

聪明避开策略的陷阱


The Strategy Paradox

Why Committing to Success Leads to Failure（and What to Do about It）



提示：为使读者更好地理解本书内容，中文部分特增添了作者简介、精彩内容、重要概念、在地方法部分，并在正文中增加了部分编注作为原书内容扩展补充。
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迈可‧雷诺（Michael Raynor）
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精彩内容

最新研究显示，策略成败，最主要差异在运气好坏！此话一出，肯定要令许多高手吹胡子瞪眼睛。问题在于，策略的基础在未来，未来的基础在未知，这就是雷诺紧咬住一般企业拟定策略奇怪的地方。想要聪明避开策略这项时间差的陷阱，必须在拟定策略之初，预设多项可能状况，按不同状况，拟定最佳策略；再透过归纳，找出“策略最大公约数”为核心，其余的附带策略，则视情况而定，陆续登场或舍弃不用。这是聪明的迂回战术。此外，真正能够让策略发挥最大弹性效果的，则是运用实质选择权，这个议题的篇幅不大，却很可能是未来管理上的重要工具之一。


重要概念


弹性和应变能力（Flexibility and Adaptability）


获得适应能力的关键，就在速度和变革。唯有不断适应、创新才能在快速演化的数位经济中生存。有了弹性策略，企业不但能在瞬息万变的全球市场中立足，更能取得制胜先机。弹性组织能够安然度过不景气，能够开发新策略作为资源短缺时的因应之道，还懂得善用手边的资源。

IBM自1960年代以来，主导了电脑业的发展，在主机市场打遍天下无敌手。但是IBM在个人电脑上的策略错误，使得个人电脑对大型主机造成严重的冲击，IBM也因此遭受亏损，股价腰斩。在这样的背景下，葛斯纳（Louis V. Gerstner）接手成为新执行长。葛斯纳上任后，采取组织转型的震撼疗法（Shock Therapy），大幅更换高阶主管，并且停止原来将IBM拆解成数个独立公司的做法，集权中央。接着降低成本，裁员3万5000人，把终身雇用的观念，换成终身受雇力，由IBM提供获取知识的管道，员工则必须向IBM保证有持续受雇的能力。除此之外，葛斯纳更厉行策略转型，重新塑造以顾客为中心的文化。葛斯纳认为IBM不能再是电脑硬体公司，而应该提供顾客完整解决方案（Total Solution），因而成立了全球服务部门，并且购并莲花（Lotus）公司，扩大软体的研发工作。从1993到2001年，IBM销售的成长几乎全部来自服务和软体部门。


实质选择权（Real Option）


相对于传统财务分析，实质选择权着重的是研发或创新背后的非财务性效益，包括研发创新带来的后续市场、技术能力提升的价值，以及对于企业创造竞争优势与未来发展可能产生的策略面影响。实质选择权将未来的不确定性，视为创造价值的机会，更重视创新可能带来的潜在机会与策略价值。此外，实质选择权也将弹性以及无形资产视为价值，并且十分注重判断未来各种可能发展趋势的资讯。选择权的价值是动态的，会受到时间与环境因素的影响，因此经理人必须在最适时间点，作出最有利于企业的决策，才能降低投资风险，并为企业创造最大的投资报酬。

生物科技公司Centocor在1992年，为了要筹措新药开发专案所需要的研发资金，运用选择权观念设计出一套筹资方案。首先，Centocor公司为了这项筹资计划特别成立一家纸上科技公司TocorII，共募集8,400万美元的研发资金，主要开发治疗风湿性关节炎的化合物。由于TocorII是一家纸上公司，本身并无聘雇任何人员，因此筹措的资金主要是用来委托Centocor公司进行这项治疗用化合物药品的开发，同时TocorII也提供Centocor未来可以购回研发成果的选择权。为了保障TocorII投资者的利益，这项投资案还提供另一项条件式选择权（Callable Warrant）。如果因为新药开发失败或其他原因，导致Centocor未如期在1995年底前行使购回选择权，此时每股TocorII股票持有者，在1996年1月1日开始两年内，可以用1995年底当时Centocor普通股价的124�/1格取得一股Centocor公司的普通股股票。当然，如果Centocor如期行使购回选择权，或TocorII为其他公司所购并，则这项保障TocorII原始投资者的选择权权利，就自然失效。


决策权（Decision Making）


效率卓越的组织几乎都有干练称职的领导人，能够作良好的判断，而且不会被制度牵绊。相对地，早在资讯革命之前，奥地利经济学者米塞斯（Ludwig von Mises）就指出，现代社会日趋复杂的科技特性，将导致经济决策日益走向权力下放，因为没有任何一位主管，能够全盘吸收现代经济衍生的各种知识。然而权力下放最大的缺点在于风险问题，因为授予权力同时也意味着，让组织的较低层级承受风险，万一组织授予下属单位的权力并未做到恰如其分，便会伤害到组织的整体利益。

西尔斯百货（Sears Roebuck and Co.）就曾经犯下这样的错误，1950与1960年代，伍德将军（General Robert E. Wood）担任执行长期间，曾推动公司内部权力下放，让各分公司自行决定商品销售、宣传造势活动等事务。后来加州几家西尔斯百货的汽车经销店，涉嫌以“诱饵推销法”欺骗顾客，破坏了公司的品牌形象，这才让西尔斯百货的权力下放画下句点。英国老字号的投资银行霸菱银行（Barings Bank），授权给新加坡分行的一位年轻外汇操作员李森（Nick Leeson），形同将整个企业的命运压注在他身上。后来李森进行天文数字的外汇交易，破坏了霸菱的资本结构，终于导致这家银行宣告破产。



5分钟摘要





英文



每当我们为了达成特定目标拟定策略，这时你自然而然会预先认定未来会出现哪些市场力量。如果对未来市场状况的预测最后不正确，那么原本大有可为的策略，也会变得一败涂地，这就是策略矛盾的基本概念。同样的行为和特性，可能大大提高胜算，同时也可能大大增加彻底失败的机会。
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要克服策略矛盾，必须让运营策略具备弹性和应变能力。拟定多种可行方案，适切因应不同市场状况中的各种要件。简单来说，就是要订定几种可行策略，视实际市场状况加以应用，为策略投注的资源避险。

要建立策略弹性，会经历下列4个不同阶段：


	预测——推测多种未来的假设状况

	研拟——针对各种假设状况订定可行策略

	汇整——判断应该采行哪几项理想策略

	操作——有效管理自己的策略组合





MAIN IDEA





中文



Whenever you develop a strategy to achieve a specific objective, you are also automatically making some implicit assumptions about what the future market forces will be. If that forecast of future market conditions turns out to be incorrect, then your strategy that had a reasonable chance of success might turn out to be an absolute failure. This is the essence of the strategy paradox. The same behaviors and characteristics that maximize your probability of success also maximize your probability of total failure at the same time.
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To overcome the strategy paradox, build in some flexibility and adaptability into your business strategy. Develop multiple choices that can respond appropriately to the different requirements of several market conditions. In simple terms, hedge your strategic bets by creating a number of strategic options that can be harnessed depending on the actual marketplace conditions.

Strategic flexibility will have four distinct phases:


	Anticipate—Build multiple scenarios of the future

	Formulate—create an optimal strategy for each scenario

	Accumulate—determine which strategic options are required

	Operate—manage your portfolio of options effectively





问题　策略矛盾　
英文



主要观念

任何运营策略即使能够完美执行，也都是根据目前认定的未来市场状况拟定出来的。如果市场状况最后不如预期，即使是针对市场现况精心构思的策略，也终将失败。与其尝试预测未来，不如让策略具备充分的弹性，这样在各种市场状况发生时，才能够适切因应。
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支持概念

策略的原点是市场

要经营成功，企业往往必须投入资源和能力，这些资源和能力不仅竞争对手难以复制，企业投入之后也难以收回。企业投入的资源和能力，往往必须花费很长的时间，才能开花结果，而企业之所以愿意投入，是根据自己对市场未来状况的看法。如果事后证明这些看法是错误的，原本卓绝的策略可能远远无法达成预设目标。

同样地，如果事后证明，企业认定的市场状况或是消费者偏好并不正确，也可能使得之前经过精心构思、仔细规划，并且零缺点执行的策略，最后无法达成目标。

风险与报酬的抉择

实务上来说，策略矛盾的意涵是：对企业来说胜算最高的运营策略，在遇到市场状况改变时，也最有可能失败。如果企业运气够好，而且预想的市场状况也确实发生，那么能够为企业找到产品差异化或成本领导等竞争优势的策略，就可以让企业大大获利，但是如果实际状况与预想状况相左，企业就可能会痛失大笔成本。

