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5分钟摘要



以异想天开的目标挑战自我


全
 世界最成功的企业攀上顶峰并保持不坠的秘诀，就是不断向自我挑战，设定乍看不合理、甚至异想天开的目标，然后整合力量，获致突破性的成果。这些企业就靠着设定极具挑战性的目标，然后尽全力达成目标，而保持成功地位。

“突破”是企业健全与活力的指标。任何商业机构，若不能持续自我砥励，要在未来做得更多、表现更好，就面临受既有成就有限，将市场拱手让给其他不断进步的公司的危险。长期成为市场领袖、永续成功的关键，就是不断设定异想天开的新目标，再运用各项资源全力达成。

[image: no065-4C]


“过去10年来，我们曾对70家公司做过观察、研究，并在事业突破与转型的不同阶段携手合作，让我们从这些有能力突破的公司和他们的领导者身上学到很多经验。我希望综合、磨砺并分享这些心得，以便各位的企业团队可以效法他人的做法，创造成功的‘突破周期’。一切都从突破开始。”

——戴维森



顶尖企业的做法　突破 
英文



主要观念

突破是以公司为范畴的革新——某项重要的事件足以改革企业的核心，或将事业推往新市场与新商业模式，借以重塑公司的未来。本质上，成功的突破会使公司（往往也包括市场）产生永久的改变。

支持概念

突破性的结果可能出现在四种关键领域里：

[image: no065-5C]



1. 获利能力
 ——突破可能让公司比业内其他公司具有更强的获利能力。


2. 经营表现
 ——突破可能带给公司卓越的经营能力，追求同行忽视的新契机，并从中获利。例如2001年跃居全球个人计算机之冠的戴尔计算机，正是优异的经营表现使得不起眼的小竞争者成为市场领袖的绝佳例子。戴尔的成功完全来自能够利用特有商业模式节余下来的成本，转化为所有同业望尘莫及的价格竞争、市占率持续成长，以及更大的获利等多项能力。


3. 市场地位
 ——突破可以提供市场新手比其他人更好的商业模式，让他们摇身一变成为市场领袖。突破可以是站上更强有力竞争位置的桥梁，例如从利基市场向更广大的市场进军，全国信用公司就是通过突破策略提升竞争地位的绝佳实例。1980年代，全国信用的主要业务是承包套装的借贷组合，再转手给投资集团。1989年，这家公司拟出一个异想天开的目标，要成为全美最大的住宅贷款供应商。为达到这目标，全国信用为借贷主管配备了精准先进的决策支援系统，以获取第三方的数据库，数分钟内就可以决定是否提供贷款；该公司并提供低风险客户极具吸引力的利率。到了1992年底，全国信用的贷款总额从10亿美元，成长到320亿美元，因而成为美国最大的自用住宅贷款供应商。


4. 公司声望
 ——突破可能是公司在更大业务环境中提升形象的捷径。例如，嘉信理财的突破策略，开创了折扣证券服务的新时代。【编注：1995年底，嘉信理财的老板史瓦柏（Charleo Schwab）决定全力发展公司成为网络券商，他大手笔地流血降价，网络下单手续费只有美林、摩根等老字号券商的1/3到1/6，结果一年内收入就短收1.25亿美元，但也因此让嘉信理财成交额暴增2倍，迫使老券商纷纷加入网络券商的行列。】

通过减少下单手续费，同时提供消费者其他的服务，嘉信理财到2000年初，已拥有660万个账户，管理7, 250亿美元，325个分支机构一共雇用了17, 000名员工。

关键思维

“突破是企业成功的基石，每家公司的‘成功周期’都是从能引发优异表现的创新开始。任何追求成功的企业，都在寻求能集中公司能量，不断创造成功佳绩的突破。但很少公司能找到这样突破的机会，即使找到了，也不见得能完全发挥公司的潜能。少数幸运的几家公司既能发现突破方向，又能贯彻始终，确实让人觉得人生充满光明希望。然而，从突破开始而至优异表现的周期，总有结束的一天——除非出现进一步的创新，更新公司的地位与表现。今日的领导者必须自问：‘我们的下一次突破应该从哪里开始？内容是什么？不要等到痛苦的结局出现，才开始下一个成功周期。’”

戴维森

“经营表现或作业流程的创新，是多数企业突破的主角。”

戴维森

“想在产业中寻找突破的切入点，最常见的就是在市场的进入点，但其实突破可以在产业结构中任何一个环节发生。”

戴维森

“突破创新根本地改变了市场对潜在顾客服务的水平、成本分配、景气循环以及价值的定义，在在都对突破的推动者有利。突破造成全新的区隔与断裂，粉碎竞争的平衡，为突破公司创造了成长空间，抢占对手市场版图的占有率。”

戴维森

“能在产业内结合成本、质量、景气周期、顾客服务与产品领导等方面优势的公司，就有相当好的机会巩固他们在市场上的主导地位。大多数突破型公司都会发现，自己可以将随之而来的多重优势，转换成市场领导地位。当然，竞争优势不会永远站在你这边，企业间相互持续地竞争，任何企业在各领域的领导地位都只是短暂的领先。在任何产业，持续革新才是保持市场领导地位的核心。”

戴维森

“突破型公司的共同点，在于都有一套特定的态度与处事方法。这些核心特征最终可分为两大类——策略哲学与原则，以及领导哲学与实践。”

戴维森



How Great Companies Do　Breakthrough 
中文



Main Idea

A breakthrough is an enterprise-scale business innovation -- something significant enough to shape the business enterprise in the future either by reforming the company's core or moving the business into new markets and new business models. In essence, successful breakthroughs change the firm (and often its markets) forever.

Supporting Ideas

Breakthrough results appear in any of four key dimensions:
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1. Profitability
 -- a breakthrough may enable one company in an industry to achieve greater profitability than everyone else.


2. Operating performance
 -- breakthrough may provide a company with such operational excellence that it can pursue and profit from new opportunities its competitors ignore. For example, Dell Computer, the worldwide leader in PC sales in 2001, is a great example of how superior operating performance can carry a marginal competitor to market leadership. All of Dell's successes have sprung from the fact it has been able to convert its own business model cost savings into competitive pricing, growing market share and greater profitability than any of its peers.


3. Market position
 -- a breakthrough may enable a new market entrant to become the market champion on the strength of a better business model than anyone else is using. A breakthrough can be the bridge to move to a stronger competitive position, perhaps by moving from a niche market to the broader marketplace. An excellent example of a company, which used a breakthrough strategy to enhance its competitive positioning, is Countrywide Credit. In the 1980s, Countrywide specialized in the resale of packaged loan portfolios to investment groups. In 1989, the company decided on an outrageous goal to become the largest home loan provider in the United States. To achieve that, Countrywide equipped its loan officers with sophisticated decision support systems and access to third-party databases so that each loan officer could approve or decline a loan in minutes. Countrywide also offered attractive interest rates to lowrisk customers. By the end of 1992, Countrywide had grown from having $ 1 billion in lending activity to having more than $ 32 billion in loan volume -- making the company the largest home loan provider in the United States.


4. Company profile
 -- a breakthrough may be the pathway for a company to raise its profile within the broader business environment. For example, Charles Schwab's breakthrough strategy led to the launch of the discount brokerage industry.

By cutting brokerage fees and providing consumers with other services, Schwab has grown by the start of the year 2000 to having more than 6.6 million accounts, $ 725 billion under management and more than 17, 000 employees in 325 branch offices.

Key Thoughts

"Breakthrough is the bedrock of business success. Every corporate success cycle starts with an innovation that triggers superior performance. Aspiring firms everywhere seek to find breakthroughs that will focus their energy and fuel their success. Few find them, and not all that do are able to realize their full potential. For those fortunate few firms who find breakthroughs and fulfill their promise, life is glorious. However, cycles of superior performance that begin with a breakthrough will inevitably end -- unless further innovation occurs to renew the firm's position and performance. Today's leaders must ask themselves, 'When will we need to begin our next breakthrough? What will it be?' Don't wait until the bitter end to start your next success cycle."

Bill Davidson

"Operating performance or process innovations play a central role in most breakthroughs."

Bill Davidson

"Breakthrough can occur anywhere within an industry structure. The most common place to look for breakthrough in an industry lies at the entry point to the market."

Bill Davidson

"Breakthrough innovations fundamentally alter underlying customer service standards, cost positions, cycle times, and value propositions within a market, to the advantage of the breakthrough champion. Breakthroughs lead to differentiated, disruptive offerings that shatter the competitive equilibrium, creating space for the breakthrough company to gain or renew market share at the expense of its rivals."

