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[00:00:00] Lenny Rachitsky
English:

Why are so many people bad at strategy?
FRCEIE:

Nt ABRXAZ R AEEKHIE LB ?

[00:00:02] Roger Martin
English:

What's taught now in business schools generally sucks. People aren't prepared educationally, and they
sure don't get prepared for it in companies. It's intellectually challenging and it's emotionally
intimidating.

FROCERIR:

NERFRAVBERARBERRIE. AMIEBEMERESY, ERREMEERSEENIRE. AT
B EREMRLNE, ERRLEHIEAEMER.

[00:00:15] Lenny Rachitsky

English:

You have something you call the strategy choice cascade.

R EE:

RIBE T — MR “SEBSIEFEREL” (strategy choice cascade) BIIEIE,

[00:00:18] Roger Martin
English:

You have to have answers to five questions. What's your winning aspiration? Where to play? How can you
win? What capabilities do you have to have that your competitors don't? And then, what enabling



management systems do you have to put in place? For the most part, in the leading business schools, it's
illegal to teach that.

AR ERIE:

fROAEIZERNE: RERMIBRRMHA? T NIRRT S? WERE? (RO AASENERENFAEEN
ZOBEST? &fE, RUFRIAANNTEEEERS? EASHNRBFRE, IXERA/LFRE "L

[00:00:35] Lenny Rachitsky

English:

Playing to win, you talked about, and there's kind of these two routes.
FEiE:

RXBNT “ATHEEME” (Playingto Win), TIE@EAEMERRZ,

[00:00:38] Roger Martin
English:

You have to be either differentiated or low cost, there's no way to protect yourself if you're not one of
those two.

FRCERIR:
MBRBAEERWIRE, BAERMERELZ, MRMMAEEFZ—, (RRELERIPEC,

[00:00:44] Lenny Rachitsky

English:

Is there anything else you wanted to just leave listeners with?
R EE:

REIEHE T AR BLITRBVEINID?

[00:00:46] Roger Martin
English:

I have never met this mythical beast called a great natural strategist. Great strategists have all one thingin

common, they just practice.
FRCERIE:
BMKRILEFMBRY “REMREK" XMHHE, FANGEBREE — MRS tIRAZREHES,

[00:00:59] Lenny Rachitsky

English:



Today, my guest is Roger Martin. Roger is one of the world's most trusted strategy advisors. He's professor
emeritus at the Rotman School of Management, at the University of Toronto, where he served as dean for
five years. In 2013, he was named Global Dean of the Year, and in 2017 he was named the world's number
one management thinker by Thinkers50. He's also the author of what many listeners consider their
favorite book on strategy, called, Playing to Win. I've gotten a lot of requests to get Roger on this podcast,
and | can now see why. This is the most tactical and fascinating conversation I've had on this podcast
about developing a strategy, and that is a really high bar.

AR ERIE:

SRHFEEZ Roger Martin, Roger B2 MEREERIHEEMIAZ— MMEZLEAFETHEEEFRIFRE
#i%, BEEZERKASF, 2013 F, KT ASKEERK; 2017 F, f# Thinkers50 I ASIKHRE—
MEEREX, MERWEZRIAOEFREEZNEEET (iEibg) (Playing to Win) BFE, HKEITRS
#i5 Roger EERIER, NARKBAERRT . XERESBETFHTINXTHEXBRALAE. REA
BIRIE, MXMHMRERSEEZRE T,

[00:01:38] Lenny Rachitsky
English:

We delve into the five questions that you need to answer to help you craft your strategy. How Hamilton
Helmer, Michael Porter, and Richard Rumelt's work fits into his framework and worldview, what people
most often get wrong when they're developing their own strategy, the two options you have for how to
win with your strategy, a very tactical and simple trick for getting started, thinking through your strategy,
and so much more. This episode is for anyone who is trying to build their strategic thinking muscle. If you
enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app, or YouTube, it's
the best way to avoid missing future episodes, and it helps the podcast tremendously. With that, | bring

you Roger Martin. Roger, thank you so much for being here, and welcome to the podcast.
R EIE:

FATRNF T T HIESBEZELZENE NI, Hamilton Helmer. Michael Porter #1 Richard Rumelt F9Z1E
WAIRE N EVAEZE AN 57NN, AMTESIE SiEEPY RBICHIERIR, KEEMFIIERE, — M EEXHABEEEMANT]
15, URIMMRANBEMNEEESE, X—SEaEABEREAEEBLENHNA. NRFERXNMER,
ST ERMBBIER YouTube EITHEMXE, XE@@REd kR TENRTFHN, BXIKNEEER. WfE,
1EFEAIVGE Roger Martin, Roger, IFFEEGSHREENR, JIIRIAER,

[00:02:24] Roger Martin

English:

It's great to be here, Lenny, thanks for having me.
FRZERiE:

REFREXE, Lenny, HHHHMREVEIR,

[00:02:27] Lenny Rachitsky
English:

What I want to try to do with our time together is to help people that are on the ground at a company, say,
like the product manager, designer, engineer, data scientists, folks that aren't necessarily the CEO, or the



founder or exec at company get better at product strategy. At crafting a strategy, evaluating strategy,
developing a strategy. Because it feels like there's always tons of advice for the leaders of a company, but
less for people on the ground doing the thing. And | feel like, luckily, your stuff applies to everyone. So,
how does that sound as a lens for-

FRCERIR:

FEHMNOZRF, RESHEPLEERT—LTENA, tLIIFREE, gitii. TREM. SUERER, B
ER—TER CEO. SIMARSENA, ILMNEEK” K, SFNAHE. TEMEIELR. FHKRE
HLEERERELTSENREIN, BL—LRTENRNARL, M2, HRFMNERERFES—
Ao REBMXMEBIINEARE?

[00:02:55] Roger Martin

English:

That sounds great, and can | tell us a little story to that end?
R EE:

IECRIRAE, NULEETLAHN R EG?

[00:02:58] Lenny Rachitsky
English:

Please.

FSCERE:

B

[00:02:58] Roger Martin
English:

So, recently there was a newspaper article saying that, pointing out that 10% of the S&P 500 CEOs, 10%
are ex Proctor and Gamble people. It's an amazing number, like a stunningly high, high number. Why
would that possibly be? | believe it's because at Procter and Gamble there is a view that people way down
the organization, like let's just say the head and shoulders brand franchise leader, who reports to the
head of shampoos and conditioners, who reports to the head of beauty care, who reports to the CEO, so
at least four levels down in the organization, in the guts of the organization, Proctor understands that that
individual... makes super important strategic choices, and if they don't make them well, the brand does
terribly.

AR ERIE:

REE—RRAXEEL, 78 500 EHATRMCEOF, B 10% 2EFE (P&G) MIFIRT. XE—MRAR
HF, BEBEIE. AMtAXE? REGEEEANEEEZTE MR ARARENA, LIS YLRENEFTE
BERRAN, ERAKNIFAREIELR, EERESIPETELR, BRLA 2 CEO. FRUBRMERTEAR

RS, MTELDENMBRENIA, EEHEAD, ERXMMAEHIREEZMNHEERE, MRMIEFIRE,
mhEM S RIMISRER.



[00:04:13] Roger Martin

English:

And so, | believe... And not many companies have enough of that attitude. So, I'm a big believer that
people down organization have to make really important strategic choices or bad things are going to
happen, if they make really great ones, good things are going to happen, and they get trained to be a CEO
someday. So, I'm with your thesis. But yours is counter, what | would say is normal. What is most normal
is people at the top do strategy, and people down below do something, and it's usually called execution,

and | hate that, | hate that term of art, for what it's worth. And so, | think you and | are singing from a bit of
the same songbook, even if it's a minority songbook.