风险和报酬之间本来就很难切割，企业在取决时会采取下列几种做法：


	大多数企业会采行保守策略，不完全锁定特定市场状况，接受较低的投资报酬率，这样在市场状况不断演变时，企业比较有机会继续生存。这种企业无法得到最大获利，因为这些企业不会把所有鸡蛋放在一个篮子里，相对地在市场风向转变时，也不会因此破产。

	其他企业会尝试采取弹性做法，这样在市场状况转变时才能够调整策略。如果企业能够持续跟上环境变化同步调整策略，这种做法当然很好。然而，如果组织中部分单位步伐的调整必须快速，部分单位步伐调整又必须稳健，那么这种做法就可能会造成组织内部的严峻挑战。

	有部分企业会尝试预测未来的市场状况，并且把预测结果融入策略之中。如果预测正确当然很好，但是不可能永远都能正确预测未来状况。迟早（而且大概很快），市场状况会不如预期。市场上存在各种变动因素，在拟订策略时必须一并考量，即使过去常常能够精准预测未来状况，也无法就此判定自己的预测会不会正确。此外有个更根本的问题是，难道真的要投入所有资源，彻底支持自己对未来状况的预测？

	另外有企业会运用组织层级，分层管理策略的不确定性。组织层级中的不同阶层，分别负责处理不同程度的策略不确定性。一般常采行的做法如下：
	董事会负责决定公司要承受什么程度的策略不确定性和市场风险。

	高阶经理人负责避开各种风险，确保各种策略都确实可行。

	运营单位经理人负责投入资源执行特定策略，但是万一公司认定的最主要状况不如预期，也要努力避免陷入窘境。

	部门经理人负责缔造本季或本会计年度的短期绩效。部门经理人通常都忙于缔造短期绩效，无暇进一步探究未来发展。









【编注：放大镜


不确定性　

经济学家凯恩斯（John M. Keynes）在总体经济分析中，引进无处不在的不确定性和不稳定预期，使得不确定性、资讯不对称性与市场不完全性等概念，逐渐进入经济理论的核心，尤其是现代金融理论。】



订定一系列可行策略应变

上述各种管理策略不确定性的做法，或多或少都可行，但是如果要确实避开各种不确定状况，就必须停止在面对不确定状况时，继续投入资源。相对地，要处理市场根本的不确定性，比较适切的做法就是订定一系列可行策略，这样在不同市场状况发生时，才能够因应状况执行或放弃特定策略。对于自己和公司来说，想要因应不断变化的市场环境，这是唯一合理的做法。

■注意事项

当然，要实行上述做法，基本上必须做到下列几件事：


	确切指出在各种时间点上，分别可以采行哪些策略。

	判断在适当时机要采行哪些策略，又要放弃哪些策略。

	判断要在各项策略上投入多少资源，以及该如何有效管理这样的策略组合。

	让总公司具备充足能力，确切指引运营单位该采取哪些行动。

	要记住，运营单位一定会遇到限制，例如只有有限的资金，又必须在限定时间内创造一定收益，或是只能承受一定风险。在跟运营单位合作时，一定要想到这些限制。



总而言之，要解决策略的矛盾，不是要设法提升自己的预测能力，而是要让组织上下都具备更高度的策略弹性。



【编注：放大镜


预测　

管理大师德鲁克（Peter F. Drucker）曾说：“预测未来没那么难，只是没什么意义。已经发生的基本变化永远是更重要的，却没有人预测到，或根本不可能预测到这些变化。”德鲁克在《视野：德鲁克谈经理人的未来挑战》一书中提到，没有人在1985年预测得到，欧洲经济共同体（European Economic Community）的建立，竟无法带动欧洲经济爆炸性成长，反而带来经济停滞与国际纷争。】




关键思维

“大多数策略在拟定时，都是依据对于未来状况的特定看法。很可惜，未来根本是不可预测的。更何况，要能缔造突破性成功，在落实策略时必须保持弹性，以免未来状况并未按照预期演变。策略矛盾造成的结果是，胜算最高的策略，也会是失败机率最高的策略。要解决策略矛盾，必须用全新的角度，思考策略和未来的不确定性。”

——迈可‧雷诺

“之所以会产生策略矛盾，是因为投入的资源和不确定状况并不相符。策略能够获得最大效益，是因为目前投入的资源，完全符合未来状况的需求。但是没有人知道未来的状况会是什么，因为未来是不可预测的。如果有人错估情势，投入资源培养了不合适的能力，那么就没有机会应变了，毕竟，如果投入是可以打折扣的，就称不上是投入了。结果，成功往往是因为之前投入的资源，事后证明是适切的（也就是运气好），而失败的策略其实跟成功的策略有很多方面都类似，只不过最后证明投入的资源并不恰当（也就是运气不好）。换句话说，策略矛盾产生的原因是，虽然企业不论决定投入哪项策略，都充满不确定性，但还是必须选择特定策略。”

——迈可‧雷诺

“最新研究显示，成功和失败最主要的差异，确实就在运气好坏。企业避开了策略风险，只能够求生存，并不能茁壮。企业承受了策略风险，如果不是获得绝佳收获，就是一败涂地。选择追求更高报酬或只是追求生存，都没有对错。问题在于，企业必须抉择。”

——迈可‧雷诺

“策略矛盾有两项前提：第一，如果证明预测是错的，投入的资源是无法收回的；第二，预测从来就不可靠，也很少有结果能够证明预测是正确的。”

——迈可‧雷诺

“正确预测的能力，对有效规划策略来说非常重要。如果最后证明预测是错的，实际损失的成本和机会成本会相当巨大。相对地，如果预测正确，只要竞争对手没有按照类似的方式规划策略，就能够带来极大利益。”

——《管理的预测方法》作者　史派洛‧马克利达奇士

“投入的资源不符合策略的不确定性，就会造成策略矛盾。要解决矛盾，就必须分层管理各项策略，由一部分人负责管理组织目前投入的资源，一部分人负责降低风险，并且找出大有可为的机会。这种分工的基础是传统的组织层级。运作顺畅的组织层级，各阶层之间的分工必定相当清楚，而分工的依据是，组织层级中的各个阶层，分别要花多少时间才能得知，自己今天作的决策是不是适当。大多数大型组织的成员，直觉都会认定组织按照这种方式分工是相当正确的。执行长应该思考长期策略，单位管理团队（通常是运营单位）应该思考中期策略，而部门管理团队则必须缔造成果。”

——迈可‧雷诺

“预测不是值得尊敬的人类活动，而且除非要预测最短时间内的状况，否则根本不值得进行。”

——管理大师　彼得‧德鲁克

“困难之处在于，要清楚思考我们根本看不清的未来状况。要能清楚思考未来状况，最重要的就是必须记住，要针对未来进行规划，不是要我们想象自己之后要采行哪些做法。决策一定是在当下，就策略规划来说，区分策略的关键就在于人作决策时考虑到时间范围。要认真思考策略的不确定性，就必须重新调整我们过去订定策略的方法。”

——迈可‧雷诺

“接受策略矛盾会逼使我们甘于平凡，为了让企业持续生存，放弃了成就卓越的机会。解决这项矛盾可以让我们不必在风险和报酬之间取舍，也让我们可以努力成为龙头，同时不必放弃持续经营的理想。”

——迈可‧雷诺

“大多数研究都会比较卓越企业和平凡企业，然后根据比较后得出的数据，判断成功有哪些决定性因素。研究方向如果只是有系统找出成功企业，当然会发现这些企业都在过去投入了适切的资源。如果只是检验有哪些企业正确猜测未来状况，然后和那些避免猜测的企业相互比较，就是大大忽略了管理不确定性的重要性。奋力向前和怯懦退却，都不是重大挫败的唯一替代方案。有一种方法可以让组织在大胆前进的同时，又能减低风险，而且不需牺牲绩效。只要具备策略弹性，同时妥善分配决策责任，就可以让组织有机会朝自己想要达成的绩效更向前迈进，而且还可以把风险控制在自己可以承受的程度之内。”

——迈可‧雷诺





The Problem The Strategy Paradox　
中文



Main Idea

Any business strategy, even if perfectly executed, rests on an assumption made today about what market conditions will be like in the future. If those market conditions end up being different, even a well conceived strategy for today's marketplace conditions will fail. Instead of trying to predict the future, build in enough strategic flexibility to be able to respond to the marketplace conditions as they end up unfolding.

