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STRATEGY ARTICLE 

A Samurai Approach 
to Business Growth 

The Katana, disruption, and the discipline of strategic offense 

Growth is not the objective. The objective is to increase Owner Economic Value by committing capital 
where the business has a durable economic advantage. 

 
Miyamoto Musashi did not write a business manual. He was a ronin, a masterless samurai who won sixty sword duels in 
which defeat meant death. 
 He wrote about combat strategy: how to read a situation, control timing, avoid predictable methods, recognize weakness, 
change the form of an attack, and commit decisively when the conditions are right. Those principles translate unusually 
well to business growth because growth is not primarily a sales problem. It is a problem of strategic commitment under 
uncertainty. 
A business owner usually describes growth in concrete terms. The company needs more customers, another salesperson, 
a second location, new equipment, more inventory, or a larger marketing budget. Those actions are visible, so they tend to 
become the center of the discussion. The financial question is harder. Management must determine whether the 
additional revenue will produce enough margin, cash flow, and return on capital to justify the money, time, risk, and 
operating complexity required to obtain it. 
Within the Niten Ichi-Ryū financial system, the Katana (the long sword strategy) represents this offensive side of finance. 
Wakizashi (the short sword strategy) protects the company by watching cash, runway, collections, and the Cash 
Conversion Cycle. Katana asks whether the company is using its resources well enough to justify advancing. It examines 
operating margin, asset productivity, leverage, return on invested capital, sustainable growth, and the forecasted 
consequences of a strategic move. It then connects those results with the defensive cash position through the Two-Fold 
Gaze. 
That distinction matters because a company can grow sales and still weaken itself. A large contract can increase reported 
profit while tying up cash in receivables. A new location can increase revenue while earning an inadequate return on the 
capital invested. Hiring can expand capacity while driving the company below its Liquidity Floor before the new employees 
become productive. Growth that increases size but reduces financial control is not strategic success. It is expansion 
without discipline. 

Musashi’s First Business Lesson: Do Not Confuse Motion with 
Advantage 

Musashi’s strategy is disruptive because he refuses to treat established form as sacred. The point is not to be 
unconventional for appearance’s sake. The point is to use the method that creates advantage in the actual situation. In 
business, that means management should not automatically scale the process that produced yesterday’s revenue. It 
should first determine which part of the current model actually creates Economic Value and which part merely creates 
activity. 
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The Katana Measures the Economic Quality of Growth 

The first responsibility of the Katana is to separate growth that creates value from growth that merely looks impressive on 
an Income Statement. Revenue is a useful operating measure, but revenue by itself says nothing about the amount of 
capital the company had to commit, the cash trapped in working capital, the risk assumed, or the return available to the 
owner. A $2 million increase in sales can be an excellent investment or an expensive way to become busier. 
The Katana therefore looks through the growth rate to the economic mechanism underneath it. Five-step DuPont analysis 
asks whether improved owner returns are being produced by stronger operating margins, better asset turnover, a favorable 
financing structure, or simply more leverage. Return on invested capital asks whether the next dollar committed to the 
business earns more than the company’s required risk-adjusted return. Sustainable growth asks how quickly the business 
can expand without creating a financing structure that eventually controls the owner instead of serving the owner. 

A growth plan is attractive only when the expected increase in Owner Economic Value is positive after 
recognizing margin, working capital, capital investment, risk, and owner resources. 

 
This is where Musashi’s emphasis on seeing the whole field becomes financially useful. The business owner naturally 
focuses on the visible opportunity: the new customer, the second store, the machine, the sales pipeline. The Katana must 
see the opportunity and the capital structure that will be required to support it. A growth strategy that improves margin but 
destroys liquidity is incomplete. A strategy that protects cash by refusing every attractive investment is equally 
incomplete. The objective is to find the offensive move that produces the strongest economic result without sacrificing the 
company’s ability to survive and change course. 

The Two-Fold Gaze: Offense and Defense at the Same Time 
The Two-Fold Gaze connects Katana with Wakizashi. Katana looks at returns, profitability, capital productivity, and the 
growth forecast. Wakizashi looks at runway, collections, working capital, and the Cash Conversion Cycle. Management 
needs both views because the same growth decision can look strong from one perspective and dangerous from the other. 
Consider an $8 million company that has an opportunity to add $2 million of annual revenue. The additional business may 
generate $240,000 of EBITDA and therefore appear attractive. But the same growth can require several hundred thousand 
dollars of additional receivables and inventory, new equipment, hiring costs, and a larger operating reserve. The 
opportunity may be profitable over its life and still create a near-term cash deficit that the company cannot safely finance. 
In that situation, the correct answer is not simply yes or no. The correct answer is to redesign the path. 
Management might require customer deposits, shorten payment terms, lease rather than purchase equipment, stage the 
hiring plan, negotiate supplier financing, raise price, reduce inventory requirements, or arrange committed financing 
before the expansion begins. The Katana does not reject offense because offense consumes cash. It makes sure that the 
company can finance the attack and still preserve the ability to act if conditions change. 
This is the first major difference between ordinary growth planning and Musashi-style strategic offense. Ordinary planning 
asks whether the expected case works. The Katana asks whether the company controls the path to the expected case. 
That control comes from liquidity, timing, reversibility, and a clear understanding of the return being earned on the capital 
at risk. 
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Disruption Means Changing the Basis of Competition 

