BIG IDEAS:

Grow Your Business by Shrinking Your Firm

What will your firm look like after this crisis has abated? Most likely

it will be smaller, it will leverage outside assets more, and it will be

more flexible. At least, that is what it will have to be. As always after an
economic crisis, there will be uncertainty about the rate of expansion of
the economy. But this time there will also be extreme uncertainty around
the kinds of opportunities that firms will face. So you will need to hedge
your bets, advance and retreat flexibly, and focus on what is sustainable.
You know there’s lots of opportunity out there, but you'll have to think
more strategically about getting allies and partners to help you pursue
these. To survive and perhaps thrive, you will need to trade control over
assets that you own for influence over a flexible collection of assets
owned by your allies. Such reliance on others brings with it problems

of its own, of course. So your management style too must change to
manage this new risk. But the alternative is to stay down for the count.

Use Recombinant Strategy to Leverage Your Assets

Success is increasingly about what company you keep. Smart use of
"recombinant strategy” allows a business to grow and innovate by
tapping into external assets. The process of combining and recombining
resources can create new value in the market. If you lead a new business
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or are restructuring an existing one, you already knew this. But the
choices you face are bewildering: buying companies or pieces of
companies, selling assets, joining with others in partnerships, or forming
a network of affiliates. Don't approach these choices in an ad-hoc
fashion. You need a strategic framework to ask the right questions and
navigate trade-offs.

Manage Your Alliance Strategy Without Fear

Most business leaders are control freaks. As a result, they leave value
on the table every day. They fear transactions and relationships that
are based on sharing risk and control. True, these alliances are tricky

to manage by the old rules we know so well. But new entrants, new
disruptive technologies, new regulations, and even new ideas from old
rivals will jar your world, if they haven't already. To respond, you must
play with a full set of tools — including alliances, partnerships, and joint
ventures. When managed well, they can beat simple transactions and
blunt acquisitions. Besides, who today has the funds to buy control in big
deals?
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