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以员工为本、独步全球的经营模式　
英文



〈跳蚤联邦〉指出，现在是商界改变作风的最佳时刻。

人们盲目接受商业环境中的许多作法，例如服装规定、固定工时和从不听自己的直觉判断，而是老板指示，其实不是绝对必要的。事实上，这些通则大多根源于寄宿学校严格的管理精神，或是企业为了达成最佳组织管理，而采用军队管理模式的结果。

当你开始探询某些重要的问题时，就能领悟到，一定有更好的方式能集众人智慧与能力完成任务。例如：


	为什么不能重组工作环境，让工作变得有趣？

	为什么人们在周末的活动（个人的喜好）和工作不能作更好的协调？

	为什么我们重视直觉，却又不能将之当作商业工具？

	为什么我们自认为未来是掌控在上帝手中，却又试图预测或事先规画每一刻的发展？

	为什么我们自认有能力管理自己的生活，却不被信赖有能力主导自己的工作？

	为什么我们对员工表示信任，却在他们下班后仍追问公事，或严格监控他们？

	为什么人们应该坚守年少时期，在没有作好准备且欠缺经验的情况下所选择的事业？

	如果每个人都用金钱衡量成功，为什么金钱买不到成功？

	为什么亿万富翁要把辛苦累积的财富捐给慈善事业？

	如果把工作带回家是可以接受的，为什么不能带小孩去上班？

	为什么大家都认为工作的相对就是休闲，但事实却是空转？

	为什么商业人士总有一种群体心态，且经常盲目地追随错误的领袖？



有些公司已经开始寻找属于他们的独特答案，由赛姆勒领导20年的巴西赛氏企业正是其中之一。藉由设立全球最民主企业的方式，赛姆勒把赛氏企业从一家小型家庭企业，变成规模超过公司原先40倍的高利润制造、服务和高科技大厂。更特别的是，赛姆勒达成目标的方法，不是成为一位强势的企业领导者，而是找出工作和个人生活间的平衡点，不只赛姆勒本人，连旗下3,000位员工也是如此。事实上，赛氏企业运作最有效率时，是赛姆勒在工作日观看最喜爱的电影，或抽空陪伴小孩时。赛氏企业的员工不须征求执行长或资深经理人的同意，就可以自创工作，产出新计画和新业务。

（编按：赛氏企业（Semco S.A.），是一家创立于1953年的巴西企业。创办人为安东尼奥·赛姆勒（Antonio Semler），赛姆勒原为杜邦企业在阿根廷的工程师，1953年移居至巴西后，便自行创办赛氏企业，该公司以生产离心机为核心事业，也生产抽水机等大型工业机具。之后，赛氏企业更成为巴西政府造船计画的主要供应商。

早期，赛氏企业与传统企业组织架构大同小异，都是威权式、金字塔型管理阶级的组织架构。当李卡多·赛姆勒（创办人安东尼奥·赛姆勒之子）取得哈佛商管硕士，返回巴西赛氏企业替父亲工作时，进行重大组织重整工作，并在多元化产品策略上展现旺盛的企图心。许多公司元老级员工都认为这样激进作法，会使公司毁于一旦。

然而，年轻的赛姆勒刚接任执行长时，开除了公司2/3的高阶管理人，执行新的产品多元化策略，结果原本摇摇欲坠的大型工业机具生产公司，透过非常弹性的组织结构，年营收由1990年3,500万美元，成长至1996年的1亿美元。更是巴西人人称羡的‘员工导向’企业，生产项目超过2,000种，其中包括船舶专用泵、食物处理机、数位扫瞄机、过滤器、通讯卫星事业，及提供银行与自然环境等产业服务业务。

赛氏企业成功颠覆企业传统组织架构的作法，成为西方商业管理案例，就连名列《财星》500大企业的公司，也有150家公司组团考察赛氏企业的成功秘方，一时车水马龙，门庭若市。）



MAIN IDEA





中文



The "seven-day weekend" is a metaphor for the fact it's now time to do things differently and better in the business world.

