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要点整理


Leadership & Teamwork 领导力 & 团队合作


在一般人的认知里，“领导”是权力、身份，甚至成就的代名词。其实不然，因为坐在领导位子上的人，不一定就有领导能力；而不在领导位置上的人，也不一定无法起带头领导的作用。领导其实是一种处事的态度和技能，是一种责任，也是一种担当。传统领导人的重心摆在树立和维持全力基础，所有责任和任务都来自于运用权力执行决策、指引行为和激励部属。然而对新世代领导人而言，权力之于推动组织运作的重要性则大为降低。总之，在企业组织里，领导力不只是为了善用技术和人才，同时也要保持组织的活动力，满足利害关系人的需求，鼓动员工士气并凝聚共识。

团队合作，在运动场上是一项共同认知。而在企业组织里，不容置疑地，团队合作也是重要的观念。现今对于团队重要的相关课题，便是如何透过“开放的环境”（Open Environment），让组织成员都可以自由地分享知识与资源，自由交互讨论。举一个负面的例子，如果团体中的某些成员，为了保持其在团体中的地位与重要性，就留了一手，藏私某些作业的细节以及know-how，这样就会严重伤害团体的和谐完整，也会严重阻碍团体与组织的发展，自然也伤害了他们自己。所以“开放的环境”是团队合作中重要的因素。

目前在职场上，有群高智商、内向害羞、身价不凡、独来独往的新工作族群，被称为“怪才”。这些所谓的怪才，是指专门从事创造、维护和支援高科技的知识工作者。其实，传统的领导人根本带不动他们，因为这些怪才的个性与工作（科技工作）皆与众不同，因此权力对他们根本不管用，权力也无法增进领导人和这些怪才的关系。然而，怪才是创新的核心，而创新是企业的命脉，企业缺少怪才则前途堪虑。未来领导怪才的能力，对领导力的养成会愈来愈重要，因为在领导的三角关系中，怪才、科技工作与领导人三者是必须高度互相配合的。【摘自《科技怪才工作链》商智文化出版】


Workplace 工作环境


环境不仅指实体工作环境，与工作条件也有密切关联。因此拥有良好的工作环境，可以促使员工发挥潜力，进而提高企业组织的生产力与竞争力。被《华尔街日报》誉为“想象力乐园”的全球领导设计公司IDEO办公室，就是创造独特工作环境的一个典范。IDEO位在巴洛奥图市的办事处，离史丹佛大学只有几区之遥，目前拥有七栋中型办公室，办公室赏心悦目之外，整个园区就像是大学校园的缩影。此外，全公司160名员工都分布在邻近区域，使得公司跟社群与外在环境打成一片，形成邻区的概念，并让员工悠游其中，在良好的办公环境中，开发许多世界知名的惊人创意。【摘自《IDEA物语》大块文化出版】



5分钟摘要





英文



把马儿引到水边是一回事，有没有能耐让马儿饮水却是另一回事。相信许多人都对这个教训耳熟能详。在商业机构里，领薪水的员工可比喻为该机构的基本“马力”，个个都有产生卓越成效的潜力。如何激发员工潜力，并将之转变为实际成果，实为任何企业领导者面临的主要挑战之一。

你不能强逼马儿喝水，也不能强逼员工一定要有杰出的表现。如果企业领导者采用高压控制手段，指挥员工做这做那的，最后只能训练出一批盲目服从、遵守纪律及逆来顺受的员工。事实上，员工是需要被鼓舞的。唯有被鼓舞的员工，才会自动自发地努力做事。唯有充满热情的人，才会主动与人协调，发挥团队精神——这通常是创造世界级绩效的前提。

简言之，我们需要一个更好的管理典范。经理人的角色不是挥舞着鞭子，迫使员工一定要赢过竞争者，这样做根本行不通，就像骑师想要从起跑线一路扛着马儿跑到终点一样可笑。相反地，员工必须先有赢的动机，才会全力以赴。因此，经理人的角色，就是要鼓舞个别员工，打动他的心，从而创造非凡的绩效。换言之，伟大经理人能鼓舞平凡员工创造非凡绩效。伟大经理人懂得唤起员工热情，使得他们个个渴望成功。


“经理人应如何善用他人的努力创造事业成功，以赢得领导竞赛？自从人类懂得驾驭马儿以来，就有人一直在问这个问题：哪匹马会赢得比赛——被骑师鞭打最凶的那匹，还是最会享受在赛场上奔驰乐趣的那匹？”

——希亚





MAIN IDEA





中文



Everyone knows the cliché which states leading a horse to water is one thing and then making it drink is a different challenge altogether. In a commercial setting, the people who are on your pay-roll represent the raw "horsepower" of your business—its potential to produce extraordinary results. Realizing that potential and transforming it into tangible results is the central challenge facing all business leaders.

In just the same way as a horse cannot be forced to drink, people cannot be forced to turn in an exceptional performance. If the business leader uses a controlling or directive management style, all that will result is blind obedience, discipline and compliance. Rather, employees need to be inspired. Only then will they get out and find ways to use their personal initiative. Only if they are enthused will they actually collaborate and work together as a team—which is generally what's required to produce world-class results.

In short, a better management paradigm is needed. The manager's role is not to crack the whip and force the people in the business to win. That can't be done. It would be the equivalent of a jockey trying to carry the horse to the finish line in a race. Instead, the motivation to win has to come from within each employee. The manager's job is inspire the people in the organization individually to reach deep within themselves and produce exceptional results. Or, put differently, great managers produce extraordinary results with ordinary people. This happens when managers awaken the enthusiasm of their people and nurture a thirst for success.


"How do you win that leadership race to achieve business success through the efforts of others? It is a question as old as the urge to achieve itself. Which horses win races—the ones the jockey whips the hardest, or the ones who enjoy running the most?"

—Alex Hiam





商场领导10要诀1　承诺　
英文



主要观念

任何骑师第一项要面对的任务，就是要确定马儿有赢的意志。换言之，如果组织所有成员都想要赢得胜利，离成功就不远了；仅拥有一批士气高昂的经理人是不够的。

支持概念

传统的想法是，能够让员工每天按时来上班，这样的经理人便算是善尽职责了。今天，能让员工积极任事的组织，才有机会成功——在这样的组织里，经理人鼓励大家提出任何有助于改进工作的意见。

如何建立承诺：

√你要找的新进人员，不仅应具备专业能力与经验，也要肯承诺全力以赴投入工作，有高昂的斗志。

√明确告知员工，组织对他们有什么期待，并提供他们工作所需的全部资源。确保员工不会凡事等待上级进一步的资讯或指示，才晓得该如何做事。

√授予员工更多权限独立作业，并提供相关教育训练，让他们获得更多知识，有效运用新的作业工具。

√增添工作的乐趣，别让员工觉得工作很无趣：


	由公司提供50美元的小额奖金，每周玩一次抽奖游戏。

	定期进行职位轮调。

	提早一小时收工举办同乐会。

	鼓舞员工追求有创意的成长，一旦达成目标即发大奖以资鼓励。



√经常改变办公环境，增加新鲜感——即便是一些小小的变动，例如改变照明亮度，都有助于提高生产力。

√帮助员工发挥团队精神——透过各种方式建立团队精神，方法愈滑稽愈好。

√研发最新图表制作技术，随时掌握公司的最新状况。

√试着让员工选择自己的上司。提供相关训练课程，让每一名员工都能担任某个专案的负责人。

√由员工负责编辑公司的期刊或电子报，或由他们决定公司应订购哪些书刊杂志。

√举办一些令人难忘的宴会。

√鼓励员工将工作场所学到的技能也应用在家庭生活。

√要上司少说多问，尽可能让员工下决定。

√明订阶段性目标，让员工了解特定任务的重要性，借以培养员工的使命感。在显眼的地方公布期限，并注记实际进度，达成目标时大肆庆祝一番。


关键思维

“我不认为我很懂得激励人。我只是允许员工作自己，也鼓励他人这样做。我容许人们特立独行。大家来这里工作，不需要变成像一个模子刻出来的人——大家可以很快乐地工作。我们会让员工晓得，他们从事的工作很重要。我们把乘客寄来赞扬我们服务好的信函让员工传阅，道理即在此。”

凯勒赫，西南航空公司董事长

“领导者应留意的柔性议题已变得愈来愈重要了，例如职业生涯发展及领导统御能力发展、如何兼顾工作与家庭生活，及如何维持生活品质等，一旦这些议题处理得当，你的员工每天一大早都会很兴奋地起床，迫不及待想要上班。”

路易士，美国银行首席执行官

“要某人对他人信守承诺，远比要此人对一个抽象机构信守承诺，如一家公司，要容易得多。”

凯普利，华顿学院教授





10 Business Leadership Tips 1　Commitment　
中文



Main Idea

The first task facing any rider is to make certain the horse wants to win. In other words, organizations succeed when everyone within them wants to excel. It isn't enough just to have highly motivated managers.

Supporting Ideas

Traditionally, it was thought the key to success was just to get people to show up for work. Today, the organizations which succeed engage their people—everyone is invited to come up with ideas on how the work can be improved.

