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5分钟摘要





英文



不论考虑多周详、用心再深的企业领导人，一旦碰上组织问题，原本潜力无穷的商业策略或提案，还是会碰上重重困难。这就是所谓的“管理塞车”，这种企业无法好好执行策略，造成塞车的原因，在于企业内部而非外在的竞争对手。
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所以，该如何处理“策略塞车”？首先，必须要了解，在经理人、领导人和高阶主管深思熟虑后，为什么依然发生塞车？要处理这种塞车状况的头号方法，就是及早看出警讯，才能防患于未然。

接着，你若已陷入塞车阵中，就得了解该如何冲出迷雾，回归现实面，这也就是U—N—L—O—C—K理论发挥功能时。如果不能在第一时间内防止“策略塞车”现象，那么至少也得培养一些专业知识，以突破塞车循环。


“塞车现象不只发生在交通运输上，也会出现在各行各业想要推行企业策略的大、中、小型公司里。事实上，置身于21世纪澎湃汹涌的商业环境，就算是最有见识的主管和董事会，也经常发现自己不知不觉陷入我所谓的‘策略塞车’中，组织不断发生各种问题，威胁企业的执行成效，使企业莫名其妙瘫痪。”


——哈波







MAIN IDEA





中文



Despite the best intentions of an effective leader, it's not uncommon for a promising business strategy or initiative to grind to a halt as a result of organizational problems. This is the management equivalent of gridlock—where a company is unable to execute its strategy because of internal problems rather than external competitors.
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So what can be done about "strategic gridlock"? First, understand how gridlock arises in despite the best intentions of managers, leaders and executives. By spotting the telltale warning signs early, you may be able to stop your organization heading towards gridlock. This is the preemptive approach to gridlock.

Secondly, if you do arrive at gridlock, understand how to break through the mist and get back to reality. This is where the U-N-L-O-C-K theory comes into its own. If you're unable to prevent strategic gridlock arising in the first place, at least develop some expertise in breaking out of the gridlock cycle.


"Gridlock doesn't occur only in traffic. It also happens in small, medium and large companies in virtually every industry as they strive to advance their business strategies. In fact, even the savviest executives and boards seem to be finding that as they wind their way through the turbulent 21st century business landscape, it's easy to inadvertently drive their organizations smack into a situation that I call 'strategic gridlock': the mysterious paralysis that occurs when persistent organizational problems snarl business performance."


—Pamela Harper







了解“塞车”警讯　
英文



主要观念

组织或作业流程不断发生问题，使企业无法执行策略时，就是发生“策略塞车”的现象。一旦企业陷入这样的僵局，就会逐步麻痹瘫痪。不过幸运的是，只要及早发现造成组织“策略塞车”的7大错误观念，就可防患未然。

支持概念

企业在执行策略时，受到组织中的隐藏障碍影响，就会造成“策略塞车”。如果处理不当，组织就会落入“策略塞车”循环，无法获得想要的成效。
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	“策略塞车”绝非突然发生——但组织障碍多半是逐渐累积而成，不会骤然出现，此外，还有某些障碍可能被视为独立事件，而非相互关联的问题，所以难以察觉。

	“策略塞车”常发生在动荡不安之际——因为太多事同时发生变化，容易作出错误假设，或找不出正确的因果关系。

	“策略塞车”可能发生在整个组织，也可能仅限于几个不同单位——任何一个事业单位发生塞车，都会连带影响公司所有部门。因此只要发生任何“策略塞车”的情形，都会深深影响组织的健全发展与成功。

	“策略塞车”是可预防的——藉由留意警讯及有效整合策略计划中的执行要项。也就是说，找出企业中原本应该奏效和实际奏效方法间的平衡点，就可在第一时间预防“策略塞车”发生，其中关键在于思考、计划和执行三者达成平衡。



以下7项“策略塞车”重大警讯，每项都根据不同的错误假设：
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隐藏障碍　1　“一体适用”思考法

企业领导人想把过去的成功策略和方案，强迫套用在目前组织中，或直接援用别人的成功做法，而不考虑企业优劣短长或异同之处，结果就会产生隐藏障碍。

“一体适用”思考法的发生，可能起因如下：


	急于追随产业领导者——而不了解组织与市场领导企业彼此的优劣差异。

	认为自己不该干扰组织的成功——因为这样的做法在别处有明显成效。

	认定没有其他可能性——因此必须和其他人做相同的事，不去寻找更好的成功之道。



要消除“一体适用”思考法，你必须做到：


	花点时间分析自己组织和试图仿效的标杆公司间的异同。

	扩大思考范围，包括组织内、外情况，会怎样影响自己应该遵循的策略及成功的可能性。

	仔细查考会影响主要利益相关者（包括客户、末端用户、员工及所有为了各自利益，可能对产品提出要求，并造成影响的人）的动向，思索这些人会对组织造成何种影响。

	研究该如何改进在别处有效的策略，以符合利益相关者需求。




关键思维

“策略和方案之所以成功，通常是组织和商界环境达到巧妙的平衡状态。想成功，方法有很多种，而企业能否生存，端视你是否能选出符合组织独特现状的策略与方案。”


——哈波





隐藏障碍　2　“壮士断腕”管理法

部分企业领导人总认为，裁员与大幅改组才是企业进步的最佳方案。也就是说，这些企业领导人试图以“壮士断腕”的方式增加利润。采取“壮士断腕”做法是基于下列4大信念：


	组织之所以出问题，在于没有“适人适任”——而非错误策略造成的直接后果。

	组织重整后，人人都可重新出发——希望企业问题会随员工离职而消失。

	如果某人是组织里明星，那么放在其他组织，也一样会是明星——因此只要招募到合适人才，问题就可解决。

	除了上述明星员工外，其他人都无足轻重——因此配角员工都是可替换的，即使配角员工拥有宝贵技能和关键技术亦在所不惜。



要去除“壮士断腕”管理法的错误，必须做到下列事项：


	检讨组织过去为因应竞争压力而裁员或重组的纪录。问问自己，这些做法是否真的解决了问题，还是之后再度发生问题？

	分析企业是否真的因为请来了超级巨星，使得先前问题迎刃而解。这个方案成效如何？

	一旦企业精简后，仔细查看顾客抱怨是增加，还是减少？




关键思维

“当企业文化成为组织不能正常发挥运作的主因时，重组与裁员也无法解决长期累积的财务和竞争问题。”


——哈波





隐藏障碍　3　先行动再思考

如果企业不先根本了解现实情况，只顾掌握机会、解决问题，障碍就会浮现台面。2000年的达康公司热潮，就是最佳例证。

发生下列情况时，就会产生这类障碍：


	企业领导人认为自己早已掌握所有相关事实——因此自以为是地筛选该注意或该忽略的信息。

	大家都认为立刻采取行动是必要的——因此没时间仔细分析与规划。

	企业领导人认为解决之道十分明白——因此没必要对所有假设先进行测试。

	大家认为任何问题都可事后修正——也就是说大家宁可放弃等待更严谨的方案出炉，就立刻以急就章方案应急。



要消除这种“先行动再思考”的心态，可运用方法如下：


	先做研究，找出自己花了多少时间和企业一起朝目标前进，又花了多少时间为过去决策救火。如此一来应该能让你对自己的成就有所了解。

	研究意外问题出现的频率。这样在采取行动前，还可就各项假设进行测试，找出达成更佳结果的建议。

	每当发想出策略后，清楚说明并记录自己的假设。当你在现实世界进行测试时，就可以了解这些假设是否禁得起考验。




关键思维

“策略付诸实行时，却忽略或低估组织现状的重要议题，就等于埋下‘策略塞车’的伏笔。”


