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“The trouble with the rat race is that

even if you win, you’re still a rat.”

Lilly Tomlin (comedy master)
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May your coffee be strong,

your meetings meaningful,

and your inbox empty.

And to those trying to do good things

in the middle of it all:

I see you.
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WHO AM I AND WHY THE FUCK DID I WRITE THIS?


I peaked at eleven years old.

If success is defined as the accomplishment of an aim or purpose, then I am pretty sure 1987 was my high-water mark. Don’t get me wrong — I am more proud of many other things in my life.

But when I stopped to consider my best personal example of success for this introduction, I realized that this was the right story to tell.

Just one year earlier, I negotiated a deal where if I raised half the money to go to Space Camp, it would be matched. I crunched the numbers and figured I would need to come up with about $1300 to cover my half of expenses including transportation, camp, and, of course, a flight suit.

A $1300 gaming PC might be midrange in 2024, but to a kid in the 1980s, it felt like a million bucks. I wasn’t discouraged. I had to go. I knew it was only a matter of time before there would be an accidental launch into space and I needed to be among the handful of kids on that mission. We would step up. We would save NASA — possibly the world.

My first idea was terrible. I planned to take the few dollars I had and buy beer that I could sell door-to-door to adults. I knew exactly which ones to sell to, and Football Sunday was my opportunity. I was, rightfully so, shot down at the point of purchase.

Fortunately, I did have other ideas that worked. I arbitraged the neighborhood’s recycling on Wednesdays at 5 AM before the truck made its pickups. I made a weekly run for surplus vegetables and eggs from a nearby farm to sell to my neighbors. I mowed lawns, pet sat, ran errands, and bought mini pies in the morning that I sold at lunch. Shit, I would do anything. I didn’t care.

In the movie version of my memory, I slapped the $1300 down on the coffee table and struck a b-boy stance. Looking back, I think it was more of a transparent build-up without any big reveals, but I don’t remember that part.

I don’t remember too much about Space Camp, either. I recall being a year too young and an inch too short to do anything exciting (like putting on a space suit, which is an obvious prerequisite for being accidentally hurled into space). I remember lots of movies and paperwork sessions. It was more like Bureaucrat Camp, but I made it.

My most valuable memories from this adventure are recalling how I got there.

Growing up, I never heard the word stratagem. If I did, I didn’t know what it meant. However, in hindsight, that was what got me to Space Camp. I developed a plan, executed strategies, remained focused on my goal, and, most importantly, earned the money I needed through good deeds.

I think I was around twenty years old when I became curious about The Art of War and picked up a copy. It was a cheap reprint of Giles’ translation bulked up with interpretative filler that lost relevance in the 1950s.

I really did try to read it cover to cover, but to this day, I can’t say I did. My attention wasn’t held until I got to the actual line-by-line direct translations. I clearly remember downshifting to that confusing space where you want to absorb each word yet feel an urgency to get to the next. I found poetry in the short blasts of wisdom originally scribed over two millennia earlier.

Sun Tzu’s The Art of War has never really been about war to me. Fuck war. Instead, it was always a metaphor to explain the why and the how and a primer on the power of action-consequence.

Then I forgot it existed.

I am no scholar and don’t claim to be. I am a neurodivergent art college dropout with an unquenchable thirst to learn almost nothing useful. So, if you don’t find value in my applications or think my interpretations are blasphemous, there are plenty of well-respected and learned versions out there. This is not one of them.

I wish I could say this project was launched during a trip to the woods where I got weird and communed with Sun Tzu, but it didn’t. It started when I was conversing with a colleague who reminded me of The Art of War. While riffing, I shared that it would be hilarious to rewrite it for the current business world and add curse words. The title came first. In fact, it was my punchline.

However, once I actually got into writing this, I found that simply adding f-bombs didn’t pull it off. There was a far deeper application. At the time, I was working for yet another company that was clearly going off the rails after a private equity acquisition. Writing this gave me words and logic to understand what didn’t feel right. Slowly, this project — still rooted in humor — became a cathartic outlet that gave me clarity and relief.

Then, one day, in what I can only imagine was a play to spiff up the books for a future sale, the company’s dysfunction shifted from the standard mild corporate toxicity to full-blown destructive behavior. They started to push me out, along with some of the most talented people I have ever worked with. The wave moved quickly. The difficult part was that it seemed like they deliberately targeted the employees who truly gave a shit about the company and its product. Worst of all, they treated their greatest assets – long-time customers – like they were a disposable and easily replaceable commodity.

This was the day my fun side project became relevant.

Ultimately, will this book provide anyone any value? No clue. What I do know is that I enjoy reading and writing and revising it more than I ever thought I would. To me, this is a fun and insanely insightful project.

I figure if it resonates with just one person, it was well worth the energy. And it already does. Me.


ONE
LET’S KICK IT OFF


By all accounts, Sun Tzu was a fucking badass.

In Sun’s day, China was not a single unified country but rather a patchwork of kingdom states. Power was a monopoly held by provincial monarchies. Each kingdom relied on its warriors to protect it from rival states, and borders were established and maintained through bloodshed.

Because of this, being an accomplished warrior was one of the only paths for someone who wasn’t born into a silk robe to achieve any tangible power.

In history’s rearview mirror, it is easy to see why Sun Tzu’s legacy has survived thousands of years. As a peerless warrior and general, he gained a modest amount of fame in his day. But Master Sun’s brilliance as a tactician is why we all are familiar with his name two millennia later.

The tools he developed and shared are timeless and adaptable.

The secret to Sun Tzu’s legacy lies in how interpretable The Art of War is. The true genius of Master Sun’s original insights was the succinct phrasing. But, in fairness, the dude had to use brevity for a reason: he wrote this shit on strips of bamboo.

But I do wonder, what if Sun Tzu was alive today? How would he seek his power? Would he be driven to command military forces again? Or would he explore a political path? I actually don’t think he would do either. I believe he would focus his talents on the gateway to the greatest power in our present day: business.

I imagine if Sun Tzu were alive today, he would be at the helm of a massive transnational corporation, probably in tech or some other high-value consumable. I imagine him replete with his own signature Jobs-esque uniform. Except, for some reason, I want to believe it would be more Miami Vice pastel swagger than achromatic turtlenecks.

But I digress. The one thing we don’t have to imagine if Tzu were alive today is how he would secure his success: strategically.

Within capitalism, the only way to survive — let alone thrive — is by implementing strategy.

You will be targeted from a multitude of directions. You will have to deal with competition for customers, resources, talent, innovation, and more.

Learning how to develop and apply strategy will allow you to better navigate the complexities of business and succeed.

Now, if you know the complete legend of Sun Tzu, I have to address the obvious. I understand that I risk cancellation for glorifying the writings of a man who allegedly got a promotion for beheading a concubine to make his point. But, if you know the legend, you would have to agree his point was made. And this was over 2,000 years ago. Allegedly.

Is Bill Cosby still alive? I’m pretty sure he is at the time of writing this, but I didn’t bother looking. It doesn’t matter; either way, he’s a dirtbag of a human. A true piece of shit. He even has his own verb. If I tell you someone ‘got Cosby’d,’ you know exactly what went down — and it’s fucked.

Cosby was convicted, sentenced, and sent to prison. Then the conviction was appealed, overturned, and he was released — not because he didn’t do it, but on a fucking technicality because once upon a time, a prosecutor was an idiot. No matter the outcome, I’m confident he’s not getting a lot of company stopping by for cocktail hour.

However, regardless of his custody status, no one can take away the countless hours I spent learning and laughing with Dr. Huxtable and his family.

Look, you don’t have to light a candle or drink a toast to Sun Tzu to get something out of this book. You also don’t have to like me. I will be the first to admit at least half of what is written on these pages is likely bullshit, even more, if you take it literally.

The actual lessons are between the pages. This is about how to think, not what to think.


TWO
SHITTY BOSSES


“An army of asses led by a lion is better than

an army of lions led by an ass.”

George Washington (founding master)

It is a safe bet you have had first-hand experience with a shitty boss. I realize I’m shooting for the middle here. But I am looking for some common ground to kick this book off so we can bond a little over universally shared experiences. So follow me: if you have worked for even just two people, and you apply a bell curve, one boss was shittier than the other.

Applying that same logic, half of your bosses sucked to some degree. We all have had them.

Maybe you see good in people, and when you think back, you actually kind of liked some of them on a personal level, but liking them doesn’t mean they weren’t terrible at their job.

We are talking about function here, not popularity.

I wonder, do shitty bosses know they’re shitty? Do they go home at the end of the day and say, “Hi honey, I’m home! Had a great day diverting all accountability and making people feel small!”

I doubt it.

See? I’m relatable. Now, please, hold that feeling because here comes a mindfuck.

YOU MIGHT BE A SHITTY BOSS

If you are in leadership, I have some bad news: odds are north of 50% that you are, in fact, someone’s shitty boss. The worst part is that you probably don’t even know if you are.

But no — not you. You are proactive. You take steps to be a better boss. I mean, shit, you’re reading this, right? Just know that no matter the number of seminars you attend, books you read, or YouTube videos you watch, you are probably the toilet paper on someone’s shoe.

It’s not your fault. The system is set up to promote, mask, and even encourage mediocrity. Not to mention, self-evaluation becomes difficult because, as humans, we are hard-wired to dismiss any evidence that challenges our own carefully curated frame of self.

The times when we question ourselves are a good thing. Then, there are rare moments in our lives when our identity’s snowglobe is shaken to the point where we truly see ourselves through another’s eyes. Sometimes this is heartwarming. Sometimes it’s shattering. Regardless, it is in these paradigm-shifting flashes that we can see a path to meaningful growth.

So how do you know?

We already acknowledged that being liked doesn’t mean you are a good boss, so you can’t look to popularity with your team for an answer. Besides, you are the keeper of their livelihoods, so even if you ask them directly, you probably won’t get their unfiltered truth.

So, maybe it’s feedback from your leadership? Well, unfortunately, no. Ultimately, it is a reflection of how you make them look or feel.

Ah — look at the data! That’s the solution! Well, no. That won’t do it either. Sure, the data can show if you are effective, and while that is a significant component of leadership, it is only an ingredient to being a good boss.

THE TEST

In my search for resources on objectively self-evaluating one’s leadership strength, I found a lot of garbage. Most resources were skewed toward selling some magical leadership program or consulting services.

After hours of searching, I realized that the perfect resource to determine if you are a good leader doesn’t exi-

Online Quiz: What type of parent am I?

Shit. I didn’t want this to work, but it does. I found hundreds of variations of these parenting quizzes, and most are damn near perfect for the purpose of perspective. Simply substitute tasks or assignments for chores and associates for siblings. You get it.

These worked for me. Maybe something else will work for you. The point is to get objective. Real objective.

THERE IS HOPE

Taking these quizzes myself, I was forced to acknowledge times when I was a shitty boss. I was reflecting on one job in particular at a poorly run company where, if I were to summarize my actual job duties, I didn’t spend my time doing what my team thought I did. Sure, they understood it was my job to hire, fire, train, support, and hold people accountable. And I did all that. But it was a small part of my duties.

In reality, I spent most of my energy sifting through numbers to spin any and all evidence of success for the meaningless initiatives I was given. I would spend time comparing notes with peers who were doing the same thing. We made damn sure we all looked justifiably good. It was all bullshit. Activity does not equal progress.

Few, if any, are born as natural leaders. It takes work and introspection. Without either, you run the risk of being shitty and not even knowing it. This is especially true when you surround yourself with people who tell you that you are doing great and only ask for the same validation in return.

If we genuinely care about maintaining any dream of capitalism, we all need to do a better job of supporting leaders and organizations who prioritize good business practices over ego and greed. My full respect goes to any leader who understands that if the product is good, the customers are cared for, and the employees are happy, the money will come.

Sun Tzu absolutely understood meaningful and motivational leadership, albeit a bit violent in his original demonstration.


THREE
MAPPING SHIT OUT


“A bad system will beat a good person every time.”

W. Edwards Deming (economy master)

The Art of War is a guide to battlefield strategy because strategy is the key to success.

Strategic planning on a battlefield is a matter of life or death — hunter or prey, feast or famine.

To succeed in war, a general must research, prepare, and accurately assess their means. There is little room for miscalculations or wasted resources.

Then, they must collate incredible complexities and compare them to the enemy. They can never forget that all armies are comprised of individual humans with unique frames of thought and independent feelings. They must be capable of uniting their soldiers in a single cause.

Only then can they build meaningful and effective strategies.


If there are proven foundations for successful strategies in the life-or-death context of war, why wouldn’t you want to use them in less violent arenas?

Strategy is a set of instructions for success. We certainly all learn to follow instructions early in life, but how do you create them? I am not a deliberate or calculated person by nature, but I have learned the importance of forethought. That’s what this whole book is about. A different way to think. And once you learn how to create effective strategies, you will have the advantage.

I hope some people will read this book and use these tools to realize their own personal definition of success. It would be awesome to hear about this one day. Maybe someone will share a story of how this was meaningful or empowered them to expand and rewrite their path.

But I know better. I expect most will skim-read or dismiss this book altogether. If you bought this book to display behind you so you look edgy in Zoom meetings, I thank you for your donation.

This book is about the foundations and seeds of strategy. The choice is yours. Take it or leave it. Just don’t make the mistake of confusing simple for useless.