Bill Davidson

"Firms that possess some combination of cost, quality, cycle time, customer service and product leadership in an industry pose a pretty good bet to secure dominant roles in their markets. Most firms, which have achieved a breakthrough, will find themselves in a position to convert the resulting multidimensional advantage into market leadership. Of course, competitive advantage is never static. Competitive dynamics ensure that leadership in any of these categories is a temporary phenomenon. Continuing innovations is central to sustained market leadership in any industry."

Bill Davidson


"Successful breakthrough companies hold a set of attitudes and approaches in common. These core characteristics ultimately fall into two key categories -- strategic philosophy and principles and leadership philosophy and practices."


Bill Davidson



顶尖企业的做法　策略哲学 
英文



主要观念

所有成功的突破，都用到八项基本的策略原则。实务上，这些原则是获致重大成就不可或缺的策略哲学。

支持概念

突破的八大策略原则如下：


1. 设定异想天开的目标，致力追求
 ——在公司为了达成其他竞争者无法达成（因为之前根本没有达成过）的目标，而必须另谋其他替代作业方案与科技平台时，通常就会想到要寻求突破。例如，进步保险公司为解决汽车险理赔而拟定一个异想天开的目标，让业务人员可以当场回应客户的理赔申请，而不必拖上42天（业界的平均理赔时间）。此举大受客户欢迎，结果让进步保险赢得长足的成长。进步保险因拥有理赔作业相关的庞大数据库，还能为客户推荐最好的修车厂，甚至客户可以选择由进步保险代为处理修车问题，省得受骗上当或惹上其他麻烦。客户喜爱这样的超级服务，遂带动进步保险快速成长。


2. 专注于未来
 ——与突破最密切关联的考虑是，如何迎合客户未来的需求，而非过去的需求。例如，加拿大新布朗斯威克的艾连特通讯公司，从一家自我定位为地方性的电话公司，发展成一家为客户提供新式电子服务的电讯业务整合业者。结果这家公司的营利蒸蒸日上，而其他电讯公司却在新的竞争环境中苦苦挣扎。


3. 优先强调建立客户关系，以后再考虑降低成本
 ——所有的突破基本上都会重新定义客户价值。例如USAA（一家专门为军官及其家人提供保险的公司）设定一个异想天开的目标，要在一通电话中完成所有客户的交易，不须再三接洽。USAA建立了一套完善的作业流程，使客服人员可以实时取得所有需要的资料，不受耽搁。USAA改善客户关系后，成果直接反映在营收的快速成长。


4. 把目标放在作业流程的创新，而不仅仅是改善既有的活动
 ——突破型公司以大步跃进为目标，不求逐步渐进地改善作业系统。例如美国标准公司（注：生产卫浴设备、冷暖气机及汽车剎车设备）经由融资购并而股票下市，转为私营后，新经营者引进一套新的生产排程，专营订单式生产，不再持有成品库存。接下来几年当中，营运资金占销售的比例，从将近10%降为大约2%，替公司省了好几百万的利息。会有这样的突破，是因为公司把眼光放在建立明天的作业流程，而非改善过去的作业流程。


5. 利用先进科技追求卓越的营运
 ——先进的通讯与信息科技在多数突破中都是核心要角。很多公司因为种种原因迟迟不肯采用新科技。但突破型公司往往都抢先采用新技术，事实上，很多突破型公司都与销售商密切合作，担任顶尖科技的测试者。例如，CR英格兰公司（一家总部设于犹他州的货运公司），是业界最早采用卫星通讯系统监督旗下1, 400辆货车动态的公司之一。此举使CR英格兰能为客户提供更好的服务，同时又降低营运成本。


6. 专注在公司内部会直接影响作业成效的少数核心活动
 ——大部分公司都采用零和思维。比方说，他们可能以为，改善客户服务必然会提高成本，降低整体效益。突破型公司想法不同，他们专注于核心作业流程，深入作业细节，发掘既能改善客户服务，又能降低成本的方法。突破型公司也能证明，投资改善企业的基础建设，很快就能在营运获利中看到回收。他们赋予卓越营运新的定义：在提供客户更多利益的同时，也提高利害关系人的利益；换言之，突破型公司通常都能同时兼顾、管理不同领域的创新。突破型公司有办法证明，鱼与熊掌可以兼得，推翻传统的逻辑。


7. 找出有效运用人力资源的新方法
 ——突破型公司的用人方式，通常与竞争者大相迳庭，这可能涉及重新定义工作内容、提供员工转换职务所需的进修训练，或单纯地释出更多决策权给第一线人员。例如，全国信用公司的贷款主管，本来只负责搜集信息，后来公司提供贷款主管，可以在与顾客会面时当场决定贷款与否的支援系统及相关科技，使得该公司能够提供客户绝佳的服务，贷款人员则因生产力提升而赚进更多的收入。这一双赢的解决方案完美地说明，突破型公司如何创意十足地重新界定工作内涵。


8. 辨识出新的成长契机，并充分利用
 ——突破型公司一般能发现并掌握他人忽略的新成长契机。例如，进步保险公司在加快汽车理赔作业程序时，发现在客户车上安装电子定位装置的好处，这种装置不仅能在意外发生时及时提供公司信息，公司也可提供导航协助、遥控诊断、保全等服务，还能使失窃车辆无法行驶，协寻失车。当该公司单纯提供保险，进而发展至提供汽车道路协助与修护的多重服务时，所有这些服务都可成为独立的营收管道，并且有朝一日可能蔚为更庞大的商业契机。突破周期需要公司的资深领导者扮演主持者与推动者。如果他能善加处理，使公司发挥最佳潜能，就极有可能带来突破。任何团队有了正确的领导，都能达成超乎想象的目标。



How Great Companies Do　Strategic Philosophy 
中文



Main Idea

All successful breakthroughs take advantage of eight basic principles of strategy. In practice, these principles provide the essential strategic philosophy, which underpins the achievement of something significant.

Supporting Ideas

The eight breakthrough strategy principles are:


1. Set and pursue outrageous objectives
 -- Breakthroughs typically arise when companies consider alternative processes and technology platforms in pursuit of goals that competitors have assumed are unattainable because nobody else has achieved them. For example, Progressive Insurance set an outrageous goal to settle auto insurance claims on the spot with an immediate response time rather than taking 42-days (the industry average). This has been very popular with customers and has allowed Progressive to grow. Since the company has such a large database of claims processing, Progressive can also advise customers on the best places to have repairs made. Customers can even elect to have Progressive manage their repairs, eliminating the chance of fraud or other problems. Customers love the superior service they receive, and Progressive Insurance is growing rapidly as a result.


2. Focus on the future
 -- Breakthroughs are closely linked to meeting the future needs of customers rather than historical needs. For example, Aliant Corporation of New Brunswick, Canada evolved from viewing itself as a provincial telephone company to an electronic services integrator focusing on delivering new electronic services to customers. The company's revenues are growing while other telecoms are struggling to come to grips with the new competitive environment.


3. Emphasize the customer relationship first and cost reductions later
 -- All breakthroughs fundamentally redefine the customer value proposition. For example, USAA (an insurance company specializing in providing coverage for military officers and their families) set an outrageous objective to complete every customer transaction in one phone call rather than requiring multiple interactions. The company set up a sophisticated process, which allowed the customer service people to access everything they needed in real time rather than on a delayed basis. As a direct result of strengthening the customer relationship, USAA's revenues are growing rapidly.


4. Focus on process innovation rather than enhancing existing activities
 -- Breakthrough companies aim to make great leaps forward rather than incrementally enhancing their systems. For example, when American Standard went private in a leveraged buyout, the business owners set a goal to reduce inventory and lower working capital requirements. The company introduced a new production scheduling system focusing on make-to-order rather than build an inventory of finished goods. Over the course of the next few years, working capital as a percentage of sales fell from almost ten percent to about two percent, saving the company hundreds of millions of dollars in interest. This breakthrough came because the company was focused on creating the business processes of tomorrow rather than improving the business processes of the past.


5. Take advantage of advanced technology to achieve operational excellence
 -- Advanced communication and information technologies take center stage in most breakthroughs. Many organizations are slow to apply new technologies for a variety of reasons. By contrast, breakthrough companies tend to be early adopters of new technology. In fact many breakthrough companies actually work closely with vendors and act as test applications for cutting-edge technologies. For example, CR England (a Utah-based trucking company) was one of the first in its industry to adopt satellite-based communication systems to monitor and truck its fleet of 1, 400 vehicles. This has allowed CR England to provide greater customer service while simultaneously lowering its operating costs.


