The Art of Management Study Guide

Attacking Problems

In this chapter, Sun Tzu discusses the roles of focus, strength,
strategy, and company politicsin attacking problems. We usetheword
“problems’ herevery loosely. Thetitleof thischapter intheorigina
was“Planning an Attack.” For our purposes, aproblemscan be
anything that requireschangein the organization.

What happens when we plan change? How does the organization
react? How can we keep the organization strong in the face of
change?

How do we get the organization to cooperate with our attack on a
problem? How do we handle oppositionto change? What arethe
techniquesfor preventing opposition from forming? What should wedo
if strong opposition formsagainst something wewant to do?

What do we do if our ideas are broadly supported? What do we do
if our ideas are unpopular?

What happens to the organization when company politics arise?
What is the nature of company politics?

The chapter ends with a discussion of company politics and its
harmful affectson organizations. Thistiestogether the discussion of
attacking problemswith thetopic that beginsthe chapter, the need for
organizationd unity.
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Attacking Problems

Question One:

What roledoesmanagement play in an organization?

A. An organization must be managed to survive.

B. Organizationsrequire management in new proj ects.

C. Bad management iswor sethan no management at all.

D. Management hasdifferent rolesin different organizations.

Y our organization requires your management.

From The Art of Management

Answer:
A. An organization must be managed to survive.

Management is needed because the situation changes. In acom-
petitive world, an organization without management decision-
making is quickly outmoded. If the processes and procedures
within an organization were completely stable, people could just
perform their jobs and the organization could function without
management. Change necessitates management decision-making.
Our ever-increasing pace of change means that management is
more important than ever.

A problemisanything that requireschange. A problemisidentical with
an opportunity for improvement. Sun Tzu generally seesnodifference
between problemsand opportunities.

Planned changesare necessary for avariety of reasons. WWemay want
to expand the organization. We may want to makeit moreefficient.
We may face acompetitivethreat in the marketplacethat weneed to
address. Change can bedriven frominsidethe organization by innova-
tion or from the outside by competitive pressure.

We should realize beforehand that change is never popular.
Organizationsresist change. Everyone is more comfortable doing
what he or she has aways done. Change means uncertainty.
Everyonefearstheunknown. Thisiswhy organizations need manage-
ment and managers.
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Question Two:

How can you tell strong or ganizationsfrom weak ones?

A. Strong organizationsare smart; weak onesdumb.

B. Strong organizations are experienced; weak ones are new.
C. Strongorganizationsare united; weak onesaredivided.
D. Strong organizationsare large; weak ones are small.

A united organization is effective.

A divided organization is ineffective.
A united department is effective.

A divided department is ineffective.
A united team is effective.

A divided team is ineffective.
Devoted employees are effective.
Indifferent employees are ineffective.
A united group is effective.

A divided group is ineffective.

From The Art of Management

Answer:
C. Strong organizations are united; weak ones are divided.

Sun Tzu redefines the idea of strength for a competitive world.
The natural mistake isto consider size and strength as the same
thing. Sun Tzu said that this view was totally wrong. Size doesn’'t
matter. Large organization can be beaten by smaller ones. The
difference that determines strength is not in size, but unity.

Of course, we say “unity,” but Sun Tzu actually just used the
Chinese ideogram for the number “one” contrasting it with the
character that means “divided” or “broken.” He meant “unity,” but
he also meant focus, single-mindedness, and, asit saysin alater
chapter, concentration. He meant unity of purpose, ideas, and
people.

Problemsawaysthreaten thisunity. Changeisasoathreat. Beforewe
can solveany problem, wemust reali ze that keeping the organization
focusedisvita.
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Attacking Problems

Question Three:

What should you react to opposition tothe planned change?
A. You must over comeall opposition tothechange.

B. You mustignoreopposition tothechange.

C. You must reach a consensuson doing thechange.

D. You must prevent opposition tothechange.

Unity works because it enables your organization to solve
the problems it encounters.

