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Conventional wisdom on strategy is no longer a reliable guide. In Essential
Advantage, Booz & Company's Cesare Mainardi and Paul Leinwand maintain
that success in any market accrues to firms with coherence: a tight match
between their strategic direction and the capabilities that make them unique.

Achieving this clarity takes a sharpness of focus that only exceptional companies
have mastered. This book helps you identify your firm's blend of strategic
direction and distinctive capabilities that give it the "right to win" in its chosen
markets. Based on extensive research and filled with company
examples—including Amazon.com, Johnson & Johnson, Tata Sons, and Procter
& Gamble—Essential Advantage helps you construct a coherent company in
which the pieces reinforce each other instead of working at cross-purposes.

The authors reveal:

· Why you should focus on a system of a few aligned capabilities

· How to identify the "way to play" in your market

· How to design a strategy for well-modulated growth

· How to align a portfolio of businesses behind your capability system

· How your strategy clarifies growth, costs, and people decisions

Few companies achieve a capability-driven "right to win" in their market. This
book helps you position your firm to be among them.
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· Why you should focus on a system of a few aligned capabilities

· How to identify the "way to play" in your market

· How to design a strategy for well-modulated growth
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Chapter 1: The Value of Coherence
Essential advantage and what it means for your business
How many books, frameworks, and consultants have you turned to in the search for the right strategy? How
often have your strategies changed in an attempt to create value? How many times has your organization
pursued new growth avenues or “white spaces”, with an enormous amount of time and effort, and never quite
getting the results you expected? How many initiatives have you started that didn’t stick – or that never
achieved their potential?
Most importantly, how many of these approaches to business success were isolated or fragmented within
your company, ignoring or even undermining each other, simply because nobody had quite figured out how
to fit them all together?
“We’re searching for the glue,” lamented the CEO of one of the world’s largest consumer products
companies when we met with him not long ago. He is not alone. Most senior executives would like their
decisions to relate effectively to all parts of the enterprise, from customers to internal investments to product
or service lines. And yet they seem to spend their time making choices and tradeoffs, balancing functional
requests with business demands, all while putting out the fires that flare up constantly. They don’t spend a lot
of time on the potential advantage available to the enterprise as a whole.
This is a book about the nature of essential advantage in any business. As strategy consultants who have
worked with hundreds of companies in defining moments of crisis and business transformation, we’ve been
furnished with a rare window on what allows organizations to establish and sustain success over time. As a
result, we have distilled what we believe to be the essence of advantage.
Your essential advantage is what your company does better than anyone else. When it is relevant to your
ability to create value, it becomes the source of sustainable, superior returns. It’s not what you have that
matters; it’s not what you sell; it’s not even what you’re known for. It’s what you do, time and again, for the
customers you serve.
Many businesses struggle along without a clearly realized, distinctive advantage of this sort, But a few seem
to possess it to some noticeable degree. These are the companies whose people, from the top to the bottom of
the hierarchy, seem to know what they are doing and why. These companies manage to set priorities among
competing demands, unsentimentally cutting out operations and activities that don’t fit, and yet they are
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gracious and responsible where it counts. When they enter a new market or launch a new product, they do so
confidently, as if they have earned the right to win. They often seem one step ahead, outpacing competitors
and anticipating just what their customers will want next, while making it all look natural. And their products
and services are enviably profitable Even the atmosphere in their offices somehow conveys focus and clear
thinking. (Yes, they make missteps – but those are often quickly forgotten in the context of their overall
success. They may even learn from them.) If you look closely at how they operate, you won’t find any sign
of the false distinction between strategy and execution that holds so many companies back.
These qualities are not random or anomalous. They stem directly from being coherent.
To most businesses, coherence simply means a requisite degree of shared resources and consensus. But to us,
it is much more rigorous and specific. Coherence is resolute focus and clarity around the way a company
creates value in the market. It created by bringing together three critical elements of strategy, the elements
that set the direction for any commercial enterprise:
• The “way to play:” a company’s deliberately chosen way to create value in the market for its chosen
customers.
• The “capability system:” The integrated collection of processes and practices that a company deploys to
fulfill its way to play.
• The “product and service fit:” The portfolio of offerings that make good use of the capability system.
Only a coherent company – one which has mastered this three-part balancing act – is equipped to reliably,
sustainably, outpace competitors. The essential advantage that results from this coherence is also linked, as
we will see throughout this book, to higher effectiveness, superior economics, and sustained gains in
financial performance, which together generate significant shareholder value.
In fact, we contend that, in most industries, coherence is the only route available for a company that wants to
develop a right to win in its markets; the only way to create enduring value for shareholders and employees.
The details of any company’s coherence – its preferred ways to play, capabilities, and portfolio of products
and services -- will vary enormously from one company to the next, but the overall principle remains
constant: Coherence is the only sustainable source of essential advantage.
Our core insight is that simple. Yet it is incredibly hard for companies to internalize and for external
stakeholders (such as Wall Street) to support.
Most companies fail to pass the test of coherence. Their functional agendas and business priorities collide.
Their growth emanates not from the core but the acquisition of apparent “adjacencies” and “synergies” that
often turn out to be anything but adjacent or synergistic. When they cut costs—which they must do more
often than they should—it is an across-the-board exercise rather than a considered reallocation of resources.
Although few companies are fully coherent, many companies thrive because they are relatively coherent,
compared to their competitors. Once business people grasp the value of coherence (and the essential
advantage it can provide them), they become far more effective than they had been before. And any
company, no matter how difficult its industry or circumstances, can turn away from incoherence at any time.
The pursuit of essential advantage is powerfully rewarding. But it requires courage to make the necessary
choices, and stamina and skill to execute them, even for the most experienced leaders. Above all, it requires
continuous attention. Every choice a CEO or business manager will face, from M&A decisions to
organizational issues, will now be made from a coherence-related perspective.
Let’s see what happens when a company takes on this challenge – with a start-to-finish case study of the way
a division of Pfizer gained essential advantage through a deliberate set of strategic decisions.