Look, you may be more intelligent than the average bear. Way too smart for this shit. But if your competitor takes the time to understand the subtexts shared here and you don’t, they will succeed. And you will get beat by a moron. Sucks to be you.

This is the moment you choose to be proactive or reactive.

This is your red pill/blue pill moment.

THE FIVE FUNDAMENTALS

Five Fundamentals create the foundation for The Art of War. Take the time to understand these Fundamentals, as they will be referenced often. To best absorb them, reflecting on specific examples in your world is helpful. This will make the concepts more tangible.

Some of the most popular translations of the original text cite these Fundamentals as Moral Law, Heaven, Earth, The Commander, and finally, Method and Discipline.

Well, that’s dated shit. To freshen it up, I retitled the Five Fundamentals: The Culture, The Aether, The Landscape, The Chief, and The Management / The Leadership.

	The Culture 




I die a little inside whenever I hear anyone mutter the words ‘Company Culture.’ It’s not the thought of Culture that turns me off. It’s the disconnect between declared culture and actual Culture. Dictated company cultures often come across as a bit cultish. The actual Culture is only ever visible through a reflection.

All companies are in business to make money, but this is a question of how you plan to make your money. Are you focused on doing good, or are you exploitative? It’s not even how you answer that question; it’s what your organization actually does.

	The Aether 




The Aether represents every variable and cycle that affects your business, industry, organization, and client base. This encompasses all that is out of your direct control and includes seasonality, trends, markets, events, and geopolitics.

Everything needs seasons. You can’t have ebb without flow. It is about defining and understanding these dynamics to better predict and work with them. Think of this as the ‘industry weather.’

	The Landscape 




The Landscape is the entirety of your industry, boundary to boundary, broad appeal to a niche, risky to secure. This is about the tangible, measurable, and reportable three-dimensional space your business has the potential to operate within. It is the box that defines if there is enough opportunity to add a new horizontal market and the depth and altitude to support the incorporation of new verticals. Everything your organization does, with the possible exceptions of poorly executed marketing and mass advertising, takes place in your Landscape.

Throughout this book there are many references to The Landscape. It is important to note that your market is a two-dimensional horizontal plane within your Landscape. Expansion of your market is a function of Marketing and Sales and is an expansion within The Landscape. However, expansion of The Landscape generally only takes place through development, innovation, or acquisition.

Shit. That confused me, and I wrote it. Let’s try it this way: all of your market share is in your Landscape, but not all of your Landscape is your market share.

Clear as mud?

	The Chief 




The word ‘chief’ is used here in the context of a C-Level leader or the highest in a given chain of command, often a CEO. If your mind took you to some wild west shit, you may want to take a look at your cultural biases. You may be a racist.

In fact, the title ‘Chief’ is irrelevant here other than a symbolic placeholder that makes this text easier to adapt and apply. Think of The Chief as the head honcho, shot-caller, or otherwise the one who is most responsible for the successes and failures of an organization.

We also assume in the context of this book that a ‘good Chief’ is a student and practitioner of these philosophies. To be ‘good,’ they must demonstrate all the virtues of wisdom, transparency, kindness, responsibility, and accountability as the organization’s parent figure.

Sometimes, The Chief is mom. Sometimes The Chief is dad.

The Chief clearly communicates expectations to all in the organization, and everyone wants to deliver for them. When victorious, The Chief deflects credit. And when it doesn’t go well, they own it, take the L, and learn from it.

	The Management / The Leadership 




Management is any part of the organizational hierarchy where there is responsibility for others’ actions, whereas Leadership is the exhibited focus and discipline within an organization. Any member of an organization can and should demonstrate Leadership in their role. All Management must.

A clear chain of command is not restrictive. It removes confusion for your people and is required to unify and mobilize an organization effectively. It also serves as a vehicle for accountability of Management.

Discover, promote, and empower people into Management positions who demonstrate Leadership. These are the ones who will make sure shit gets where it is needed and build teams that self-motivate.

APPLICATION OF THE FIVE FUNDAMENTALS

To best predict the outcome of a contest with a competitor, you must first remove yourself from any predisposed beliefs, hopes, or fears and get objective.

Be wary of negative or positive slants. There are times I felt I was being positive but it turned out I was positively wrong.

Once you are in the right headspace you can apply the Five Fundamentals with the following competitive analysis:

	Which organization eats, sleeps, and shits their true Culture? 

	Which competitor has a Chief who has more experience? 

	Contrarily, which has a Chief with fresher viewpoints? 

	Which competitor is better prepared to weather changes in The Aether? 

	Which brand’s market share has a wider stance in The Landscape? 

	Which organization has the most disciplined and focused Management? Does Leadership flow or trickle? 

	Which brand is more trusted within The Landscape and why? 




Here’s the bad news: these answers will only give you a static snapshot.

There will need to be adjustments because competition is dynamic. Include and plan for change in your strategy and be ready to adapt when things flip.

Because they will.

STRATAGEM

Throughout the original text of The Art of War there are references to a word that is often translated into English as ‘deception.’ However, today, we understand ‘deception’ as deceitful, manipulative, or flat-out lying. In this context, I see more value in interpreting it as a gambit or a play, not lies. So, I chose the other oft-used translation: ‘stratagem.’ Stratagem is defined as a series of calculated moves to achieve a competitive goal.

Always be aware that any moves you make will be interpreted as strategic by those who respect you and deception by those who don’t.

The most effective stratagem is focused on the intentions of your competitor, not your competitor directly. By doing so, your results will be exponentially more fruitful.

Stratagem can be about making your competitor think you are pulling back as you prepare to drop the hammer. Or when you're falling behind, projecting that you're right on their ass.

If your competition is dominant in your Landscape, focus on discovering their weaknesses. Then, instead of spotlighting these weaknesses, focus your Marketing on illuminating where and how you’re stronger in the corresponding areas.

If your competition has a better reputation in The Landscape, focus on improving your customer service and flood your Marketing with success stories of your happiest customers.

If your competition is easily triggered, trigger them. How they react will tell you volumes about their operations.

Hit your competition where they aren’t prepared and show up when they least expect you.

Are you feeling extra? Master Sun recommends a tactic that, in modern applications, would be similar to baiting your competitor’s talent for interviews. Relax, be curious, listen, and learn. Gain insight. But if they share, don’t hire that person. They have zero fucking loyalty.

When you win, don't boast - at least not directly. Let your customers do it for you. Unify your customer base and promote them back to your Landscape as a community. If your competitor’s customers stick together, this will divide them.

When your people hear your customers bragging about using your product, it will boost their confidence far more than some yeah-bros-we-are-the-best bullshit in an all-hands meeting.

Two ears, one mouth.


FOUR
CULTURE CLUB


“Culture does not change because we desire to change it. Culture changes when the organization is transformed.

The culture reflects the realities of people working

together every day.”

Frances Hesselbein (scouting master)

Okay, before we get started on this subject, I am well aware the word ‘culture’ can be triggering for some readers. It certainly is for me. But this is about giving power back to this misused and trivialized word. Now is the time to heal the PTSD we have collectively suffered at the hands of corporate propaganda and toxic positivity.

WHY YOUR CULTURE SUCKS

Any Culture you don’t proactively foster will be created anyway. There is always a Culture. The question is if it is any good.

I believe that every leader wants to create a healthy Culture at their company, and I think this may also be the root of the problem. Society offers us clear instructions: if you want something, it’s up to you to go out and get it. Most in leadership take these instructions to heart and, therefore, rightfully so, are people who believe they can make shit happen. While that may work for attaining a goal or buying something cool, Culture isn’t some shit you can cut out of a magazine for your dream board.

Your Chief is the shield of your organization. If that shield is rock solid in every way, the organization will be strong as hell. This is a good foundation for a healthy Culture, but it isn’t some wizard stick that will automatically create it. If the leadership has some blind spots or struggles to convey goals in a way that resonates, then a unified Culture will be weak or nonexistent.

Just remember: The Chief doesn’t own, and can’t control, the Culture. The Chief can only influence it and then provide an environment for it to thrive. If they believe they have the power to dictate it, they will be oblivious to any shifts. This is why many organizations possess multiple Cultures. There is always the dictated Culture, and then there is the actual Culture. Hint: the dictated one can be found in the HR-approved New Hire video. The actual Culture reveals itself in the millions of daily micro interactions.

Most organizations think that a great Culture is what builds great teams. They are wrong. Great teams are what build a great Culture.

This is like when I was sitting on the freeway at a dead stop and I read graffiti on an overpass that said, “You are the traffic.”

BUILDING EFFECTIVE TEAMS

Stratagem is required for far more than conquests and competitive interactions. It also applies to internal planning. The most crucial internal plan you can have is one for unifying the individuals in your organization into a team. This is about meaningful team building, not some dumbass ‘mandatory fun’ event that feels like an extended layover at a regional airport.

To build an effective team, the first question to ask yourself is, what kind of team do you want to build?

Do you want a big bad team? Well, then, it will cost you. Killers aren’t cheap. The more top performers you have, the more opportunity and challenge you must bring to the table to feed them. If not, they will get bored, and then they will leave.

Alternatively, mediocre talent is cheap. So, if your priority is to have a large team, maybe this is your answer. But loading up on a bunch of jackwagons is also a mistake, and there is a far deeper cost when you make ineptitude acceptable. We have a family saying that came a few generations ago: “Don’t hire someone to do a job unless they are better at it than you are.” Admittedly, it is oversimplified, but there is some solid logic in there.

There is really only one correct way, and that is to build a sustainable, scalable, and balanced team. To do this, strategy must be applied while curating your talent blend, not after. Retention of your best talent and leveraging them to mentor your aspiring talent is tried and true. But it only works when there is an abundance of work. Otherwise, if there is even a hint of scarcity, your people will resent you and hold back.

Another often ignored but very important ingredient when building a balanced team is the need for skill sets other than performance. To be self-sustaining, teams also benefit from some worker bees, organizers, and cheerleaders sprinkled in. Sure, performance metrics are important, but they aren’t everything.

Final note — and this is crucial: you must create meaningful mechanisms to solicit and apply feedback. You hired the best you could find, afford, and retain. Remember that. If they care and they have ideas, those ideas are valuable. If the ideas shared don’t meet the needs of the overarching goals, don’t discourage them. If they are actively seeking to contribute, this is solid gold. Include your people in planning and celebrate sparks of inspiration.

Truly effective team building deserves its own book, and there are plenty of them available. But for the purposes of this book, the tone is set.

HOW TO DESTROY TEAM CULTURE

A good and healthy Culture can take years to build. It can also be destroyed in a split second.

There are three quick and easy ways Leadership can destroy Culture:

First, by assuming the C-suite’s priorities are automatically shared by every employee. Too many once-talented sales reps somehow forget to apply Zig’s WIIFM when they get a glossy title. Make sure priorities are delivered to the team from the team’s perspective.

The easiest way to motivate teams is to align your incentivization to your larger goals and then only hold your employees accountable for the things they can control. Otherwise, you will demotivate them.

Second, try to manage individuals and the team the same way — or a team the same way you manage all teams in the organization. A typical example stems from applying what worked before simply because it worked, well, before — somewhere else or at another time.

Try to understand what is going on in each team’s respective trench. Take the time to understand the dynamics of the individuals within the team. How? Simple. Communicate. Failure to do so will create resentment every time.

Finally, by adding layers of management that aren’t necessary. Now, I’m not saying that all middle management is unimportant. There are definitely middle managers who provide value. I am referring to the unnecessary ones that are in place solely to enable, shield, or buoy up weak upper management. Middle management positions should be created only when required and filled either by an internal promotion or someone respected by the team. Anything else will almost certainly disrupt the balance. If you must bring in an outsider, it is a good idea to include respected team members in the interview process.

Fact: no nonessential middle manager in the history of middle management has ever shared with their boss any warnings of a team in chaos. They are too concerned it will be seen as their failure to manage — and it will. But the irony is that this very chaos is often due to a lack of respect for the middle manager’s position from below coupled with a restriction of empowerment by upper leadership from above.

Unfortunately, these three Culture-killing scenarios are extremely common and destroy morale. They cause the team first to lose comradery, and then individuals will ultimately detach. When the team feels disconnected from leadership and the overarching mission, you invite dissent into the organization and kiss goodbye to any hope of deploying a constructive Culture.

HOW TO BUILD CULTURE

We have discussed that the leader doesn’t create The Culture, but that doesn’t mean they don’t have an immense effect on it.

Here are some of the things that you can control:

Empowerment & Rewards

Empower your best people to do better and then pay them more when they do. It doesn’t take too long of a run before this is cheaper than turn-and-burn hiring. Add layers of Leadership where required, but remember, excess bloat makes you less agile and inherently distances upper Management from the trench. This is an all too common issue with growing companies.

Leadership’s Judgement

When good Leadership is in place, it knows when to throw down and when to back off. Push your people for better when they are up, and give them support when they are struggling. Ensure everyone in Leadership, including The Chief, is ready and willing to get in the trench and stand shoulder-to-shoulder with your frontline.

Know Your Competition

Confidence is built when all in the organization see The Chief handling competitors like a fucking boss. Ensure The Chief shows they know how to handle both dominant and inferior competitors. It is expected to keep an eye on a dominant competitor but don’t get lazy and dismiss an inferior one. They often have more heart, and any loss suffered to one stings way more.