This still doesn’'t make you a great manager.

Avoid creating problems, and accomplish your goals.

This is the right goal for a good manager.

From The Art of Management

Answer:
D. You must prevent opposition to the change.

Problemsare not problemsif people accept change. Power isnot about
overcoming opposition. Indeed, in Sun Tzu'smethod, conflictisthe
failure of successful strategy. Unity withintheorganizationisthe
foundation of success. Opposition to changeswithintheorganizationis
dangerousand destructive, aseriousprobleminitsaf.

In addressing aproblem, wewant to put ourselvesinapositioninwhich
otherswill bediscouraged from opposing change.

|deally, we want them to agree with the need for change and goals
of the project. Reaching a consensus, however, is not always
possible. Changeisfrightening for many people. Evenif wewin
agreement that change is necessary, we are unlikely to get com-
plete agreement about the type of change needed. Even if com-

plete agreement ispossible, it cantaketoolongto establish. Thisisthe
primary weakness of the Japanese consensus system.

Speed is the essence of management in a competitive market. We
must address weaknesses quickly, but we al so want to make changesin
waly that minimizescreating moreproblems. Sun Tzu offersanumber
of techniquesfor doing this.
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Question Four:

What isthebest strategy for dealing with problems?
Solveproblemsbeforethey arecreated.
Untangleproblemsto find acommon sour ce.

Find solutionsthat directly addressthe problem.
Reor ganizeyour processesto eliminatethe problem.

00w

It's best to solve problems before they are created.

The next best is to untangle problems.
The next best is to solve problems.
The worst is to try a complete reorganization.

From The Art of Management

Answer:
A. Solveproblemsbeforethey are created.

Thisisafundamental rulein Sun Tzu'smethod. Wewant toforesee
potentia problems. By preventing problemsbeforethey occur, we
avoidtheneed to place blame. Peoplearen’t putinaposition of having
to defend themsealvesor their practices. Thispreemptivestrikeelimi-
natesunnecessary conflict within the organi zation.

Too many managersaretoo tentative and uncertain about addressing
problemsbeforethey become serious. They waittoolong. They may
foreseepotentia problems, but they areafraid to fix what isn’t broken.
By ddlaying, they actudly precipitateinterna debate and dissention.
Decisveactionisgivestheorganization confidence. .Thelessdirect
approach gives peoplethetimeto devel op entrenched positions. After
people have entrenched positions, no matter what we decide, we have

oppaosition.

If we cannot make apreemptive strike, the next best tacticisto un-
tangle problemsto identify their source. Problemsseldom show up
wherethey arecreated. Most problems appear downstream, after they
have been created earlier intheprocess. A small changeearlierinthe
process can solvealarge problem|later inthe process. Thesmaller the
change, themore certain the solution.
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Attacking Problems

Question Five:

I f you must r eor ganizeyour wholeoper ation to solvea problem,
how doyou doit?

A. You must takethetimeto plan thereorganization.

B. You must expect new, smaller problemsfrom reorganization.
C. You must bewillingtoinvest money in consulting.

D. You must avoid completereor ganization.

Look what happens when you completely reorganize.
It looks great as a plan, but it will not succeed.

First, you must reinvent the processes needed.

You need the right people and resources.

This can take months and creates more problems.
You try to work around the problems.

After more months of work, you still won’t make progress.
Everyone involved gets impatient for results.

You then try to throw money at problems.

This undermines your credibility and effectiveness.
You are still unable to make progress.

This approach is a disaster.

From The Art of Management

Answer:
D. Youmust avoid completereorganization.

Sun Tzu doesn't believethat we are smart enough to tackle huge
problemsall at once. Largereorganizationsare muchtoo risky for the
organization. We can make changesat thetop or the bottom of the
organization, but we shouldn’t make changes everywhereat once.

The strength of our organization comes from its focus and unity.
Nothing isas certain to destroy that focusand unity astrying to
“reengineer” the entire organization at once.