To build commitment:

√Look for new employees who not only have training and experience but also high levels of commitment and motivation.

√Make certain every employee knows exactly what's required of them and has all the resources he or she needs to be efficient. Also check employees aren't waiting for further information or instructions from their supervisors before getting on with their work.

√Give employees more authority to self-manage their work. Combine that authority with knowledge by also pro-viding the additional training they'll need to be able to use any new business tools more effectively.

√Combat boredom in the workplace and add some fun by:


	Having a weekly draw for a small $50 prize.

	Integrating job rotations into your regular routine.

	Finishing work an hour early and throwing a party.

	Setting some imaginative growth goals with big rewards.



√Keep things fresh by introducing regular changes in the work environment—even little things like altering the lighting level can enhance productivity.

√Help employees develop a strong esprit de corps in their team—by letting them do whatever it takes to build that team spirit. And the more zany these activities, the better.

√Develop charts or graphs that track how the business is doing in real time if possible.

√Consider ways you can let the employees choose their own bosses. And provide enough training that every employee could become a leader of some project or another.

√Let the employees decide what goes in the newsletter or which imprinted merchandise should be purchased.

√Throw some memorable parties.

√Encourage employees to take the skills acquired at work and use them at home in their family situations.

√Suggest to bosses they should ask more than they tell and encourage them to defer to employee judgement whenever and wherever possible.

√Create a sense of mission on why tasks are important by making the key milestones well known. Post time lines where people will see them and make progress on those charts. Then celebrate when those goals are realized.


Key Thoughts

"I don't think I'm the primary motivator. I give people license to be themselves and motivate others in that way. We give people the opportunity to be a maverick. You don't have to fit into a constraining mold at work—you can have a good time. We also try to show that what they do matters. That's why we share with employees the letters we get from passengers."

Herb Kelleher, chairman, SouthWest Airlines

"All the soft things that leaders have to focus on are becoming very important—areas such as professional and leadership development, work and family, and quality of life issues—whatever it is that gives your people a reason to be excited about waking up and going to work each day."

Kenneth Lewis, CEO, Bank of America

"It is easier for employees to feel a commitment to other individuals rather than an abstract entity such as the company."

Peter Capelli, Wharton School





商场领导10要诀2　沟通　
英文



主要观念

能够互相了解及倾听对方声音的马儿与骑师，才是最好的组合。能达到此种境界非常重要，因为有时只有马儿晓得最有利的跑法。聪明经理人都听得懂马儿的心声，并能向马儿学习。

支持概念

伟大的领导者是伟大的沟通者。在一流的企业里，上下与平行的沟通都顺畅无碍。因此，领导者应养成习惯，不断提出能够发掘作业滞碍的问题，聆听意见，并据此采取必要行动。

如何建立充分沟通的环境：

√利用耳语——在组织推动改革、流言四起时，利用公司刊物发表文章平息不实谣言，帮助员工了解真相。

√奖励告知坏消息的员工，鼓励他们愈早告知愈好，最好在事发24小时内。

√仿效思科系统首席执行官钱伯斯的做法：每月召开一次会议，邀请当月寿星员工参与，并请他们尽量发表意见。

√务必以身作则。

√把领导者当场问倒的人，应获得一份有意义的奖品。

√增加一些乐趣——以卡通人物为奖品命名，或是每人发送一块石头，上面刻有工作规章。

√分享计划与目标——让员工知道公司目前的经营状况，未来往何处去。如此可以促使员工提供有建设性的意见，帮助公司朝既定目标努力。

√以手写的小卡片，肯定员工在工作上的贡献，写在名片的背面也无妨。若有团队交出漂亮成绩单，用适当的方法肯定每一位成员，不要只褒扬团队领导者。

√养成多问开放性问题的习惯——亦即，与其问员工仅能回答是或否的问题，对促进沟通并无帮助，不如请员工多提供意见与建议。

√主动请员工提供改善工作环境的意见，不用担心会有后遗症。至少试一试他们的建议，或许会让你大开眼界。

√不要以为你完全了解员工的想法。直接请他们说出需求，想办法满足他们，促使他们继续努力。

√不论何人提出问题都要处理，你可以参考以下做法：


	汇整问题，做成书面资料库。

	针对问题立即采取行动。

	分析资料库资料，确保问题不重复



√定期检视问题。发出任何书面文件之前都应自问：“这能鼓舞当事人吗？”尽量让你所传递的讯息成为组织绩效的助力，而非阻力。


关键思维

“欲知某个组织是否健康，我建议你去打听打听组织内部的流言蜚语，看看这些流言的破坏性有多强。想要一举铲除流言，净化组织文化的公司，将是白费力气。道听途说是无法避免的，也无伤大雅——员工闲聊的内容才是问题的核心，可以反映出大家的想法。”

尼可森，伦敦商学院教授

“员工偶尔会问些难缠的问题，当你一再听到员工问同样的问题，就表示有麻烦了——也或许是机会来了。”

钱伯斯，思科首席执行官

“我的看法是，差劲的领导者永远听不到坏消息。”

史考特，CFO.com首席执行官





10 Business Leadership Tips 2　Communication　
中文



Main Idea

A good horse and rider understand and listen to each other. This is important because often, the horse will know what's best. A wise manager listens to and learns from the horse.

Supporting Ideas

Great leaders are great communicators but in great workplaces the communication flows smoothly in all directions. Leaders need to get into the habit of asking probing questions and then listening and acting on what is said.

To create a rich communications environment:

√Generate your own rumors—by responding in writing to any rumors that are circulating the organization during times of change. Help people have accurate information.

√Reward the employees who share with you bad news and encourage them to do so quickly—ideally within 24-hours.

√Try doing what Cisco CEO John Chambers does—hold monthly meetings where every employee with a birthday that month is invited. And then ask people their opinions.

√Make certain you lead by example.

√Offer a meaningful prize to anyone who can ask a question that stumps the leader.

√Inject a little fun—award prizes named after cartoon characters. Or etch the workplace rules into a stone and give everyone their own stone.

√Share plans and objectives—so people know where you now are and where you want to go in the future. Only then can other people begin to come up with meaningful ideas on how to actually get there.

√Send out informal handwritten notes which let people know you're aware of their contribution. These may be written on the back of your business card. And whenever a team achieves something great, develop appropriate ways to recognize each member of the team, not just the team leader.

√Get into the habit of asking open-ended questions—which ask for people's opinions and suggestions rather than simple yes/no answers which do little to encourage communication.

√Don't be afraid to ask employees what their managers can be doing to enhance the working environment. And give whatever is suggested a try. The results may be eye openers.

√Never assume you know what employees are thinking. Ask them directly and openly what they want. Find ways to satisfy their needs so they can do more of what works.

√Whenever someone reports a problem, do something about it. At the very least:


	Put together a written database of problems.

	Take immediate action to address the problem.

	Analyze the database to ensure problems don't recycle.



√Take a regular reality check. Before sending out any written communication, pause and ask yourself: "What emotional message does this send to the other employees?" Do everything you can to make each message contribute to the workplace rather than detract.


Key Thoughts

"If you want to gauge the health of an organization, tap into its grapevine, taste a sample or two, and test the toxicity. Companies that think they need to eradicate the rumor mill to clean up the culture have got it the wrong way around. Gossip is inevitable and blameless—the problem lies instead in its content, which reflects precisely what is going on in people's minds."

Nigel Nicholson, London Business School

"The employees ask tough questions, and by the time you've heard something a couple of times, you know that you've got a problem—or an opportunity."

John Chambers, CEO, Cisco

"In my opinion, a bad leader never gets bad news."

Jim Scott, CEO, the CFO.com





商场领导10要诀3　领导者个人言行　
英文



主要观念

骑师表现的态度、动作举止，都会对马儿的表现产生微妙影响。同样地，领导者的态度，每天都会牵动整个组织的情绪。

支持概念

好态度，尤指在上位者的好态度，常会感染其他人。组织会仿效领导者的行事为人及对事情的看法，且反映在大家的言行举止上。为促使员工集中注意力朝正确方向努力，领导者必须以身作则。

领导者以身作则须知：

√尽量简化事情。告知你对员工的期许后，就放手让他们用自己的方法完成工作。

√凡事追求完美，不惜任何代价。鼓励员工去做让他们引以为荣的事。

√重视顾客在意的细节。多花一些工夫把小地方做好，因为顾客每一次和你来往时，都会注意到这些细节。

√你不妨掩饰本来的身份，乔装成顾客，和自己公司打交道，看看公司是不是说到做到。试着从顾客角度看事情。

√试着让他人清楚了解你个人信奉的领导信条。写下你个人的经营理念，多和员工沟通。在各种谈话场合，不忘一再传达你个人的领导哲学。

√多用大脑及观察力。多问问题并寻找解答，面对挑战时，务必保持冷静。每一个人都会注意领导者的一言一行，因此你应当树立良好的榜样，切勿轻易动怒。某些领导者甚至在脾气快爆发时，拿出一张消气清单照着步骤做，以平息怒气。面临压力时，领导者不妨时常拿出这样的清单。