——哈波



“现实压力不断增强，催促企业必须以惊人速度突破，显示我们非得迅速果断地采取行动，以因应面对的挑战。然而，机会和问题往往并不如表面所见。而我们对成果的渴望，加上错误的思考习惯，可能使我们作出不能符合组织真正需要的计划与执行策略和方案。”


——哈波





隐藏障碍　4　期待人人都能接受改变

有时候，企业领导人期待能立即顺利改变组织，天真地以为只要更换门前招牌，带进新策略，一切就会随之改观。不幸的是，实际情况往往并非如此简单。

产生这种“期待人人都能接受改变”的隐藏障碍，往往是因为领导人认为：


	要求改变的是合理且有利无害的，因此可立刻行动——也就是自以为人人都了解改变背后的逻辑。

	员工不愿变革只是缺乏足够动机而已。

	自己知道在变革过程中，哪些利益相关者是最顽强的抗拒者。

	改变行为，就等于需要改变制度。

	基层人员绝对会乖乖遵从上级指示。



要消除抗拒新观念的隐藏障碍，做法如下：


	预先设想并考虑企业内部一定会有部分人抗拒新想法，进一步接受这就是环境变化时的自然反应。承认这样的反应，并直接处理组织内抗拒最激烈的单位。

	以身作则。基层人员发现领导人言行不一，就会产生抗拒。

	绝不低估抗拒力的反扑。即使先前表态支持的利益相关者团体，也会因议程改变而抗拒。你必须作好准备，挑战这些人的想法，争取更多利益相关者的认同。



隐藏障碍　5　采取一连串新策略

市场发生激烈变化时，有些企业领导人就会认为，推动组织进步的最佳方法，就是执行一连串新策略和新想法。但问题是，同时出现太多变革，员工会有如坐上云霄飞车般惊恐，担心自己没有足够时间吸收并因应变革。

当企业领导人有下列想法时，这种“采取一连串新策略”的障碍就会发生：


	组织有必要不断变革——这样才能因应企业环境变化，并占得商机。

	企图在完全不切实际的紧凑时间表内，达成任务——因此没空理会任何差错或初期缺失。

	所谓问题，只不过是尚未找到正确方法的个案——所以必须一再尝试各种新想法，直到找出组织能接受的方法。

	组织可以从容应付新方案——因此之故，就毋须彻底解释新想法。

	宁可迅速改变，而非力求正确改变——尤其是牵涉裁员时。



要消除这种潜在障碍，你必须了解：


	引进新计划的方式就像介绍内容般重要，因此你必须先说明新想法的内容到底为何，才能建立同舟共济之心。

	发想任何新策略前，务必停下来检视自己对问题真正发生原因的假设，而不是在执行途中，才回头检讨。

	在放弃旧策略，实行新策略前，先分析为什么旧方案会失败。这样一来，自己在实行不同策略时，可避免一再重蹈覆辙。



隐藏障碍　6　只听想听的话

没人会想当陷入塞车状态的组织领导人，因此某些执行长不愿面对现实，刻意回避刺耳的忠言。

这项“只听想听的话”障碍会发生在下列情况：


	资深高阶主管认为所有员工“都和自己有相同的看法”——根本没想到要以不同角度来看整体情况。

	企业领导人看待意见不合者，有如“无病呻吟”——这些人的意见会被组织其他成员忽视。

	领导人认为，员工若想表达意见，自然就会说出来——也就是说，领导人认为可完全忽略员工所传递的非言语线索。



要跨越这层障碍，企业领导人必须更有同理心，就得做到：


	构思新策略计划时，要尽量融入所有利益相关者的观点。

	尝试预先设想各个团队面对执行新策略的要求时，会有何种反应。

	把抱怨当成检讨“人人都在努力执行交办任务”这项假设前提的契机，毕竟领导人和抱怨者的想法不尽相同。

	对利益相关者传递的言语或肢体线索，更有所警觉。



隐藏障碍　7　看到警讯，依然坚持己见

坚韧不拔在商界固然是项优点，但也有负面影响。部分企业领导人一心追求成功，即使看到眼前危险讯号，依然勇往直前，一直要到大难临头时，才突然发现先前忽略的警讯，都是灾难的成因。

在企业环境迅速变化之际，这样的障碍特别容易发生。领导人没有察觉初期警讯，现实情况不如预期的计划，却又不肯中途调整，反而一意孤行。他们轻忽可信度高的诸多警讯，企图主导环境顺应策略，而非改采较合理的做法，改变策略，顺应环境。

第七项障碍“看到警讯，依然坚持己见”，可能发生在领导人出现下列假设前提时：


	“只有我对，其他人都错。”

	“我们以前就见过这种商业循环”——因此认为面对这类挑战的方法就是故技重施，重复上次成功的策略。

	“时代可能会变，但我们要一路行来，始终如一！”——如此会使企业无视于新创企业及其他竞争对手带来的威胁。

	“有那么严重吗？”——这是另一种低估新竞争威胁的方式。

	“我们别无选择”——因此公司只锁定在单一策略上，即使这在未来会导致问题也不在乎。



要克服这项隐藏的障碍，你可运用下列方法：


	承认必须经常调整改进策略和方案。

	学习区分市场杂音和需要新策略的真正危险讯号。

	在策略中设置检查时点和里程碑。这样才能暂停一下、重新调整，以因应市场的实际变化。

	构思策略时，养成经常测试假设观点的习惯，也要思考自己评估风险的正确机率。

	要比以往更认真考虑意外状况。这样做能增加弹性，协助组织适应时时迅速变化的环境，这是十分重要的。




关键思维

“测试利益相关者势力抬头的假设，和习于观察利益相关者动向，是一样重要。”


——哈波



“‘策略塞车’绝不可能在毫无警讯下，就突然发生。只着手处理最明显的组织问题，往往无法根治问题，只会造成一路‘阻塞’的情形。”


——哈波



“‘应该行得通’和‘会行得通’这两种状况，在企业内必须达成真正的平衡。”


——哈波



“早在‘策略塞车’出现明显迹象前，组织现况的错误假设前提早已经存在，而且有清楚的模式。我早已注意到‘塞车循环’现象，始于策略思考和计划，并一路延伸到执行层面。这个循环的起始点是，基于公司愿景和使命而拟定的企业目标和策略。然而一旦隐藏障碍出现，策略和其后拟定的方案便会偏离轨道，导致未预期的问题。为了迅速解决问题，于是提出更多方案和行动，这通常会使企业遭遇更多隐藏障碍，造成更多问题。这种循环会持续发生，直到以某种方式解决问题，或是塞车塞得太严重，使得领导人丧失耐心，而动手解决问题，通常就会裁员收场。最糟的情况是，‘策略塞车’循环造成公司破产或被购并。”


——哈波







Understand the warning signs of impending gridlock　
中文



Main Idea

Strategic gridlock results whenever persistent organizational or operational problems occur which prevent a business from executing its business strategy. Once a company becomes gridlocked, it becomes paralyzed. Fortunately, however, strategic gridlock can be prevented by uncovering the seven most common mistaken assumptions about organizational realities which can combine to generate gridlock conditions.

Supporting Ideas

Strategic gridlock arises whenever the execution of a business strategy gets diverted by hidden roadblocks which can exist elsewhere within the organization. If not addressed properly, an organization can end up locked in the strategic gridlock cycle rather than generating the desired outcomes.
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	Strategic gridlock never happens overnight—but sometimes can be hard to detect because the roadblocks tend to grow incrementally rather than dramatically. Also, some of these roadblocks may be viewed as isolated incidents rather than systemic problems.

