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Introduction

Who was he?

During the later stages of the First World War, @hthe trench bound slaughter,
British army Captain Basil Liddell Hart observee thitiatives of the Allies and
Germans to break this deadlock, took the essenttee&uccesses of both sides, and
formulated his Theory of The Indirect Approach.

During the 1920s he worked with JFC Fuller on hiadtples of War until Fuller’s

fall from grace, he then had a varied career; 8riArmy Captain, Military
correspondent for The Telegraph and The Times.ofyed personal advisor to The
British War Minister in 1937 he resigned in protasthe slow pace of preparations to
the growing threat from the Facist powers in Europenically his theories, largely
ignored by the allies, were exploited by the GersnalWWW2 and lead to their
Blitzkrieg successes in Poland and France. Heopaly interrogated the surviving
German Generals at the end of WW2, and gave theaumts of why they believed
they had succeeded and failed militarily.
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What does The Indirect Approach Teach?

Out of the tactical methodologies he studied duWig/1 Liddell Hart developed his
theories of The Indirect Approach and The Expandiagent. The Indirect

Approach described how to engage the enemy fotggeadvantage, and The
Expanding Torrent described the way of exploiting positional advantages achieved
via The Indirect Approach.

His basic tenant was that The Principles of Warlsaboiled down in a word to
“concentration”, in a phrase téconcentration of strength against weakness"and
in a sentence to:

Concentration of Strength against weakness depenchahe dispersion of your
opponent’s strength, which is brought about by thalistribution of your own
strength that gives the appearance of dispersionhé sequence is your apparent
dispersion, followed by your opponent’s actual disgrsion, followed by your
concentration against your opponent’s dispersed wéaess.

True concentration is therefore the result of dakewl dispersion.

He taught that simply trying to overwhelm an oppdria a head on collision is at
best a costly approach, and at worst will provasti®us. Even if you are stronger
than your opponent, taking an Indirect Approachkescribed by Liddell Hart will

bring success at less cost. Conversely utilidnegindirect Approach, you can take on
and beat a much stronger opponent when a direcbvagip would only lead to defeat.

Using the Expanding Torrent shows how to fully exihe initial successes of the
Indirect Approach for maximum effect. The Expamdirorrent shows what to do in
order to overrun an opposing area once the irpgaktration is achieved.

Liddell Hart's Axioms
Liddell Hart boiled The Strategy of The Indirectgxpach down to a list of
principles, both positive and negative, or in moderms, Do’s and Don'ts:

Do’s

Adjust yourendsto yourmeans

Keep yourObjective always in mind.

Choose thé.ine of Least Expectation

Exploit theLine of Least Resistance

Take a line of operation which offers alternative objective.
Ensure that all plans and dispositionsfégible and adaptableto
circumstances.

oA WNE

Don’ts

1. Throw your weight into a stroke whilst yaememy is on guard
2. Renew an attack along tk@me line(or in thesame form) after it has failed.
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Liddell Hart’'s Synthesis of these Axioms in Practie

From these basic principles Liddell Hart developextheories of The Indirect
Approach and The Expanding Torrent Effect.

The Indirect Approach advocated the avoidanceropk frontal attacks in favour of
the use of surprise and flanking manoeuvres toraeghe command and control
centres of enemy positions, thereby rendering fighiting forces ineffective and
potentially demoralised by surprise approaches fitanks and rear. These attacks
were managed at battlefield level involving a gdedl of delegated decision making,
with the axis of attack being decided by Intelligerand on the spot probing to
produce a battlefield lead initiative.

The Expanding Torrent effect was a descriptiorheffihase of engagement after the
initial penetration of enemy lines, i.e. the phagere troops fan out to attack soft
targets such as command and control centres, sdppips, and lines of
communication. During this phase speed of movemesat of initiative, and the
ability to act without direct guidance are cruci@nce total confusion and disruption
are achieved, it is time to regroup to overrun engwop concentrations, which by
now should at least be greatly reduced in effentgs, and may be utterly
demoralised, so taking them out will at worst becmaasier than via frontal assault,
and at best will be a simple matter of engageneatiow them the excuse to run
away.