Musashi’s most useful disruptive principle for business is the refusal to repeat a failed method indefinitely. In the Fire 
Scroll, the mountain-sea change makes the point plainly: if one approach fails and a second similar attempt also fails, the 
third move should be materially different. The business application is straightforward. When the market has learned how 
to defend against your current method, increasing the volume of the same method is not strategy. It is persistence without 
new information. 
A company may have grown for years through referrals and then find that referrals no longer produce enough volume. It 
may have built its advantage around a physical location and then discover that customer behavior has shifted. It may 
compete on low price until larger competitors can match the price with greater purchasing power. It may rely on the owner 
to sell every major account until the owner becomes the constraint on growth. In each case, the answer is not 
automatically to work harder at the old model. Management must identify the assumption that no longer holds and change 
the economic architecture of the growth strategy. 
That is the important meaning of disruption in this framework. Disruption is not novelty, branding, or technology for its own 
sake. It is a deliberate change in the basis on which the business competes. A company can disrupt through pricing, 
payment structure, delivery model, customer selection, distribution, capital intensity, service design, speed, 
specialization, or the way risk is allocated between the company and the customer. The best disruptive move often 
changes several financial variables at once. 

The strongest disruption is often the one that improves customer value while simultaneously improving 
margin, cash conversion, capital efficiency, or strategic flexibility. 

 

Move the Shadow: Use the Market to Create Information 
Musashi describes moving the shadow as a way to reveal an opponent’s intention when it is not yet clear. For a business, 
the practical equivalent is a controlled market test. When demand, price sensitivity, customer behavior, or competitive 
response is uncertain, management should not argue endlessly about the forecast. It should design a small action that 
forces the market to provide evidence before the company makes a large irreversible commitment. 
Instead of opening three locations, test one. Instead of hiring six people, hire two and define the productivity level that 
justifies the next two. Instead of committing a full annual marketing budget, run a controlled campaign and measure 
customer acquisition cost, conversion, contribution margin, payment behavior, and retention. Instead of assuming 
customers will accept a deposit, ask them. The purpose of the pilot is not merely to reduce risk. It is to buy information at a 
controlled price. 

Press the Pillow: Take Initiative Before the Market Fully Organizes 
Musashi’s idea of pressing the pillow concerns initiative. Once an opponent’s important move is visible, the strategist 
should not allow that move to develop freely and then respond from behind. In business, the lesson is not to attack 
competitors recklessly. It is to recognize that waiting for perfect information can be expensive when the economic 
opportunity is already strong enough to justify a bounded move. 
A company that sees a profitable customer segment emerging can run a pilot before every competitor has reached the 
same conclusion. A manufacturer that recognizes a competitor’s service failure can approach customers before the 
competitor repairs the problem. A business with strong liquidity can secure scarce equipment, talent, or distribution 
capacity while weaker competitors are still deciding what to do. The financial discipline is essential: the move should be 
sized so that failure is survivable and success can be expanded. Initiative without a downside boundary is not Musashi-
style strategy. It is speculation. 
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Cross the Ford: Know When Analysis Must Become Commitment 

Musashi’s crossing-the-ford principle is especially valuable for business owners who either move too early or wait too 
long. A ford is a decisive point. Before crossing, the strategist studies the route, the conditions, and his own strength. Once 
the conditions are favorable, however, the opportunity must be taken with commitment. The equivalent in business is a 
pre-defined decision trigger that converts evidence into action. 
For example, management may decide that a second production shift will be authorized when utilization remains above 85 
percent for eight weeks, the incremental contribution margin remains above the Margin Floor, the 13-week cash forecast 
stays at least $150,000 above the Liquidity Floor, and expected incremental ROIC exceeds the required return on capital. 
Those conditions create a disciplined ford. The company does not have to rediscover the logic while under pressure. It 
knows in advance what evidence justifies crossing. 
This is one of the most important functions of the Katana forecast and strike plan. The forecast should not exist simply to 
predict a single future number. It should identify the conditions under which the company will accelerate, delay, reprice, 
finance, reduce, or abandon a growth initiative. The decision becomes a sequence of conditional moves rather than one 
irreversible bet. 