	Strategic gridlock tends to flourish during times of uncertainty—because with so many things changing at once, it becomes easier to make incorrect assumptions or fail to link cause-and-effect correctly.

	Strategic gridlock can occur organization-wide or just in various business units alone—although gridlock in any one business unit will have flow-on effects in every other part of the company as well. Therefore, any occurrence of strategic gridlock is serious for the ongoing health and success of the organization.

	Strategic gridlock is preventable—by noticing the warning signs and then effectively integrating execution considerations with strategic planning. In other words, by balancing what should work with what will actually work for your organization, you can prevent strategic gridlock from ever arising in the first place. The key lies in the balance between thinking, planning and execution.



There are seven key early warning signals of strategic gridlock, each of which is based on a mistaken assumption:
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Hidden Roadblocks　1　One-size-fits-all thinking

This hidden roadblock arises when business leaders take strategies and initiatives that were successful in their past experience and try to force it to fit their current organization. Or they take solutions that were successful elsewhere and try to adopt it without any allowance for organizational strengths or differences.

"One-Size-Fits-All" thinking may arise out of:


	A desire to follow the industry leader—without understanding how your organizational strengths and weaknesses differ from those of the market leaders.

	Thinking that you shouldn't "mess with success"—because it has obviously worked elsewhere.

	Assuming there are no viable alternatives—and therefore you have to do the same thing as everyone else rather than coming up with a better path to success.



To head off "One-Size-Fits-All" thinking:


	Spend some time analyzing the differences and similarities between your organization and whoever you try to emulate.

	Consider the extent to which internal and external circumstances will dictate the strategy you need to follow and the likelihood of your success.

	Look carefully at the trends which are impacting on your key stake holders' interests and see how that might affect you.

	Study how strategies which worked well elsewhere will need to be adapted to meet the needs of your stakeholders.




Key Thoughts

"Strategies and initiatives succeed because of a delicate balance of organizational and business world circumstances. There's more than one path to success. Your survival depends upon choosing strategies and initiatives that fit your organization's unique reality in the here and now."


—Pamela Harper





Hidden Roadblocks　2　Management by surgery

Some business leaders work on the assumption the best way to move forward is always to make staff cutbacks and undertake major reorganizations. This is an attempt to grow profits by cutting out the "deadwood."

This approach is based on four key beliefs:


	Problems are generated by the inadequacies of the people involved—rather than the direct result of a faulty strategy.

	By undergoing an organizational makeover, everyone will have a fresh start—which hopefully means the problems will vanish into thin air with the departing staff.

	If someone is a star in one part of the organization, they will also be a star anywhere else—and therefore problems can be addressed simply by recruiting the right people.

	Aside from the stars of any department, everyone else is interchangeable—and therefore the support staff are replaceable, even though they may have valuable skills and know-how.



To address management-by-surgery thinking:


	Look at your organization's track record for responding to competitive pressure by making staff cutbacks or reorganizing. Ask whether those actions actually fixed the problem or did they reappear again?

	Analyze whether you have ever previously attempted to break out of a gridlock situation by bringing onboard a superstar. How did that initiative work out?

	Whenever you've streamlined any part of the business, take a closer look at whether customer complaints have increased or decreased after those actions.




Key Thoughts

"Reorganizations and cutbacks will not solve persistent financial and competitive problems when there's a dysfunctional business culture underneath."


—Pamela Harper





Hidden Roadblocks　3　Act first, think later

This roadblock arises when companies seize opportunities or attack problems without first understanding the underlying realities of the situation. This was exemplified by many of the companies of the dot-com boom of 2000.

This roadblock arises when:


	The business leaders believe they have all the relevant facts already—and therefore they selectively choose what to take note of and what bits of information to ignore.

	People believe immediate action is required—and therefore there is no time to analyze and plan carefully.

	The business leaders believe the solution is obvious—and thus there is no need to test assumptions first.

	There is a general belief any problems can be fixed at a later stage—which means a "quick-and-dirty" immediate solution is much better than waiting for a more elegant approach.



To offset an act-first-think-later mentality:


	Do a study and find out how much time you spend moving forward with your business and how much time you spend fighting the organizational fires generated by past decisions. This should give you a feel for how well you're doing.

	Study how frequently unexpected problems crop up. What does that suggest about well you test underlying assumptions before committing to a course of action?

	Whenever you develop a strategy, articulate and record your assumptions. That way as you test those assumptions in the real world, you can get a feel for whether or not the remaining assumptions are likely to hold up.




Key Thoughts

"Committing to a strategy while overlooking or underestimating critical issues of your organizational reality is at the root of some instances of strategic gridlock."


—Pamela Harper



"The increasing pressure to move our organizations forward at breakneck speed makes it clear that we need to act quickly and decisively to tackle the business challenges we face. However, opportunities and problems aren't always what they seem to be at first. Our hunger for results combined with mistaken habits of thought can lead to planning and launching strategies and initiatives that aren't addressing the organization's real needs."


—Pamela Harper





Hidden Roadblocks　4　Expecting change to be accepted

Sometimes, business leaders expect the organization to be able to change instantly and smoothly. They think all that's needed to bring about change is to change the banner over the front door, to reflect the new strategy. Unfortunately, things are a little more messy than that in the real world.

This hidden roadblock arises:


	When leaders assume because the change is logical and good, it will be acted upon instantly—which means everyone understands the underlying logic.

	When it is assumed all that's needed to get buy-in is sufficient incentives.

	Whenever leaders assume they know which stakeholder groups will be the most resistant to any proposed changes.

	If it is assumed all that's required to change behavior is to change the system.

	If leaders assume the rank-and-file will follow their instructions absolutely and without variation.



To address hidden resistance to new ideas:


	Anticipate and plan for at least some internal resistance to any new ideas. Accept this as being a natural response to changing circumstances. Acknowledge that and work directly with those parts of the organization where resistance is the most intense.

	Be credible. The rank-and-file's level of resistance will rise if they see their business leaders say one thing and do something entirely different.

	Never underestimate the forces of resistance. Even formerly agreeable stakeholder groups can resist as agendas change. Be prepared to challenge their assumptions to get more buy-in from stakeholders.



Hidden Roadblocks　5　Adopting a range of new strategies

As dramatic changes occur in the marketplace, some business leaders assume the best way to move an organization forward is to execute a quick fire series of new strategies and ideas. The problem is when too many changes occur, employees start feeling like they are on a roller coaster ride. They feel like they don't have sufficient time to absorb and react to the changes.

This roadblock occurs when a business leader assumes:


	The organization has to keep changing constantly—to respond to changes in the business environment and to take advantage of emerging opportunities.

	Everything has to be completed within an unrealistically tight timeframe—leaving no time to work out any glitches or teething problems.

	Problems are just a case of not having found the right approach yet—so new ideas have to be tried again and again until something sticks with the organization.

	The organization can handle new initiatives readily—and therefore there is no need to explain the new ideas thoroughly.

	It's better to make changes quickly than to make the right changes—especially when it comes to layoffs.



To address this potential hidden roadblock:


	Realize that how you introduce a new plan is just as important as what you actually introduce. Therefore, build morale first by explaining what the new idea is all about.

	Stop and check your assumptions about the real causes of any problems before you come up with a new strategy, not in the middle of implementation.

	Before you abandon a stalled strategy for something new, analyze why the first initiative failed. This will help you avoid repeating the same mistakes again and again over a series of different strategies.



Hidden Roadblocks　6　Hearing only what you want to hear

No one wants to be the leader of an organization that is in gridlock. Therefore, some CEOs have a hard time picking up on any facts which confirm this is the reality. They make a conscious decision to tune out anything they don't want to hear.