The Indirect Approach consisted of a number of stags;

1. Gather Intelligence to look for potential areaswéngth and weakness
especially joins and gaps.

2. Probe enemy frontage to test intelligence, andatisenemy from guessing
true objective, thereby approaching along a lineeat expectation. Do not
advertise your line of approach.

3. Use the line of least resistance to penetrate ploigxble weakness, throw the
weight of the main forces against it, to widen aottl the gap.

4. Pour fast moving troops through the gap and drsvdesep as possible as
quickly as possible to cause as much dislocatigroasible by cutting lines of
communication.

5. Aim to overrun the enemy centre of gravity (Schweigd as the Germans
called it) this is generally represented by themtammand and control
centre. Doing this separates the centre of tholught the centre of action or
metaphorically the head from the limbs.

The Expanding Torrent;

1. Disruption: Push out along lines of least resistapehind enemy front to
extend the area of damage and disruption, hit ag/saft targets as possible
especially centres of command, and communications.

2. Protection: Cut off concentrations of enemy resise, avoiding direct
engagements with strong positions.

3. Destruction: Attack enemy concentrations once giew signs of a collapse
in morale.
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How to apply The Indirect Approach to Sales Situations

Do’s

Adjust your ends to your means.

It's far better to have a plan than not to have, tiavever, there is no point in having
a plan that is unrealistic. Look at your objectitreen look at your resources, then
look at your objective again. Be bold in formutatiyour plan, but not reckless, be
cautious in formulating your plan but not cowardigsuming that everything that
could go wrong may go wrong, but be prepared tdogxypour advantages, and never
doubt your luck.

The hardest thing at the start of any campaiga gy is “NO!” to an enterprise; the
account that has the problem your solution fixes the money to pay for it but has
already been penetrated and controlled by your etitgn, the account that makes
all the right noises and the need for your solubahlacks the money to purchase,
and the account that has the money but not thdeothat your solution solves.
You must not be tempted by these, always weighhepobtential reward, then work
out the likely time and resources that will be rieggito achieve the reward, is it both
realistic in terms of effort, and achievable imtesrof time scales?

Keep your Objective always in mind.

Once you have your plan, stick to it as long asays ultimately realistic. Don’t
deviate from it unless circumstances have changlestantially, if they are the same
as when the plan was formulated then there is gic o changing it. Put all of your
efforts into reaching that ultimate goal, thinkesiery move leading to that objective.

Don't be lead astray by adventures in areas that dwove you on further towards
that goal. The easiest way to loose your objective dissipate your efforts
piecemeal, with members of your team being drawm diloing what they enjoy or feel
confident with rather than what is required to moweards the objective.

Choose the Line of Least Expectation.

Look for an approach that you haven'’t advertisegoar opposition. Don't let
marketing broadcast your intent. Attack a spot tiers no resistance and you are
sure to win. Understand what your solution camdiside of what the manual says,
understand what your customer wants not just wilatdeds, and understand your
competition’s weaknesses better than they do. thiselement of surprise to give you
an advantage in terms of time, and to multiplyeffect of your efforts.

Once the initial defences are penetrated it isiplest generate lines of least
expectation by controlling lines of communicatitimereby preventing the opposition
being able to gain intelligence as to your plard actions, they will never know
where your next move will take place.
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Exploit the Line of Least Resistance.

The line of least resistance is often brought alasw result of an approach along the
line of least expectation; you aren’t expectedy@o aren’t resisted, you take your
opponent by surprise.

It is essential that the advantage provided byr&eps exploited to the maximum,
and the first successes along the line of leastegxe, if exploited quickly, can have
a domino effect allowing the line of least resis&ito be extended along the vector of
your thrust.

As you are adhering to the line of least resistapoe should not deviate along a line
of greatest resistance, i.e. should stiff resisgdremet along the vector of your
thrust, an alternative line must be chosen.

Take a line of operation which offers an alternatie objective.

Plan in advance the possible outcomes of propostézha en route to your ultimate
goal. Approach down parallel lines so that whiarenffers the easiest route can be
taken if heavy resistance is encountered on teenate route. When taking an action
to achieve a new position think of more than ong teautilise this new position in
case the obvious outcome is not as expected.

