’s) success factors (rather than a person’s strengths): ethics; by doing so one avoids favouritism, nepotism.

				All other personal characteristics, the likes and dislikes and all sorts of mannerisms become irrelevant, since “bedside manners are no substitute for performance”, Alfred Sloan once commented in an address to GM managers.

				To evaluate a candidate in anything else beyond whether his strengths match a job’s key success factors, is to transform a company into a social, or a scouts club, and opens the door to nepotism. Consequently it is simply a robbery to shareholders.32

				Indeed, and going one step further, a manager should have no friends on the job, since it impairs judgement. In his book Adventures of a Bystander, Drucker quotes Alfred Sloan: Some people like to be alone. I don’t. I have always liked good company. But I have a duty not to have friends at the work place. I have to be impartial and must not give the impression of having favourites. How people perform, that is my job. Whether I approve of them is not. So I never give an opinion on a person, only on his performance.33

				That takes us to the third reason, why when matching success factors with strengths one should start with the former: it’s more productive, it’s better for performance.

				Because, besides improving judgement, it brings diversity into the workplace. And of course, diversity is a source of wealth.

				Franklin D. Roosevelt had a very simple rule: if you have consensus on an important matter, don’t make the decision. Postpone until everyone has had more time to think about it. Decisions are risky. They always have upsides and downsides. Thus they should be controversial. Unanimity is dangerous and a sure sign of oversight.

				Still, by the own account of Bill Gates diversity (at the top) was one of early secrets for the success of Microsoft. B. Gates together with Steve Ballmer drove the business, while Bill Gates with Paul Allen (which was very idea-oriented) led the technology. And then B. Gates and Paul would brainstorm frequently. Also, in and out of the brainstorm sessions Paul Allen would always assume very critical positions towards many of the transitions that Microsoft made. There was always some strain, B. Gates admitted only to add but that wasn’t really a big problem. The result was one of the most successful technology companies ever.

				Finally, not only diversity amplifies the range of alternatives when making a decision, but it also creates checks and balances, where the qualities of some compensate for the weaknesses of others.

				The Beatles were reputedly one of the best rock bands, ever. However when they disbanded, each one by himself was (in spite of a few hits) a pale image of what they achieved together.

				Why? Because when together they complemented each other. In musical skills, yes. But above all in temperament. And behaviour.

				One drank (heavily), but hated that the other “smoked”. This on his turn, hated the womanizing of the third. Who, on his own, abhorred the indiscipline of the fourth. Who abominated the drinking habits of the first...

				So, they mutually guaranteed that nothing serious prevented their talents from becoming productive. Their strengths complemented and reinforced each other making that their weaknesses did not mean so much (Drucker).

				The result was one of the greatest rock groups, the world has ever known.

				Later, when they disbanded, each one by himself, they were good musicians. But not more than that.

				When asked about his business model on the TV program 60 minutes, Steve Jobs replied: My model is the Beatles: there were four guys that kept each other’s negative tendencies in check; they balanced each other. And the total was greater than the sum of the parts.

				Or look at take the case of Honda, by all standards a great success.

				Soichiro Honda, was not only an inventive genius but also someone with a large ego, a mercurial temperament (once he threw a geisha from a second floor window), given to bouts of philandering (showed up once drank at a bankers meeting) and money waster (cared for little else than moto races).

				So how come a man with so grave shortcomings built the Honda company?

				Because at his side there was a Takeo Fujisawa, who after 1949 becoming Honda shareholder in 1949, started controlling Soichiro’s weaknesses. He put an end to his limitless pursuit of technical excellence and focused on what Soichiro did not care about or lacked talent for: putting the finances in order, organizing the factory (until then absolutely chaotic); and developing the distribution networking (of direct sales to retailers including bicycle shops and bypassing wholesalers which were then loyal to other brands).

				The result? Honda came from being one of 247! Japanese moto companies in the late 40s into being by 1958 the largest of all within Japan.

				And then there was of course the company’s worldwide success, surpassing Harley Davidson (in the USA), Triumph (in the UK), BMW (in Germany) and Motoguzzi (in Italy). By the end of the 70s (a mere three decades after Takeo Fujisawa joined Honda), the company had a 65% world market share. And achieved cumulative sales of nearly 75 million units.

				It is interesting to contrast the example of Honda with what happened in Ford Motor Co, forty years before.

				Henry Ford started the company with a minority shareholder (James Couzens), whose strengths were in areas which complemented those of Ford: while Ford focused on engineering and production, Couzens dedicated himself to the administrative areas, finance, marketing (including distribution and sales) and human resources.

				And several of the great successes of the company must be attributed to Couzens, such as the increase in factory wages to five dollars per day in 1913, the decreasal in the previous high turnover of the company and the growth in demand for the company’s cars.

				The problems came when Couzens argued (and time was to prove him right) that the model T was becoming obsolete and the company should enlarge its portfolio just as GM had been doing: a car for each bourse.

				Ford (who resented Couzens), forced him out and Ford went on producing the T Model until no one bought it.

				The decline of Ford Motor Co started with the departure of Couzens and ended only when his grandson (much later) took the helm of the company and reversed many of his grandfather’s policies: hired talent; delegated on managers; diversified the portfolio; instituted rules and procedures.