6. Focus on a few enterprise-wide core activities, which are critical to results, achieved
 -- Most companies use zero-sum thinking. They might assume improvements in customer service, for example, will necessarily entail increased costs and reduced overall efficiency. Breakthrough companies think differently. They focus on core processes and dig down into the details of operations to find new ways of doing business that enhance customer service while lowering costs. Breakthroughs also have a way of showing that investments in better infrastructure can be paid back very quickly from immediate operating gains. They come up with new definitions of operating excellence which deliver greater benefits to customers as well as the enterprise's own stakeholders. In other words, breakthroughs typically harness innovations that are multi dimensional and robust. Breakthroughs have a way of showing that it is possible in business to have your cake and eat it too, contrary to conventional logic.


7. Find new ways to use human resources effectively
 -- Breakthroughs typically use their personnel differently to their competitors. This may involve redefined job descriptions, advanced training to fill new roles or simply the transfer of more decision-making authority to front-line staff. For example, the loan officers at Countrywide Credit used to operate solely as information gatherers. Countrywide then put in place support systems and other technologies which now allows the loan officers to approve or decline loans on the spot, while meeting with the customer. This allows the company to deliver superior customer service while the loan officers can earn more because they have enhanced productivity. This win-win solution illustrates perfectly how many breakthroughs creatively redefine work activities.


8. Identify and then exploit the new growth opportunities which arise
 -- Breakthroughs typically see and seize new business growth opportunities which others are not aware of. For example, in the process of speeding up payment of its auto insurance claims, Progressive Insurance became aware of the advantages of installing electronic location devices in customer vehicles. Not only will these devices advise the company when an accident has occurred, but Progressive can also offer navigational aid, remote diagnostics, security services and the ability to disable and then recover stolen vehicles. All of these services can become standalone revenue streams for the company as it moves from providing insurance to becoming a roadside assistance and services provider -- which may yet turn out to be a much greater business opportunity.



顶尖企业的做法　领导哲学 
英文



主要观念

“突破周期”需要资深领导者扮演主持人与推动者的角色，如果他们能善加处理，让公司发挥最佳潜能，就极有可能突破成功。任何团队有了正确的领导，都能达成超乎想象的目标。

支持概念

不是所有的领导人与企业都有能力突破。伟大的突破型领袖具有以下特征：


	
展现不寻常的能力
 ——掌握企业运作的细节，作好策略与经营的决策。大多数突破型领导者都实务经验丰富，所以对本业的各项作业都了如指掌。这能帮助他们拟定切实可行的策略。

	
多才多艺
 ——也就是说，他们能结合建筑师对结构的热情及承包商的执行技巧，使得他们在突破行动中，有能力身兼教练、球队经理与四分卫。

	
既自豪又谦逊
 ——他们在追逐伟大成就之际，不会让自大居间妨碍。企业确实需要无私的领导者，因为在追求突破的努力过程，资深的企业领袖必须事事躬亲，密切监督。如果前线人员对领袖有任何不满，突破的攻势就很容易脱序。

	
有能力整合资深管理团队，为共同的企业策略打拼。




如果你希望成为突破型领袖，必须做到下列几件事：


	
事必躬亲
 ——巨细靡遗地了解计划中谁负责哪个部分，计划的进度以及所有细节，掌握公司所有的最新动态。

	
态度坚决
 ——亦即，你对采取的行动充满自信，不让部属有丝毫怀疑。

	
设定高标准
 ——认清为达成真正的突破，刻苦耐劳在所难免。对自己的要求必须和对其他人的要求同样严格，因为绝大多数突破比较像马拉松，而非短跑。

	
和公司里其他领导者建立良好的合伙关系
 ——组织团队，达成非凡的成就。延揽人才，以弥补你不擅长的领域，并将这个人引进你的亲信圈。

	
奖励与表扬关键性的重大成就
 ——因为这可以为未来更多的改变蓄积动能。以有意义的方式庆祝成功，并认可其他人的成就。

	
把小型、次要的突破引入主流体系
 ——将局部的努力、行动与贡献，整合到突破策略之中。小规模的成就同样有重要性，所以也该设定目标，让所有人参与，并给予适当的奖励。

	
断然处置异议者
 ——发出强烈讯息，绝不容忍对变革积极或消极反抗的人。尽一切努力让每个人加入突破，同时让选择不加入的人另谋高就。

	
不厌其烦
 ——再三传递相同的讯息，直到这些讯息在企业的文化与血液之中根深蒂固。

	
创造一群专家
 ——他们的工作是支援落实突破策略。在企业各个角落都有这样的人，创造未来需要的新结构与作业流程，同时有能力发展未来需要的工具。

	
表达直接但不失人性
 ——换言之，精确说明所有的要求，但对无法达成必要改变的人要有同理心。达成任务的同时，也兼顾员工的需求，在要求完整无误执行突破计划前，给他们足够的时间加快速度。

	
永远牢记：“伟大的领袖着眼于更大的利益。”
 有效达成突破的领袖，所作所为都以公司全体的利益着想，不会局限在自己的分支单位而已。大多数成功的突破型领袖，也愿献身为整个社会谋福利。



关键思维

“真正的问题不在团队成员的素质，而是在于他们团队合作的能力。并非每一位公司领导者都有落实突破策略的能力与实力，如果无法成功执行，就没必要发展大胆的策略。行动前最好三思。自我评估要从组织高阶开始，资深领导阶层是否拥有规划与执行突破策略所必需的特质。”

戴维森

“突破策略始于异想天开的目标，一旦组织采纳这种目标之后，所有的事情可能都会开始绕着达成这个目标的策略打转。不论目标为何，经营表现与改善公司形象这两大领域，仍是推动企业、达成目标最重要的火车头，只有在这些主要动力改善后，才可能赢得竞争与财务的优势。对大多数公司而言，若不先有效改变经营表现与企业形象，是很难在财务绩效上有大幅度的改进，想提升竞争优势更是不可能。除非你们已从过去的革新累积了一些动能，或是幸运地从你无法掌控的市场趋势中获得某种利益，否则除了创新突破外，很难有所收获。在经营表现上的锐意革新，是追求财务绩效、竞争优势、提升公司形象等方面的突破，最好的方式。”

戴维森



How Great Companies Do　Leadership Philosophy 
中文



Main Idea

The senior leader of any business will act as the owner and driver of the breakthrough cycle. If he or she manages the process well to bring out the best form his or her organization, breakthroughs can and will result. Any team, with the right leadership in place, can achieve outrageous objectives.

Supporting Ideas

Not all leaders and organizations have the ability to achieve a breakthrough. Great breakthrough leaders:


	
Exhibit extraordinary personal capacity
 -- to grasp the details of how the business works and make good strategic and operational decisions. Most breakthrough leaders have been in the trenches and know every facet of their business in great detail. This helps them shape workable strategies.

	
Are multitalented
 -- that is, they can combine an architect's passion for structure with the execution skills of a general contractor. That allows them to act as the coach, general manager and quarterback of the breakthrough initiative.

	
Are simultaneously heroic and humble
 -- they can chase great accomplishments without their egos getting in the way. Selfless leaders are necessary because in a break-through effort, the senior business leader must be hands-on and engaged in the details. If the people at the front lines don't like what they see in a leader, the breakthrough initiative can easily get derailed.

	
Have the ability to align the senior management team around a common enterprise strategy.




If you aspire to act as a breakthrough leader of the future:


	
Become very hands-on
 -- get to know in detail who is responsible for each part of the program, where it currently stands and all the details. Stay current with where everything is for your company.

	
Be definitive
 -- that is, leave no doubt in the minds of your people that you have confidence in the actions being taken.

	
Set high personal standards
 -- and recognize that a stretch will be needed to achieve a genuine breakthrough. Demand as much from yourself as you do from everyone else, because most breakthroughs are more akin to a marathon than a sprint.

	
Form some good partnerships
 -- with the other leaders of your business. Team up and achieve something noteworthy. Bring into your inner circle those who can bulk up the areas where you may be weak personally.

	
Reward and recognize the achievement of key milestones
 -- because this builds momentum for more change in the future. Celebrate accomplishments in meaningful ways and recognize the contributions of others.

	
Bring the breakthroughs from the periphery to the mainstream of your organization
 -- by incorporating local achievements, initiatives and contributions into the breakthrough strategy. Local implementation is essential, so set targets, get people involved and reward them appropriately.

	
Deal with dissent decisively
 -- sending the strong signal that active or passive resistance to change will not be tolerated. Make every effort to include everyone in the breakthrough and back that up with a willingness to let those who choose not to participate seek employment elsewhere.