This roadblock arises when:


	The senior business leaders assume everyone "sees things the same way they do"—and therefore they don't worry about trying to view the situation from a different perspective.

	Business leaders label those who disagree as "whiners"—and therefore what they have to say can be ignored by the workers within the organization.

	Leaders assume if the people want to tell them something they will—which means it's perfectly acceptable to ignore all the nonverbal clues the workers are giving out.



To get past this roadblock, business leaders need more empathy. To generate this, they should:


	Incorporate the viewpoints of as many stakeholders as possible when developing strategic plans.

	Try and anticipate how the various groups will react when asked to execute a new strategy.

	Take complaints as an invitation to check the assumptions everyone is working from. Most likely, the leader's assumptions will be different to the assumptions of the people who are complaining.

	Be more alert to both the verbal and nonverbal clues the stakeholders are giving.



Hidden Roadblocks　7　Staying the course despite warnings

Tenacity is a good trait in business, but it can have a downside. It's possible some business leaders are so determined to succeed they dismiss all the signs of looming danger ahead as being irrelevant. Then, when it becomes too late to prevent a major mishap, they suddenly realize all the warning signals so blithely dismissed were actually valid warnings.

This roadblock is especially prevalent in times of rapid change in the business environment. Leaders fail to pick up on the early warning signals things aren't going to plan. They refuse to make mid-course corrections, and instead move boldly ahead on their preferred strategy. They ignore a series of warning signals coming from credible sources and instead attempt to make the circumstances meet the strategy rather than the more sensible approach of varying the strategy to meet the actual conditions encountered.

This seventh roadblock can arise when a leader assumes:


	"I'm right and everyone else is wrong. "

	"We've seen this business cycle before"—and therefore there is an assumption the way to handle this threat is to repeat what worked last time around.

	"Times may be changing, but we can keep on with business as-usual"—which blinds a company to the competitive threats posed by start-ups and other competitors.

	"It's not all that bad"—which is another form of underestimating the implications of a new competitive threat.

	"We don't have a viable choice"—and therefore the company is locked into a strategy, even if that proves to be a problem further down the road.



To overcome this hidden roadblock:


	Acknowledge that it is inevitable that strategies and initiatives will need to be modified and fine-tuned regularly.

	Learn to differentiate between the background noise of the marketplace and genuine danger signals that a new strategy is needed.

	Set checkpoints and milestones in your strategy at which points you can stop and readjust for the changing realities of the marketplace.

	Get into the habit of always testing any assumptions you make when developing your strategy. Also consider how accurate your assessments of risk are.

	Become better at contingency planning. That added flexibility may prove to be invaluable in times of rapid change, which is most of the time.




Key Thoughts

"Testing assumptions about emerging stakeholder power is as important as keeping in touch with the stakeholder trends you're accustomed to monitoring."


—Pamela Harper



"Strategic gridlock never happens without warning. Addressing only the most apparent signs of organizational problems seldom fixes the cause and often leads to 'jams' down the road."


—Pamela Harper



"What should work in your organization needs to be realistically balanced with what will work in your organization."—Pamela Harper balanced with what will work in your organization.


—Pamela Harper



"Mistaken assumptions about organizational reality show up long before the visible signs of strategic gridlock and have distinct patterns. I've observed that gridlock builds in a cycle starting at strategic thinking and planning and extending through execution. The cycle starts with normal-enough identification of business objectives and strategies based on the company's vision and mission. However, if hidden roadblocks exist, they divert the strategies and subsequent initiatives, and lead to unanticipated problems. This reaction to rapidly fix the problems leads to more initiatives and actions, which more often than not run into still more hidden roadblocks, generating still more problems. The cycle keeps building until the problems are fixed some way or another, or the gridlock becomes so bad that whoever is in control of the organization loses patience and steps in to solve the problem. Often, layoffs accompany this move. At its worst, the strategic gridlock cycle can lead to the company's demise through collapse or acquisition."


—Pamela Harper







突破“策略塞车”，继续前进　
英文



主要观念

为了防范，甚至突破“策略塞车”循环，就会牵涉到下列6大原则和指导方针，即是U—N—L—O—C—K公式：

U　每个组织都是独一无二，所以必须了解所牵涉的挑战。

N　商请利益相关者参与，因为你会达成他们重视之事。

L　找出企业文化中能够推动或阻碍策略方案的关键人物。

O　拟定目标和行动计划，让人人都了解并步调一致。

C　充分沟通，让组织员工有所依循。

K　组织现况永远都在改变，必须持续调整。

支持概念

[image: 032-4C-2-]


克服策略塞车　U　了解所有挑战

尝试克服“策略塞车”前，首先必须了解“塞车”的成因。之所以塞车往往混杂各类因素，而非单一成因造成。除非能搞懂所有原因，否则急就章地采取行动，很可能只会增加而非消除“策略塞车”的情况。想进一步了解组织面临的现实情况，你必须：


	组织一个团队——大家一起辨识组织面对的机会或问题。理想上，这个团队不仅应该跨部门，还要包括所有重要利益相关者群体的代表。

	规划参考架构，打造数据库——如此，才能量化眼前挑战所产生的影响。运用这些工具，才能更深入探讨关键事项，并预测不论采取行动与否的后续效应。

	针对挑战，设计多种响应方式——即使已有明显的答案，亦然。可藉由稍事停留检视所有选项，提高成功机率。也可套入真实数据，检验假设的正确性。

	选择最好的响应方式——也就是报酬最高、风险最低的方式。




关键思维

“不确定时代，使得你必须质疑自己对组织现况的假设前提。思考组织现状，仅根据策略思考和计划的话，只会增加执行时，‘策略塞车’的风险。”


——哈波



“‘策略塞车’源自于轻忽或低估组织实际的重要层面，在思考各类策略选择时，务必纳入所有挑战。”


——哈波





克服策略塞车　N　商请利益相关者参与

不论做了多少分析和计划，除非公司内外的关键利益相关者同意改变作为，否则你不太可能有多大的进展。换句话说，若不能争取到适当的人大力投入，要落实计划恐怕有困难。因此，能愈快取得利益相关者的投入愈好。

想获取利益相关者投入，你必须：


	先辨识出谁才是关键利益相关者——最明显的利益相关者，未必是最有权力的利益相关者。在此步骤中，或许该加上其他人，可能像是顾客、供应厂商或相关政府单位等第三团体。

	为了成功执行策略，你得想清楚需要每个关键利益相关者提供何种协助——然后再仔细思考自己愿意放弃什么，以便达成交易。如此有助于预见各种不同后续影响，以及执行后的理想状态。

	评估各利益相关者可能同意提案的机率——并以此作为拟定谈判策略的基础。因为预先宏观地考虑整体情形，就能更明白利益相关者的要求对彼此造成什么影响，也有机会思考每个谈判者想要争取什么。

	展开谈判——当自己不断向前推进的同时，也要不断监控利益相关者提出条件的真正目的。谈判时接收对方透露的线索，可让自己不断调整谈判策略。



事前分析，可让自己在谈判不如预期发展时，仍能占取有利地位。你或许会发现提出新选择是必要的，但也还有另一种做法来采取行动，满足各团体的期待，比如推出更切合实际的时间表，或更好的沟通方式。而这些选择会随着谈判进展而出现。


关键思维

“人人都会为自己打算，谈判应以此为基础。”

——哈波



克服策略塞车　L　找出企业的“推动者”和“阻碍者”