				The lesson from the Honda and Ford stories are simple: if in one organization, two people think alike, one is not needed.

				In short, the objective of staffing is not to provide someone a job, but to fill a task. Thus, to start with the job is a simple question of the nature of things. Great managers are demanding, but they also know that what counts is the ability to get the job done, since in life either one produces results, or excuses. Without performance there is nothing. And everything else is either secondary, or even irrelevant. An employee owes to both the company and the boss, no love, no attitude, no personality. Nothing of the sort. He simply owes them performance. That’s all. And to obtain performance one must focus on strengths and accept weaknesses. Indeed, these must be accepted in order to benefit from strengths.34

				But how to go about finding either, success factors, or strengths?

				7.5. Finding both key success factors and qualities

				Starting with the success factors there are four basic principles.

				The focus must be on what really matters, a handful of variables to avoid global mediocrity. If everything is important, nothing is important.

				Then, those few things that really make a difference, must come out of the job and of the question: what is fundamental for success?

				Next, the (few) job success variables are translated into personal characteristics (be they knowledge, temperamental, skills or whatever in table 7-1 before).

				Fourth and finally, the key success factors must always be worked out in detail.

				Let’s take the case of a new sales manager to be hired. What is non-negotiable that she must bring to the job?

				The answer is... it depends upon what’s her primary task: what’s the definition of success? To recruit (and train) a new sales force (because many of the sales people are about to retire)?

				Then 1) empathy (to select and get to know quickly the new hirees); 2) team building; 3) communication skills (to integrate them into the organization); 4) discipline; and 5) organization skills (to create the new unit) are fundamental. Everything else in figure 7-1, be they temperamental, skills, intellect, knowledge, or whatever, is optional. Not a must (see figure 7-6).

				However if the definition of success is primarily to enter into new markets, then 1) mental openness (there are no new outputs without new inputs); 2) low risk aversion; 3) initiative and decisiveness (otherwise indecisiveness will prevail); 4) leadership (to convince the team to go out of their comfort zones); and 5) perseverance (nothing prevails unless efforts endure) are critical. Again, everything else is secondary (see figure 7-6).

				If, still, the primary definition of success is to increase market share then 1) concentration; 2) focus; 3) to follow through; and 4) the ability to prioritize, all four become adamant.

				But, if to decrease costs is essential, then 1) the ability to handle details; 2) discipline; 3) the ability to follow through; 4) courage (in its absence there are not costs cut); and 5) a spirit of thrift, parsimony, then become crucial.
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				And what if all four things are essential? To recruit a new sales force and to enter into a new market and to increase share and to decrease costs? All are equally important?

				Then, there are no priorities. No primordial objectives. Success is everything. And thus one risks that all variables in figure 7-1 become “fundamental”, equally important.

				But then since nothing is secondary, nothing is primordial. And we are down to global mediocrity. The job holder becomes a Jack of all trades who masters none. And excellence should not be expected in any area. Since time, energy and money are dispersed. 

				Not an employee’s fault. But a simple and direct consequence of the inexistence of clear objectives, since these pull in all directions.

				As the motto of sailors go, when we do not know where to we want to go, the wind always blows in the opposite direction.

				When the manager sets up contradictory and unfocused objectives he simply harvests what he seeded: non performance.

				And how one goes about finding strengths?

				For ourselves, Calvino and S. Inacio de Loyola, they both developed a method called feedback analysis.

				Whenever one endeavours into some action or one takes some decision, one writes down what one expects results to be: the definition of success.

				Nine to twelve months later, one goes back and compares the actual results with the expectations.

				That is repeated during a reasonably short period of two to three years, at the end of which a practical map is obtained of where one excels at one’s major strengths lie. And of course also, of where one is not particularly competent.

				Besides feedback analysis, which focus on the (good and bad) results of planned actions and decisions there is another indication of strengths: the unplanned successes. Something that, almost unwillingly had to be done and came to provide results far beyond initial expectations. If that happens, one should try once more to check for similar results. And write them down again at the end of six or a nine months period.

				That works for people in much the same way as it is useful for companies. An USA toolmaker noted year after year a sharp increase in its sales to small japanese machine shops.

				Why? The tools the US company fabricated, although reasonably technically, were fairly easy to maintain and repair.

				So, the american company abdicated from focusing on medium and large machine shops, and decided instead to concentrate mostly on small plants and machine shops, in the two priority geographical areas of USA and Europe.

				Then when evaluating and recruiting others, there a few rules to follow in order to find the right people.

				First of all, one must of course have always present what one is looking for. The task to be filled and its non-negotiable criteria. As Seneca once said, there are no favourable winds when one does not know the harbour one is aiming at.

				 Second, experience may help. But it is neither a necessary, nor a sufficient condition.

				One of the great military captains ever, the Marshall of Saxe, was once criticized by his senior staff, when he wrote a book on strategy, since (according to his staff), strategy cannot be taught, but only learned by experience.

				The Marshall of Saxe retorted by simply reminding his staff that he owned a mule which had done several military campaigns with him, but still did not know anything about strategy...

				To hire based on experience is to staff for yesterday’s job, instead of tomorrow’s. To select based on the past (task success factors), instead of the future’s.

