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  On Strategy


  Momentum

    arises only from the surprising and the expected,

    yet combining them form more ways than can ever be known;

    each brings on the other, like an infinite cycle.

    Who can exhaust all possibilities?

– Sun Tzu 孫子


  Strategy is

a mental tapestry of changing intentions

for harmonising and focusing our efforts

as a basis for realising some aim or purpose

in an unfolding and often unforeseen world

of many bewildering events and many contending interests.

– John Boyd


  Strategy is

the art of manipulating an environment

to gain a desirable outcome.

– Simon Wardley


  Acclaim for The Art of Strategy


  A great little book with loads of maps in there.

  – Simon Wardley, inventor of Wardley Mapping


  An excellent fusion of Sun Tzu, Boyd, and Wardley that is beautifully laid out, highly readable and very straightforward in compressing the learning curve on all three!

  – Mark J. McGrath, chief learning officer


  Profoundly insightful and poetic at the same time … connects a lot of dots.
– Laksh Raghavan, founder


  Erik Schön has created a great example of Boyd’s ’snowmobile’ – a synthesis across a variety of domains leading to new insights and capabilities. I’m sure every strategist, business, leader, and entrepreneur will find valuable ideas for making their own enterprises more competitive.

  – Chet Richards, author of “Certain to Win: The Strategy of John Boyd, Applied to Business”


  The Art of Strategy is condensed knowledge that all managers, agile coaches and other leaders should have. These are three thinkers from very different contexts. But as Erik has put it, with similarities and differences topic by topic, a fourth voice appears. That voice belongs to the interaction between the three narrators and it gives as much value to me as a reader as the other three voices do.

  – Staffan Nöteberg, author of “Guiding Star OKRs”


  THE summary and independent look on modern strategy right now!!!

  – Markus Andrezak, founder and managing partner




  INTRODUCTION


  What is strategy and why do you need it?
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     和 (Hé) Harmony. Photo: Erik Schön
(CC BY-SA 4.0)

  

  What is strategy?

  Why do you need it?

  How do you do it?

  And, how can you be more certain to succeed?


  The Art of Strategy provides timeless answers to these eternal questions. It is a short introduction to strategy through the insights of three successful strategists: Sun Tzu (c. 551–496 BCE), John Boyd (1927–1997) and Simon Wardley, born 1968).


  It is part of a trilogy – The Art of Change, The Art of Leadership and The Art of Strategy – exploring timeless patterns for sustainable success in turbulent times, helping us to think and act from first principles while being mindful of context.


  It is a modern reading of Sun Tzu’s Art of War – the strategy classic written in what is now called China around 500 BCE – using the lenses of Boyd (OODA Loop inventor) and Wardley (Wardley Map inventor) who were both influenced by Sun Tzu.


  Each part gently transforms Sun Tzu into a modern business setting and includes material from Boyd and Wardley in separate sections to complement and clarify Sun Tzu’s terse, poetic text. In this was, strategy is served in 13 short parts requiring 5-10 minutes of reading time each. An extensive Glossary is also provided as scaffolding since many Chinese concepts are intentionally abstract and ambiguous. I have tried to keep the text as simple as possible but not simpler and I recommend reading the sections slowly, in small doses, to give time for reflection.


  You will discover new thinking patterns, e.g. OODA “loops” and situational awareness, as well as visualisation tools like Wardley Maps that will help you, your team and your organisation to sustainably thrive in a volatile, uncertain, complex and ambiguous world where the rate of change will never be slower than today. You will also improve your understanding of the – sometimes evil – gameplays (and countermeasures!) used by Donald Trump, Vladimir Putin and Xí Jìnpíng who are all inspired by Sun Tzu, in some cases indirectly via Boyd.


  The following is a summary and visualisation of The Art of Strategy according to Sun Tzu, John Boyd and Simon Wardley.


  Move beyond strategy as wars, battles and combat for power

  towards strategy as individuals, teams or organisations fulfilling their purpose in situations outside their direct control, sometimes engaging with others desiring the same thing.


  Move beyond strategy for survival in competitive environments
 
  towards strategy for sustainably thriving in a volatile, uncertain, complex and ambiguous world where the rate of change will never be slower than today.


  Move beyond strategy development as planning, metrics and data

  towards strategy development as choices for a harmonised direction for the organisation based on regular assessments of stakeholders’ needs and the organisation’s purpose.


  Move beyond strategy deployment as execution, checking metrics and chasing targets

  towards strategy deployment as initiatives, decisions and actions in a harmonised direction by everyone everywhere in the organisation based on high situational awareness.

  
  Move beyond business as maximising shareholder value

  towards business as succeeding together with your stakeholders – maximising outcomes while minimising efforts.


  Move beyond agility as a ready ability to move with quick, easy grace

  towards agility as the ability to adapt to and influence situations more skillfully than competition, including timely break out of successful – but non-sustainable – patterns.


  Move beyond leadership for managers and people in formal leader roles

  towards leadership-as-a-service provided by – potentially all – people in the organisation.


  Move beyond ways of working using principles and practices for optimising parts

  towards ways of working by creating conditions and transcending trade-offs for harmonising the whole.


  The Art of Strategy is to succeed – by securing harmony among stakeholders and keeping competition off balance – through evolving better capabilities to influence, adapt and map.


  Move beyond words and sentences

  towards seeing how needs, capabilities and parts connect:
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    A reader’s guide to The Art of Strategy according to Sun Tzu, John Boyd and Simon Wardley: how key capabilities and parts relate to each other and stakeholders’ needs. CC BY-SA 4.0 by
Erik Schön
(content) and Simon Wardley (structure)

  

  




  ASSESSMENTS


  How to assess, prepare and shape
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  SUN TZU


  Strategy is vitally important for organisations:

  a place for creation or destruction;

  a path to success or failure;

  a matter to be carefully considered.
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    Fundamental Factors of Strategy. Illustration: Simon Wardley
(CC BY-SA 4.0)

  

  Use the following fundamental factors when strategising:


  

    	Purpose


    	Landscape


    	Climate


    	Doctrine


    	Leadership


  


  Purpose keeps people united,
 
  supporting each other without fear through success and failure.
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    道 (Dào) Purpose. Calligraphy © Hisayo Oki

  

  Landscape is the environment 

  including positions, distances, space and obstacles.


  Climate is the forces acting on the environment 

  including the patterns of the seasons and stakeholders’ actions.


  Doctrine is ways of operating, organising and communicating 

  that apply irrespective of landscape and climate.


  Leadership is actions, decisions, choices and gameplays 

  based on purpose, landscape, climate, doctrine and capabilities 

  guided by wisdom, trust, compassion, courage and strictness.


  Master all five to succeed; or else, fail.


  When assessing conditions and making comparisons, ask:

  Who has more influential purpose?

  Who has more skilled leadership?

  Who is favoured by landscape and climate?

  Who carries out doctrine more skillfully?

  Who has more capabilities?

  Who has more highly trained people?

  Who provides feedback more clearly?


  


  This shows who will succeed and who will fail.


  Attract and retain people who use these factors

  and be certain to succeed 

  Dismiss people who do not,

  or be certain to fail.


  Based on assessments, develop a strategy

  for advantageous momentum.

  Advantageous momentum comes from

  conditions tilting the scales in our favour.


  Deploying strategy is about shaping:

  when able, seem unable;

  when busy, seem idle;

  when near, seem far;

  when far, seem near.