Ensure that all plans and dispositions are flexiblend adaptable to

circumstances.

Think of as many alternate outcomes to actionsoasiple, both good and bad, and
have back up plans to allow you to continue to moveard towards your ultimate
goal, without loosing momentum not matter what fatey throw at you. You must

be prepared to quickly transfer resources to bBainew circumstances, and must have
put plans in place to logistically achieve thisdrefthe event.
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Don’ts

Throw your weight into a stroke whilst your enemy § on guard.

Threaten to attack in such a place, but only te lyiour true intentions, make the right
noises, but do not engage simply because it ishki®us thing to do or is “expected”
of you.

Renew an attack along the same line (or in the sanfierm) after it has failed.

You must analyse why your approach has failed,vamat can be done differently to
ensure that the next approach is successful, or méva approach can be attempted to
bypass the difficulties of the previous failure.

One of the most common failures in businessedaaraof admitting the true reasons
for failure. There is only one reason for loosindeal, and that is because you've
been outsold; full stop. The key is to find outwhgou were outsold, it will be
because your competition fulfilled a personal “Wanftyour prospect better than you
did. Find out what that “want” was, and make sgoe don’t get beaten in that way
again.
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Sales Example

Conventional Sales Approach

Conventional Attack;
Line of Greatest Expectation
Line of Greatest Resi

Line Line Line
Managers Managers Managers
Service Provider IT Department Business User

Spend

Delay

In a conventional sales approach most antagomstdrawn, by invitation (requests
for tender etc) to concentrate along the line ehgest expectation, and therefore the
line of greatest resistance. This is an area wiher@approaches are expected,
anticipated, and countered. The result of thikas there is an inordinate amount of
delay involved in this route.

Conversely the expected reward is low because tipeatly these projects are
delegated as low down the organisation as possille decisions being made as to
what is or is not acceptable being left with vargipr technical people. This may all
be pulled together by a management committee,tlibtsalow operational level in the
organisation the ability to spend is also low. ilseffect a lot of time is spent fighting
over a low potential prize in financial terms. Qaetely the opposite to what is
required from a sales situation.
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The Indirect Approach

Indirect Approach;
Line of Least Expectation
Line of Least Resistance

Line Line Line
Managers Managers Managers
Service Provider IT Department ...... Business User .

GAP =
A problem unseen
Or
Join = Unsolvable
An overlap
In
Responsibility

With the Indirect Approach, instead of simply enigggn the same manner as
everyone else i.e. along the line of Greatest Bgpien and Greatest Resistance, it is
necessary to gather Intelligence to look for patémrtreas of weakness and strength in
the defences, as no defences are ever homogermoostter what assurances are
given by the customer.

In our definition a defensive weakness is basicafiyarea where the customer has a
want or a need over and what may be apparent watiyrstrict guidelines defined in
a tender, or known to the low level or technicaffsvho may be managing the
tender, therefore the line of least expectationthedefore least resistance. A
defensive strength is an area where the custonsemdibled down narrow criteria
which tend to be shared with all contenders, alhgnan advantage to none of them,
I.e. the line of greatest expectation and therefpeatest resistance.

So it is essential that the customer frontageabgd to test intelligence, and distract
competition from guessing true objective, therelntgrting the line of least
expectation. Under no circumstances advertise lyoeiof approach, and maintain a
presence on the line of greatest expectation iardadcover the real object of the
activity. You must look for “Gaps and Joins” iretdefensive front.
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So what are joins and gaps?

Gaps

In this context a Gap is a problem which is eitineseen by the lower level customer
staff, or is considerednsolvable by them, conversely such problems should be sibl
to the top management echelons and they shouldtwdinid a solution to them. The
problem should be grave enough from a businesp@erse for higher management
to be prepared to pay for that solution. Solving@blem at a senior level will always
outweigh solving one at a less senior level.