Unified Vision

Keeping your organization fired up with a single and focused vision can be challenging. To do this, be transparent with your goals and progress on achieving them. The big picture must be understood not only by each department but also interpreted and owned by each individual.

Wins Earn Confidence

Be sure your organization is prepared and ready to take down a competitor the second an opportunity presents itself. This will feed your team’s confidence. When a win is secure, include other departments for input and participation. Wins motivate all when all are involved.

Remain in Alignment

The Chief must be empowered to execute strategic mastery to move and implement decisively. This empowerment is different and comes from earned trust. There will be tough decisions, and everyone won’t always like all the choices made. The key here is to remain in alignment with The Culture and goals. If everyone can understand the why, then all will respect them.

THE PARADOX OF RESOURCES

Need to execute with a large organization? Or maybe it’s a small one? If you have a team of five or five thousand, it actually doesn’t matter if you have your Culture dialed in.

First, most of us start out running a smaller company. Being lean gives you the inherent advantage of agility, which is only limited by your lack of resources. This forces you to be creative. To succeed, you need to commit to working smarter and harder. With some passion, strategy, and a clear vision, your company will grow.

This is the phase where you must set the foundation of who you want to be when you ‘get big.’ I don’t mean daydreaming about the size of a warehouse or the number of customers; I mean, how do you want to behave? Now is the time to carefully curate the seeds of your Culture.

Once you grow, you will have the resources you always dreamt of: the market share, credit lines, talent, product offerings, and, by all appearances, a healthy Culture. But then, one day, somewhere between your reserved parking spot and your portrait in the lobby, you realize that growth is stunted. Why?

Upon closer observation, you identify that the weight of bureaucracy has made your company sluggish, wasteful, and anemic. You struggle to maneuver nimbly. You wish it felt like it did when you were small and lean. Every day was something big and you miss the excitement. But with growth comes delegation, and with delegation comes departments, managers, HR, and so on and so on. These are just the unavoidable pains of growth, right?

About now is when (if you aren’t blinded by the marble in your executive bathroom — too far?) you realize you have been relying on secondhand accounts of Culture for far too long.

It’s not too late, but it will take a massive shift in your company structure to rekindle any authentic connection to The Culture. And shifts this big tend to hurt. Think about Las Vegas: Vegas grew and realized that it had a culture problem. So they piped it in. I don’t care how much fine art or how many French-Canadian acrobats you bring in. It is still Las Vegas.

If only you had known what you know now when you started, you could have made this far less painful. You would have known to grow by building smaller business units.

Group these smaller units’ activities and treat them as a separate small company for each channel. This will allow you to manage and efficiently deploy resources while remaining nimble.

Then, and this is important, demand operational transparency company-wide.

With this approach, the organization’s size is irrelevant. What matters most is clear communication between these business units to make sure any overlap of their objectives is deliberate to avoid redundancies and inefficiencies.

EVERYONE IS IN SALES

A common goal in Culture curation is for every individual in the organization to put the company’s needs first in business dealings. Most approach this by drilling on each department to focus on their respective roles, but this often creates a siloing of priorities.

There is a better way. Train your teams that everyone, not just Sales, is ‘selling’ something to another department. Adopting this philosophy will create a Culture of accountability.

Here is how it works: Marketing ‘sells’ prospects to Sales. Sales ‘sells’ customers to Support. Support ‘sells’ customer retention. Product Development is ‘sold’ feedback, and all the while, everyone should be looking for customer success stories to ‘sell’ back to Marketing.

Ironically, you will find the most resistance to this philosophy from your Salespeople. Sales wakes up in the morning to sell shit to prospects. While normal, this mindset leads to quantity over quality. It is far more effective for Sales to adopt the mentality that they are actually in the business of selling quality customers to your company.

It’s simple enough, but here is where this manifests almost magical results: in an organization’s enclosed ecosystem, each team MUST buy what is sold to them. But that doesn’t mean they will like what they are buying. People will prejudge what they are buying based on past experiences with the seller.

For example, suppose your Support team knows that a specific sales rep always ‘sells’ them quality new customers. In that case, they would positively judge any future customer from that rep and give them their full attention.

Alternatively, if the same Sales rep always throws garbage against the wall to see what sticks, a very different prejudgement will apply. The customer will be subject to negative assumptions and is far more likely to churn.


FIVE
COMPETING FOR MARKET SHARE


“Time promotes or exposes.”

Unknown (via Ryan Shultz, sales strategy master)

Market share is represented as a percentage, not a count, for a reason. But this gets manipulated. Companies will do almost anything to show gains with this metric. There are even examples of a company gaining market share on paper by shrinking their Landscape. These stories generally don’t end well. Would you prefer 10% of 1,000, or 100% of 100? Take a minute and do the math. It’s not a trick question.

Only one has room to grow.

CONSIDERATIONS OF GROWTH

Most importantly, before attempting growth, you must understand your position in your Landscape. Most organizations fail to grow because they either overestimate or underestimate their influence, capacity, and reach. Understand your true size and scale.

Knowing how to approach your Landscape when battling for market share is full of dynamic challenges that require thoughtful objectivity.

Some growth is fast, and some is slow, but in either instance, it is an expansion. Any expansion has risks and requires expense, but it will cost even more if you fail. This is why planning is so clutch.

CHALLENGES WITH SLOW GROWTH

When you're in the thick of a drawn-out battle to capture market share from a competitor, an excellent goal to shift the dynamics is to introduce something truly new to that market. If you are simply pushing your brand or an existing product, then you are in for a long, expensive fight.

The longer you are engaged in a protracted battle, the more you can expect your ability to innovate to be reduced. Subsequently, your product features will start to dull over time. Your variable compensation employees get thirsty, and your development folks get bored or lazy. This is because you are attempting to create growth through friction. Friction is, by definition, resistance.

Shifting the dynamics to reach beyond your existing market can be dangerous. While you may see positive markers when you first start, this is not necessarily good news.

If you don’t temper your CFO’s expectations and they see any positive returns, they will encourage you to push forward. Their enthusiasm will be boosted by returns that are certainly skewed by low-hanging fruit.

This will make them want to pour fuel on the fire, likely with unrealistic expectations. In fact, your CFO will budget and spend against the projected gains. This isn’t their fault. Most accounting types are numbers people who don’t understand The Aether. They are far too binary.

However, your conversion rates will then drop. Thanks to your CFO’s enthusiasm, your goals have already gone up. The delta between what is happening and what is expected will continue to grow.

In this scenario, everyone feels the pressure. Management will deflect and push reps. This is when your reps will give you bad data. It’s not because they are shitty people. In fact, it’s the opposite. It is actually because they care and feel the pressure of your entire organization. They will start to mask their failures or rush through details. Your CRM will turn into a muddy clusterfuck.

Meanwhile, creatives who live and die in interpreted data, like your Marketing teams, don’t do well under pressure. In a desperate attempt to decrease pressure, they will suggest campaigns based on full-bore cannibalization of your existing customer base.

At this point, your CFO (yes, the same dipshit who goaded you in the first place) will bitch about budget misses and overpaid reps. They will throttle spending, and with the squeeze, you now have even less in the budget to innovate or retain talent.

Exhausted and feeling defeated, your best talent will leave. Then, hiring new people, if you can even afford it, will be a utilitarian backfill rather than growth.

Hemorrhaging quality talent isn’t the way to make room for new talent. It actually diminishes your ability to attract quality new hires and eviscerates tribal knowledge.

Most leaders will fail to take responsibility for this mess. They will usually blame the Aether. About now is when a savvy competitor will pop up out of nowhere to take advantage of your diminished state and steal market share from you.

Your former employees, who you once celebrated in morning meetings, now work for the other guys. They know your weaknesses inside and out and your best customers by name. This is not the ideal moment to realize that your company isn’t the sign above the door but rather the aggregate of the people who work, or worked, for you.

No matter how clever or charming you are, your only choice now is to sit and wait out the shitstorm and start again.

CHALLENGES WITH FAST GROWTH

We've all heard of people being labeled as ‘brave’ or ‘genius’ for rushing headfirst into new markets. Seemingly strapped with a novel perspective, some hope, and a little luck, they jump in. And sometimes, they even pull it off.

The fabric of capitalism is woven to celebrate these wins blindly, while the mystery of what makes an underdog or outsider successful has created an endless stream of media that promises to unveil the secret formula for your success. (in just three easy payments! Smash that Like and subscribe!)

I am personally guilty of enjoying the shit out of a good underdog story. I love it when an almost sure loser unfolds as a hero. But no one has ever seen an underdog repeatedly pull off successful upsets as a pattern. One win - or even a few wins - is a fluke. Flukes come from not knowing enough to fail, coupled with some dumb luck.

Always remember that pivots should be reserved for defensive moves. For true rapid growth, you will either need to innovate within your current market or expand to a new horizontal. In both of these offensive situations, it is absolutely imperative to move fast.

Horizontal expansion requires relatively fast market adoption because the investment must be justified. However, be certain you have a solid and steady customer base in your core market.

Additionally, be sure to offer something that the new market truly craves, not just what you think is good for them. This can be as simple as more robust features, a streamlined product, or a straight-up better value proposition than the established competition in that space.

You will most likely rely on your core business to fund any horizontal growth. If your offering is weak when you attempt to execute, you will put additional stress on your core business. If your core business becomes unstable, you will turn to loans and outside investors. Neither of these options is sustainable long-term.

If you fail to realize returns as projected, you will be forced to raise prices on your existing customers with no meaningful product improvements. This is a great way to burn out your customer service and retention teams and earn a negative reputation in The Landscape. Customers don’t generally mind reasonable price increases, but there should be some justification or added value for them.

Want to know the super-secret magic recipe to make sure your customers resent your organization while you lose market share? Charge them more for what they already have while developing tools and investing in markets that don’t have anything to do with them.

COMPETITIVE GROWTH

Whether you are the biggest baddest kid on the playground or small potatoes, a competitor will come after your market share. This is normal. If they don’t, then clearly, no one considers you relevant.

Maybe you can’t control how or when they come for your market share, but what you can do is identify, estimate, and even create their obstacles.

Think of it this way: Your competitors are spending their resources evaluating you. Seeing yourself through their actions will allow you to learn how you are perceived and identify perceived weaknesses. Some may be costly to fix, but often, it is a simple messaging tweak that reframes how your offerings are viewed in The Landscape. There are countless examples of competitors attacking another based on a perception, not an actual weakness.

Understanding a competitor’s objective and estimating the obstacles they will face is an effort well spent. Use this information to create more obstacles for them. This is how you can control how appealing and costly it is to take your market share.

Likewise, if you see your competitor expanding market share through horizontal markets, study their attempts even if they aren’t pointed at you. They are spending their resources testing ways you can grow your potential market.


SIX
THE MARKETING & SALES LOOP


“When people are financially invested, they want a return. When people are emotionally invested, they want to contribute.”

Simon Sinek (writing master)

When I was in Sales, I threw a lot of shade at Marketing. But my Marketing roles taught me how to effectively bag on Sales with equally pointed attacks. A little shit-talking here or there, fine. That’s just deflective banter and clear evidence of a not unhealthy departmental competitiveness. But at many organizations, these sentiments don’t only get mumbled quietly in the trench. They are reinforced and, in some cases, even flow top-down from weak management. Only in very rare instances have I seen examples where the organization understood the importance of a single cohesive Marketing and Sales ecosystem.

How do you do this? First, understand and embrace the interdependence of these departments. Next, cross-incentivize your Marketing and Sales departments to work together in a unified loop.

WHICH CAME FIRST…

Want to know the answer to the classic riddle? The answer is in the question. It’s simple: the chicken always comes first. No one ever asks, “Which came first, the egg or the chicken?”

Sometimes, we take the power of taking a step back and looking at simple semantics for granted. Contemplating a question without overcomplicating it is a clear path to meaningful progress. And remember, how things are said does matter.

So why do we commonly refer to ‘salesandmarketing’ as if it were a single six-syllable word? I believe we do because of perspective and habit.

Sure, most organizations understand and support the interdependence of these two departments. And, rightfully so. Many are smart enough to put a shared leader over both. Introducing your new VP/Director/RVP/etc of Sales & Marketing. And I fully support structuring these departments in this way, but I argue our Sales-centric view of ‘salesandmarketing’ has fucked us up.

And collectively, we are all at fault. How often is this leader someone who thrived as both a marketer and a sales rep? Almost never. The majority of these leaders are promoted through the ranks of Sales.

I’m not saying that Sales doesn’t create good leaders, but I am comfortable arguing that the leaders who originate in Sales tend to see everything through a Sales frame. And it makes sense. A good Sales rep is a force in both the delivery of their pitch and their ability to think and quickly respond while under pressure. It makes it easy to celebrate them. I mean, shit: they are the ones closing deals and collecting money, so why wouldn’t you give them all the glory?

Because if you tell a Sales rep they are special, they will believe you. And then when you promoted a Sales rep to leadership over ‘salesandmarketing,’ everyone else believes it too.

Then, to better align with the ‘salesandmarketing’ leadership, the Marketing department will function as either advertisers (puking features, benefits, and discounts) or, worse, data crunchers who spend an excessive amount of time working to justify their existence.

Once seen, this Sales-centric dysfunction can’t be unseen. It is everywhere. Why do so many appointment setters report to Sales managers? Furthermore, why are these positions considered entry-level Sales positions? I mean, it makes sense if you don’t think about it.

