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"Common sense is the most widely shared commodity in the world, for every man is convinced that he is well supplied with it" René Descartes (1596-1650)
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Preface


In 2008, when I was officially entrusted with the disciplinary management of employees for the first time, I was forced to completely reposition myself internally. Prior to this, for many years I had been responsible for customer satisfaction as a marketing specialist for an international group and was on the road all over the world. The way I worked at that time was always independent. I thought for myself and my work was goal-oriented and dominated by project work, whereby I always had to reconcile the needs of the customers with the expectations of the organisation. I didn't have any personnel responsibility at that time, but the projects themselves required a certain sensitive control of the interdisciplinary project teams.


Then that company put me in charge of four departments in one fell swoop with the task of bringing them together and harmonising them under one roof. As the new Head of Apprenticeship and Employee Development, I was now faced with a new project that aimed to adapt the Apprenticeship, Further Training, Toolmaking and Dual University Education departments to new parameters and, of course, to merge them into a newly created unit while taking cost efficiency into account.


The result was a very heterogeneous department structure with approx. 70 employees and additional responsibility for further training for two entire company locations. The merger of the departments was quite easy, but the management of the day-to-day business proved to be a tightrope act due to the heterogeneity, the lack of real superiors for the respective areas and the general pressure of being sandwiched between the high expectations both of management and the works council. Unfortunately, the theoretical findings of my business studies did not help me in any way. During those days I often remembered a statement of one of my professors who used to say:


"…what you really need in your profession, you don't learn in your studies …"


I then developed, probably more intuitively, a principles-oriented style of leadership and action, which enabled me to quickly jump back and forth between the different concerns of my employees and the various business matters and to quickly obtain a well-founded assessment of the respective situations. I worked more and more efficiently, the results of the department were impressive, and the regular employee surveys also confirmed that the department was also very satisfied.


In the course of my consulting function in the field of leadership development, in discussions with younger managers I repeatedly found that the balancing act between the expectations of management and employees under the real conditions of the 21st century is becoming less and less manageable and that there is an urgent need for action in order not to burn out the executives in middle management. In fact, many reported that they had not really been prepared for the demands of today's managers in the course of their training and studies, and expressed the desire for targeted further training aimed at successful interaction with their fellow human beings. Interestingly, among another group of young managers I observed a certain arrogance, which probably resulted from a (too) early transfer of responsibility on the part of management. These managers found it difficult to grasp the real events in their departments, instead they concentrated on their individual career progression. They rarely registered the unintended effects of their actions - at least this was my observation. A retiring manager, who had initially been a kind of mentor to me, once pulled me aside at a party and complained:


"… what we learned on the street, they will never know …".


I thought about these words for a long time and asked myself time and again: What was it that you learned on the street in the past? Thus I had registered the need for action, or more precisely the need for training. Soon I started looking for suitable concepts and training providers to help these young managers. The focus was always on application orientation and pragmatics. I didn't want to present any further theory.


But in the end I didn't really find what I had been looking for over the years. The existing education market offers this group of people little in the way of suitable hand tools to enable them to manage real day-to-day business somewhat stress-free. Seminars are based on too many theoretical concepts, which all too often start to waver under real conditions. I also found it remarkable that many management trainers have never headed a department themselves. I found it courageous to stand in front of a group of managers without management experience and train them to deal with their employees. For me, it was as strange as a driving instructor having no driver's licence. Furthermore, these concepts stood completely alone, there was nothing connecting them and most notably nothing holistic at all. In short, the conditions were not really ideal for a manager to acquire any of the skills required.


In 2008 another change in my life occurred, which was more far-reaching than I could ever have imagined. As part of my volunteer work as a martial arts trainer, I had long been looking for reality-based training concepts to counteract modern martial arts. I attended a karate seminar in Berlin more or less by chance. At this seminar a trainer was present, who taught us the origins and the development of modern martial arts in a very descriptive manner. This instructor was Tobin E. Threadgill, an American who was the first non-Japanese in the history of martial arts to become the legitimate head of a traditional Japanese school. I was impressed by his teaching method, especially by his ability to prepare deeper aspects for our Western understanding of learning, so that I immediately asked for admission to his school. Thus I was accepted as an official student of a classical Japanese Jiu-Jitsu school and became part of a centuries-old martial arts culture.


Here I was also forced to break with everything I had learnt and to completely reposition myself. Up until this point I had trained at the modern sports of Karate and Kobujutsu (weapon fighting) for over two decades and was of the opinion I was well trained in martial arts. However, as I delved deeper into the teachings of the old schools, I soon realised that this was not the case.


All the laboriously learned techniques and movement sequences had until then served as rather stylistic aesthetics or, at best, to win competitions under regulated conditions. In addition, the training of the mental side was limited to purely tactical aspects of the competition, i.e. a confrontation with arbitrarily fixed rules, without showing any trace of tactics or strategy. Step by step I came to understand that all this had little to do with reality. In contrast to the classical martial arts curricula the modern ones are theorised, because they were developed in times of peace and prosperity. They are basically not designed for real use. Testing under real conditions is often avoided in order not to damage the façade of the style. In contrast, Koryu styles, i.e. the old schools, had their curricula aligned solely with the conditions of reality and continue to train their students to deal with that reality.


During those years of rethinking, I was constantly reminded of a sentence from my teacher Tobin Threadgill. During the seminars he critically examined the movement sequences and emphasised:


"…I teach principles, not techniques...".


With this he taught us that we should not limit ourselves to learning and unwinding an external movement sequence, but should deal with the concepts on the underlying levels, the principles. This realisation took a long time to mature, but now I realise that my actions on a sporting level have become much more flexible, relaxed and intuitive.


Inspired by this ancient teaching philosophy with its emphasis on principles, eight years ago I decided to create a real and, above all, substantial basic concept for leadership development myself, and started the research project on which this book is based. In doing so, I set myself the maxim that the core of the research process must be oriented solely towards the laws of reality and that theoretical concepts can only serve as supplements. I wanted to avoid the dominance of the current mainstream only reproducing the existing and empirically unproven theory. Instead, I followed the principle:


"If modern science has nothing suitable to offer, then we must make use of the teachings of our forefathers."


For I am of the opinion that in our Western hemisphere the tried and tested is too quickly thrown overboard and replaced by dubious theories: a trend that Far Eastern cultures do not follow. My thoughts were more and more centred around the principles, which guaranteed success in the old martial arts, developed at a time when there was no theory in teaching. I found what I was looking for when I studied the Classics of strategy theory. I noticed very quickly that they were always writing about the same facts, namely about the principles. What was also striking was that these principles were always presented in the context of human interaction. This also suited the problems of today's executives. And so I decided to create a holistic system of real principles as a basis for modern manager training, in which I tried to decipher and disclose the code of social strategic interaction.