Most of the practices which people so blindly accept as part and parcel of the business environment (like a dress code, set work hours and unquestioned adherence to what the boss says rather than what your instincts tell you is right) are not as absolutely essential as they may seem. In fact, most of these common practices have taken root as off shoots of a boarding school mentality or as the result of the business world adopting the military model as the best way to organize itself.

When you stop and ask some pointed questions, however, it soon becomes clear there must be a better way to get things done while harnessing the collective brainpower and intelligence of everyone involved. For example:


	Why can't the workplace be reorganized to make work fun?

	Why can't there be a better mix between what people do on weekends (their passions) and what they do at work?

	Why do we value intuition highly and yet find no place for it as an official business tool?

	Why do we assume that the future is in the laps of the gods and yet we try and preplan or project every moment of it?

	Why do we think we are equipped to manage our own lives but can't be trusted to lead ourselves at work?

	Why do we tell our employees we trust them—and then turn around and search them as they go home or audit them rigorously?

	Why should people have to stick to a career choice they made as an unprepared and inexperienced adolescent?

	Why doesn't money buy success—if almost everyone measures their success in cash terms?

	Why is it that billionaires accumulate money only to donate it later to ethereal concepts like world peace?

	Why can't we take the kids to work if it's perfectly acceptable to take some of our work home?

	Why does everyone think the opposite of work is leisure when it is actually idleness?

	Why do business people have a flock mentality—and regularly follow rams that turn out to be nothing more than wolves?



Some companies are starting to develop their own unique answers to these and other questions. One such company is Semco S. A.，a Brazilian company which has been led by Ricardo Semler for the past twenty years. By setting up one of the world's foremost democratic companies, Semler transformed Semco from a small family business into a highly profitable manufacturing, services and high-tech powerhouse—40 times its original size. Uniquely, Semler achieved this not by attempting to be a dynamic corporate leader but by finding the right balance between work and personal life, not only for himself but also for his 3,000 employees. In fact, Semco functions best when Semler is away watching his favorite movies or relaxing with his son in the middle of the business day. Semco employees create their own jobs and generate the company's new projects and businesses without requiring the approval of the CEO or any other senior business leader.



传统周末的终结　
英文



[image: no034-10C]


主要观念

为什么有能力的人愿意忍受受雇于人的种种麻烦和不便？举例来说，姑且不论是否因为工作上的需求，现代科技都已经可以让大家在周末时回复电子邮件，而且很多人也的确这么做。因此，多数员工都努力想从工作与个人生活间，找出完美平衡点。要重建这种平衡，就得采取激烈作为。

支持概念

多数人都非常愿意在周日下午回复电子邮件，但对周一下午休假去看场电影或什么都不做却感到不安。西方社会有种深植人心的行为规范，那就是每一分钟都必须用来生产。一般公认的商业模式认为，长时间、辛劳的工作是获得成功的必要代价。

但这真的是唯一的选项吗？有些公司却不这么认为，其中之一就是拥有超过50年历史的巴西赛氏企业。

赛氏企业是一家非比寻常的公司，具备几项非常值得注意的特质：


	允许员工质疑并挑战公司所做的每件事。藉由询问每件事为何采取特定方法的过程中，公司鼓励员工思考，而非只是遵从指示。“西方社会有种深植人心的行为规范，那就是每一分钟都必须用来生产。

	重视挑战和激励员工。这项原则比试图强迫员工遵守制式的服装规定和其他限制，更具生产力。因此，赛氏企业是个真正多样化事业（至少10种）联邦，透过协同合作创造综效。

	给员工完全的自由，设定自己的工作时程。像是可以根据个人喜好，随时进出办公室，甚至是选择在家或在办公室上班，或是分散在商业中心以外的各办公据点上班。事实上，员工甚至还可以选择白天休息、晚上工作，如果这样的工作型态较能符合目前工作需要的话。

	引进一项名为‘退休一点点’的新方案。这项方案让每位员工都能依个人需求，向公司要求退休的时间点。例如，某位员工可选择在每周工作日的某个下午休假，这段休假时间约为一般工时的10%，公司则少付这位员工7%的薪资。部分为补贴这段休假时间，同时员工也会收到一份赋予他们退休后继续为公司服务的凭据，以补回这些时间，并可获得相对酬劳。