Joins

Tend to be more complex. They are areas of ovargpesponsibilities between
disparate groups. These groups could be withirsdéimee organisation, or be
composed of two or more separate organisations. rddsons that these areas of
overlapping responsibility offer opportunities feenetrating past the normal line of
engagement is because there is a very good chiaaiceliere there is an overlap in
responsibility that each responsible partner vafiiane that the other is taking
responsibility, and therefore no one will actualiie responsibility. This is a very
common repeatable psychological trait. This isseslly true where there is a
contentious or unpopular area of joint respon$ibiln these cases none of the groups
involved will want to take responsibility for suaheas.

Joins often lead to a build up of frustrations lestw the responsible groups, which in
turn leads to one group acting recklessly in tdesision making process. From a
sales perspective this is the kind of join thattdtidoe sought, as someone prepared to
act recklessly can speed up the sales penetratboess, by being prepared to sponsor
short cuts to the normal procedures. Conversalygifoup involved in a join tries to
you're your sales efforts by a reckless reactian lyave the opportunity to exploit

this by highlighting it to your allies within theeeount who can use it against your
competition, however it is usually better to beketby a reckless group than to be
opposed by one, as reckless behaviour is ofterutavaod sign of power and
confidence, and less often of outright stupidilgpins are therefore areas of instability
which can be exploited to advantage.

Most of these exploitable tensions will come dowinterpersonal issues, poor
management, and geographic separation. The gtbatearmony between the
overlapping groups (often as a result of functigialilarity), the less is the likelihood
of reckless action, although there is still scopeaireas of missed/ignored
responsibility. The greater the functional divir&ietween the overlapping groups,
the greater the disunity of aims from a managerardtpersonal goals perspective,
the more there is a likelihood of irrational acteomd blind spots.

It is highly likely that you won’t know what or whethe Gaps and Joins are when
you first start probing, so you must maintain xiftdity of approach, don’t assume
you know what they are and dogmatically attack poat, let you intelligence and
probing provide the answer, maintain a flexibilfyapproach, let your customer tell
you what their wants are. Look for an alternatBag or Join in case your advance
gets block on the initially identified weak poititne is of the essence, if you meet
significant time consuming resistance, exploit yaliernative approach (if you have
one). However once you have identified what yaiaethe critical point to attack,
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attack it single-mindedly until it is either breachor abandoned. Knowing when to
attack and when to retreat differentiates the ggadels people from the poor ones.

Having found the Gap or Join use this line of l@asistance to penetrate and bypass
the line of greatest resistance. Adjust your resgsito concentrate the correct
resource to attack the problem effectively anccedfitly, pour fast moving sales staff
through the gap and drive as deep as possiblaaabevel is ideal, as quickly as
possible to let you take control of lines of comncation from the board down.
Throw the weight of your main forces against it ¢fag, i.e. your sales and marketing,
and technical staff, and customer references, dernvand hold the gap open in order
to allow you to bring in more resources in a timigghion.
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Examples of Gaps:

Personal pressure/personal wins

Any way your solution can help a senior individgaln a personal/career advantage,
or remove a personal pressure. Itis a fact ofdrupsychology that people will go
further to remove a personal pressure than to@aersonal win, however the higher
up the tree within an organisation you operatentbee likely you are to find people
who ignore personal pressures and are driven miogtbersonal wins.

Legislation
New legislation which will change the way the cusér needs to operate or report on
their business.

Return on Investment
Pressure from share holders for the business tagehia a certain fashion, usually
associated with the need to increase profits, duae costs.

Competition
Pressure from competition, and the need for thenbas to find a way to beat the
competition.

Fashion

A new trend or recommendation from Industry analygoliticians, business leaders
etc. that appears to senior management to be whoitthvibut has not been taken up at
lower levels in the organisation.

Routine

An accepted way of doing things that has outgramisefulness as far as senior
management is concerned, but is generally stikdebeed to by lower levels in the
organisation.
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Examples of Joins:

Contractual Obligations

Areas where there is a contractual agreement batimeegroups, such as occurs with
an outsourcing or facilities management contrabene there are likely to be disputes
over fulfilment of service levels. There will beéension between the service provider
trying to deliver the minimum service to the lowbstliget whilst looking for areas
outside of the contract for which additional chargan be made, and to mitigate an
areas of failure within the contract which coulduk in penalties, and the customer
who receives the service who will wish to maxintise return for their investment,
and withhold payments where they believe contractstargets have not been met.

