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Unpacking 5 Myths About Management 

Stephen Bungay. HBR 
Scientists ask, “Is it true?” But the question the strategist needs to ask is “Does it work?” 
Here context is key: an idea is not a universal truth simply because it works in a particular 
case. In this article, the Strategic Management Center’s Stephen Bungay looks at five of the 
most widely held management principles and explains why they are plausible – and how 
they can lead us astray. (1) Stretch goals. These can challenge an organisation – but, in 
uncertain environments, minimising regrets by optimising for robustness is a wiser strategy. 
(2) Using a scorecard to set your strategy.  While it’s true that the outcome of a strategy 
needs to be monitored, metrics can be mistaken for the strategy itself rather than as a 
dashboard giving some information about progress towards it. (3) The need to win the war 
for talent.  High-performing employees, as they rise in a company, do disproportionately 
affect its fortunes. But what constitutes “talent” depends on the business, and every 
organisation’s performance ultimately depends on the performance of the average and not 
just many as on the select few. (4) Businesses need leaders, not managers. Abraham 
Zaleznik argued in a famous HBR article in 1977 that leaders and managers were two 
different beasts, with uncertain times calling for leaders.  But “leading” and “managing” are 
actually two sets of activities carried out by the same person, and over-valuing the former at 
the expense of the latter downplays the value of stewardship, humility, realism, 
responsibility and order. (5) No rules rules. Most entrepreneurs hate structure, rules and 
processes, and try to avoid them. The result?  Internal complexity builds as people try to 
work out how the organisation is supposed to function, and it becomes more political. The 
real choice is not between rules and no rules, but between having good rules and bad ones. 
Good ones distribute decision right rationally and create internal predictability and 
simplicity that enables the group to deal with external uncertainty and complexity. More 
 

Great Strategy Considers More Than Customers and Investors  

B. Tom Hunsaker, et al. MIT Sloan Quarterly 
Over the last 20 years, the authors say, three developments have shaken the traditional 
view that strategy is an exercise in where to play (looking for favourable economic niches) 
and how to win (capturing value by focusing on product leadership, operational excellence, 
or customer service). First, the authors argue, technology has blurred the boundaries 
between industries, eroding the stable economic structure that underpins a traditional Five 
Forces view. Secondly, financial capital, historically a key differentiator, is no longer the 
scarcest asset for many companies, which increasingly compete instead on customer 
attention, employee talent, and intellectual property. Thirdly, shareholder primacy (which 
flowed from the importance of financial capital) is yielding ground to a multi-stakeholder 
view. The authors trace the renaissance of Peter Drucker’s original customer-centric view 
under Clayton Christensen and successors, and the elevation of metrics like a Net Promoter 
Score and customer lifetime value to the rank of key KPIs. Examining the shift to a multi-
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stakeholder model, the authors survey the rise of employee engagement models, data-
driven supply-chain management and partnering in upstream value creation, and 
downstream value creation through platforms where OEMs, suppliers and servicers users 
can create value together. The changes are encapsulated in the steady rise of the triple 
bottom line, which takes a broader view of value than is captured by TSR. More 
 
Causal Mapping for Strategy Execution: Pitfalls and Applications 

Andrew F. MacLennan and Constantinos C. Markides. California Management Review 
Many strategy statements are so generic that it’s impossible for employees to tell what 
strategic choices leaders have made (or rejected), or to identify specific actions to take. The 
challenge, the authors say, is to define objectives in a way that is not so specific that it stifles 
initiative, but that enables employees to understand four things - what they should do, why 
they should do it, what they should prioritise, and what they should not do. The authors 
recommend creating a strategy causal map – a diagram that shows the overall strategic 
objective, with the key contributing activities arranged schematically. A glance at the map 
should show how each activity contributes to the strategic objective – and, even more 
valuably, the process of making the map will reveal where activities don’t clearly align with 
goals, and where the purpose of an activity is understood differently by different 
stakeholders or needs further clarification. Strategy maps can be developed at varying levels 
of granularity – for the corporation, for business units, and for departments, for example. 
More 
 

Why do so many strategies fail? 

David Collins. Harvard Business Review 
Promising strategies often fail. In David Collins’ view, that’s because CEOs frequently neglect 
to look holistically at the strategy landscape. For example, they may excel in identifying new 
business opportunities, but fail to invest for long-term competitive advantage, or align 
closely with customers’ needs at the expense of maintaining the flexibility to adapt when 
those needs change. Collins offers a checklist for CEOs that covers available opportunities 
(including demographic and regulatory changes), the business model itself (where 
innovation has been a significant driver of value capture for the last two decades), the 
traditional dimensions of value capture (industry attractiveness, positioning and competitor 
interaction), implementation, and, critically, outcome measures, including evaluating 
whether resources are in place to support the outcomes sought. More 
 
How COVID-19 Changed the Consumer  

BCG Perspectives 
Globally, consumer confidence is resurgent, with emerging economies far ahead of the US in 
pro-vaccine sentiment, resumption of activities and the uptake of digital consumerism 
(mirroring patterns in internet use in China after SARS). While BCG sees the increase in 
home improvement and grocery products as transient and pandemic-dependent (with the 
fall in leisure travel, fashion, luxury, and restaurants fleeting for the same reason), it expects 
a longer-term shift to emerge from temporary trends, with a growth in home-based trends 
benefiting the pet industry, in-home entertainment, food delivery and cleaning, and a more 
drawn-out recovery for public transport, business travel, and movie theatres. The 
implication for leaders? Data-driven strategy is critical to identifying shifts and pools for 
value capture at a local level. Automated demand sensing, with self-learning forecasting 
tools, will help generate the insights required to generate into new revenue streams, digital 
interactions, and offerings. More 
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Strategy for a digital world 

Simon Blackburn, Jeff Galvin, Laura LaBerge, Evan Williams. McKinsey Quarterly. 
COVID-19 has accelerated digital adoption, and, in doing so, it has widened the spread 
between the profitability of top-performing and more poorly performing companies. The 
rise of digital is affecting strategy across the board, requiring increased differentiation that 
is delivered more rapidly to consumers, increasing winner-takes-most dynamics, 
accelerating shifts between value pools (requiring companies to reallocate resources faster 
than ever) and affecting capital expenditure (with successful companies either investing 
heavily in differentiating their technology assets, or opting for a capital-light approach, with 
cloud-based provisioning of infrastructure and application delivery). And benchmarking has 
changed, too: instead of advising a company to compare its productivity to its leanest 
competitor, McKinsey now sees the bar for productivity as set by a novel greenfield, digital-
native competitor with “a high degree of digitisation, straight-through processing, and 
largely variable cost bases.” Finally, digital is affecting M&A. Generally, McKinsey research 
has found that the steady acquisition of smaller targets has been the best strategy for 
companies aiming to improve profitability. However, when M&A is used to accelerate a 
company’s digital ability, McKinsey has found, counterintuitively that a single early 
acquisition of a digital company worth at least $1 bn (a “digital unicorn”) has been a 
significant differentiator in boosting TSR over the past decade, very likely because of the 
comparable difficulty of integrating many small technology companies. More 
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