组织的企业文化（不论正式或非正式部分），可能是企业策略执行的助力或阻力，因此这个阶段正是考虑策略与企业文化能否相互配合的好时机。能助你达成这个目标的有两组人：


	推动企业文化的关键人物——那些有影响力、认同并执行企业策略的人。

	阻碍企业文化的关键人物——这组人对企业内部有影响力，且对策略一概采取反对到底的态度。



找出“推动者”或“阻碍者”的理由十分清楚，因为：


	确认组织要如何做，才能成功执行策略——组织需要具有哪些执行力和能力。

	检视谁有达成策略成果的能力，这些人就是企业文化的“推动者”或“阻碍者”。

	必须考虑组织的文化特色——以及推动策略向前时，是否有任何动机可以激励或压制这些关键人物投入。请牢记，下列定义组织文化的8要素：
	组织价值体系。

	组织各部门评量成功的标准。

	领导人的特色和风格。

	理想的组织结构。

	各部门间工作流程的衔接。

	员工的观感和期许。

	工作场合的习惯和员工偏爱的做法。

	工作环境传达的讯息。







为达成期望的成果，在拟定正确工作动机组合时，必须考虑所有因素。


关键思维

“当正式和非正式企业文化发生冲突时，非正式企业文化永远都占上风。若能修正企业中与达成企业目标息息相关的部分文化，就能使文化变革和利益相关者的关系更密切。”

——哈波

“测试组织内正式与非正式企业文化假设，进一步找出‘推动者’或‘妨碍者’在执行策略和方案中所需的独有特性。当企业随环境改变时，那些强势文化特性可能也会丧失原本功能。”

——哈波



克服策略塞车　O　拟定目标和行动计划

不论新策略有多大的企图，唯有愿景和组织现状两者间能有所联结，才有可能落实策略。因此根据现状作计划，变得十分重要，除非能把新策略的重点、目标和组织的日常作业结合在一起，否则一切都不会有改变。

因此该由何处开始？并非空泛的问题，因为你选的起点将为整项作业定下基调。若是选择的起点和组织现状脱节，那么大家会觉得这项策略只是有趣的脑力训练。要增加动力，起始点非得符合现况不可。

要拟定计划和目标，必须运用下列方法：


	和关键利益相关者合作，拟定执行计划，详述所有必要的行动步骤——接着才能评估自己是否握有足够资源、能力，组织是否有意愿去做该做的事。这项步骤通常会强调，必先整合所有附加要素，才能尝试执行。这么做能让你认清自己在哪方面的资料不足。

	检视策略是否与现状相符——你可藉由提出下面的问题找出答案，“现在我们更了解运行时间的必要步骤，那么这个策略是否还是最好的？”如果答案是肯定的，就可放手去做；若答案是否定的，就该回头拟定更切实可行的替代方案。

	列出企业目标的优先级，重组以便能展现高水平执行力——要达成此目标的做法是，减少未来必须采取的行动和组织现况间的冲突。尤其要找出新、旧策略竞相争取资源而造成的冲突，加以解决。在这个阶段中，可能很难预先看出公司内部政策会造成的结果，但仍须把合理的取舍条件纳入考虑。尤其要时时警觉找出企业目标间的矛盾，要求一个部门同时处理两件不同工作。企业都应该要避免这样的冲突产生。




关键思维

“当策略计划的目标和行动，与组织的执行能力和意愿相冲突时，利益相关者会视此冲突为‘无关紧要’之事。”

——哈波

“对企业执行绩效而言，排列出策略计划目标和行动的优先级，和选择‘正确’的策略和方案是一样重要的。务必要确定策略计划各部分都能相辅相成，才能增加执行时的效能。”

——哈波

“当执行计划很明显会影响组织的生产能力时，就该质疑自己的假设，并探讨是否还有其他替代方案可以达成目标。”

——哈波



克服策略塞车　C　充分沟通，建立可信度

通常领导人在推行新策略或方案时，会进行密集沟通，但在运行时间，却较少沟通。这会是个问题，因为员工渴望知道事情的进展，就会转向其他较不可靠的消息来源，企图填补信息的空缺。比较好的做法是，企业领导人应保持时时沟通，而非仅在特定时刻传达想法。

在商业界，以下条件可以增加沟通的可信度：


	相关性——当沟通是与企业员工人格及喜好息息相关时。

	够新鲜——贴近现况的内容，而非一个月前的情势。

	有意识的关联——像是领导人所言与所行是否有关联。

	运用正确的协调方式——包括正式与非正式的管道，都要传达一致讯息。

	不滥用“紧急”这样的标语，更不要延用到日常业务上。



要克服缺乏沟通造成的“策略塞车”，可参考下列方法：


	确定想传达的讯息及听众是谁——运用这样的观察力决定自己要沟通的讯息，及期待获得何种反应。

	评估现有沟通管道的效能——以宏观的角度评估目前新策略计划是否达成获得足够的支持。

	针对各利益相关者团体，拟定完善的沟通计划——使用自己可运用的所有正式与非正式管道，确定也将量化标准纳入评量沟通计划成效中。



愈能体会正式和非正式的沟通方式，就愈能增加大家继续支持你推行新策略。如果你也把反馈机制纳入这两种沟通管道，就能监督整个执行过程。


关键思维

“根据不同利益相关者获取及吸收信息的方式，建立自己的沟通方式。运用多重沟通管道传达重要讯息，就能降低漏失讯息的风险。”

——哈波

“愈了解并满足不同利益相关者对信息的需求，就能愈有效地与这些人沟通，促使他们支持并参与你提出的策略和方案。”

——哈波

“传送信息和信任沟通之间有极大的差异，前者可以散布讯息，后者却能让你的讯息满足听者的需要，达到你所想要的成果。这需要持续不断的努力，才能达到长久的效果。”

——哈波



克服策略塞车　K　持续调整与修正

执行策略计划时，唯有一件事可以确定，就是环境会不断改变，除非你能因应这些变化，不然计划就会脱离轨道。你需要特别注意下列三种不同风险：


	可预期的风险——这类风险都会发生在最糟的时机。要做到事前预防的方法很简单，像是多找几家替代厂商，或拟定其他紧急因应计划。

	不可预期的风险——这类型风险多来自市场的重大变化。要克服这种风险，可尝试实际模拟的计划技巧，或确认“触发点”，必要时可作为重新检讨之用。

	偷偷出现的风险——这种风险都是慢慢酝酿出来的，可能要到非常明显时，你才会发现。想有效处理这样的风险，你可能得订定几个检查点，定期检视自己所处产业的关键变量。



想有效调整策略计划，你可运用下列方法：


	列出目标与行动步骤——可依照重要性、不确定性和风险大小排列，这样做能提醒你，时时检查重要且有风险的步骤。

	准备紧急应变计划——万一最糟状况发生时，依然可以按计划行事，一切运作顺利，应变计划要愈多愈好。

	设定里程碑和检查点——可作为领先指标及逐步产生变化时的初期警讯。

	持续定期检讨里程碑和检查点——让员工了解你很看重这样的检讨，绝非空谈。每次检讨，都要自问下列问题：
	“有哪些改变了？哪些则保持原貌？”

	“计划是否依旧按照原先计划运作？”

	“运行时间中，哪些部分做得不错？”

	“最大的机会在哪里？”

	“该如何调整，才能超越竞争对手？”

	“产生了哪些新机会？”

	“如何才能愈挫愈勇？”

	“还能做什么，才能促进公司成长？”








关键思维

“我把‘可接受风险’定义为，公司领导人所能忍受的最糟情况，这种忍受的限度各公司不同，即使同一家公司，不同时机忍受的限度也会有所不同。因此即使策略和方案相似的两家公司，也不会有相同的检查点和里程碑。若想象的情况让你愈胆怯，设立的检查点就该愈密集愈彻底。”