				And thus opening the doors wide open to the well known Peter principle by which people are promoted until the level of their incompetence: people keep on being promoted while (and only while) they do the past jobs well. And they stop rising in the hierarchy solely after failing in their present jobs, thus creating an overall hierarchy of incompetents.

				A third tenet is diversity in the recruitment basis. Both from the outside and from inside a company.

				Jack Welch tells that once he was on the New Jersey Turnpike when the engine of his cart blew. Towed to a local garage, he met there a german mechanic, Horst Oburst. Since parts would not come easily and Jack Welch became impressed with the mechanic gutsy determination, he offered him a job.

				A few weeks later, he was in Pittsfield on the payroll of GE Plastics, where he stayed for 35 years, receiving several promotions along the way.

				As Jack Welch put it finding great people happens in all kinds of ways and I am an ardently believer that everyone you meet is another interview.

				Diversity in the recruitment basis from within a company is well exemplified by Baxter, the global healthcare company.

				Every thursday the president e-mails all middle and top managers announcing the vacancies and the criteria to fill them in.

				Managers, then, can either propose others (from within or outside the company), or self propose themselves. Next monday, a brief pre-selection process is then performed by the human resources department, to be followed by the heads of the departments with vacancies collecting more information about the candidates.

				The process culminates the following thursday, with the vacancies being the first item in the agenda. And the cycle is repeated until a final decision is made and the vacancy is filled in.
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				Participation in the selection process is also key. Meaning that besides the immediate superior, others in the company should be involved in the process, in order to avoid that departments be filled in with looks alikes, thinks alikes and feels alikes to the departments heads.

				And then, the higher the vacancy the more important the company’s president participation. Larry Bossidy, when presiding over Honeywell and Allied Signal used to call personally other CEOs. Interviews with the candidates were not enough. Neither was the H.R. intervention. Because, as he put it, he had nothing more important than guarantying that vacancies are filled with the right persons.

				Neither did Steve Jobs, who by his own admission: recruiting is hard. We do it ourselves and we spend a lot of time at it. We have participated in the hiring of maybe 5.000 plus people in my life. I take it very seriously.

				Finally to avoid the tendency for the new hiree to repeat his habits in the past job instead of adapting to the new requirements of the future one, he should, in the first months, be closely accompanied, to make sure that he understands the new job demands and what is expected of him. Table 7-8 summarizes these steps, which follow closely Drucker’s teachings.
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				Concluding

				No organization is better than its people, since as the well known Packard Law states, no company can constantly increase its revenues faster than its capacity to obtain quality to sustain the growth.

				When an enterprise breaks that principle it enters into a negative spiral, or vicious cycle.

				First, quality people are not enough in number. Thus, jobs are filled in with the wrong people. Third, since the company cannot decentralize and provide its employees with autonomy, it must compensate for the inadequacies by developing a large set of bureaucratic procedures.

				Fourth, the best are driven away from the company, as they find their jobs too bureaucratic for being fulfilling and seldom tolerate to work with the mediocre.

				Fifth, a new vague of bureaucratic measures is taken to further compensate the inadequacy of those who stay on.

				And so (sixth), an increasing bureaucratic and mediocre culture is created and nurtured to replace a culture of excellence.

				Thus the importance of staffing for competence. For future performance. And to allow for growth.

				But the question is, competent for what? There are no incompetent but simply misplaced persons. Out of where they can be productive.35

				Just as there are no universal geniuses (even Mozart gave up on the violin to concentrate on his studies of the piano), it does not exist such a thing as someone absolutely dispossessed of qualities. None in the ninety or so variables of figure 7-1.

				So, the lesson of Shakespeare, Agincourt and Henry V for staffing is again the importance of applying the excellent to the important. Both when staffing managers and employees.

				And thus also, the need to start with the job requirements (its key success factors) and only later evaluate the candidates. Regarding who, only strengths matter; their weaknesses become irrelevant when they are not critical, important, to get the job done.

				The question is what can a men do well and not what he cannot do. One staffs based on relevant strengths to make weaknesses irrelevant. What is relevant is what a man can do; what he cannot do is a simple limitation and nothing else.

				As Drucker put it: one feeds opportunities to starve problems.

				In short, the effective manager knows that his goal is not to change people, but to obtain performance by placing them where their qualities are. And so it also knows that people are opportunities. And only strengths can produce results, since the absence of weaknesses, mean no strengths and produce nothing (see figure 7-9).
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						23The great test, according to Drucker is: would I want one of my children to work under the order of that person?

					

					
						24In the absence of competition, companies may survive, but people become first revolted, then demoralized and finally frightened.

					

					
						25  By all accounts, the Polish grand master Miguel Najdorf  never great achieved prominence in the world of chess.

						However, he once participated in an exhibition of blindfold chess with forty five boards simultaneously. That is (16 pieces x 2 players x 45 boards =) 1440 pieces to keep track of mentally. Only by memory.

						Nevertheless Najdorf scored 39 wins, 4 draws and just two losses against his opponents, who, of course, all had full sight of the board.