√心存谦卑。优秀领导者通常平易近人，因为领导者是员工的榜样，大家会有样学样，形成企业的文化。领导者要以身作则，勿口惠而不实。

√经常鼓舞士气，鼓励员工朝积极正面思考。经常去做让自己引以为荣的事。要成为他人的后盾，适时提供必要的支援，领导者必须先做让自己满意的事。


关键思维

“内心有一股冲动想要站起来的人，绝不愿意继续爬行前进。”

海伦·凯勒

“领导是一门艺术，领导所能达到的成就，远超过管理学的范畴。”

鲍尔，美国国务卿

“我们的一言一行，有意无意传递了一项讯息：别人也可模仿我们的言行。”

曼德拉，前南非共和国总统

“如果你无法在工作中找到乐趣，一定是什么地方出了问题。”

艾克斯，少将

“和一般想法恰恰相反，我们一生中最值得回忆的时光，不是凡事都不用操心，什么事别人都帮我们做得好好的，完全没有压力的日子。当然，如果我们辛勤工作，最后让自己获得这样的享受，也是不错的经验。我们一生中最美好的时光，乃是自动自发地去完成某件事，这件事虽然很困难，却非常值得，而且在努力的过程中，我们成功超越了心智或体力的极限。”

席克侦特麦哈利，作家

“在日常生活或职业生涯中，不论我面临任何困境，有一句话一直鼓舞着我前进。《达尔文传及书简》书中的一句话：‘强者或智者不见得能存活，唯最适者能够生存。’”

史都华，全球技术公司首席执行官

“你可以在两个地方享有无上的权威与百分之百的控制权——你的心及你的口。”

艾森堤

“每天临睡前，你都应该能照着镜子对自己说：‘我已尽力了。’”

雷兹，大陆航空公司资深副总裁





10 Business Leadership Tips 3　The Leader's Personal Touch　
中文



Main Idea

How a rider feels and acts has a profound influence on just how well a horse will perform. In similar fashion, how a leader feels is how the organization will feel each day.

Supporting Ideas

Good attitudes are contagious, especially when they come from the top. How the leaders acts and feels will be mirrored and emulated the length and breadth of the organization. To keep people focused and heading in the right direction, they need a leader who is focused and heading the right direction too.

To personify and exemplify the desired behavior:

√Keep things simple. Let your people know what's expected of them and then get out of their way so they can get to work.

√Pursue unrelentingly high levels of quality in everything the organization attempts to do. Inspire people to do work they will be proud of.

√Obsess about the details that matter to your customers. Sweat the small stuff because that's what gets replicated every time a customer interacts with your business.

√Be your own customer for a day. Share the experience of interacting with your organization. See whether you deliver on what's promised. Look at your organization from the customer's viewpoint.

√Try and crystallize your personal leadership credo. Write down your personal philosophy and communicate it effectively. Mention your personal leadership philosophy each and every time you talk with others.

√Use your brain and your senses. Ask questions, find the answers and stay calm during challenging times. Everyone else will take their cues from what the leader does, so pro-vide the right role model, even if you have to breathe deeply at times. A good leader even prepares beforehand by developing a list of things that make you feel good at work. During times of stress, go back to this list often.

√Be humble. The best leaders are accessible because they have work conditions that mirror those of their employees. Don't cocoon yourself away from the action.

√Provide upbeat emotional leadership. Stay positive. Do the things that make you feel good about yourself. To pro-vide emotional support and helpful advice, a leader has to have a foundation of feeling good about themselves.


Key Thoughts

"One can never consent to creep when one feels an impulse to soar."

Helen Keller

"Leadership is the art of accomplishing more than the science of management says is possible."

Colin Powell, U.S. Secretary of State

"As we let our light shine, we unconsciously give other people the permission to do the same."

Nelson Mandela, former president, South Africa

"If you are not having fun in your job, there is something wrong."

Albert Akers, Major General

"Contrary to what we usually believe, the best moments in our lives are not the passive, receptive, relaxing times—although such experiences can also be enjoyable, if we have worked hard to attain them. The best moments usually occur when a person's mind or body is stretched to its limits in a voluntary effort to accomplish something difficult and worthwhile."

Mihaly Csikszentmihalyi, author

"No matter what I've faced, personally or professionally, what keeps me going is a passage from The Life and Letters of Charles Darwin: 'It's not the strongest or the smartest that survive, but the ones most adaptable to change'."

David Steward, CEO, World Wide Technology Inc.

"There are two things over which you have complete dominion, authority and control—your mind and your mouth."

Molefi Kete Asante

"You have to be able to look at yourself in the mirror every day and say,' I did the best I could'."

Bonnie Reitz, senior V.P., Continental Airlines





商场领导监督10要诀4　监督　
英文



主要观念

优秀骑师随时视环境变化，主动调整对马儿的操控。同理，优秀经理人也会视组织发展情况，随时主动调整领导方式。他们全心全意融入自己的工作。

支持概念

员工把大部分的时间都投注在工作，所以员工在工作上的态度表现，会全面影响他们的生活态度，这也是优秀经理人之所以应让员工觉得他们从事的工作很重要的部分原因，如此才能养成员工凡事谨慎的生活态度。

为鼓舞员工全心投入，以求在工作上好好表现，领导者应该做到下列几件事：

√列出一张清单，告诉员工能让他们提升生产力的三到六件事。鼓励员工照着清单的要求执行，或由他们自行拟出更好的作业清单。

√员工若能达成可以评量的特定工作目标，应不吝于给予奖励（发奖金或当面肯定）。如此一来，员工的实际绩效就会直接受到奖励鼓舞。

√切记，对员工最好的奖励，是上级选派他们参与一项充满乐趣、极富挑战性，且非常重要的新任务。

√重新设计工作制度，容许士气高昂的员工全力以赴，交出格外漂亮的成绩单。

√视实际表现加薪，让员工觉得自己受到公司重视。

√持续要求员工接受压力适中的挑战，要求他们达成高难度目标——但不要让他们觉得目标难度太高，根本无法达成。

√仅须追踪员工负责的主要任务，其他相关琐事让员工自行管理即可。

√要求员工拿出比过去更好的绩效，以此目标作为他们的新挑战。

√运用更多的创意，为基层人员的例行性工作注入一些乐趣。请教当事人如何才能顺利完成任务，他们一定会知无不言，言无不尽。

√赞美员工时，不要顺带纠正错误。员工有好的绩效表现时，要大大表示赞赏，但不要附加“但是”，或狗尾续貂说些“某些方面如果能加强，结果可能会更好……”这类的话。不吝惜给员工应得的赞美，以后再找适当机会讨论可以改进的地方。

√对某人有任何意见，赶紧私下告诉对方。提出批评时切勿遮遮掩掩，避免让对方误认为你是在赞美。找一个没有其他人的地方，陈述对方犯错的事实，要求对方订定改进目标，再追踪实际执行进度。

√明订一套红利办法，合理奖励有功人员。奖励措施愈明确，员工愈能受到激励全力以赴。

√无需告诉属下工作成绩如何——让他们自己为工作绩效评定成绩高低。让他们自己说出哪些地方表现不错，哪些地方还需要改进。

√大型专案计划结束后，不妨召开一次简报会议，扼要报告工作执行结果。主持人应该请成员发言，了解他们是否从这次经验习得一些功课，可以在下一个专案有所改进。汇整所有建议，作成档案。经年累月做这件事，其价值将无可限量。


关键思维

“我认为让员工明白他们未来的方向及工作目的，是留住人才及激励员工的方法。”

沙赫特，美国朗讯科技公司首席执行官

“部属不再拿问题来烦你的那一天，就是你失去实质领导权的日子。他们可能已不再信任你，认为你无法帮助他们，或认定你根本不关心他们。不管是何种情形，都称得上是失败的领导。”

鲍尔，美国国务卿

“追随者的绩效通常反映出领导者对他们的期许。你期待员工把事情做完就回家，他们通常不会在办公室多留一分钟；你期待他们积极做事，追求完美，往往就能见到超高水准的表现。”

赫赛，作家





10 Business Leadership Tips 4　Supervision　
中文



Main Idea

Good riders are active in adjusting what they do to meet the circumstances. Similarly, good managers take an active role in moving with their organizations. They are engaged and immersed in whatever they do.

Supporting Ideas

Employees live their jobs. What they do is important to them and colors their attitudes towards life in general. That's part of the reason a good manager will make certain his or her people are doing the things they feel are important.

To help employees turn in an inspired performance at work:

√Give employees a checklist of the three to six most important things they can do to enhance their productivity. Encourage everyone to use this checklist, or even better, come up with a better version of this list.

√Link rewards (monetary or recognition) with one specific and measurable goal which is directly controllable by the employee. That way, there will be direct links between what people do and their rewards.

√Always remember the best recognition of an employee's worth is to be selected for an interesting, challenging and important new assignment.

√Design all work systems so employees can do an exceptionally good job if they are so motivated.