As a simple fix for this all-too-common Culture glitch, I suggest referring to this combined department as Marketing and Sales. In the real world, Marketing always comes before Sales, and your entire organization would be well served by being reminded of this every time they refer to these interwoven teams.

If you adopt this semantic change more holistically, and not just new titles, you will be rewarded with a consistent stream of new customers. Bold statement? Let me explain. Once these two departments know which shoes go on which foot, growing your customer base becomes exponentially more accessible.

Marketing creates demand and funnels qualified prospects to Sales. Sales fulfills that demand and converts the prospects to customers. Period.

I love the analogy that Marketing paints the picture, and then Sales puts the prospect into it. But it is then essential to create a loop where Marketing can leverage the new customers and promote them back to The Landscape via testimonials. Everyone looks at a picture if they think they may see themself in it.

Sales must always know what stories Marketing is sharing, and Marketing should get their story inspiration from converted customer success stories. Then, with the addition of cross-incentivization between the departments, progress comes naturally.

Build a robust yet fluid frame around both departments and keep it simple. This shit shouldn’t be complicated. There are only three primary colors - red, yellow, and blue - but they can be mixed to create every color imaginable.

Marketing and Sales, when properly deployed, flow like rivers to oceans to clouds and back. Symbiotic shit.

INTERNAL CONVERSATIONS

When your Marketing and Sales teams respect what each other is doing and work together, it's like a tsunami that can sweep away any competition in its path. This includes customers who were previously loyal to another brand. It will erode the established reputations of once untouchable competitors in your Landscape.

When celebrating successes internally, always recognize the entire journey that brought them from prospect to customer. Your Sales reps are a cog, not the wheel. And certainly not the machine.

Marketing creates potential energy by pulling back the bowstring. Sales must have the strength and strategy to hold the bowstring until the time is right to release it.

Sales’ aim should always be to target customers who are a good fit. Empower them not to win every opportunity but rather prioritize conversions that have long-term growth and benefit your big picture. This will yield better quality examples that Marketing can leverage in future campaigns.

Rinse and repeat.

MARKETING & SALES STRATAGEM

We discussed the relationship between Marketing and Sales, but let's shift the perspective and uncover some other common challenges.

You can successfully grow a company without realizing that your Marketing and Sales teams are mediocre. You may even be proud of them.

If managers of your Marketing team can’t tell you the difference between Marketing and Advertising in a sentence or two, fire them. Likewise, if a member of your Sales team is focused solely on exploiting pain points or feature-dumping, they have been taught to be transactional. Subsequently, their drive comes not from a desire to be better but from believing they are the best in that room.

These gaps in knowledge or application aren’t exactly rare. It is exactly how many top organizations run their Marketing and Sales. But these are indicators of potentially inefficient and shortsighted teams.

Obviously, it is essential to define the problems that your product solves. But a truly effective Marketing strategy goes beyond solution-based messaging from the company’s perspective and describes the problems you solve from your prospect’s perspective.

But ask yourself: Does your Marketing department have the confidence to occasionally openly include challenges faced by all, even if there is no solution? When this strategy is deployed authentically, your organization becomes an industry authority, and your prospects feel truly seen. This is how you become a trusted brand leader in The Landscape.

CROSS-MOTIVATE

Are all your Marketing and Sales people paid on variable performance-based compensation? I don’t mean salary plus bonuses. There is a difference. Salary plus bonus employees are generally focused only on what it takes to hit the bonus and will give up if they don’t think it is attainable. Or worse, once they hit the goal, they will sandbag. It is far more powerful to incentivize your people dynamically on the organization’s goals and disincentivize what you want to discourage.

I have worked with a few companies that understand the power of cross-compensating Marketing and Sales teams. This is best done with accelerators within the compensation plans so that the teams want to work together and, by extension, hold each other accountable. This goes back to the power of properly incentivizing the organization’s larger goals and only works with transparency between teams. Get creative with your compensation plans and hold people accountable for what they can control.

The most successful version of this I have seen deployed was where Marketing and Sales are eligible for a compensation bump based on the other department’s performance. For example, If Sales is budgeted to convert at 30%, then regardless of how many leads Marketing provides Sales, Marketing is given a bump if Sales exceeds expectations. This works in reverse, too. Why all the fancy math? It incentivizes quality and quantity.

Why don’t most companies cross-compensate Marketing and Sales if it works so well? It can be a hard sell. In the above example, Marketing would get a bump even if they have a miss. But it acknowledges and rewards the influence that Marketing has on buying seeds and funnel quality.

I have also seen some resistance because creating interdependent comp plans takes a lot of thought. The good news is your guide is right there in your organization’s goals. Need to reduce churn? Need to get your average sales price up? How about increasing referral business? All of these metrics can be incentivized.

Correctly leveraged compensation creates a self-regulating and self-motivating machine. Not all of your people will be driven to be ‘Number One,’ but I guarantee no one will want to be the slow kid on a class hike. All you have to do is find people who care about their work and then provide performance transparency.

DIVIDE AND CONQUER

We have discussed the importance of unifying your Marketing and Sales teams at length. Probably too much. So why are we now going to talk about dividing them up?

This is so simple and obvious I almost didn’t put this in the book. But I recently worked for some people who never truly understood the following concept and fucked up an entire program.

Many companies understand that there are different types of Marketing, probably because curricula and degrees give people pieces of paper that say they are ready for a Marketing career. We know it takes a unique set of talents to convey effective messaging through email campaigns and a very different set of skills to generate engaging social media posts.

But did you ever consider that there are also different types of Sales and, more importantly, why that matters?

Different types of Salespeople are better suited for the different types of Sales. Most places I have worked understand this in a two-dimensional way: either hunter or gatherer. But here are five types of Sales every leader should be aware of:

	Inbound Acquisitional 




These are your hottest leads. They are your hand-raisers who are reaching out because they are looking for a solution. They are also known as ‘front-line’ leads.

These should be handled with your most efficient reps. Too much time or too little action, and they won’t convert. Never run these through an appointment setter or any other layer of ‘sales prevention.’ Don’t make it difficult for them to pay you. If selling any consumables or subscriptions, use soft closes for upselling to test limits and focus on earning trust.

	In-Market Conversion 




These are found by creating interest with prospects already using one of your competitors. These prospects already made a choice, and it wasn’t you. Now, it is your rep’s responsibility to make sure they don’t feel bad about their last decision and, by extension, feel empowered to choose you now.

Once converted, only assign these to seasoned account managers.

	Outbound Acquisitional 




These are your targeted high-propensity prospects who didn’t know they were ready for your offerings. They may come from a referral list, a list from a strategic partner, analytics, or a list of your ‘Closed Lost’ from 6, 12, or more months ago.

These are prospects that respond best to a consultative and educational approach.

	Outbound Cold 




With tools like ZoomInfo, this once standard method has faded into welcomed obscurity. Once upon a time, reps would just cold call⁠*. This is the same thing but without a phonebook. These are unvetted and unqualified lead lists. This is wide-net canvas selling. This method is inefficient and generally should be reserved for busy work or to assist green reps in developing meddle.

If you take over a company and want a bunch of Sales reps to quit, this is the tool to deploy.


	Retention 




Ask any Sales rep who has been around, and they will tell you that retention reps are best. Period. When your existing customers want to cancel, they are transferred to these reps to be turned around. It takes an exceptional rep to reclaim loyalty from an upset customer.

MASTER OF NONE

A seasoned Sales rep may be good at all five types of sales, but no one rep is the best across the board.

For example, if you have a rep who is a killer with Inbound Acquisition sales, they will masterfully take a simple question on a call and turn that into a top-dollar conversion. Do not waste their time on outbound. Sure, they probably can do it, but this isn’t their highest and best use.

More often, the inverse is argued. Outbound Sales reps tend to look down on inbound as ‘easy work’ or ‘fed reps.’ But if you closely compare the conversion rates of truly talented reps in their best placement, you will see a measurable difference. Determine which of your reps are specialists in which areas and compensate them well to do that.

Some organizations like to throw both at the reps. This is useful in a small organization or for a short time to ascertain each rep’s strengths, but don’t expect them to flip back and forth with any grace. Your numbers will be skewed. If you must, set dedicated time blocks for each activity with some time between.

And, most critically, do not make the mistake of telling your reps that one type of sales is a promotion from another. The mentality that makes great salespeople is the same competitive drive that will make them want to be in the ‘highest’ position.

Once all positions are considered equal, make sure your reps understand that there is an opportunity to try out other sales roles. All you have to do is be sure that the compensation plans align with your organization’s goals. If they are in alignment, reps will choose to work where they are happiest and crush your goals for you.

WATER COOLERS = BRAND CREDIBILITY

In general, and beyond the Marketing and Sales bubble, if your organization is not actively encouraging cross-department fraternization, you are wasting resources. Sales and Support should feel comfortable pinging accounting for a billing question. Product teams should learn from what Support hears from current customers and what Sales learns from prospects.

This is why ‘water cooler’ conversations are vital and not an enemy of productivity. If you are running a remote workforce, find creative ways to bring departments together organically. If you are in-office, consolidate to a single break room. If this whole thought

The most successful people in your organization maintain relationships beyond their immediate department. They understand the importance of cross-departmental collaboration and build genuine relationships with others. This allows them to comfortably leverage colleagues as experts and authorities and brainstorm complex challenges, campaigns, prospects, or accounts. However, this can only happen if The Culture supports and encourages collaboration.

Once your entire organization is collaborative, respect will grow between departments. This will create an intrinsic credibility that will exude around your brand. Brand credibility is the number one ingredient in attracting and converting high-quality prospects, as well as retaining them.



* Let’s be 100% clear on this definition. If the prospect is familiar with you or your company, that isn’t a ‘cold call’.

SEVEN
NEGOTIATIONS


“Never interrupt your enemy when he is making a mistake.”

Napoleon Bonaparte (militant master)

Currently, the most rapid methods of growth for an organization are through M&A, Private Equity buyouts, or strategic partnerships. All of these require massive amounts of negotiation, and even if you don’t have any aspirations to grow in any of these manners, your competition may.

In negotiations, you always want to be the one ready and waiting for the other party. If you try to save on hotel nights, minimize your out-of-office time, or stack your meetings, you run the risk of being exhausted, disorganized, or late.

The worst way to start a negotiation is by needing to apologize for anything. Alternatively, the best way to start a negotiation is to get the other side of the table to beg for your pardon.

Negotiations are competition, and friction is inevitable in competition. This is why there is such an ‘us/them’ vibe to this chapter. The most important thing to focus on is how to control when any conflict occurs and to understand its nature.

DISCOVER THE WEAKNESS

There is always weakness. Prepare for a negotiation by obscuring your weaknesses and discovering the opposition’s tender spots. Then exploit theirs. Sun Tzu teaches us that the actions of a leader give insights into true strengths and weaknesses, especially when under stress.

Don’t ever forget: a successful negotiation starts well before all are sitting at the table.

A crafty negotiator is mindful of The Aether and anticipates conditions before entering negotiations. Sometimes, it is beneficial to create external or environmental stressors. Leverage all available tools.

A tried and true pre-negotiation strategy is to interfere with the other party’s roadmap, often through a proxy such as a strategic ally or from within their supply chain. This is best actualized through actions that prevent your competition from remaining organized and consistent or at least shake their confidence.

Another pre-negotiation strategy that is successful and boasts a low risk with a high ROI is taking them down systematically through attrition. This is done by first converting their small, then medium customers. Remember, all companies protect their top customers, but if you get the bottom 50%, the top will come.

If the other party is secure in its supply chain, it will likely have no diversification. This is easy to disrupt, and I would argue your duty to do so.

However, if they are diversified in their supply chain, then it is your responsibility to find alternate suppliers offering better pricing.

If the other party is comfy in their niche, force them to face the prospect of expansion. And if they are spread wide in The Landscape, they will think highly of themselves. Mess with their confidence.

In the thick of a negotiation, ask tough questions where they will have to scramble. Move swiftly to subjects they least expect you to bring up. Find ways to ensure they are off-center so you can control the topics and their focus.

Set boundaries or create timing challenges to prevent you from starting negotiations until you are ready. When you are ready, give your competitor something irresistible to draw them in willingly.

ATTACK THE CONFIDENCE, NOT THE CONFIDENT

If you determine that your competitor is unchallenged in their niche, do not enter negotiations without first testing their market share boundaries and determining their reach. A competitor who is confident will not be as willing to bend in negotiations.

Organizations operating in a competition-free or protected niche can, and often will, coast for a long time. Being the biggest fish in their own private pond will give them an inflated sense of confidence.

This overconfidence will often lead them to react slowly to threats, even those immediately adjacent to their niche market. This is a significant weakness of operating unchallenged. It is your duty to diminish their comfort level well before deciding to enter into a negotiation.

The best practice is to expand your product features to overlap with their niche. This is a successful tactic if you focus on areas where their customer base isn't fully served. But be careful never to fully surround their niche or completely mirror their features. Be selective and leave them something. By leaving them some exclusivity, you will give them hope of a win or, at a minimum, survival.

Once they identify you as a challenger to any portion of their niche, they will likely engage with you, often actively and with the belief that they have the upper hand. But if properly executed, by this time, you will have already laid the groundwork and crafted a competitive advantage.