FRCERIR:

FRUFEAR(E - MAREZ LV AEEXMEE, REREFEEALSRENALMMBIFEEZNMIKERE, SNHTFE
MaRE; MRMINMEE, FERILE, MWINEIELBIEFMRERN CEO, FIUKERIMRNIER. BfR
MR EFEN ‘B8 k. REANBERAZESEHESRE, KEATHSE, XBERMA BT
(execution) s FHITRXIMAE. FRLA, HEFRMASTEES, BMERIBET DK

[00:04:57] Lenny Rachitsky

English:

[Sponsorship break for Webflow and WorkOS]
R EE:

[Webflow #1 WorkOS RIS~ &1E#E]

[00:07:01] Lenny Rachitsky
English:

| just want to ask this broad question about strategy, why is strategy so hard? Why are so many people
bad at strategy?

FRSCERIF:
FABR— N KT EEBEAEINR . A AHBXAE? AT AXAZSHIATTEKAR?

[00:07:09] Roger Martin
English:

Perhaps the thing that makes it intellectually hardest is that it is an integrative activity. It answers to a
bunch of questions that have to fit together and reinforce one another. So, that just makes it a little more
complicated, it's not like saying, Lenny, what do you want for lunch? It's saying, Lenny, what kind of diet
do you want that'll keep you healthy? And that includes breakfast, lunch, dinners, snacks, a whole bunch
of other things that you got to fit together. So, it makes that harder to do intellectually. Another aspect of
itis, itis intimidating. Strategy involves making choices to do some things and not other things, and it is
often intimidating to say, oh dear, | have to cut these things off, and not do them, and actually make a
decision that I'll be held accountable for potentially, or I'll even hold myself accountable for.

FRCERIR:



BIFEENLEEN—RETER—T “Bal” &, EERE—RILTHERE. HERKERE, X
ILETR/EZR, XFMKIA “Lenny, RFIRIBIZHA? 7 , MERE “Lenny, REEHAFERIRNE SIBRFRE
R? 7, XEERE. FE. BE. TRUK—HEFUIBESE-ENARA. XAEHWLEE. 5—1H5HE
B, BULAREIRIE, SBIRMEEER—HRESETMAMMBE—LEF, HiE KXW, ROTIEXERRT,
MMEXLEE" FRERLAREN, EANROAME—NAERENLARINRE, EERREEHBEH S,

[00:08:21] Roger Martin
English:

So, that's a second thing. It's harder emotionally, not harder intellectually. And then, there's the training
aspect of it, the knowledge aspect of it, which is, what's taught now in strategy in business schools
generally sucks. It's gone on a crazy theoretical bend, the strategy academy as a whole has fallen in love
with a theory called the resource-based theory of the firm, that silly and nobody uses it out in the world.
And so, students are no longer trained on useful strategy. And the other feeder into people learning
strategy were the strategy consulting firms, but the strategy consulting firms, the so-called strategy
consulting firms, do almost no strategy anymore because it's a little business compared to post-merger
integration, digital transformation, and a bunch of other things. So, people aren't prepared educationally
for it, and if they're not prepared educationally for it, then they sure don't get prepared for it in
companies. It's intellectually challenging and it's emotionally intimidating.

FROCERIR:

FRIAXRE R BRENEERTE N ENEE, ARREIINMREENRE, WERF R EHERIRIZ
BEESRE. eEBTRIENELCKUER, BNRBEARFEERE LT UM “FREMI” (resource-
based theory of the firm) BYIEit, XREE, RKERPRKABE. Eit, FENFTBEZLARKRIE
e Z—MEIEBBIREZHEESAQE, EFFEHNHERESAQFIELFABMARIST, AASHE
[FEE. BMFAEREFISMEL, BEISKNT. FIL, AMIERE L&ESE, ERREBEREIRE.
EREE I, HERBER.

[00:09:40] Lenny Rachitsky
English:

On this point, you made about how schools are teaching strategy wrong, how do you describe what the

wrong approach is?
FRERIE:
X FRREINFREEHIEX — =, (RUNEHEABMIEIRAY G 7E?

[00:09:46] Roger Martin
English:

It's a theory that's sort of taken over, called the resource-based view of the firm... In the world of
academics, there's a weird place where the number one emotion is jealousy, and people were massively
jealous of Mike Porter, who created many of the most important concepts of strategy when he wrote a
book, Competitive Strategy, in 1980. And so, they needed to counter him because they just didn't like the
fact that he was so prominent, and they decided they would say he was about positioning. So, they called
his the positioning school, and they caricatured what he said... they said he said it's all about finding a
place that is structurally attractive, and then milking it for everything you can.



AR ERIE:

XTERERN “FRERM - EFARR, KSHBEETEREF. AMTEBHIERR - B4 (Michael
Porter) , f7E 1980 &5 (RH LK) HEIET IFSREENLBMS. HAFESNRMIHE, HIIFER
B, FRMITASKIFTRAXE EMA” o WIIMMABELH “EUFIK , FEMT AR {15 R
FIAN SRR IR B —NMEM L BRI ANME, ARETEN—TINE,

[00:10:43] Roger Martin
English:

We at the resource-based view of the firm think that strategy is all about building resources. And if you
build resources, it's almost like if you build it, they will come. And that's what you should pay attention to.
Now, the problem is, any resource that may be useful somewhere is not necessarily useful elsewhere. So,
it begs the question, how would you think through what resources to invest in building? What would be a
way of doing that, investing here, versus here, versus here? It's silent on that because it's a dumb theory,
and it doesn't have anything useful to say, in my view, about that.

FROCERIR:

“HIRERI” AR, HETEETHERR. MRMFEETHR, mER “RESIR , EREAS
Ko XMBIMNIZFEN, RBET, EREMSERANZREAEMMARBER, FIUXSIHT —ME:
RINAIRZ ZIRAWEPLRR? BAEXERSE, ERAMPERE? ZIERCHILLRETAR, AANERTBREDN
#ig, #RER, eEXTERETAERNILE,

[00:11:33] Roger Martin
English:

And so, when the students go out and say to their company, I'm going to do a VRIO analysis, or a VRIN,
some people just roll their eyes at them, and so it doesn't get used. I've only seen it used, I've been in
consulting companies for 42 years, and I've seen it used once. And the trust, as is usually the case, is that
it's both. And that's why the model | use for strategies says a lot about where you play is important, that's
one of the key questions, and your capabilities are important, and you've got to link those things
together. But that's, for the most part in the leading business schools, it's illegal to teach that.

FRCERIR:

FREL, HEEMELRIIGARN “REM— VRIO £473¢ VRIN 2477 B, ARS3IIBAR, FRLUX
LARFIRIGHWER. RESHTLTFT 425F, ANIERAIT R, ELBEEHERMEZ. XN
AFBVEBRIRBGRE “RHRIA” (whereyou play) RERE, XEXRFEZ—, ENRE “ZOEEN"
(capabilities) REE, MBIHEENIEKRER, EEASHRINREF R, HXLE/LFRE FE 8

[00:12:20] Lenny Rachitsky
English:

Illegal to teach your approach.

R EE:

BIRNTGER “BE BY?



[00:12:23] Roger Martin

English:

Yes. | couldn't teach my approach at my own business school.
R EE:

T, EHECHEFRERMAERIENG E.

[00:12:23] Lenny Rachitsky
English:

What?

FRCEIE:

ta?

[00:12:26] Roger Martin
English:

But when | was dean, the most powerful person, the departments, or areas as we call it, like strategic
management is an area, they have 100% control over what's taught in strategic management, in finance,
et cetera. The dean may be the most powerful person in the school, and | happened to be a super
successful dean... and students would beg me, they'd say, "Roger, you have 20 years of experience, you're
sort of a famous consultant in strategy, and you've got these theories, please teach a course in it." Nope. |
did do extracurricular stuff... But for credit, | was not allowed. And if you try to get a job at any business...
If you took the 49 other top business schools in America, and if asked the question, do you swear
allegiance to the resource-based view of the firm? If you don't answer an enthusiastic yes, you have no
chance of being hired, zero.

FROCERIR:

HHEERKE, BARBIRESZENNHA, EETR (FIIMFZ AWK, LLINHERERETR) HEHFER
BB 100% B9IEHI. FENTZKIL: “Roger, f7F 20 4250, BERMHIMR, XAXLEER, B
ITRIB.” T HRBEM—EIRIMHEE, BUNRBANTFED, BRFWAFHXLE, NRMBEEAEFERXT
B NRIREXEH M 49 FATARBEFREE, ®iA2 “RESRETRFREMIN? 7 , NRMARBMEE
‘B, IMERANNZES.