	没有组织图，也没有正式的商业计画、5年目标、使命宣言甚至工作说明。更没有任何生涯规画、劳雇契约或是对员工的严密监督。



所有构想都是为了帮助员工在自己极为热中之事与工作时程中，找到良好的平衡点。创造适切环境，让员工既能随心所欲地上班，又能做其他想做的事，这样就能重新建立工作与个人时间的平衡，员工因而变得更主动、更有创意地工作。

对于上述刻意的奇怪行径，赛氏企业显然做对一些事。1954年，赛姆勒的父亲创立赛氏企业，到1984年赛姆勒接掌公司时，只有90名员工，专注在工业制造领域，年营收400万美元。应用赛姆勒的创新管理措施和原则后，截至2001年，赛氏企业已经成长至3,000名员工，年营收高达1.6亿美元。

“创造适切环境，让员工能随心所欲地上班，员工因而变得更主动、更有创意地工作。”


关键思维

“如果要说我们所有作为都有什么核心策略可循的话，那么这项策略或许就是‘问问为什么’。随时发问，且总是连问三次‘为什么’。员工必须能自由发问、分析和调查，而公司必须有足够弹性聆听并回答员工问题。这些习惯是企业永续经营、成长和获利的关键。”

——赛姆勒

“当公司考虑某项新投资时，必须符合三项基本准则。一、是找出复杂度，这通常代表‘高度专业’。如果一项新业务对公司或其他人来说都不算太难进入，那我们就没兴趣。二、赛氏企业要求旗下每家公司在投入竞争市场时，得是其中最优秀的厂商。公司提供的都是高阶产品或服务，也就可以要求较高的价格，能这么做的原因在于所提供的价值，能够让消费者乐意多付点钱。三、赛氏企业自有独特市场利基，一项让公司在任何产业都能荣登主角的利基。赛氏企业要做到如果公司退出某个市场时，消费者会因此感到痛心且会大声抗议。”

——赛姆勒

“如果我坚持标准的上班时间，可能每天就会牺牲某些员工的潜能；鼓励一致性，又损失生产力。藉由改变规则，除去让人们生活不一致的障碍。当我们告诉员工可以到离家较近的办公室上班、只有在必要时才进办公室、采取弹性工时或在工作日放假一天，再用周日补回。这样等于真真正正地告诉员工，没有任何规定可以限制每个人找寻生活与工作的平衡。赛氏企业所做的每件事都是为了促进改变、创新和自由，这些对创造工作与生活平衡的确是有帮助。”

——赛姆勒

“与其独断地设定赛氏企业的特性，我宁愿让员工凭藉自己的努力、兴趣和方法，塑造公司的模样。”

——赛姆勒

“藉由改变规则，除去让人们生活不一致的障碍。”

“与其持续强调服务客户、创造业绩的‘热情’，倒不如尽量让员工偶有感到高兴一下的机会。让员工有机会高声欢呼、互相激励，只因为他们的方法行得通。当个人和工作生活达到平衡时，员工就有无限空间高飞。对大多数人而言，生活是不一致的，所幸，只要利用“跳蚤联邦”这样概念创造出的时间，就能重建平衡。”

——赛姆勒





The end of the traditional weekend　
中文
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Main Idea

Why is it that intelligent people are prepared to put up with all manner of irritation and inconvenience in the name of employment? For example, technology now makes it possible for people to answer their e-mail during the weekend—regardless of whether they are working or not—and many people do just that. As a result, most employees are struggling to find a good balance between their personal and work lives. Drastic action is needed to restore this balance.

Supporting Ideas

Most people are perfectly willing to answer their e-mail on a Sunday afternoon but squirm at the idea of taking Monday afternoon off to just go the movies or do nothing. There is a code of behavior which has grown in Western societies which says every available minute must be filled with productive activity. The accepted business model says long, hard hours are the price to be paid for success in the marketplace.

But is this genuinely the only available option? Some companies think not. One such company is Semco S.A.，a Brazilian company which has been in business for over 50 years.

Semco is a highly unusual company. Some of its more noteworthy characteristics include:


	Semco encourages all its employees to question and challenge everything the company does. By asking why things are done a specific way, everyone is encouraged to think rather than merely follow instructions.