	
Be repetitive
 -- and convey the same message again and again until it becomes firmly embedded in the organization's culture and DNA.

	
Create a group of specialists
 -- whose job is to support the implementation of the breakthrough strategy. Make these people available enterprise wide to create the new structures and processes which will be required. They should also be able to develop the tools, which will be needed.

	
Be direct but humanistic
 -- that is, spell out precisely what's needed but empathize with the people who are on the ground making the needed changes. Bring people's needs into the equation and allow them enough time to get up to speed before demanding flawless execution of the breakthrough ideas.

	
Always remember: "Great leaders focus on the greater good."
 Effective breakthrough leaders do the things that are good for the entire corporation and not just their own local business units. Most successful breakthrough leaders also make a commitment to contributing to society as a whole.



Key Thoughts

"The question really is not so much the quality of the individuals in the team; rather, it is their ability to work together as a team. Not all leaders and organizations have the ability and capacity to turn breakthrough strategies into reality. There is really no point in developing a radical strategy if successful execution is unrealistic. Think before you leap. Self-assessment begins at the top. Does senior leadership have the qualities necessary to drive the shaping and execution of a breakthrough strategy in your organization?"

Bill Davidson

"Breakthrough strategies begin with outrageous objectives. After an organization embraces a goal of this nature, everything else can begin to come into focus around a strategy to achieve the goal. Regardless of the goal, operating performance and profile initiatives provide the key engines for reaching it. Gains in competitive position and financial results can only come from improvement in these key drivers. For most companies, it will be very difficult to significantly alter financial performance and virtually impossible to improve competitive position without meaningful change in performance, profile, or both. Unless you are enjoying the momentum of a previous innovation or benefiting from particularly fortuitous market trends beyond your control, gains are unlikely to occur without innovation in these key dimensions. Radical innovation in operating performance appears to be the single best driver of breakthroughs in financial performance, competitive position, and expanded corporate profile."

Bill Davidson



顶尖企业的做法　企业原则 
英文



主要观念

凡是突破型公司，都是因为公司能够全员一致、齐心齐力落实单一策略。除非领导者严格遵守唯一一套经过整合、包含突破策略的主轴计划，否则无法打破日常作业。能自我突破的公司都会致力于一套经过整合的产品发展计划。

支持概念

企业原则和若干流行的管理手法，诸如分权管理、自治、授权等，可说是截然相反。最简单的道理就是，如果公司里每个部门只求克尽己职，公司想要达成突破就几乎是不可能了。

要进一步说明这项原则，可参考下表：
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在纵轴上，公司可以选择追求新的改革，或尽量扩大目前的营运。在横轴上，新产品或服务可经由独立的投资事业单位开发，或由整个企业接手。

传统思维认为，大多数突破应该出现在A区——是指公司中某个小部门远离主流营运而创造新的产品或服务。但这个做法的局限在于，单一小部门不可能带动企业整体根本的改变。要产生真正的突破，必须定位在B区——由整个企业全力以赴，整合与执行革新。

企业原则可借由分析若干卓然有成的公司获得求证：

■ 通用电气是公认全球最有价值、获利最佳的公司，该公司策略广为大众熟记与模仿：


	若不能抢占市场中的前两名，就退出。

	持续进步——六标准差，精益求精。（注：6 Sigma强调品管，以数据为依据，追求几近完美表现的管理系统。σ为统计学名词，用以评量特定程序偏离完美的程度。六标准差的观念认为，只要能度量出生产流程中不良品发生的次数，就能有系统地逐渐消除不良品。六标准差等于百万件产品中仅出现3.4个不良品。）

	“通用作风”



在实务上，通用基本上是全心投入在D区的运作，几乎是以宗教热忱，将同一套商业策略应用于旗下数以百计、互不相干的事业。因此，通用并不算是突破型公司，通用最擅长的是维系目前的市场领导地位，持续加强业务与整体管理，但通用从不曾追求真正孤注一掷的突破。

■ 惠普是最具开创冒险精神的企业典范之一，是专精A区经营方式的企业代表。惠普建立高度自主的事业单位，各部门以各自独立的发展小组运作。所谓的“惠普风范”也受到广泛的研究、分析与模仿。在1990年代初期，客户开始要求整合的计算机解决方案，而非传统的综合搭配做法，惠普的回应是开发具有精简指令运算的新一代计算机。惠普随即着手在旗下36家完全自治的生产部门架构新平台时，却遭到重大困难，但这次的教训非常有价值。这次经历后，惠普创办一家顾问公司，专门负责整合分歧的系统，解决企业的各项需求。目前惠普的顾问公司每年营收高达数十亿美元，成为惠普的主要成长事业。

■ IBM也在1990年代经历重大事业危机，被迫转型为B区发展的公司。因为这次的危机影响非常重大，迫使IBM不得不孤注一掷，将各项科技重新组合，成为被更好用、可长期应用的解决方案，于是开发出新的业务模式解决问题的方案与其他服务，核心业务是提供客户不再执着IBM一向见长的硬设备。这项新发展的服务业务被整合到IBM各事业单位的核心，而不是交由特定单位独立作业。实施不到五年，服务业务便占有IBM总利润的50%，IBM再度挤身蓝筹股已是指日可待。

■ 摩托罗拉在1990年代后期也经历过类似的危急经验，公司遽速走下坡，拱手让出包括手机在内多种科技产品市场的领先地位。虽然摩托罗拉传统上是在A区运作，但从1998年开始转战B区，将所有的手机、无线电讯设备、卫星与缆线数据交换机部门，整合成一个通讯事业集团。这一新集团为所有摩托罗拉产品创造整体的外观与形象，并拥有统一的业务策略。从此之后，摩托罗拉便收复了无线通讯的龙头地位。

创投业者向来熟知企业原则，他们一如往常只挹注资金给专精特定领域的厂商，这些公司能全心投入追求单一异想天开的目标。如果一家公司试图面面俱到，创投业者根本不会感兴趣。创投业者了解，企业为追求目标，必须要有强人式的领导，以及公司全员齐心追求能够凝聚共识、目标集中的公司策略上。

值得注意的是，企业原则也代表让组织管理决策可以因为每个人的认知相同，而不会有目标上的冲突。决策不以个别部门的标准或狭隘利益为准则，而是基于公司整体最大利益为考量。信奉共同管理哲学、奉行共同政策的单一领导网络，也有助于企业的成功。在这样的环境下，更容易达成目标，哪怕这个目标再怎么异想天开。要达成真正的突破，公司必须在B区运作。



How Great Companies Do　The Enterprise Principle 
中文



Main Idea

All successful breakthrough companies focus on implementing a single strategy across the entire organization. Unless the firm's leaders stress adherence to a single, integrated master plan, which incorporates the breakthrough strategy, nothing much is likely to change from business-as-usual. Breakthrough companies commit to a single, integrated game plan.

Supporting Ideas

The enterprise principle is the complete opposite to some popular management approaches like decentralization, autonomy and empowerment. The plain truth, however, is that if each business unit does its own thing, the ability of the company to make a breakthrough disappears.

To illustrate this principle, consider this:
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On the vertical axis, a firm can choose whether to pursue new innovations or to optimize present operations. On the horizontal axis, a new product or service offering can be developed by a standalone entrepreneurial business unit or taken up by the entire enterprise.

Conventional thinking suggests most breakthroughs would come in region A -- as the result of innovative new products or services being developed by a small business unit away from the mainstream operations. The limiting factor with this approach, however, is that a small unit cannot bring about a fundamental transformation of the entire enterprise. For a genuine breakthrough to occur, it must be positioned instead somewhere in region B -- where the entire enterprise focuses on integrating and executing the new innovation.

The enterprise principle can be validated by analyzing several well established companies:

■ General Electric (GE) is widely regarded as the most valuable and profitable corporation in the world. It's strategies are well documented and emulated:


	Be number one or number two in your market or get out.

	Continuous improvement -- Six Sigma, Workout.

	The "GE Way."



In practice, GE is fundamentally committed to operating in Region D where the company implements with almost religious fervor the same business strategy across the hundreds of unrelated businesses that are owned by GE. Accordingly, GE is not a breakthrough company. It excels at maintaining its market leadership, continually enhancing its business, and overall enterprise management but the company has never pursued a genuine "bet-the-ranch" breakthrough.