Know When the Structure Is Weakening 
Musashi also emphasizes recognizing when the other side begins to lose structure. The business equivalent is not simply 
watching a competitor’s revenue. It is understanding the economic conditions that make a competitor vulnerable. Service 
quality may be deteriorating because the competitor grew too quickly. Debt may restrict its ability to invest. A legacy 
distribution model may create fixed costs that a new entrant does not need. A large incumbent may be unable to serve a 
specialized segment economically. Those weaknesses matter because they change the return available from an offensive 
move. 
The Katana should therefore look beyond internal financial statements when the data is available. Wind analysis asks what 
competitors are doing and which constraints they are likely to defend. Enzan examines the terrain: geography, market 
structure, demand patterns, and customer concentrations. These perspectives matter because the best financial return is 
often created where the company’s operating advantages intersect with a market position competitors cannot defend 
efficiently. 

Become the Opponent Before You Commit Capital 
Musashi’s instruction to become the opponent is another useful corrective to inward-looking growth planning. Before 
committing capital, management should understand the decision from the customer’s perspective and from the 
competitor’s perspective. The customer is not buying the company’s growth plan. The customer is solving a problem. The 
competitor is not defending your forecast. The competitor is defending its own economics, customers, people, and capital 
structure. 
This changes the questions management asks. Why would a profitable customer switch? What part of the incumbent’s 
cost structure makes that customer unattractive to them? What service promise could we make that they cannot copy 
without damaging their own margin? What payment terms would improve our Cash Conversion Cycle without reducing 
customer value? What operating model lets us serve the account with less capital? These are offensive questions because 
they connect competitive strategy directly to financial economics. 
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The Musashi-Katana Growth Doctrine 

A Musashi-based growth strategy is not a license for aggressive expansion. It is a discipline for deciding where, when, and 
how to commit resources. The company begins by understanding the economic engine that already creates value. It then 
identifies the constraint that will limit growth, tests the market where uncertainty is highest, preserves enough liquidity to 
change course, and establishes clear conditions for a larger commitment. If the existing method stops working, 
management changes the method rather than defending it out of habit. 
In practical terms, the process begins with Katana’s analysis of margin, asset turnover, leverage, return on invested 
capital, and sustainable growth. That analysis establishes the quality of the company’s offensive economics. Wakizashi 
then tests the cash consequences through runway, collections, working capital, and the Cash Conversion Cycle. The Two-
Fold Gaze reconciles the two. A growth plan is not ready simply because the expected return is attractive. It is ready when 
the expected return is attractive, the cash path is financeable, the company retains adequate optionality, and 
management has defined what it will do if the evidence changes. 
This leads to a better definition of strategic aggression. Aggression is not committing the most capital. It is moving faster 
than competitors when the evidence favors you while limiting the amount of capital exposed before the evidence becomes 
strong. A disciplined company can be more aggressive precisely because it has done the financial work that tells it where 
the downside boundary is. It can move early with a pilot, learn quickly, and then cross the ford with conviction when the 
economics are proven. 

Expected Δ Owner Economic Value > 0, subject to Margin Floor, Liquidity Floor, acceptable risk, adequate 
return on capital, and preservation of valuable options. 

 
Owner Economic Value is the final governing rule because every other measure is subordinate to it. Revenue is valuable 
only if the revenue produces adequate economic cash flow. Margin is valuable because it supports cash generation and 
return on capital. Liquidity is valuable because it prevents forced decisions and preserves future options. Growth is 
valuable when it increases the present value of sustainable owner-relevant cash flows after recognizing the true cost of 
capital, owner labor, reinvestment, and risk. 
The same principle prevents the Musashi analogy from becoming theater. A company can appear bold, innovative, and 
disruptive while destroying value. It can enter markets it does not understand, hire too quickly, overspend on technology, 
or pursue market share with uneconomic pricing. None of that is strategic offense. A Katana strategy requires the company 
to understand what it is trying to win economically before deciding how hard to attack. 
The result is a different approach to growth. Management does not ask, “How large can we become?” It asks, “Where do 
we have an economic advantage, what capital must we commit to exploit it, what information can we obtain before 
making the commitment irreversible, and what conditions tell us to accelerate or change course?” That is a business 
question, not a martial arts slogan. Musashi’s contribution is the discipline of timing, adaptability, initiative, and refusal to 
become trapped by a familiar form. 
When those principles are combined with the Katana’s financial analysis, growth becomes a controlled strategic offense. 
The company sees both return and cash, both opportunity and risk, both the immediate move and the options created by 
that move. It tests before it scales, commits when the conditions are right, changes when the evidence changes, and 
refuses to confuse size with value. 
The objective is therefore not to grow at the fastest rate the market will permit. The objective is to grow at the rate and in 
the direction that produces the greatest Owner Economic Value while preserving financial control of the path. That is the 
point at which Musashi’s disruptive philosophy becomes useful to a modern business owner. The company is not trying to 
fight more battles. It is trying to choose the right ground, force the right conditions, and commit capital where victory is 
economically worth having. 


