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For that reason, building alignment is a quintessential task facing 
entrepreneurial leaders.

Over the years, based on my own experiences with leadership, I have 
simplified and renamed some of Bower’s concepts, and arranged them 
in a hierarchy intended to remind the practitioner that while one must 
settle on a few core values that never change, there are lots of ways of 
measuring tactics—and they can change quarterly and by project. The 
following diagram represents the hierarchy of concepts to illustrate the 
power of alignment and how the various categories relate to each other. 
My students at Stanford have learned to call this the VOSTC map. (They 
pronounce it “Vo-Stick.”) See figure 1 for my visual depiction of Bower’s 
framework.

ALIGNMENT WINNING

Middle Mgmt

Top Mgmt

V A LU E S
Culture words/actions
People, Growth, Profits

O B J EC T I V E
(What is winning?)

S T R AT EGY
(What do we do to win?)

T AC T I C S
(Who does what, when, how?)

C ONTRO L S
(Who do we measure?)

(leading/lagging)

C
H

A
N

G
E

C
O

M
P

R
O

M
IS

E

Under the headings—Values, Objective, Strategy, Tactics, Controls—I 
list core questions for the entrepreneurial leader and suggest that their 
answers should flow from values that include respect for people, a commit-
ment to profitability, and a desire for controlled growth. For me, these are 
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young associates work extremely long hours, his expectations for his new 
staff—and the manner in which he issued commands to them—came as a 
shock. A year into his new role, I conducted a 360-degree review, and we 
met to go over the results. I confirmed how much I liked him and valued 
his work, but then I handed him a single sheet summarizing what his new 
colleagues thought of him. Reading it, his eyes began to water. “I had no 
idea,” he said. He immediately recognized that he’d need to leave, and he 
was right. When I recall this experience, the takeaway is that someone 
with a high IQ but the wrong attitude will have a hard time succeeding.

Like Pfeffer, many people believe in the “nice guys finish last” leader-
ship hypothesis. I don’t. Based on decades of working with flesh-and-blood 
entrepreneurial leaders, I’m convinced that their success may depend as 
much on their attitude as on any other single factor. When we evaluate 
leaders, we tend to focus on what they do—the substantive decisions on 
issues of strategy, talent development, and big product bets—as determi-
nants of organizational success. Substance counts, but style does too—style 
referring not to what they do but how they do it.

When I meet entrepreneurial leaders, I’m often struck by their opti-
mism, energy, and even-keeled temperament. Successful entrepreneurial 
leaders—whether early- or later-stage leaders—can be found at either side of 
the continua below (but in my experience, many more are found on the left):
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