  When competition is greedy, lure them;

  when disordered, advance;

  when well-ordered, prepare;

  when strong, avoid;

  when angry, disturb;

  when relaxed, harry;

  when united, divide.

  Engage when competition is unprepared;

  appear in unexpected places.


  That is how to succeed; it can only fully be known afterwards.


  Careful assessments indicate success,

  careless assessments indicate failure 

  Many advantages indicate success,

  few indicate failure.

  If no advantages at all,

  how much greater the indication of failure.

  This is how to determine success or failure

  before engagement starts.


  BOYD


  From A Discourse on Winning and Losing and The Essence of Winning and Losing.


  Strategy


  Strategy is a mental tapestry of changing intentions for harmonising and focusing our efforts as a basis for realising some aim or purpose in an unfolding and often unforeseen world of many bewildering events and many contending interests.


  The purpose of strategy is to improve our ability to shape and adapt to unfolding circumstances, so that we (as individuals or as groups or as a culture or as a nation-state) can survive on our own terms.


  Purpose


  For success over the long haul … one needs some unifying vision that can be used to attract the uncommitted as well as pump-up friendly resolve and drive and drain-away or subvert adversary resolve and drive … what is needed is:


  A vision rooted in human nature so noble, so attractive that it not only attracts the uncommitted and magnifies the spirit and strength of its adherent, but also undermines the dedication and determination of any competitors or adversaries …


  A grand ideal, overarching theme, or noble philosophy that represents a coherent paradigm within which individuals as well as societies can shape and adapt to unfolding circumstances – yet offers a way to expose flaws of competing or adversary systems.


  Observe – Orient – Decide – Act


  Observe – Orient – Decide – Act (OODA "Loop") more inconspicuously, more quickly, and with more irregularity as basis to keep or gain initiative as well as shape and shift main effort: to repeatedly and unexpectedly penetrate vulnerabilities and weaknesses exposed by that effort or other effort(s) that tie-up, divert, or drain-away adversary attention (and strength) elsewhere.


  Get inside adversary observation – orientation – decision – action loops (at all levels) by being more subtle, more indistinct, more irregular, and quicker – yet appear to be otherwise … Operate inside [competition’s] observation– orientation–decision–action loops or get inside his mind-time-space permits one to:


  

    	Probe and test [competitor] to unmask strengths, weaknesses, manoeuvres and intentions.


    	Employ a variety of measures that interweave menace–uncertainty mistrust with tangles of ambiguity–deception–novelty as basis to sever [competitor’s] moral ties and disorient …


    	Select initiative (or response) that is least expected.


    	Establish focus of main effort together with other effort and pursue directions that permit many happenings, offer many branches, and threaten alternative objectives.


    	Move along paths of least resistance (to reinforce and exploit success).


    	Exploit, rather than disrupt or destroy, those differences, frictions, and obsessions of [competitor] organism that interfere with his ability to cope …


    	Subvert, disorient, disrupt, overload, or seize [competitor’s] vulnerable, yet critical, connections, centers, and activities … in order to dismember organism and isolate remnants for wrap-up or absorption.


    	Generate uncertainty, confusion, disorder, panic, chaos … to shatter cohesion, produce paralysis and bring about collapse.


    	Become an extraordinary commander.


  


  The second O, orientation – as the repository of our genetic heritage, cultural tradition, and previous experiences – is the most important part of the O – O – D – A loop since it shapes the way we observe, the way we decide, the way we act … Orientation isn’t just a state you’re in; it’s a process. You’re always orienting … Orientation is an interactive process of many-sided implicit cross-referencing projections, empathies, correlations, and rejections that is shaped by and shapes the interplay of genetic heritage, cultural tradition, previous experiences, and unfolding circumstances … Disorientation: Mismatch between events one (seemingly) observes or anticipates and events (or efforts) [one] must react or adapt to.


  Actions must be taken over and over again and in many different ways. Decisions must be rendered to monitor and determine the precise nature of the actions needed that will be compatible with the goal. To make these timely decisions implies that we must be able to form mental concepts of observed reality, as we perceive it, and be able to change these concepts as reality itself appears to change. The concepts can then be used as decision models for improving our capacity for independent action.
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    The OODA “Loop” Sketch (Observe – Orient – Decide – Act ). Illustration: John Boyd, The Essence of Winning and Losing

  

  Insights: Note how orientation shapes observation, shapes decision, shapes action, and in turn is shaped by the feedback and other phenomena coming into our sensing or observing window. Also note how the entire “loop” (not just orientation) is an ongoing many-sided implicit cross-referencing process of projection, empathy, correlation, and rejection.


  Without our genetic heritage, cultural traditions, and previous experiences, we do not possess an implicit repertoire of psycho-physical skills shaped by environments and changes that we have previously experienced.


  Without analysis and synthesis across a variety of domains or across a variety of competing independent channels of information, we cannot evolve a new repertoire to deal with unfamiliar phenomena or unforeseen change.


  Without a many-sided implicit cross referencing process of projection, empathy, correlation, and rejection (across many different domains or channels of information), we cannot even do analysis and synthesis.


  Without OODA Loops, we can neither sense, hence observe, thereby collect a variety of information for the above process, nor decide as well as implement actions in accord with these processes.


  Or, put another way, without OODA Loops embracing all the above and without the ability to get inside other OODA Loops (or other environments), we will find it impossible to comprehend, shape, adapt to, and in turn be shaped by an unfolding, evolving reality that is uncertain, ever changing, and unpredictable.


  By pulling all this together, we can see that the key statements, OODA loop sketch, and related insights represent an evolving, open-ended, far-from-equilibrium process of self-organisation, emergence, and natural selection.


  Doctrine


  You gotta challenge all assumptions . . . [If you don’t,] what is doctrine on day one becomes dogma forever after. Well, I understand you’re going to have to write doctrine, and that’s all right . . . [But] even after you write it, assume that it’s not right. And look at a whole lot of other doctrines – German doctrine, other kinds of doctrines – and learn those too. And then you’ve got a bunch of doctrines, and the reason you want to learn them all [is so that] you’re not captured by any one, and you can lift stuff out of here, stuff out of there . . . and you do better than anyone else. If you got [only] one doctrine, you’re a dinosaur. Period.


  This is a great doctrine, probably the best in the world. But now, you have to get to work destroying it and create a better one.


  Shaping


  Deception: An impression of events as they are not.


  WARDLEY


  From Wardley Maps.


  Strategy


  Strategy is the art of manipulating an environment to gain a desirable outcome. It requires in-depth awareness of the environment (i.e. yours and competitors value chains and how this is evoloving), the roolsets available (i.e. mechanisms to manipulate the environment) and experience in doing this. Strategy is a game of position and movement played using the Strategy Cycle.


  (1) Start with the purpose of the game at hand and be prepared to adjust it as the game unfolds.


  (2) Then, observe the game by looking at the landscape using a Wardley Map and climatic patterns.


  A map is visual, context specific, shows position and movement, and, has an anchor (e.g. north).


  A Wardley Map visually shows the evolution of a context specific value chain using position and movement of components – with stakeholder needs as the anchor. The components of the map also have a stage of evolution:


  

    	Genesis. This represents the unique, the very rare, the uncertain, the constantly changing and the newly discovered. Our focus is on exploration.