However, be cautious. If you completely encircle your competitor and they recognize that you are a threat to the overall survival of their business, they will not negotiate. Instead, they will fight until their last breath, and you will become a villain in The Landscape. This will create a nearly unbeatable culture within your competitor’s organization.

CONFLICT AS A TOOL

In the next chapter there is a lot about not going after your competitor’s top customers. There are very good reasons why this is a dumb move. However, while generally not recommended, there is a time and place that makes sense.

Going after your competitor’s top customers is a great tactic if you want to get their attention. This works if you want to rile them up or draw them into a negotiation. It is amazing how much attention you will get by simply approaching a couple of their key customers openly.

With this strategy, it doesn’t matter if you win the customer. That’s not what this is about. The true goal is to get your competitor to pivot to defend. How they defend their interests will tell you volumes about how they see themselves in The Landscape.

But you had better have a second step in your plan before you pick this fight.

BE… WEAK COFFEE?

Often, too much is shared during a negotiation. Once egos or a need-to-be-liked enter, subtle brags or banter can reveal far more than intended. Stay focused and keep your true intentions and goals invisible until you are ready.

The paradox of coffee comes to mind here. While I haven’t yet verified this with a Snapple lid, I saw on the internet that a lighter roast has more caffeine but less flavor than a dark roast.

If your primary focus is projecting strength, you are probably weak. Stop caring what anyone else thinks and make validation an inside job. With a successfully executed negotiation strategy, you must accept that sometimes it may appear you lost, especially to those outside the negotiation. Find your strength in achieving defined long-term goals.

And for fuck’s sake, don’t brag about the strategy you used. Remember, ‘deception’ and ‘stratagem’ are interchangeable. Anyone who wants to put you in a negative light will not see your tactics as genius but manipulative.


EIGHT
OFFENSIVE & DEFENSIVE STRATAGEM


“The enemy of my enemy is my friend.”

ancient proverb

What is the easiest way to find the best and most qualified prospects to gain market share over your competitor? The answer is in the question. Steal them. Or, if you prefer, ‘convert’ them. Same-same, though, right?

But when you steal customers, you risk sowing distrust in the overall Landscape. Beat a competitor by being better, not by putting them down.

The Landscape is rubber, and you’re glue. Any negativity from your organization will ultimately reflect back, and bilateral negativity between competing players brings down the entire game.

The absolute pinnacle of greatness is systematically attracting a competitor's market share while dominating The Landscape through innovation.

BE MAGNETIC

Converting just one of your competitor’s customers is worth ten — or more — qualified leads generated by your Marketing team.

So how do you convert accounts from your competitor? Some think it is simply about educating your competitor’s customers of your existence while offering an equal or superior product at the same or lower price. The metric of success is a simple calculation: bring in more revenue than you spend on advertising.

It sounds good on paper, but it doesn’t always translate to the real world. Why not?

There are a couple of reasons. First, the prospects you would want to convert are too busy to do casual comparisons or research. While there may be awareness of your brand or product, unless and until there is a problem that is big enough to become a priority, there is no motivation to engage with your Sales team, let alone explore making any changes.

The exception would be the thrifty ones. So, if your only aspiration is for your Sales team to chase hagglers, then prepare to hire a lot of reps for both Sales and Support because you will go through them.

Let me be clear: if you are advertising features and price, you’re not doing it wrong, but you certainly aren’t doing it right. How often have you heard the phrase ‘People don’t buy products, people buy stories’? I took the liberty of making it bold and underlining it for you because of all the platitudes thrown around a Sales lounge this is near the top of my personal list. This insight is way bigger than a simple reminder reserved for Sales reps with commission-breath.

The secret to making your brand magnetic is to tell your brand story. The only way anyone will give a shit about your brand story is to make it credible.

There will be battles over features. There will be skirmishes over pricing. But the war is won with credibility. With limited credibility you may convert some of your competitor’s customer base, but you will never attract them.

It is Marketing’s job to lay the groundwork of credibility by evangelizing the product story anecdotally. This story should not be focused on what the product does but on how it feels to use it. Then, it is the job of the Customer Service, Implementation, and Technical Support departments to deliver. Notice what’s missing? That’s because the only role Sales has in building credibility is to not fuck it up.

There is no such thing as an easy conversion to your brand, but the more compelling your story is – and the more closely aligned your departments work – the easier the conversions will become. So when your Sales reps do convert, reward them and share the credit and spoils with other departments.

Fair warning: once you have a magnetic offering, your CFO will bitch about talent costs. Remind them that your customer-facing team members are your organization’s blood. Even a strong heart is useless with bad blood.

Then, and this is crucial, go out of your way to treat any customers you convert with absolute respect. Make each and every one of them feel like the most valuable customer you have.

Because they are.

Promote and celebrate them. Use their stories and feedback in Marketing to increase your credibility and market share.

These are your poster children.


THE WRONG WAY

When examining your competition’s market share, the easiest thing to find is their largest customers. There they are, featured right there on your competitor’s website. You believe you have a better value proposition, so all you need to do is get in front of them. If you can convert just one of their top accounts… Easy, right?

Wrong. If you can avoid it (and unless you are an idiot, you can), don't directly pursue your competition’s biggest and best customers. While tempting, this is a terrible strategy to grow market share.

To poach your competitor’s top customers, you will need to focus your best reps on this task. This has ripple effects. While you have your best reps chasing the bragging rights of bagging high-value conversions, you will need to rely on your less talented and less seasoned reps just to hit your core budgets. This is a lose/lose situation. With your top talent focused elsewhere, your bottom line will need to survive without their contributions. By the time you actually do start to see meaningful gains, most likely, any ROI will be meaningless.

Since you curated people who give a shit, next you will see a swell of unproductive pressure. This is the pressure that has no release. All will feel it, and meetings will get really negative really fast. Morale goes to shit, and you will start bleeding talent. Anyone remaining will need to take on more. These loyalists will then suffer from burnout.

All this happens while your competition has had time to observe, protect, and defend. Since they only had to focus on retaining some top customers, they will be in a great position to grow their customer base.

So fuck your ego. Don’t fall for the trap of wasting effort on chasing top customers.

THE RIGHT WAY

A far better strategy is to steadily take over the competition’s market share from the bottom up. You are far better off capturing their customers this way. Empower your reps with effective battle cards and encourage collaboration to craft confident pitches that don't disparage your competitor.

A positive pitch that lightly compliments your competitor is essential in these situations. No matter how magnetic your offerings are, it takes trust to compel someone to convert to your company. This trust isn’t just with your organization, but more importantly, in their ability to trust themselves. Don’t be an asshole and imply they made a poor choice previously, or they will doubt their decision-making process now.

Be understanding, humble, systematic, and sympathetic. Be their new trusted friend.

If executed properly, you will create a snowball of momentum once you convert enough of your competitor’s business. With this method, you can do so without setting off a single alarm until it’s too late.

Your employees will be confident, well-fed, and shielded from the frustration of being rejected by protected customers.

Then when prospects in The Landscape see your brand caring for and promoting customers who they consider their peers, they will feel compelled to explore your company. Your organization will gain dominance in the market and new customers and talent will come to you. Your Culture will grow deeper and more meaningful than you could ever manufacture.

That's the art of taking over from the bottom up.

THAT NET NEW-NEW

Net-new Prospects, and by extension Customers, are ones who are new to your market and not switching from a competitor. These are key to the overall growth of a healthy Landscape.

Net-new customers are highly impressionable and will lean heavily on reviews and referrals. Inherently, they tend to be more optimistic and open. Always assume prospects new to your Landscape are shopping you against your competition. While they may lack preconceived brand-driven opinions, they seek trust and credibility.

If you offer a service, consumable, or subscription, and you and your competitor both pitch the same prospect, push to pitch the prospect last. Believe it or not, winning that customer out the gate is secondary. If you don’t win the deal, then make fucking sure your reps plant seeds of trust and leave a door open for them to return. This should never be a ‘hard close.’ Incentivize these reps for time spent.

Alternatively, if your offering is a one-time purchase or otherwise transactional, always push to pitch the prospect before your competitor. This takes an entirely different approach and all efforts should be made to close them on the first presentation.

When you do win a net-new account, it is no secret that these customers will burden your service and support teams. These teams need to be empowered with patience, knowledge, and tools specific to net-new customers. The propensity for a net-new customer to storm off and go to a competitor is high. Full circle moment: this is why it is less critical to win subscription or account based clients on initial interactions. They will be back.

In either case, the most important tool when it comes to winning net-new customers is to have approachable reps who are industry experts. Keep it simple, though. If you complicate your offerings or oversell, you will lose.

SHINY OBJECTS

When your competition announces an innovation, it is normal to feel a sting of envy and natural to dismiss their win. But the key is to turn those initial fear-based feelings into fuel for your innovation machine.

Every innovation made by your competitor is an expense they incur.

Every innovation made by your competitor that you don’t study and reverse engineer is an expense you incur.

Train yourself to view your competitor’s innovations as a gift to your product team. Keep a keen eye on your competition’s trajectory. With the right insights, you can leapfrog them.

If you are lucky, your competitor will get excited and start promoting an innovation before deployment. This is a common mistake with competitors who are either insecure or overly confident.

The moment a competitor announces – or even teases – an innovation is when your IP attorneys will be worth their rate. Use them to guide your product team to anticipate, reverse engineer, and otherwise stay ahead. This is the time to attack.

When planning the release of your own innovations, resist the urge to share prematurely. Wrap your innovations with intellectual property protections and drop them only when thoroughly vetted and ready for the market.

INNOVATION INSPIRATION

Many focus on creating a market through innovation or addressing market feedback, but innovation and feedback should always be codependent.

Solicit feedback from your customer base constantly and be sure you include their ideas in your roadmap. Also, allow your competitor’s best – and worst – ideas to be of direct influence.

When competing through innovation, remember your ultimate goal is always a long-term strategic victory. Never make the mistake of being the fastest in the first mile of an innovation marathon.

There are countless examples of organizations that once led in innovation but lost their way. They often become overconfident and take on superfluous endeavors. Never lose sight of what makes you the best in the first place.

Additionally, organizations that lead through innovation have a responsibility back to The Landscape. They must have a well-defined customer-focused Culture. Otherwise, the innovations miss, and the entire Landscape suffers.

Without sharing direction, you can still leverage Marketing to show The Landscape you see, and are working on, unaddressed challenges. Use this to gain credibility and solicit feedback from non-customers.

In a Landscape with two or more innovators? Microsoft needs Apple. Coca-Cola needs Pepsi. As rivals, they push each other. Together these historic competitors have dominated Landscapes void of any meaningful competition. In these duopolies, meaningful competition generally only enters from outside The Landscape by a disruptor.

If you aren’t one of the dominate players but aspire to create a name for yourself in a Landscape like this, you better have something new to capture attention.

PICKING FIGHTS

Deciding which fight to pick and when follows the same rules we learn on the schoolyard: size matters. It depends on your market share relative to your competition.

If your market share is evenly matched with your competitor, assign dedicated reps to focus on picking up net-new and inbound business. Let the rest of your team focus on Marketing-led initiatives for bottom-up conversions.

If your market share is larger than your competition, don’t make the mistake of constricting your Marketing spend. This is when you are best served expending capital to ensure anyone even visiting The Landscape can see you are Number One, and more importantly, why.

If your customer base is smaller than your competition, focus on building your reputation. Be obsessed with becoming a trusted authority. Dedicate a handful of people to survey your competition’s customers and get them talking. These should not be Sales calls, so don’t use Sales reps. Perform market research and actively participate in online groups throughout the overall Landscape. Have Marketing use the data to report what you find back to The Landscape. This is the crucial step. People in your Landscape already know their challenges, but they need to know that you also understand. If your Marketing team can clearly articulate challenges back to The Landscape, even if no solutions are available, then people will learn to trust your organization as an authority.

Remember, always having the answer isn’t the way to be an authority. In fact, it can make you seem arrogant and unapproachable. More often it is as simple as being the one willing to pose the question.

If you are new to The Landscape and have no market share, focus on customers who are net-new to the industry. Dodge your competitor’s existing customers until you get your shit straight. If they actually convert and your offering isn’t ready, they will return to the competitor with a loyalty that you won’t be able to break later.

OPPORTUNITIES FOR AN OFFENSIVE

There are Four Disruptions that, if you are ready, you can capitalize on. These are your prime opportunities to light shit up. They make offensive maneuvers exponentially more effective so you want to always be prepared to take advantage of them when they come up. Simply reversed, however, these are the same disruptions that will make you vulnerable. If you suffer from any of these, hide it as best as possible from your competition while correcting.

The Four Disruptions are:

	Within a Product 




If an organization has a failed or flawed product launch you can bet there have been extensive resources spent. These types of miscalculations weaken an organization financially and can bruise its reputation. This is when you can learn from the misstep and leapfrog innovation.


	Within a Supply Chain 




If an organization has a kink in their supply chain this is a prime opportunity to launch an offensive. You can’t deliver a product without a label or a car without windshield wipers. Most products still have terms due on other required components. The smallest of disruptions can have massive financial implications.