	Semco works on the principle that challenged and motivated employees are more productive than trying to force employees to adhere to arbitrary dress codes and other rules. With that in mind, the company is really a federation of diverse businesses (10 at last count) which try to generate synergy by working together.

	Semco allows all its employees complete freedom to customize their work schedules—they can come in and leave whenever they like, and even make a choice whether to work from the office, to work from home or to work from various decentralized satellite offices which are available away from the busy central business district. In fact, employees can even take the days off and work solely at nights if they decide that meets the demands of their current project better.

	Semco has introduced a novel program called "Retire-A-Little." Every employee can acquire from the company as much retirement time as they like. For example, a worker may choose to take one afternoon off a week—about 10-percent of their normal work time. The company pays them about 7-percent less, partly subsidizing their free time, and the worker receives a voucher which entitles them to work those hours for the company when they have retired and be paid proportionately for them.

	Semco has no organizational chart and no formal business plan, five-year goals, mission statement or even job descriptions. Nor are there any career plans, employment contracts or even close supervision of workers.



All of these ideas are designed to help employees find a good balance between the things they feel most passionate about and their work schedules. By creating conditions where people can work when it suits them and do other things when they want to, the balance between work and personal time is restored. That, in turn, means employees are more motivated to work creatively.

For all of its perceived quirks, Semco is obviously doing something right. Semco was founded in 1954 by Ricardo Semler's father. When Ricardo took over the business in 1984, Semler had 90 employees working in the industrial manufacturing field to generate $4 million in revenues. By applying his new management practices and principles, Semco has grown to 3,000 employees and generated revenues of $160 million in 2001.


Key Thoughts

"If we have a cardinal strategy that forms the bedrock for all our practices, it may be this: Ask Why. Ask it all the time, and always ask it three times in a row. Employees must be free to question, to analyze, to investigate, and a company must be flexible enough to listen to the answers. Those habits are the key to longevity, growth and profit."

—Ricardo Semler

"We satisfy three basic criteria when we consider a new venture. First, we look for complexity, which usually means 'highly engineered'. If a new business isn't hard for us and others to break into, then we're not interested. Second, we demand that in each of our markets, we are the premium player. We want to offer a high-end product or service. That means we're always more expensive because we provide the premium that stretches what the customer will pay. And third, we want a unique niche in the market, one that makes us a major player in any given industry. We want to be only in businesses where our disappearance would cause disheartened customers to complain loudly."

—Ricardo Semler

"If I insist on standard work hours, I may be sacrificing a certain amount of employee potential every day. By encouraging uniformity, I lose productivity. By changing the rules, we remove the obstacles that throw people's lives out of whack. When we tell people they're free to work closer to their homes, to come to the office only when they need to, to work odd hours or take a weekday off in exchange for having labored on a Sunday, we're really telling them that there are no rules when it comes to finding balance in their lives. Everything at Semco that is designed to foster change, innovation and freedom is really there to help create that balance."

—Ricardo Semler

"Instead of dictating Semco's identity, I let our employees shape it with their individual efforts, interests and initiatives."

—Ricardo Semler

"Rather than constantly talking about 'passion'—serving customers passionately, filling in forms passionately—organizations should make it possible for employees to feel exhilaration once in a while. Let them get involved to the point that they shout 'yes' and give each other High Fives because they did it their way—and it worked. People are free to soar when they find equilibrium between their personal and their work lives. For most, life is out of whack. Fortunately, all they have to do is use the time generated by the seven-day weekend to restore balance."