As the concept of the research process matured and its scope was foreseeable, I took a research break - also for family reasons - and began to apply to universities as an external doctoral student. Because of the high interdisciplinarity of the topic, I contacted professors from various disciplines; professional educators, business economists, psychologists and sociologists, but at first there was no real interest in the work. Only the contact with the few scientists from the field of strategic studies - unfortunately already emeritus - reinforced me in my project, as they were able to assess the value of the knowledge involved in it. However, for various organisational reasons - mostly due to the fact that chairs were no longer occupied or had simply been abolished - supervision as a doctoral student was not feasible at that time, so I decided to implement the research project anyway and publish it in this way. Here the reader need not anticipate any disappointment. The opposite is the case, because the lack of supervision is a sign that a great deal of pioneering work can still be done in this field of science.


This, in turn, does not mean that the project was realised without scientific support. Five people supported me with their valuable hints and thoughts, whom I would like to thank again. Prof. Dr. Markus Groß has supported me permanently in literary and culturally historical matters. Prof. Dr. Albert Stahel distinctly sharpened my senses with regard to the application and scope of the concept. Prof. Dr. Rainer Zimmermann posed the research questions and encouraged me to realise the project despite all hurdles and Prof. Dr. Lothar Auchter was my contact person for the topics ethics and morality. Finally, Jürgen Buchwald, martial arts companion and Germanist, checked the consistency of the research results at regular intervals and also checked the interim results.


The first milestone of the research project was the publication of the Forgotten Vocabulary of Strategy – A Handbook of Strategic Principles in German in 2015. Since the publishers found it difficult to recognise the potential, I ended up publishing it on my own. This decision proved to be a wise one, as it didn't take long for the book to attract attention. It was mainly the military who took an unbiased interest in the subject and from then on gave me the opportunity to publish regular articles in their magazines. From that point on these articles provided an opportunity for me to promote the book, which, in turn, gave me access to economists.


The abundance of feedback has led to many discussions on the teaching of Strategic Principles. One shortcoming became crystal clear. Figuratively speaking, the keystone in the vault of this strategic teaching was missing and this keystone was the knowledge of the way the human mind functions. So not only was it about the tools of the strategist, but also about the workshop.


And that's why I dug deep into the sciences once more and looked closely at the latest research results in social psychology, emotion research and neuroscience. This resulted in another German textbook: "Die Verborgene Grammatik der Strategie - die Logik des Irrationalen" (The Hidden Grammar of Strategy - The Logic of the Irrational), which I published in 2017.


This follow-up volume describes the functioning of the human mind and gives the learner a multitude of recommendations for action to improve his own cognitive abilities. In addition, the book deals very intensively with the irrational and works out patterns, rules and logics that strategists need to know in order to successfully use the full range of strategic instruments. As a result, the principle-oriented strategy theory, or PRIORI for short, was created from both volumes. It represents more than 2500 years of matured strategic practical knowledge from four different cultures.


Since then almost two years have passed and the two books are well established in the German-speaking world. As a logical consequence, I was asked again and again when there would be an English translation. I had often thought about it, but I repeatedly rejected the thoughts, because, on the one hand, a translation was too difficult for me personally due to the high incidence of metaphorical terms and idioms, and on the other hand, I would have preferred to cooperate with an international publishing house, which was not easy to find. At the beginning of this year, however, I decided to start a translation myself in order to address the English-speaking reader. As support I used modern translation software, based on artificial intelligence. In the person of Ailsa Boyce I finally found a suitable native speaker who reviewed and corrected all my translation work and gave it a final polish. Now I can finally present the complete English edition of this principle-oriented strategy textbook.


In conclusion, I hope that this third publication will also meet with lively interest beyond the borders of the German-speaking world and that it will not only entertain the reader, but above all provide him with real added value in order to be able to organise his professional everyday life more successfully, more efficiently and more calmly. I hope you enjoy studying the textbook.


Gunter Maier, November 2019




Part 1


The Frame





1. Introduction


1.1 The Structure of the Book


This monograph presents the summary and at the same time the English translation of the two books published in German - Das Vergessene Vokabular der Strategie - Handbuch der Strategischen Prinzipien (2015) and Die Verborgene Grammatik der Strategie - Die Logik des Irrationalen (2017). All contents are the result of independent, open-ended and interdisciplinary research that can ultimately be assigned to Strategic Studies. At no time has any research been funded, ideologically influenced or in any way directed by organisations. This allowed the author to move freely through the associated disciplines and not be influenced by preconceptions, dogmas or desired results. The development of this teaching was based solely on the laws of human nature.


The author has three personal approaches to the strategy. To start with he is a management expert and therefore familiar with the studies of strategic management. In addition, he is a sociologist and approaches the topic using the latest research results in social psychology. But the most important approach is probably through his knowledge of the teaching methodology of classical martial arts, which, centuries ago, developed and implemented extremely sophisticated concepts of strategic teaching. Today much of this has fallen into oblivion or has been rejected, because the zeitgeist is forcing specialisation and modularisation as the way forward - a false path as it turns out.


In essence, this book is a textbook written for the self-taught as well as for teaching at educational institutions - therefore a strict scientific basis has been preserved. The structure does not correspond to the chronological course of research, but to didactic principles. The reader is systematically acquainted with the needs of the present time, gains a deep insight into past teachings, understands how to systematically reconstruct, generalise and bring together relevant knowledge and finds a holistic curriculum of strategic teaching at the end. Great importance was attached to consolidating the knowledge and to structuring it in a didactically logical order. The handbook is thus divided into five parts which contain a large number of chapters and subchapters. These are relatively short but compact and each deals with a specific aspect of strategic teaching.


Part 1 looks at the parameters of the entire research project and describes how and why the author deals with the topic, i.e. it describes the current situation in business and research and from this derives the unaddressed training needs of managers and leaders. Part 2 looks at the development of a universal and exhaustive toolbox for the strategist and how it can be put to good use. Part 3 continues to deal figuratively with the workshop of the strategist: This means his mind. Only in a well-structured and tidy workshop can all tools be used properly. Therefore the strategist needs a profound understanding of his own mental circumstances. In addition, he must be shown his personal potential. Part 4 once more detaches itself from the individual and deals with the principles and peculiarities of practice-oriented strategic teaching and brings together what has been written so far to form the principle-oriented strategy teaching - PRIORI. Finally Part 5 contains the catalogue of Strategic Principles. In alphabetical order, each individual principle is divulged and illustrated with all its attributes. Since ideally this handbook will accompany the reader until the end of his life, the catalogue should serve as a reference book to assist when resolving new or complex situations.