	Within an Organization and/or the Leadership 




Any time you see an organization bring in new upper-level Leadership or flurries of restructuring, then it is a clear sign that they are working to solve a specific problem. Learn the problem and exploit it for your gain. There are few things as distracting as when there is trouble within the ranks of an organization. During internal power struggles, key players are often too distracted to defend, let alone build. Keeping an eye on middle management and front-line employees via LinkedIn and other social media is an excellent way to identify discontent early.

	Within The Aether 




Challenges presented in The Aether affect all competitors, though not always equally. If you are less impacted by the challenge — or ideally, better prepared — this is a great time to capitalize on your competitor’s divided focus. This is the same logic that has created more millionaires during economic recessions than during boom times.

DON’T GET BURNED

Offensives are scary. They take resources and can easily backfire. This is equally true for your competitor as well.

Never launch an offensive to satisfy an ego. If you happen to win, your ego will only inflate. If you make a pattern of it, you will likely earn the reputation of being a bully. You may win for a while, but no one likes an asshole. Ultimately, your competitors will join forces, and you will lose.

A win against a competitor does not always mean annihilation. Often, it isn’t beneficial to your overall stratagem. Once you destroy a competitor, they can never be brought back. Be sure you see a clear advantage and consider all consequences before opting for the nuclear option.

OBSCURING YOUR OFFENSIVE POSITION

If you wish to avoid direct conflict there are proven offensive methods that are less overt. These are useful to prevent provoking your competition before you are ready and are also advisable if you are relatively vulnerable.

One method is to anticipate your competitor’s trajectory and then work to disrupt it. This disruption is often best accomplished through a proxy.

Cooperation with a third party to create disruptions will allow your intentions to remain under the radar. At the same time, you concentrate your teams’ efforts on shoring up your weaknesses and building momentum for your strengths.

These arrangements can be achieved through a financial investment, resource-sharing, or even strategic partnering. Whatever you offer, be certain it is tangible so you can leverage reciprocity. If it is valuable and lasting, you can expect continued cooperation.

Then, when you are ready to shift to an overt offensive, spotlight your strengths in direct comparison with areas where your competitor is deficient. This is how you make their flaws appear deeper and wider.

To best spotlight your strengths, leverage customers in your base to directly evangelize the areas where your competitor is weak. Contrasting your competitor in this way is especially effective if you highlight customers who are at a slightly aspirational level, but not flying at such a high altitude that they can be dismissed as being different, than your target.

There is another benefit to this approach. Prospects who don’t use either you or your competitor will see your strengths compared to your competitor’s weaknesses they will automatically think of you as superior. This creates resistance for your competitor to expand their market share.

WHEN TO PROJECT AN OFFENSIVE

Without making a habit of it, from time to time it can be helpful for your competitor to believe that an offensive attack is imminent, even if you are not planning one. If you do this without specifying which of their weaknesses you will be targeting it will force your competitor to prepare for potential attacks against all their weaknesses. This will force them to spread their resources. If you pay close attention, they may even reveal some weaknesses you didn’t realize they have.

If you hear that an organization is ‘balancing priorities’ it usually means they are justifying the spreading of resources. This is a defensive move. You can balance a lot of things, but balancing priorities is oxymoronic.

When they attempt to focus everywhere at once, they'll either be weak everywhere or they will need extremely deep pockets. Neither is a sustainable defense.

TIMING MATTERS

Resources can be an advantage, but even if one competitor has more resources than another, the outcome is rarely guaranteed. Strategy can level the playing field.

For example, if you see a competitor telegraphing their next move, you can prepare defensively and modify your plans to minimize any fallout. If you know the angle they are going to take and predict the impact, then you can preemptively pepper your existing customers with perceived value. Shore up your credibility to reduce the effect of direct attacks on your market share.

Continually audit your competitor’s tactics and study how they execute them. Watch for patterns. Look for times where they were met with challenges and how they reacted. If you don’t see them, create them.

When met with challenges, did they move or stand still? If they moved, did they pull back or take on the challenge?

Subscribe to their newsletters and then actually read them.

Buy their product and actually try them.

Finally, watch their job postings. It will tell you volumes about their intended trajectory.

This is where understanding how you and your competitor stack up pays off. Once you discover their weaknesses, you can develop strategies and you will know where to engage.


NINE
STRATEGIC BALANCE


“Fighting to win every battle is not the highest level of mastery.

Making your competitor defeat themself is.”

Sun Tzu (strategic master)

If you really know your competitor’s shit, and you know your own shit, you won't be sweating the outcome of a hundred clashes regardless of who the aggressor is.

But if you only really know either yourself or your competitor, your success rate will be a coin toss.

And if you don't really know shit about your competitor or yourself, take some time to do some soul-searching before reading further.

A solid and experienced Chief will set themselves up to be unbeatable. They prepare and wait for the perfect moment to strike with precision and avoid conflicts when the outcome is uncertain. Their self-control keeps them from entering ego-driven battles and they can’t easily be goaded into action.

It’s all about balance.

IMBALANCE

An imbalanced leader is one who doesn’t know how to limit the odds of losing and doesn’t understand that they can never guarantee a win. They feel they have to choose between mitigating risks and maximizing opportunities.

They don’t realize that offense and defense are both equally important strengths. Often, this is because they feel they are better at one or the other and live in a comfort zone.

When you're only focused on defense, your only concern is to not lose. All you can do is play it safe.

Inversely, if you are only focused on offense, at some point someone will sneak up and take you out.

Constant defenders appear from the outside like they are too weak to grow, and continual offensive posturing will expose your limits to your competitors.

The leader whose focus is defensive hides in the deepest, most niche corners of The Landscape. But a leader focused on offensives will be equally vulnerable by spreading themselves too thin.

It doesn’t take a genius to understand that if you are centered and balanced, your chances of defeating an unbalanced competitor are higher. While you can control your balance, their imbalance is a gift that can only be given by the competitor themself.

Your ability to be ready to take advantage of a competitor’s imbalance is not only within your control, but is your responsibility.

“If all you have is a hammer, everything looks like a nail.”

Abraham Maslow, Master Shrink

BALANCE

True mastery of both offense and defense requires self-awareness, stability, and application of all principles shared in this book, not just the ones that are easy to apply. A balanced Chief focuses on their customer’s needs and feeds their company Culture, but is also always prepared to launch an offensive that seemingly comes out of nowhere.

If you are a leader who only feels like you have won when you get a parade, well, then I hate to break the news, but you are probably a narcissist with validation issues. A good leader knows their job is to throw parades for others.

Pushing down something that’s falling doesn’t mean you're strong.

Seeing the sun and knowing it is daytime doesn’t mean you have great vision.

Grabbing an umbrella when you hear a thunderclap is not a sign of either excellent preparedness or brilliant forecasting.

Writing modernizing trite platitudes is boring. Let’s move on.

Occasionally, successful business people are dubbed a ‘magnate,’ ‘tycoon,’ or ‘mogul.’ No one has ever earned one of these titles through a single victory. It takes a long list of triumphs over time — all while not fucking up — to earn such an honorific. A balanced Chief doesn’t give a shit about these titles. If earned, it is almost by accident.

Too often, people and companies believe their own hype and get overconfident. In competition, this is a good way to turn a winning run of battles into a lost war. The more wins you get, the more likely others will celebrate and amplify your most minor loss.

The strategist who understands balance knows that to maintain a winning streak, it is important only to seek another battle after they've already secured victory, all while avoiding becoming a target.

Instead of focusing only on winning, they also use their energy to ensure defeat is almost impossible.

A telltale sign of an unbalanced leader is one who surrounds themself with people who celebrate mediocrity. These are the same leaders who take terrible advice and provoke extraneous battles with false confidence.

FIVE KEYS TO STRATEGIC ENGAGEMENT

All this proverbial wisdom sounds great, but how do you actually apply this to strategic engagement?

There are five key elements:

	Metrics 
	Factual verifiable measurements from The Landscape. 






	Forecasting 
	Predictions and estimates. 






	The Math 
	The application of the Metrics considering all variables. 






	The Odds 
	The applied chances of success. 






	Success 
	Achievement of a particular goal or benchmark. 






APPLICATION OF THE FIVE KEYS

	Metrics are from data gathered from The Landscape. 

	Forecasting comes from interpreting and applying The Metrics. 

	Proper comprehensive Forecasting determines The Math. 

	The Odds are determined from the relative comparison of your Math to the projected Math of your competitor. 

	And finally, Success comes from taking actions appropriately guided by The Odds. 




In conclusion, when a prepared organization faces an unorganized competitor, it's like a windshield versus a fly.

Follow your strategy and be disciplined and deliberate. This will allow you to dictate your own successes.


TEN
HEAD-TO-HEAD COMPETITION


“It is not the strongest of the species that survive, nor the most intelligent, but the one most responsive to change.”

Charles Darwin (evolutionary master)

When making tactical moves against a competitor, stealth is an essential tool. Conceal your plans, and you’ll be safe from smart opponents’ counter-schemes.

The Chief who excels at offense is the one whose opponent has no clue what to defend.

The Chief who excels in defense is the one whose opponent has no clue what to attack.

BE FLUID

Anyone can analyze the specific tactics and actions used to dominate in hindsight, but what is more difficult to see is the strategy that drives successful tactics in real-time.

If you keep making the same moves, regardless of whether they were proven in the past, you become predictable and reveal your strategy.

There are many ways to get from point A to point B. Change your route when obstacles are presented. And don’t let your competitor know your true destination.

Strategy-driven tactics are like water and should be effortless.

Water flows downhill, avoiding the high spots. Water adapts its path based on the terrain it flows over and through. A skilled Chief finds their path to victory based on The Landscape they are facing.

That's why, just like water doesn't have a fixed shape, a developed strategy should not be limited by a single path. The organization that can keep its tactics fluid will win.
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“We think that when we come to a dead end… ‘Oh, I failed!’ Supposing water, at each place where a finger of water stretches out over dry ground and doesn’t go any further because the land is too high, the water were to say to itself, ‘I’ve failed,’ we would say it was neurotic water.”

Alan Watts, Philosophical Master

TACTICAL MANAGERS TAKE MICROMANAGER’S LUNCH MONEY

There are only three keys to a tactically successful deployment:

	Clear goal 

	Good people 

	Clearly defined chain of command 




If you have a clearly defined goal and a disciplined chain of command your talent will know what to do and where to go.

Make sure the goal is well-defined. If the goal is crystal clear, you won’t need to tell your teams how to achieve it. This will allow you to focus on aligning and coordinating the actions across teams. With this freedom from being a dick, you will have more energy to identify and empower individual skill sets.

This is trickier than it sounds. Few things are more challenging than managing mindsets across departments and balancing conflicting priorities. Micromanagers fail faster in these situations because they don’t have the bandwidth to do it all and effectively manage the bigger picture.

Getting this right is essential to your long-term success and growth. You must identify and refocus the smallest tensions or hesitations into constructive energy.

CHAOS AS A TOOL

Stealth is commonly used to increase the likelihood of a successful strategic deployment and minimize interference. However, operating under stealth can be inherently limiting. An alternative for effective strategy is to execute strategy through dynamic planning.

Dynamic planning is the art of being fluid in your tactics. It may even look like you don’t have a plan from the outside. But planning to change plans is a thing.

When you change tactics often, it is difficult to find a pattern and track from the outside. Choose multiple complementary paths that will lead you to your ultimate goal.

If you identify several paths to your goal and anticipate competitive friction, don’t always choose the shortest path. Sometimes, the path that allows for deviation is far more likely to succeed and is less predictable. The primary key here is to not be complacent.

TAKE A LESS DIRECT PATH: DEVIATION

To apply this next philosophy of Master Sun’s, we will need to get a little imaginative. But I sort of found a real-world example of this in my professional life - so it’s not too far-fetched. The only reason I can’t share the specifics is a pesky NDA.

But for this book, let’s pretend. Let’s pretend you have identified a competitor’s development goal. More importantly, you want it for yourself. I mean, shit – it’s a great idea.

Now what? You’re fast, so get moving and get it, right? Wrong.

If you only take a direct path, it will require extra resources to catch up, and by the time you do, it probably won’t matter. You started late. You already lost.

What you can do is this: you know that your competitor is also watching you, so what if you misdirect them and force them to focus on a new priority? If you are successful, they will be forced to pull resources off their initial task and split their focus.

You can beat them to the goal even though you started after they did. That's some sneaky deviation shit right there.

HOW TO MESS THIS UP

Tactical maneuvering requires a well-trained and highly focused organization.

Wielding an undisciplined team with no clear direction is disastrous to your bottom line.

If you task a team to prioritize quality over speed, you will be too late.

If you task a team to prioritize speed over quality, you will produce garbage.

So, of course, you want that magic wand. You want both speed and quality. Makes sense on paper. This isn’t a paradox. It’s easy! Just direct the best of your best to ditch weekends and work overtime. You push them to work crazy hours to hit that goal and get an advantage over your competitor.

Well, almost certainly, you will sacrifice Culture, and if this goes on for any length of time, many will get burned out. Efficiency will suffer, and some will quit.

So, maybe you should try to give up a little speed and lessen the required overtime—a little less take and a little more give. Let them have their weekends back because, after all, you aren’t an asshole. You just want a more balanced approach.

But you are full of shit. This isn’t balanced.

This is still you pushing your agenda on your people.

You can't accomplish much if you alienate your team from their personal lives. I don’t care how much they love their jobs; your employees’ time with family, friends, and interests is the fuel that runs their engines.