We awayshave aninfinite number of opportunitiestoimprovethe
organization. Theideathat we can make abig changesinfrequently to
keep up with competitionissimply wrong.
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Question Six:

How can you solve seriousand numer ous problemsif you can’t

make big changes?

A. Wemust start with problemsarising from processesthat
peoplearemost devoted to.

B. You must accept that all or ganizationshaveto livewith some
of their problems.

C. You must solveproblemsincrementally and continuoudly,
minimizingtheorganization’sresistance.

D. You lay out acompletesolution for your problems, but imple-
ment isalittleat atime.

Make good use of your management time.

Let your people abandon poor practices.

You can solve problems with minor changes.

You must lure people away from their entrenched positions.
You do this gradually, a little at a time.

You can overcome any opposition.

You must keep your goals simple.

From The Art of Management

Answer:
C. Youmust solveproblemsincrementaly and continuous, starting
minimizing theorganization'sres stance.

Do mistakenly think that Sun Tzu preachesthat we should | et problems
linger. Hewantsusto solve problems. Nor doeshebelievethat we
can know a | the solutions ahead of time. We must be smart about it.
We must avoid creating new problems. We must avoid creating oppo-
stionwithinthe organization. Thebest strategy isto solve problems
incrementaly, in small stepsthat areimpossibleto oppose.

Thisaccomplishestwo goals. Firdt, it decreasestheresistanceand fear
of change. Secondly, it shortensthetimeit takesto implement and test
thenew solution. Using thistechnique, problem solving and continuous
improvement become habitswithin the organization. Our peopleget
adjusted to acontinuous, high rate of change.
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Attacking Problems

Question Seven:

What attitude should you have onceasolutionisinitiated?
A. You must advanceasolution car efully to seeif it works.
B. You must betotally dedicated tofinding a solution.

C. You must be careful to make sure peoplelikeit.

D. You must keep it on timeand within budget.

Once committed to a solution, throw everything in it.
Never give up when tackling a problem.

You can always find a competitive advantage.

To do this, you must plan your approach to problems.

From The Art of Management

Answer:
B. Youmust betotally dedicated to finding asolution.

Oncewetarget aproblem, we must betotally dedicated to solvingit
onceandfor al. Problemsaren’t solved unlesswefight for their
solution. Wemust always belooking for waysinwhich we can make
the solution successful. Sun Tzu advises patienceinthe sensethat we
must await our opportunities, but he al so wantsusto embrace our
decisionsand seethem through. Just becausewedon’t risk our re-
sources doesn’t mean we shouldn’ t dedi cate everything we haveto
make certain weare successful.

The future is never certain, but one of the best waysto predict the
futureisto shapeit. Every problem hasmany different solutions, dl
with different benefits. Targeting aproblemwithout solving it decreases
the confidence of the organization. Solving the problemsthat wetarget
increasesthe confidence of the organi zation.

Onceaproject isinitiated, wewant to concentrate on implementing it.
Wedon't want to get sucked into debating its pros and cons. People
must cooperated for the good of the organization. Not al solutionswill
be successful, but their failure should never arisefrom lack of dedication
or support. Few solutions make everyone happy at thetime. People’'s
happi ness comesfrom asuccessful organization.
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Question Eight:

How doestheweight of opposition to changedeter mineyour

tactics?

A. Different amountsof opposition call for different tactics.

B. Your tacticsfor dealing with opposition are alwaysthe
same.

C. Thesize of opposition matterslessthan theindividuals.

D. You can never work against overwhelming opposition.

The rules for overcoming opposition to change are:

If you have ten times the support, go around the opposition.
If you have five times the support, attack the opposition.

If you have twice the support, divide the opposition.

If your support is equal, pick only battles you can win

If your support is weaker, avoid confrontations.

If your support is much weaker, outpace the opposition.

