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WHAT IS STRATEGY?

Have Strategies
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Il. Strategy Rests on Unique Activitieg

Competitive strategy is about being different
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airports in large cities. Southwest avoids large airports and does not
fly great distances. Its customers include business travelers, fami-
lies, and students. Southwest’s frequent departures and low fares
attract price-sensitive customers who otherwise would travel by
bus or car, and convenience-oriented travelers who would choose a
full-service airline on other routes.

Most managers describe strategic positioning in terms of their
customers: “Southwest Airlines serves price- and convenience-
sensitive travelers,” for example. But the essence of strategy is in the
activities—choosing to perform activities differently or to perform
different activities than rivals. Otherwise, a strategy is nothing more
than a marketing slogan that will not withstand competition.

A full-service airline is configured to get passengers from almost
any point A to any point B. To reach a large number of destinations
and serve passengers with connecting flights, full-service airlines
employ a hub-and-spoke system centered on major airports. To at-
tract passengers who desire more comfort, they offer first-class or
business-class service. To accommodate passengers who must

change planes, they coordinate schedules and check and transfer
baggage. Because some passengers will be traveling for many hours,
full-service airlines serve meals. ;

Southwest, in contrast, tailors all its activities to deliver low-cost,
convenient service on its particular type of route. Through fast turn-
arounds at the gate of only 15 minutes, Southwest is able to keep
planes flying longer hours than rivals and provide frequent depar-
tures with fewer aircraft. Southwest does not offer meals, assigne:
seats, interline baggage checking, or premium classes of servic
tomated ticketing at the gate encourages customers to ,oﬁummmﬁ
agents, allowing Southwest to avoid their commissions. A mﬂmb&mha
ized fleet of 737 aircraft boosts the efficiency of maintenance.

Southwest has staked out a unique and valuable strategic position
based on a tailored set of activities. On the routes served by South-
west, a full-service airline could never be as convenient or as low cost.
Ikea, the global furniture retailer based in Sweden, also has a clear
strategic positioning. Ikea targets young furniture buyers who want
style at low cost. What turns this marketing concept into a strategic