[00:13:50] Lenny Rachitsky

English:

Wow. This academia drama, | had no idea.
R EE:

I, XMEARBIME, FUFITEAE,

[00:13:54] Roger Martin

English:



A loyalty test.
FRZERIE:

Xt — 17 R

[00:13:55] Lenny Rachitsky
English:

This is unreal. Makes me even more excited to dive into your world, and your ways of seeing things.
Before we do that, just we've had a few other strategy people on the podcast, it might be helpful to frame
where they fit in the spectrum that you're describing. So-

FROCERIR:

EARARRT . XILFHEAMERNT FREVERNRNRA. ERZAE, FIIEFHEIHMLUARE
K, MRELMITRERERRNIGEFEML—T, AJESREFR.

[00:14:09] Roger Martin

English:

Oh, okay. I may not know all of them, but you give me-
R EiE:

MR, ¥, HABEERNINRFIBA, BiRaUEFE—

[00:14:12] Lenny Rachitsky
English:

| imagine you do. So, we've had a Hamilton Helmer on the podcast, and then Richard Rumelt on the
podcast. How do they relate, just for people to get into your stuff versus this dogma?

FROCERIR:

RBIRMIZINIR. FK(1iEE Hamilton Helmer, &5 Richard Rumelt, A7 it AKX S{RHIIEICTIARLE# &,
FREHAXR?

[00:14:25] Roger Martin
English:

So, one of them is an academic, and one of them is a quasi-academic, or non-academic, like me. | was a
tenured professor for many years, but don't consider myself an academic guy. | don't think Hamilton
does... He's written a very, | think, useful book that would in some sense fit into my "how to win" box,
right? | say strategy is about how to win, and he has a, what | call, a categorical model. Here are categories
of things that you should think about. If you're trying to win, here are seven ways of winning, and |

categorize him as a non-academic practical strategy guy.

RSz ERIE:



IR —PBERIK, F—TBEFANRFIFERNK, MER—1F. HETRSFLZFHER, ERNANECE
FAEBA. FHA Hamilton BRZE - thE T —HAIFELANBE (5 (EARKNE)), EEMEX ALK
AFARE R NIRRT HRFE. RRAREXTOMRME, MWE—NHMZA “LFHRE" BIKRA: 0
RITEm, XEECHRBS . HBMIFXRNIFFRNLAIKEREE Ko

[00:15:54] Roger Martin
English:

Richard Rumelt is a now retired Tuck professor, and he is this hyper competition thing that he does. He
also is of the "I'm jealous of Mike Porter" kind of thing. So, I've got to say, Mike Porter is wrong, and here's
how | am so right... Mike Porter never in his entire life has said competition is stable, he's repeatedly said
the opposite. But in order to say I'm not like Mike Porter... | don't know. He seemed like a fine guy. | don't
think that he, like most business academics, he doesn't know much about business. He hasn't gone out
and practiced a lot.

AR ERIE:

Richard Rumelt 2B FRIVERAEE, tiENE “TERS B—F. WHEFBH “HIPFERR - K
157 BN FRUM SRR EERY, MR, BEXEFMRRIREEREN, tRERFEREIN
Ro BATHEECHBAERR - HAHE. EERKENFENA, BERIUNAMERSEFTFHE—IF,
HAKEES. tRERSHLREEN,

[00:16:42] Roger Martin
English:

He came to our school, and gave a lecture... and he gave a example of Proctor and Gamble, I've been
consulting at Proctor and Gamble, and know everything about Procter and Gamble, basically. And what
he said about Proctor and Gamble had zero to do with reality, like zero. It was just completely, utterly,
absolutely wrong. And | asked him afterwards... "Why do you say that?" And he said, "Well, | think that's
the way it worked." Are you kidding me? So, I'm not a fan of that piece of work.

FRCERIR:

RNV ARMOSHEE - BT EEHOF. H—EHEEEMEN, BEXRLTREEN ). MXTFEEN
WESERTERT, —RUABFE. BEYMAMENHEIR. FREEM: “MRAFTAMAR? 7 Mik:
M, RESEMIMEEIEN.” MEFIKD? FRUZFKRE BRI E R,

[00:17:32] Lenny Rachitsky
English:

This is fascinating. | love that we're spending some time on this, this is really helpful to hear the
landscape of strategy minds. Okay, let's dive into your worldview, and maybe the simplest way is just,
how do you define strategy? What is a strategy?

FRCERIR:

EABERRT. RREWFIIXLE, TRLABEZEANREFEEER. F, LHMTRNTRIRHHER, B
TREBENAME: MINAEEXHRE? TARHE?



[00:17:48] Roger Martin
English:

Strategy is an integrated set of choices that compels desired customer action. So, the way | think about it
is, there's a whole bunch of things a company controls... Those are all the things under our control. What,
Lenny, is the thing we have almost no control over? What, if we're a company?

FROCERIR:

SRR —EEE Bt FAFEMBRTINBGER. HNBREHAAZ: AFIUERRZERE (I,
&, ["& BEAF). BE Lenny, {FA—RAQF, HILFR2TEZRNZMFA?

[00:18:19] Lenny Rachitsky
English:

What customers do.

R EE:

ERBTA.

[00:18:21] Roger Martin
English:

Yeah. We would like them to take some of these out of their pocket and give them to us, can we make
them? No, we can't. So, essentially, the job of strategy is to make decisions on the things we do control
that will compel, we can't force, but it'll compel them. They'll say, gosh, | should take my hard-earned
cash... and give it to you, rather than give it to nobody... or give it to a competitive product. So, the
important pieces of it is integrated, it's the whole set of choices that has that one outcome, that it

compels desired customer action.
FRCERIE:

. HNFEMITMOREBRAIR], FAVGEREMTE? REE. FRLL, HBSHARZEREITHNE
BELEMORTE, MMIE “BfF" —&KIFEEERK, BRIES—Mil. iLMMREF: “KW, REZBEES
BERBIRAGIR, MARBERE, WELRSFNF” FIll, HEEHNXBET “BE" , ERANTEUB—1E
R (REFFTH) MHN—BERRE,

[00:19:11] Lenny Rachitsky
English:

Amazing. Okay. And to help people define their strategy, you have something you call the strategy choice
cascade, which is basically five questions that you need to answer to help you think through strategy. Can
you talk through this?

AR ERIE:

AET. NTHEBANEXMSE, MEHT “BREFEEEK" , BEA LA NTERENRE, (REEFAHH
ng?



[00:19:23] Roger Martin
English:

Yeah. And this is the fruits of many, many years of doing strategy work... | started in strategy in 1981...
Bruce Henderson had a theory of how strategy should... What result it should produce for you. Mike
Porter then came along in 1980... neither of them was very good on... well, how would you get one of
those? So, Mike Porter says you have to be either differentiated or low cost. Good. And if you look through
Competitive Strategy... to say, how would you do that? There is no answer.

AR ERIE:

e, XRZFEMBITENME. M 1981 FFRMLEE, BE2FRHEME. HEH - TEH (Bruce
Henderson, BCG €It AN) BE—EX TSN ZFEHAERNIEL, HER/R - BISE 1980 FHM T, B
MEAXEKBERE “TOARFE—D G . R EAERNL, BARKE. BiF. BUNRFEE (FF
Y EIFH “NMEMEX—R" , REKRAIEZRN.

[00:21:22] Roger Martin
English:

And it turned out... Between 1987 and 1995, | did all this work on, well, how could you develop a process
for getting yourself one of those, one of those excellent strategies? And | came to the view that you have
to have answers to five questions. You have to have an answer to the question of, what's your winning
aspiration? What are you trying to accomplish? Because it'll help contextualize the kinds of choices you
could make. Then there's a where to play, on what playing field... are you going to plop yourself down on?
You're not going to play everywhere... you're going to pick someplace, and in that place, how can you be
either better than competitors, in terms of creating customer value, or lower cost than those

competitors?
FRERIE:

HLRZE 72 1987 3 1995 Fi8], H—HEMRNAALZ-—ERERRESHRMERERE, RIFHNSLERE
RAAEIE RN B, F—, REIRMEIESA (Winning Aspiration) A7 REARMTABIR? XEERIRANE
ERMER. 5=, RHIH (Whereto Play) , (RITEEMNRIZILIR? RAREEFRBMS. FAETmLER
F, MSE—IHB. F=, WK (HowtoWin), 7EAR- MY, (RINELENFEFHSIEEFNE, HE
REERIAE?