√Raise salaries so everyone feels valued.

√Provide employees with a healthy level of ongoing challenges and stretch goals—but be careful not to set goals your people feel are unachievable.

√Focus on each employee's key assignment and let the peripheral issues take care of themselves.

√Challenge people to do the things they are already doing better in the future than they did in the past.

√Look for innovative ways to make front-line routine jobs more interesting. Ask the people who do them how this can be achieved. They will have plenty of suggestions.

√Never overlap praise with corrections. If someone does a good job, tell them so without any "buts" or "perhaps this could be improved by..." Give them the praise they deserve. At a later stage, you can come back with ideas on how to improve their performance next time round.

√If you have to criticize someone, do it fast and impersonally. Don't pad it with false praise. Take them aside and lay out the facts. Ask them to set a goal to improve and follow through to see how they get on.

√Have a bonus program which is measurable and offers reasonable rewards. The clearer and more accurate the results are, the more driven and motivated employees will become.

√Don't tell employees how they are doing—let them do their own performance reviews. Let them decide where they are doing well and where more effort is required.

√At the conclusion of each major project, hold a debrief session. Ask what has been learned and for recommendations on how to do things better next time around. Document those suggestions. The long-term benefits of this can be substantial.


Key Thoughts

"My view is what keeps people at a place and motivated is a sense of direction, of purpose."

Henry Schacht, CEO, Lucent Technologies

"The day soldiers stop bringing you their problems is the day you stopped leading them. They either have lost confidence that you can help them or concluded that you do not care. Either case is a failure of leadership."

Colin Powell, U.S. Secretary of State

"Followers' performance often mirrors the expectations their leaders have. If you expect people to just do the work and go home, that's all you'll get. If you expect them to take an active interest in their work and strive for excellence, then you will get a great deal more."

Paul Hersey, author





商场领导10要诀5　创新　
英文



主要观念

马儿有时也会想要打破常规，试试新的路径。同理，优秀经理人懂得设计出富挑战性的工作环境，引起员工的好奇心，促使他们想出更好的新方法，以取悦顾客。经理人鼓励员工从工作中寻找乐趣，因为这样的态度将会感染顾客。

支持概念

企业领导者大多了解，持续创新对维持及强化公司竞争优势非常重要。但他们并不会凡事一手包办。事实上，优秀领导者会不断鼓励员工从事创新活动。

以下做法有助于养成员工创新的心态：

√尤其当员工提出新构想时，应敞开心胸，追根究底询问细节。先不要急着否定，试着看看新构想是否可行。结果可能让你觉得很意外，甚至大吃一惊。

√设置建议箱，看看员工提出哪些建议。每月设定一个主题，可以鼓励员工多提建议。凡提出好建议且获上级采纳实行的员工，不妨发一座奖杯作为鼓励。经理人甚至可以设置另一个建议箱，专收各种“天马行空”的怪异想法。

√容许员工利用上班时间自由创新。3M允许员工抽出15％的上班时间，研发自己的专案。该公司不断推出获利甚丰的新产品，许多均来自员工的自行研究成果。

√成立发明家俱乐部。允许员工每月利用上班时间开会讨论，若能提出可以付诸实施的好构想，公司应给予奖励。

√试着建立电子邮件传递链。经理人先提供一个主题，传给邮件名单中下一个人，规定此人一定要提一个建议，才能继续传下去。整个名单轮一遍后，将全部内容传给所有人，如此可能会产生很不错的构想。

√让每一个员工答复这个问题：“如果你是这家公司的首席执行官，你会做什么？”你甚至可以让员工每月轮流当老板，看看他们可以玩出什么新花样。

√分配一小笔预算给工作团队，让他们运用这笔钱针对工作缺失改进。经理人可依执行成效，据以决定是否继续支持这种由自家人研发的改革方案。

√问员工一些问题，激起他们追根究底的欲望，聆听他们的想法。当员工知道你尊重他们的想法时，各种好建议将蜂拥而至。

√鼓励员工发挥创意，为工作注入乐趣。奖赏提出不错构想的员工，尤指能帮助公司突破重要瓶颈的构想。员工爱戴奖励创造力的上司。

√安排两人一组从事较复杂新产品的研发工作。如此有助于公司在产品研发初期及早发觉问题。


关键思维

“身为软性饮料市场的老二，光靠模仿老大，或多花钱打广告，不可能让我们打胜仗的。我们必须出奇兵，或去做老大回避不做的事。唯有乘虚而入才有可能打胜仗。未来数年，我们必须获得源源不断的创新点子。”

艾沙瑞，百事可乐公司副总裁

“看到大家都看到的，却能想到别人想不到的，是为发现。”

圣捷尔吉·阿尔伯特（编注：诺贝尔生理医学奖得主）

“IBM一名新手主管搞砸了一项风险投资事业，损失了1,000万美元，因而向公司提出辞呈。公司创始人汤姆·沃森对他说：‘别开玩笑了，公司才花1,000万美元让你上了一课，你怎能在此时离职？’”

迪普罗丝，作者

“一如马匹的遮眼罩，固定不变的目的，将使人们的眼光变得很狭窄。”

佛洛斯特（编注：美国诗人）

“人类想要发明一种可用来走路的机器，结果发明了轮子，和人类的腿完全不一样。”

阿波里奈尔（编注：法国作家）





10 Business Leadership Tips 5　Innovation　
中文



Main Idea

Horses like to break their routines and strike out on new trials occasionally. In like manner, good managers create a workplace where people can be curious and come up with new and better ways to delight the customer. They encourage people to have fun because that attitude comes through to customers.

Supporting Ideas

Business leaders understand the importance of ongoing innovations as a way to retain or strengthen their firm's competitive advantage. But they don't try and do everything themselves. Instead, good leaders encourage everyone to be innovative.

To encourage an innovative mind set amongst employees:

√Have an open mind and be inquisitive, especially when employees come up with something new. Before saying no, pause and see how it works out first. The results may surprise or even stun you.

√Have a suggestion box and read what people suggest. To encourage new ideas, have a theme for each month. Offer a trophy for the best idea put forward. You may even have a second suggestion box which is for "Wild Ideas" people think are too crazy to make as serious suggestions.

√Allow employees some free time to think. 3M allows its people to spend 15-percent of their time on their own projects. The company has consistently brought to market a string of innovative and profitable new products that started this way.

√Start an inventor's club. Let them meet on company time each month and recognize any good ideas which are put forward.

√Try a chain e-mail approach. Suggest a topic, and have each person make one suggestion before they pass it on to the next person. When it comes back, let everyone read the entire list. That may generate some great ideas.

√Ask each employee: "What would you do if you were CEO of this organization for a day?" You may even select one employee each month and let them try out their ideas.

√Give work teams a small budget they can use to fund their own suggestions for improvement. Follow through and see whether any of these homegrown initiatives are worthy of more backing.

√Ask employees questions that encourage them to be inquisitive and listen to what they have to say. When they see you respect what they think, the floodgates will open.

√Encourage a little imaginative playfulness in the workplace. Reward good ideas, especially those that are stepping stones to genuine breakthroughs. If you reward creativity, people will love it.

√Let people work in pairs when developing complex new products. That way, you should be able to catch more problems at any early stage of the development process.


Key Thoughts

"In the soft drink business, as a number two competitor in the market, you don't win by copying the other guy or by out-spending him. You win by outflanking the competition with ideas that they never would think of or would shy away from if they did. Our innovation pipeline needs to be full for many years to come."

Lucien Alziari, vice president, PepsiCo

"Discovery consists of seeing what everybody has seen and thinking what nobody has thought."

Albert von Szent-Gyorgyi

"An IBM junior executive lost more than $10 million in a risky venture for the company. When he offered his resignation, Tom Watson, the company's founder, replied, 'You can't be serious. We've just spent $10 million educating you.' "

Donna Deeprose, author

"A definite purpose, like blinders on a horse, inevitably narrows its possessor's point of view."

Robert Frost

"When man wanted to make a machine that would walk he created the wheel, which does not resemble the leg."