    	Custom built. This represents the very uncommon and that which we are still learning about. It is individually made and tailored for a specific environment. It is bespoke. It frequently changes. It is an artisan skill. You wouldn’t expect to see two of these that are the same. Our focus is on learning and our craft.


    	Product (including rental). This represent the increasingly common, the manufactured through a repeatable process, the more defined, the better understood. Change becomes slower here. Whilst there exists differentiation particularly in the early stages there is increasing stability and sameness. You will often see many of the same product. Our focus is on refining and improving.


    	Commodity (including utility). This represents scale and volume operations of production, the highly standardised, the defined, the fixed, the undifferentiated, the fit for a specific known purpose and repetition, repetition and more repetition. Our focus is on ruthless removal of deviation, on industrialisation, and operational efficiency. With time we become habituated to the act, it is increasingly less visible and we often forget it’s even there.


  


  This evolution is shown as the x-axis and all the components on the map are moving from left to right driven by supply and demand competition. In other words, the map is not static but fluid and as components evolve they become more commodity like.
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    Example of a Wardley Map. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  A climatic pattern is a common economic pattern that affect all players. These are the rules of the context specific game at hand, and, together with landscape, helps anticipate change: skate to where the puck is going to be, not where it has been.
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    Examples of Climatic Patterns. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  (3) Next, orient yourself using doctrine. A doctrine is a universally applicable principle giving you a potential choice to improve your situation – and ultimately win – the game.
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    Examples of Doctrine. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  (4) After this, decide what specific actions to take to improve your situation and ultimately win the game based on the potential choices found during observation and orientation using a map of the landscape, climatic patterns, universal doctrine, and, gameplays. A gameplay is a context specific choice that depends on components’ position on the map.
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    Example of Gameplay. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  (5) Finally, act, and then repeat the strategy cycle remembering that there are two types of “why”:


  

    	the “why” of purpose: the chess master wants to win every chess game.


    	the “why” of movement: the chess master moves the queen to gain a better position on the chessboard.
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    The Strategy Cycle. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  Also, remember that one action is to change the direction of the organisation – to alter its purpose: start as a paper mill, then evolve via rubber boots, TVs and PCs into a telecommunication company.


  Climatic Patterns for Components


  Everything evolves through supply and demand competition. If the conditions exist that a person or groups of people will strive to gain some form of advantage or control over others due to a constraint (i.e. a limitation of a resource or time or money or people) then we have competition. If competition exists then the components effected will evolve until they become industrialised. This impacts everything from activities (what we do), practices (how we do something), data (how we measure something) to knowledge (how we understand something). The map is never static but dynamic. It’s also important to understand that if competition exists then you will be in conflict with others. Sometimes the best way of resolving this is through coopetition (i.e. cooperative competition) and building alliances. In other cases, depending upon the context, then you have to fight even to the point of a game of last man standing. In any significant landscape then you’re likely to find yourself building alliances on one part of the map whilst at the same time fighting other companies in another and withdrawing from a third. However as the components on your map evolve then your former allies can become foes and vice versa. Microsoft and open source used to be mortal enemies, they’re now often found to be best buddies. To manage such a dynamic and fluid environment then you’re going to need to be able to observe it.
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    Climatic Pattern: Everything evolves. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  Characteristics change as components evolve. The characteristics of a component in the uncharted space are not the same as the characteristics of the same component when it becomes industrialised. In any large system then you’re likely to have components at different ends of the evolution scale. This leads to the Salaman & Storey Innovation paradox of 2002 i.e. the need to innovate requires polar opposite capabilities to the need to be efficient. However, a word to the wise, a company has to manage both the extremes along with the evolution between them. It’s really important to remember that there is a transition from uncharted to industrialised. Don’t organise by the extremes alone.
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    Climatic Pattern: Characteristics change. Illustration: Simon Wardley (CC BY-SA 4.0)

  

  Doctrine for Strategy


  Strategy is complex. There will be uncertainty, emerging patterns and surprises along the way. That’s the very nature of competition due to the involvement of other actors. Embrace this, don’t fall for the temptation that you can plan the future. What matters is not the plan but the preparation and your ability to adapt.


  Strategy is iterative, not linear. Understand that strategy is iterative. You need to adapt in fast cycles according to the changing environment. The best you can hope for is a direction, a constant process of learning and improvement of your gameplay along the way.


  Bias towards action. Do not attempt to create the perfect map. Have a bias towards action because the landscape will change and you will discover more through action. You learn by playing the game.


  Doctrine for Assessments


  Focus on high situational awareness. There is a reasonably strong correlation between situational awareness – our level of understanding of context (purpose and landscape), and, how context is changing – and business performance, so focus on this. Try to understand the landscape that you are competing in and understand any proposals in terms of this. Look before you leap.


  Use a common language. A necessity for effective collaboration is a common language. Maps allow many people with different aptitudes (e.g. marketing, operations, finance and IT) to work together in order to create a common understanding. Collaboration without a common language is just noise before failure.


  Be transparent. Have a bias towards openness within your organisation. Sharing a map will enable others to challenge and question your assumptions. This is essential because it helps us to learn and refine our maps. The downside of sharing is it allows others to challenge and question your assumptions. Many people find this uncomfortable. Don’t underestimate how difficult this transparency is within an organisation.


  Challenge assumptions. Maps allow for assumptions to be visually exposed. You should encourage challenge to any map with a focus on creating a better map and a better understanding. Don’t be afraid of challenge, there is no place for ego if you want to learn.


  Gameplays for Shaping


  Disposal of liability. Overcoming the internal inertia to disposal. Your own organisation is likely to fight you even when you’re trying to get rid of the toxic.


  Sweat and dump. Exploiting a 3rd party to take over operating the toxic asset whilst you prepare to remove yourself.


  Pig in a poke. A mechanism of dressing up a liability as some form of future business before divesting to a third party.


  Misdirection. Sending false signals to competitors or future competitors including investment focused on the wrong direction.


  Signal distortion. Exploiting commonly used signals in the market by manipulation of analysts to create a perception of change.


  Creating artificial needs. Creating and elevating an artificial need through marketing and behavioural influence. Take a rock and make it a pet etc.


  Confusion of choice. Preventing users from making rational decisions by overwhelming them with choice.


  Artificial competition. Creating two competing bodies to become the focus of competition and in effect driving oxygen out of a market.




  ANNEX


  Wardley Mapping Examples
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    Photo: Chris Lawton on Unsplash
    

  

  A curated collection of Wardley Maps for visualising strategy, irregularly updated since 2019.




  GLOSSARY


  Explanation of key terms and symbols


  SYMBOLS
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    Wardley Map terms, symbols and meaning. Illustration: Simon Wardley (CC BY-SA 4.0). ILC: Innovate, Leverage, Commoditise. The terms Pioneers and Settlers have been replaced by Explorers and Villagers
    

  

  TERMS


  From Simon Wardley's Wardley Maps, John Boyd’s A Discourse on Winning and Losing and readings of Sun Tzu’s  Art of War.


  WARNING: meaning in ancient Chinese is highly context-dependent, see this glossary as scaffolding.


  The Chinese language is highly contextual and most of these Chinese concepts are purposefully abstract and ambiguous in nature – on most occasions they have multiple meanings. Hence knowing their definitions does not imply one has understood them; indeed, they seldom have precise definitions, as the Chinese are not fond of providing definitions or even of the idea of definition itself (Yuen).