[00:22:38] Roger Martin
English:

To win there, where you've chosen to play to meet your winning aspirations, what capabilities do you
have to have that your competitors don't, that would enable you to win that way? And then, what
management systems, enabling management systems, do you have to put in place to make sure you
build and maintain those must have capabilities to win, where you've chosen to play, to meet your
winning aspiration? And so, | came to the conclusion... those were the five, and you had to do them

together, and that is the essence of producing a strategy that compels desired customer action.
R EIE:

M, #=0EES) (Capabilities) , AT TEEE B GUIRMH SSIE T, (REAREMEN FKENEN? B
B, BERSA (Management Systems), fRATIEILTARNZIENEERS, UBRIMEEBIDEHLTRL



REFENZOEES? HFENEIERE, MEXENIE, MAMRBIUECIIEERERER. XMEHEHEE
% P 1T R BB RYZN BRo

[00:23:21] Lenny Rachitsky
English:

| want to go through an example of a company, but before we do that, something | think that's important
to talk about is, if your book is called Playing to Win, you talked about this idea of you need to play to win,
and you argue that a lot of people are just playing to play, they're playing to play the game. I'm guessing
most people listening, and most people developing a strategy, don't think they're doing that... They think
they're playing to win. I'm curious what are signs that you're not actually playing to win?

FRCERIR:

HRENRBENGF, BERZE, HRFTE—RREE: FHBRY Gritdig) (PlayingtoWin), fREE!
MIFE “NTREME” , MPANRZARZE “BTE5ME” (playing to play) , REETUN. HHEKX
SHIARMNFELEPIABAIRFECRENMES, MINEFECSRERM. ZREFET, AWLETRKEAR
HIEHAZRE “NTRMME” ?

[00:23:49] Roger Martin
English:

It would be mainly signs given to you by customers. So, if you say, we're the most innovative company in
our industry, and customers... look at the two products and say, | could flip a coin on this one, you are not
effectively playing to win. Maybe you thought you were winning, but customers don't think you are
better. Or if your competitor lowers their price compared to your price, and you say to yourself, oh my
God, if we lowered our price, we would make no money, but your competitor keeps on pricing there, you
may think you have the low cost position, but they do, and you have to give them whatever share they

desire at that lower price because you can't compete there.

AR ERIE:

BREBREEF. WIRMFHR “HRINBTULARECHANRE" , BEFEER DT mit “FHRE &R
#17” , BIRELHEEET AT REME. LIFREURNER, BEFHARGRER. HE, NIREFHF

BT, MmO “RW, SIRFATEENTLKEMR T , EXFHELRBIMME, BIRAIEERUNERE
%, EXRFEABEMNFE, MRERRBEEMIHCENT, BARTEERBMURS,

[00:24:56] Roger Martin
English:

So, you'll know you're playing to play if you're not aiming to, and accomplishing, having either an offer
where Lenny walks into the store... and says to the person in the store, | want that brand. An example,
Lego... It turns out that if you do market research on kids, a store that purports to be a toy store but that
doesn't have Lego is not a toy store. They would define it as not a toy. Mom, why are we here? | wanted to
go to a toy store. And she said, but it says toys on here. And the kids said, uh-huh. That's an insane brand.

FROCERIR:

FREL, MRMEEREBMALRUATRRZ—, FMEE “NTSE5ME" | ——RM—MiL Lenny EHEF
[ERtfs R EU BN mE, LIRS (Lego)o MRIMMMEFMHZEMN, MMELI, MR—KEMITAERM



BEERE, BAZEEHRRERZNAL. B8, RMNAFARX? HRETAE” BEiR: “BXt
EBSERAEN.” ZFai: “Y.” XM —MEREEEN @,

[00:25:54] Roger Martin
English:

And it has a price premium for anything, over any of its competitors by a long shot. It keeps growing... 80
or 90% of the entire category growth is Lego. And so, they're playing to win, to be distinctive in the minds
of consumers. But Vanguard has got $9 trillion of assets under management last time | checked. Does it
do anything distinctive? Not really. The customer bought, do they have the lowest cost position so they
can charge the lowest AUMs? Absolutely. And so, there's different kinds of ways, but you'd know by the
actions that customers take.

FRCERIR:

FENEATREETBERSFNFNEN. EFSEK, SETFP, Zm3k 80% F 90% MIEKEKE R
Bo MTERTIRMMA, HEEECOHRIIREE. BEREMM (Vanguard), HICHMITEERSE 9512
ERTHE. WNBFAREZAE? Hi&E, BMITRERENMAMIL, FEIREREHERSR, Pt
FHENSNERESM, BIRSEIEFETTARAE,

[00:26:48] Lenny Rachitsky
English:

So, essentially, to mirror back what you're saying, to win, there's kind of these two routes you talk about.
One is you're the lowest cost option, the second is you're differentiated. You have a differentiated brand,
where it's not a coin flip, it's like, oh, | really need that for this reason.

FROCERIR:

FREL, BE—TRINR, FHERERE. —2RARKREOER, —EXWERNK. MEE—TERK
B, LEAFBMBRR, MERRT “H—EEXXT, BARREERER" .

[00:27:02] Roger Martin
English:

Yes. Yeah, you got it.
FRERiE:

wiE, (RIERRRSIRY.

[00:27:05] Lenny Rachitsky

English:

And if you can't do that, then the advice you share is go find a different playing field.
FRCERE:

MR R R, (RAVEINIE I 5.



[00:27:11] Roger Martin

English:

Well, or get out of business, whatever... It's only a matter of time until you're dead, is the sad truth of the
matter, which is the competitors in your industry, who are either low cost or differentiated, can essentially
jerk you around as much as they want. It's like Southwest Airlines, right? Southwest Airlines was just a
tiny little airline... and now it's number one in passenger seat miles in America, and the only airline that's

earned its cost of capital over the last half century... How did that happen? Well, it's just the other airlines
had to step aside whenever Southwest came into a route... That's all they can do.

AR ERIE:

HEFHXIIRE, ARNMEE, IRMFALH—, FTRENERR, RITLENIERRAHERLH
RENFAIUBRIERMT. MEAEBMT (Southwest Airlines), EEMNIRAZR—HK/NMIZELE, REAEEER
FEERSE—, BRIEZF ML ——RROBRELENNE QG XBEAMEIN? SHAEBMTHEN
FAnk, Hﬂi’ﬁﬁ?’& REeSElnh, 15Tk,

[00:28:15] Roger Martin
English:

They just have to seed position. And that's what happens, if you play to play, you'll end up just being... It's
literally like having a bully who can just shove you, and you take one step back, then they shove you, and
you take another step back... There's no way to protect yourself if you're not one of those two. You cannot
bully Vanguard, you cannot bully Southwest, you cannot bully Proctor and Gamble, you cannot bully
Lego. That's the way the business world works.

AR ERIE:

ffIRBEIL B, MRMRAE “NTESEML” , MREASGEINTE N, WkR—T, (RE—F; B
—TF, fRBR—%, MRMRARMRMERZ —, (RRTERIFEC, MEAART BN, AR T EEM
=, MOARTER, AR T RS, B HERREXFEIEN.

[00:28:54] Lenny Rachitsky
English:

And in the case of Southwest, the reason they couldn't be bullied is they were the low cost provider and
the other airlines couldn't meet their prices. So, they're like, all right, there's nothing we can do.