Guillaume Apollinaire





商场领导10要诀6　工作环境　
英文



主要观念

跑得最快的马儿，总是出身最好的马厩。同理，最能鼓舞人心的工作环境，可以促使员工发挥最大潜力。

支持概念

环境对工作品质实有很大影响。环境不仅指实体工作环境，与工作条件也有密切关联。

以下做法有助于塑造更好的工作环境，促使员工发挥潜力：

√让员工自行选择要较开放或是较隐秘的工作空间。不同的人有不同的需求，最好针对不同需求有不同的安排。

√办公环境愈嘈杂，员工压力愈大，公司应尽量降低办公场所的噪音。

√尽可能让工作变得更有弹性。可行的话，不妨让员工自行调配上班时间。提供兼职及分享工作的安排。尽量想办法留住优秀人才，让他们对环境感到满意。

√鼓励员工在公忙之余积极扮演不同角色，成为工作以外场合的活跃分子。

√请员工提供建议，如何在不花大钱的情况下改进工作环境。

√公司出钱购买新鲜水果供员工食用。

√发礼券奖励特别努力的员工。

√引进一些活动，例如水族箱、在办公室装置风铃艺术品、设计喷泉、装设壁炉，甚至电动轨道火车！

√午餐时间玩游戏及举办比赛。每月有不一样的主题，上司可以提供一些好玩的奖品。

√让员工自行设计办公室墙壁装饰。

√开辟一间阅读室，充裕供应各类书籍。

√鼓励员工陈列自己制作的艺术品供大家欣赏。他们可以向当地画廊或博物馆接洽，以出租方式展览部分艺术品；某些大学也乐于出租学生制作的艺术品。

√安排员工参与轻松的社交活动场合，让他们有机会认识更多人——如宴会、以小组方式帮忙慈善活动、午餐时间邀请名嘴谈有趣的话题等。

√让员工设计自己的办公位置，允许员工摆设水族箱、饮水机、室内植物等。


关键思维

“放眼望去，几乎没有多少公司发挥创意，针对个人需要设计或调整员工的工作环境。我们为什么要相信，唯有办公家具公司及建筑师推销的隔间产品及设计，才是唯一合理的工作场所概念？只要安全无虞，员工也应参与设计自己的办公场所。我到其他公司去参观，都希望看到一些‘生命标志’，例如室内植物、短期举办的艺术展览、或有水流的设计。这些设计反映出一种健康、有生命力的企业文化。”

希亚

“空间是一种带有情感与个人特质的东西。”

金哲，微软公司不动产部门经理

“Calient Networks（位于加州圣荷西市的一家高科技公司）辟有一间小小的娱乐室，供员工消除压力，里面有乒乓球桌等最基本的运动设施。公司花很少成本，就提供员工一个活动空间，让他们在里面发出欢笑，暂时忘却焦虑与压力。”

希亚

“没有想象力的人，就等于没有翅膀。”

阿里（编注：前世界重量级拳王）





10 Business Leadership Tips 6　The Workplace　
中文



Main Idea

The best horses always seem to come from the best stables. Likewise, companies which have an inspiring work environment bring out the absolute best in their people.

Supporting Ideas

Environment can have a huge impact on the quality of work people do. This is much more than simply the physical aspects. It extends to the work conditions as well.

To make your workplace somewhere people perform well:

√Give them the option of working in an open plan or in more privacy. Different people will respond differently to both types of work environments. Cater for each type.

√The noisier the environment, the greater the stress levels. Be proactive in minimizing background noise levels.

√Inject as much flexibility as possible. Let people set their own work hours if at all feasible. Offer part-time and job sharing options. Do everything you can to retain high quality people and make them happy.

√Encourage employees to have active lives outside the workplace.

√Ask everyone for their ideas on how to improve the workplace without spending huge money.

√Offer an unlimited free supply of fresh fruit.

√Hand out gift certificates as recognition for exceptional effort.

√Introduce some movement—fish tanks, wind-driven pieces of office art, water fountains, an open fireplace or an electric train set!

√Run games and contests at lunchtime. These can be around a different theme each month with fun prizes.

√Let employees decorate their own walls.

√Have a reading room with a well stocked library.

√Encourage employees to stage their own art exhibits. They may be able to rent pieces of art short-term from local galleries or even some museums. University libraries often lend out pieces of art as well.

√Schedule more opportunities for employees to mix in casual settings—parties, groups working for charities, lunchtime speakers on interesting topics, etc.

√Make your workplace into an oasis—by letting each employee have their own fish tank, water cooler, plants, etc.


Key Thoughts

"In most workplaces, virtually no imagination goes into designing or modifying the work environment to meet individual needs. Why do we assume that the only legitimate workplace concepts are the ones sold by the 'cubicle companies' or designed by architects? Just so long as safety is not compromised, employees can and should have a hand in shaping their workspaces. When I visit a company I hope to see 'signs of life' like green plants, a temporary art exhibit, or moving water. They are indicative of a healthy, lively corporate culture."

Alex Hiam

"Space is an emotional and personal thing."

Barney Kinzer, real estate manager, Microsoft Corp.

"Calient Networks (a San Jose, California, high tech firm) maintains a simple recreation room for employees to use as a stress reliever. It has Ping Pong and other basic activities that, at a minimal cost to the company, get employees moving around, laughing, and forgetting some of their anxieties and stresses, at least for a little while."

Alex Hiam

"A man who has no imagination has no wings."

Muhammad Ali





商场领导10要诀7　变迁　
英文



主要观念

马儿发生重大变迁时——例如怀孕生子、抚养小马、大病初愈等，好骑师一定会细心照料。同样地，优秀经理人也能理解，当公司面临重大变迁时，一定会有部分特殊的需要。

支持概念

企业组织经常会碰到换老板、人事变动、引进新技术、顾客跳槽，或制程改变等变迁。优秀经理人总会想办法帮助员工顺利度过变迁，他们懂得化动荡为机会，不让变动成为员工的噩梦。

经理人可采取下列措施，帮助员工用正面态度应对变革：

√尽速带领组织通过变迁，不要让员工长期处在不确定的环境。让员工产生急迫感，所有人都知道，变动之后必须尽快回到工作岗位。

√让员工在改革过程中有充分发言的机会。如此一来，在公司推动改革期间，有能力调适的员工，便可以给其他员工加油打气。

√提供教育训练。未雨绸缪，让员工先学会所需的技能，以免将来推动变革时才临时抱佛脚。

√保持领导者的弹性。如果原始目标已不符现实，立刻修正目标。让员工知道组织该朝何种目标努力前进，目前应该达到哪些进度。

√裁员前，可考虑强制员工休假。如此做可以分散大家的财务压力。

√做领导者该做的事情，注意自己对社会仍负有责任。必须裁员时，宜谨慎为之。不要仅从财务角度思考，应试着站在企业领导者的角度行使决策权。

√鼓励员工每天运动，自己必须先以身作则。其实一点都不难，你可以试试以下方法：


	和同仁一同加入当地运动团体

	鼓励员工骑自行车上班

	加入健身俱乐部的员工，可以向公司申请津贴补助

	购置健身用脚踏车或乒乓球桌

	赞助及参与社区举办健行募款活动

	定期租用运动场地供员工健身



√密切注意员工的压力指数。采取以下措施，降低员工在工作场所的压力：


	星期五下午放映电影供员工观赏

	下午茶时间供应饮料及点心

	午餐时订购披萨、沙拉或三明治

	带员工去打一场迷你高尔夫球

	允许员工请半天事假处理私务



√鼓励员工开一些无伤大雅的玩笑。幽默是纾解压力最好的方法。员工遇到具有威胁性的变革时，这种事情或许不适合拿来开玩笑，但你可以帮助他们如何在这种情境找到幽默。果真如此，他们将能更有效率地适应转变。


关键思维

“如果你不知道员工可以将快乐的情绪感染给顾客，那么你会忽略掉很多事情。”

贝松，大陆航空公司首席执行官

“若无迫切的改革需要，如情况若未糟到非常严重，或到了除非彻底整顿，否则不能起死回生的地步，大规模改革绝不可能成功。”

卡尔，普华永道会计师事务所

“不断变化已成为企业环境的常态现象，学习能力、不学习的能力以及再学习的能力，都是可以让你获得最大回馈的工作技能。”

辛格，时代明镜集团董事长





10 Business Leadership Tips 7　Transitions　
中文



Main Idea

A good rider is careful when the horse is going through major transitions—foaling, raising colts, recovering from sickness, etc. In similar fashion, a good manager recognizes there will be special needs during times of transition for a business.

Supporting Ideas

Organizations change owners, personnel, technology, customers and processes frequently. Good managers find ways to help their people handle these transitions well. They turn turmoil into a positive rather than a negative experience.

To help people react positively to changes:

√Move the organization through transitions briskly. Don't let uncertainty linger. Create a sense of urgency about the need to get back to doing productive work as quickly as possible.

√Let employees have an effective voice in the change process. They will inspire each other with their ability to bounce back from temporary setbacks.

√Provide training. Let people absorb what will be required of them in the future before demanding they do precisely that.

√Be adaptive as a leader. If the original goals now seem unsuitable, revise them. Let people know what the organization should be doing and where they fit in.

√Consider asking employees to take mandatory days off before you start any layoffs. That spreads the financial pain much more evenly.

√Do the right thing as a leader. Be aware of your civic responsibilities. Handle any layoffs sensitively. Use the power of your business leadership position to do good rather than what is financially expedient.

√Encourage your people to exercise each day and set a good example. This can be very simple:


	Enter a company team in a local recreational league.

	Encourage people to bicycle to work.

	Subsidize memberships at a gym.

	Install treadmills, stationary bikes or Ping Pong tables.

	Sponsor a community fund-raising walk and participate.

	Rent time in a local facility on a regular basis.



√Keep a sharp eye on employee stress levels. Do things in your workplace that will relieve those stresses:


	Have a Friday afternoon movie session.

	Serve milk and cookies in the middle of the afternoon.

	Order in pizzas, salads or sandwiches for lunch.

	Take everyone for a game of mini-golf.