[image: no232-7-2E]


Supporting Ideas

Strategy Starts with the Marketplace

To be a success, many times a firm needs to make commitments of resources and capabilities that are hard for competitors to copy but also hard to reverse. Often these commitments take a substantial period of time before they bear fruit. They are entered into on the basis of set beliefs about what the marketplace conditions will be like in the future. If these beliefs turn out to be wrong, an otherwise excellent strategy may fail to achieve the desired objective by a wide margin.

Similarly, if the assumptions about the marketplace or the consumer's preferences end up being proven wrong, this can also mean that a well conceived, carefully planned and flawlessly executed strategy ends up failing to achieve the objective.

Risk or Return?

In practical terms, the strategy paradox states: the business strategy with the greatest chance of success for a firm also has the greatest possibility of failure if market conditions change. Strategies that commit a company to seek competitive advantages such as product differentiation or cost leadership can be extremely profitable if the firm is lucky and it anticipates the marketplace conditions correctly, or exceptionally costly if they turn out to be wrong.

Companies deal with this inherent trade-off between risk and return in a number of different ways:


	Most firms accept a lower rate of return by executing a strategy that is not entirely optimized one way or another. This gives them a better chance of survival as the marketplace evolves. These firms don't maximize their profits because they don't put all their eggs in the one basket, but nor are they bankrupted when the marketplace changes.

	Other companies try to become more adaptable so they can change their strategy as the market shifts. This is fine as long as the firm can continue to change at the same pace as the environment changes. However, when some parts of the organization need to change faster while other parts need to change more sedately, serious internal challenges can result.

	Some companies try to forecast what market conditions will be like in the future and integrate that into their strategies. That's fine when you get it right, but it is impossible to correctly forecast the future indefinitely. Sooner or later (and probably sooner), your forecasts will end up being wrong. The marketplace has so many random factors that need to be taken into account that you just can't tell whether your predictions will end up being correct or not, even if you have a great track record of past success in forecasting the future. Besides which, an even more fundamental question is: do you really want to commit all your resources to back your forecast about what's going to happen in the future to the hilt?

	Other companies manage strategic uncertainty by using their hierarchies. Different levels of the hierarchy deal with different levels of strategic uncertainty. This typically tends to work out something along these lines:
	The board of directors specify the corporation's overall exposure to strategic uncertainty and marketplace risk.

	Senior managers hedge the various risks and ensure all options remain viable.

	Operating divisional managers commit to a specific strategy, but also work to avoid catastrophes should key assumptions turn out to be invalid.

	Functional managers are charged with delivering short-term results in this quarter or this financial year. They are typically so busy doing that they have little time to be looking further down the road.







Create a Series of Strategic Options

All of these approaches to strategic uncertainty work to one degree or another, but if you're genuinely serious about avoiding uncertainty, you need to move away from making commitments in the face of uncertainty. Instead, a better way to deal with the fundamental uncertainty of the marketplace is to concentrate on creating a series of strategic options that can be exercised or abandoned in response to different market conditions as they arise. This is the only logical way you and your firm can hope to deal with an environment that is constantly changing.

■Requirements

Of course, to implement just such an approach, a few things will reasonably be required:


	You'll need to figure out exactly what your options are at any given point in time.

	You'll need to decide which options to take and which to let lapse when the time is right.

	You'll need to decide how much to invest in each option and how to manage a portfolio of options such as this effectively.

	You'll need a corporate office that is able to direct and guide the actions of the operating units to an extensive degree.

	You'll need to keep in mind that operating divisions always have constraints—only so much money they can spend, a set time within which a payoff is required, or only so much risk that is acceptable. You'll need to keep all of these constraints in mind and work within them.



In total, the solution to the strategy paradox is not to try and improve your forecasting abilities. Instead, imbue your organization with greater amounts of strategic flexibility.


Key Thoughts

"Most strategies are built on specific beliefs about the future. Unfortunately, the future is deeply unpredictable. Worse, the requirements of breakthrough success demand implementing strategy in ways that make it possible to adapt should the future not turn out as expected. The result is the Strategy Paradox: strategies with the greatest possibility of success also have the greatest possibility of failure. Resolving this paradox requires a new way of thinking about strategy and uncertainty."

—Michael Raynor

"The strategy paradox arises from the collision of commitment and uncertainty. The most successful strategies are those based on commitments made today that are best aligned with tomorrow's circumstances. But no one knows what those circumstances will be, because the future is unpredictable. Should one have guessed wrong and committed to the wrong capabilities, it will be impossible to adapt—after all, a commitment that can be changed was not much of a commitment. As a result, success is very often a result of having made what turned out to be the right commitments (good luck), while failed strategies, which can be similar in many ways to successful ones, are based on what turned out to be the wrong commitments (bad luck). In other words, the strategy paradox is a consequence of the need to commit to a strategy despite the deep uncertainty surrounding which strategy to commit to."

—Michael Raynor

"New research suggests that often the main factor separating success and failure is indeed luck. Firms that avoid strategic risk survive but do not prosper. Firms that accept strategic risk reap either great reward or utter ruin. There is no intrinsic merit in opting for greater returns over survival or vice versa; the problem is that firms must choose."

—Michael Raynor

"The strategy paradox rests on two premises: commitments cannot be adapted should predictions prove incorrect; and predictions are never reliably or verifiably correct."

—Michael Raynor

"The ability to forecast accurately is central to effective planning strategies. If the forecasts turn out to be wrong, the real costs and opportunity costs can be considerable. On the other hand, if they are correct they can provide a great deal of benefit—if the competitors have not followed similar planning strategies."

—Spyros Makridakis Author

"The strategy paradox is a consequence of the conflict between commitment and strategic uncertainty. The answer to the paradox lies in separating the management of each, charging some with the responsibility of delivering on the commitments the organization has already made, and others with the task of mitigating risk and providing exposure to promising opportunities. The foundation for this division of labor is the traditional organizational hierarchy. Well-functioning hierarchies are defined as a clear separation between levels according to the time it takes for those at each level to know whether or not they have made the right decisions today. Most who work in large organizations have an intuition that this basis of organization is right. The CEO should be thinking about the long term, while divisional management (typically an operating division) is worried about the medium term, and in-the-trenches functional management has to deliver the goods."

—Michael Raynor

"Forecasting is not a respectable human activity, and not worthwhile beyond the shortest periods."

—Peter Drucker, Management Consultant

"The challenge is to think clearly about a future we cannot see clearly. The key to doing this well is to remember that planning for the future does not mean imagining what choices we will make later. There are only the decisions one makes today, and in the context of strategic planning, what distinguishes those decisions is the time horizon one takes into account when making them. Taking uncertainty seriously requires a reinvention of our conventional approaches to strategy."

—Michael Raynor

"Accepting the strategy paradox forces us to accept mediocrity, giving up a chance at greatness as the price of our continued corporate existence. Resolving it will free us from a trade-off between risk and return and allow us to strive to be first without giving up the hope that we will last."

—Michael Raynor

"Most studies of the determinants of success have based their conclusions upon comparisons of the exceptional with the mediocre. Studies that systematically seek out successful companies will necessarily find those that in the past made the right commitments. By examining primarily those companies that have guessed right and comparing them with those that have avoided guessing, what has been largely missed is the importance of managing uncertainty. The gallant charge and the cowardly retreat are not the only alternatives to catastrophic defeat. There is a way to move forward boldly, yet mitigate risk without compromising performance. Strategic Flexibility, combined with a better allocation of decision-making responsibilities, will further any organization's attempts to achieve the results it desires at a level of risk it can tolerate."

—Michael Raynor





解决方案　第1阶段——预测　
英文



主要观念

要加强策略弹性，第一步就是要体认，自己还没有确切了解未来的状况。有鉴于此，可以采取下列方法：


	找出各种可能造成改变的力量

	界定各种力量可能影响的范围

	根据上述各种条件建构假设状况，各种假设状况都可能实际发生



根据未来可能必须因应的状况，深入推断各种假设状况，这样能够发挥创意全盘思考，同时让自己只须处理少数几种假设状况。
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支持概念

抓住市场变化的轨迹

第1阶段就是要避免自己孤注一掷，这样才不至于罔顾市场状况，投入资源采取特定行动。要做到这一点，最明显也最合理的方式是，同时构思几种不同的可能做法，然后根据可行做法拟订策略，同时逐渐放弃不可行的做法。锁定各种可能市场状况的需求，订定一系列可行策略。

要为策略投注的资源避险，必须找出市场中可能出现哪些变化。在这种条件下想出的变化因素，会是这个市场特有的，不过大多数市场的不确定状况，都会有以下几种情况：

■国内总体经济状况——整体经济活动的活络程度，活络程度会对市场造成后续影响，决定了顾客有多少资金可以用来购买公司的商品。许多企业会努力培养实力，等到景气复苏时，再借由复苏力道获利。