FROCERIR:

FEABEMTHERGFR, MITZRURKERS, EEAMMISEEERERD, Etii=s 28 EREM TN
*go FEL/(Hfm/A_.I/\HE]«}\i‘A_O

[00:29:04] Roger Martin
English:
Yep, yep.
R EE:

Ao



[00:29:06] Roger Martin

English:

So, while I was living in Boston, they entered the Boston to Chicago route... the price was about, in those
days, a $1000 for a round trip because it was a nice duopoly. When Southwest come in, they say, we're
going to fly Providence to Midway, not Logan to O'Hare, and it's going to be $200. And they had great
advertising... it takes you less time to get from your house to the gate than it does to go to Logan. Because
at Logan, you park in a parking garage, and then walk a half an hour... And at Providence... you can park
about 100 yards from the gates. And so, they just had to say, we can't stop that... there's nothing we can
do to stop that.

AR ERIE:

BREERLTWBEHE, MITHENT REIWMEIZMIFOME. LRRBEMANEEMTLRET T X&KL, TERENE
1000 &7T. AEMTEHRENR, Kl ¥ETHESHIDENZ, MARBRILER, BENRE 200 ET. i
M- SHRE: MRIMEERTWEEFES, KNKEEN OB ELLXRRVIZERE. RNEREND,
MSEEEEAGREF/NN,; MESTHEESH, (MEFEBSENIORE 10083, HATREER, BHAIELESR
T, BENiE

[00:30:24] Lenny Rachitsky
English:

What | love is we're already diving into these five questions. So we've been mostly talking about how we
will win, basically, here's your options to win. Low cost provider, or be differentiated, or find a different
place to win. Let me summarize the five again. What is our winning aspiration? Where will we play? How
will we win? What capabilities must we have in place to win? And what management systems are required
to make sure the capabilities are in place?

FRCERIR:

BRERFENELABRRNRWNXAENEARAT . HIINAERER “WEKK" , BEXERIE: KlE. £F
URER DTS, LRBEE—TXENANE: 1L HIIRRBEAZMHA? 2. HAEPHTURRE? 3. T ()0
EIIRRE? 4. TR EMLEZOEES? 5. FEMFARNERRZHKMIRENEU?

[00:30:44] Roger Martin
English:

Right. You've got it.

FRERIE:

Xt REET,

[00:30:45] Lenny Rachitsky
English:

Okay, cool.

FSCERE:



YFRY, KHET .

[00:30:46] Roger Martin
English:

You're a very quick study my friend.
FRCEE:

Ak, IRER[ER,

[00:30:48] Lenny Rachitsky
English:

| got some notes here. So, coming back to the how will we win? Because | think everyone's listening to
this, okay, cool, we got two ways to win, we're going to be the cheapest or we're going to differentiate,
okay. Okay, how do we differentiate? Is there a taxonomy of options that you think about or tell people,
what are the ways and options for exploring, here's how we will be different?

FRCERIR:

HMTEIC, EE “WERK" XNEF. IAREUERE: F, BRMRE BARERH, BEAERNK.
4, BIASEMERK? BRE-—BENSE, HERTFANEBPLERRE “WNASKAE" B975E?

[00:31:04] Roger Martin
English:

It is mainly understanding customers, as well as you can, and then saying, is there a way to be distinctive
against that? And there are lots of ways to do it, but it's tied very closely to the capabilities... you've got to
ask yourself the question, can | serve a particular customer need with a set of capabilities that are going
to be hard to replicate by my competitors? They either can't do it, or they won't do it. And both are
important questions because sometimes it won't.

FROCERIR:
XEBETRAGRMERES, AREE: BEMHNEHTNXMERMEISKRAE? HEERS, B

ES RO RRBE. (FEREC: KRESHA—ERSFNFRUSHHNENRBRBEENETFAFR? X
FBEAR “WAE" , BAR TR . XM-BMREE, FABMEMIIHEEREER.

[00:32:20] Roger Martin
English:

Do you really think Walmart couldn't have built as good a website as Amazon, and at massive scale? |
think they could have, right? Did they? They didn't. They said, | hope this online thing doesn't really take
off because that would be a pisser because we've got 5,000 stores across America... And so, they don't do
anything for 10 years, giving Amazon the scale... and network effects, and voila, you've got a competitive
advantage that you didn't necessarily completely deserve. You needed the help of the player who stood

to lose the most to hope that it wasn't going to happen.

AR ERIE:



RERIARK/RIS (Walmart) EREEGL S (Amazon) FRHEFIFHIMILEHTIMAMIEIZED? HIESM116E
], XIE? BMIIMETIE? &8, MIHRE: “BREEXIE)L3AER, SNmART, EAEilEe
%8 5000 RiE.” FRMUNTELAERN, LATESHRBMENNERNIN S, B, FMXFERET—1
MRV TERRTRENREME . REERTRREANNFEFHRERZRE, MMAIREHTE,

[00:33:54] Roger Martin
English:

Same with Tesla, Tesla got a 10 year headstart, not because the OEMs couldn't, they could have... But
they couldn't figure out how the hell you make a buck on it, and so they didn't do it, giving Tesla the
ability to establish a brand that people associate with that, electric vehicle equals Tesla, and allow them
to jump way ahead, and then have the scale that is hard to hard for others to match.

FRCERIR:

RETAL (Tesla) tBR—#F. RWHTHIRIF T 10 ERNMEME, FRRANESGZER (OEM) AR, MM
B, BHNEABERXNMEILEAMRE, FIUMITZM. XILSHRISURIIERMEE —BiSESFTH
HRhL, FiLtefil@EEdk, RS 7 A AEUERIMIE,

[00:34:06] Lenny Rachitsky
English:

You said something that's really interesting that | think is also really important, which is, you said that just
being the best or better is not a solution. You can have a better pet food, you implied that's not going to
get you there. Can you talk a bit about that?

FRCERIR:

MRNART —RIEEEBEER: (MINHE “RF” & "B HABBRAR. MEREEEEFNENR
mm, WA—TERERI. REIFARIHID?

[00:34:06] Roger Martin
English:

Yeah. You have to answer a second question | guess, which is, here's the way I'm going to be better, and
here's the way somebody else isn't going to be able to simply replicate that quickly. One of my favorite
businesses... is a business called Westlaw, and it's the dominant provider of online legal searches... How
does Westlaw do that? Well, for now over 100 years, they've taken every case that's come out of the US
legal system, had a lawyer... write a head note that summarizes what's in the case, using these keywords
so that they were searchable, and today, to do 2024, takes 1500 full-time lawyers.

FRZERIE:

B, MABEZEE-TR#: XEREEEFNAR, MAALERREH. BREXPRFIZ—2
Westlaw, ERARELQRIINTEE. Westlaw BEAMEIN? 100 ZFEE, MR T EEERERT
ME—1TEG, HiLBFRESHE (head note) , FRFEXFIAMFHTIEER, 32024 F, XMITEEE
1500 & £ER{EI,

[00:36:14] Roger Martin



English:

So, if somebody else said... I'd like to be in that business... All they'd have to do is hire 150,000 lawyers full
time, and you'd have to create a numbering system and a keyword system that's different than Westlaw's,
and then you'd have to do what Westlaw has done for the past 50 years, which is give it free to law
schools so that they teach their students before they even get out how to use Westlaw... No probs. That'll
be easy, right? Nobody's even tried. Why bother? Life's too short. And that's the kind of capabilities you
need...

FROCERIR:

FREL, MIRBAR “HBMXIT" , #ISE 15 HRLRFM, TELIE—EFET Westlaw FIRSHIX
BiIAARL, AREFH Westlaw I & 50 FMEIRBEF, BEmRBEELEF R, LFEERVIMFSER
E. XA, XREZ, WE? REKAZH. AR? AETE. X (MArFEENAMEES: -

[00:37:02] Lenny Rachitsky
English:

[Sponsorship break for Cycle]

R EE:

[Cycle BT & 1EHIE]

[00:38:12] Lenny Rachitsky
English:

So, essentially, we're talking about moats. What are some moats that you can create where people can't
just copy what you're doing?

FRSCERIE:
FrLL, A EBRNZBEKIE PR o (REEQIEMILELL R A TER 5 EHIB9IPIHA?