■ Hewlett-Packard (HP) is one of the best icons of corporate entrepreneurship. It typifies a company operating in region A in that HP has built its business on highly autonomous business units operating their own independent development teams. The "HP Way" is also widely studied, analyzed and emulated. In the early 1990s, however, customers started demanding integrated computing solutions rather than the traditional mix-and-match approach. HP responded by developing a next-generation computing line based around the Reduced Instruction Set (RISC) architecture. The company then set about getting its 36 autonomous product divisions to implement this new platform, which was extremely difficult. The lessons learned, however, proved to be invaluable. After going through this process itself, HP then launched a consulting business focusing on integrating diverse systems into enterprise solutions. This consulting business now has a multibillion-dollar turnover and has become one of HP's major growth businesses.

■ International Business Machines (IBM) experienced a severe business crisis in the 1990s, which forced it to become a region B firm. The severity of the crisis forced IBM to adopt a "bet the company" strategy of doing a better job of packaging technology into workable, long-term solutions for customers. IBM developed a new business model, which was centered on solutions and services rather than the company's traditional strength, hardware. The emerging services business was integrated into the core of IBM's business units rather than being made a standalone operation. Within five years, services accounted for over 50-percent of IBM's total profits and the company was well on its way to reestablishing itself as a blue chip company.

■ Motorola went through a similar near-death corporate experience in the late-1990s. The company experienced a dramatic downturn and surrendered its market leadership position in many technologies including cellular phones. Whereas the firm has historically operated in region A, it moved into region B in 1998 when all its cell phone, wireless, satellite and cable modem business units were consolidated into a communications enterprise group. This new group created a common look and feel for Motorola's products, along with a single business strategy. Since then, Motorola has reestablished itself as the leader in wireless communications.

Venture capitalists have long been familiar with the enterprise principle. They typically will only fund pure plays -- companies that are focused on pursuing one single outrageous objective. If a company is trying to be all things to all people, the venture capitalists won't want to know about it. They understand the need for strong leadership, a narrow focus and a cohesive business strategy, which is pursued by everyone in the firm single-mindedly.

Notably, the enterprise principle also means that management decisions can get made more rapidly because everyone will be on the same page rather than at cross purposes. Decisions can get made not by the criteria or narrow interests of an individual unit but in the best interests of the enterprise as a whole. The existence of a single leadership network that exhibits a common management philosophy and common policies will also contribute to the success. In this environment, it will become easier to achieve goals and meet targets, even outrageous objectives. To achieve a genuine breakthrough, a company must operate in region B.



顶尖企业的做法　设定正确策略 
英文



主要观念

研拟突破的策略，必须有以下的认知：


	
有自知之明——认清公司的核心、优势及资源。


	
对外在环境有正确的认识。


	
管理上的一致性，仍足以支持你执行新策略。




简言之，试图拟定突破策略之前，应先确认你能掌握足够的组织力量，能在未来的3～5年，或更长时间内，专注于一项核心策略。如果做不到这一点，不要尝试突破。

支持概念

突破可以从产业的任何角落开始，不见得非市场领袖不可。真正的关键在于谁有发展突破策略的远见、实际推动的意愿，并持之以恒，直到开始有回收。

一般而言，你随时都有下列四项基本策略可供选择：

[image: no065-37C]



	
维持现状
 ——维护目前的地位与形象，并期望借此维系目前的绩效表现与获利成绩。

	
充分运用
 ——充分运用现有的绩效、形象与地位，并借此增进公司的获利能力。

	
渐次提升
 ——逐步改善产品、市场、配销管道或其他与经营表现有关的领域。

	
突破
 ——追求更大胆的突破策略，以大幅提升公司绩效，重塑公司形象、改善市场地位或获致大规模财务成果为目标。



极少公司有奢侈的机会选择“维护”这项策略，因为长时间的市场趋势通常会侵蚀竞争力。大部分情况下，市场会要求不断创新，因此“充分运用”或“渐次提升”都无法应付。史上很多极为成功的突破之所以能展开，是因为那是唯一可行的对策。

追求突破策略能够成功的关键因素，就是要有专注发展单一策略3～5年或更长时间的能力。如果不能持之以恒，很可能突破策略就没有足够的时间发展成熟，开始反馈利益。

在着手突破策略前，一定要先确认下列两点：


	公司内部的现实条件可以支持这种大胆策略的专注与长时间的投入。

	根据市场的外在现实，这种策略确实可行。



为确认公司是否具备上述两项条件，首先你必须了解整个产业核心竞争的形势、各企业所扮演的角色、产业结构以及竞争动态。说得更明确点，你必须知道以下几件事：


	谁是市场领袖，他们如何在持续的竞争中保持这样的地位。

	产业内的财富如何分配，创造出来的价值大部分由谁取得。

	产业内的利基市场厂商扮演何种角色，他们一般的获利水平为何，他们是否倾向局限在当前的利基市场内运作。

	你的公司符合以下哪些描述：

	

	是隶属其他大型企业的主要机构。

	其他大型企业的一个分支。

	其他大型企业业务中的某一项利基。

	另一家企业的替代厂商。

	一个真正独立的市场。








	是否有机会投入还有开发空间、获利成长契机的邻近市场。

	全球化过程会对企业造成什么影响。



简言之，妥善可行的突破策略，绝不可能存在真空里，必须要能反映市场的现实。应该在周详考虑市场整体动态后，才进行突破。最好的突破，就是从周详的市场分析中获得洞察后直接产生的结果。

关键思维

“在此，我们考虑的核心是，判断突破策略是否适合公司目前不断变化的处境。这要从评估企业环境开始，认清自己相对于既有的主要竞争者及市场趋势，究竟站在什么位置。进取而切合实际地设定你的预定目标，根据充足的信息作好决策，然后才选择研拟突破策略。”

戴维森

“拟定策略，尤其是以突破为目标的策略时，应仔细考虑市场竞争的现实，以及公司的定位，用竞争地位与财务绩效来设定自己的预定目标，认清能驱动成功的主要绩效表现与形象，并整合上述信息成为焦点明确的策略。”

戴维森

“突破可同时带来成本领先、杰出的顾客服务及产品领先。”

戴维森

“资源不见得是局限突破的因素，相较之下，中型企业的事业组合范围比较狭小，却反而是大胆策略特别容易开花结果的温床。”

戴维森



How Great Companies Do　The Correct Strategic Setting 
中文



Main Idea

To be able to develop a breakthrough strategy, you must have:


	
Self-knowledge -- of your core identity, strengths, resources.


	
Accurate knowledge of the external environment.


	
Enough management continuity to execute your new strategy.




In short, before attempting to develop a breakthrough strategy, make certain you have the organizational capacity to focus on a single core strategy for three to five years or more first. If you don't have that, don't attempt a breakthrough.

Supporting Ideas

Breakthroughs can and do originate from anywhere within an industry, not just from the market leaders. The real issue is who has the insight to develop a breakthrough strategy, the desire to actually launch it, and can match that desire with the persistence to stay with it until it starts paying off.

In a general sense, you have four generic strategy options available at any one time:

[image: no065-37E]



	
Maintenance
 -- You can maintain your current position and profile and hope that will translate into sustaining your current performance and profit results.

	
Optimization
 -- You can initiate an effort to optimize your present performance, profile and position and thereby improve your firm's profitability.

	
Incrementalism
 -- You can pursue incremental improvements in products, markets, channels of distribution or other areas of operating performance.

	
Breakthrough
 -- You can pursue a more radical breakthrough strategy with the aim of dramatically improving your corporate performance, reshaping your firm's profile, enhancing your market position or achieving powerful financial results.



Very few firms have the luxury of being able to choose a maintenance strategy. More often, market trends over time will erode competitiveness. And in the majority of cases, markets will demand constant innovation. In these cases, optimization or incrementalism just won't cut it. Many of the most successful breakthroughs in history have been launched because they were the only feasible option available.

The key determinant of success in pursuing a breakthrough strategy is the ability to focus on a single strategy for three-to five-years or longer. If there is not enough continuity to do this, it is likely the breakthrough strategy won't have time to run its course and start delivering benefits.


	
Before you can embark on a breakthrough strategy, however, it is important that you conclude:



	That the internal realities of your organization will support a tightly focused and sustained pursuit of a radical business strategy.

	That such a strategy is feasible in light of the external realities of the marketplace.



To reach these conclusions, you must first understand the core competitive positions, the roles, the structures and the competitive dynamics of your industry. Specifically, you'll need to know:


	Who the market leader or leaders are, and how they are able to sustain such positions in the face of ongoing competition.

	How value is distributed within the industry, and who garners the majority share of the total value created.

	The role of niche players in your industry, their general level of profitability and whether they are likely to limit their operations to their current niche markets.

	Whether or not your business is:

	

	Part of the mainstream of a larger industry.

