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Strategic Thinking

Workbook
Objectives:
· What Is Strategic Thinking?

· Two Case Studies from History
· Why Is Strategic Thinking Important?

What Is Strategic Thinking?

It is hard to find a concise definition for this widely used term, but let me try to define it based on the subject material that I have collected.

Strategy - A method or plan chosen to bring about a desired future, such as achievement of a goal or solution to a problem. http://www.businessdictionary.com
The word derives from the Greek word stratçgos; which derives from two words: 

· "stratos" – meaning army. 

· "ago" – which is the ancient Greek for leading/guiding/moving.
The Spartan generals viewed strategy as “The plan to win.” Not just a plan but the plan. This plan was the result of intense study of all the circumstances surrounding each battle.
The process of thinking about your business strategically:
· What it is now and how to make it better in the future?

· What is needed to improve the business results and what the opportunities are in your market?

· What resources will be necessary to gain market share?

· What changes are occurring in the market?

· How will those changes affect your business and how it operates?

· Generally reserved for executive management

· This should be the way management at all levels think
Strategic Thinking Guidelines – Always consider the following when practicing strategic thinking:
· Key Values

· Vision Statement

· Long Term Goals

· Current Objectives

The strategic thinking mindset is where you consider all of the elements necessary to develop your “stratçgos” or “The plan to win”

Goals, Mission, Market, Products, Customer Needs, Resources

Strengths, Weaknesses, Challenges, Opportunities

These elements are the backdrop for strategic thinking.[image: image2.png]Strategic Management





As you practice this process and consider all of the circumstances you face, you will be prepared to impact your business outcome to a greater degree.
Strategic thinking simply sets the stage to:
Define the strategy - what does winning mean?
Engage in strategic planning – Develop the actions needed to win.
Implement strategy – How, who and when will those action be carried out?
Strategic thinking allows for greater strategic execution.
Two Case Studies

Ogawa Kikimatsu was the editor for a Japanese publishing firm in 1945. Upon the total defeat of Japan in World War II, Kikimatsu heard the emperor's surrender broadcast on the radio while on a business trip. 

Traveling by train he considered how his country was about to change and as historian John Dower said “By the time the train pulled into Tokyo, he had hit upon his great idea…” This idea was the essence of simplicity. 

American and British military would soon occupy Japan. The people of Japan would need an easy guide to everyday English. He would provide this guide,
He used two conversation books used during Japan’s occupation of China as models. His conversation guide was done within 3 days. The 32 page booklet Nichi-Bei Kaiwa Techo (Japanese–English Conversation Manual) was in print exactly 30 days after his initial idea.
The first printing of 300,000 sold out almost immediately. By the end of 1945, 3.5 million copies had been sold. The book remained the country’s all time bestselling publication right up to 1981.
Strategic Reflection:

Describe how you think Ogawa Kikimatsu demonstrated strategic thinking?

	

	

	

	


Some people may say that Ogawa Kikimatsu's actions were greedy and selfish. How would you describe his actions?

	

	

	

	


Two Case Studies

For 225 years Encyclopedia Britannica was the world’s #1 English speaking encyclopedia company. In the decade of the 80’s they experienced growth of over 8% annually. In 1990 they sold 117,000 copies of the complete encyclopedia set at $1,300.00 per set. That is $152,100,000.00 in sales for just one product. 
They begin to translate their data bases into many languages to become the world’s leader in encyclopedia publishing. They had a distinct strategic model:
1. Provide the best information available

2. Perfect the door to door hard sell process
They were very good at the following techniques:

· Today only offer

· The price will increase tomorrow

· My boss won’t let me sell at this price after today

In 1988 an upcoming CEO of a 13 year old computer software company meets with Encyclopedia Britannica. Bill Gates offers a partnership to produce an encyclopedia on a CD Rom. The Cost would be pennies per CD after the initial set up. The Disc would sell for about $100.00 each. 
He explains that the personal computer will change the way that people access information. He tells them the computers will soon be connected to a network that is world wide. It might have sounded like a science fiction movie.
They turn him down in favor of their current strategy. Later that same year Microsoft acquires Funk and Wagnall publishing and launches Encarta in 1990.

Encarta revolutionized access to knowledge with articles, audio, video, charts, graphs and interactive learning. From 1990 to 1994 Encyclopedia Britannica sales dropped 50% annually. A private investor bought them in 1996 for $150,000,000.00. Remember In 1990 this represented a single year in sales for their flagship product.
In 2004 Britannica launched a website and struggled for several years to compete. In 2001 wikipedia.com/org launches the free encyclopedia model. In 2009 Microsoft discontinues the Encarta brand. Today Encyclopedia Britannica operates under the free strategy, earning revenue from advertising and a premium upgrade model.
Strategic Reflection:

How well did the Encyclopedia Britannica company leaders apply the principles of strategic thinking in this second case study? 
	

	

	

	


What strategic elements if any do think where not considered before declining Bill Gates' offer?

	

	

	

	


Why is Strategic Thinking Important?

· As seen in the example of Ogawa Kikimatsu strategic thinking considers current market conditions and seeks to gain a future business advantage

· On the other hand failure to think strategically will result in missed opportunities as demonstrated by our second case study in the Encyclopedia Britannica example  

· Strategic thinking looks for the best opportunities in front of you today to generate the best possible results for tomorrow 
When you think strategically you:

· You chart a course for your team that aligns with the overall company strategy
· You make smart long-term decisions that complement and align with decisions across your business and market
· You gain team commitment to supporting your decisions
· You boost team performance and maximize business results
· You foster a culture that supports fresh thinking and embraces strategic initiative
Strategic Thinking – Quiz
Based on this module select the correct answer
1. Strategy is a method or plan chosen to bring about a desired future, such as achievement of a goal or solution to a problem:
a. True

b. False

2. The process of thinking about your business strategically should be the way that management at all levels think:
a. True

b. False

3. Strategic thinking simply sets the stage to:
· Chose all that apply:

a. Define the strategy
b. Engage in strategic planning 
c. Implement strategy
d. Remove the competition
4. How did Ogawa Kikimatsu think strategically:
a. He saw an opportunity to make money

b. He saw a need for the Japanese people

c. Both

5. How did the Encyclopedia Britannica company fail to think strategically?
a. They did not understand who Bill Gates was

b. They failed to see the impact that personal computers would have on their market

c. They did not use Microsoft products
Training Module
Management
Page 4 of 7