HOW TO SUCCEED

The recipe to succeed is actually straightforward. Start by explaining the challenge to your team in a way they understand. Make it important to them. Share with them what is at stake. Make it meaningful. Then, ask your team to give you their best and get out of their way.

Empower your people and let them succeed. Don’t dictate extra hours or take anything away. Remember why you hired them in the first place and share these memories with them.

If your Culture is strong and imbued into the project, they will step up and achieve more than you believed possible. And far more than you would have gotten if you forced them.

Put your ego aside and trust your people and you will achieve your objective and build Culture at the same time.


ELEVEN
EXECUTING INITIATIVES


“How you do anything is how you do everything.”

Martha Beck Ph.D. (sociology master)

Afit and capable Chief will only lead a team into an ambitious new project once they understand the complete picture. To be complete, the picture must include a good idea of what resources are required and what demands the project will have on your infrastructure. It will also contain realistic and flexible budgets.

Then you need to be able to afford it. I don’t mean only fiscally, but also Culturally.

Once in process, keep a keen eye on what is – and isn’t – working and remain ready to change course. Don’t become a victim of The Sunk Cost Fallacy.

RESOURCES

Be deliberate as to which resources to concentrate and which to divide. There is no single right way. You will need to decide based on the specific resource and the circumstances you are facing.

The goal should always be to move as fast as possible while maintaining quality. Only a naive Chief can expect both quality and speed without concession. Be sure to compromise between these two conflicting demands with care. Keep your plans harder to read than a pocket bible in Johnny Cash’s closet.

When developing products that yield expansion into new areas of The Landscape, always share the spoils among your people. And when you overtake a competitor’s business, promote the people who won it for you to manage it.

Contemplate before you make any moves.

When things are going well, conserve your resources and keep them ready for when an opportunity presents itself. Always prioritize progress over activity.

When it is time to move, do so at the speed of light. And when it's time to stand firm, be as rooted as a tree. And when you strike, hit hard.

COMMUNICATION

The one who masters the art of communication will dominate.

A defined chain of command for directives does not mean you should eliminate cross-department communications. Siloing communication will make you weaker, not stronger.

Separation of departmental communications is a fatal mistake and will slow any chance of dynamic execution. You can’t make moves in a vacuum, so any move one department makes will affect others, for better or worse.

Reliance solely on the highest levels of Leadership to effectively coordinate between the departments is a common mistake. With this structure, frontline intelligence must be conveyed up one ladder and back down another. Each individual passing the information will filter and prioritize. This shitty game of telephone will mutate raw intelligence, dull messaging, and spin intentions.

To solve this, create mechanisms and incentives for your employees to engage cross-departmentally. Leadership should oversee and monitor cross-department communications, not control them.

INTERNAL PRESSURE

When under pressure, companies and organizations reveal their flaws. This is when mistakes are made.

Manage internal pressure by setting realistic and tangible expectations. If you believe, as I do, that all anyone can control is attitude and effort, then these are the only things your people can be held accountable for.

Find people who care; you won’t need to be hard on them. The more your people care, the more they will put pressure on themselves. But people who care must be managed with care. Make every effort never to shit on someone who has put their heart into something.

EXERTING PRESSURE

When applying pressure to a competitor, stay disciplined and persistent. Continue to apply pressure and be patient. At some point, disorder and chaos will break out.

That's the art of keeping your cool.

If you achieve a goal shared by your competitor and yourself, and you know they are still far away, broadcast your success as loud as possible. This will pressure them to catch up. Study how they do so.

That's the art of conserving your strength.

CYCLES

Even cycles are cyclical. Find these patterns and work with them, not against them.

As a rule, people’s spirit is at its peak in the morning, but it starts to fade by the afternoon. And in the late afternoon, your best talent is likely already busy planning and preparing for the next day.

The same cycles apply to your quarters and the year.

Be mindful when you schedule meetings, tasks, and special projects for your teams.

Remember, your prospects are also in their own respective cycles. A clever Sales Leader prioritizes Sales activities for when the rep’s spirit is high and schedules other activities that don’t require decision-making for when they're sluggish. For example, sales calls in the morning, with follow-ups in the afternoon.

That's the art of understanding cycles.

TIMING

Master Sun famously preached his rule to not advance uphill against the enemy and to avoid all engagement with them when they're coming downhill. It’s the same in business, metaphorically speaking.

Don't start shit with a competitor when they are in the middle of a rollout. This is when they are most confident and organized. You are too late.

Keep your pace with your head down.

Similarly, it is rare to win conversions when approaching a customer base that is comfortable and confident with their current situation. Leverage Marketing to create curiosity.

Don't invest in crushing a competitor who is already failing.

Be aware, and don’t take the bait a competitor throws at you.

Don't chase a competitor that's already retreating.

When surrounding a competitor, never do so completely. It is beneficial to leave them some hope for success. Never underestimate desperation. If they feel they have nothing left to lose, they will risk everything.

Your employees are people. As are your competition’s employees. Also, your prospects, customers, vendors, suppliers, and even some CFOs. People have feelings and emotions that affect their behavior, but they are generally predictable in groups. Groups tend to react consistently to stress.

That's the art of analyzing the circumstances.

LEVERAGING CONSULTANTS

Consultants are handy for new projects, but be cautious when selecting one. Introducing someone into your business with the credibility of being an outside expert runs the risk of causing exponentially more damage than an employee.

Do not contract a consultant until you know the source of their experience and understand their limitations. This is not a place to blindly accept a referral. Paradoxically, you will find that the best consultants are loyal to themself and their career. Understand this and accept that this is the reason they are not cheap. You are buying experience and loyalty.

Be wary of overly experienced consultants. They may be too set in their ways or have conflicting interests.

Don’t interpret this as advice to run to embrace an unseasoned consultant, either. While they may have fresh ideas, their confidence likely outweighs their experience.

These are the challenges of sourcing outside assistance.

When you do find a consultant you can trust and is capable, they will become an invaluable guide for you. Do not attempt to negotiate a discount. Use a two-for-one at Sizzler another time.

That’s the art of leveraging consultants.


TWELVE
TACTICAL ADVANTAGES


“Strategy without tactics is incomplete,

and tactics without strategy are futile.”

Sun Tzu (strategic master)

While you're navigating tricky terrain within your Landscape, don't engage in new ambitious endeavors.

If you're operating in a space where your Landscape overlaps another, create strategic allies.

Don't hang around in isolated markets. The isolation is dangerous.

There are the paths you should not follow, competitors you should not take on, markets you should not chase, positions you should not contest, products you should not develop, and commands from the CFO you should not obey.

Remain fluid and learn to identify the moments that call for diversity in your tactics.

IDENTIFY ADVANTAGES

A leader who fully leverages advantages will get the most out of their teams and achieve more. Seems simple, right?

But how do you know when you have an advantage?

Advantages are always relative to disadvantages. Only through contrast can you genuinely recognize and fully appreciate an advantage.

Therefore, you need to learn to identify any disadvantages present.

The toxic positivity pervasive in many workplaces can make exploring negative disadvantages an unpopular topic. But it is essential. Yin doesn’t mean shit without Yang.

THE FIVE DISADVANTAGES

There are Five Disadvantages that, when not acknowledged, can really mess your shit up. It is critical for you to manage these within your organization and also to identify – or even instigate – in your competition:

	Recklessness 




Recklessness is the abandonment of reason and strategy. It creates chaos and can quickly lead to total destruction. Recklessness is born from either short-term greed or desperate defense.

	Blind Fear 




Fear is natural and healthy when controlled. You are not generally afraid when you know there will be a negative result. Instead, you strategize and make moves to minimize the damage. However, Blind Fear is when there is a lack of information, and you are unprepared for an unknown negative outcome. Fear can help you focus, but Blind Fear will lead to an inability to act.

	Anger 




A quick temper that is easily provoked makes you weak and leads to mistakes. When anger becomes a dominant personality trait, it is generally rooted in insecurity. It is a defensive reaction deployed to protect oneself from external threats, but in practice, it has the opposite effect and makes one more vulnerable.

	Ego 




Ego gets a bad rap but can be a useful tool. It can get you up early and motivate you to work late. I would argue that it has resulted in some of the best innovations in history. But an unchecked and hyperinflated ego will fuck you up.

Sure, you can be the tallest or the youngest in a room. These are measurable and quantifiable. However, you are never the smartest or funniest in a room. These are subjective attributes. A lot of people may have told you how smart or witty you are, and you may really be impressed by those people, but they can only see in you qualities they already possess in themselves.

Take yourself down a notch.

	Emotions/Feelings 




Now, this is a touchy one. Care and compassion are essential and desirable attributes of a solid Chief. But there is a line. Prioritizing emotions and feelings over rationality when making decisions can cloud judgment.

Sometimes, in our personal lives, the most compassionate path is one that is selfless and disregards our own feelings. This is also true in business.

HOW TO LEVERAGE

When a once-thriving organization goes south for any reason, you can bet the failure is attributable to one or more of the Five Disadvantages, regardless of whether it is evident and overt or indirectly through reaction.

A smart Chief compares and considers all Advantages and Disadvantages of any involved parties in their planning. New or naive leaders tend to see Advantage vs Disadvantage through a sum-zero winner-take-all view.

If you understand the ebb and flow of Advantage and Disadvantage and how they truly interact, you will be a more effective leader. This is also the key to turning any negative trajectory into a positive one.

Always remember Advantages and Disadvantages are tied to each other. One can’t exist without the other.


THIRTEEN
MANEUVERS IN THE LANDSCAPE


“The essence of strategy is choosing what not to do.”

Michael Porter (business consulting master)

In this chapter, we will explore more about expanding within your Landscape and the importance of monitoring your competitors.

Take a moment and understand the philosophy behind this chapter. Most in the Western hemisphere have learned to approach strategy with a Chess-game-based perspective. Here, we will explore the stratagem that drives the Chinese game Go.

When launching a new product, move quickly and align it within proven channels. Choose times and places with high visibility where you can dominate the spotlight.

But never seek the spotlight if you don’t have anything novel to offer. You will lessen the impact and receive less attention later when you really need it. Remember the kid who cried wolf?

Fuck that kid.

When a competitor expands its offering and comes for your market share, it will be forced to overcome its own rollout challenges. If you see this unfolding, wait. The temptation is to shut them down as soon as possible, but it is a mistake to react too fast. It is far better to let them burn resources before you shut them down.

When your goals require you to cross portions of The Landscape in an unfavorable Aether, do not waste your time looking for ways to conquer. If you recognize that you are in a bad spot, move through that shit quickly and cut your losses.

If you're forced to compete in an unstable Aether, do your best to keep your offerings aligned as closely as possible to your core proficiencies. Anything extra will expose you to a reputational hit.

Once you overcome a challenge presented by The Aether, get the fuck away from it. Learn from it, but don’t dwell.

Regarding lessons learned from failure, any decent leader will remember the experience and recall it for future defense. But a wise leader will use the lessons learned in their offensive stratagem.

When moving forward and expanding into open areas of The Landscape, do so in a scooping motion. Divide it strategically and encircle new markets like a fishing net. Then, expand in a linear fashion from offering to offering, but never lose a direct connection to your core business. This way, you can stay ahead of the competition and protect the gained markets.

DEFINING THE LANDSCAPE

So far The Landscape has been referenced in a fairly binary way. But let’s take a deeper dive. Allow me to mansplain further what The Landscape is with tangible applications.

First, it is essential to remember that you are the center of your Landscape and unless you have direct competitors who do exactly what you do and in the same market space, you are the only center of your Landscape.

Let’s apply an example and get specific. Suppose you are visiting Anytown, USA, and you ask the front desk at your hotel for a recommendation to get a good burger nearby. They recommend two restaurants across the street — both on the same block — that serve excellent burgers. One is a grab-and-go restaurant with a couple of picnic tables. The other is bistro style, with an extensive selection of beer and wine.

Simply by wanting a burger nearby, you are now in their overlapping market – but the two restaurants have a very different center point in The Landscape.

If the bistro shifts to pushing takeout or the grab-and-go adds some inside seating and drinks, their Landscapes will start to overlap significantly. And either move would be seen as a threat by the other.

FIVE TYPES OF TERRAIN

Any Landscape can be classified into five types of terrain. Understanding these different types of terrain is crucial.

	Blue Sky 




This is where you are free to grow and move because your reputation and innovation have made your brand dominant. This is the goal. When working in this type of terrain, continue to beat your competitor to the punch and play from ahead. Protect your supply chains and spend money on keeping your customers happy. It is also a good idea to save money to purchase any disruptive competitors who may emerge.

	Contested 




This is the terrain where any lost market share is challenging to regain. You face direct and formidable competition from competitors with an equal or better offering with little or no differentiating qualities. You must focus on holding ground and working towards deliberate innovation to set your brand apart in this terrain. Any offense can easily backfire.

	Niche 




If you can capture a niche first, do it. Then, hold it strong with over-the-top customer service and quality. But as soon as it is secured, continue to expand beyond your Niche. This will diversify and strengthen your position. Do not get too comfortable here.

	High Ground 




High ground occurs when you leverage prominent innovations that can’t be protected. Do not make the mistake of feeling secure here. When you hold the high ground, you will be a target and need to defend your position. It is a matter of time before your competition catches up. Work like hell to stay ahead as long as possible while innovating.