  Accord


  Adapting to and Shaping a situation to take full advantage of the current conditions and using the possibilities of the situation to succeed by fulfilling one’s Purpose. This requires Agility and Foreknowledge.


  Yīn (因) means to avail oneself of, to make the best of, to rely upon.


  Agility


  Ability to shift from one orientation to another in order to cope with new or unforeseen circumstances (Boyd). The ability to adapt to and influence situations more skilfully than Competition including timely break out of Successful – but non-sustainable – patterns.


  Part of IOHAI, ingredients for vitality and growth.


  Anchor


  The User Need in a Wardley Map.


  Appreciation


  Recognition of worth or value, clear perception, understanding, comprehension, discernment, etc.; includes the ability to Monitor (Boyd). Used together with Leadership, i.e. Appreciation and Leadership, as an alternative to Command and Control.


  Appreciation and Leadership


  Appreciation used together with Leadership as an alternative to Command and Control.


  Art of Leadership


  A modern reading of Lao Tzu’s Tao Te Ching (On Purpose and Integrity).


  Assessment


  A valuation of the current situation and Conditions based on Purpose, Leadership, Landscape, Climate, Doctrine, Capabilities, training and clarity of feedback; informs choices of Gameplays in a Strategy.


  Jì (計) means assessment, calculation, gameplay, plan, plot, scheme, stratagem, strategy.


  Business


  Succeeding together with your Stakeholders.


  Capability


  The ability to fulfill a Stakeholder’s Need, or, the ability of a Component to provide a service that fulfills the Need(s) of another Component in a Wardley Map.


  Climate


  The forces acting on the Environment including patterns of the seasons and Competitors’ actions. The rules of the game, patterns that are applied across Contexts.
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    Classification of Climatic Patterns. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Command


  The ability to direct, order, compel with or without authority or power (Boyd). See also Command and Control, and, Control.


  Command and Control


  Command and Control represents a top-down mentality applied in a rigid or mechanical (or electrical) way that ignores as well as stifles the implicit nature of human beings to deal with uncertainty, change, and stress (Boyd).


  Commodity


  Commodity (including utility) is the Stage of evolution representing scale and volume operations of production, the highly standardised, the defined, the fixed, the undifferentiated, the fit for a specific known Purpose and repetition, repetition and more repetition. Our focus is on ruthless removal of deviation, on industrialisation, and operational efficiency. With time we become habituated to the act, it is increasingly less visible and we often forget it’s even there (Wardley).


  Competition


  

    	Conditions where an Organisation strives to gain advantage or Control over others using a constraint, i.e. a limitation of a resource or time or money or people.


    	One or several Competitors.


  


  Competitor


  An Organisation that desires the same area in the Landscape as your Organisation.


  Component


  A single entity in a Wardley Map; there are different component types: activity, practice, data, knowledge. A component is located in a domain (Wardley).


  Conditions


  Use Setup to create suitable conditions for an advantageous Momentum to develop as a consequence. This condition-consequence approach is complementary to the classic Western ends (objectives) – ways (courses of actions) – means (resources) approach to Strategy (Echevarria) which, although valuable for initial planning, is far from optimal in volatile, uncertain, complex and ambiguous (VUCA) Environments with Stakeholders having different, potentially conflicting Purposes.


  For an outcome to be realised effectively, it follows as a consequence of a process which transforms a situation rather than a goal that leads to actions. Unlike the ends–ways–means approach which involves a predetermined plan (course of actions) that is liable to disintegrate when put into practice facing stakeholders, the condition-consequence approach is designed to leave as little room for chance as possible. This is done by identifying favourable factors before they have developed and creating suitable conditions in advance enabling evolution in a suitable direction.


  There are three distinct advantages of the condition-consequence approach to Strategy compared to the traditional end-means-ways approach when circumstances (Landscape, Climate, Stakeholders, Organisation, . . . ) change as they invariably will in a VUCA Environment (Yuen):


  

    	It helps avoid being locked into a predetermined course of action.


    	It helps avoid constant re-planning when there is too big a difference between reality and plan.


    	It helps avoid being locked into bringing about one single, predetermined outcome.


  


  Context


  The Organisation’s Purpose and the Landscape.


  Control


  The power or authority to regulate, restrain, verify, (usually against some standard) direct or Command. Comes from medieval Latin contrarotulus, a “counter roll” or checklist (contra, against plus rotulus, list) (Boyd). See also Command, and, Command and Control.


  Correlative Pair


  A pair of opposing yet complementary aspects to help transcend or integrate apparent paradoxes and trade-offs while embracing conflicting perspectives – dancing with differences. Examples: order – chaos, Strength – Weakness, courage – fear, Expected – Surprise, Devious – Direct, attack – defense and Resilient – Fragile.


  Rather than being two irreducible or mutually exclusive states, a pair consists of two consecutive stages that are part of the same continuum – shaped by the ever-changing reality such as efforts by Stakeholders and changes in Landscape and Climate – and mutually influence each other in an endless cycle.


  Finding ways to move beyond or integrate the apparent paradoxes or trade-offs requires deep analysis and synthesis and is essential for Strategy Development (Johnson). The resulting pattern for understanding the dynamics of the correlative pairs is vital for Successful Strategy Deployment and Engagement, e.g.


  

    	Setup for Strength – Weakness.


    	Momentum for courage – fear.


    	Shaping for Expected – Surprise and Devious – Direct.


  


  If you want to understand something, take it to the extremes or examine its opposites (Boyd).


  Skilled leadership uses correlative pairs for orientation as preparation for initiatives, decisions and actions to move beyond apparent trade-offs, and, as a stepping stone towards seeing and Harmonising the System (Yuen).


  Modern examples of correlative pairs where it is possible to move beyond the apparent trade-off include:


  

    	cost – quality in manufacturing, where a focus on lead-time resolves the apparent trade-off and results in both lower cost and higher quality;


    	speed – quality in product development where securing high product quality brings high development speed (Reinertsen, Modig&Åhlström);


    	control – initiative in organisations, where Einheit resolves the trade-off (Boyd, Richards);


    	alignment – autonomy in organisations, where high alignment on intent (what & why) enables high autonomy in actions and decisions (how) by individual people and teams which results in higher speed, more innovation and higher engagement (Bungay, Schön).


  


  Synonyms: polarity; duality; complementarity; opposites, complementary opposites, entwined opposites, harmonising opposites, pair of opposites; complementary pair, concept pair, dialectical pair; tension, creative tension.


  Custom built


  The Stage of evolution representing the very uncommon and that which we are still learning about. It is individually made and tailored for a specific environment. It is bespoke. It frequently changes. It is an artisan skill. You wouldn’t expect to see two of these that are the same. Our focus is on learning and our craft (Wardley).


  Devious


  Yū (迂) means tortuous, circuitous, crooked, roundabout, hidden. See also Direct and Devious – Direct.


  Devious – Direct


  A Correlative Pair used in Strategy Deployment and Engagement together with Shaping for inverting time and space, e.g. to make what looks like a time-saving shortcut ending up taking more time to follow than the standard route, or to create the perception that it is so; to make the adverse advantageous by giving the difficulty to Opposition; to offer advantages to confound Opposition’s perception of what is difficult and easy.


  Synonyms: circuitous – direct, crooked – straight, tortuous – direct, plain – hidden.