					

					
						26  In 1973, his book Management, Tasks, Principles and Responsibilities, was several weeks the number one bestseller in the USA, leaving for second place… the joys of sex…

					

					
						27  Undergraduate level.

					

					
						28 Called Rio Ave, from the north of Portugal.

					

					
						29 Even the greatest spirits mankind has ever produced, succumb to these defects of human nature when evaluating people. Marcus Aurelius was by all standards reckoned to be one of the greatest Roman emperors, ever, and his “Meditations” stands amid the best, as a practical philosophical guide to life. And yet, who did Marcus Aurelius chose as his successor? Commodus that besides being his son, passed as one of the History’s worse tirans and sadists. 

					

					
						30 The fate of Kalmann, the youngest son is also instructive. He was not assigned either to Hamburg, or Amsterdam (two already moderately important financial centers). Kalmann was mediocre and vain. So rather than entrusting an opportunity to a non-resource, in Drucker’s words, a sure recipe to transform an opportunity into a risk, the patriarch decided it was cheaper to support him in royal style well out of harm’s ways. He was sent to a full life retirement at Naples.

					

					
						31 That makes of every manager an entrepreneur of people. According to A. Grove and P. Drucker, the definition of an entrepreneur is someone who moves resources from lower productivity into higher productivity areas. In staffing that means changing people from jobs where their weaknesses matter, to functions where only their strengths count.

					

					
						32  A few caveats are in order here. First, we are not talking about character. Which is a must. As mentioned, without it sooner or later, harm will be done to the company’s image, people will be demoralized. The best will even be driven away. And company performance will suffer.

						Neither are we talking about courtesy, politeness (to say please, thank you), which are the lubricants of social relations.

						What really should be totally disregarded is liking or disliking. Feeling affinity or not. Being friendly or indifferent. Considering Joe a “team player” (?) or not.

						First, that is not significant for performance (if a person can’t do a job…). Then, it’s neither necessary: all that is required is competence vis a vis the task and respect among all.

						Finally, it is a dangerous distraction since it unfocus from what is really important: to have the right person in the right place.

						So, the good manager does not ask: does she like me? do we get along? But rather, what does she contribute? What does she do exceedingly well?

					

					
						33 Drucker once confessed that when invited for lunch by a manager who wished to hire his services as a consultant, he first led her into talking generalities about the corporation and its people.

						If the manager said, John performs well; but I do not like him (or he has a personality problem) so I have to let him go, Drucker would give an excuse and turn down the job offer.

						But if she said, Peter has a bad temper, but he performs, so I must put up with him, then Drucker would take the job.

					

					
						34 There are however a few exceptions, in which the definition of functions, the job, should be adapted to the person.

						One instance is when a person is competent technically (in auditing, taxation, e.g.), but lacks absolutely any human relations skills. In such a case, if the job can be slightly changed (without harming performance) to further isolate the person, that should be done.

						Also, when a job is a widower, that is, it is so demanding that person after person fails on it, then the job should be divided and restructured.

						But these and a few other instances are exceptions, not the rule. And the former should not be confused with the latter.

					

					
						35 As a general rule, of course, as the above example of Kalmann, (the fifth son of the Rothschild family) illustrates. But that’s the exception. Not the rule. And it is the exception which makes the rule.

					

				

			

		

	
		
			
				VIII. CONCLUSION: MATTHEWS (THE NEW TESTAMENT), AND SHAKESPEARE
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				In the New Testament, Matthews mentions Jesus Christ telling the following parable:

				A man going on a journey called his servants and entrusted to them his property.

				To one he gave five talents, to another two, to another one, to each according to his ability.

				Then he went away. He who had received the five talents went at once and traded with them; and he made five talents more. So also, he who had the two talents made two talents more. But he who had received the one talent went and dug in the ground and hid his master’s money.

				Now after a long time the master of those servants came and settled accounts with them. And he who had received the five talents came forward, bringing five talents more, saying, “Master you delivered to me five talents; here I have made five talents more”. His master said to him, “Well done, good and faithful servant; you have been faithful over a little, I will set you over much; enter into the joy of your master.”

				And he also who had the two talents came forward, saying, “Master, you delivered to me two talents; here I have made two talents more”. His master said to him, “Well done, good and faithful servant; you have been faithful over a little, I will set you over much; enter into the joy of your master”.

				He also who had received the one talent came forward, saying “Master, I knew you to be a hard man, reaping where you did not sow, and gathering where you did not winnow; so I was afraid, and I went and hid your talent in the ground. Here you have what is yours. 

				But his master answered him, “You wicked and slothful servant! You knew that I reap where I have not sowed, and gather where I have not winnowed? Then you ought to have invested my money with the bankers, and at my coming should have received what was my own with interest. 

				So the master took the talent from him and gave it to who had the ten talents. For to everyone who has will more be given, and he will have abundance; but from him who has not, even what he has will be taken away. And cast the worthless servant into the outer darkness; there men will weep and gnash their teeth.”

				Harsh as this parable may seem, its message is of absolute simplicity. And reasonability, too.

				We live in a very imperfect world. With hunger, disease, all type of natural catastrophes.

				Some people add to the problems. And others fail to subtract from them. The first are sinners of action. The second are sinners of inaction.36

				And so none of them matter for what counts. Relieving suffering. Improving well being. Both of which, when steady, have a simple name: progress.

				And here enters Shakespeare, with his work Henry V.