1.2 The Dawn of a New Era


"If you can’t measure it, you can’t manage it."1


... is the opening quote of this chapter. It is used in the context of modern quality management to emphasise the necessity of key figures or key figure systems which should form a valid basis for entrepreneurial decisions. This is valid for all areas in an organisation, such as human resources, production planning, marketing, development, and so forth. Everywhere data is generated and summarised, statistics are created, processes are monitored and consequently optimisations are effected. This is done to increase efficiency and effectiveness. It also makes sense, because profit-oriented companies as well as non-profit organisations and public sector organisations have to do business and for this they need reliable data.


But the quote also has a bland aftertaste. What about those facts that cannot be measured? Does the quote mean that we should only focus on measurable things? Or does it mean that we should think about how to develop suitable measuring instruments to reduce "white spots"? The latter is the path that makes more sense. In fact, measuring instruments to make more complex issues transparent outside the standardised processes do exist. In particular, the social sciences have developed methods to measure employee satisfaction or the success of leadership development activities. Such methods, however, are costly and time-consuming and usually have to be carried out by external experts, as most organisations do not have the necessary knowledge to apply them in-house. In practice, the question of cost-benefit considerations always arises when there are decisions to generate further key figures beyond those of quality management, which is always required. In addition, it must also be mentioned that socio-scientifically collected data can never achieve the degree of precision of, for example, a tolerance deviation indicator in a process control system. This is in the nature of things, since people are at the centre of the investigations. Therefore socio-scientifically collected indicators always contain a certain range of interpretations, which is all too often a source of irritation for the rationally oriented quality manager.


In practice, it can thus be observed that organisations tend to lose sight of human factors. We prefer to concentrate on the clear key figures. In fact we also speak here of F&F: facts and figures. It is not uncommon for such a disregard for social factors to lead to disaster at some point and no one knows what is going on because no one has had the events on their radar. It should be noted that the organisations or their managers tend to orient themselves too strongly towards their key figures and too little towards people. A fundamental motivation of this book is therefore to also give these managers knowledge that will help them find their way beyond F&F more successfully.


This motivation is driven by developments in the 21st century. Two concepts have become increasingly apparent in specialist media for some time now. On the one hand there is the well known term of the VUCA-world2. This describes the parameters within which managers operate in the 21st century. VUCA clarifies the fields of action of today's managers in comparison to the "orderly" conditions at the end of the last century; VUCA tries to point to what has changed and thus also addresses the demands made on modern managers, and they must now face up to these new demands.


A second term is to be found more frequently in the context of political leadership, even though its transfer to the economic context is permissible and even necessary. It is the concept of postfactual time. This term describes a phase in which people no longer allow themselves to be persuaded, influenced and controlled by rational arguments, but increasingly follow emotional motives. The VUCA world thus describes the framework that affects people, and post facto describes the way in which people perceive, decide and act within this framework. This means that in the future not only those in the political world, but also those in the business world will be able to rely less and less on its indicators to make wise decisions. New weighty factors are being added and these are difficult to measure. It is becoming more and more difficult to keep an eye on objective reality or to be able to grasp it in all its facets at all.


This book is based on the assumption that today's decision-makers are not trained for what lies ahead. This assumption is based on the author's many years of professional experience as a manager, but also as a person responsible for education, with his ability to anticipate the needs of the future and ultimately with his knowledge of alternative training concepts that counter those mainstream training concepts in business. Such training concepts are holistically oriented and suitable for turbulent times. They train common sense instead of intelligence. These concepts originate from the past and are from times when the world was - as it is today - in disorder. The decision-makers of that time, however, found a way to get along or to be able to come to clever decisions. Today, in the Western world, it seems strange to orientate ourselves towards antiquated knowledge, when we are moving in a highly technological and future-oriented society. In order to make the reader receptive to forgotten knowledge, the following example should do the trick.


The English capital suffered from a severe epidemic in the 1850s. At that time London was already a very progressive metropolis, characterised by the progress of world trade and industrialisation. The city itself developed into a conurbation. In the city, especially around the district of Soho, there were almost 4,000 deaths by 1854 due to a cholera epidemic3. It was John Snow, a doctor, who through his intuition and systematic research was able to prove that the epidemic was caused by contaminated drinking water and not, as suspected, by fumes in the air. People took their drinking water from public water pumps in the city. When Snow dismantled the pump's handle on Broad Street, the epidemic came to a halt. Snow had located the source of the epidemic and also proved that the cholera had reached the people through the drinking water. But how was the drinking water contaminated? The reason for this was an unsuitable, partly non-existent sewer system or open sewers. Waste water and drinking water had got mixed. In the following years, after Snow had died, an elaborate sewer system was installed throughout the city to rule out any dangers of this kind for the future. If you go back 2000 years in history, you can see that a sophisticated sewer system was already known in Roman times. The whole of Rome had a well functioning water supply and disposal network. It took the outbreak of a serious epidemic in London for a technical solution to be recalled that had been forgotten over the centuries of the Middle Ages. This analogy proves very clearly that it can sometimes make sense to seek solutions to a problem of the present by studying the past. What all this has to do with the training of managers will be explained step by step in the following chapters.


1.3 The Perspective of Social Interaction


Although the topic at hand is highly interdisciplinary, it can essentially be assigned to the subject of strategic studies. This scientific discipline is primarily concerned with conflict and war research and thus mainly supports political and military sciences. In addition, however, it has always formed foundations which have been helpful to economists in their research. However, in the middle of the last century a kind of decoupling process took place and economics developed its own strategy theory, which dealt in particular with concepts of strategic corporate management4.


The perspective of this work is not geared towards a specific orientation of strategic research, but rather takes an umbrella position and views strategy in general from the perspective of social interaction. This is justified by the origin of the term strategy, which derives from the Greek word strategós - "commander", which in turn is composed of the elements stratós - "army" and agein - "lead, drive"5. The task of the commander was to assert his own interests in war by suitable means and methods and to overwhelm the opponent. War without enemies is not possible. Logically it follows that in this field of action there are always at least two participants, who usually act against each other, and whose actions also influence each other. In order to remain consistent with the ancient Greek view in terms of terminology, the acting participants in the course of the book are each described as the PROTAGONIST (the main or first actor) and the ANTAGONIST (the opponent). The SYNERGIST also acts as a supplementary figure to be understood as the comrade-in-arms of the protagonist, i.e. he supports the action. All three terms originate from ancient Greek drama6. If you follow the logic of interaction, any action that does not involve a direct antagonist is not genuine strategic action, but rather planning or programming respectively.


However, both types of action can be assigned to strategy in its usual sense, as they require basic strategic knowledge and may lead to social interaction at a later point in time 7. In order to grasp the main concern of this book, however, it is necessary to gain a clear understanding of the actions in which interaction actually takes place or does not take place.