Tenders

Any tenders which are to be managed by a commiftelésparate groups, each which
their own petty rivalries and agendas. Such tendleould be viewed as an amalgam
of different wants and needs, some of which witlg@a much higher value to
powerful groups than others. It is necessary tmastruct such a document and work
out what these areas are. The other adage to reenesrthat if you receive a tender
from a customer which you didn’t help to write, nhgou may already be too late as
one of your competitors will probably have helpeddonstruct it.

Organisational Tensions

A business process which has input from two or naoeas, e.g. a sales area and a
technical area, or a research area and a develo@men Any decision being driven
by an inward looking core controlling group, ofteom a central corporate part of
the organisation and often with some specific tezdiror administrative function, and
an outward looking customer facing, often fielddxhgroup, often with a
sales/marketing background. The central groupheilinterested in conformity,
control, and long term stability, the field grouglwe driven by the need for quick
results, and competitive advantage.
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The Ultimate Target

Indirect Approach;
Line of Least Expectation
Line of Least Resistance

Line Line Line
Managers Managers Managers
Service Provider | Bf] IT Department | ! Business User

GAP =
A problem unseen
Or
Join = Unsolvable

An overlap Spen
In ' ' ‘

Responsibility

Remember your aim is to gain control of the custooeatre of gravity
(Schwerpunkt) The board or at least senior manageméou do this by showing an
ability to solve their problems. Doing this giwasu control of the customer centre of
thought which in turn gives you control of the gestof action (the head and the
limbs).

The big advantage conveyed in working at this levéhat you are working with
people who are in a much better position to makekgiecisions, it's one of the
things they are paid to do, and also own or cortiarge budget, so are in a position
to be able to pay to buy a solution to their proigde

The upshot of this is that your competition is wogkto a longer timescale lower
down the food chain, and is competing for less letidgpu however are operating to a
much shorter time frame and can command a muclehlyidget for your solution.

At this level, even if you are rejected, you widl kejected much more quickly than at
the lower level, so will waste less time fightinpattle that you can’t win. It is a fact
that you should only fight battles you can win izeity or strategically, the worst
position to be in is to spend all your time tiltiagwindmills.
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The Expanding Torrent

Indirect Approach;
Ll'ne of Least Expgctatlon Expanding Torrent Effect
Line of Least Resistance

Defay

ine L ine
Managers Managers Managers

Service Provider IT Department . Business User

GAP =
A problem unseen
Or

Join = Unsolvable
An overlap

Spend
Responsibility '

In

4

Once the centre of gravity is gained it is essétdigush out along lines of least
resistance behind the customer front line of cotivaal engagement to extend the
area of control, convert as many subordinate manageareas as possible as quickly
as possible. This is the “Expanding Torrent Effect

Where strong resistance is encountered, this stmutnit off and isolated from the
main impetus of engagement, and you should avoetdengagements with such
strong positions until they weaken or you have timeoncentrate on them. Attack
them once they show signs of a collapse in morale.

So in effect The Expanding Torrent is where youailisenior management’s ability

to coordinate actions to resist your sales attetmptginning them over, you then

have a free reign to overrun subordinate areastaildrom behind their lines. Senior
management will communicate to the ranks below thwdrat a good thing your
solution is, because they have chosen it. Althaarhe pockets of isolated resistance
may be encountered, they can always be moppeddip\aamrun at your leisure with
the backing and collaboration of the powerful sem@anagers. With no chain of
command in place to apply control, checks and leaignsubordinate areas down the
command chain are left feeling cut-off, and carwattst, only hold out in isolated
pockets.
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The Ultimate Result

Indirect Approach;
Ll_ne of Least Exp(-_:'ctatlon Expanding Torrent Effect
Line of Least Resistance

Ddiay

ine L ine
Managers Managers Managers

Service Provider IT Department Business User

GAP =
A problem unseen
Or
Join = Unsolvable
An overlap
In
Responsibility

Further down the chain the story is the same i inanagers compelling their
subordinates to drop their current selection astexmd adopt the solution chosen by
senior management. This may be dishearteningrastidting for the guys at the coal
face who had been going through their slow selagiimcess with their limited
budgets, but that isn’t our concern, as long ag@t¢heir acquiescence as quickly as
possible. Interestingly just as in battle, ittishas lowest level that the most niggling
resistance can be encountered.