【编注：放大镜


复苏力道　

16年来没有波动的日本房地产，据彭博社3月的统计数字显示，近期终于露出曙光，整体微幅上扬0.4，多方专家看好日本房地产的复苏，将成为日本经济成长主要动力，再配合企业资本支出的提升，将可望摆脱长期以来通货紧缩的命运，有机会步入升息的循环。】



■国际贸易——因为自己所在的产业很可能是全球性产业。如果现行的国际贸易体制出现变化，可能会对自己所在市场的规模造成深远影响。特定补助项目被取消，或者更严格限制某些商品的交易，都可能会是重要的因素。另外，全球景气也有可能是重要因素。

■政府修订法规可能会影响市场结构——不论是国内市场或国际市场都可能受到影响。政府会订定各种市场竞争规定，有时还会指定特定企业才可以经营特定市场，在不同市场分别扮演不同角色。如果政府颁布特定限制，或是相对开放市场，就可能会造成深远影响。在不同时间，社会上会出现各种不同的压力团体，所以政府法规也会随之调整。这种种状况都表示，政府未来的作为可能会造成市场本质或市场结构巨幅变化，影响状况各不相同。

■科技——市场上会不会出现重大新科技发现，为公司带来突破性收获，或是说这项新科技在可见的未来，只能带来渐进的收获。所在产业中科技进展的步调与方向，可能大大影响公司业务。当然，市场对新科技的接受程度也非常重要，必须一并纳入考量。消费者不一定会因为科技更新、更好这项因素，就大量采用，所以指望靠突破性新科技来拯救公司业务，会是极为危险的想法。

假设未来不能天马行空

想要预测未来既危险又没有意义，因为迟早会预测错误。不如把时间用来推测各种假设状况，尽可能考量各种因素，预想自己可以采取哪些做法。假设状况说明了，在各种市场因素发生的时候，最适合采取哪些因应做法。

要推测出极有参考价值的假设状况，必须判别各种市场上可能发生的状况。要记住的是，推测假设状况是为了帮助我们规划策略，不是要我们天马行空幻想，所以假设状况一定要依据可能发生的情形，不要把所有想得到的状况都纳入。

要推测出有用的假设状况帮助自己规划策略，可以采行下列做法：


	先检视最适切的问题——也就是要把心力放在最基本的主题上，不要针对特定问题。这表示我们应该问：“就目前经济情况来看，采取什么运营模式才合理？”而不是问：“我们应不应该在中国大陆地区设厂？”真正应该检视的主题会是，在不同市场变数发生时，市场力量的平衡状况会产生哪些变化，或者是市场未来的发展，可能会对创造价值的方式造成什么影响，另外，也必须考虑到较长的时间范围。

	找出不确定状况的各种面向——分别有哪些变数会大大影响公司业务。不确定状况的各个面向，都是自己无法直接掌控的因素。市场不确定状况的3大面向分别是：
	总体经济——景气循环

	科技——先进科技与市场上的新科技

	法规——政府机关修正政策





	针对上述面向，判断各种不确定状况的实际影响幅度有多大——预估各种面向的变化程度应该会是如何。要判断实际幅度必须非常谨慎，因为有时候这些面向的变化状况，会超出我们事前的预期以及事前认定的幅度，但是推断出合理的上限和底限，还是非常重要的。

	推测4到6种假设状况——所有假设状况综合起来，要能涵盖各种不确定状况面向的合理变动范围。

	判断各种假设状况发生的相对机率——理想上，各种状况发生的机率应该是一样的。如果大家都特别重视一项或两项状况，并且认为发生的可能性超过70%那么推测出来的假设状况就不够齐全。要能激发各种对未来不确定状况的看法，并且让大家持续保持不同意见，不要反过来让所有人完全抱持同样的看法。



电力公司的实际案例

为了说明上述做法该怎么实际运用，请参考下列电力公司的案例，看看这家公司是怎么进行上述5项步骤：

■先检视最适切的问题

这家公司过去的运营模式，是标准的电力服务供应商，目前在考虑要不要进入电力零售市场。零售市场虽然可以为公司带来无限的投资报酬率，却也必须投入大量现金购置发电设备。

■找出不确定状况的各种面向

该公司判断，要作这项决策，会面临5种不确定状况的面向：……

■针对上述面向，判断各种不确定状况的影响幅度

该公司判断，在各个面向中，不确定状况的底限和上限分别如下：……

■推测4到6种假设状况

该公司在上述条件下，推测出下列假设状况：……

■判断各种假设状况发生的相对机率

只要推测出上述5种假设状况并经过谨慎思考，就可以逐项判断各种状况发生的机率。



The Solution Phase 1—Anticipate　
中文



Main Idea

The first step in gaining strategic flexibility is to acknowledge that you don't precisely know yet what will happen in the future. With this in mind, it's useful to:


	Identify all potential drivers of change

	Define the likely range of each of these drivers

	Develop from that a set of scenarios, any one of which might actually eventuate



By developing a detailed set of scenarios within which you may need to operate in the future, you can think creatively and expansively while at the same time having a finite set of options with which you can deal.
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Supporting Ideas

Get a Handle on Marketplace Changes

This first phase is all about avoiding the temptation to make irreversible bets that commit you to some course of action regardless of what is happening in the marketplace. The most obvious and logical way to do this is to pursue multiple initiatives in parallel and then build on what works at the same time as you progressively drop what is not working. You create a series of options, each of which are designed to deal with the demands of different possible market outcomes.

To hedge your corporate bets in this manner, you need to identify what can change in your marketplace. The factors you ultimately come up with here will be very specific and focused, but the most common dimensions of uncertainty are:

■The domestic economy as a whole—the general level of economic activity, which will have a flow-on effect in that this will determine how much money is available for your customers to buy what you offer. Many companies work hard to position themselves to benefit from economic recoveries when they eventuate.

■International trade—because more than likely you will be operating in a global industry. Changes in the prevailing international trade regime can have far-reaching impact on the size of your markets. The removal of subsidies or the imposition of trade restrictions can be important factors. Furthermore, the buoyancy of the global economy may also be important.

■Changes in government regulations that may impact on the structure of your markets—either domestic or international. The government plays varying roles in different markets by setting the rules for competition and sometimes by controlling who can be active in which markets. If the government mandates specific requirements or alter-natively frees up the marketplace, this can have a far reaching impact. As society's pressure groups vary over time, so too do government regulations. All of this means that what a government or a number of governments do in the future can substantially change the nature and structure of the marketplace in many different ways.

■Technology—whether or not new technology is on the horizon that will deliver breakthrough gains. Or perhaps it is more likely that only incremental gains will be derived in the immediate future. The pace and the trajectory of technological improvements in your industry can profoundly impact on your business. Of course there is also the issue of market acceptance of new technology which also has to be factored in. Just because something is new or better doesn't guarantee that the consumer uptake of that new technology will be significant. It's extremely risky to count on a new technology breakthrough to save your business.

Develop Realistic Scenarios

It's dangerous and ultimately pointless to try and predict the future, because sooner or later you'll be wrong. Your time will be better spent developing a set of scenarios that anticipate what your options will be, within the most likely variations of all the factors involved. Scenarios summarize and synthesize what the best course of action will be when variations in different market factors occur.

To develop scenarios that are plausible enough to warrant taking seriously, you need to vary some market conditions over a range that may feasibly arise. Remember that your scenarios are being developed to assist strategic planning rather than as an exercise in fictional thinking, so keep your scenarios anchored in the real world rather than exploring every eventuality that can be thought of.

To create good working scenarios for strategic planning:


	Ask the right questions to start with—which means focusing on fundamental issues rather than specific issues. This means asking questions like "What kind of business models will make economic sense?" rather than "Should we be building a manufacturing plant in China?" Look at issues like how the balance of power will change when different variables come into play or how future developments could impact on the creation of value. You'll also need to have a reasonably long time horizon in mind.

	Identify the various dimensions of uncertainty—the individual variables that can change your business in substantial ways. Dimensions of uncertainty are always factors that are beyond your direct control The three most common dimensions of uncertainty are:
	Macroeconomy—the business cycle

	Technology—advances and new entrants

	Regulation—changes in government or agency policies





	Decide on the realistic limits of uncertainty for each dimension—how much you can reasonably expect each of these dimensions to vary in the future. This will be a delicate balancing act, because sometimes these dimensions can vary beyond preconceived notions and assumed limits, but it is critical for you to come up with some reasonable upper and lower bounds.

	Come up with between four and six scenarios—which between them capture a reasonable range of variations in all the different dimensions of uncertainty.