	Give employees half days off for personal time.



√Encourage a certain amount of good old fashioned "horsing around". The best antidote to stress is humor. While you cannot make fun of the changes people find threatening, if you help them find the humor in the situation, they will respond much more effectively to changes.


Key Thoughts

"If you don't think there's a correlation between happy employees and happy customers, you're missing a lot of data."

Gordon Bethune, CEO, Continental Airlines

"Major change never occurs successfully unless the need for change is obvious and the situation prompting the change is serious and fundamental."

David Carr, Coopers & Lybrand

"As constant change becomes a way of life in organizations, the job skill with the biggest payoff is the ability to learn—and unlearn, and relearn."

John Zenger, chairman, Times Mirror Group





商场领导10要诀8　鼓励　
英文



主要观念

对于主人的鼓励及赞美，马儿常回以热烈的反应——如果它们相信自己能跑第一，便会全力冲刺。带员工的道理亦然。如果员工感受到，经理人肯定他们以及他们对工作的付出，一定会全力以赴。

支持概念

大多数企业经理人花了许多时间告诫员工别把工作给搞砸，反而比较少花时间鼓舞员工努力达成高难度目标。这样做的效果将适得其反。绩效高手需要鼓励，不需要听训。

以下做法可以鼓舞员工创造更多绩效：

√直截了当。赞美每位员工的优点，肯定他们对团队的贡献。

√不限时间、不限次数，不吝惜给予员工应得的奖赏。一张写有赞美的字条，或加当事人的薪水，都可作为给员工的奖赏。军队常颁发各种勋章奖励有功军人。

√在员工成功之前，就给予他们需要的正面回馈，不要等到成功以后。适时表达正面的鼓励，可以激发员工持续投入努力，以后便更容易带领他们。

√真心诚意地说“谢谢你”。让对方知道你真的很感激他们付出耐心、积极做事、提出好构想，及积极投入。试着用各种方式表达你的感谢，明确说出你感谢对方的事由。

√告诉员工你重视他们的贡献。尽可能常常肯定他们的努力。

√正面肯定努力不懈及态度正确的员工。

√论功行赏。说谢谢时多加送一颗糖果，都能强化奖励效果。员工交出一流的成绩单，上级应给这个人相对的奖赏。

√对于表现不佳的员工，宜谨慎为之。与其立刻炒员工鱿鱼，不如给当事人一些选择。保持应有的礼貌，让员工感受到你是他们的后盾。其他人都睁大眼睛，看着你这位经理人如何处理此种情况。

√营造节庆的气氛。盛大举办生日宴会及颁奖典礼。指派员工担任娱乐节目主持人，让工作场所充满乐趣。

√赞美员工的优点，勿揭人短。

√仿照奥斯卡模式每年举办一次颁奖典礼。人人均须盛装打扮出席晚会，不要忘记颁发“最佳幕后推手奖”。

√要庆祝公司达成重大成就时，不妨重新打理办公室环境。

√别忘了物美价廉的Ｔ恤，这些Ｔ恤可以为任何活动增色不少。

√集中力量协助绩效高手，少把力气用在“拯救”表现最差劲的人。有希望的人才值得多花力气，花工夫在没有希望的人身上将事倍功半。


关键思维

“惧怕不是激励绩效高手的诱因，绩效高手不怕你威胁要从他们那里夺走什么东西。”

钱伯斯，作家

“许多研究结果均指出，影响员工对工作满意度的最主要因素，就是他们的顶头上司。”

纳尔逊，作家

“军队用勋章、奖章、褒扬状等方式奖励有功士官兵，这些东西应用到民营企业，也发挥很好的效果。”

艾默斯，Mail Boxes Etc.首席执行官

“绩效最好的员工常得益于上级的鼓励，这似乎有一点矛盾。”

希亚





10 Business Leadership Tips 8　Encouragement　
中文



Main Idea

Horses respond well to encouragement and praise—they per-form best if they feel like winners. Great employees are the same. They will work hardest when they feel like managers appreciate and are aware of their efforts.

Supporting Ideas

Most business managers tend to spend more time telling their people not to mess up than they do inspiring employees to peak performance. This is a mistake. Star performers need encouragement, not correction.

To inspire people to accomplish more:

√Be direct. Find something nice to say about every employee. Recognize their contribution to the team effort.

√Reward your employees whenever and every time they do something truly noteworthy. This may be in the form of notes of appreciation, a monthly award or whatever is appropriate. The military has always done this with medals of honor.

√Give positive feedback before someone succeeds, not after. This encourages more effort in the future and allows you to provide leadership.

√Say "thank you" sincerely and genuinely. Let people know you appreciate their patience, initiative, ideas and effort. Look for ways to expand the ways you say thanks, and be specific when delivering a thank-you.

√Tell employees their contribution is valued. Acknowledge their efforts as frequently as possible.

√Recognize sustained effort and positive attitudes.

√Make the reward match the accomplishment. Even adding some candy to a thank-you increases its impact. When someone does something stellar, provide them with a reward that reflects that level of accomplishment.

√Watch how you handle unsatisfactory employees. Instead of firing them, give them some options. Be polite and supportive. Everyone else will take note of the way you handle this situation as a manager.

√Create a sense of occasion. Run great birthday parties. Have awards nights. Put someone in charge of in-house entertainment. Make the workplace a fun, stimulating place.

√Remind people of their strengths, not their slip-ups.

√Have an annual award ceremony, similar to Hollywood's Academy Awards. Let everyone get dressed up and attend. And don't forget to hand out awards for the Best Supporting Team Member as well.

√Reward exceptional company performance by creating a great work environment.

√Don't forget the humble T-shirt. They're an inexpensive way to commemorate any special event.

√Concentrate the majority of your efforts on helping your star performers keep going and less on trying to "fix" your worst performers. Go with whatever works, not what needs fixing.


Key Thoughts

"Peak performers are not motivated by fear. Peak performers are not concerned about what you can take away from them."

Harry Chambers, author

"Studies on employees have shown that the greatest influence on job satisfaction is the supervisor."

Bob Nelson, author

"In the military you recognize and reward with medals, awards, and letters of commendation, and these things carry over well into the civilian world."

Jim Amos, CEO, Mail Boxes Etc.

"Paradoxically, your best performers often benefit the most from encouragement."

Alex Hiam





商场领导10要诀9　制定优良决策的技巧　
英文



主要观念

马儿赢得比赛，必然表示骑师选择了正确的途径。同理，优秀企业领导者懂得让员工参与制定决策。经理人和员工共同做成的决策，往往是最佳的决策。

支持概念

企业领导者作决策的方式，对员工实际绩效有一定程度的影响。优秀领导者认为，决策是让部属参与意见的大好机会，集思广益才能作出更好的判断。参与式及包容更多意见的决策方式，是最理想的决策模式。

以下做法有助于让更多员工参与制定决策：

√避免过分乐观。一再提醒员工，求生存为第一要务，行有余力再追求成长。帮助员工区分愿景（合理目标）与过分乐观（不合理目标）的差别。

√把重点放在该如何达成实际绩效上，而不必太在意该如何拟定计划，及该达成哪些预期目标。

√切记，一旦接收到最新资讯时，就应该检讨原始决策是否适切可行。如果初期成果不尽理想，赶紧改变主意，免得愈陷愈深。

√不要受到产业传统想法的束缚。最成功的企业，常是勇于开创新局的组织，追随众人脚步很难开创新局。

√鼓励当机立断。要求员工奉行48小时法则：倘若在48小时内未听到不同意见，决策者即可下决定。如果你自己未及时回覆，结果员工自己做主下了决定，此时你就应该奖励这样的行为。

√成立顾问团，主管人员可以请他们就所拟计划内容提供意见。

√作决策之前，多询问他人是否有未尽完善之处。如此做可避免犯重大错误。

√在追求达成远大目标之际，也要注意计划执行的各项细节，两者不可偏废。领导者必须维持这两者的均衡。

√一旦员工提出新的商业构想，上级就应给予应得的肯定与奖励。公司应设计奖励办法，鼓励作出优良决策并进一步贯彻该决策的员工。

√作决策前，应先了解员工的想法。员工站在战场最前线，可能比你更了解如何处理需要处理的事。愈多员工参与愈好。

√身为领导者，你必须很清楚自己有多少影响力。量力而为，并认清自己力有未逮之处。

√牢记过去的成功模式，固守组织真正的竞争优势。

√试着在精力最旺盛，注意力最集中的早晨，制定最重要的决策。其他时间去作次要的例行性决策。


关键思维

“影响一个人最后成败的关键，规划占10％，执行力占90％。先完成任务，再清理战场。我们必须记得，不要只顾着埋首做漂亮的企划书，套上最精美的包装，结果一抬头却发现早已错失良机。我们每天必须自问：‘我们今天做了什么，而不是我们今天做了哪些计划。’”

艾克斯，少将

“成功的唯一之路是雇用最棒的人，指点他们大致正确的方向，然后放手让他们发挥所长。我不介入实务运作，我只领导人。”

凯司，美国在线时代华纳公司董事长

“要小心，不要漫无目标地前进，因为你可能哪儿都去不了。”

贝拉（编注：前纽约洋基队明星捕手）

“我们不能改变风向，但我们能调整风帆。”

凯洛威（编注：作家）

“花太多时间改正缺失，以致忽略发挥所长，实在太可惜了。身为领导者，你必须知道自己有哪些长处，以免作出以己之短攻彼之长的错误决策。”

希亚





10 Business Leadership Tips 9　Good Decision Making Skills　
中文



Main Idea

When horses win races, their riders have invariably chosen the right path. Similarly, good business leaders share decision making. The best decisions come when both managers and employees contribute to them.