	A segment of a much bigger industry.

	A niche within an appreciably larger industry.

	A substitute for another industry.

	A truly independent standalone market.








	Whether there are any adjacent markets available to you, which have substantial unexploited opportunities for profitable growth.

	How the process of globalization is affecting your industry.



Simply put, a good and workable breakthrough strategy never exists in a vacuum, but will reflect the realities of the marketplace. Breakthroughs should only be embarked upon after consideration has been given to all the marketplace dynamics. The best breakthroughs are the direct result of insights gained during this analysis of the marketplace.

Key Thoughts

"Our core concern here is to determine whether a breakthrough strategy fits your current, evolving situation. Begin with an assessment of your business environment. Identify your position relative to existing key players and key market trends. Aggressively, but realistically, set your aspirations. Make an informed decision before selecting and shaping a breakthrough strategy."

Bill Davidson

"As you shape your strategy, especially if it is of breakthrough proportions, carefully consider market and competitive realities, as well as your own corporate identity; define your aspirations in terms of competitive position and financial performance; identify the key performance and profile drivers for success; and integrate the above into a focused strategy."

Bill Davidson

"Breakthrough can result in simultaneous cost leadership, superior customer service and product leadership."

Bill Davidson

"Resources are not really a limiting factor, although mid-size firms with a relatively narrow business portfolio seem to be particularly fertile ground for radical strategies.

Bill Davidson



顶尖企业的做法　既有心态 
英文



主要观念

要突破成功不需要另创新公司。事实上正好相反，很多经营多年的公司也会利用突破来谋求转型、重新取得市场领导地位，并创造新价值。成功突破的关键不在公司的年龄，而在业主的心态。

支持概念

成功的企业往往觉得，虽然市场变化已迫在眉睫，想要改变商业模型却是难上加难。这种不情愿改变的态度，通常是下列一连串不同因素累积的结果：


	
固有的偏见
 ——当某家公司发展出成功的公式，并运用裕如之后，自然会不愿意背离那套公式。更有甚者，系统、作业流程与营运实务，会因为长期在标准作业程序中根深蒂固，而有了自己的生命，往往因此局限了公司在未来采用更有效率业务模式的意愿。

	
固有的系统
 ——尤其是目前正在运用的信息系统，会导致严重排斥采用新作业流程的心理。

	
现行的配销管道
 ——回避现行的配销管道，即使当下仍有明显的好处，还是有可能遭遇困难。

	
企业文化
 ——主宰企业文化的展望、心态、观念与假设，也会增加公司在未来采取不同行动的难度。

	
唯恐作茧自缚
 ——很多公司不愿把产品推进低价市场，和市场现存的产品及服务竞争，是因为害怕危害自己在高价市场的产品。

	
强调短期财务成效
 ——大多数企业领袖都宁可早日制造出正面的财务成果（趁自己都还在公司，可以接受歌功颂德），不愿等待日后才看得到效益（届时当家的可能是继任者）。此外，短期成效在股票市场中获得的报酬也相当可观。

	
不愿脱离公司的安逸区
 ——很多公司与企业主管都觉得改变会造成混乱，宁愿保有过气的卓越，不愿开发新能力。

	
静态领导
 ——企业主管可能宁取稳定，不想带头冲锋陷阵。

	
日常的例行需求
 ——企业主管可能忙于处理眼前的紧急状况，没有精力可以投注在长程的主动出击策略上。

	
过于短视
 ——公司可能对产品与服务的定义过于狭隘，忽略了邻近市场的良机。

	
恐惧
 ——企业主管可能不愿以整个公司为赌注，发动公司整体的改变，尤其又必须废止所有既有的作业方式。

	
缺乏持续力
 ——企业的主管可能只有一小段时间可以采取行动，因为市场或产业快速变化等一连串因素，都可能使主管阶层发生大规模变动。



要抵销这些因素，现任的市场领袖也拥有若干优势可兹发挥；特别是占有相当市场占有率的龙头企业，一般都会有若干值得注意的心态。

以下是市场领袖的特征：


	
总是很快就能接纳或引进新的创新
 ——能在所有竞争对手有所行动之前。

	
与业界其他公司妥善安排后续的发展
 ——能在产品上市前先看到产品让市场领袖可以优先考虑，是否要采取策略性采购、同步开发项目或签订发行协议。

	
常设投机性投资计划
 ——因而有机会介入新兴技术。管理积极型投机资本的部门，也能帮助市场领袖监控其他市场新近出现的创意，而且这些创意很有可能转移到自己的市场。

	
以行动确保产业的繁荣稳定
 ——界定并捍卫产业的疆界。往往，市场领袖会与邻近产业的市场领袖建立稳定的关系，以期达成这个目标。

	
在政府管理机构前，代表业界的最大利益。


	
代表产业从事公关活动
 ——创造消费者对产业产品更大的需求。

	
随时准备提供设备、奖项及其他形式的奖金
 ——鼓励与巩固新出现的需求来源。

	
积极参与支持消费者教育计划。


	
尽一切可能减少市场动荡
 ——甚至不惜购并有可能引起动荡的市场参与者。

	
前瞻未来，持续以提供顾客更有价值的产品为目标，同时帮助自己提升产品的质量，追求突破。


	
为产业的演进设定愿景与方向
 ——打造与修订科技的标准。



关键思维

“真正的市场领袖，必然会从自我出发，关怀公司的延伸社群、竞争的稳定性、提供顾客与利害关系人应有的利益、产业的健全与福利，以及公司所主导事业的未来状况。新崛起的市场领袖，尤其可能乐意采取这种态度，视为企业迈向领导地位的必经之途，正如同市场长期以来的领袖，仍保留部分新崛起者的心态。”

戴维森

“最强的现有领导者都会积极介入、影响业界的混乱区。微软和3, 000多家软件公司结合成开发联盟，这样微软便能密切观察套装软件业每一项正在进行的新发展，保证产业内所有的新产品，从初创阶段就出现在微软的显示屏上，接着便能展开采购、签订发行协议或同步开发计划。虽然微软在创投市场也很活跃，但结盟计划似乎为微软监视大范围的软件产业开发活动，提供了独特有效的模式。”

戴维森



How Great Companies Do　The Incumbent's Mindset 
中文



Main Idea

You don't actually have to establish a start-up to achieve a breakthrough. Instead, many established companies have used breakthroughs to transform themselves, renew market leadership positions and create new value. The key to breakthrough success is not the age of your company but its mindset.

Supporting Ideas

Successful companies often find it very difficult to change their business models, even in the face of clear and impending changes in the marketplace. This reluctance to change is often the cumulative result of a number of different factors:


	
Legacy bias
 -- When a company has developed and harnessed a winning formula, there is an understandable reluctance to move away from that formula. Adding to this, systems, processes and business practices often take on a life of their own as they get embedded into standard operating procedures. This frequently limits a firm's willingness to adopt more effective business models in the future.

	
Installed systems
 -- Information systems in particular which are set up and operating present a substantial disincentive to the adoption of new business practices.

	
Existing channels of distribution
 -- Circumventing established channels of distribution, even when there are obvious advantages, can be difficult if not impossible.

	
Corporate culture
 -- The perspectives, mindsets, concepts and assumptions which dominate the corporate culture may also make it difficult for the firm to act differently in the future.

	
Fear of cannibalization
 -- Many firms are reluctant to bring to market offerings that compete at the lower end of the marketplace against established products and services for fear of displacing their own high-end products.

	
Emphasis on near-term financial results
 -- Most business leaders would prefer to generate good financial results sooner (when they are still in office to receive the accolades) rather than later (when their successors may be in charge). In addition, the stock market rewards short-term results handsomely.

	
A reluctance to leave the firm's comfort zone
 -- Many firms and business leaders find change disruptive and would prefer to stay with the old areas of excellence rather than develop new competencies.

	
Static leadership
 -- The firm's leaders may prefer stability rather than becoming change masters.

	
Day-to-day demands
 -- The leaders of the organization may be so busy handling short-term emergencies they have little energy to devote to long-term strategic initiatives.

	
Business myopia
 -- Firms may define their products and services narrowly, ignoring adjacent market opportunities.

	
Fear
 -- The business's leaders may not be willing to make a bet-the-company magnitude change within the corporation, especially something that will make existing practices obsolete.

	
Lack of staying power
 -- A company's leaders may have only a short window of opportunity within which to act. There may be high turnover in the executive ranks, due to any of a number of factors including market or industry volatility.



Offsetting these factors, incumbents also have numerous advantages that can be brought to bear. Market champions -- those firms which have a dominant share of the market -- in particular typically have a mindset that is noteworthy.