—Ricardo Semler





成功与金钱是远亲　
英文
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主要观念

对多数人而言，成功和金钱是远亲；因此评估个人成功与否时，都以工作与兴趣相符程度作评估标准，而非个人收入。同样地，组织也需要发展一些超越以现金、营收和利润的新方法来衡量成功，这些衡量方法应该针对员工是否有发挥潜在天分和能力的机会。

支持概念

能让人们乐意为公司效力的方法，有下列几种：


	员工可以轻松变更指派工作。

	‘过与不及’一样糟。

	要专注，别只顾追求无尽的成长。

	发展检测公司成功的新标准。



1．员工可以轻松变更指派工作

最主动、快乐的员工，不是为薪水工作的人，而是将工作与个人天分和兴趣结合的人。换种说法就是‘找寻自己的天职’或‘生活与谋生合而为一’。要长保乐在工作的最佳方法，关键在让员工从事与个人兴趣相符的工作，而不是成为一具打卡机器。

这一点至关重要，如果员工对负责的计画或产品没有任何兴趣，那么想要求员工做出任何可以成功的必要作为，是不太可行的。换句话说，如果公司用了只是为求餬口的人执行任何任务，结果都不会成功；所以最好是让这些人调到他们真正感兴趣的计画或部门，而非强迫员工对公司指派的工作燃起热情。

实际操作上，一旦公司能做到下列几点，员工生产力就会大幅提升：


	允许员工在任何时候，都可以自由转调任何单位或计画。

	追随个人兴趣——兴趣会随着个人的成长与成熟，而产生变化、演变。

	允许员工经常变更心意。



因此，提升员工生产力的关键是，把员工个人兴趣和公司营运事项结合在一起。若两者结合良好，员工会变得非常积极、工作表现也会充满创意。若情况相反，员工就会有种失落感，好似无法在公司内发声，对员工而言，这就是该另谋高就的迹象。

“要长保乐在工作的最佳方法，关键在让员工从事与个人兴趣相符的工作，而非不是成为一具打卡机器。”


关键思维

“员工若缺乏激励向上的动机，此时需要的不是参加激励训练课程，而是不同的工作！或许可将员工轮调至别的职务、到不同的办公室上班、参加更多的计画会议或用其他方式工作，如兼职、约聘或代理等型式，只要员工能适应，公司就能配合。”

——赛姆勒

“赛氏企业提供能让员工在不同工作和部门间调动的诱因。这么做的另一层用意是，让员工发掘自己的‘潜在能力’及培养独立性。如果员工都能跟随‘内心感受’转调工作，就不须依靠公司告诉他们该做什么。”

——赛姆勒

“员工需要尝试不同工作的自由，因为许多人都是出自一个强迫自己在非常年轻时，就得作出事业选择的教育体系，当时人人都欠缺足够资讯和经验作判断。因此，赛氏企业经常为了补偿社会环境的缺失，必须让员工在公司内尝试，发觉自己的兴趣。”

——赛姆勒



2．‘过与不及’一样糟

一味地招募有天分的人进入公司，通常只会招致反效果，因为这群人自我意识过高，而无法共同工作。因为不能遗漏任何人的意见，结果让决策变得极为困难，即使作个最简单的决策，都得像经过地雷区般地小心翼翼。总之，较妥当的作法是寻找兼具专业才能和人际沟通技巧的人。

为了寻找并管理最有才能的人为赛氏企业效力，公司推出几项不同的计画：


	太空迷航——第一年新进员工可选择在公司任何部门工作，找出自己真正感兴趣的领域。在公司游历一年期结束时，新进员工可以和自己有兴趣的部门主管商谈，讨论在此单位长期工作的条件。

	尖峰时段MBA——每周一晚上6点，举办2小时的训练课程。这样，员工可以用原本塞在车阵中的时间，参加研讨会，提升工作能力。

	家传银器——这是一项鼓励内部任用计画，有新职缺时，以公司内部候选人做为优先考虑。员工有机会可以转调到其他更能发挥才能的部门。




关键思维

“企业领导人总是不断传扬吸引人才的必要性。这些人总是偏爱能力卓越、特殊之人，却永远不看重夜晚的守卫、出差拜访相同客户的业务员或设计的绘图人。”

——赛姆勒

“赛氏企业彻底废除指导手册、程序和政策，如此员工才能自由即兴创作、任意飞翔，并享受真正成功的快乐时刻。因为公司的细心安排、员工自行选择执行的程序，使得公司人员流动率低于1%。赛氏企业是不请人走路的，从2000年至2001年间，全公司（共3,000人）只有3名员工主动离职。”

——赛姆勒

“若不是为了钱，人为什么要工作？是为了要丰富个人生命之旅，让自己活得有意义。”