From The Art of Management

Answer:
A. Different amounts of opposition call for different tactics.

We must work out basi ¢ issues of philosophy over long periodsof time.
If we are dedicated to acertain change, we sometimes must work for it
against themost of the organization for along period of time.

In these cases, the size of our opposition does not determine its
strength, but it does determine our tacticsin making changes success-
fully. We can overcome huge amounts of oppaosition, but we must have
theright approach. Wemust design our strategy to minimize destructive
conflict.

Again, the basis of Sun Tzu's system is avoiding damaging conflict
whenever possible. In situations where conflict is unavoidable, we
must have astrategy that minimizesthe period of debate. InsSituations
where our supportersfar outnumber our opposition, we can afford to
actdirectly. Ingtuationswhere our support islessthan overwhelming,
we haveto be more patient and pick our battlesto win the organization
to our viewpoint.
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Attacking Problems

Question Nine:

How doesthe popularity of an idea affect the chancesthat it is
accepted?

A. Unpopular ideas are fundamentally flawed.

B. Popular ideasare seldom successful competitive moves.

C. Unpopular ideas can become popular over time.

D. Thepopularity of an ideaisseldom relevant.

Unpopular ideas cannot generate broad support.
However, broad opposition cannot stamp them out.

From The Art of Management

Answer:
C. Unpopular ideas can become popular over time.

The popularity of anideaisatransient thing. If anideais broadly
unpopular, it cannot be broadly implemented at the moment.
However, unpopularity never killed anidea. Aslong asanideahas
one support in the organization, it will survive. Thisis especially
true if we as managers support the idea.

The popularity of anideadependsupon thesituation. Popularity shifts
with the seasons. Anideathat everyonelaughsat today may seemthe
obviousthing to do tomorrow.

We have to know how to deal with the popularity or unpopularity
of our ideas. If anideais poorly received, we have to be patient.
We have to wait until the times and circumstances areright in
order toreintroduceit. Onethe other hand, if anideabecomes popu-
lar, we haveto take advantage of itsacceptancein order toimplement
it.

Organizations are not democracies, but we are managers, not
dictators. We can work against opposition, but we cannot make
unpopular ideas palatable. As managers, we always have to be
sensitive to people’sreal feelings about an idea. False support and
lip service doesn’'t guarantee our SUCCESS.
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Question Ten:

When planning a proj ect, how should you think about your
relationship with the or ganization?

A. You should not be concerned with therelationship.

B. You should becloseto your people; they must carefor you.
C. You must lead your organization and it supportsyou.

D. You must support your organization and it controlsyou.

Y ou must master management.
Your organization must support you.

From The Art of Management

Answer:
C. You lead your organization and it supports you.

Our relationship with our organization is critical. Our relationship
is not necessarily an affectionate, caring relationship between
individuals. Personal relationships often make good decisions
difficult and uncomfortable.

Our organizations depend on usto lead. We cannot be uncertain or
doubtful about our course. If we are confused, the organization
will fall apart. We have the responsibility to make decisions. We
cannot delegate our responsibility.

In order to implement those decisions, we need the support of the
organization. Once adecision is made, the debate cannot con-
tinue. For the good of the organization, we must demand support.

Anorganizationisn't aabstract entity. Itispeople. Theorganizationis
congtructed from therolesthat we definefor our people, but peopleare
alwayshigger thantheir roles. Wedefinetheserolesfor theeffective-
ness of the organizations, but noneof our definitionsare perfect. Roles
and job definition must change. Our people must bewilling to do what
isnecessary if theorganizationisgoingtowork. If peoplefail to
support us, the organi zation cannot work.
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Attacking Problems

Question Eleven:

How doesan or ganization’ssupport of management decisions
affect its ability to compete?

A. Strong organizations can compete despite weak managers.
B. Weak organizationscan’t compete despite good support.
C. Their support deter mines organizational strength.