——哈波

“适应性就是修改计划，最好以此测试自己的假设，进而了解你要做的改变，是否真能与组织实际情况相符。评估检查点和里程碑能让自己检视策略进展，针对未能预期和逐渐累积的改变进行调整，免得破坏计划。”


——哈波





因此该如何组合这套U—N—L—O—C—K公式？

实务上，这套公式多半发展如下：
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步骤U是了解眼前情况，知道谁该参与必要的思考和策略计划。请记住，唯有与自己利益息息相关的问题发生，才会引发人们改变的动机。你的任务是要找到合适人选，让他们找出最佳的策略选择。

通常可同时尝试步骤N和L，这两项步骤的重点在于尝试新策略，并思考策略是否合适。在步骤N，重心要放在新策略能否符合关键利益相关者的利益，并获得他们支持。步骤L中，则可以了解新策略是否能吻合组织主要的企业文化。这很重要，因为企业文化和关键利益相关者都可能促进或阻碍新策略的执行。

接下来，进入最后三步骤O、C和K，或许可以在会议中同时执行这三项步骤。在步骤O，组织计划并排定优先级，也可以藉由沟通，建立可信度（这即是步骤C），以维持并加强其他人的支持。散会前，还可以确认出哪些里程碑和检查点能确保一切都不脱离轨道，这正是步骤K的精髓所在。


关键思维

“在波涛汹涌的商业环境，没人能带领企业幸免于‘策略塞车’的风险。然而企业进展却未必会因此停滞不前，你可以事前采取步骤，防范或消除‘策略塞车’造成企业瘫痪。要掌控这个神秘问题的关键第一步，是找出策略思考和计划中潜伏的塞车障碍，同时再运用U—N—L—O—C—K步骤，可以更迅速、更顺利地改变企业策略和计划，展现更杰出的执行成果。当然，其他方法也一样，过程中需要集中心力和持续努力，让这个过程适应企业独特且多面向的情况。愈坚持做到这六大原则，就愈能把这些原则融入组织，让应该奏效的企业策略和企业实际现况达到巧妙的平衡，如此就能加速企业获利的可能，历久不衰。”

——哈波

“过去的经验已不再适用于现今。在不确定的时代，原本熟悉的情况，到后来往往会发展成截然不同的后果。因此不论经历过多少次相同的经验，绝对要避免一见到问题或机会就立刻下结论的诱惑。”

——哈波

“你必须从别人的错误中学习。人生苦短，你不可能完全靠自己获取足够的经验。”

——美国幽默大师　山姆·李文森（1911—1980）

“若不维持企业欲实行的解决方案与其他重点间的均衡，即使些项策略方案都是按照领导和管理基本原则所拟定的，最后仍免不了陷入‘策略塞车’。在不确定的年代，需要更大的弹性应变，企业若高估能在同一时间处理冲突的新挑战的能力，就可能丧失成功机会。”

——哈波

“如果能从失败中学习，那么失败就是成功。”

——美国出版家　马尔寇·傅比世（1919—1990）

“以社会体系观点来看，企业成就和组织构成及行为息息相关，许多研究都支持这样的观念；还有更多研究证明，组织会展现明显的复制行为模式。只是身在其中，我们面临了持续进步的压力，就很难看出这些模式，结果我们只是徒具观念而已；即便我们知道有更好的模式，最后仍不免迫于压力，落入狭隘的视野。隐藏的各种障碍导致我们轻忽思考，组织是否真能或愿意以符合成功的标准执行既有策略和基本原则，这就是‘策略塞车’的成因。”

——哈波

“疯狂的定义就是，一再地重复相同的事，却期待不同的结果。”

——物理学暨哲学家　爱因斯坦（1879—1955）





Break out of strategic gridlock and move forward　
中文



Main Idea

To prevent and if necessary break out of the strategic gridlock cycle, there are six major principles and guidelines involved. This is the U-N-L-O-C-K formula:

U　Understand the full challenges involved because every organization is unique.

N　Negotiate the buy-in of all key stakeholders because you will only accomplish what they consider to be valued.

L　Locate those within the culture who can advance one strategy initiative and block another.

O　Organize goals and action plans so everyone is on the same page and following the same priorities.

C　Communicate with credibility so the people within the organization will act accordingly.

K　Keep on adjusting because the organization's reality will be changing constantly.

Supporting Ideas
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Overcoming Gridlock　U　Understand the full challenge

Before plunging into an attempt to fix strategic gridlock, you first need to come to understand why gridlock arose in the first place. This will always be the result of a combination of factors rather than just one cause. Until you understand all of these reasons, you run the risk of taking actions that increases rather than decreases the gridlock conditions.

To better understand the realities which face an organization:


	Assemble a team—and together identify an opportunity or problem facing the organization. Ideally, this team should be cross functional and include representatives from all key stakeholder groups.

	Develop a frame of reference and build your database—so you can quantify the impact of the challenge at hand. Using these tools, you can then delve a bit deeper into the key issues and attempt to forecast all the flow-on effects of action or inaction.

	Develop multiple options for meeting the challenges you face—even if there is an obvious response. By stopping to check out the entire spectrum of choices at this point, you enhance your probability of success. You can also challenge your assumptions with real world data.

	Select the best option—which will always be the option with the highest level of rewards and the most acceptable level of risk.




Key Thoughts

"Uncertain times require that you question your assumptions about organizational reality. Basing strategic thinking and planning only on the more commonly considered facets of an organization's reality increases the risk of strategic gridlock during execution."

—Pamela Harper

"Strategic gridlock comes from overlooking or underestimating crucial facets of an organization's reality. It's critical to get at the full challenge you face when considering strategic options."

—Pamela Harper



Overcoming Gridlock　N　Negotiate buy-in from stakeholders

No matter how much analysis and planning you do-nothing much will happen unless your organization's key internal and external stakeholders agree to change the things they are doing. Put another way, unless you get a strong degree of buy-in from the right people, implementation just won't happen. Therefore, the sooner you start negotiating stakeholder buy-in, the better.

To build stakeholder buy-in:


	Identify who your key stakeholders actually are—because the most obvious stakeholders aren't necessarily the most powerful stakeholders. As you move through this step, you may need to add others, possibly even some third parties like customers, suppliers or government regulators.

	Specify what you need from each key stakeholder in order for the strategy to succeed—and then consider exactly what you're willing to give up in order to be able to strike a deal. This will help you envision the various flow-on effects as well as what your ideal scenario would ultimately look like.

	Evaluate the likelihood the various stakeholders will agree with your proposal—and lay the foundation for your negotiation strategy. By considering the big picture first, you have a better idea of how each stakeholder's demands will impact on others. You also have an opportunity to consider what's in the deal for each negotiator.

	Open your negotiations—and constantly monitor the quality of the stakeholder's buy-in as you move forward. By tuning in to the clues given off during a negotiation, you can make mid-course adjustments to your own negotiation strategy.



By doing some analysis beforehand, you're well positioned if the negotiations don't proceed exactly as planned. You might find it necessary to generate some new options part way through. Alternatively, you may need to take actions that will manage the expectations of other parties, perhaps by developing more realistic timelines or better communication practices. These and other options will be available as you move forward with your negotiations.


Key Thoughts

"Everyone has his or her own set of 'WIIFMs'—What's-In-It-For-Me? Plan your negotiations accordingly."

—Pamela Harper



Overcoming Gridlock　L　Locate your "Advancers" & "Blockers"

Your organization's corporate culture (both informal and formal) can make or break the execution of any business strategy. Therefore, it makes good sense at this point of the process to determine whether or not the proposed strategy will be compatible with your culture. The way you achieve this is by identifying two key groups:


	Your cultural advancers—those with influence who will like and work in with the proposed strategy.