Market champions:


	
Are always quick to embrace and introduce new innovations
 -- before any competitors can get a look-in.

	
Put in place development arrangements with other firms in the industry
 -- providing an advance look at products before they come to market. This allows the market leader to consider pursuing strategic acquisitions, parallel development projects or distribution agreements before anyone else.

	
Frequently have a venture capital program active
 -- so as to have the opportunity to participate in emerging technologies. An active venture capital unit will also help the market leader monitor and capture emerging innovations from other markets, which may be transferable to their own.

	
Act to ensure there is widespread and general industry prosperity and stability
 -- by defining and defending the industry's boundaries. Often, a market leader will establish stable relationships with the market leaders of neighboring industries so as to do this.

	
Represent the industry's best interests with government regulators.


	
Manage public relations for the industry
 -- to create greater demand for the industry's offerings.

	
Are prepared to extend equipment, grants and other types of subsidies
 -- to encourage and strengthen emerging sources of demand.

	
Actively participate in and support consumer education programs.


	Do everything feasible to minimize market disruptions
 -- even to the point of acquiring potentially disruptive market participants.

	
Look to the future and continue to improve the customer value proposition and upgrade their own offerings by pursuing breakthroughs.


	
Set the vision and direction for their industry's evolution
 -- by shaping and molding the technology standards.



Key Thoughts

"A true market champion at its core is concerned about its extended community, competitive stability, customer and stakeholder value delivery, industry health and well-being, and the future state of the business it dominates. Emerging market champions in particular may wish to embrace this mindset as part of their path to primacy, just as enduring market champions retain some of the insurgent's mindset."

Bill Davidson

"The best incumbents are actively involved in the chaos zones that affect their industry. Microsoft has development alliances with some 3, 000 software firms, giving it a close look at virtually all the development activity underway in the packaged software industry. Promising new products in this industry will show up on Microsoft's screen at an early stage, allowing the firm to pursue acquisitions, distribution agreements, or parallel development projects. Although Microsoft is also active in the venture capital arena, its alliance program seems to provide a uniquely effective model for monitoring developmental activity in the extended software industry."

Bill Davidson



顶尖企业的做法　瞄准目标、预备、发射 
英文



主要观念

所有成功的突破都遵循同样的模式：


	
瞄准目标
 ——企业领袖唤起大家的注意力

	
预备
 ——建立明确、可行的作业排程

	
发射
 ——集中资源追求一个异想天开的目标



虽然现实世界会出现许多变量，但突破总是遵循同样一套“瞄准目标、预备、发射”的程序，周而复始，从无谬误。

支持概念

任何有意义的突破，最核心的部分是经过深思熟虑的企业改造工程。突破不会自然发生，需要结构严密、思虑周详的组织。对行动怀有偏见的公司，或许有一两次走运，草率行事也能成功，但绝大多数突破，执行之前都必须先有深思熟虑的思考与规划。

达成突破的成功公式如下：


1. 瞄准目标


通常，“突破周期”的第一步就是使公司不再以漫无目的、不协调的方式行动。鼓励联合停止行动的观念听来或许奇怪，但除非让大家不再自顾自地瞎忙，愿意开始思考核心策略的相关问题，否则组织永远无法改变。

瞄准目标阶段，应该做到下列几件事：


	终止所有随兴的活动。

	不得作出任何大规模资源分配的决策。

	搜集分析市场知识。

	做完善而深入的自我评价。

	整理出可供选择的策略清单，并逐一评估。

	鼓励辩论与模拟演练。



瞄准阶段结束时，大家应找出一个共同认可、涵盖可行的特定目标且经过整合的策略，然后全心全意投入执行。大多数突破型公司都只进行一个关键性的主动出击计划。


2. 预备


一旦资深的管理团队准备好为新的突破策略全力以赴时，让组织其他成员加入计划的时机就到了。这时需要以下几种做法：


	探讨执行计划所需的资源。

	为员工规划训练计划。

	为计划建立任何有必要的基础建设。

	向所有相关人员说明新策略。



预备阶段的作用是在公司内部建立突破策略的重要性。在这同时，必须安排特定的计划，让每个人知道自己该做什么事。一旦主要任务分配完成，每个人都得加快脚步。


3. 发射


除非策略能在市场中执行成功，否则预备与发射阶段的一切努力都是枉费。在实务上，此时应先确定任务的优先级（使突破策略的重要性高过任何计划），并具备良好的计划管理技巧。下列是帮助你加强成功执行突破策略的一些做法：


	成立策略领导委员会，推动策略的执行与合作。

	成立策略办公室，设置经理，协助管理执行的相关作业。

	少用外界顾问，执行任务优先选用内部员工。

	开除执行管理团队中所有心存怀疑或唱反调的人，让狂热的信徒参与工作。

	要求执行长通过一对一的会谈，争取特殊条件的承诺。

	在突破策略中设置不同的里程碑及评量标准，特别是在绩效管理系统这个部分。

	不厌其烦地和员工说明愿景，让每个人都了解这是项新策略，而非一时兴起念头。

	目标订得高，当下有回报，尽一切可能确保在初期就有佳绩出现。

	让新手主管有机会证明，他们能做到什么程度。

	要确定让执行长表现得像突破周期的创意发想者与主要缔造者。



关键思维

“大型的突破能一举改变公司与市场，不是由一连串不相干的点状革新连缀而成。在这场游戏中获胜的公司，不会有与一般卓越型公司联想在一起的行动偏好；创业型公司往往只会乱枪打鸟。突破型公司会为了公司的转型，设计结构良好的计划与模型，然后投以高度的专注、有系统的方式付诸行动，实现计划。成功的公式就是瞄准目标、预备、发射。”

戴维森

“突破型公司专心致力于大幅度跃进，而非渐进式的改良。突破是为了创造明天的新方法，而不是改善今天的旧方法。重新界定顾客价值的义涵，是所有突破的核心，导致我们重新定义工作内容与角色的本质。突破通常会为企业创造出乎意料之外的成长契机。新突破所采用的科技与方法愈新奇，就愈有可能获得更多改进与扩充事业的机会。突破型公司会挑战主流管理逻辑所设定的规则，尤其是有关商业交易的传统式零和思维。突破所能带来的成果，是让企业能够在核心事业站稳领导地位外，并在新事业领域获得成长的契机。”

戴维森



How Great Companies Do　Aim, Ready, Fire 
中文



Main Idea

All successful breakthroughs follow the same pattern:


	
Aim
 -- the leaders of the enterprise get everyone's attention.

	
Ready
 -- They establish a clear, actionable agenda.

	
Fire
 -- they focus resources on an outrageous objective.



Although the real world throws up many variables, all breakthroughs unerringly follow the same aim, ready, fire cycle of implementation.

Supporting Ideas

At the heart of any meaningful breakthrough is deliberate business engineering. Breakthroughs never occur spontaneously but require a highly structured and well conceived framework. Companies, which have a bias for action, may get lucky once or twice with random actions, but the vast majority of breakthroughs require deliberate forethought and planning before execution.

The success formula for a successful breakthrough is:


1. Aim


Usually, the first step in the breakthrough cycle is to get the company to cease acting in a random, uncoordinated way. The concept of encouraging collective inaction may seem strange, but unless people stop running around doing their own thing and think about core strategy issues instead, nothing much will change.

During the aim phase:


	All discretionary activities should cease.

	No major resource allocation decisions should be made.

	Market knowledge should be gathered and analyzed.

	A thorough and probing self-assessment should be made.

	Strategy options should be formed and evaluated.

	Debate and scenario exploration should be encouraged.



At the conclusion of the aim phase, a single, integrated strategy, complete with specific and actionable objectives, should be agreed upon and committed to. Most breakthrough companies on a single, critical initiative.


2. Ready


Once the senior management teams have bonded around a new breakthrough strategy, it's time to begin preparing the rest of the organization to do the same. This will require:


	Sourcing the requisite resources for implementation.

	Developing training programs for staff.

	Building whatever project infrastructure will be needed.

	Communicating the new strategy to everyone involved.



The goal of the ready phase is to build a critical mass for the breakthrough strategy within the organization. Specific plans must be put in place while this is happening so everyone knows what they will be required to do. Key assignments are made, and everyone is brought up to speed.


3. Fire


All the efforts of the ready and aim phases will be for naught unless the strategy is then successfully executed in the marketplace. In practice, this will require prioritization (making the breakthrough strategy more important than anything else) and good program management skills. To enhance your chances of executing a breakthrough strategy well:


	Form a strategic leadership council to drive the strategy's execution and alignment.