	Determine the relative probabilities for each scenario—which ideally should be reasonably even. If one or two scenarios completely dominate people's thinking and are accepted as having a probability of 70 percent or more, then you have not come up with a set of scenarios that are robust enough. You want to crystallize and preserve disagreements and uncertainty about the future, not exacerbate the problems that arise when everyone is working toward a single point of view.



Case Study: An Energy Company

To illustrate how this all works in practice, consider the case of an energy company as it works through the five steps:

■Ask the right questions to start with

A company that had historically made its money as a regulated electricity services provider was wondering whether or not it should enter the merchant market. The merchant market does offer no caps on the rate of return, but it also requires a substantial cash investment in electricity generation equipment.

■Identify the various dimensions of uncertainty

The company decided there were five dimensions of uncertainty involved in making this decision: ...

■Decide on the limits of uncertainty for each dimension

The company then decided on the lower and upper limits of uncertainty for each dimension: ...

■Come up with between four and six scenarios

In this case, the following scenarios were developed: ...

■Determine the relative probabilities for each scenario

Once all five scenarios have been developed and thought out, you then go through and determine what probability you will assign to each.



解决方案　第2阶段——研拟　
英文



主要观念

想出各种假设状况之后，就要事先针对各种假设状况订定最适切的策略。能够做到这一点，就可以分析各种策略中存在哪些共同特性。照理来说，这些共同特性应该会成为可以放心执行的核心策略，因为不论未来的状况如何，这些策略都会发挥很大的效果。另外也可以拟定几项附带的策略要项，这些要项在符合各种假设状况的事件发生时，是非常值得采行的。

支持概念

找出最佳策略

严谨拟定出各项可行的策略之后，接下来要针对各种假设状况拟定最佳策略，就会容易得多。虽然要拟定的策略不只一项，还是有几种相当成熟的工具组有助于拟定策略。

■按执行需要分解策略

找出各种假设状况的最佳策略之后，接下来就要把各项策略一一拆解成几项主要的要项，这些要项通常包括：


	科技

	能力

	其他执行策略的必要资产



■规划运营模式

另外，在这个阶段也可以规划各种策略的运营模式。这么做有助于了解各项策略必须投入的资源以及产生的结果，实际价值分别是多少。确切掌握这些数据，也就有可能计算出最适合各种假设状况的投资策略。

抓住共同点整合核心策略

只要比较各种假设状况的最佳策略就会发现，有些要项在各项策略中都可以见到，而有些要项是特定对策才有的。我们可以把各种策略中都有的活动，认定成组织的“核心策略”。这项核心策略是可以放心积极执行的，因为不管未来发生什么状况，核心策略都会发挥很大的效果。接下来就可以逐步判断出，哪些附带要项值得执行，哪些根本应该避免。

■核心策略的例子


	投注资源建制顾客关系管理系统，培养顾客关系管理能力

	采用以股东权益为主的绩效评量指标

	投注资源训练员工和开发人力资源



■要项附带策略


	在经济持续紧缩时大幅裁员

	投资海外市场

	投注更多资源研发产品

	透过购并扩充产能




关键思维

“如果认为，只有《财星》500大企业才有必要区分，哪些面向该采行企业总体合作策略，又有哪些面向该采行竞争策略，那就大错特错了。任何组织，只要规模和复杂程度高于个人经营的街角小店，甚至只是有企图心要让公司规模和复杂程度超越小店，那么仔细思考哪些做法能够创造收益，哪些做法能够管理不确定性，就能够为组织带来益处。如果组织在运营单位的经理人之上还设有更高阶的主管，那么各阶层对各自职责的认定，就很有可能过分重叠。事实上，组织规模愈小，高阶管理团队就会愈想亲自参与运营决策，这样会造成一种不幸后的果，那就是把管理不确定性的工作，统统交给命运。”

——迈可‧雷诺

“跟许多人认定的策略研拟方式比起来，这种模式可能大不相同。一般的方式是由高层精心规划主要策略，再交由组织发挥应变能力执行策略；我们提出的模式反而是，由高阶管理团队在有限的策略弹性范围内，订定各种可行做法，同时逐层降低决策空间。把策略的不确定性交由执行长和董事会负责管理，对许多组织来说是相当剧烈的转变。执行长和董事会往往因为必须充分掌控公司，使得自己深陷管理工作之中，忽略了在策略上还必须尽到其他责任。就策略和长期规划来说，不确定性是唯一不变的因素，要适切因应不确定状况，最合理的做法就是订定各种可行策略，而不是贸然投入资源。”

——迈可‧雷诺

“制订策略，应该根据未知的状况，不应该根据已知的状况，因为成功的策略，必须根据不确定性来规划，不能忽视不确定性。传统的策略规划方式并不是无视于不确定性，而是认为不确定性可以事后再处理，也就是所谓的‘先投入，再提问题’。产业分析、核心能力理论以及破坏式创新这几种方法，力量都极为强大，但是都应该先评量各种最主要的不确定状况，再运用这些方法，不应该在评量之前就贸然运用。”

——迈可‧雷诺





The Solution Phase 2—Formulate　
中文



Main Idea

Once you have various scenarios in mind, create an optimal strategy for each scenario in advance. When that has been done, you can then analyze what commonalities exist amongst all the strategies. Logically these commonalities should then become your "core" strategy, which can be pursued confidently because it will be useful whatever happens in the future. You can also then develop some contingent strategy elements that are worth pursuing in the event that one or another of those alternative scenarios arise.

Supporting Ideas

Find an Optimal Strategy

With well developed strategies available, it then becomes quite straightforward to develop an optimal strategy for each scenario. Although you will be developing several strategies rather than just one, there are a number of well-developed toolkits available for this purpose.

■Break strategies down into key elements

Once you have an optimal strategy for each scenario, you then go through and break each strategy down into its key elements, which will usually be a combination of:


	Technologies

	Capabilities

	Other assets required to execute the strategy



■Develop a business model

At this stage, you may also want to develop a business model for each strategy. Doing this allows you to come up with dollar values for all inputs and outputs associated with each strategy. Once you have those figures firmly in place, it then becomes feasible to also calculate what your optimal investment strategy for each scenario would be.

Use Common Elements to Develop Core Strategy

When you compare all of the various strategies optimized for each scenario, some elements will be common to each, while other elements will be uniquely strategy specific. Those initiatives that are common to all strategies can be designated as the organization's "core strategy". This core strategy can be pursued with confidence and aggression because it will be useful for whatever future ends up arriving. Decisions can then be made progressively about which contingent elements to pursue and which to avoid altogether.

■Examples of core strategies typically include:


	Investing in customer relationship management systems and capabilities

	Adopting shareholder-focused performance metrics

	Investing in human resource training and development



■Contingent strategy elements:


	Making massive staff layoffs in the event of an extended economic contraction

	Investing in foreign markets

	Investing in more product development

	Expanding production capacity through mergers or acquisitions




Key Thoughts

"It would be a mistake to think that the distinction between corporate and competitive strategy applies only to Fortune 500 corporations. Any organization with greater size and complexity than a sole-proprietor corner store—or even just the ambition to exceed that size and complexity—can benefit from thinking carefully about separating how to generate returns from how to manage uncertainty. If your organization has operating managers who report to still more senior managers, there is not simply the chance but the likelihood that there is an unhealthy overlap between the jobs each level thinks it is doing. In fact, the smaller the organization, the greater the temptation of senior management to involve itself in operating decisions, with the unfortunate consequence of leaving the management of uncertainty largely to chance."

—Michael Raynor

"This model is potentially quite different from many people's intuition about strategy formulation. Rather than a master plan crafted on high, which is then implemented by an adaptive, responsive organization, we see instead senior management creating options in keeping with the prescriptions of strategic flexibility, while lower echelons enjoy progressively less strategic latitude. Devoting the CEO and the board to questions of strategic uncertainty is a significant shift in emphasis for many organizations. Often overwhelmed by their fiduciary responsibilities to fulfill the control function, boards and senior managers often lose sight of their very different responsibilities associated with strategy. And when it comes to strategy and the long term, uncertainty is the only constant, and choosing options over commitments is the most reason-able response to that uncertainty."

—Michael Raynor

"Strategy should begin with what we do not know rather than what we do, for successful strategies must be built upon uncertainty, not in spite of it. Traditional strategic planning is not blind to uncertainty, but it treats it as an afterthought: commit first and ask questions later. The prescriptions of industry analysis, core competence theory, and disruptive innovation are all tremendously powerful, but they should come after an assessment of critical uncertainties, not before."