	Your cultural blockers—hose people with internal influence who will work against the new strategy for whatever reason they choose.



Locating cultural advancers and blockers is reasonably straight-forward and logical:


	Identify what the organization will actually need to do in order for a strategy to succeed—what kinds of organizational performance or competencies will be required.

	Look at who actually has the competencies which will be required to deliver those results. These will be your potential advancers and blockers.

	Consider the cultural characteristics of your organization and whether there will be incentives or disincentives for these key people to perform as the strategy moves forward. Keep in mind the culture of any organization will be defined by eight factors:
	The philosophy of the organization.

	How each part of the organization measures success.

	The characteristics and style of the leaders.

	The preferred organizational structure.

	The flow of work from one part of the company to another.

	All the perceptions and expectations of the staff.

	The workplace customs and preferred practices.

	The message conveyed by the work environment.







All of these factors need to be considered when developing the right mix of incentives for the desired outcome.


Key Thoughts

"When formal and informal cultures clash, the informal culture will win every time. Modifying those aspects of an organization's culture that are important to achieving its most critical business objectives makes the culture change more relevant to stakeholders."

—Pamela Harper

"Test assumptions about your organization's formal and informal business culture to look at how specific characteristics advance or block the performance needed to support your strategies and initiatives. As business environments change, characteristics of the strong culture that used to be highly functional can become dysfunctional."

—Pamela Harper



Overcoming Gridlock　O　Organize your goals and plans

Regardless of how much promise a new strategy holds, it will only generate results if there is a clear path between your vision and your organization's realities. This is where planning based on reality becomes critical. Unless you can marry together the priorities and goals of your new strategy with the realities of day-to-day operations, nothing will change.

So where do you start? This is not an idle question. Your choice of a starting point will set the tone for the entire exercise. If you choose a starting point that is out of touch with the realities faced by the organization, everyone will dismiss what you're doing as simply an interesting intellectual exercise. To start building momentum, you must start at a place that is in line with the current realities of the situation.

To organize your plans and goals:


	Working with your key stakeholders, design an execution plan which specifies all the actions steps which will be required—and you can then look at whether you currently have the resources, capabilities and organizational willingness to do what is needed. Often this step will highlight that various additional elements will need to be put in place first before execution can be attempted. Doing this will also identify any areas where you have insufficient knowledge.

	Do a reality check on your strategy—by asking the question: "Now that we better understand what will be required in the implementation stage, is this still the best strategy for us to pursue? " If the answer is yes, move forward. If, however, the answer is no, go back and develop an alternative strategy which is more workable.

	Prioritize your goals and organize to deliver high performance—by minimizing the clashes between what needs to happen in the future and what's already going on within the organization. Specifically, look for clashes where the new strategy will be competing for the resources committed to the old strategy and address those issues. It may be difficult at this stage to anticipate how the internal politics will play out, but reasonable trade-offs should be considered. Be especially vigilant in looking out for conflicting goals, where parts of the business will be required to do two different things simultaneously. These conflicts must be avoided.




Key Thoughts

"When goals and actions of a strategic plan conflict with your organization's capability or willingness to execute them, stakeholders will perceive them as 'irrelevant'."

—Pamela Harper

"Prioritizing goals and actions of a strategic plan against what else is going on in your organization is just as critical to business performance as selecting the 'right' strategies or initiatives. Making sure that the various parts of a strategic plan support each other increases the effectiveness of how it's carried out."

—Pamela Harper

"When it appears that an execution plan is likely to overwhelm your organization's capacity to deliver, question your assumptions about whether there are alternative ways to accomplish your objectives."

—Pamela Harper



Overcoming Gridlock　C　Communicate to build credibility

Often, leaders will communicate extensively when launching a new strategy or initiative but less frequently during the execution phase. That is a problem because people crave information about what's happening, so they will turn elsewhere to less credible sources in an attempt to fill in the gaps. A much better idea is for the business leaders to be communicating on an ongoing basis rather than only at special times.

In business, communication becomes credible:


	When it is relevant—to the personalities and preferences of the organization's people.

	When it is fresh enough—to detail the current situation, not that of a month ago.

	When there is a perceived link—between what the leaders say and what they do.

	When it uses the right balance—of formal and informal channels.

	When tags like "Urgent! "are not overused or applied to ordinary business.



To overcome gridlock caused by a lack of communication:


	Determine what you want to convey and who your intended audience is—and use the insights you have to decide what message you need to convey and what kind of response you're after.

	Assess the effectiveness of your current communication channels—from the perspective of whether or not you are presently achieving sustained buy-in for the new strategic plan.

	Draft a comprehensive communication plan for each stakeholder group—which utilizes both the formal and informal channels available to you. Make sure you also include some quantitative metrics by which you can gauge the effectiveness of your communications program.



The more you can become aware of how you are communicating formally and informally, the better you become positioned to increase and maintain the level of buy-in for the new strategy. If you incorporate a feedback mechanism in there as well, you can also monitor the overall implementation process.


Key Thoughts

"Match your communication methods to how different stakeholders get and absorb information. Using multiple communication channels for important information reduces the likelihood that it will fall through the cracks."

—Pamela Harper

"The more you understand and meet the information needs of various stakeholders, the more you can communicate effectively with them to build and maintain their support and buy-in for your strategies and initiatives."

—Pamela Harper

"There's a big difference between transmitting information and communicating credibly. While the former may get your messages across, the latter builds on this so that your messages meet the needs of your audience and accomplish the results you want. This requires concentrated effort to sustain over the long haul."

—Pamela Harper



Overcoming Gridlock　K　Keep adjusting and fine-tuning

The one sure thing you can count on as you attempt to execute your plans is that conditions will change. Unless you respond to those changes, your plan will go off track. In particular, you need to manage three different kinds of risks:


	Those risks you can anticipate—which invariably crop up at the most inconvenient time possible. Covering this kind of risk may be something as simple as identifying several backup suppliers or other contingency planning.

	Those risks you cannot anticipate—which result from major changes in the marketplace. To cope with this, you might try some scenario planning techniques or identify some trigger points at which a major rethink will be needed.

	Those risks which just sneak up on you—which may occur so gradually you only notice them at an advanced stage. To handle this effectively, you may need some good checkpoints which monitor your key business parameters on a regular basis.



To effectively keep adjusting your strategic plan over time:


	Rank your goals and action steps—by importance, by level of uncertainty and by degree of risk involved. This will remind you of the need to check important and risky steps frequently.

	Develop your contingency plans—which you'll use to keep things running smoothly if any of your worst-case scenarios occur. The more back-ups you have, the better.

	Choose your milestones and checkpoints—which will serve as leading indicators and early warning signals of incremental change.

	Follow through and actually conduct regular checkpoint and milestone evaluations—so people understand this is something important rather than something that would be nice in theory. At each of these evaluations, ask:
	"What's changed? And what has remained the same? "

	"Is the plan still on track and relevant? "

	"What's gone well in the execution phase? "

	"Where are our greatest opportunities? "

	"How can we adjust to outperform our competitors? "

	"What new opportunities have arisen? "

	"How can we rebound from setbacks faster and better? "

	"What else can we be doing to grow the company? "








Key Thoughts

"I define 'acceptable' risk as what a company's leadership is willing to tolerate as a possible worst-case scenario. This tolerance differs from company to company, and even within a single organization over time. That's why no two companies will have the same checkpoints and milestones, even for similar strategies and initiatives. The more an imagined situation makes you cringe, the more frequent and thorough your checkpoints around that part of the plan should be." checkpoints around that part of the plan should be."

—Pamela Harper

"Adaptability is modifying a plan, preferably with a sound amount of assumption testing to determine if the changes you propose actually suit your organization's reality. Checkpoint and milestone evaluations enable you to monitor the progress and adjust for unforeseen and gradual cumulative changes before they take over your plan."