[00:38:18] Roger Martin

English:

And Warren Buffett likes that terminology, right? That's what he says, he invests in moats.
R EE:

e - BIEFR

Ok

KX ANAE, WIE? iRt IREEIFRAR Q.

[00:38:25] Lenny Rachitsky
English:

Yeah. I'll find the quote we used in a recent podcast episode, but he's like, castles with moats. And maybe
along those lines, is there a way you think about types of barriers to recreate capabilities? It's like, here's
the options we have, is it like... Essentially, the seven powers | think talks about this.

AR ERIE:



Bl BH—TRMNERE—SBZTERAINGIE, RNE “FPEWANEE" . AEX1 R, RMEE
ZERHIMPEREE? FHE Hamilton Helmer B9 (CAKIRANE) BIRTIAIABHE,

[00:38:43] Roger Martin
English:

Yeah. Yeah. That's why | like Helmer, because he categorizes them. And I've got to look into it some more
because | haven't studied it to say whether | would concur that there are just seven, or there are more. My
suspicion might be that there are more... But | don't, myself, have a categorization scheme that says,

here's how you search for the moat.
R EIE:

Bl XFEHENR Helmer NRE, EAMIBENDET. REFBRNHAR—T, HARELAREIGELMTE
EERE M, RIFRAREES, BRECHRE—ETININDEXLRREUR “WMRIFHIFEA" -

[00:39:20] Lenny Rachitsky
English:

Great. That would be nice. So, here's the quote from Buffet, by the way, "I look for economic castles
protected by unbreachable moats."

FRSCERIF:
XFT. IRER—T, BIEEFNERER: “BIHNEHTEEEAIPETRIPNZFTRE,”

[00:39:27] Roger Martin
English:

Yes, | like that.

R EE:

B, BERXMRE.

[00:39:30] Roger Martin
English:

And he's smart, he's consistent. Though, everybody makes mistakes, right? And he did too. Solomon
Brothers, US Air... Anybody who thinks they can be perfect on strategy is delusional. And so, even the
very, very best, like a Warren Buffet... is going to sort of think, I think this is a moat, and it's going to be

ephemeral. But any of us should be pleased to have a track record that would be anywhere close to that...
R EIE:

fthiRESRR, BRTE. RASMIABIILHE, MmE—iF, LWWAAZTIRE. £2FEM=. EAINNE CSREEHKES
EHEITEHOARZELINR, BMERGEIFTXETNRNKRT, BRBSIRFIPHIRRA L, BMRRK(]E
WEEOEMARFRYSRS, PMIZSREH T,



[00:40:11] Lenny Rachitsky
English:

We talked about that with Hamilton Helmer, that every startup deck has, here's our moats, here's how
we're going to have barriers to entry, and they're all delusional, rarely is there ever an actual moat,
especially in the early stages.

FROCERIR:

A1 Hamilton Helmer 1118, S Ml ATNRMBEIHIBEERNRIE “XIHRMNVIPERA « “XE2F(HY
BN, BEAXZEL8, ROBHEENPER, CERERHMEKR.

[00:40:22] Roger Martin
English:

Yes. Yes.

FRCERIE:

Ao

[00:40:23] Lenny Rachitsky
English:

Let's go back to the five questions again, because that's so core to the way you think about strategy. What
do you think about using, say this FigJam as an example, as a hypothetical, just to think through
questions that they might ask to think about strategy...

AR ERIE:

IERMNEZIENEDE, EABRZIMAEEBLNZO. FITZ Figlam (Figma ETFHBIRTIA) #M—MRIRME
HUZfl, REEMIIFIRERRIMPLEABSIR,

[00:40:38] Roger Martin
English:

Sure, sure. | do not know that product-
R EE:

AR Ll HA T RN dm

[00:40:40] Lenny Rachitsky
English:

Okay. It's basically a visual whiteboard collaboration tool, where people can put in sticky notes, and put
little mocks, and kind of play around with all the cursors. And so, it's for brainstorming, and ideation, and
things like that, and laying out concept.

FRCERIR:



o EBALER—IMIRBARMELIR, AMIAIUELELES. BEE. Baiit. ERATEMXE. HE
UK BT

[00:40:52] Roger Martin

English:

Gotcha. Okay, that would make sense for Figma.
FROCERIR:

BAE T, Xf Figma FKitXR &I,

[00:40:55] Roger Martin
English:

So, you'd asked the question, what are we trying to accomplish? Are we attempting to create something
where nothing digital exists, people do this in pen and paper, and so we're trying to invent a category and
then be transformative by making the user experience better? Is that what we're trying to do? Or are there
players already doing this and they're just not doing it very well? You'd want to say, well, what are we
trying to accomplish? ... What do you think their reason for thinking FigdJam is worth investing in is?

FROCERIR:

Ba, MRER: FNRBAMMA? HNNEEEEFNEBAREN AN WREISEHFHIE, MMFAFLI— m
RKHABIRANRERLINEED? ERHEELBMREMR T, RA2MEABIF? (FSBEHER. RESMITA
7 Figlam ERRANREZHA?

[00:42:03] Lenny Rachitsky
English:

If | had to get to it, | think they're trying to expand their market and they have a stronghold in design
tooling, and there's this adjacent market for product teams broadly to be using Figma more. And there
are existing tools similar to that, that are good.

FROCERIR:

NRILFIE, HEFEMNBRR/Y K7, MIIETTRAMUSERENM, mmEANX MERHHEED
1LE % A/ Figma, BRIEEBE—LXMNFEIRT,

[00:42:21] Roger Martin

English:

Okay. So, | don't love it to start.

R EE:

908, ERFIR, RAEAERXTER,

[00:42:25] Lenny Rachitsky



English:

Say more.
FRCEIE:
BFF it ito

[00:42:26] Roger Martin
English:

So, "there's a big market over there, we'd like to get some," is a terrible reason in my view. The reason
should be, customers are bereft, customers are lacking something that we can provide. This is why |
hate... And most entries by foreign companies into China, they get their faces shot off. And the reason is
the rationale is, "it's big, we could get some of that." So, I don't love it, for starters.

FROCERIR:

AEHREXR, “WEEIAHE, HNEEI—FE" 2 MEENER, BHVZE: FRRIEZ, FARD
REDBRNERENARTE. XMBATATKITR - RSHINE AT HNPET I EIME, FRMZM
MeZiERE “MWEHHRA, HIMTUD—R" o Fill, HAREFXMHER.

[00:43:13] Lenny Rachitsky
English:

Well, I imagine you can also frame it in other terms, like our customers are demanding more ways to work
within Figma with their teams...

FROCERIR:
BRI LURAE, a0 “BAIME P E KT Figma REPEEZ SENERN AR -

[00:43:22] Roger Martin
English:

Yeah. So, that would be a better one... What's our aspiration? It's to satisfy core customers, who love what
we do, but think it's too narrow, that if we could broaden that for them, into this market, our customers
would be very happy.

FRCERIR:
B, XTMERFET. RITNBARMHA? REBLEAEIHN). ERFHNDEXENZOEF NREK

MBENMARESE, HAXIHE, BRPREES .

[00:43:47] Lenny Rachitsky

English:

That is really cool. And so, you want to frame it in the words of how customers would benefit, essentially.
R EIE:

XREE, ABLE, MER “BFIMNART NESHKEBAE,



[00:43:52] Roger Martin
English:

| just think those tend to be stronger... Because remember, what is strategy about? Compelling desired
customer action. So, everything ties back to that. So, then the where to play would be, you just want to
say, okay, what customers are we talking about... Through what distribution channel would we sell this?

AR ERIE:

RUEXENERES N, iBF, HBEXTHAn? BeEFAFETMETH. FU—TEZEREIZX—
Ro ETHRE "RHEIA” mE: BAEKEHERTF? BdTAREHE?

[00:44:42] Lenny Rachitsky
English:

Before we get to that real quick... So, the things you mentioned there is who specifically are the
customers? So, in this case it'd be like product managers, engineers, and other functions, and then
there's the distribution channels, how we'd actually get to them?

FRZERIE:

EHRNT—T2ZHRREINSE: AFNEFRER? EXIEAFR, JEFREE. IRE, AEE
DEHRE, FfNEAREmIT?