—Michael Raynor





解决方案　第3阶段——汇整　
英文



主要观念

在这个阶段，基本上必须做到下列两件事：


	整合各种执行核心策略所需的要素

	初步投资适合各项附带策略的要素



汇整阶段基本上是要让自己和组织有机会缔造超凡表现，不论整体市场情况符合预期，或是根本与预期不同，都有机会成功。此外，企业在汇整阶段还必须积极舍弃不适用的策略，只要能够清楚判断哪些策略没有必要采行，就应该予以舍弃，这样才可以把更多资源投注在有助益的策略上。

[image: no232-38C]


支持概念

如何取得必要资源

只要深入理解，核心策略和附带策略中分别有哪些要项，接下来就可以把心力转而用来获取必要资源，并且舍弃未来用不着的资源。这几项工作可以用下表来说明：

■汇整阶段的指导原则


	任何现有的资源若不符合未来的假设状况，都应该抛弃。

	符合所有假设状况的现有资源，就应该予以保留并且维系。

	任何资源只符合部分的假设状况，那么投资在这几项资源上的金额，应该和可能的需求程度对等。

	只要有资源跟所有假设状况都不符合，就不必取得这项资源。

	只要有资源符合所有假设状况，每一项都要取得。

	如果有资源在假设状况确实发生时，会很有帮助，那么就要发挥创意保有使用这种资源的权力。要做到这一点最有效的方法就是，谨慎运用“实质选择权”。



企业怎么运用实质选择权

实质选择权就是，要在后续可能会有价值的能力上，进行小规模投资。这是为了取得使用权力，让自己在未来能够投资更多资金扩充这项资源，然后在必要的时候完全投入这种能力，不是一开始就要全力开发这项资源。企业只要投资在这几项实质选择权上，就可以用更符合成本效益的方式，取得更多未来需要的运营资产。

以下举出几个案例，说明企业目前怎么运用实质选择权，让策略具备弹性：

■思科系统公司在人资上采用了实质选择权。有时候，即使思科很清楚景气复苏时，会再度需要人力，还是会迫于市场状况，不得不缩减员工员额。为了克服这种状况，思科在2001年4月提供了80个职缺，让被解雇的员工有机会到名为“思科社区伙伴计划”的非营利组织工作。思科支付这些员工1/3的薪资，其余薪资则由该组织支付。参与这项计划的员工同样享有完整的训练以及线上教育课程，也享有思科公司的福利和员工认股资格。到了该年的年底，思科就可以把这些人才聘回公司，或是再用同样方式安排这些人才。思科在这项计划上的支出，就是支付参与计划员工1/3的薪资，但是此举也让公司保有了人才库，如果景气衰退只是短期的，思科就可再次聘用这些人才，快速恢复完整的生产力。

■美国富利银行和摩根士丹利证券在2001年的年中，合资成立了克雷尔隆公司，用低价供应顾客网络付费系统。这两家公司预测，克雷尔隆的用户将会超过50万名，处理的交易额也将超过10亿美元，所以从成立的第一天开始就必须具备完整的服务能力。因此富利银行首先在公司内部的结账流程中，试用这套虚拟付费系统。这不仅让克雷尔隆能够在商品上市前解决各种瑕疵，也让富利银行能够借此降低成本。等到这套系统在内部运作顺畅，富利银行和摩根士丹利证券就会更放心投入更多必要资金，扩大这套系统的规模，并且供应给零售顾客。



【编注：放大镜


虚拟付费系统　

国内数位科技公司“游戏橘子”于2002年推出虚拟付费系统，会员与业绩均持续成长，到了2003年SARS风暴，民众更习惯这种消费模式，单月消费金额即成长2成。经济部技术处在2005年推动“科技化金融创新服务计划”，希望打造金融服务所需平台及运营模式，兼顾消费者的安全及便利，促使国内于网络及行动虚拟付费机制发展成形，带动虚拟世界整合付款与金流清算资讯应用发展，建构国内电子商务店家，以及一般民众低成本、安全、便利的电子商务收付费跨行跨业整合环境。】



■通用汽车正在努力研发燃料电池，结合氧气和氢气来发电，希望最后能够取代内燃机。然而，这些装置要能正式应用，还需要很长一段时间，因为在汽车上应用这些装置，重量还是太重，体积也太大。为了筹措更多资金持续研发这些装置，通用汽车进入了分散型发电科技的市场，开始销售体积如冰箱大小的燃料电池组，供应家用或小型办公大楼的用电。靠着这项措施，通用汽车投资在燃料电池科技上的资源得以开始创造营收，也能够让更多公司员工获得燃料电池的有第一手经验。另外，通用汽车也将获得珍贵的资讯，了解到燃料电池长期发展下来，有没有机会成为发电机市场中的主流产品。这些资讯也可以直接应用在车用燃料电池上。如果最后出现了燃料电池之外的技术，通用汽车也可以出售旗下的分散型发电业务，成为完全独立的企业。反之，如果燃料电池科技显然将成为未来汽车的动力来源，通用汽车就可以快速扩大这项内部研究的规模，更积极研发这项科技。该公司可以采行的策略有好几种，一旦执行任何一项，都会让公司朝完全不同的方向发展。



The Solution Phase 3—Accumulate　
中文



Main Idea

In this phase, you essentially do two things:


	You acquire the elements needed to implement your core strategy

	You take options on all the elements that would be required for your contingent strategies



The essence of the Accumulate phase is to give yourself and your organization the opportunity to excel irrespective of whether general market conditions are as expected or entirely different. In addition, the Accumulate phase also requires that companies aggressively abandon those strategic options that will not in reality be required as soon as this becomes clear so that more resources can be poured into what will work.
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Supporting Ideas

How to Acquire Necessary Resources

Once you understand what constitutes your core and contingent strategies in more detail, you can now turn your attention to acquiring the resources that will be needed and divesting those that will not be required in the future. What you now want to do can be summarized this way:

■The guidelines for the accumulate phase are:


	Any existing resources that are not applicable to any future scenario should be divested.

	Those resources that are applicable to every scenario option should be kept and maintained.

	Investments in any resources that are needed for just some potential future scenarios should be matched to a level commensurate with the probability of needing them.

	Don't acquire any resources that are irrelevant to all the scenarios.

	Acquire any resources that will be applicable for all scenario options.

	Creatively secure the right to use the resources that may be useful depending on which scenario actually comes into effect. The best way to do this is through the judicious use of "real options."



How to Deploy Real Options

Real options are small-scale investments in capabilities that may prove worth while at a later stage. These confer the right, but not the obligation, to invest more money in the future to expand and then fully deploy that capability should it be required. By investing in a number of these options, a firm can acquire access to a far greater range of future operational assets more cost effectively.

To take a few examples of how some corporations are currently using real options to provide strategic flexibility:

■Cisco Systems uses real options in its human resources field. From time to time, Cisco is forced by market conditions to reduce its head count, even though the company knows that when the economy turns upwards again those people will be required again. To cope with this, in April 2001 Cisco offered 80 employees the chance to work for a non-profit organization called the Cisco Community Fellowship Program. Cisco pays them one-third of their salaries and the non-profit pays them the rest. The people in the program still have full access to Cisco's training and e-learning programs, as well as their benefits and stock plan. At the end of a year, Cisco can then either rehire these people or renew the arrangement. This program does cost Cisco one-third of the participant's salaries, but it also provides a pool of people who can be rehired and back to full productivity quickly if the recession is short.

■Fleet Boston Financial and Morgan Stanley created Clareon as a joint venture in mid-2001 to offer customers an internet-based payment system with low costs. Ultimately, Clareon will be offered to more than 500,000 customers and handle in excess of $1 billion in transactions, so it is vital to have a fully functional service from day one. Therefore, Fleet Boston is piloting Clareon's virtual payment system on its own internal billing processes first. This not only allows Clareon to work out any glitches in private, but it also provides an opportunity for Fleet Boston to cut its own costs. Once the system is working smoothly internally, both Fleet Boston and Morgan Stanley will then feel more comfortable about making the incremental investment needed to scale up the system and release it to retail customers.

■General Motors is working hard to develop fuel cells—which combine oxygen and hydrogen to create energy—to ultimately replace internal combustion engines. These devices are still a long way from being viable, however, because they are still too heavy and too bulky for use in automobiles. To help fund ongoing development efforts, GM has entered the distributed generation technology marketplace. It is starting to sell refrigerator-size fuel cell units that can power a home or a small office building. By doing this, GM is able to begin earning a return on its investment in fuel cell technology. It will also be able to expand the number of people within the company who have hands-on experience with fuel cells. GM will also gain valuable information about the long-term viability of fuel cells as power plants. That knowledge can be directly applicable to automotive fuel cells as well. If something other than fuel cells ends up coming to prominence, GM can sell off its distributed generation business as a standalone entity. If, on the other hand, it becomes clear that fuel cell technology is the way to power the automobile of the future, GM will be very well placed to expand its own internal research and development efforts more aggressively. The company has a number of options that, when exercised, can take it in completely different directions in the future.