  See also Devious and Direct.


  Direct


  Zhí (直) means direct, straight, plain. See also Devious and Devious – Direct.


  Doctrine


  Ways of operating, communicating and organising that apply irrespective of Landscape and Climate, i.e. approaches which can be applied regardless of Context.


  

    [image: ]

    Classification and phasing of Doctrine. Illustration: Simon Wardley (CC BY-SA 4.0)

    

  

  Domain


  A zone in the evolution of Components – uncharted, transitional and industrialised.


  The uncharted Domain is associated with high production costs, high levels of uncertainty and potentially very high future opportunity. Being first is sometimes unfavorable due to the burden and risks of research and development.


  The transitional Domain is associated with reducing uncertainty, declining production costs, increasing volumes and highest profitability. However, whilst the environment has become more predictable, the future opportunity is also in decline as the act is becoming more widespread, well understood and well defined. So at the same time we reach the zenith of wealth creation the future is looking decidedly less rosy for the industry itself.


  The industrialised Domain is associated with high certainty, high levels of predictability, high volumes, low production costs and low unit margin. The activity is seen as an expected norm, it has become commonplace. Those activities that have evolved to this state (e.g. nuts and bolts) are seen as having a minimal differential effect. They are associated with high future opportunity only in early Stage replacement of any existing Product industry. Their future is seen as one of stable and increasingly low margin revenues that may nevertheless be significant due to volume (Wardley).


  Ecological Resilience


  A way of maintaining the existence of function (Holling); see also Engineering Resilience and Resilient.


  Engagement


  A collision of Organisations going through their respective OODA “Loops” where each Organisation aims to fulfill their Purpose and succeed together with their Stakeholders; a conflict where two Organisations desire the same area in a Landscape.


  Zhàn (戰) means specific engagement, military action, battle.


  Zhēng (争) means conflict, dispute, fight.



  Bīng (兵) means competition, war, weapon, soldier, force.


  Engineering Resilience


  A way of maintaining the efficiency of function (Holling); see also Ecological Resilience and Resilient.


  Environment


  The Context and how it is changing (Wardley).


  Expected


  Zhèng (正) means expected, correct, direct, frontal, ordinary, orthodox, proper, right, straight, straightforward, true. See also Expected – Surprise and Surprise.


  Expected – Surprise


  A Correlative Pair signifying contrasting types of Engagements used in combination in order to succeed. In Business, start with delivering the Expected, e.g. expected features, quality and performance; then positively Surprise your customers to secure delight and loyalty, just like Apple pursues the “Wow” and “desire to use”. Users decide what is Expected and Surprising and this can change over time, e.g. based on Components’ Movement and Competitions’ moves.


  In competition, after “spiking” the competitor by reducing flexibility, use “tilting” force to secure success.


  See also Expected and Surprise.


  Synonyms: direct – indirect, direct – oblique, conventional – surprise, conventional – unconventional, frontal – oblique, normal – exceptional, overt – covert, ordinary – extraordinary, orthodox – unorthodox, regular – irregular, straightforward – crafty, spiking – tilting, normative – extraordinary.


  Flow


  The transfer of money, risk and information between Components (Wardley). A metaphor for Agility.


  Fluid


  A System that adapts rapidly to changing circumstances, i.e. the efficiency of function might decline rapidly due to a change although the function continues to exist (Holling). See also Fragile, Resilient and Robust.


  Foreknowledge


  Knowledge about the Environment for estimating Momentum to secure the Organisation’s safety and Success. It is gained through careful observation and Intelligence. It is a recognition of relevant patterns and relations understood holistically as part of a System and Components understood in the light of their Environment.


  It is knowledge with uncertainty since it is an interpretation of the situation to gain Situational Awareness. The quest for knowledge is relative: strive for higher Situational Awareness than Competition.


  Formless


  The opposite of having a Setup; without a discernible Setup, or, a perceived lack of Setup, e.g. using a hidden Setup; avoiding showing intentions and capabilities; being more adaptable and ready to seize opportunities.


  See also Formless – Setup, Setup, Momentum and Shaping.


  Wúxíng (無形) means formless, invisible, imperceptible, intangible, unfathomable, unreadable, without form.


  Formless – Setup


  A Correlative Pair. See also Formless and Setup.


  Fragile


  The characteristics of a System unable to adapt or cope with change, breaking easily and ceasing to function (Holling). See also Fluid, Resilient and Robust.


  Gameplay


  A context-specific choice that depends on Components’ Positions and Movement on the Wardley Maps (Wardley) extracting maximum value from psychological, social, financial and physical factors; sometimes called a stratagem; often involving Shaping.


  Móu (謀) means gameplay, (operational) plan, plot, scheme, stratagem, strategy.
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    Classification of Gameplays. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Genesis


  A Stage of evolution representing the unique, the very rare, the uncertain, the constantly changing and the newly discovered. Our focus is on exploration (Wardley).


  Harmony


  An emergent sense of order that begins from the coordination of concrete details, maximises diversity and avoids sameness; the quality of the combination at any one moment created by effectively correlating and contextualising the available events or entities (Ames).


  (Power to perceive or create interaction of) apparently disconnected events or entities in a connected way (Boyd).


  Part of IOHAI, ingredients for vitality and growth.


  Hé (和) means harmony, achieved order, peace, union.


  Inertia


  Resistance to movement; resistance to change, e.g. existing practice, political capital or previous investment (Wardley).
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    Categories of inertia and countermeasures. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Initiative


  Internal drive to think and take action without being urged (Boyd).


  Part of IOHAI, ingredients for vitality and growth.


  Innovation


  Value from ideas. There are many different things which we call innovation – this includes genesis of an act, feature differentiation of a product and a shifting business model from product to utility. They are very different despite our use of a single term to describe them (Wardley).


  Insight


  Ability to peer into and discern the inner nature or workings of things (Boyd).


  Part of IOHAI, ingredients for vitality and growth.


  Interface


  A connection between Components.


  IOHAI


  Insight, Orientation, Harmony, Agility and Initiative are ingredients for vitality and growth (Boyd).


  John Boyd


  Born January 23, 1927, died March 9, 1997. US Air Force fighter pilot, Pentagon consultant and innovative strategist. His strategic theories – including the OODA loop – have been highly influential in the military, sports, business, and litigation fields, e.g. the Doctrine of maneuver warfare adopted by the US Marine Corps and the Agile movement in business.
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    John Boyd. Photo: US Government

  

  Landscape


  A description of the Environment including Positions, distances, space and obstacles (Inertia) (Wardley).


  Leadership


  The art of inspiring people to cooperate and enthusiastically take action toward the achievement of uncommon goals. Used together with Appreciation, i.e. Appreciation and Leadership, as an alternative to Command and Control (Boyd).


  Actions, decisions, choices and Gameplays based on Purpose, Landscape, Climate, Doctrine and Capabilities (Wardley) – guided by knowledge, trust, compassion, courage and fairness. Leadership is beyond what managers or people in formal leader roles do: it is a service provided by – potentially all – people in the Organisation.


  For more on the connection between Sun Tzu and Lao Tzu/taoism regarding leadership, see The Art of Leadership – Purpose and Integrity for Sustainable Success.