Users Review

From reader reviews:

Alfred Cox:

Reading can called imagination hangout, why? Because when you are reading a book mainly book entitled
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The Essential Advantage: How to Win with a Capabilities-Driven Strategy your head will drift away trough
every dimension, wandering in every single aspect that maybe unidentified for but surely will become your
mind friends. Imaging each word written in a e-book then become one form conclusion and explanation that
will maybe you never get prior to. The The Essential Advantage: How to Win with a Capabilities-Driven
Strategy giving you another experience more than blown away your mind but also giving you useful facts for
your better life within this era. So now let us present to you the relaxing pattern the following is your body
and mind are going to be pleased when you are finished reading through it, like winning a casino game. Do
you want to try this extraordinary paying spare time activity?

Eric Bass:

The Essential Advantage: How to Win with a Capabilities-Driven Strategy can be one of your nice books
that are good idea. All of us recommend that straight away because this reserve has good vocabulary that
may increase your knowledge in vocabulary, easy to understand, bit entertaining however delivering the
information. The copy writer giving his/her effort that will put every word into enjoyment arrangement in
writing The Essential Advantage: How to Win with a Capabilities-Driven Strategy however doesn't forget
the main position, giving the reader the hottest along with based confirm resource facts that maybe you can
be certainly one of it. This great information could drawn you into brand-new stage of crucial considering.

Hayden Roberts:

Do you like reading a e-book? Confuse to looking for your chosen book? Or your book was rare? Why so
many problem for the book? But any people feel that they enjoy for reading. Some people likes studying, not
only science book but additionally novel and The Essential Advantage: How to Win with a Capabilities-
Driven Strategy as well as others sources were given knowledge for you. After you know how the good a
book, you feel need to read more and more. Science e-book was created for teacher or perhaps students
especially. Those guides are helping them to add their knowledge. In other case, beside science e-book, any
other book likes The Essential Advantage: How to Win with a Capabilities-Driven Strategy to make your
spare time a lot more colorful. Many types of book like here.

Renee Middleton:

Some people said that they feel bored stiff when they reading a book. They are directly felt the item when
they get a half elements of the book. You can choose often the book The Essential Advantage: How to Win
with a Capabilities-Driven Strategy to make your own reading is interesting. Your current skill of reading
ability is developing when you like reading. Try to choose straightforward book to make you enjoy to read it
and mingle the feeling about book and studying especially. It is to be 1st opinion for you to like to start a
book and study it. Beside that the book The Essential Advantage: How to Win with a Capabilities-Driven
Strategy can to be your new friend when you're experience alone and confuse with what must you're doing of
the time.
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