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Entrepreneurial Edge
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WHAT IS STRATEGY?

display five dining tables. But those items represent only a fraction
of the choices available to customers. Dozens of books displaying
fabric swatches or wood samples or alternate styles offer customers
thousands of product varieties to choose from. Salespeople often es-
cort customers through the store, answering questions and helping
them navigate this maze of choices. Once a customer makes a selec-
tion, the order is relayed to a third-party manufacturer. With luck,
the furniture will be delivered to the customer’s home within six to
eight weeks. This is a value chain that maximizes customization and
service but does so at high cost.

In contrast, Ikea serves customers who are happy to trade off
service for cost. Instead of having a sales associate trail customers
around the store, Ikea uses a self-service model based on clear, in-
store displays. Rather than rely solely on third-party manufacturers,
Ikea designs its own low-cost, modular, ready-to-assemble furniture
to fit its positioning. In huge stores, Ikea displays every product it
sells in room-like settings, so customers don’t need a decorator to
help them imagine how to put the pieces together. Adjacent to the
furnished showrooms is a warehouse section with the produ
boxes on pallets. Customers are expected to do their own picku
delivery, and Ikea will even sell you a roof rack for your
can return for a refund on your next Visit. e

Although much of its low-cost position comes from hav
tomers “do it themselves,” Ikea offers a number of
that its competitors do not. In-store child care i
hours are another. Those services are uniquely alignec
needs of its customers, who are young, not wealthy, likel
children (but no nanny), and, because they work for a It
need to shop at odd hours. , ok

The origins of strategic positions

Strategic positions emerge from three distinct sources, which are
not mutually exclusive and often overlap. First, positioning can be
based on producing a subset of an industry’s products or services.
I call this variety-based positioning because it is based on the choice
of product or service varieties rather than customer segments.