Supporting Ideas

How a business leader makes decisions influences how employees perform. Good leaders tend to view decisions as opportunities to get people involved in developing better judgement more than anything else. Participative and inclusive decision making is the ideal.

To share making decisions with employees:

√Avoid over optimism. Remind people organization survival is paramount and then growth if possible. Make the distinction between vision (which is good) and overconfidence (which is bad).

√Focus more on how and what gets executed and less on how and what gets planned.

√Always be willing to revisit earlier decisions as new information comes to hand. Proceed on the basis it's never too early to change your mind if the early results look less promising that anticipated.

√Don't feel pressured by conventional industry wisdom. The most successful companies always walk to the beat of their own drum, not that of others.

√Encourage decisiveness. Have everyone act on the 48 hour rule: If you don't hear back from someone else within that time, go ahead and make your own decision. And honor the decisions made by employees if you don't get back to them fast enough.

√Create a team of advisers you can talk over plans with.

√Before making a decision, ask if anyone knows something you don't. It may save some major errors from ever occurring.

√Hit the appropriate balance between focusing on the big picture issues and dealing with the details. Both are essential. Leaders need to get this balance just right.

√Recognize and reward any new business initiatives that get suggested. Provide incentives for employees who make and then follow through on good decisions.

√Find out what employees think before making any decision. They're in the trenches. They may have a better handle on what's needed than you do. The more employee involvement you have, the better.

√Make the critical distinction between what you can and cannot influence as a leader. Respond where you can and realize where you cannot.

√Think about what has worked well in the past and stay with where the organization's real strengths lie.

√Try and make your most important decisions first thing in the morning while energy and attention levels are high. Leave the less important and more mundane issues for later in the day.


Key Thoughts

"In the final account of what you do or don't do, you get 10 percent for planning and 90 percent for execution. Get the job done and tidy up the battlefield later. We must not get so wrapped up in the artistry of the beautiful scheme of doing something that we discover that the train just left. The question we must answer is,' What did you do for the Army today?—NOT, What did you plan today?'"

Major General Albert Akers

"The only way to be successful is to hire terrific people and point them generally in the right direction. And let them go. I don't run things, I lead things."

Steve Case, chairman, AOL Time Warner Inc.

"You've got to be careful if you don't know where you're going, because you might not get there."

Yogi Berra

"We cannot direct the wind, but we can adjust the sails."

Bertha Calloway

"It would be a shame to spend all your time fixing weaknesses and then discover you failed to capitalize on strengths. As a leader, you need to know where your strengths lie, if only to avoid making decisions that accidentally mess them up."

Alex Hiam





商场领导10要诀10　个人发展　
英文



主要观念

赢得重要比赛的马儿，仍须接受吃重的训练，好应付未来更多赛事。同理，企业领导者必须为将来的成功预作准备，今天就要做好员工技能的养成训练。

支持概念

个人发展实关乎到企业的成败。获得持续成长机会，不断学习所需新技能的员工，才能不断创造顶尖的绩效。除非你的组织能够不断学习新技能，引进最新专业知识技术，否则总有一天，竞争对手将会超越你。

以下做法有助于养成更聪明的员工：

√开始评量追踪公司养成教育员工技能这方面投入多少努力，倘若你对目前的成果一无所知，将来又如何知道组织是进步还是退步。

√提供员工机会，让他们接受有趣的挑战。如此不仅可以维持员工高度的兴趣，也让他们利用此机会发展新技能。

√考虑成立正式的职涯发展方案——帮助员工认清目前具备的长处，同时透过特定训练计划发展新技能。

√不要让员工背负超出能力所及的工作。指派员工执行新任务之前，应确认他们是否已具备所有所需技能。可能的话，让员工自行挑选想要接受哪些任务的挑战。

√举办一些趣味十足的竞赛，激发人们发挥聪明才智。例如，上级可以要求员工组成两队玩填字游戏，让员工的关系更亲密，同时可建立团队精神。

√相信员工能做好自主管理。允许他们自行决定如何完成上级交付的特定任务，让他们知道公司完全信任他们。员工一定非常喜欢这种安排。

√鼓励员工自由参与社区慈善工作。如此不仅可以促进公司和当地社区的关系，员工也会觉得自己能贡献一己之力。作为公司负责人，你应当尽可能支持员工所参与的慈善工作。

√鼓励员工暂时放下工作阅读书籍。

√建立组织内部升迁管道。让员工知道他们有哪些选择。承诺员工未来管理职位出缺时，80％为保障内升，并提供必要的训练及职位轮调机会。

√鼓励工作技能纯熟的员工传授专业技能给其他员工。请他们举办研讨会，教导其他员工学习新技能。

√不要想当然地认为，平常喜欢任意使唤同僚的人是最适合的储备干部人选。其实，认真工作且有优异表现的人，才是最有发展潜力的领导者。

√凡贡献时间与专业知识给慈善机构的员工，公司可颁发社区服务奖。

√利用午餐时间做简短的专题讨论。

√针对个人设计职业生涯发展计划，让员工了解未来有哪些不错的成长机会。

√授权员工执行短期可以看到明显成效的任务。如此可以建立员工信心，为每位员工创造成功的传统。

√乐在工作。


关键思维

“美商惠悦管理顾问公司针对1,000家公司做了一项研究调查，结果发现，凡对领导统御发展投入较多资金的公司，在股东报酬率、利润及营收成长各方面的成绩，普遍优于其他公司。”

希亚

“我跟员工明说：‘你们不进步的话，就请另谋高就。’和其他公司一样，我们养不起一批不能持续成长及学习新事物的员工。”

布兰查，作家

“常识告诉我们，成功让人们更乐观；反之亦然，乐观的人较易成功。在学校、运动场及工作场所，我们都看到乐观者将他们的潜能发挥到极致。”

塞利曼，作家

“某些时候，我会觉得自己驾驭得宜，组织会因此运作得更快、更有智慧；但有时候，我会担心因为施加了太多压力，反而让组织运作速度迟缓。身为一间小企业的老板，及其他公司经理人的训练师与顾问，我不断尝试让各位骑师发挥潜能，让大家能有最大的贡献。祝各位骑师一路顺风！”

希亚





10 Business Leadership Tips 10　Personal Development　
中文



Main Idea

Winning horses do loads of training today so they can succeed in the future. In similar fashion, successful business leaders know the seeds of tomorrow's success as an organization must be planted and cultivated today.

Supporting Ideas

Personal development is a critical component. People only perform at their peak if they are growing and developing personally. Unless your organization is learning all the time and increasing its knowhow, a competitor will outperform it in the future.

To develop smarter employees:

√Start measuring and tracking your employee development and coaching efforts. Unless you know where you are at present, it will be impossible to analyze whether you're moving forwards or backwards in the future.

√Create opportunities for employees to tackle interesting challenges. Not only will that keep their interest level high, they will enjoy the opportunity to develop new skills.

√Consider running formal career development sessions—where employees can ascertain their current strengths and develop a program for developing new skills.

√Be careful not to overload employees by accident. Make certain for any new assignment, they have everything they need. And if at all feasible, give them options about which work challenges they'd like to tackle.

√Run some fun contests where people can strut their smarts. For example, have two teams compete to fill out crossword puzzles. This builds rapport and team spirit.

√Trust your employees to manage themselves. Let them know they're trusted by allowing them to choose how they approach a task. They'll love it.

√Encourage employees to do volunteer work for the charity of their choice. This is not only good for society but employees will feel like they're making a difference. And support the charities employees work for any way you can as an organization.

√Encourage people to take regular reading breaks.

√Develop an organizational career ladder. Let them know what career paths are open to them. Make a commitment to fill at least 80-percent of management positions from within and then provide the training and exposure to different parts of the organization that will be required.

√Encourage talented employees to teach others their crafts and areas of specialization. Invite them to run workshops for other employees.

√Be careful not to assume someone has management potential because they like bossing around their peers. Instead, promote the employees who get on with the job and who excel. They will make far better leaders.

√Offer employees community service awards whenever they contribute their time and expertise to charities.

√Create lunch time workshops where people can go through brief courses.

√Put together personal development plans for each employee so they think about how to take advantage of growth opportunities.

√Delegate those tasks which will produce highly visible short-term results. This will build people's confidence and create a tradition of success for each person.

√Have fun.


Key Thoughts

"Consulting firm Watson Wyatt Worldwide found in a study of 1,000 firms that those investing more in leadership development also showed statistically better shareholder return, profits and sales growth."