	Isolation 




Isolation is reserved for situations with no meaningful competition. This, from the outside, looks comfortable. And it can be, so long as you have zero desire to grow or innovate. Competition is what will make you stronger and sharper and ultimately grant you a larger Landscape. If no one wants to compete with you, that should tell you something.


THE FIVE DISASTERS

Any organization can face five types of disasters and they don’t include the Aether or any other external factors. Rather, these are squarely in the control of The Chief and leadership.

They are:

	High Employee Turnover 




Generally, this comes from losing focus on The Culture and/or overworking your people. Turnover should ebb and flow.

	Insubordination 




When your reps are unfulfilled, and your middle managers are unempowered (or unnecessary), respect will dwindle. Insubordination is a warning sign that the entire team is at risk of collapse.

	Top-Down Collapse 




A company can collapse even if the bottom 90% of the organization chart is humming along and doing everything correctly. If upper leadership isolates themselves and people don’t feel like their opinions and feedback make a difference, they will show apathy.


	Disorganization 




If weak leadership is empowered beyond its skill set, it will create conflicting policies that don’t make sense. This can confuse team members about duties and unsure of direction, even in the presence of a clearly defined goal. There is a difference between understanding multiple ways to get something done and simultaneously taking multiple conflicting paths.

	Strategic Failure 




When an organization’s leadership wastes resources on an initiative that never had a chance to succeed or chase an unclear goal, it will lose the respect and faith of the organization. This often happens when leadership overestimates their position.

LEVERAGING THE TERRAIN

Understanding the terrain as it relates to your footprint in The Landscape is important, but a seasoned Chief will see beyond their own organization. They will use perspective to size up the competition and weigh initiatives that are considerate of the relative terrain and the Aether.

If you apply all the tools you have learned here, consider any possible ripple effects, and are confident that an initiative will succeed, then you have an obligation to your organization to proceed even if your CFO tells you not to.

On the other hand, if you are confident that proceeding will fail, then you have an obligation to your organization to avoid it, even if the CFO demands it.

A Chief has reached the highest level of leadership mastery when they can win without giving a fuck about accolades and retreat without fearing disgrace.

Treat your employees like family, and they'll follow you through the shittiest situations.

But if you are too lenient and can't establish your authority, enforce commands, or if you're just an incapable asshole who generates chaos, then your employees will act like spoiled children.

If you know your organization is ready to serve a competitor’s market share but don't know if the competitor’s market share is open to your organization, you’re only halfway to victory.

If you know the competitor’s market share is ready for your product but aren’t certain your organization is prepared to serve them, you’re only halfway to victory.

If you know the competitor’s market share is ready to be captured and your organization is ready to take on the challenge but unaware of the terrain or not paying attention to The Aether, you’re only halfway to victory and setting yourself up to waste resources.

If you know the competition, the market, and yourself, a victory is likely.

However, if you also understand The Aether, understand the terrain, and know The Landscape, you can make that victory a certainty.


FOURTEEN
COMPETITIVE APPROACHES


“In the particular lies the universal.”

James Joyce (writing master)

Sun Tzu identified nine types of competitive situations. The original version of this is some heavy battle shit, so I was nervous at first as to how to include it. But at this point, I feel confident we can apply the same concepts to this book. I mean, shit: you read this far.

Tzu spoke of the types of ‘Ground.’ Here, I have chosen to use the analogy of ground as the space in The Landscape where competition arises based on competitive offerings.

It helps to learn these Nine Types of Ground to better understand your place in The Landscape relative to your competitor. These will help you decide which tactics to use and apply the less controllable filters of Aether and human nature in your strategic planning.

Always remember that all organizations (for now, at least - I see you AI) are run by humans. And some of those humans are idiots. So, plot your actions with many possible reactions in mind.

THE NINE TYPES OF GROUND

	Dispersed Ground 




This is an area of The Landscape where a single organization has created the market share and dominates virtually uncontested. Often, these are the areas where the brand name becomes synonymous with the product in the market.

	Shallow Ground 




In this area of The Landscape an organization crosses into a competitor’s market share, but only minimally. This happens when a fringe feature of a product overlaps with a different organization’s offerings.

	Contentious Ground 




These are usually markets within The Landscape where competitors have a great deal to gain over each other by controlling a singular resource. For example, if there is a single supplier of a core component or if there is a very limited distribution.


	Open Ground 




This refers to areas of The Landscape where competitors can move freely and grow unimpeded by each other, often a result of more demand than supply. Open ground rarely stays open.

	Intersecting Ground 




In these areas of The Landscape, three or more competitors are offering comparable products and services. The level of competition and lower margins grant inherent limitations for horizontal movement. Often, there is a single dominant competitor who is first and has the most control.

	Hosted Ground 




This refers to when an organization in a different Landscape has a growing presence within the subject Landscape. An example of this would be a bank opening a branch in a grocery store.

	Difficult Ground 




This is Landscape that has unstable Aether. This can occur when the customer base has low to zero loyalty. Also, this can happen where trends shift often or with offerings that are ‘nice to have’ as opposed to ‘need to have.’ Any of these causes, and more, make dominance challenging to maintain with lower ROIs driven by costly development.


	Entrenched Ground 




These are niches in The Landscape. Niches always seem secure but are fundamentally vulnerable and limit scalability. Imagine the niche as a valley. The deeper and more narrow the valley, the more limited the ability to expand or move in or out.

	Terminal Ground 




Also referred to as dying ground, these are areas of The Landscape - or sometimes entire Landscapes - that have a rapidly dwindling market relevance. Often, these offer products that are functionally obsolete. Any competition here is not a battle for dominance but rather survival.

GUIDANCE FOR THESE SITUATIONS

Do not compete on dispersed ground. You lost this game before you even got to the field. Engaging will be costly and require a large amount of resources.

On Shallow Ground, do not stop. You rolled out some sort of disruptor and already made it into some risky shit. Any pause will cause your efforts to be in vain. Protect your verticals, and if this was previously held as Dispersed Ground, prepare for a buyout offer by protecting your IP.

On Contentious Ground, strategize carefully and don’t attack your competitor directly. Save that energy and your resources. You either need to figure out how to take control of the resource yourself or focus on ensuring that no one organization can.

On Open Ground, leave your competitor be. There is no reason to engage. The goal here should be to spend your resources gaining as much market share as possible. Reinvest in your verticals and strengthen your foundation. This is an Easter egg hunt where all the eggs are just laid out in the open. Get a bigger basket and move fast.

On Intersecting Ground, strategic partnerships are clutch. While the dominant competitor may have the market share, it is doubtful their share outnumbers the lesser competitors combined. Just be sure to choose your strategic partners wisely.

On Hosted Ground, take great care to show the market you are grateful to be the guest with high levels of respect and over-the-top service. If there is any misstep in this arena, the host will replace you with your competitor. Be a good guest and make your host look good. You will eat well for a long time.

If you recognize that you are on Difficult Ground, GTFO. Seriously. This may seem exciting, but winning will come at a hefty cost and will be even more challenging to maintain. Legacies are rare here.

On Entrenched Ground, there are two types of sub-situations that require different strategies depending on the organization holding the niche:

Situation 1: In cases where the niche is well served, there will be fierce brand loyalty. In this case, the best approach is to overlap the niche and draw the customer base out to you.

Situation 2: If the niche’s customer base doesn’t feel adequately served or offerings lack value, there is an opportunity for successful direct engagement.

And finally, if you find yourself on Terminal Ground, it is because you couldn’t – or more often, wouldn’t – acknowledge the approaching cliff. Pivot and add servicing of any competitor’s products in this Landscape until you can exit. When competitors fail, their former customers will still need support, so limited opportunities exist. But any victory is fleeting. You need to GTFO as soon as possible.


CONCLUSION & SUMMARY



“That’s it. I’ve had it. I’m done.”

Stephen Slater (master of resignation)

This book was probably disappointing if you were hoping for carnage-laden step-by-step instructions on pillaging peasants, controlling farmers, wielding swords, or taking over small nations.

If you’re into that shit, you probably should have just read the original.

EMPOWERMENT, STRATEGICALLY SPEAKING

You know victory if you have ever won a longshot opportunity or promotion. But if you have ever had to come home to your family after losing a big account or missing payroll, you know defeat. Turning an open sign on for the first time will fill you with hope and pride. But that very same sign being turned off for the last time? Shame and loss.

With either outcome — positive or negative — you are responsible.

I get it. I probably just harshed your mellow a bit. But remember when I said that you can only hold your people accountable for what they can control? That’s true with you also. I acknowledge there are things that just happen to you, good and bad.

However, you are responsible for what you can control. And no matter the situation, you can always control your attitude and effort.

When you look back and evaluate your effort, did you do everything you could with the information you had? Did you, at minimum, make the effort to learn from the situation?

Then, how did you respond? If, especially in the context of situations out of your control, you identify a pattern of blaming others for negative outcomes and taking credit for positive ones, you may want to look at that. Both are indicative of a failure to control attitude.

There isn’t a single instance I can think back to in my life, both in positive and negative, where this statement isn’t equally applicable.

I get it. Taking responsibility on this level can be scarier than the underside of a Greyhound station bench. But taking full responsibility is also the only space I have found where you can tap into that magical blend of humility and empowerment that is so admirable in a Leader.

Some have claimed that Sun Tzu wrote the original text with the intention that one could read any portion at any time and find relevant wisdom — sort of an oracle deck — but for war.

I attempted to provide the same value with this book. I intentionally avoided any storyline or definable arc. Keep this book close and use it to check in with yourself.

I truly hope for you to develop and grow continually. I hope you find personal empowerment. I hope this book helps you describe things that don’t feel right in your world. I hope you find a leader you want to follow. And I hope you become the type of leader you would want to follow yourself.

And — with all sincerity — I hope you realize your own personal definition of success.

§

The ART OF F*CKING WAR

OEBPS/image_rsrc1KK.jpg






OEBPS/image_rsrc1KH.jpg
The

Art of
F*cking
War

Nate Oskar

P

Ancient Wisdom Applied to Modern Marketing,
Sales, Leadership, and Business Strategy.







OEBPS/image_rsrc1KJ.jpg
PRI ?

NosTWES





OEBPS/nav.xhtml

Table of contents

		The Art of F*cking War

		Copyright

		Dedication

		Contents

		Who am I and why the fuck did I write this?

		1. Let’s Kick It Off

		2. Shitty Bosses		You Might Be a Shitty Boss

		The Test

		There is Hope





		3. Mapping Shit Out		The Five Fundamentals

		Application of the Five Fundamentals

		Stratagem





		4. Culture Club		Why Your Culture Sucks

		Building Effective Teams

		How to Destroy Team Culture

		How to Build Culture

		The Paradox of Resources

		Everyone is in Sales





		5. Competing for Market Share		Considerations of Growth

		Challenges with Slow Growth

		Challenges with Fast Growth

		Competitive Growth





		6. The Marketing & Sales Loop		Which Came First…

		Internal Conversations

		Marketing & Sales Stratagem

		Cross-Motivate

		Divide and Conquer

		Master of None

		Water Coolers = Brand Credibility





		7. Negotiations		Discover the Weakness

		Attack the Confidence, Not the Confident

		Conflict as a Tool

		Be… Weak Coffee?





		8. Offensive & Defensive Stratagem		Be Magnetic

		The Wrong Way

		The Right Way

		That Net New-New

		Shiny Objects

		Innovation Inspiration

		Picking Fights

		Opportunities for an Offensive

		Don’t Get Burned

		Obscuring Your Offensive Position

		When To Project An Offensive

		Timing Matters





		9. Strategic Balance		Imbalance

		Balance

		Five Keys to Strategic Engagement

		Application of the Five Keys





		10. Head-to-Head Competition		Be Fluid

		Tactical Managers take Micromanager’s Lunch Money

		Chaos as a Tool

		Take a Less Direct Path: Deviation

		How to Mess This Up

		How to Succeed





		11. Executing Initiatives		Resources

		Communication

		Internal Pressure

		Exerting Pressure

		Cycles

		Timing

		Leveraging Consultants





		12. Tactical Advantages		Identify Advantages

		The Five Disadvantages

		How to Leverage





		13. Maneuvers in The Landscape		Defining The Landscape

		Five Types of Terrain

		The Five Disasters

		Leveraging The Terrain





		14. Competitive Approaches		The Nine Types of Ground

		Guidance for these Situations





		Conclusion & Summary




Guide

		Cover

		Beginning

		Contents




		1

		2

		3

		4

		5

		6

		7

		8

		9

		10

		11

		12

		13

		14

		15

		16

		17

		18

		19

		20

		21

		22

		23

		24

		25

		26

		27

		28

		29

		30

		31

		32

		33

		34

		35

		36

		37

		38

		39

		40

		41

		42

		43

		44

		45

		46

		47

		48

		49

		50

		51

		52

		53

		54

		55

		56

		57

		58

		59

		60

		61

		62

		63

		64

		65

		66

		67

		68

		69

		70

		71

		72

		73

		74

		75

		76

		77

		78

		79

		80

		81

		82

		83

		84

		85

		86

		87

		88

		89

		90

		91

		92

		93

		94

		95

		96

		97

		98

		99

		100

		101

		102

		103

		104

		105

		106

		107

		108

		109

		110

		111

		112

		113

		114

		115

		116

		117

		118

		119

		120

		121

		122