D. Their support deter mines management strength.

Supporting its managers makes an organization strong.
Undermining its managers makes an organization weak.

From The Art of Management

Answer:
C. Management support determinesorganizational strength.

Organizations cannot compete if their management isweak. The
support of the organization alone does not make a strong manager.
Unity makes an organization strong. If an organization supports its
management, it is unified and strong.

Weak organizations do not support their managers. They canfail to
support their managersfor avariety of reasons. Their manager may bea
poor decision-maker and undeserving of their support. Their manager
may be agood decision-maker but poor at explaining the need for
change. Theremay be politicswithin the organization that undermines
themanager’ssupport. Inevery case, theorganizationisfractured and
weak. Leaderlessorganizationsarelikerudderlessships. They cannot
winacompetitivechallenge.

Everyonein the organization must understand the need for strong
leadership and strong support for their leadership. They must appreci-
atetheneedfor unity. Everyone's success depends on the success of
theunity of theorganization. The organization cannot succeed if people
do not support itsmanagement. If some peoplebelievethat their
manager isincompetent, they should be encouragedto leavethe
organization. They canfind better opportunitiesel sswhereandthe
organization will bestronger without them, no matter how talented they

are.
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Question Twelve:

What problemsfor managersarisefrom internal company poli-
tics?

A. Peoplearetoo optimistic about what can beaccomplished.
B. Peoplearetoo pessimistic about what can be accomplished.
C. Peoplearetoo confused to know what to do.
D. They areat oncetoo optimistic, too pessimistic, and too
confused about what to do.
Company politics create problems for managers in three
different ways.
Ignorant of which tasks are impossible, others insist on
them.
Ignorant of which tasks are necessary, they propose different
priorities.
This is called hamstringing your management.
Company politics is the opposite of management.
Everyone has an opinion about what must be done.
This confuses everybody’s priorities.
From The Art of Management
Answer:

D. They areat oncetoo optimistic, too pessimistic, and too confused
about what to do.

Internal company politicsdestroysgood organizations. What wecdll
“company palitics’ isnothing morethan failure of theorganizationto
support itsleader.

When an organi zation getsinvolved in palitics, it losestrack of its
central redity. Only thechief executiveisinapostionto seethe
organization asawhole. Everyoneese' sfocusislocal. They seeonly
their local area s problemsand opportunities. Thismakesmany organi-
zationtasksseem easier thanthey redlly are. 1t makesother tasksseem
impossibleeven when they are necessary.

Without aglobal view that they can trust, the organization is
thrown into chaos.
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Question Twelve:

Why situationsusually gener atethe politicsthat causethe
organization to stop supporting its manager ?

A. A difficult and competitive market environment.

B. A wealth of opportunitiesin the marketplace.

C. Thelack of a satisfying company focus and mission.
D. Thedivergence of personal and organizational goals.

Company politics are blind to management hierarchy.
They assumes all internal desires can be satisfied.
This makes everybody uncertain of their goals.

From The Art of Management

Answer:
D. Thedivergence of personal and organizational goals.

Organizational unity does not fall apart because of external pres-
sure. Indeed, external pressure can often bring an organization
together. Internal politicsis more likely to become a problem
during or after periods of opportunity and success, but a wealth of
opportunities by itself doesn’t pit various parts of the organization
against each other. Thelack of a satisfying organizational mission
does create problems, but internal politics can arise in organiza-
tions with appealing missions.

Internal politics results from people defining their personal success
independently from the organization’s success. This can happen in
two ways. First, groups compete with other divisions within the
organization. Instead of seeing other departments as their partners
in success, they see start to see them as competitors for resources
and organizational influence. Secondly, individuals can cometo
believe that they can be successful in their careers despite the
weakness of their organization. People sometimes think that they
can advance themselves by being the strongest player a weak
organization. Both types of thinking result in individual s putting
their personal agendas above the needs of the organization as a
whole.
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Question thirteen:

What istheeventual result of internal political battleswithin an
organization?