  Map


  A visual, Context specific depiction showing Position and Movement starting from an Anchor. Sometimes used as a short form for Wardley Map
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    Visual, Context specific depiction of Position and Movement with compass as Anchor. Illustration: Simon Wardley (
swardley
, CC BY-SA 4.0)
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    The difference between a map and a graph. Illustration: Simon Wardley (
swardley
, CC BY-SA 4.0)
    

  

  Mapping


  The acts of preparing a Map or a Wardley Map.


  Mission


  A contract, hence an agreement, between leader and followers. The followers agree to make their actions serve their leader’s intent in terms of what is to be accomplished and the rationale (why), while the leader agrees to give followers wide freedom to exercise their imagination and initiative in terms of how intent is to be realised.


  The followers are given the right to challenge or question the feasibility of the mission if they feel their leader’s ideas on what can be achieved are not in accord with the existing situation or if they feel their leader has not given them adequate resources to carry it out. Likewise, leader has every right to expect followers to carry-out the mission contract when agreement is reached on what can be achieved consistent with the existing situation and resources provided.


  Limitation: While this concept of mission gives form and expression to what is expected between an individual leader and follower, it does not suggest ways to coordinate or Harmonise activities among many leaders and followers as a collective group (Boyd).


  Momentum


  The quantity of motion of a body, measured as a product of its mass and velocity in a particular direction, generalised to an abstract field formed by tangible factors such as equipment and logistics and intangible factors such as timing and psychology that constantly shifts according to what is happening in the Environment.


  The kind of potential that originates not in human initiative but instead results from the very disposition of things (Jullien1999).


  All of the factors and tendencies bearing on a possible engagement (Mair).


  Wresting advantages from the conditions at hand and controlling contingencies (Nylan).


  Making the most of favorable conditions and tilting the scales in our favor (Ames).


  [Momentum] of a particular situation is changing as a consequence of shifting conditions. It is as if we were placing weights along abeam whose balance point is always in motion. From assessments and foreknowledge, the fulcrum is more easily found (Denma).


  [Momentum] is like looking at a chessboard: the effectiveness of a position is read in terms of the relative power of certain pieces, the strength of their setup, their relationship to the opponent and also their potential to turn into something else. Add the particular psychological disposition of the opponent. All these are aspects of momentum. They are analytically distinguishable and a chess player sees them all at once. The world is more complex than multi-dimensional chess (Denma). The favorite game in China, however, is go (wéi qí, 圍棋), the oldest board game still being played, dating from before 500 BCE. Chess is about total victory, checkmate, to put the opposing king in a position where he cannot move without being destroyed, whereas go is about surrounding your opponent, i.e. strategic encirclement. In chess all the capabilities are fully visible at all times since all the pieces are on the board; in go, the players can introduce new pieces changing the strategic configuration. While the skillful chess player aims to eliminate the opponent’s pieces in a series of head-on clashes, a talented go player moves into empty spaces on the board, gradually migrating the strategic potential of the opponent’s pieces. Chess produces single-mindedness, go generates strategic flexibility (Kissinger, Lai).


  Using four paths – profiting by an expansive concept of the situation, drilling down into fine-grained but possibly game-changing detail, managing complexity and mastering the ceaseless switches of style and posture it entails, and building on time and timing factors – a sufficiently resourceful strategic actor, supported by excellent intelligence will in Sun Tzu’s view be able to find and create veins of [momentum], even ones that turn defeat into victory. Should these four paths to [momentum] fail to do the job themselves, Shaping combines well with all of them (Boorman).


  See also Setup.


  Shì (勢) means momentum, energy, force, (tactical) power, (military), strength, (patterns of ) influence; latent energy, propensity, potential, potential energy of the situation, situational potential, inherent power or dynamic of a situation; positional advantage, strategic advantage, strategic advantage within a particular configuration of space and time, strategic configuration of power, strategic disposition; circumstances, conditions, configuration.


  Monitor


  The process that permits one to oversee, listen, observe, or keep track of as well as to advise, warn, or admonish; a part of Appreciation (Boyd).


  Movement


  A description of how evolved a Component is, e.g. in which Stage of evolution it is (Wardley).
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    Characteristics of Components to determine Movement. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Need


  Something that is wanted or required from a higher level System (Wardley).


  OODA Loop


  A schematic for using and creating capabilities and updating situational awareness needed for success in volatile, uncertain, complex and ambiguous (VUCA) environments. The following three processes interact to effectively build things, e.g. hardware, software, formations, strategy and leadership actions:


  (1) using existing capabilities, quickly via implicit guidance and control;


  (2) creating new and unexpected ways of using existing capabilities;


  (3) creating new capabilities.


  The schematic is visualised as a “loop” consisting of four distinctive although connected activities: Observation, Orientation, Decision and Action – and was invented by John Boyd.


  Observation is sensing yourself and the world around you.


  Orientation is a complex set of filters of genetic heritage, cultural predispositions, personal experience and knowledge, and, analyses and synthesis for creating new capabilities to deal with unfamiliar phenomena or unforeseen change.


  Decision is reviewing alternative courses of action and selecting the preferred course as a hypothesis to be tested.


  Action is testing the decision selected through an experiment.


  “Loop” means that observation, orientation, decision and action are repeated again and again. You are simultaneously observing any mismatches between your conception of the world and the way the world really is, trying to reorient to a confusing and threatening situation, and attempting to come up with ideas to deal with it. Success depends upon the quality and tempo of the cognitive processes of Leadership and the Organisation going through complete OODA loops; it is crucial to secure higher tempo and/or more variety in the rhythm of the OODA loop than competition: “more quickly”, “more inconspicuously” and “with more irregularity”. “Getting inside or operating inside your competitors’ or customers’ OODA loops” includes shaping their orientation and using information from intelligence operations (Boyd).


  Insights from the OODA “loop” sketch below: “Note how orientation Shapes observation, Shapes decision, Shapes action, and in turn is Shaped by the feedback and other phenomena coming into our sensing or observing window. Also note how the entire “loop” (not just orientation) is an ongoing many-sided implicit cross-referencing process [viewing something from as many perspectives as possible] of projection, empathy, correlation, and rejection.” (Boyd)
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    The OODA “Loop” Sketch: Observe, Orient, Decide, Act. Illustration: John Boyd
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    OODA as a Venn diagram. Illustration: Clinton D. Pope
    

  

  [The OODA “loop” represents] “an evolving, open-ended, far-from-equilibrium process [a process depending on the flux of energy and information constantly moving in from the outside world] of self-organisation, emergence and natural selection”. (Boyd)


  See also Orientation and Situational Awareness.


  Organisation


  A group of people with a particular Purpose and Doctrine.


  Orientation


  The most important part of the OODA loop … Common outlook to encourage initiative yet realise superior intent in pursuit of vision … An interactive process of many-sided implicit cross-referencing projections, empathies, correlations, and rejections that is shaped by and shapes the interplay of genetic heritage, cultural tradition, previous experiences, [the processes of analyses and synthesis,] and unfolding circumstances.


  Disorientation: Mismatch between events one (seemingly) observes or anticipates and events (or efforts) [one] must react or adapt to.


  Part of IOHAI, ingredients for vitality and growth.


  Position


  The location of a Component relative to the Anchor in a chain of Needs (Wardley).


  Product (including rental)


  A Stage of evolution representing the increasingly common, the manufactured through a repeatable process, the more defined, the better understood. Change becomes slower here. Whilst there exists differentiation particularly in the early Stages there is increasing stability and sameness. You will often see many of the same Product. Our focus is on refining and improving (Wardley).