The focus of this research is therefore primarily on the actual social interaction and goes on to follow the understanding that strategy is not a linear, but rather a free-flowing process without a real end, which is determined by the mutual action of those acting. For this reason, the actual course of action is difficult to predict. This does not mean that planning activities have no significance. Every good strategist plans his actions and thereby tries to include the options of the antagonist, but in the rarest of cases will the course of action correspond to the original planning and will the protagonist thus be forced to adapt his actions due to changing combinations of actions, or, if necessary, give up the original planning completely.


In general, this book deals with the complex question of how strategists can optimise their actions in social interaction. It is irrelevant whether this interaction takes place in a military, professional, family or everyday context. To anticipate one finding of research, the underlying mechanisms of human action are always the same. Thus - The Forgotten Vocabulary of Strategy - lays claim to a universal basis for all disciplines dealing with human action.


1.4 For Whom is this Book Written?


This book is written for decision-makers. The term "decision-maker" is initially very general. Decision-makers bear responsibility and must make wise decisions for the benefit of their organisations. On the one hand, they have to consider economic interests, but on the other hand, they also have to consider human factors. Of course, both are in a complex context. The generic term decision-maker can now be further differentiated into manager and leader. Managers manage complexity according to definition, leaders manage change8. The manager does not necessarily have leadership responsibility, there are many positions that do not dictate this, but the leader, on the other hand, is clearly characterised by leadership responsibility, since - as the definition expresses - he must guide his employees through change, and this change is not only to be found in change management projects; no, it is now ubiquitous as organisations undergo constant restructuring. Change is something that many people do not participate in voluntarily. Especially when you have grown fond of vested interests, you are reluctant to part with them. The leader therefore has to deal intensively with human factors if his actions are not to fail. But managers also have to deal intensively with human factors, perhaps not with employees, but with stakeholders, i.e. interest groups that participate in the manager's work. This is especially the case in project management.


For many years, the management of human factors was not sufficiently addressed in the curricula of universities. Only in the last 15 years has there been an increased focus on this subject through the teaching of so-called soft skills, conflict management knowledge, etc. It is, however, the author's conviction that these newer educational activities cannot actually cover current needs and certainly not those of the future. It makes no sense to coach another training module or to learn another technique: Today's managers have been confronted with so many concepts, theories and models that they easily lose track of them all. This book is about something fundamental. It is about nothing more and nothing less than clear and rational thinking and thus the optimal use of cognitive resources.


Clear thinking is not a theory; on the contrary, it is pure practicality. The Classics of strategy, for example the Chinese General Sun Tsu (ca. 544-496 B.C.), the Spanish Jesuit Balthazar Gracian (1601-1658) or the Prussian philosopher of war Carl Von Clausewitz (1780-1831), dealt very intensively with it and produced masterful textbooks which can still be used today. Clear and ideology-free thinking was conveyed in strategic studies and there is nothing to prevent this from being the case again today. Although the number of chairs for strategic studies around the globe has fallen sharply, literature is still available so that it is accessible to those interested in education.


This book is therefore written for decision-makers, managers or leaders who want to become more familiar with people and their actions and improve their cognitive performance. In this sense, it is of course also aimed at strategy teachers who train the afore-mentioned group. An interest in the topic of strategy is beneficial, although an academic background is not absolutely necessary. The knowledge conveyed by this book is also universal, because strategic teaching is comprehensive. It is therefore irrelevant whether the reader comes from an economic, political or military context. Knowledge is unrestrictedly transferable. Although the economy is an important point of reference for the author, he always looks beyond the horizon and examples from other areas are included. Of course, those interested in strategy in general are also invited to take a closer look at the topic. As regards universalism, everything described in this book can be applied to all areas of life, because it is ultimately about human action.





1 Kaplan R. / Norton D., p. 21


2 see Benneth N. / Lemoine J.; ed. note: The acronym VUCA was generated in American military circles at the end of the 1990s, but is now established as a fixed term in many areas. The four letters stand for volatility, uncertainty, complexity and ambiguity. The four characteristics describe the new framework in which societies and organisations find themselves. Strategic planning and action has become many times more difficult than in the past, since reality as a basis can hardly be grasped objectively.


3 see John Snow Bicentenary


4 see Mintzberg / Ahlstrand / Lampel (1), p. 19


5 see Spengler, p. 34 f


6 see Duden, Protagonist / Antagonist / Synergist


7 see Paparone p. 309 ff; ed. note: Paparone captures four different areas of strategic logic - one programmatic, one planning, one participatory and one reflexive area. The two latter areas are decisively dominated by social interaction.


8 see Kotter J., p. 4




1.5 From Leader to Strategist


The assertion was made that today's leaders are not trained for what awaits them in the future. It is not difficult to substantiate this statement. You only have to take a look at the training concepts of the last few decades and their underlying theories. The term leadership development has become established for the training of managers.


The subject of leadership development is extremely complex. There is a large number of theories and models, different approaches and also a multitude of didactic concepts which try to shape the development process of a leader. Moreover, despite modern quality management, it is difficult to prove the effects of educational interventions, so that there is little clarity as to which adjustment screws need to be turned at all in order to adapt the training of managers to new parameters. So the first thing to do is to break down this complex mixture, make it transparent and examine it. Since the human factor is at the centre of attention, the social science perspective should also be taken into account and its methods and instruments should play a leading role. It now makes sense to take a deeper look into history, because leadership development is not a new phenomenon, but is basically as old as human society and has been the subject of constant discussion over thousands of years. The phenomenon of the VUCA world is not new either.


From around 1840 the first leadership theories were established, sometimes also referred to as leadership schools. At first there were the so-called Great-Man theories. These claimed that leaders could not be trained, but only found. Leaders were identified by special characteristics that formed in the course of their development process. The Trait Theories at the beginning of the 20th century were specifically dedicated to these characteristics and classified them as the basis for a systematic search for a leader. The Participative Leadership Theories emerged around 1940. They shifted the focus from the personality traits of the leader to his dealings with employees. Around 1950, Behavioural Theories were developed. They brought the relationship between manager and employee to the fore, with the general aim of improving performance. From about 1960, the focus was on flexibility; within the framework of Situational Leadership Theories, the different parameters were seen as decisive determinants dictating the behaviour of the leader towards his employees. In the Transactional Theories of the 1980s, rationality was strictly the basic assumption. The interaction between the two parties, the manager and the employee, was based on a contract that covered any respective motivation and regulated any exchange. The Transformation Theories of the late 1980s tended to move away from the individual and consider the long-term development needs of the organisation itself, i.e. they derived the necessary individual behaviour from this9.