解决方案　第4阶段——操作　
英文



主要观念

在最后阶段就要执行核心策略，同时密切关注整体运营环境。另外，在这个阶段应该要确实执行特定策略，或者如果认为这些策略不适切，就应该彻底放弃。企业必须组合各种可行策略，找出哪些该执行、哪些该舍弃，才能够让自己建立的策略弹性，发挥最大的价值。

支持概念

决策权是组织高层的责任

到了最后阶段，在运营上应用的策略弹性，应该就要开花结果了。在过去，企业往往会尽力集合许多人的努力，执行单项运营策略。企业如果具备了策略弹性，就会指派能力足以胜任的人才，负责处理市场持续发生的不确定状况。因此，企业就可以采行双管齐下的方法，同时拟定核心策略和附带策略。

■从运营环境中找答案

在操作阶段必须密切关注运营环境，这样企业才可以判断下列状况：


	哪一种假设状况最能确切反映目前的市场状况

	哪一项策略最适合采行

	必须采行哪些附带要项

	应该执行哪几项实质选择权，又应该舍弃哪几项实质选择权



■决策权下放的缺点

一般的观念认为，在面临市场波动时，订定决策和研拟策略的责任，应该要尽可能下放到组织基层。这种观念认为，这么做能够让组织更灵活，可以快速采取行动因应市场变化，不必经过各个层级的批准。虽然这样确实可以让组织更灵活，但是这其实会产生许多限制。最常见的限制包括：


	投资的前置时间可能会相当长，必须投入的资金总额过高，基层经理人力有未逮。

	组织在实行策略时遭遇的重大挑战，可能会造成组织难以快速调动资源，把资源用在新的可行策略上。





【编注：放大镜


决策权下放　

有助提升员工创意潜能和满足员工被委以重任的成就感，Google将整个中国的产品战略与市场决策权下放给中国本土团队，表现出总部对中国团队的充分信任。】



■策略弹性必须倚靠实质选择权

策略弹性会是比让组织更灵活更有效的替代方案。这表示企业事先已经执行了实质选择权，汇整了各种资源，备齐各种替代方案。如果假设状况真的发生，就可以执行选择权，并且在很短的时间内发挥运营能力。要做到这一点，总公司必须更积极主动，因为要拥有这种选择权，往往必须靠长远的眼光，以及成熟的市场观察能力。最有可能具备这些能力的单位是总公司，比较不可能是运营单位，运营单位忙着达成本季的业绩目标。



【编注：放大镜


策略弹性　

策略弹性是指，企业有能力快速反应外部环境剧烈变动。企业界常言：“只有疲软的产品，没有疲软的市场。”因应多变、捉摸不定的环境，厂商的策略如果具有弹性，就能更快速反应，生产新产品因应市场需求。】



此外，要等到执行选择权或舍弃选择权之后，才可以看出实质选择权带来的弹性，到底能够创造多少价值。要判断该在什么时机、用什么方式应用选择权，通常必须由高层强势主导，无法由基层向上反映。要舍弃一项选择权，一定必须由总公司指示，因为总公司才有权力冲销这项投资。

不执行的选择权，之所以有价值，是因为能够避开未来的策略风险。这像是是保单一样，最后决定不执行某项选择权，并不必然表示这项选择权当初就是不适切的构想。要当事后诸葛总是比较容易，要有先见之明妥善管理风险，就困难得多。实质选择权让企业具备实力，能够在各种未来状况下表现卓越，不会奢望所有状况都会保持不变。组织只要做好准备，能够在未来状况发生时妥善因应，不要孤注一掷锁定单一市场结果，理所当然就能够创造更多价值。

所谓弹性就是有取也有舍

直截了当地说，要具备策略弹性一定必须放弃某些选择权。组织如果孤注一掷，只要状况最后符合预期，财务绩效一定会更好，但是这么做的风险也高得多。企业如果为了培养实力，以便在不同市场状况中有卓越表现，因此投入资源获取策略弹性，即使这家企业最后因为实际发生的状况，无法获得最大的报酬，仍然不容小觑。

完全指望特定市场结果，像是是把所有股东的钱，押在公司管理团队未卜先知的能力上。如果预测成功当然很棒，但是这种成功大概都是靠运气，不是因为管理团队能力强。根据假设状况规划策略，并且执行实质选择权，配置各种资源投入附带策略，就是所谓的策略弹性，这对组织来说是强有力的工具，让组织在面对不确定状况时，还能够信心十足地运作。


关键思维

“要让策略发挥更大效用，首先必须清楚找出各种不确定状况，并且判断这些状况会对我们能够投入的能力造成什么伤害。人类的傲慢常常会蒙蔽我们，让我们不愿意承认和接受，自己其实无法预测各种重要状况、无法控制各种自己希望控制的状况，或者无法时时缔造理想中的成果。抱持谦卑制订策略，还是可以成功，只不过这种态度制订的策略，看来跟用傲慢态度制订的策略不同而已。”

——迈可‧雷诺





The Solution Phase 4—Operate　
中文



Main Idea

The last phase is where you execute your core strategy while at the same time monitoring the general business environment. This is also the time when strategic options will either be exercised fully or abandoned altogether if they are deemed inappropriate. Companies will only realize the full value of the strategic flexibility they have created through the development of a portfolio of options when they are exercised or abandoned.

Supporting Ideas

Decision Making Is the Responsibility of Senior Management

This last phase is where the operational implications of strategic flexibility hopefully bear fruit. Traditionally, companies have worked hard to align the efforts of many people behind one single business strategy. A firm with strategic flexibility will have people who are equipped to cope with ongoing marketplace uncertainty. Accordingly, the company can take a multitrack approach of developing core and contingent strategies.

■Find answers in the business environment

The Operate phase will demand a close monitoring of the business environment so that the company can determine:


	Which of its scenarios most accurately describes the market conditions that now exist

	Which strategy is the optimal strategy to be using

	Which contingent elements are required

	Which real options should be exercised and which real options should be abandoned



■The disadvantages of low-level decision making

Conventional wisdom suggests that in the face of market turbulence, responsibility for decision making and strategy formulation should be pushed down to the lowest levels possible in an organization. The thinking here is that this will create a nimble organization that can respond rapidly to market gyrations without the need for approvals to pass up and down the hierarchy. While this will create a nimble organization, in the real world, there are constraints that come into play. Some of these constraints typically involve:


	Investment lead times can be quite long and the sums involved so substantial as to be outside the competence of front-line managers.

	Substantial organizational implementation challenges may make rapid deployment of a new option difficult if not impossible.



■Strategic flexibility relies on real options

A better alternative to nimbleness is strategic flexibility. This means that the firm has made advance preparation for a number of different alternatives by accumulating resources through the application of real options. If the situation warrants, those options can be exercised and the operational capabilities put into place at short notice. This really requires a more active corporate office, because typically these options are only put in place as a result of having a long-term perspective and well developed abilities to scan the horizon. It is more likely that these capacities will be found in a corporate office rather than an operating unit scrambling to meet this quarter's targets.

Furthermore, the value of the flexibility provided by real options only surfaces when those options are exercised or abandoned. Deciding when and how to do this generally requires forceful leadership from the top rather than a groundswell of consensus bubbling from below. Abandoning an option always requires direction from the corporate office because it involves an investment that will be written off.

Unexercised options are justified by the fact that they are hedges against future strategic risk. As is the case for insurance policies, just because an option is not exercised does not mean it was a bad idea in the first place. It's always easier to manage something in hindsight than it will be to manage risk moving forward. Real options provide a company with the ability to excel in a range of multiple futures rather than hoping everything will stay the same. Any organization that has prepared itself to respond to the future as it unfolds rather than betting on a single outcome must logically be positioned to deliver more value.

Flexibility Involves Give and Take

In simple and direct terms, strategic flexibility always comes at the cost of any unexercised options. An organization that optimizes everything to a single roll of the dice will perform better financially if that throw ends up going to plan, but will do so at considerably greater risk. A company that is equally well-positioned to excel in several different market conditions and that has therefore invested in acquiring that flexibility is still highly thought of, even if its returns are not optimized for what did end up happening.

Counting on a single marketplace outcome is like betting all your shareholders' money on the clairvoyant abilities of your management team. It's great if they pull it off, but your success probably owes more to luck than it does to sound management. Strategic flexibility—the combination of scenario-based planning and a calibrated commitment to different contingent strategies through the exercise of real options—offers a powerful tool for organizations to be able to act confidently in the face of uncertainty.