A. A new, stronger leader will befound for the organization.
B. Theentireorganization isweakened inviting failure.

C. Theorganization comesto dislikeinternal palitics.

D. Theorganization becomesindifferent tointernal palitics.

If your people are confused, you lose their trust.
This invites new conflicts in every quarter.
We say that a disorganized organization fails at success.

From The Art of Management

Answer:
B. The entire organization is weakened inviting failure.

Whenindividual self-interest takesprecedenceover globa gods, there
isno happy outcome. Internal politicsweakensthe entire organization.
Distrust and conflict between different managerscreate distrust and
conflict between different divisons. A united organizationisnow a
divided, weak one. When peopletry tofurther their individual self-
interest, everyone sorganizationa interestsare hurt.

Internal strife within an organization encourages internal competi-
tion. Once the focus shifts from external competition to internal
competition, the organization startsto tear itself apart. No one’'s
self-interest can be satisfied if the organization fails.

When politicsflareswithin our organization, wemust stopit at all costs.
Wemust removeindividua sand punish divisionsthat put their own
needs above the needs of the organization asawhole.

Whenweareinvolved, thisisadifficult issue becauseinterna politics
underminesour leadership. Indefending our leadership, arewe not
guilty of thesame battlefor self-interest that othersarewrapped upin?
No, the organization must support usasitsmanager. Support of its
manager bring the organi zation together. Politicstearsit apart.
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Question Fifteen:

With which of thefivekey elementsdiscussed in chapter oneis
thischapter primarily concerned?

A. Thequalitiesof aleader.

B. Thecontribution to value.

C. Your useof time.

D. Your management philosophy.

Y ou must know five things to succeed.

Success comes from knowing what needs doing and what
does not.

Success comes from handling large and small groups well.

Success comes from everyone sharing the same goals.

Success comes from turning problems into opportunities.

Success comes from good management and avoiding
company politics.

You must learn these five things.

You then know the principles of success.

From The Art of Management

Answer:
D. Your management philosophy.

Remember that Sun Tzu's view of a management philosophy is
everyone sharing the organization’s goals and success. We don’'t
manager our organization for our personal self-interests indepen-
dent of the organization’s interest. We direct the organization for
EVEryone’s success.

We started this chapter talking about the advantages of unity.

Unity comes from our philosophy, from our shared mission. We
putting that unity into practice by prioritizing and planning the
change within the organization. Despite the fear that people have
of change, we must get the organization’s support for new projects.
Changeisrisky, but, if the organization is united, its strength can
survivetherisks. If welet company politics weaken the organiza-
tion, even minor changes are likely to cause major problems.
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Question Eighteen:

What isthebasisfor Sun Tzu’stheory about planning a project to
assur e success?

A. Itisatheory of unity.

B. Itisatheory of effective decision-making.

C. Itisatheory of organizational tactics

D. Itisatheory of knowledge.

We say:

Know your supporters and your opponents.

You will be secure in every confrontation.

You can know your supporters but not your opponents.
Then, for every battle you win, you will lose another.

You may know neither your supporters nor your opponents.
You will then lose every battle.

From The Art of Management

Answer:
C. Itisatheory of knowledge.

Although we have been talking about unity, focus, management
control and organizational politics, Sun Tzu reminds us at the close
that thisis all about knowledge. We must know our focus, our
shared goal. We must know where our opposition is and how big it
is. We must know the right tactics to use. We must know when
individuals are putting their self-interest ahead of the interests of
the organizations.

We must know when changesare supported. It can bedifficult to
identify true support from support that ispretended. \We must encour-
age opposition soweknow when real opposition exists. We cannot
punish our opposition for speaking out. If we do, wewon't know when
opposition exists. Wemust know how to handle opposition, how to
winit over or overcomeit. Wemust also recognizewhenitisjustified.

Finally, we must keep opposition from flaring into internal politics.
If it does, everyone loses.
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