				Progress in countries (and geographical regions – chapter V). Progress in organizations (business or not for profit – chapter VI). And progress in staffing (managers or employees – chapter VII). All having in common the principle that productivity and value creation, are a direct consequence of a three step process:

					1st – Ignore the (country, organizations, person) weaknesses;

					2nd – Focus on strengths; and

					3rd – Look for a place (market, segment, job) where the latter are extremely  important.

				By doing so, weaknesses (and there is no perfection in this world) become irrelevant. Since they are not critical.

				The simplicity of this approach is also its power, since simplicity is complexity solved (Constantin Brancusi37). The simpler the things, the more powerful they are. And the less imperfect this world is. With less relevant weaknesses. Not that they disappear. They are still there. Only that they do not count. So much.

				Then since the manager is a professional who has for a client the company he works for, there are few better ways – than Shakespeare’s recommendation –, to make tomorrow better than yesterday.

				That is precisely the practical lessons of great writers (Drucker), managers (Alfred Sloan, Jack Welch and Andy Grove) and entrepreneurs (Bill Gates and Steve Jobs), from which this book extensively used.
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				After all, we live in an organizational society. Where (almost) all relevant tasks are done by organizations. Served by managers. And hopefully, working under the Shakespeare principle.

				
					
						36  In Dante’s work the worst place in Hell was reserved to those who – having been able to prevent the bad – choose to look the other way. And Martin Luther King put it best: What worries me is not the action of the bad; but the inaction of the good.

					

					
						37 One of the greatest 20th century architects.
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Figure 7-1: The eight factors in placement (cont.)
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Figure 7-1: The eight factors in placement (cont.)
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3 3.1 Lines behind

Second pressure front lines Mélee
corp 32 \] (no room to manoeuvre)

Sns Funnel shape[ _—

4 French crossbowmen 4.1 Unable to target the English

(between the 15t and 2" corps) 42 | Pushed forward by the 22 corp

5.1 | Pressure

—t o B
(224 corp and No room to ——— Cavalry= ——— Fall
crossbowmen) / maneuver easy target /

4

52

Funnel shape

[ >] Killed by the light equipped <—— Unable to get up
; English with their mallets, (mud + mélee)
Shikes hammers and knifes

5.3

Withdraws

(without almost fighting)

Third French line
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Figure 6-2

Saab’s strategic plan (USA)

Typeof Client Social classes Organizations
Car B C, C; Public/private
Motorbikes

Subcompacts Saab 9-1

Compacts

Overcompacts Saab 9-3 Sedan
Station wagons Saab 9-5 Wagon

Vans (and light trucks)

Luxury Saab 9-5 Sedan

Sports Saab 9-3 Coupe

Mini-buses

Buses

Cargo

US market Industry: Transport vehicles

Special purpose vehicles

(4-wheel drive, armoured)

Note:
In principle, each cell is a segment or niche with somewhat different requirements for success.

Thus the analysis should be made for each cell (one page in the strategic plan for each cell), separating class A
and B. However, sometimes cells are not distinct enough to justify a cell-by-cell analysis. Thus managers should
use their experience of the industry to combine cells when necessary.

In Saab’s case, there is one model for both social classes A and B. For this reason, classes A and B were joined.
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Henry V, King of England and commander-in-chief of the English army
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Azores ranking

Number of people
taking holidays in the

world

Sources

Nature

Sea

Whale watching
and swimming

with dolphins

Nr. 1 or 3 in the
world depending on

the source

12 million (for the total
of wildlife)

Sites Shermans Travel;
Top Adventure Tours and
Caribbean Tourism

Organization

Sport fishing

Nr. 4 for marlin

3.4 million for all types
of fishing

Telegraph and Caribbean

Tourism Organization

Sailing

Nr. 2 of Europe

10 million

Site iExplore and
Caribbean Tourism

Organization

One of the best in the

world

2,7 million

Site Dive Global and
Caribbean Tourism

Organization

Geotourism

One of the best in the

world

55 million

GeoExpro Magazine and
Travel Industry

Association of America.
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Figure 7-1: The eight factors in placement

I. PHYSICAL CHARACTHERISTICS
1.1 Senses (vision, smell, taste, hear, touch)

1.2 Size
1.3 Strength

Height
Weight

Heat
Cold
Discomfort

1.4 Resistance

1.5 Agilit

1.6 Flexibility/Elastici

1.7 Speed

1.8 Abilit

1.9 Esthetic (good / bad image)
1.10 Health

1.11 Vitality/Energ

II. KNOWLEDGE

Areas

Specialt

Sector

Compan

Planning (Pert, etc.)

Organization (time management, etc.)
Coordination (group
meetings, etc)

Control (delegation, etc.