	Create a strategy office and manager to help manage the execution effort.

	Use outside consultants sparingly, giving greater preference to internal staff assignments for execution.

	Remove the doubters and naysayers from the execution management team. Have people involved who are passionate believers.

	Have your CEO use one-on-one meetings to extract promises for specific deliverables.

	Incorporate the metrics and milestones of the break-through strategy into everything you do, especially your performance management systems.

	Communicate the vision exhaustively and repeatedly so people come to understand this is a new strategy rather than flavor of the moment.

	Aim high, deliver now, and do all you can to ensure some early wins occur.

	Give emerging leaders an opportunity to show what they're capable of achieving.

	Make certain your company's CEO acts as the owner and chief architect of the breakthrough cycle.



Key Thoughts

"Big breakthroughs -- those that transform firms and markets -- are not discrete point innovations. Firms who tend to succeed at this game do not exhibit the same bias for action often associated with excellent companies. Entrepreneurial companies tend to fire frequently on all cylinders and in all directions. Breakthrough companies design highly architectured plans and models for business transformations. They then act in a highly focused and systematic fashion to implement their designs. The success formula is aim, ready and then fire."

Bill Davidson

"Breakthrough companies focus on great leaps forward rather than on incremental improvements. Breakthroughs focus on creating tomorrow's processes, not on improving today's. Redefining the customer value proposition is central to all breakthroughs. Breakthroughs lead to fundamental redefinition of job descriptions and roles. Breakthroughs typically create unexpected new business growth opportunities. The more novel the technologies and processes developed in the original breakthrough, the greater the likelihood for business enhancement and extension opportunities. Breakthrough companies routinely defy the gravity of mainstream management logic, especially traditional zero-sum thinking about business tradeoffs. The result can be leadership in the core business and growth in new areas."

Bill Davidson



在地观点

突破，从每个人的想法开始！


吴景涌



星云计算机（股）公司业务及客服　副总经理


一看到本周《大师轻松读》推荐选书《企业火星计划——异想天开的目标，引爆企业大突破》，不禁让人眼睛一亮。特别是“异想天开”四个字，更加引起我的注意。因为，星云计算机这15年的成长过程，可说是一连串“异想天开”的结果。

首先，为了加速成长，星云计算机多年来都坚持以“每年至少2种新产品问世”为公司目标。不过，要做到可不是空有口号就能达成，因此设定了“每年以营业额的10%做为研发费用”的执行方针，产品策略则以“先从高阶切入，再做低阶”为基调。

“先难后易”，绝对比较辛苦，却是能让公司领先竞争对手的关键能力，因为一旦创造出高资金、高技术门槛后，竞争对手要想赶上，自然更困难。能做到“先难后易”的部分原因，也是因为星云计算机资金运用得宜、技术能力较强，才能支持我们走高门槛路线。不过在决策过程中，设定一定的营业额比重作为研发经费，也是关键要素。

拆解对手，自创品牌

由于星云计算机是以研发为主、国际营销为辅的公司，因此自我要求甚严，一定要不断突破，而非照本宣科。公司要求全体员工，绝对不能沿袭以往路数，模仿市场既有产品。以星云计算机目前的主力产品“雷射雕刻机”为例，机器推出时，美国已有强劲对手，技术领先台湾10年。于是我们开始研究雷射雕刻机领域中最大的竞争厂商UNIVERSAL，发现UNIVERSAL还在用“步进马达”，星云计算机则是采用近10年使用经验、表现更佳的“伺服马达”，因此强化公司切入自有品牌市场的决心。

设定“异想天开”的目标，且不妄自菲薄，是星云计算机的一贯作风。如此才能在技术上不断创新，做出很多对手没有的专利技术。大部分人很难想象，会有中、小型企业把每年营业额的10%用在研发工作上。这也是当公司面对各项挑战时，依然有信心，认为“这是做得到的”，而不会“划地自限”的原因。

落实“好、巧、快”研发精神

星云计算机的主要竞争对手多是欧美日大厂，所以公司坚持一定要做到，研发时间比竞争对手短，而且要做得好、做得巧，更要做得快，如同公司宗旨：“质量、速度、创新、以客为尊”。对公司员工来说，这并非只是口号而已。

不过研发过程中，也会出现项目进度延迟的情形，特别是在新技术研发过程中，市场出现变化，使得产品必须跟着改变。其实，如果某项计划从研发最初到最后毫无变化，也是很可怕的，这代表这家公司无法跟上外在环境的变化。因此公司要追求更灵活的应变能力，这时得先做市场研究、了解市场需求，以及竞争对手的优缺点。接着，也根据市场或对手的改变，或内部人员异动等突发状况，随时调整目标价格、产品规格（如速度、分辨率、台面大小等）的设定。这些因应各种变化的各项机动调度，都是为了确保最初设定的目标，不会因为突发状况而丧失市场竞争力。

“要做，就要做别人做不到的事”

回忆星云计算机当初开发宽幅热转印打印机产品线时，必须涉入陌生的领域，遇到不少棘手的问题，造成计划延迟的情形。有件令人印象最深的事，当时国内许多企业尝试研发这类产品，却都铩羽而归。那时某位主管就是刚从某家试图在此项产品上有所突破的企业，转战到星云计算机，这位主管一到职，摆明并不看好宽幅热转印打印机的研发工作，认为不会成功。由于石梁总经理坚信一定能有所突破，因而作了非常关键的决定：“要做，就要做别人做不到的事！”秉持这项信念，最后终于成功地完成产品开发工作。

紧抓这项信念，星云计算机的品牌策略则是采取“有所为、有所不为”。1994年因为HP转进喷墨市场，使得星云计算机笔式绘图机也面临了瓶颈。面对这项重大挑战，最后考量自己的研发实力和市场趋势，公司决定进入割字机市场，避开与世界大厂竞争，走最有利于自己的路。再者因为割字机已是成熟市场，我们决定不打品牌，先用低价抢市场。

后来进入雷射雕刻机市场时，又面临另一种挑战，原因是雷射雕刻机在全世界只有几家厂商，但技术却并非遥不可及，且竞争之标的规模与星云相去不远。因此，进入雷射雕刻机市场时，一定要自创品牌。尽管对中、小型业者而言，要投入自有品牌几乎是件不可能的任务，不但要投入好几年的资源，不断参展、曝光，还要与全球各地的经销商、代理商磨合，相当辛苦。这也成了星云计算机最重要的转折。在星云计算机“不做ME TOO”的原则下，我们总是异想天开，坚持走自己的路。不过在坚持的过程中，凝聚同仁的士气，当然也格外重要。

“圆桌会议”

星云计算机有间椭圆形大桌的会议室，这是公司召开“圆桌会议”的场所。因为圆形代表人人平等，没有谁最大、谁最小，谁都可以挑战董事长、总经理的想法。

毕竟创新与突破就是从想法开始，所以对公司来说，创新的责任不单单只在研发团队的身上，而是在每个人身上，所以我们允许员工犯错，也很能够接受犯错。要做到这个地步，就要先打破阶级观念，我们公司同事间通常都是直呼总经理的英文名字，阶级观念非常淡薄。公司也常提醒大家：“We don't make decisions, but we make decisions happen.”尽管不是所有人都可以担任最终决策者，但对决策仍具有影响力，所以不能忽视自己的想法。我们的观念是，不可能期盼别人一定接受自己的想法，但所有事情都必须经过谈判、协调，因此星云计算机很重视沟通，通过高质量的沟通，凝聚大家的士气。

更重要的是，公司认为没有人是“微不足道”的，每个人都有影响力，所以除了每周的主管会议只有主管参与之外，也常常召开跨部门会议，针对项目或品牌策略进行讨论。例如从去年开始，星云计算机导入甲骨文ERP的过程，也是通过这样的互动模式，凝聚大家的共识。

这类型会议的目的在于让最基层的助理、船务同仁，也能参加会议。会议中我们常常丢出一个主题，让大家发想，回家查资料，就像在大学中做作业一样。长期下来，虽然助理同仁的日常工作只是帮忙整理文件，但是借着参与讨论，潜移默化，他们自然能够迅速成长，结果我们也因此培养许多助理成为专员，担当重任。这就是公司让大家在平常就有机会可以接触到各种层面的思考、追求自我突破，最后带来整个公司突破成长的亲身经验！

【采访整理/蓝浩益】



本文作者简介


旧金山州立大学企管硕士（MBA），曾任旭普股份有限公司业务经理，现为星云计算机（股）公司业务及客服副总经理。
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