Alex Hiam

"I tell our employees,' If you don't grow, then you go'. We, like any other company, cannot afford to have people who are not continuing to grow and learn."

Ken Blanchard, author

"Common sense tells us that success makes people optimistic. But the arrow goes in the opposite direction as well. Optimistic people become successes. In school, on the playing field, and at work, the optimistic individual makes the most of his talent."

Martin Seligman, author

"Some days I feel like my own organization runs faster and smarter because I am in the saddle, but other times I worry that I am just adding weight or slowing it down. My quest as a small business owner and also a trainer and advisor to many other managers is to try and maximize the rider's contribution to the race. Have a good ride!"

Alex Hiam





在地观点

黑马、白马，能发挥战力的就是好马

古谚有云：“师父领进门，修行在个人！”西方也有一句话说：“把马儿引到水边是一回事，有没有能耐让马儿饮水却是另一回事。”东西方老祖宗共通的智慧，应用在企业管理上一样的真知灼见。

那到底企业人要如何师法有道的师父和驯马师，将刚进门修行的小和尚、还有雏马，导引到正确的道路上，让他们能够懂得在口渴时去喝水，甚至还可以在别人口渴时，帮别人找水源，这可是企业经营上一个很大的学问，毕竟企业是由员工所组成，如员工无法发挥个人的能力，又如何让企业展现高度战力？

100分的总经理

我常对员工说：“我并不是最好的总经理！”这不是自谦的话，就世俗眼光而言，最好的总经理指的是业绩可以达到120分的领导者。简单来说，就是公司希望今年业绩可以做到100分，但是最好的总经理却可以做到120分，多出20分就当是自己给公司的额外红利！可是要做到这种所谓的最好总经理，不仅要在后面推着员工走，还要给员工超额的压力，让他们可以好上加好，有超额演出。可是这么一来，难免就会剥夺了员工在工作上的乐趣，因为员工无时无刻都为达不到的业绩而感到困扰，又怎会感受到工作上的乐趣以及自我的成长。所以说当个120分的总经理，这不是我要的，如果可以，我宁愿自己是个年年都可以得100分的总经理，让员工在适当的压力下，充分发挥自己，因为我相信唯有这样的一百分才是长久的。

为了让自己可以年年拿100分，也可以让员工年年考绩也拿优等，公司管理势必要有策略和方向，而且这个策略和方向，是必须让全公司员工所认同的。为了营造这样的工作环境，敦南科技也试图为全公司找出未来的远景，敦南科技之前拟出的公司共同远景，就是希望成为一家卓越的公司。就敦南的定义而言，所谓卓越的公司，指的是可以为顾客提供最好的服务及产品，让公司可以持续的成长、获利。这个定义看似清晰，可是细究却也有太浮泛之嫌。

拟定计划，员工齐步走

有鉴于此，敦南就循着这个最高指导原则，以现有的运营状况，再参酌市况，一次就为公司拟出未来三年的运营目标、新产品方向，然后再就此运营目标展开下去，细分成各部门，甚至每个员工的年度、单季、单月的工作目标，以及工作计划。有了大前提在前面导引，员工就不致因为不知公司未来的走向，光是埋头苦干，同时也可以更清晰地看清楚未来的机会所在，和自己梦想实现的机会。

除了要有目标，牵着员工到水边，更重要的是也要体察员工的现况，是否有施以援手或是纠正行为的需求，所以每个月我都会和各部门的主管开会，就其当月的部门损益、策略共同研讨，一旦方向走偏了，就可以利用此次机会及时导正。

当然企业管理除了由上而下的管理机构外，更重要的，也要有由下而上的通报机制，为了充分了解每个员工的工作状况，公司在资讯系统上也特别加设了E-mail（电子信箱）以及ERP（企业资源规划系统）的机制，方便员工提出问题，以及汇总员工当周、当月的工作表现。

给了员工方向，更重要的是，也要给他们激励。在这方面，敦南和其他公司一样，都会提供优秀的员工红利、加薪、晋阶，也有所谓的库藏股可以提拨给员工。但是给再多的物质诱惑，也不可能阻绝外界的干扰，所谓带人要带心，重要的是要给员工贴心的激励，和未来达得到的梦想，这么一来，即使外界用钱挖角也未必挖得动。

留心留才

当然企业也可能碰到没有奖励工具可以应用的时点。以我兼任董事长的朋程科技为例，这家公司成立于1999年，一直等到2003年才开始获利，期间一直处在亏损的状态下，在这种运营条件下，要用钱留才，难度颇高，此时唯一可以应用的留才工具就是留心。

为了跟员工同甘苦，我在兼任朋程科技董事长亏损期间，从未领过分文薪水，即使现在我任敦南总经理，除非必要，出国我也都是搭乘经济舱，尽可能将可以省下来的资金集合起来，拿出来请员工吃饭，或是作为犒赏员工的奖金。虽然那时可以给员工的不多，但是愿意留下来共甘苦的员工却不少，结果透过大家的同心协力，朋程科技去年每股税后盈余已达到3元，今年更可望达到5.5元至6元，显见，留心确实比留人有用得多了。

可是激励如果是平头式平等，那么激励的效果就不见了。为了达到真正的激励效果，敦南将员工的考绩分成四等：第一等的考绩是特优，占5％；其次为优等，占比重15％；其余大部分为甲等，占60％；至于最后的20％则列为乙等。一般而言，敦南会给金字塔顶端20％的人较多的红利和奖金，以为鼓励，同时也会加重这些人工作的负荷量，让这些有能力的人，有更宽广的表现空间。至于底下20％列在乙等的员工，公司也会要求主管了解原因，并适时给予辅导。

一般而言，公司在打完考绩后，都会要求员工以及主管共同签名，之所以要这么做，很重要的是让员工的不平之鸣，有可以宣泄的管道，如果员工对考绩不平，也可以透过此方式表达意见。不过，由于一般员工的考绩，都由其顶头上司和更高阶的主管共同评分，虽然顶头上司握有较大的评分权限，但由于上面有一可以权衡的人，因此错评的机率不高，如二位主管对员工评分出现较大落差，公司也会要求双方再行沟通。透过这样的评分机制，敦南设立至今，并未发生过员工不愿在考评表上签名的情事。

好坏都要面谈

考评制除了作为奖励的依据外，敦南也将其视为和员工沟通的重要管道。在敦南有个不成文的规定，就是考评后，如果被评为金字塔顶端的前20％，公司主管都会约见这些优秀员工，给予口头上的赞美，让他们了解公司对他们的重视，如果其中有可造之才，高阶主管也会让他们知道未来有接班的可能。当然，为让企业可以运作如常，通常公司都会针对经理级以上的主管，预先设定两位未来的接班人，这么一来，如有人被挖角，也不致影响公司的升等方案，同时也可以产生良性竞争，促成业绩成长。不过要晋升为主管候选人并不容易，因为依据公司既有规定，要晋升为主管，必须连续两年考绩都达到甲等以上才行，因为这样才能确认对方的表现具有一定的稳定度。

除了金字塔的优秀员工会被列为约见对象，被列在金字塔底层20％的员工也会被列在必约谈的名单中，不过，此时多半不会先由主管出面，而多半会由人事部先行过滤。此举除了了解考评是否平等外，同时也可以了解员工表现不佳的原因所在，如有必要，公司也会建议员工转换部门或是职位，给他们重新出发的机会。

当然透过这样的机制，敦南也适度地淘汰掉一些不适合的员工，经统计，敦南员工流动率都大致维持在10％的可接受水准。

选才比用才更重要

企业雇用员工，就是希望他们可以发挥所长，当然期间为了培养员工，企业也会动用不少资源，因此如果真的碰到桀骜不驯的野马，硬要将马拉到河边饮水，难度既高，且未必可以发挥团队战力，因此敦南在引进员工前，也有一套特有的选才标准。这套选才标准简单来说包括三部分：第一是承诺，就是答应要完成的工作，可以如期完成；第二部分是诚恳、正直的人格特质；第三部分指的是创新能力，不过这里所谓的创新能力，并不一定要求要有特殊的研究成果，指的是要能倾听、分享别人的创意。

一般而言，敦南对于新进员工，并不会给予太多的压力，为了让这些新员工可以逐步适应公司的文化，公司也会指派有经验的主管领他们进门，等三个月后，这些新鸟晋升为正式员工后，公司就会给予一些专业训练，等到对方历练二年至二年半后，公司才会交付给他须独立完成的工作，以训练其独立作战的能力。由于养成一个可以付以重任的员工往往是旷日废时，因此敦南不断强调，在把马儿引到水边前，可能得先看清楚对方是黑马还是白马，因为只有找到拥有相同磁场的马匹，才能发挥最高的战力。

【郑淑芳／采访整理】

本文作者简介

现任敦南科技股份有限公司总经理，曾在德州科技历任七年半，之后即进入光宝集团，一路由光宝、旭丽转战敦南，算是少数得以游走集团旗下重要公司的高阶干部。
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