As for your competition, they will be cut off witho where to go. They have spent
their time engaging at a level where the aim iawoid making a wrong decision and

a fear of risk, rather than a craving for innovatand excellence. The defence here is
based on fear, a natural aversion to spending mamelya probable dislike of people
who don’t have a proper job, i.e. salesmen.
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Differences in the two approaches

Ability to Spend vs Speed
of Decision

a
A

\ Line

Managers

Spend

I'T Department

Delay

The contrasts between different levels of an ogatiun are in direct proportion to
each other. At the highest levels the speed asaecmaking is short, and the ability
and amount of spend large, whereas at the bottam ofganisation the speed of
decision making is slow and the amount and alititgpend small. Therefore it is
much better to spend your time at the top of aanéry rather than at the bottom of it.

Further, if your competition stays within their cfort zone at the lower levels of the

organisation, then they will be forced to work lhe@ fong time scales at that level,
making it impossible for them to effectively compeitith you.
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Effects of Working “From the Bottom up”

Ability to Spend vs Speed
of Decision

a
U

Line

Managers

IT Department

If working from the bottom up, each successive adeao the next management
group up compounds the delay to closing a deahels successive layer of
management will go through its own decision makinacesses with associated
delays.

In contrast, the amount of budget being fought alees not increase at each level, as
it is only the budget at the lower level which lha&en justified. So the delay is
compounded whilst the expenditure stays static,iaf@ct may actually reduce as the
additional layers of management apply their ownotiagjons to the deal.
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Effects of Working “From the Top Down”

Ability to Spend vs Speed
of Decision

4
A
2

Line

Managers

IT Department

By contrast if you work from the top down, the dgon gets made immediately by
people who make fast decisions as part of theiryelag jobs, therefore there is no
need to go through the sales process for apprgeaah @t each subsequent layer, other
than for reasons of courtesy.

The bonus is that because the decision has beensexdidat the highest levels, all the
subsequent budgets in subsidiary levels are addéet twin on the way down.
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Summary: What to do
Do’s
Adjust yourendsto yourmeans
Keep yourObjective always in mind.
Choose thé.ine of Least Expectation
Exploit theLine of Least Resistance
Take a line of operation which offers alternative objective.
Ensure that all plans and dispositionsféagible and adaptableto
circumstances.

ouhwnE

Don’ts

1. Throw your weight into a stroke whilst yoenemy is on guard
2. Renew an attack along teame line(or in thesame form) after it has failed.

The Indirect Approach consisted of a number of stags;

1. Gather Intelligence to look for potential areaswéngth and weakness
especiallyGaps and Joins

2. Probe enemy frontage to test intelligence, andatisenemy from
guessing true objective, thereby approaching aédinge of least
expectation Do not advertise your line of approach.

3. Use thdine of least resistancedo penetrate an exploitable weakness,
throw the weight of the main forces against itwiden and hold the gap.

4. Pour fast moving troops through the gap and daveeep as possiblas
quickly as possibleto causeas much dislocation as possibley cutting
lines of communication.

5. Aim to overrun the enemy centre of gravity (Schwert). Usually the
main command and control centre. Doing this sepaithe centre of
thought from the centre of action; the head fromlimbs.

The Expanding Torrent;

1. Disruption: Push out alorlgnes of least resistancéehind enemy front to
extend the area of damage and disruption, hit ag/eaft targets as
possible especially centres of command, and conutatians.

2. Protection: Cut off concentrations of enemy resisé avoid direct
engagements with strong positions.

3. Destruction: Attack enemy concentrations once gtewsigns of a
collapse in morale
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Where can | read more?

Strategy

First published 1929, revised 1954 and 1967.

Published by Meridian 1991.

ISBN 0-452-01071-3

Explains his teachings in the context of historcahpaigns.

The Other Side of the Hill

First Published 1948, revised 1951

Published by Macmillan 1993

ISBN 0-333-60214 5

His interviews with the captured German commandées WW2.
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