This short list brings the leadership theories of the Anglo-Saxon world into a temporal framework. Over the decades, these theories formed the basis for the leadership training of companies in the Western world. However, the impression should not be created that the list is complete. On the one hand, there is a completely different view in other cultures of how leadership training should be conceived; on the other hand, there are many other concepts, such as dialogic leadership (Hardenberger Modell) or virtue-oriented approaches (the virtue of leadership - Copenhagen Business School), which have never been included in the midst of established theories. So there is a large number of theoretical concepts that serve as a basis for training, and we must not fall into the trap of thinking that the most recent ones are predominant. The current leadership models of organisations, i.e. the specific teaching concepts and their curricula, refer to a wide variety of theories: any purity in theoretical thought processes is not to be expected. Incidentally, this factor is also evident in the multitude of leadership styles, sometimes also referred to as leadership roles, which are classified within the framework of training models. If a manager wants to be classified in a certain style category, rather than be helped, in the end he will be confused. More than 20 different styles can be put together purely from those theories known, from authoritarian to democratic, from democratic to laissez-faire, even the leadership styles defined by Max Weber (bureaucratic to autocratic) in 1922 still prevail.


The field of leadership theories thus resembles a wild growth rather than the result of well-founded, systematic and constructive research, as is the case in the natural sciences. What is striking is that no theory is holistic, each one focuses on a sub-area and this should be interpreted as a major weakness, for the suppression of other important aspects can quickly lead to theory-induced blindness (to reality) and cause unintended effects, which are then also suppressed. The impression also itself suggests that empirically gained data has a lesser significance than faith approaches, so that for decades theory has dominated over empiricism and thus over practice. Other sciences prefer the opposite approach, where findings from practice are intended to guarantee a constant further development of science. In order to shed more light on this fact, the following section will examine the extent to which empirical (success) data on leadership development is actually available.


Empirical research in this case means evaluating the impact of leadership development measures, i.e. determining whether the training measures are successful and meet the needs of practice. In other words: Is it possible to train managers for the benefit of the organisation and the employees within their respective parameters? This undertaking is anything but simple. Although the organisations now have sophisticated quality management systems, the subject of management training cannot be covered by standardised performance measurement systems. The measures are too individual and the data generation is too complex, so that impact assessment must be subject to evaluation. Evaluations are measurement procedures derived from the social sciences that allow matters of this kind to be recorded by means of individualised evaluation designs, and statements to be made regarding cause and effect10. Evaluations are costly, but nevertheless such reviews of leadership development measures have been carried out predominantly in the Anglo-Saxon economic area for decades. The findings generated and respective data should serve to provide an overview of the matter.


The method of creating an up-to-date overview from the various findings is called Systematic Review 11, and one of these has taken on the evaluations and studies of the past 15 years. The aim was to find out to what extent the positive effects of management development measures can be proven and which findings could have a positive influence on the future training of the relevant target group. The result was sobering. The studies identified a large number of problems that make a well-founded evaluation difficult. Factors that demonstrably have a positive influence on leadership development were identified only to a limited extent. It turned out that, for example, mentoring as a personnel development instrument or the personal responsibility of the training participant had a positive effect on the success of the measures as a determinant, but the value or even the superiority of a leadership theory itself could never be verified12. We therefore come to the conclusion that not one of the many leadership theories could be proven nor could evaluation research itself contribute to generating the data necessary for the further development of this branch of science. Incidentally, one of the studies considered expressed this dilemma as a metaphor in its title - the search for the holy grail – that is the title the author gave to her scientific studies13.


Thus, there are no reliable findings that the leadership development activities of the last few decades have actually brought any success and therefore we have to ask the critical question as to whether it makes sense to pursue this path further, because if the success of leadership development cannot be proven for the last few decades, how can the new challenges of the VUCA world be mastered?


Now mankind has always had leaders and followers, so leadership is anything but a new phenomenon. Therefore both how leadership development took place before the time of industrialisation and what was done differently will be examined. The main argument for this review is the essence of the VUCA world. VUCA ultimately stands for disorder, and as such, the new era after the constant standardisation of the economic world since the beginning of industrialisation. The leaders of the more distant past moved in very disorderly conditions, which is also very clearly expressed in the literature of that time. The Classics of strategy, written for the leaders of the respective epochs, dealt in detail with how human leadership had to take place in chaotic conditions. There are plenty of useful examples from all times and cultures. The oldest treatise - The Art of War - was written around 500 B.C. by the Chinese army commander Sun-Tsu. The texts of the Roman Lucius Anaeus Seneca, teacher of the later emperor Nero, also belong to this genre. Arabic literature also offers well-founded sources, such as the Solwan al muta (Waters of Comfort), written around 1170 by the scribe Ibn Zafar as a leadership textbook for the future prince of Damascus.


All these textbooks, often assigned to the genre - mirrors for princes - 14 have one thing in common. They place man and his nature in the centre and orient the recommendations for action on the part of the leader accordingly. Thus all Classics considered man as he was created by evolution and not as we would like to see him; the texts are characterised by pure pragmatism and not by theory and definitely not by ideology. They captured the characteristics of man and the motives of his actions, whether rational or emotional. They derived principles from this as recommendations for action and gave the leader a universal set of instruments that were oriented to the laws of the social world.


Now man does not fundamentally change his nature, even if it were desirable. Too many types of his behaviour have been determined by evolution and dictate his actions. Examples of this will follow at a later stage. Also this behaviour is highly emotional, which becomes visible again and again in times of unrest. On closer inspection we come full circle; postfactual - the term described at the beginning - leads back to times we thought had been resolved. It expresses that people are by no means as rational as we would like them to be, and furthermore, that the teachings of the Classics are apparently more in tune with the times than the leadership theories of the last 80 years.


These findings lead to the conclusion that Anglo-Saxon leadership theories should not be pursued further. Rather, the principle-oriented strategy teachings of the Classics should experience a renaissance and be transferred into a sustainable leadership concept. At the end of this study, it also became apparent that the two terms leader and strategist are basically inseparable. Leaders need comprehensive strategic know-how, otherwise they will not be able to master their daily work. It should be emphasised once again that the strategy theory of the Classics went far beyond how strategy is understood today. Modern strategy focuses on programming and planning, the strategy in social interaction is hardly looked at. Modern strategy theory therefore only covers part of the entire knowledge base available, and this is another reason for retrieving and nurturing knowledge from previous times. The terms leader and strategist will thus be taken to be synonymous in the further course of this textbook.





9 see Bolden R. / Gosling J. / Martutano A. / Dennison P., p. 23 ff; ed. note: This is a very well structured summary in the form of a review.


10 see Stockmann R. / Meyer W., p. 17 ff


11 see Denyer D. / Tranfield D., p. 673 ff


12 see Maier G., p. 52 f


13 Horton S., p.1


14 see Graßnick U., p. 51 ff; ed. note: Mirrors for Princes existed in all epochs and cultures. The oldest texts come from Mesopotamia and Egypt, the younger ones from the late Middle Ages. What they all have in common is their destiny. They were written for the (prospective) rulers and often contain pragmatic instructions on human and state leadership as well as philosophical treatises on the ideal of the ruler.