2.1 Technical

2.2 Business

2.3 Management
Mechanisms of

III. INTELLECT
Deductive
Inductive

Learning
Reasoning (concludes)

Speed

3.1 Intelligence Emotional

Deepness

Type Mathematical .
Non mathematical

Memo:

Creativit

Synthesis

Rigour

Detail

Capacity of argumentation

3.2 Other intellectual

Wiritten
Oral
Non verbal

4.1 Communication

4.2 Leadership

4.3 Empath

4.4 Organization (Capacity o

4.5 Intuition

4.6 Human skills (knowing how to deal with people)
4.7 Listening

4.8 Political awareness

4.9 Knowing to manage conflict

4.10 Courtesy/Manners
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Figure 6-7

Luxury/9-5 sedan

Luxury, prestige
transportation

Social classes A, B — males

Attractiveness

A Sales volume (units — cars per year) 900 000

B Unit margin 40%

C Rate of growth (next 5 years) 5%

D Average yearly total margin (AxBxC) 18 000 million USD
E Total five years margin ( Dx5) 90 000 million USD

Reliability

Comfort
o =~ N W s~ 00 0o N

T
6
5
4
3
2
1
0

3 4 2: 3 4 5
Design Im age of status

@ Volvo S80; @ BMW 5-series; “ Audi A6; ® Saab 9-5 Sedan
Saab’s average [(6+7+6+6)/4]=6,25

Saab’s competition: @ Volvo S80 = [(5+6+6+7)/4]=6,00
B BMW 5-series = [(6+6+7+6)/4]=6,25
“ Audi A6 = [(6+5+5+6)/4]=5,50

625 _( 6,00+6,25+5,50 j
Competitive Position = 3
[ 6,00+6,25+ 5,50]
3

=+6%

15%4+70%B +40%C +8%D + 5%E + 6%F +50%G + 60%H 100 million USdollars

Synergy — = =
total yearlycost budger 600 million USdollars

16,7%

A — engineering development costs

B — distribution costs

C — warehousing costs

D —new material costs

E — components costs

F —parts costs

G — personnel training and hiring costs
H — administrative costs
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Figure 7-2

REASONS WHY KEY SUCCESS
FACTORS MUST BE DEFINED
WITH GREAT CARE

I. Dissimulated (camouflaged)

II. Vary

III. Detail §}w

Peter Drucke
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Hand-to-hand fighting between French and English knights. This sort of close combat,
giving the French no chance to open out and use their superior numbers to full
advantage, was precisely what Henry wanted.
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Figure 7-7

Baxter

(£ 10 billion US dollars
revenue)
President e-mails all 1.1 Vacancies
I thrusdays to middle
managers and top 1.2 And criteria to fill
saying= in
Propose Inside
11 Managers others <Outside:
L | can
Self propose
Pre-selection by the managers of the human
11 resources department on next monday
The heads of departments with vacancies collect
v more information about the candidates
vV 15t item on the agenda next thursday meeting
VI Repeat cycles until finally a decision is taken
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Figure 2-1: Henry V addressing his soldiers in the eve of the battle
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Figure 6-5

Overcompacts (9-3 Sedan)

Large family,

US.A . !
nner-city
transportation

Social classes A, B - males
Attractiveness
A Sales volume (units — cars per year) 4 000 000
B Unit margin 25%
C Rate of growth (next 5 years) 4%
D Average yearly total margin (AxBxC) 28 000 million USD
E. Total five year margin (D x 5) 140 000 million USD

Reliability
o =~ N W s o o N

7
6
5
4
3
2
1
0

o 1 2 3 4 5 6 7
Assistance

@ Volvo S70; @ BMW 3-series; “ Audi A4; ® Saab 9-3 Sedan
Saab’s average [(5+5+4+5)/4]=4,75
Saab’s competition: @ Volvo S70 = [(5+6+4+4)/4]=4,75

B BMW 3-series = [(5+4+5+5)/4]=4,75
~ Audi Ad = [(4+5+5+4)/41=4,50

4’75_[4,75+4«,75+4«,50j

Competitive Position =

=+2%

A
o)

(4,75+4,75+4«50j

15%A4+70%B8 +40%C +8%D + 5%E + 6%F +50%G +60%H 120 million US dollars

Synergy _ - -
total yearly cost budger 790 million US dollars

A — engineering development costs

B — distribution costs

C — warehousing costs

D — new material costs

E — components costs

F —parts costs

G — personnel training and hiring costs
H — administrative costs
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Figure 7-5

Yes = | Good performance
L ?
Success Y659
o

ADVANTAGES: CRITICAL SUCCESS FACTORS = PERSON

1.1 N characteristics to analyze

1. Eas
¥ 1.2 The rest is irrelevant

_|2.1 TavorTisme-Nepaism _
I1. Ethical :
2.2 Compliance/ Personal
3.1 & Impersonal = A Diversity

People tend to be
=P promoted up to their level

ML 39 Peter
Productive | disease of incompetence

3.3 Applies the excellent in the important
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Figure 6-1

Changing the terms of engagement in our favour

which makes most
use of strengths

Selecta ¢ Change terms
battleground § of engagement

Identify
strengths

Ignore
weaknesses f

where weaknesses
become irrelevant
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Figure 7-4

CSF (function)
Qualities (person)

HOUSE OF ROTHSCHILD (1790-1918) E
Father=Meyer [ Children Tem{)il::;lent |9 Opportunity 9

Importance: match

Nathan London
Audacious Aggressive
Imaginative Cut-throat

Self-confidence Competitive

James Paris

Sympathy Finance related with policy
Manoeuvrer Treacherous
Intuition Intrigue

Salomon

Vienna
Main client: court (aristocracy)
Pomp
Ceremony

Courteous

Patience
Dignitied
Amschel
‘Worker
Meticulous
Lonely

Frankfurt
Less important
Back-office
Information networking

11
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STAFFING

1. Selection

2. Placement

3. Promotion

4. Definition of functions

Henry V prays to St. George
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Figure 5-2 Tourism segmentation matrix for a region

2 Others

6.3 X 6.5 | 6.6 6.7

City /
Scientifi

Cultu | Shopping/ i

ral/ Museums/ I Health Cr Passer-by ol

Histo Shows (recov a c(volcan
- | ery)

(visiting N
ises friends, ology,

ients
etc.)