—Pamela Harper



So how, exactly, does the U-N-L-O-C-K formula come together?

In practice, it tends to work like this:
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The U-step is to understand the issue or issues at hand and who should be involved in the thinking and strategic planning which will be required. Remember that people will only be interested in making changes if they have a compelling interest in the problem. Your challenge is to get the right people involved in generating options and deciding on the best conceivable strategy.

In general, you'll most probably try the N-step and the L-step concurrently. What you're doing with both these steps is trying on the new strategy to see how it will fit. In the N-step, you're focused on how the proposed strategy resonates with the key stakeholders, and whether that resonance is strong enough to guarantee buy-in. In the L-step, you see how the new strategy will fit in with the prevailing corporate culture of the organization. This is important because both your culture and your key stakeholders can make or break any new strategy when it comes time to execute.

You then transition to the last three steps: O,C and K. More than likely, these three steps will be carried out at the same meeting. In the O-step, you organize your plans and set your priorities. You also maintain and enhance buy-in by communicating with credibility (the C-step) .And before everyone leaves, you'll also identify what milestones and checkpoints will enable everything to stay on track—which is the essence of the K-step.


Key Thoughts

"In this turbulent business landscape, none of us are immune from inadvertently driving our organizations into strategic gridlock. However, your organization's progress doesn't have to grind to a halt. You can take early steps to unlock and prevent this paralysis from happening. Uncovering the hidden roadblocks that so often occur during strategic thinking and planning sessions is a critical first step for taking control of mysteriously persistent problems. Doing this along with applying the steps of U-N-L-O-C-K can provide you with a faster and smoother route to transform your business strategies and initiatives into high performance. Of course, as with any new approach, it takes commitment and persistence to adapt a process to fit your organization's unique and multi-faceted reality. However, the more consistently you apply these six guidelines and principles, even on an informal basis, the more you'll be able to internalize them and balance what should work with what will work to meet the business challenges you face. In this way, you can accelerate your company toward greater profitability for many years to come."

—Pamela Harper

"Experience isn't what it used to be. In these uncertain times, situations that look familiar can actually be very different from what they seem. It's vital to resist jumping to conclusions about problems and opportunities, despite the lure of the tried and true."

—Pamela Harper

"You must learn from the mistakes of others. You can't possibly live long enough to make them all yourself."

—Sam Levinson, American humorist (1911-1980)

"Even when we base individual strategies and initiatives upon sound principles of leadership and management, they're still likely to end up in gridlock if they do not carefully balance the intended solutions with the organization's other priorities. When uncertain times call for flexibility, overestimating an organization's ability to take on new and often conflicting challenges all at once can stretch it beyond its capacity to succeed at any of them."

—Pamela Harper

"Failure is success if we learn from it."

—Malcolm Forbes, American publisher (1919-1990)

"There's a wealth of studies supporting the concept that business results are clearly linked to how organizations form and behave as social systems. And there are still more studies showing that organizations exhibit observable and reproducible patterns of behavior. Yet it's often hard to see those patterns when we're inside our own system and under the gun to make steady progress. The result is that, even when we know better, we tend to slide into tunnel vision. Hidden roadblocks sideswipe us, which causes us to neglect considering whether our organizations are actually capable or willing to execute the given strategies and initiatives in a way that satisfies our success criteria. This is how strategic gridlock builds."

—Pamela Harper

"The definition of insanity is doing the same thing over and over and expecting different results."

—Albert Einstein,physicist and philosopher (1879-1955)




响应与讨论

经营创新与组织变革——21世纪台湾企业制胜之道


管康彦教授



国立政治大学企业管理学系


这一波全球性的不景气来得又急又猛，导致全球市场快速萎缩，大部分企业的收益都呈现负成长的窘境，具有杀伤力的组织变革活动在世界各地此起彼落，裁员减薪的企业动作时有所闻，拉白布条、围厂抗议、争取合理权益的劳工冲突自然也是屡见不鲜。其实组织变革不一定需要让员工受苦煎熬，公司必须变革以求生存，但是变革不一定是痛苦万分，有时创伤愈少，抗拒程度愈低，变革愈有效。传统的战争是一将功成万骨枯，现代的战争是军事科技结合创新战术以求速战速决。同样地，二十一世纪台湾企业制胜之道，也必有别于其过去的成功经验。

首先让我们来观察一下，邻近台湾地区的世界第二大经济体日本。在泡沫经济及亚洲金融风暴的双重蹂躏下，日本大多数企业仍在衰退与生存之间苟延残喘，但是仍有一些懂得在危机中借力使力，运用科技创新、顾客感动、企业转型、环保经营等前瞻性的非应急式的做法，带领员工在困境中逆势成长。以心态革新、流程革新、产品革新三个构面，来推动提案式的顾客满意经营，也就是所谓的顾客感动或顾客成功。

企图心宏远、经营格局大、眼光看得远、长程的策略、勇于变革是这些企业共同的特征，他们不仅有远景有策略，而且用心，掌握时机、运用方法、实施组织变革、改造人力，并进一步转型脱胎换骨，使企业立于长青不败之地，更向世人证明他们的不凡之处。八零年代的美国优质企业因应经济衰退的挑战，衍生了企业再造，在管理的学术上和实务上产生空前未有的影响，现今的日本优质企业也正在孕育产生二十一世纪修正版的企业再造。

接着回过头来看看台湾，台湾的经济奇迹为世人所称羡，但是事实上，亚洲四小龙目前已是非死即伤。成功会导致傲慢，并产生创新与变革的阻力。成功的企业，往往在不知不觉中被自己的成功经验所腐蚀，由成功衍生而出的企业文化，不但不能鼓励，更会刻意压抑企业内任何挑战传统的“杂音”。

“不创新，便等死！”这是新经济时代下，大家耳熟能详的一句话。创新不仅是新产品的开发，还包括市场与消费者行为的创新，以及管理的创新。企业的负责人必须让创新内建在企业文化之中，并且以身作则来带动公司创新的环境与气氛，让组织机制来培育企业的创新能力，而不是单靠天才或是机运。创新最具体的表现来自于产品的卓越性，以目前产品的生命周期日益减短来看，研发时间已经急速被压缩而递减，组织能创造营业利润的销售期也愈短，避免陷入微利时代价格战的一条生路就是创新。

企业的经营若没有好的创新，就注定了它未来必然不断地衰退。企业若不能有效地变革转型，就可判定该企业缺乏执行力以维系企业的竞争力。因此经营创新与组织变革就成了企业能否持续生存发展的重要关键：创新决定存亡，变革决定成败，管理决定盈亏。面对二十一世纪，为了因应变化，创新与变革以重整组织提升竞争力是必然的，拥抱变革才能生存。

不景气时代正是企业练功的最佳时机，二十一世纪的台湾企业除了须在传统领域巩固其原有的领导地位外，更须以稳健的步伐朝向高附加价值的知识产业领域发展。这当中需要经营的创新与组织的变革，积极培养自主研发实力，掌握关键性技术，在完整快速的组织架构下，以高度敏锐的市场嗅觉，有效整合企业内外资源，针对顾客需求，做提案式的主动经营，进一步赢得客户的信赖，以开创企业无成长的契机。

本文作者简介

美国西北大学组织管理博士。现任教国立政治大学企业管理学系，曾担任国立政治大学企业管理学系系主任，大同工学院事业经营研究所所涨，经济部研究发展委员会研究顾问，国防部中山科学研究院计划处顾问。教学领域与研究兴趣，组织设计与变革、组织再生、企业改造。
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