[00:44:56] Roger Martin
English:

Get to them, yeah.

R EE:

RAMBA], K.

[00:44:56] Lenny Rachitsky

English:

And then, what other questions are there within this where we will play?
FREiE:

BAE “RBHEME” PEERLEEthe)=?

[00:45:02] Roger Martin
English:

To what extent is it a finished product or a component? ... At what vertical stage? Is it an integrated
product, where it's the whole thing from soup to nuts? ... Those are all important where to play choices...
Like Four Seasons the hotel company... back in the 80s, they said we're going to get out of real estate



development... We're even going to get out of the business of owning the land or the hotel, so that we can
be awesome at hotel management.

AR ERIE:

EAZARE LR—THmBE—MAN? LDTEEEFNWINEE? B—IMKEENESTmIE? XL
REEN “THETE” EHF. LLINMEZEFEE (Four Seasons), 1E 80 4L, MiTRERLEM=H L, BEER
BRA I MECEEYL, EMIIMET T BB EEEE,

[00:47:07] Lenny Rachitsky

English:

So, it's like a value chain question. Where in the value chain are you going to play?
FRCEIE:

FRUAX G E— MMERERE, (RTEEMEENB NI NRES?

[00:47:13] Roger Martin
English:

Value chain. Yeah. Where in the value chain? That's exactly right. And everybody has value chain
questions. They often complain, after the fact, like all the apps complain about what cut Apple is taking,
but they made a choice, a value chain choice.

FRCERIR:

MEHE, K. SMARSERNEERNZ. ABEEGERE, LIFTE App HERSERVHEMN, B2
b1 B MBI EREERR.

[00:48:28] Lenny Rachitsky
English:

Okay, so we've talked about the winning aspirations... and then, where will we play? ... And then, it's how

will we win? How do you think about that?
FR3zEiE:
9, BT TIRMIRA, URESTE. ETRE NERM , REALE?

[00:48:57] Roger Martin

English:

Yeah, yeah. Well, you ask the question, how can we solve... that problem at a much lower cost... Or there
are other selections, but they make the user do all these things, and it's ponderous... We have shortcuts,

we use Al... Or we're more integrated... Is it better integrated into their workflow that makes their life

easier? ... Essentially, you've got to have a theory there, of how are you going to be better or lower cost.

RSz ERIE:



fRER: FAES UERBIMARREE? &, NERERREE, AFREERED, MAMNERESN,
1A Al HEFNBESFEL, EXERANNNIER, LEETEEM? KARL, REE—FEEL, HAMR
SRR B AT B R A B AR

[00:50:34] Lenny Rachitsky
English:

On the lower cost front, | think generally the advice is you don't want to go that route, that's a very
difficult route. What's your thinking of just when to go that route that you might actually win at lower
costs?

AR ERIE:
EFEAA, BENRNEFREEXERR, RNAET . FE+ARMRERMAREA TTREEIETRM?

[00:50:45] Roger Martin
English:

That's not advice | give. | think they're both completely legitimate strategies. They have implications. So,
if you want to be the cost leader, it is rare that you can be the cost leader without having dominant scale
in the territory in which you're operating. So, if you want to be a niche cost leader, good luck to you, that's
almost never going to happen.

AR ERIE:

BMREZMEN. HINARERETERERHEE, IBRFMAR. MRIFBAKRAETTE, WRIREFR
REYTUERE SIEE SRR, BIRMESZIMB. MRMEEBEH—D “NREIEEGRLE" , HiRFE, A
JLVFARAIRER S

[00:52:35] Lenny Rachitsky
English:

| think it's also important to say, either path is very hard, it's very hard to build a business that makes
money and is profitable and survives just broadly.

FRSCERIE:
R BHEHRA—T, TIEWEREEM, BII— P ek, BRHETE TRNE W AS FHARE R,

[00:52:43] Roger Martin
English:
Yes, yes, | agree.

FRCERIR:

[00:53:16] Lenny Rachitsky



English:

Okay. So, now we're at the capability step of trying to figure out what capabilities you need to win. Can
you talk about, say with FigJam, what are the sorts of things you think about here?

FRSCERIE:
%, MEET “BDEEN” X—F, EFERHABEBEMLRES. L Figlam Af, REZEWLLEAmE?

[00:53:26] Roger Martin
English:

Well, | guess I'd ask myself questions, like, is there a learning curve to this... Is there a way that we've
figured out how to serve customers that make them feel tended to better by us? ... How to win is a theory
of how customers are going to perceive us better... And then, it's what capabilities would we have to have
to make that theory come true, rather than just be a wish.

AR ERIE:

Ba: XREFEFIHE? BNEEHE T —MiLFARIRBIEEIFIRSHR? “OARE B—
EXTFEPMARABRNEGFRIRL; M O8N NEATUXERECHE (MAUNENEE) Romn
BE8IEET.

[00:54:47] Roger Martin
English:

It's just like again, Four Seasons... their how to win was they said... we're going to define it as a service
that makes up for what you left at home or at the office. Because people would rather be... at the office
than in a hotel because they can be more productive. So, we need capabilities, we need staff that can
deliver on that capability. What's the problem, for that? The problem is turnover in the hotel industry
globally is 80% a year...

AR ERIE:

BUEEEERN, tITNRRLRE: BREEXA—MITIMIBARIDAEEIERKBIRS. EAAL]
EREREDREMAZEE, EABBMNEXES, FMUENFREREXFIRSHIASR HEEWR? 2IKE
BB NSRBI R ZA B4 80%.

[00:56:26] Roger Martin
English:

You have to have a different way of recruiting, a different way of onboarding, a different way of career
development. And if you do all of those things, you end up with a 10% turnover rate... and you can then
get them trained up to deliver that kind of service. So, that's the capability that you build... to be able to
take more decision-making at a lower level, and treat the guests in a customized way...

FRCERIR:

RBFBEARRBEE. NRMRW ARG, WRIFMEEITXE, RERERZMEE 10%, (RFLEEINIZMIE
HAMARSS . XMBIRWENGEN: LREITRBEEZ AR/, UMEKBAENTFEA.



[00:57:01] Lenny Rachitsky
English:

It's interesting that these capabilities and even the management systems, which is step five, relate to your
moat. Which is the thing you need to achieve, also, ideally is the thing that other people, it'll make it hard
for them to do.

REER, XERHEEFATNEERRS, HS5MN A" BX. MEELIBEF, BERER TN
ZEIL A AN REMEINERS.

[00:57:14] Roger Martin
English:

Yep. So, you're exactly right. You can call if you want, how to win, moat, right? Definition of your moat.
And so, capabilities and management systems are what both build and maintain the moat...

FRCERIR:

R, MRMER, MALUE “MNEEFRM" MAIPETRE X, M%OREDMERRFNZWEN 4R
MIE,

[00:58:16] Roger Martin
English:

But at Four Seasons, you got to sell off all your hotels, you got to fire all the people involved in hotel
development... you have to essentially get rid of your entire staff, start from scratch... with the hopes that
maybe someday you'll be able to produce the kind of services Four Seasons does. The competitors
basically say, life's too short.

FROCERIR:

BENFEENRELD, WFEREMEEIE, BEFMBAAAR, BXLEMISFIBERIMKR, BEF
RETE —RERUESIFIRS. RENFERERY: “AEEE, @L0R."

[01:00:27] Roger Martin
English:

And so, if you have completely different capabilities and management systems, it'll encourage people to
choose a different where to play, how to win. If your capabilities and management systems are very
similar to your competitors... they're going to drive straight to your where to play and try to win exactly
the same place and wreck your market for both of you. That's what you don't want.

FROCERIR:

FREL, MRIFAETEFRANENDMERRS, MEEENANERTENZ SRS R NRIMBVEES
MAERLSHFIFERM, MIRSERPEMOTM, ER—MMAERS, KREIERRXNTHEREE. XIER
RERER,



[01:02:38] Lenny Rachitsky
English:

Wow, that's a great quote. This story about Southwest makes me think about Hamilton Helmer's counter-
positioning... basically, you position yourself in a way where the competitor can't do the thing that you're
doing because of the way their business is already structured.

