


Chapter 2

e

l;"
i
‘-.
"h‘

-

Lc
A\ g

Going to War (Selecting a Target Market)

After introducing the key elements of competition, Sun Tzu focuses
on the economic consequences of war. Sun Tzu does not define
victory as simply winning battles. He specifically defines success as
making victory pay. This economic focus is one of the reasons that
this strategy works so well in today’s business world. Adapted to
the world of marketing, this chapter addresses the economic issues
of selling to a target market.

Sun Tzu starts by discussing the debilitating cost of
competition and how easily money is wasted.

The next short section describes the total cost and total
reward of competition as unpredictable. Sun Tzu therefore advises
minimizing spending 10 necessities.

Sun Tzu then covers the effect of distance on cost. He explains
why organizations that are unable to control costs are doomed.

He then offers his strategy for cost control: making every
competitive venture pay for itself as directly and quickly as possible.
He calls this “feeding off of the enemy.”

In the chapter’s final section, Sun Tzu argues that the ability
to control costs is the key to a stable organization and that this

depends on the knowledge of the leader.
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Going to War

SUN TZU SAID:

Everything depends on your use of military philosophy. ]_
Moving the army requires thousands of vehicles.

These vehicles must be loaded thousands of times.

The army must carry a huge supply of arms.

You need ten thousand acres of grain.

This results in internal and external shortages.

Any army consumes resources like an invader.

It uses up glue and paint for wood.

It requires armor for its vehicles.

People complain about the waste of a vast amount of metal.
It will set you back when you attempt to raise tens of

thousands of troops.

12Using a huge army makes war very expensive to win.
Long delays create a dull army and sharp defeats.
Attacking enemy cities drains your forces.

Long violent campaigns that exhaust the nation’s resources

are wrong.
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Selecting a Target Market

]_ Everything depends on your marketing philosophy.
Promoting a company and its products is expensive.
Building market awareness takes thousands of dollars.
You must use many different approaches.

You need a wealth of resources.

This demands a large investment from your company.
This drains resources from your other operations.
Marketing uses up time and energy.

It demands that you defend your brand.

Others complain about how marketing consumes cash.
It takes time to build up the distribution channels that marketing

depends upon.

Winning a large market is expensive and time consuming,.

Delay wears down your organization and leads to failure.
Attacking an entrenched competitor drains your resources.

Long marketing campaigns that deplete your company’s resources

will fail.
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1Manage a dull army.
You will suffer sharp defeats.
Drain your forces.

Your money will be used up.

Your rivals will multiply as your army collapses and they will
begin against you.
It doesn’t matter how smart you are.

You cannot get ahead by taking losses!

2You hear of people going to war too quickly.
Still, you won't see a skilled war that lasts a long time.

25You can fight a war for a long time or you can make your
nation strong.

You can’t do both.

Make no assumptions about all the dangers in using 2
military force.

Then you won't make assumptions about the benefits of
Y P
using arms either.

3You want to make good use of war.
Do not raise troops repeatedly.

Do not carry too many supplies.
Choose to be useful to your nation.

Feed off the enemy.

Make your army carry only the provisions it needs.
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You can exhaust your organization.

You will then fail to win any new markets.

You can invest all your reserves.

Your other operations will then slow down.

As your organization weakens, you inspire competitors to attack
you.

It does not matter how smart you think you are.

You cannot win a market once you have lost the initiative.

You can sometimes go after a new market toO0 soon.

However, the slower your progress, the more often you fail.

You can be slow when you go after a new market, or you can be
successful.

You cannot have it both ways.

2 You can never completely insure against failure when you go
after a new segment.
Nor can you know the total worth of a new segment until you have

won it.

You want to make good use of your marketing efforts.
Do not invest more and more money.

Do not try to win more customers than you can sell to.
Support the needs of your company.

Win customers from the competition.

Spend only the money you absolutely need to spend.
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