1.6 Strategy, Linguistics and Communication


If we look at strategy from a social science perspective or examine strategic interaction between parties according to cause and effect, we find that strategy can be understood as a process and can also be represented as such15. When person A undertakes a strategic action, the other party, person B, usually shows a reaction and acts strategically. Thus what is cause and what is effect is definable. If person A now reacts once more, the effect becomes the cause etc. Of course, it is not that simple in reality. Firstly, not always are only two parties involved (bilaterally), often the events are multilateral. Furthermore, it is rarely only one variable, which causes the effect, rather several variables almost always come together (a construct), which produce a reaction (an effect). In international politics, as a whole these variables are so complex that it is almost impossible to capture them in a structure. When the First World War broke out, the assassination attempt, in which Franz-Ferdinand, Austrian heir to the throne, and his wife were murdered, had taken place in Sarajevo shortly before. The Austrian emperor subsequently declared war on Serbia and events took their course. If you focus on this one moment in history, you could consider the assassination to be the cause of the war and the outbreak of war to be the effect. But the world is not that simple. In the end, there were many factors that led to tensions, irritations, etc. in the run-up to the war, so that the assassination was only one event, i.e. only one factor in a complex structure. In such structures there are some factors with considerable influence and others with very little influence, some factors have influence over each other, others don’t, etc. In social research, we try to determine such structures by means of elaborate structural equation models16. Of course, strategists rarely have a structural equation model at hand in their strategic everyday life. Basically, however, the strategist must always think in terms of cause-effect relationships and try to determine those factors that carry as much influence as possible. Sometimes it is a seemingly insignificant factor that - as soon as it is removed - leads to the solution to the entire problem. Strategic interaction can therefore be understood as a constant back and forth. Basically this is like communication. When people communicate, they use words and sentences and address them to the other party. The latter, in turn, processes the sentence, designs an answer to it and then addresses words and sentences to the other person. In communication, individuals fall back on their language, which has a defined vocabulary. Such a defined vocabulary also exists in strategy: It comprises the Strategic Principles which are systematically worked out in the course of this book. For this reason, this manual is also entitled: "The Forgotten Vocabulary of Strategy". Forgotten, because in former times, unlike today, people were well aware of these principles.


A language, as a system, does not only have a vocabulary, but also rules and patterns that determine how it is used. The second volume of the German original edition (Parts 3 and 4 in this edition) is entitled "Die verborgene Grammatik der Strategie" (The Hidden Grammar of Strategy) because it sets out to explore precisely these rules and patterns, make them transparent and also make them teachable. These patterns and their underlying logics are hidden in the human mind. An example: An employee in a company pursues the goal of achieving a salary increase that has been promised several times and regularly confronts his boss with the topic. At regular intervals, he refers to the promise until the boss at some point, agrees, needless to say, gives in. The employee literally besieged his boss until he could no longer bear the situation and acted (siege = cause; salary increase = effect). Why exactly did the boss buckle, what made the siege successful as a strategy in this case? To find this out you have to look at the emotional level of the boss. Because of the promise, the employee could address the emotion of contrition, after all, the boss had promised. Contrition is a condition that evokes negative feelings. Some can stand it, others can't. At some point the latter feel compelled to act to stop the feeling. The example shows that an understanding of the logics in the human mind can enhance strategic teaching enormously. Contrition as an emotion is just one example, there are many emotions that all follow different logics. There are also cognitive inadequacies, illusions and perceptual errors. All these together form the basis for deducible rules, patterns and logics that explain successful strategies in social interaction. If the strategist knows this grammar, he can use the vocabulary more skillfully and significantly increase the quality of his strategic action. Part 3 in particular is therefore concerned with researching and systematising this grammar and with the recommendations for action which can be deduced from it. In 1949 the Austrian economist, Ludwig Von Mises, had postulated exactly this in his teaching on human action, also called praxeology:


" One must study the laws of human action and social cooperation, just as the physicist researches the laws of nature 17"


If strategy is regarded as a cause-effect structure, the question arises as to where strategy actually begins and ends? Basically, it is difficult to answer this question, because an effect can always become the cause of something else. This becomes visible in international politics where circumstances interlock over and over again and one thing arises from another. If we look, for example, at the end of the First World War and the Treaty of Versailles, and historians are largely in agreement on this, the peace that was thus concluded was once again a cause of the Second World War. The burden of reparations could not be borne by the Germans, which in turn contributed to an economic recession and thus created discord. Causes do not necessarily have to be strategic actions of protagonists, they can also include situations or events etc. In an economic context, strategic interactions can usually be better defined and thus a beginning and an end can be defined. In the example of a salary increase, this is easily possible, for example.


In this context you have to be careful when evaluating a strategy. Whether a strategy was successful or failed is firstly a question of perspective, since each participant associates the result with his or her own points of reference. Strategy evaluations are therefore also subject to a high degree of subjectivity. Secondly, evaluation is a question of timing. After the successful military deployment in Afghanistan (2001), a positive balance was drawn and the (military) strategy interpreted as successful. In the period that followed, the country became destabilised and there was anything but peace. Today, the strategy would more likely be deemed a failure. Perspective and point of view are therefore decisive determinants for the assessment of a strategy. The same caution should be exercised when developing a strategy. The terms right or wrong are absolute. Terms such as expedient or promising are better because they refer to the goals of the protagonist and his perspective.


1.7 Objectives of this Publication


The publication of this handbook pursues a number of objectives. The aim is to create a cross-disciplinary basis for strategic teaching, which does not yet exist. The knowledge available pertaining to Strategic Principles will be compiled, combined in one system and made available for the purpose of research and, of course, discussion. This basis is necessary in many respects. It should, for example, encourage us to rethink and expand our Western understanding of strategy in order to meet the challenges of the globalised and fast-moving world of the 21st century, be it in the field of economics, conflict research or other affected areas. It is also a basis that enables us to turn away from established ways of thinking in order to unfurl new scope for action. Strategic Principles, for example, can be used very successfully for conflict resolution, and they can even avoid conflicts before they arise.


Then again, protagonists who wish to achieve success through the immoral application of Strategic Principles (in the sense of deceit) can be exposed by the transparency created. The book reveals all known patterns of action and also provides ideas for measures to counter unethical behaviour. Thus this book also serves the moralists, who set out to identify actions that are harmful to society, because there is one thing you have to remember again and again: The strategy itself knows no morality.


Another goal is to create an awareness of ancient yet valuable knowledge that has matured over centuries. In today's society only permanent progress counts and the half-lives of knowledge become shorter and shorter. Is this trend healthy? At this point we have to distinguish between theoretical knowledge and practical knowledge. The latter is certainly here to stay, but gets neglected and should really enjoy a higher status than is currently the case. Practical knowledge must therefore be cultivated and passed on to future generations. History teaches us one thing: In difficult times, practical knowledge ensures survival, not theoretical knowledge. After 70 years of permanent progress and growing prosperity in the Western world, it is hard to imagine that times could come again which threaten our existence, but here too history teaches us that this does not have to be so. A look at other parts of the world shows similar results: Just think of the collapse of the Soviet Union and the economic and social consequences for the populations of the countries concerned.