Toddler
Dependents Children o
- inics
1 (Talassotherapy. etc.)

- Corporate (people

5 Single workingin the region)

gung; Married without drominerali
Chidren Conferences/Congresses

Full nest Stay overnight

Families
Empty nest
Scenery untouched by Man
’ ¢ Rally

Frecetiees (green/eco/agro/rural)
Challengers

(active)
whales watching, etc.) Amusem Others: war
ol e

survivors

0Old. single
widowed and :
s Leisure | Rest/ 5
divorced +active | Promenade
Snow

Others
Football

Din Hetero
Hunting

ks Homo

Corporates

Tour operators
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Figure 8-2

Like a physician or a lawyer, the professional in a
company has the duty to subordinate his own interests to

those of its client: the company.

That is, the professional is a server.

And even more, as higher the hierarchical position.

This doesn’t give privileges or power, but gives mainly
responsibilities

(in My Years with General Motors)

Alfred Sloan
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Figure 6-6
Station wagon/9-5 wagon

US.A Large family,
suburban
transportation

Social classes A, B — females

Attractiveness

A Sales volume (units — cars per year) 2 700 000

B Unit margin 30%

C Rate of growth (next 5 years) 7%

D Average yearly total margin (AxBxC) 25 000 million USD
E Total five year margin (D x 5) 125 000 million USD

Comfort
o = N W b~ 0 oo N

i
6
5
4
3
2
1
0

@ Mercedes E-class; B BMW 5-series Touring;  Audi A6 Avant; ® Saab 9-5 Wagon
Saab’s average [(5+7+7+6)/4]=6,25

Saab’s competition: @ Mercedes E-class = [(7+7+6+7)/4]=6,75
B BMW 5-series Touring = [(5+6+6+6)/4]=5,75
“ Audi A6 Avant = [(6+5+5+6)/4]=5,50

605 (6«,754—5‘,754—5‘,50]
Competitive Position = ’ 3
( 6,75+5,75+5,50 j

5
o)

=+4%

Synergy _ 15%A4+70%B +40%C +8%D +5%E + 6%F +50%G +60%H 115 million US dollars

total yearly cost budget " 750 million US dollars
A — engineering development costs
B — distribution costs
C — warehousing costs
D — new material costs

E — components costs

F — parts costs

G — personnel training and hiring costs
H — administrative costs

15,3%
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Figure 5-1: Diversity in (needs) positioning in tourism

NEEDS

Egypt = [Q{’- :
. . (“Where it all begins™) ./,'/é{ s
Cultural / History L5 — -
Stratford New world greatest
(Canada) Shakespeare festival
City
(shopping, museums, shows) I . NY
111 Business “Chicago got 1t”
[zl -
Nat Land Norway: “Powered by nature”
ature S
Sea Azores: “Rhythms of nature”
Sun and Beach @
W\@‘él V@S .the sunny side of life
Day amusement N
Resort - Y Sun and fun
Night amusement
“In the beginning God
Lei + acti created heaven and
eisurex active earth; San Francisco
took a little longer”
Oliata Romance (“Virginia is for lovers” — Niagara

Falls), sports, religious, cruises, etc.






OEBPS/images/Livro Shakespeare - V_fmt6.jpeg
24" OCTOBER 1415: AGINCOURT

Forces

England

France

Number (thousands)

7

30

Proportion

1

to

4.3

Type

Infantry
(plebeians)

Heavy cavalry (the best
of French nobility)
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Figure 7-3

QUALITIES 3 VARIETY |

(1) Laziness

(2) Courage
Qualities (3) Vanity

(4) Detail
Attention 1 (5) Variety
Others | (6) Camouflaged
(7) Subjectivity=>» Objectivity

Goethe Peter Drucker Mourinho
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WILLIAM SIHARESPEARE
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Figure 6-8
Sports/9-3 coupé

Pleasure of

US.A driving (toys for
grown-ups)
Social classes A, B — males
Attractiveness
A Sales volume (units - cars per year) 1500 000
B Unit margin 35%
C Rate of growth (next 5 years) 4%
D Average yearly total margin (AxBxC) 23 000 million USD
E Total five year margin (Dx5) 115 000 million USD

Image of youth

7
6
5
4
3
2
1
0

o =~ N W s o o N

@ Mercedes CLK; @ BMW 3-series; « Audi TT; @ Saab 9-3 Coupe
Saab’s average [(5+5+5+6)/4]=5,25
Saab’s competition: @ Mercedes CLK = [(3+5+6+5)/4]=4,75

B BMW 3-series = [(4+5+5+4)/4]=4,50
~ Audi TT = [(6+6+4+5)/4]=5,25

5 25_[4.75+4,50+5,25j
Competitive Position = = 499,
3

15%A4+70%B +40%C +8%D +5%E + 6%F +50%G +60%H _ 65million USdollars

Synergy — =
fotal yearlycost budget 360 million USdollars

=18%

A — engineering development costs

B — distribution costs

C — warehousing costs

D — new material costs

E — components costs

F — parts costs

G — personnel training and hiring costs
H — administrative costs
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Jorge A.Vasconcellos e Sa

With the collaboration of Magda Pereira and Fatima Olao

SHAKESPEARE,
HENRY V AND THE
LESSONS FOR

“l am IMPRESSED with Vasconcellos offer of these rich LESSONS
for management leadership and competitive business
maneuvering. | only wish that he continues to write MORE."