  Punctuated Equilibrium


  A sudden shift in a social System leading to radical change.


  Purpose


  A higher meaning or reason that keeps people united, supporting each other without fear through Success and failure.


  Dào(道) is etymologically constructed out of the elements “foot” hence “to pass over”, “to go over” and “head” (hair and eye together), therefore “foremost” carrying the meaning “to lead” in the sense of to give direction, so combined, “to give direction to your steps”, “to give direction to life”, hence “purpose”.


  Dào(道) means purpose, to give direction; guiding a river to prevent it


  from flooding the banks (one of the earliest usages); path, road, way, way-making, course; commands, guide, method, principle, teachings, steps in a process; morality, reason, truth; say, speak, talk, tell, verbalise; courses in a meal.


  Resilience


  The Capability of being Resilient.


  Resilient


  The characteristics of a System capable of coping with a wide variety of physical extremes with the entire System rapidly adapting to a changing Environment in order to exist (Holling); see also Ecological Resilience, Engineering Resilience, Fluid, Fragile, Robust.
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    Resilience is a combination of Engineering Resilience and Ecological Resilience. Source: C. S. Holling and Simon Wardley. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Robust


  The characteristics of a System with a broader range of physical constraints that it can cope with, although only able to cope with expected events. See also Fluid, Fragile and Resilient.


  Setup


  The dynamic arrangement of an Organisation or a part of an Organisation and the Capabilities and behaviours of its people. A setup can be:


  Visible. Consisting of factors that can be observed, e.g. organisation charts.


  Invisible. Consisting of unobservable factors, e.g. informal networks.


  It is possible to understand the visible setup without understanding the invisible setup.


  Xíng (形) means setup, arrangement; (military) deployment, (tactical) disposition, (strategic) configuration; form, formation, shape; manifestation, appearance; mold, confine, contain, control; pattern, system.


  See also Formless and Formless – Setup.


  Shaping


  Influencing Competition to erode their Resilience by hiding intentions, creating false impressions, and, unsettling Competition to discover a potential advantage, encourage its impetus, push it to the extreme to get them into a weak position (or get them to get into a weak position by themselves) before exploiting the impetus when it reaches the tipping point, i.e. creating the conditions for Success before Engagement starts. (Yuen)


  Also, influencing customers and other stakeholders to succeed together, e.g. by positively surprising them.


  Deception: An impression of events as they are not. (Boyd)


  Guǐ (詭) means anomaly, bluff, concealment, confusion, cunning, deception, deceit, delusion, dissimulation, distraction, feint, illusion, lie, manipulation, oddity, paradox, weirdness.


  Simon Wardley


  Born 1968. British inventor of Wardley Mapping, business strategist, industry and technology mapper, researcher and former CEO.
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    Simon Wardley. Photo: Leading Edge Forum
  

  

  Situational Awareness


  The level of understanding of the Environment (Wardley).


  The perception of environmental elements and events concerning time or space, the comprehension of their meaning, and the projection of their future status (Endsley). High situational awareness comes from skillful use of the OODA loop, e.g. using Wardley Mapping.
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    Different aspects of Situational Awareness in an Organisation. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  See also Orientation.


  Stage


  A step in the evolution of a Component, e.g. Genesis, Custom built, Product and Commodity (Wardley).


  Stakeholder


  A person or organisation that can affect or is affected by the fulfillment of the Organisation’s Purpose, e.g. a customer of Products and services that the Organisation provides, people in the Organisation, suppliers and partners to the Organisation, owners and other financiers of the Organisation, trade associations, standardisation bodies, trade unions, people and communities in the society where the Organisation operates, and, other Organisations including Competitors (Freeman).


  Strategise


  Doing Strategy by means of the Correlative Pair Strategy Development – Strategy Deployment in the Strategy Cycle – including devising Gameplays.


  Strategy


  Governed by Sun Tzu’s five fundamental factors: Purpose, Landscape, Climate, Doctrine and Leadership.


  A mental tapestry of changing intentions for Harmonising and focusing our efforts as a basis for realising some aim or Purpose in an unfolding and often unforeseen world of many bewildering events and many contending interests ( John Boyd).


  The art of manipulating an Environment to gain a desirable outcome (Simon Wardley,


  The essence of strategy … is to force or persuade those who are hostile or unsympathetic to act differently than their current intentions … it is about getting more out of a situation than the starting balance of power would suggest. It is the art of creating power (Freedman).


  Individuals, teams or organisations fulfilling their Purpose in situations outside their direct control, sometimes engaging with others desiring the same thing – consisting of the intricate interplay of Strategy Development and Strategy Deployment.


  The Art of Strategy is to succeed – by securing Harmony among Stakeholders and keeping Competition off balance – through evolving better Capabilities to influence, adapt and Map.


  Strategy Cycle


  An iterative cycle for Strategy Development and Strategy Deployment – combining Sun Tzu’s five fundamental factors (Purpose, Landscape, Climate, Doctrine and Leadership), John Boyd’s OODA Loop (Observe, Orient, Decide, Act) and the two types of “why”:


  

    	the “why” of Purpose: the chess master wants to win every chess game.


    	the “why” of Movement: the chess master moves the queen to gain a better Position on the chessboard.


  


  (Wardley)
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    The Strategy Cycle. Source & Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Strategy Deployment


  Making Strategy happen by everyone everywhere in the Organisation taking initiatives, decisions and actions in a Harmonised direction.


  The following Doctrine is often used:


  

    	Purpose. Ensure every action contributes to achieving it.


    	Maneuver. Gain positional advantage.


    	Surprise. Move in unexpected ways using Gameplays.


    	Focus. Concentrate Momentum to achieve Success and ensure secondary efforts receive only as much Momentum as needed.


    	Initiative. Secure higher tempo or more variety in the rhythm of the OODA Loop than Competition


    	Security. Ensure that the Organisation is well-protected.


    	Simplicity. Simplify Gameplays and communications.


    	Unity. Place the direction of Strategy and Engagement under a single team to avoid conflicting interests


  


  Strategy Development


  Preparing Strategy by making choices for a Harmonised direction for the Organisation based on regular assessments of Stakeholders’ Needs and the Organisation’s Purpose.


  Strength


  A condition of high value in a sense beyond the physical, e.g. a well defended position, or, a poorly defended position where the Organisation has an influential Purpose and skilled Leadership.


  Shí(實) means strength, brave, concentrated, energy abundance, full, many, prepared, relaxed, solid, strong, substantial, well-nourished, well-ordered. See also Strength – Weakness and Weakness.


  Strength – Weakness


  A Correlative Pair used in Strategy Deployment and Engagement together with Setup and Shaping, e.g. causing Competition to see our Strengths as Weaknesses and our Weaknesses as Strengths, converting Competition’s Strengths into Weaknesses, being fully aware of Competition’s Weaknesses and using this to strengthen our own Setup. See also Strength and Weakness.


  Success


  Fulfilling your Purpose together with your Stakeholders.


  Sun Tzu


  Born c. 544 BCE, died c. 496 BCE. Chinese general, military strategist, writer and philosopher. Sun Tzu (“Master Sun”, Sūn Zǐ), 孫子) is traditionally credited as the author of The Art of War.
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    Sun Tzu? Photo: Keren Su

  

  Surprise


  Qí(奇) means crafty, extraordinary, indirect, oblique, odd, rare, strange, surprise, unique, unorthodox, weird, wonderful. See also Expected and Expected – Surprise.