Finally, a comprehensive textbook will emerge which will show the learner his individual potential. The world has become more complex and individuals are more concerned than ever with maintaining an overview. The knowledge of Strategic Principles enables the interested reader to change his mind, i.e. to make his mind much more effective. Step by step he learns about THINKING IN PATTERNS. Of course you don't learn this just by reading a book, but this one is meant to get the ball rolling.





15 see Parrott G., p. 11 f; ed. note: This approach looks at social and mental phenomena in a mechanical way. The approach is suitable for identifying rules that can be used to predict future events. Not all social scientists follow this view, because action can also take place without (external) cause.


16 see Weiber R. / Muehlhaus D., p. 3, p.18; ed. note: Structural equation models are very complex statistical methods for the investigation of cause-effect relationships. They belong to the group of multivariate methods. A particular strength lies in the simultaneous testing of multiple cause-effect relationships.


17 Von Mises L.; p.2 ed. note: Although Von Mise's praxeology was focussed on rationality and thus conformed to the zeitgeist, it was not pursued further in economics. If Von Mises had had the modern social-psychological knowledge on which this book is based, his teaching would certainly have received a different status.





2. The Western Understanding of Strategy and its Potential


2.1 Introduction


Leaders are therefore strategists and need strategic knowledge in order to successfully deal with their fellow human beings and opponents. Unfortunately, this knowledge is widely dispersed and often buried and it is definitively not compiled, in terms of meaningful strategic teaching. In order to remedy this situation step by step, the focus should now fall on those who deal with strategy, those who teach it and also those who criticise it. Therefore, the actual situation from which the potential for strategic teaching is derived, is to be examined.


As has already been discussed, there are two disciplines that deal with strategy purposefully and comprehensively. These are military science and related conflict research on the one hand, and economics on the other. The understanding of the former is dominated by the ideas on war of the German military theorist Carl Von Clausewitz (1780-1831) and the Chinese general Sun Tsu (ca. 500 B.C.) and the importance of strategy in this context18.


The roots of the understanding of economic strategy lie ultimately in earlier testimony of military science. After the Second World War, however, economists went off to pursue their own theoretical approach, initially maintaining the basic idea of "struggle" and "attacking markets" or "defeating rivals"19. In the following decades economists developed their own strategy schools and strategy concepts20 like e.g. the Competitive Strategy of Michael Porter, which dealt with the intelligent positioning of an enterprise in a market and developed numerous methods for its successful realisation21. In essence, economists today focus their strategic considerations on the analysis of parameters with reference to competition, on a company‘s potential and on the development of appropriate positioning concepts. The focal points can mainly be attributed to strategic planning which addresses the concerns of company management. An application of the concept of strategy to the needs of underlying hierarchical levels gets neglected. The economists' understanding of strategy has thus developed into a very elitist way of looking at it.


Against the background of these brief historical considerations, a few scientists in the Western world, mainly in the last decade, began to question the development of strategic understanding and strategic teaching, as there are many indications that such concepts are no longer up to date. Economists, military analysts and conflict analysts are identifying the weaknesses and misguided developments that are emerging in the face of the challenges of the 21st century. In the following, the main research emphasis and findings of these individuals will be examined in more detail and put into context.


2.2 Teaching Strategy in the USA


In 2009 in the USA, primarily in public colleges, but also at war colleges and civilian educational institutions that teach strategy, a broad discussion arose about the quality of strategic training of military leaders (PME - Professional Military Education) and thus about the general interpretation of the concept of strategy22. The causes of this discussion can mainly be traced back to the unfortunate course of military interventions in Iraq and Afghanistan. Various scholars from the above-mentioned institutions then wrote essays critically examining their own development and, at the same time, providing approaches to solving the problem. In particular, they talk about the understanding of strategy that is used as a basis for training, and try to broaden this perspective. They examine "Weber's Zweckrationalität"23, the prevalent notion which simplifies the choice of means according to a set goal, and they conclude that the strategic field is much more complex and that a broadening of perspective is necessary. The sum of these thoughts produces a useful overview and at the same time proposes how strategic understanding be newly defined.


G. Marcella and S. Fought note that in the course of their academic training at war colleges, prospective strategists are currently taught more about strategy itself than about its synthesis and application. This can be interpreted as an overemphasis on theory and a neglect of practice. It is felt the synthesis of strategy falls within the realm of strategic art (as opposed to strategic science) and thus there is call to rethink strategic teaching. Strategic practice today is dominated by a multitude of variables that the strategist has to consider, so that it has ultimately become an art to translate these theories into adequate strategies and implement them successfully. One example of such variables is when culturally specific aspects have to be considered in an international environment of conflict, which could otherwise lead to a failure of the entire strategy. Therefore perspectives have to be broadened and students’ creativity and flexibility have to be promoted24.


Robert C. Grey also emphasises the art aspect in strategy and the fact that it cannot be conveyed through formal teaching processes. Prospective strategists should be given room to evolve. The measurement of strategic success also requires sophisticated consideration and should not purely be based on key figures, as was the case in the Vietnam War, for example, when the number of weapons plundered and enemies killed served as an indication of success. Moreover, there is a need for functioning feedback loops in strategic planning to supply those in command with actual relevant information. In essence, Grey expresses that due to the multidisciplinarity and multidimensionality of strategy, standardisation and reduction to simple denominators should be avoided. Man is still an elementary factor whose interaction and psychology can be very complex. This has to be considered when designing future curricula25.


T. Guedes da Costa considers an operational scenario. The commander of a unit who, for example, stops a vehicle at a checkpoint or enters a village in Colombia, Haiti or Iraq, is exposed to special requirements of strategic action. He must intuitively grasp the situation in order to be able to react in an appropriate manner, be it using negotiation or violence, he has two alternatives to choose from. Either way, the wrong decision will have serious consequences. Ultimately his actions could be just as momentous as those of any general. This means that lower ranks must also have sufficient strategic training. Da Costa also sees social-scientific contents as part of this training. He also describes the specialisation process that has taken place since the Second World War, in which strategic thinkers, planners and decision-makers have become divided. The competences of the afore-mentioned had developed according to their own respective special requirements. From this it can be concluded that in the course of this process strategic generalists became scarce and it got difficult for the different groups to find common ground. Due to the importance of the interaction aspect between those acting, whereby decisions influence each other or depend on each other, Da Costa demands the strategist expand his area of competence. The classical contents should especially be complemented by cognitive psychology, behavioural economics, logic, conflict management, game theory as well as cultural and organisational theory26.