Philip Kotler (Professor at Northwestern University)

“Every business leader can learn a lot from Jorge Vasconcellos’
BRILLIANT analysis and exceptionally WELL WRITTEN lessons
for business.”

Al Ries (author of the Bestsellers Marketing Warfare, Positioning, etc.)

¢ Liberty

churns

VidaEconomica
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Figure 3-1

To Calais

CHARACTERISTICS OF THE TERRAIN
Bothsides
E‘ Slopes
Middle
Forests (both sides)
Funnel shaped

E‘ Wet mud / Slippery / Soft (due to rain)

Six foot long stakes fixed to the ground
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Figure 7-8

PETER DRUCKER’S SIX RULES é

Define what constitutes success 1n detail

Look at a number of potentially qualified people

Think hard about what each candidate brings to the position and
organization

II1.

Have a variety of people get to know the candidate.

Discuss each of the candidates with several people who have
worked with them

After the hire, follow up to make sure the appointee understands
the job.
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Figure 2-2

English
French advance-guard
French main body (joins advance guard at Amiens)
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Peter Drucker

Figure 1-1

J. Welch

Jack
Velch

WINNING

=

MANAGEMENT

HENRY

Shakespeare (1564-1616)

, HENRY V AND THE LESSONS FOR

WILLIAM SHAKESPEARE

v

Bill Gates

Steve Jobs
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Figure 8-1

A. Sloan J. Welch

SHAKESPEARE, HENRY V AND THE
LESSONS FOR MANAGEMENT

1t — Ignore the (country, organizations, person)
weaknesses;

28d_TFocus on their strengths; and

/ 4 i )
Piter Drudiier 3d — Took for a place (marl-iet, segment, job)
where the latter are extremely important.

Bill Gates

Steve Jobs
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Figure 7-6

REGIONAL SALES MANAGER

SECONDARY INTELLECT, SKILLS AND

Objective Critical Success Factors TEMPERAMENT CHARACTERISTICS
L Empathy R
e Intelligence Speed
2. Team building Emotional
Deepness
Type
Recruit new sales | 3- Communication skills Memo:
- Creativity
torc e . . . Other Svnthesitz
4. Discipline X =
intellectual Rigour
Detail
5. Ol‘ganiza tion C‘a1.> acity of argumentation
Written
Communication Oral
Non verbal
1. Mental openness .
Leadership
Empathy
Organization (Capacity of)
2. Low risk aversion Intuition
Human skills (knowing how to deal with people)
Listening
Political awareness
. s e P Knowing to manage conflict
Enterinto new 3. Initiative/decisiveness et v pr—
markets Punctuality
Mental openness
Sympathy
4. Leadership Extroversion/ introversion
Emotional stability / Equilibrium
Sociability (liking for human relations)
Toviality (zood humour)
S PRrSEVETAeE Bonomy /Personal warmth
Patience
Sensitiveness
Self-confidence (self-control) / Insecurity
1. Concentration Initiative
Prioritising / decisiveness
Team player or builder/individualist (liking to work
alone)
2. Focus Stress (capacity / liking)
Detail
Perseverance/ determination
Increase share in _ (‘riticisl.n.
existing markets Adversities
3. Follow through Tolerance
Discipline fmpose
Comp liance
Flexibility / adap tability
Global/ strategic vision
4. Prioritizing/decisiveness Parsimohy;
Respect
Innovation (spirit/liking of) risk aversion
Cooperation/ generosi
Simple/ complex (personality)
1. Details Learning with experience / Self-criticism / Analysis
capacity
Result (output) versus process oriented
Focus / dispersion
Charisma / dignified
Conformism/inconformism
2. Discipline \,Vork capacity - —
Courage (see reality. as it is. cold blood)
Verbal contention
. Humble/ arrogance
Decrease costs while — ———
: 2 Discretion /irreverence
maintaining sales Self motivation/ambition
Calm/nervous
3. Follow tln‘ough Object v (fact finding) / subjectivity
Dynamic/passive
Charm
Comncentration capaci
Audacity/ prudence (p onderation, reflective)
4. Courage Pragmatism/ perfectionism
Sense of proportion/small mindedness
Maturity / resp onsibility
5. Parsimony Following through

Short-term /long term oriented
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Figure 4-2

SECOND LESSON OF By carefully selecting where

AGINCOURT = to fight one can render our

weaknesses irrelevant

A B C

TERRAIN Advantages s
Impossible Slow attack by Lack of Ditficult for

. to be enemy mobility | cavalrymen
Chgrgcte- surrounded | (1*minute: 30 — for the to getup if
ristics 60.000 arrows) cavalry they fell

Narrow

‘ 2 | Forest
In both sides ‘

3 | Slope

Slope in the middle
Rain = Mud

Long stakes in the ground

Funnel shaped
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