FROCERIR:

HE, XEEAET. ArmMTSEILFHER Hamilton Helmer B9 “¥@EEAML” (counter-positioning) ——
B, (REMESHNARNULREXNFLERL, BAAtiINLSEHELERT,

[01:02:57] Roger Martin
English:

Ah, that sounds right. The "can't" thing.
FRCERIE:

W, DEERIREE. BT “MAE” B,

[01:03:00] Lenny Rachitsky
English:

Yeah, can't.

R EE:

EHY, AR

[01:03:00] Roger Martin
English:

The can't thing. Awesome. Yeah, and Mike Porter... was very big on that. He said, it's fault lines. You're
trying to find fault lines, where it is so painful for your competitor to come across that fault line, into your
side. And so, a great example of that would be Olay, at P&G...

FRCERIR:

AR X—Re AHET. BRR - KAEBEBEEX—R. HXW “HEL" . MEIFHBLEILNFE
I RaREIREBEENEELZ. EEMNE=H (Olay) ME—MEENHIF.

[01:04:05] Roger Martin
English:

If Estée Lauder would've taken their Clinique brand and brought it into mass, they would've killed what
we were doing. Simple as that... But Estée Lauder also has Bobby Brown, and Mac... all in prestige, and
the prestige channel, if they'd have taken Clinique, and taken it over into mass, would've done what?
Shot them in the face. Killed them, right?

FRCERIR:



INRHIF=H (Estée Lauder) IBBEE (Clinique) mhESIANARRTE, WITMERS ERENT. MXAE
B, BEHIF=KETLEELKMNA. BFShmE. NRMNEFETHRIARERE, BHRENZTERR
Ea? 2EEBKN, REMINER.

[01:05:38] Lenny Rachitsky

English:

| love that I'm learning all this strategic thinking about makeup and skincare...
FRCEIE:

BRXENRT , HRATEFZIXTFLmAIFRmBIaEE R4,

[01:06:02] Lenny Rachitsky
English:

| don't know if you're following the Al Google stuff that's happening, where there's search engines
competing with Google by just answering the question versus giving you a bunch of blue links? And
there's this question of, will Google shift... versus they're making trillions of dollars running ads when
they share blue links...

FROCERIR:

FREMAREX IR A BS? NEFERRSIEBIEROZRNEKRES, MARGHIEEBEE,
AR, ARSFEED? ESi(EReERENT SRT 1112,

[01:06:14] Roger Martin
English:

Yeah, no, no, | am very interested in what's going on in Al... But my general advice is always the same,
which is, it can take a while, but in the end the customers will triumph. A.G. Lafley... was very good on
this. And one of his big customers... came to him and said, if you don't stop cooperating with Amazon,
we're going to de-list all your products.

FROCERIR:

BHY, B A NERIFREENE, ERN—MRBNSE 0. BAFETENE, ERATPIHE. B
fL (A.G. Lafley, E7&Er1 CEO) EXFERERK. MWH—NUAZTFABEMM: “WRMAEFLSTSHERE,
BA TR T RIRFAE B~ Mo ”

[01:07:35] Roger Martin
English:

And A.G. just said, "If customers want to shop there, we just can't not be where our customers want to
shop... But we're not boycotting a place that customers have shown they want to shop." ... You can't hold
back the tide. Maybe you can for a while, but you can't forever. So, you just have to figure out where are

the customers going.

AR ERIE:



FERER: “WRFFABEMREWLY, HNMAEFERE. HMFAHE—1FF ELIERBRHEINEERN
#7.” (RIERIER (tide)o tBIFIREEFAE—BY, BARREXZIEE, FRUMROAFEREFP BZEME,

[01:11:09] Roger Martin
English:

Think about Microsoft and its monopoly on PC operating systems... | often asked people, when's the last
Windows update that got you as a customer excited? ... The answer, | think is really clear, Windows 95,
right? ... Their share of people staring at a smart screen has plummeted. Why? Because water finds its
own level.

AR ERIE:

BREARTE PC RERF L2, FERIA:  “E—RILIREEINER Windows B2t Alffz? * ZFER
BAtfA: Windows 95, II7E, ffi)7E “BREFREXEINK FHOFEZREK. NHTA? BHAKERLFE, Af]
HE T Hth B AR

[01:13:59] Lenny Rachitsky

English:

And it may take time, but eventually the customer tide pulls, that's a, | think that's really important.
FREiE:

FIRERER e, BERAFFIEARASNHN—Y), RREXIFEER,

[01:14:04] Roger Martin

English:

But yeah, start now. If you don't start now, it's too late.
R EE:

T, MEMRFE. WRAIWEFFR, mABRT.

[01:14:11] Lenny Rachitsky
English:

| want to end with one very tactical question for people... You have this really cool idea called
betterment... thinking betterment over perfection. Can you just talk about that approach?

AR ERIE:

HEU—TIEEREMAERREE R, B —NMREREEN “S#” (betterment) , BIERBHTMIFTE
%o REEVIRX N TTIEND?

[01:14:32] Roger Martin

English:



So, for me, strategy... | just think of it as a problem solving tool. And what problem should you attempt to
solve? You should attempt to solve something where your current outcomes... are lower than the
outcomes you wish you were getting. That's what | call a gap. ... You're going to need to make a different
set of choices to make that gap go away. That's what | would work on.

FRCERIR:

MEHKY, ISR TRRRPEN TR, RNZZHBRTARIE? (REZARRIBLEIVR S FREALE R ZE]HY
EiB, HMZA “RO” (gap). MFREBME—EFRERRHEFX MR, XMIHREMBI T,

[01:15:31] Roger Martin
English:

| would just ask the question, what is the single most painful gap currently that I'm facing? ... And then
just tackle that. And say, what different choices could | make? ... Don't try to solve the problems of the
world... that's perfection. Betterment is making that gap go away. And guess what happens if you make
that gap go away? You can turn your attention to the next gap...

FRCERIR:

=00 BRI RHERNSBEENROZHA? ARERRE, BEF . RYUMEPERFENER? FTERER
REHFHEE, BBERTE. BUAMBEFB MO, —BROVERT, RELBE]UHERET— RO,

[01:18:21] Roger Martin
English:

... betterment, it doesn't make purists feel awesome, but I'm not here to make purists feel awesome, I'm

here to help people get better.
AR ERIE:
------ ‘BOR” FIREASIULRAEEXERRF T AE, BERAZNTILMIIFL, HEATHEBANEFET.

[01:18:58] Roger Martin
English:

Well, on strategy, there's one piece of advice I'd say... | have never met this mythical beast called a great
natural strategist. ... Great strategists that | have met have all one thing in common. They just practice.
And anybody... who is willing to practice strategy, who will end up saying, I'm operational, | don't do
strategy well. ... Just work on making different choices to solve problems. ... If you do that, you'll be a
great strategist.

AR ERIE:

KT HBE, HEE—FEN. BMRIAIFTBN “REHBER" . ZRUIHAEFHFRHEBEREBE—THRER:
IR ZBRET4 S, ERREEIHBEHIA, REBAZBR “RRAZMRRITH, BFERER” . REXK
AFEIREBIERREBREE, (RN —RHARBIEHEES.

[01:21:22] Lenny Rachitsky

English:



Wow. | love this, | love how empowering it is, | love the real talk. Roger, you're awesome. Thank you so

much for being here.
R EIE:
I, HWAENXERIET, FEFHE, MEREM. Roger, RAET. IFEREREER,

[01:21:29] Roger Martin

English:

You're most welcome. Thank you for making it a fun journey for me.
FRCEE:

RES. BHHRHELEHXERRIRAVIRIZ,

[01:21:32] Lenny Rachitsky

English:

| learned a ton, and that's always a good sign, and it was a lot of fun. Thanks, Roger.
FREiE:

BFITRSZ, XEZFKL, MEIERRER, #15, Roger,

[01:21:39] Lenny Rachitsky

English:

Thank you so much for listening... See you in the next episode.
R EE:

RS- FHAITT BB Mo