C. R. Paparone is more critical. He rejects Max Weber's purpose-oriented rational approach, as it hinders the development of a strategist because of his one-sided view of things and degrades him to a strategic planner. Purposeful rationalism has every right to exist, but should come second to a holistic view. Founded on social science concepts Paparone developed the Model of a Quad-Conceptual View of Strategic Reasoning. This model, which is referred to again in chapter 5.4, distinguishes between four basic types of strategic situation, whereby there is a constant increase in complexity due to social interaction.


Volker Franke, the author last mentioned in the field of military strategy, responds to the changing demands of the 21st century and notes that the field of strategy has become much more volatile, uncertain and complex. For this reason, decision-making processes have also changed. Today's decision-makers must be able to make decisions quickly after very short assessment times, as they go, so to speak. This in turn requires special skills that need to be trained. In his opinion, in future decision-making will require more and more heuristic shortcuts and a good gut feeling. Looking back on extensive experience will no longer be a guaranteed way to avoid making wrong decisions, and in this context the need to accept ever-increasing risks is also illustrated. In his conclusions, among other things he argues that strategists should develop their own heuristics and should practise action patterns in order to adapt their competences to their needs27.


To summarise, in the remarks of the above-mentioned scientists, the necessity to broaden perspectives and expand social and cultural competences is repeatedly addressed in order to indirectly broaden or even redefine the understanding of strategy. However, other cultures, especially those based on Confucianism, have their own perception of strategy. While broadening the definition of strategy, it would be logical to analyse this different way of looking at it and, if necessary, adopt anything of value that emerges. Still, there is no sign of this in any texts by American representatives of this discipline. Therefore, in the further course of this book, this point will be dealt with several times in order to generate additional insights. The next chapter is devoted to the assessments of other researchers on strategy in the field of economics.



2.3 Strategy Teaching in Economics


The discussion about inadequacies in the understanding of strategy also occurs in the field of economics. In the Anglo-Saxon world, it is Henry Mintzberg who was the first to critically examine his colleagues' understanding of strategy and, in connection with modern management training (MBA), was able to identify some essential errors in the system. As already mentioned, in economics, strategy theory is reserved for the management level and the strategy curricula of business schools, as taught amongst others by Michael Porter, are highly analytical. Mintzberg writes:


"Porter taught the business schools to develop analysts, not strategists"28


He thus expresses the fact that for decades people have been wrongly educated. Furthermore, he takes a very critical view of the increasing inflation of the concept of strategy itself, which has become a synonym for success and has been used all too often in contexts where it does not belong:


…"so as policy metamorphosed into strategy, and strategy later into Strategic Management, the field mushroomed as never before … indeed, the new problem for the field was success: Colleagues in other functions adopted the word strategy, as well as many of Porter’s uses of it, every which way – on marketing strategy, financial strategy, IT strategy…"29.


The separation of strategy development and strategy implementation, which begins with theoretical training in business schools and continues with the commissioning of management consultancies, is far from practical. Because strategy is an interactive process that requires continuous feedback, strategists should fulfil both functions and be in constant contact with the real world. Only in this way can a real learning process take place and the strategies become better and better30. Mintzberg takes this idea further in his book Strategy Bites Back and emphasises that strategic planning destroys strategic thinking 31. Strategy is more than analysis and synthesis using strategic planning tools, it is a highly complex matter that involves subtle and often unconscious cognitive and social processes. As a consequence of the deficiencies described (and many others), current executive training in conjunction with a wrong understanding of strategy could have disastrous economic and social consequences32.


The significance of the human factor, which is currently hardly taken into account all in the predominant understanding of strategy, can be derived from the so-called ploys ("lists / wiles, tricks") described by Henry Mintzberg in his text 5P - Definitions for Strategy. According to this, strategy is also trickery, for example, when an actor outdoes his competitor with a tricky manoeuvre33. If we use this definition, the significance of social interaction in the strategy process becomes visible once again and we move further away from the "technically one-sided" analysis. Unfortunately, this definition is not considered to be of any great significance in the economists' understanding of strategy and as such, is not paid much attention scientifically speaking.


There are also other representatives from the field of economics who understand strategy differently from the mainstream and do not follow the dominant analysis-synthesis doctrine. As early as in 1982 Kenichi Ohmae, the successful Japanese management consultant, reported on the ways of thinking and acting by what he believed to be a true strategist in his book The Mind of the Strategist - The Art of Japanese Business. The analysis itself is important, but its importance should not be overemphasised, because its main task is to stimulate the creative thought processes that are responsible for coming up with a good strategy.34 The analysis could also be understood as the starting point of the process.35 He explained further that during this period Japan's economic success was due, among other things, to the fact that the decision-makers in companies had no formal business management training because there were no business schools. They were naturally talented and were not subject to any ideology, i.e. planning 36. According to Ohmae, true strategic thinking is a non-linear process and therefore differs considerably from Western analytical work. He writes that the strategist must first acquire a clear understanding of each individual element of the situation and then restructure these elements using non-linear thought. New patterns or solutions would emerge, which could not develop by "mechanical systematic thinking" or the use of pure intuition.37 Ohmae's book, which contains much more valuable information about strategy and its successful application, was a bestseller and more than 150,000 copies have been sold. Interestingly, his approach never influenced the Western view of strategy. This may be because though he impressed readers, ultimately he did not provide any training concept to spread this kind of strategic thinking.


For many years, Harro Von Senger, the Swiss sinologist, has given a great deal of attention to the 36 Chinese stratagems and has therefore also been concerned with the strategic understanding of Confucian cultures. The 36 stratagems are thousands of years old. They are lists which are categorised in a canon and still dominate the way the Chinese think and act today. Von Senger also places the stratagems in the context of economic activity and examines the interaction between managers of the Western and Chinese worlds as well as the respective differences in manager training. He speaks provocatively of ploy-blindness in our culture38 and thus expresses the difficulty we have when trying to understand and deal with the behaviour of Chinese business partners. The current understanding of strategy is based on very old military teachings in Confucian culture, too. Managers in this cultural environment educate themselves via a comprehensive supply of literature, based on the 36 strategems, which in the end, leads them to multidimensional and associative perception and more agile thinking. This occasionally remains hidden from our Western perception, because we observed the interest of the Chinese in our Western management and organisational know-how, and concluded there was a certain superiority in our system, but the Chinese finally combined this acquired know-how with their own stratagemic thinking and, in turn, endeavoured to gain (unobvious) superiority , especially in the economic field.39


Von Senger also published more in-depth aspects of the Chinese understanding of strategy. In his text, Moulüe (roughly translated: Supraplanning)40, the basic ideas of which have also found their way into business management, he describes backgrounds that are very distant from Western observations. From a methodological point of view, Moulüe is a practical doctrine of thought that takes precedence over strategy and tactics, focusing on social interaction.41
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