Key Thoughts

"Strategy, to be more useful, must begin with a clear identification of uncertainty and how that undermines our ability to commit. Our hubris often prevents us from admitting and submitting to the unfortunate fact that we cannot foresee everything that matters, control all we would like to, or always create the outcome we desire. A strategy built on humility can still succeed; it just looks different than a strategy built on hubris."

—Michael Raynor




在地方法　


老组织活出新生命的方法——鼓动所有人尽一份心、出一份力



台中县东势国民中学校长　杨登进


东势国中创校已经61年，但我要说这是一所既资深又年轻的学校，资深来自历史、制度和组织文化；年轻则来自平均年龄约35岁的教师活力。这就好像是历经921大地震后，上天在断垣残壁之中，留下了校门两旁的老椰子树与校园内的老榕树，让我们可以用全面重建的新校舍，结合过去累积的种种资源，继续向前迈进。

随社会型态改变，学校组织也受到一定程度冲击，例如教育基本法颁布实施、教科书开放及民间兴学等，而拜网络、数位影音媒体、远距教学等科技之赐，学校已经不是唯一的学习场所，教师也不是获取知识的唯一来源。“有怎样的校长，就有怎样的学校”，面对上述的社会环境，学校领导人自然不能拘泥于过去的领导模式，应该抱持开放态度，才有可能做到“家长满意、学生得意、同仁乐意”。


把家长的力量加进来


由于获取资讯和知识趋于简易，所谓“学无常师”，学校或老师的功能就没有以前重要，而“尊师重道”相对就无足轻重了，各种令老师感叹夫子难为的新闻时有所闻。例如携带手机上学的问题，学校没有权力禁止，但如果不有效管理，不仅造成上课品质低落，也会让学校管理更加困难。之前就有学校学生因为不服老师管教，用手机呼朋引伴，请校外人士“情义相挺”，造成老师教育时有所顾忌。这时就必须与家长建立伙伴关系，寻求家长共同努力。

本校地处客家山城，有个有趣的现象是，在约3万6000名毕业校友中，有多数是现在学生的家长，甚至是祖父母，家长了解学校也信任学校。手机上问题，其实是在一次家长座谈会中，家长对学校的质疑。家长认为，学校怎么可以容许这种状况？我们除了说明法令上学校没有权力禁止之外，也趁机寻求家长的力量，反问家长意见，结果有70%的家长表示反对。于是学校和家长达成共识要双管齐下，一方面请家长配合尽量不让同学携带，如果携带在上课时也不要开机。另一方面，我则请教师同仁加倍用心，让教师办公室成为学校与家长间的通畅沟通管道，也成为同学即时反映问题的管道，减少没带手机造成的不便。

杨登进简介

台南师范专科学校、逢甲大学国贸系毕业，政治大学教育行政研究所学分班结业，自民国67分发至东势国中任教至今，连续服务达25年。出生于合南县学甲镇，因为工作让东势成为第二故乡，一口熟练却略带合语口音的客家话，以及兼顾升学与创新的办学理念，赢得许多客家山城家长的尊重与肯定。


学生成为愿意入股的顾客


我认为学生像是是学校的主要顾客，没有学生就没有学校，只不过我们的顾客比较特别，他们是免费消费（义务教育），却又有一点非自愿上门（强迫教育）。另外，我也希望让校长、全体教职同仁和家长，都变成是学校的董事，共同发挥各自的力量，用最好的品质服务我们的学生顾客，让学生对这个组织感到认同与满意。现在的学生也都会是未来的家长或老师，如果认同学校，将来就会从顾客变成愿意入股的大股东伙伴，加入学校的经营与改进，这样学校就会生生不息、永续发展。

要赢得学生认同，就得抛开大人的观念，从同学角度看事情。之前要开放发禁时，学校老师就针对这个问题讨论，管与不管都有争议。于是我们请家长、学生代表和老师参与说明会，订出实施办法：不烫、不染、不奇形怪状。但是即使有实施办法，学校还是不能处罚，只能劝导。

老实说，女同学会比较爱美，自然会把头发整理得比较美观，男同学就比较难管理。例如世足赛期间，同学就想留贝克汉的鸡冠头，偶像团体5566流行的时候，同学就想留长发。曾有2年级的同学，因为成绩优异，学校要在公布栏贴上同学的照片，但是这位男同学的长发造型实在有待改进，请同学自己整理过两次都还是不好看，后来我们请来专业理发师，帮这位同学剪个有面子的帅发型，既达到管理效果，也让同学了解，学校看待发型的问题，是站在“美”的观点。

这样的观念，除了希望寻求同学的认同，也意外带动了老师们的构想。一位同仁在北上开会之后发现，同样是青少年，本校学生的造型硬是出现“城乡差距”。为了让同学知道到底什么才算“有型”，这位同仁情商学校让年轻女老师为同学们讲解造型的基本观念。没想到，原本希望同学注重仪表美观的目标，还能让同仁改变被动的管理心态，转而创造另类教育的机会。


新旧教师相互渗透不同养分


不论是推动新政策或是实施新措施，教师在初期难免会表达不同意见，尤其是必须增加教学负担工作时数时，会有意见也是一般人正常的反应。以寒、暑假的辅导课来说，这对同学的学习有一定帮助，也能够分担家长在假期间管教子女的辛劳。但是现在辅导课的钟点费无法构成足够诱因，让老师愿意在寒、暑假到校授课。另外，老师也更重视休闲和进修，所以我们都必须“动之以人情”，用请托的方式个别寻求老师的同意，不让老师觉得是“长官交办”，并且配合各个老师的假期安排，让老师愿意从假期中挪出部分时间协助同学。

不过这充其量只是治标，我们当然不能永远靠“道德规劝”，除了充分沟通，重点还是要发挥组织文化的影响力，让过去推动学校的动力，能够继续“渗入”教师的教学理念中。学校向来有良好的组织文化，我们希望，老师能够从“被动的知识传授者”转换成“积极的能力引发者”，学校老师也都肩负为学生努力的观念。为了让新进老师感染这种热忱，我们会利用办公室和教室的位置编排，让新进老师能够和资深老师比邻而居，借地利之便交换观念与经验，并采用类似“师徒制”的做法，指定资深老师一对一带领新进老师，让组织文化传承下去。

相对来说，要改变原有的教学模式，对于部分资深老师可能就比较费力。学生每天从各种媒体，接收到声光、娱乐效果强的资讯，如果再继续沿用过去的教学方法，一定会让同学觉得上起课来非常无聊，变成同学口中的“三板老师”，让学生无聊到只盯着黑板、地板和天花板。因此我们会透过教学研究会，请新进老师介绍各种多媒体，让其他老师能够认识并进一步利用，跟上脉动调整教学方式，甚至可以提供各种最新的流行情报，帮助资深老师听懂同学的语言。


10首英文歌的意义


由于学校不是在都会区，资讯比较封闭，同学往往会把升学当作唯一的价值观。但是基本上，国中阶段的教育，应该以“人”为中心，从“人与自己”、“人与社会”和“人与自然”3个面向，导引出基本能力，用能力取代知识提升基本素质。于是我们领先了各个非都会区的学校，开设了艺术欣赏课程，让同学虽然无法亲临各种展演，还是可以透过影片等教材，鉴赏各种自然美景与艺术品，建立美感认知与判断，并且懂得欣赏展演活动或戏剧作品，能够提出自己的美感经验、价值观以及建设性意见。在具体的成果上，我们希望同学能够学会唱10首以上英文歌曲，并且能够在公开场合，独自或合力进行一种以上表演艺术活动。其实表演成熟与否都不重要，重点是让同学不断体验升学之外的经验。之前说过，我希望同学能够成为未来的股东，而能够扩充潜在股东的视野，就能够在未来带入新活力。我在去年学生毕业典礼上，曾引用《世界是平的》（The World Is Flat
 ）作者佛里曼（The Friedman〕的观念来勉励同学，希望同学将来让自己变成“碰不得的人”（untouch-adle），希望同学跨出相对狭隘的学习环境，让自己够特殊、够专业、够懂得深耕，并且够懂得调适，才有办法让自己的工作不能外包出去。

今年我预定以《远见杂志》上的文章跟毕业生分享，希望这些面对数位科技与网际网络的世代了解，未来应该培养创造力、终身学习的能力、解决问题的能力、良好的人际关系与国际观。同样的目的还是，要让这些未来的股东，能够在暂时离开在组织的这个阶段，了解自己应该突破小镇的圈圈，希望将来有一天能够把自己扩展之后的所得，以家长甚至老师的身份带回学校，为组织带进新活力。
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