  System


  A regularly interacting or interdependent group of items forming a unified whole. A whole which is defined by its function in a larger system of which it’s a part. Every system is contained in a larger system. Its role or function in that system or the service it provides is what defines it. For a system to perform its function it has essential parts. A system is not the sum of its parts, it is the product of their interactions (Ackoff). Sometimes similar to Environment.


  The Art of War


  An ancient Chinese military treatise (“Military Methods”, 兵法) dating from the 5th century BCE. The work, which is attributed to the ancient Chinese military strategist Sun Tzu, is composed of 13 chapters. Each chapter is devoted to an aspect of warfare and how it applies to military strategy and tactics.


  It remains the most influential strategy text in East Asian warfare and has influenced both Eastern and Western military thinking, business tactics, politics, legal strategy, lifestyles and beyond.


  Here is John Boyd’s thematic summary with added references to the relevant chapters:
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    The essence of The Art of War according to John Boyd. Illustration: John Boyd and
Erik Schön
    

  

  User


  A person or Organisation that uses Products and services that an Organisation provides.


  Utility


  A Stage of evolution representing the increasingly common, the manufactured through a repeatable process, the more defined, the better understood. Change becomes slower here. Whilst there exists differentiation particularly in the early Stages there is increasing stability and sameness. You will often see many of the same product. Our focus is on refining and improving (Wardley).


  Value Chain


  A set of activities that an Organisation performs in order to deliver a valuable product (Porter); a chain of needs fulfilled by components starting with what the users value (Wardley).
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    Value chain for an online photo service. Illustration: Simon Wardley (CC BY-SA 4.0)


  

  Volatile, Uncertain, Complex and Ambiguous (VUCA)


  An acronym coined by the US military and adopted by a wide range of Organisations, including for-profit corporations and universities, to describe certain conditions and situations in the world and the challenges those pose.


  Volatile. The nature and dynamics of change, and the nature and speed of change forces and change catalysts.


  Uncertain. The lack of predictability and the prospects for surprise.


  Complex. The multiplex of forces and dependencies and the confusion that surround an Organisation.


  Ambiguous. The haziness of reality, the potential for misreads, and the mixed meanings of conditions; cause-and-effect confusion.


  Wardley Map


  A Map that visually shows the evolution of a Context specific Value Chain using Position and Movement of Components – with Stakeholder Needs as the Anchor. The Components of the Map have a Stage of evolution: Genesis, Custom built, Product and Commodity and are located in a Domain.


  Sometimes called Value Chain map since it is based on a Value Chain where the components have been located horizontally along an evolution axis based on their stage of evolution. Often abbreviated as Map.


  Wardley Maps are obviously visual, and whilst they are far from the Ordnance Survey maps of geography, it’s useful to have a common lexicon of symbols.
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    Wardley Map terms, symbols and meaning. Illustration: Simon Wardley (CC BY-SA 4.0). ILC: Innovate, Leverage, Commoditise. The terms Pioneers and Settlers have been replaced by Explorers and Villagers
    

  

  Sometimes it is necessary to identify many components that fall into a single category and their dependencies. A pipeline represents a flow or process that connects components across stages of evolution. Pipelines simplify the notation for complex requirement chains, making maps easier to read and understand. For example, if you are a lawyer, you work with laws, but there are different laws at different levels of maturity, and you might need to know only some of them for your case.
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    A pipeline shows a category of components where there is an “or” relationship between the components
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    Example of a pipeline containing different types of laws: AI, Privacy, Financial and Property. The location of the category name “Law” shows the component currently in focus. Illustration: Krzysztof Daniel (CC BY-SA 4.0)
    

  

  Here’s an example of a Wardley Map for showing the components needed to provide a Customer with digital photo storage and image manipulation.
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    Example of a Wardley Map. Illustration: Simon Wardley (CC BY-SA 4.0)
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    A Wardley Map of Wardley Mapping. Illustration: Simon Wardley (CC BY-SA 4.0)
    

  

  Wardley Mapping


  A visual method for exploring and communicating Strategy in volatile, uncertain, complex and ambiguous (VUCA) situations invented by Simon Wardley. It helps achieve a high level of Situational Awareness, e.g. by answering the following questions:


  

    	What is our competitive Environment?


    	Where are our Competitors relative to us?


    	What market changes can we anticipate?


    	Where do we focus?


    	Where can we expect Inertia?


    	Which Context-specific strategic Gameplays are currently possible for us?


    	What do we own and what do we develop in-house?


    	What do we buy off-the-shelf and what do we outsource?


    	Which methodologies do we need?


    	How can we organise to accommodate continuous change?


    	What Context-specific Capabilities do our teams and our Organisation need for the Products/services we are developing?


  


  Wardley Mapping, often abbreviated as Mapping, enables collaboration for improving Strategy by helping contributors articulate, share and assess their perceptions and understanding of the Environment. This leads to a common, shared context specific language and a common, shared visualisation of User Needs, Position of Components, evolution of Components (Climate) and (potential) Movement(s) and Gameplays in a Wardley Map.


  Weakness


  A condition of very limited value in a sense beyond the physical, e.g. a poorly defended position, or, a well defended position where the Organisation lacks legitimate purpose and skilled leadership.


  Xū (虛) means weakness, dispersed, disorderly, empty, energy exhaustion, exhausted, fearful, few, hollow, hungry, insubstantial, unprepared, vulnerable. See also Strength and Strength – Weakness.
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High

Engineering
resilience
(maintaining
etficiency of
function)

Low

Diversity is low

Diversity is high

RESILIENT

capable of coping with a wide variety of physical
extremes with the entire system rapidly adapting
o a changing environment in order to exist.
Nature in its entirety can be considered
resilient consisting of many biological
ecosystems occupying niches. Any change in
physical conditions enables one biological
ecosysten to invade the space of another. The
efficiency and survival of life is preserved bar
the most catastrophic of shocks.

FLUID

Though elements of the system can be considered
fragile (operating within limited constraints or
occupying a niche), the system itself adapts
rapidly to changing circumstances i.e. the
efficiency of function might decline rapidly due
to a change but the function continues to exist.
Many biological ecosystems can be considered
f£luid and the process of change is known as
evolution e.g. adaptation of a species to some
new predator or environmental catastrophe.

based on C§ Holling, 1996, Engineering

versus Ecological resilience

——  Ecological resilience ———————» High
(maintaining existence of
Functon)
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Wardley’s Doctrime (universally useful patterns that a user can apply regardless of context)
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Be pragmatic
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operation|
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Do better with
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set
exceptional
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ZLearning|

ZLeading|

Listen to your
ecosysten

Exploit the
landscape

There is no core

Bias towards
the new.

Commit to the
direction

Be the owner
Inspire others
Embrace uncertainty

Be hunble

Design for constant
evolution

No single culture

Provide purpose,
mastery & autonomy

Manage inertia

Manage failure

Effectiveness
efficiency

Bias towards
action

Know your users
Focus on user needs

Remove bias and
duplication

Use appropriate methods

Know the
details

Bias tovards
data

Move fast

strategy is
iterative

Think small teams

Distribute pover and
decision making

Think aptitude and
attitude

SSTEVE BURKIS VARIATION






