Offensive Strategy
The strategic management challenge in capturing and retaining an offensive initiative involves:

· Anticipating the next few rounds of strategic moves of an industry leader.

· Planning a series of moves aimed at throwing competitors off balance, keeping them on the defensive and giving them little time to launch initiatives of their own.

There are six attack strategies:

1. Frontal attacks on competitors strengths:

An offensive minded firm is said to employ a frontal attack when it attacks an opponent head-on. Pitting its own strengths against those of rivals. The outcome depends on who has the greater competitive strength and commitment. For a pure frontal attack to succeed, the initiator needs a strength advantage over the intended victim(s). All out attacks no a competitor’s strengths can involve initiatives on any of several fronts: price-cutting, boosts in advertising and promotion, improved quality and performance, added customer services and so on.

2. Attacks on competitors weakness:
Attacks on competitors’ weakness have a better chance of succeeding than do frontal attacks on strengths. The common weakness that challenger’s are inclined to attacks are:

· geographic region where the rival has a low market share
· situations where rivals have neglected improving quality and product performance

· instances where rivals have done a poor job of providing adequate customer service

· where the defenders have unadvertised and otherwise failed to market the product to its fullest potential

· where the market leaders have failed to spot certain buyer needs

3. Simultaneous attack on many fronts:

There are times when aggressors launch a ground competitive offensive involving several major initiatives in an effort to throw a rival off-balance, divert its attention in many directions, and force it into channeling resources to simultaneously protect its front, sides and rear.

4. Bypass offensives:

Bypass offensive eschew any direct assault in a rival in favor of such moves as being the first to expand into new geographic markets trying to create new segments via the introduction of products with different attributes and performance features, and leapfrogging into new technologies to supplant existing products or production process.

5. Guerrilla offensives:

Guerrilla offensives are particularly well suited to small challengers who have neither the resources nor the market visibility to mount a broad-based attack on the industry leaders. There are several options for designing a guerrilla offensive:

· Focus on offensive on a narrow well-defined segment that is weakly defended by competitors.

· Attack those fronts where rivals are overextended and have spread their resources thinly.

· Make small, scattered raids on the leaders with such harassing tactics as low balling on price and intense bursts of promotional activity.

6. Preemptive strategies:

Preemptive strategies involve moving first to secure an advantageous position that rivals are discouraged from duplicating. There are several ways to win a price strategic position with preemptive moves:

· Tying up the best raw materials sources and the most reliable high-quality suppliers via long-term contracts or backward vertical integration.

· Securing the best geographic locations.

· Establishing a ‘psychological’ image and position in the minds of consumers that is unique and hard to copy.

Choosing Whom to Attack

Aggressors firms need to analyze which of their rivals to attack as well as how to attack them. There are basically three types of firms at which an offensive can be aimed:

1. Attack the market leader(s):

This entails high risk but can carry a potentially big payoff. It makes the vest sense when the leader in terms of size and market share is not a “true leader” in terms of serving the market well. Attacks on leader can succeed when the challenger is able to revamp innovative activities in order to get a grip on differentiation-based competitive advantage.

2. Attack runner-up firms:

Launching offensive against weaker runner-up firms whose position are vulnerable. In such cased, frontal attack may work.

3. Attack small, local and regional firm that are not doing the job and whose customers are dissatisfied.

Defensive Strategies to Protect Completive Strategies

In a competitive market, all firms are subject to attacks from rivals. Offensive attacks can come both from new entrants into the industry and from established firm seeking to improve their market position. The purpose of defensive strategy is to lower the risk of being attacked and to lessen the intensity of any attack that occurs. While defensive strategy usually doesn’t enhance a firm’s competitive advantage but it sustain a firm’s competitive advantages and positions. There are substantial numbers of defensive tactics to choose from in formulating a comprehensive defensive strategy. The first category of defensive tactics is:

· Introducing models or brands that match the characteristics that challenger’s model already have or might have.

· Keeping prices low on those models that most closely match competitor’s offerings.

· Signing exclusive agreements with dealers and distributions to keep competitors from using the same one.

· Granting dealers and distributors sizable volume discounts in order to discourage them from experimenting with other suppliers.

· Raising the amount of financing provided to dealers and to buyers.

· Increasing warranty converges.
· Protecting proprietary know-how in product, technologies, and other parts of the activity cost chain.
· Signing exclusive contracts with the best suppliers to block access of aggressive rivals.

· Avoiding suppliers that also serve competitors.

A second category of defensive tactics consists of ways to signal challengers that there is a real threat of strong retaliation if the challenger attacks. Such tactics are:

· Publicly announcing management’s commitment to maintain firm’s present market share.

· Publicly announcing plans to construct enough production capacity to meet rising demand.

· Leaking advance information about a new product generation, a breakthrough in production technology or the planned introduction of important new brands or models that hopefully inducing rivals to delay moves of their own until they see if the signals are credible.

· Maintaining a war chest of cash reserves.

· Making an occasional strong counter response to the moves of weak competitors to enhance the firm’s image as a tough defender.
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