“提供员工在不同工作和部门间调动的另一层用意是，让员工发掘自己的‘潜在能力’及培养独立性。”

——赛姆勒



3．要专注，别只顾追求无尽的成长

多数企业都以为，成功就是公司变得更大，这样才能创造更多利润、雇用更多员工并维持竞争优势。然而，对无尽成长的渴望，可能只是另一种商业迷思。对公司而言，保持原有规模，进一步提升对本业的专精程度，反而是比较好的作法。对一家赚钱的公司来说，这会是个相当棘手的问题，因为有些人会建议把赚到的钱再投资于公司，或是雇用更多员工（这些新人需要时间进入状况），或建造一个新工厂（在新工厂真正发挥生产力前，还有一段很长的学习曲线）。

归根究柢，只是为了追求数字上的成长，其本质都被过份高估。正因如此，使得多数企业的并购，都未创造出原先吹嘘的生产力。以追求无止尽成长作为成功表征，反会自食恶果，‘公司变大’根本就不是有效的商业策略。

那么还有其他选择吗？赛氏企业旗下每家公司的作法是，先决定什么是个别市场最适当的‘基本’规模。在此规模下，公司能享有真正竞争优势的价值，然后才是追求能为公司合理吸收、管理的成长规模。所以与其盲目地追求成为更大，每家公司更该做的是努力成为更好的公司。


关键思维

“什么是成功？和金钱或成长有什么关系？成功急需一个定义，让人们明白奋斗的目标。成功二字看似容易使用，却不易理解。在商业范畴里，多数人为成功下的定义就是成长、利润、产品的接受度与品质，但论及个人生活时，这样的定义还适用吗？”

——赛姆勒

“尽管世上没有所谓的无尽成长，但却是传统商业人士最渴望达成的事。成长的目的究竟是什么？如果牛津大学是如此成功，为何学校不在华盛顿特区设分校？如果一个120人的交响乐团很成功，为什么不扩大到600人？”

——赛姆勒

“超过最低限度的利润，并非生存的基本要素。在任何情况下，除了必要营运资金与保有顾客及竞争力所需的小额成长外，组织并不需要过多的利润，过多利润只会造成另一种不平衡。事实上，这些利润可以让公司拥有者或执行长获得一艘作为奖赏的游艇，但员工会纳闷，为什么自己努力换得的只是让老板买一艘船？”

——赛姆勒

“第一次听到商业行为的传统解释，如公司必须成长、获利是无限上纲，我就知道这不过是具体化，甚至是僵化了的思考。只要这种论调出现，我立刻就想追根究柢的找答案，为什么要更富有？等我们赚了更多钱，然后再背负赚更多义务的意义何在？为什么超越最低限度成长是必要的，然后又一定要伴随着扩张？为什么成长一定能创造竞争优势？”

——赛姆勒



4．发展检测公司成功的新标准

虽然现金、营收和储备金是衡量传统商业成功的标准，但却不一定是测量公司或员工长远体质健全与否的首要因素。相反地，我们需要一项能提供全方位评估且更均衡的计分方式。

改良后的新型计分方式如下：


	以顾客调查作为新计分架构——因为组织必须专注在顾客的想法。

	完全开放式——执行上，顾客访谈应多于形式上的评估。

	长期追踪——这么做才能看清趋势，并顺势而行。

	“对公司而言，保持原有规模，进一步提升对本业的专精程度，反而是比较好的作法。”

	能结合供应商、事业伙伴和员工的回馈。



以上述方式发展一个更均衡的计分法，就能评量出稳定的成长。许多财务报表看似健全的企业，却在短期内失败甚至倒闭的消息时有所闻，或许这就是每当有公司被主管机关调查帐目时，市场就紧张不安的原因。


关键思维

“为了说服大家透明化绝对有好处，赛氏企业计画同时公布员工调查结果（公司的评量标准）和财务报表。一旦开始这么做，将可达到全新的信赖层次，绝对能为公司带来益处，毕竟小股东、顾客、员工和供应商，都会愿意与一家光明正大、学习意愿高的公司密切合作，供应商、顾问、独立承包商（或译直销商）和第三方也鲜少质疑。每年我们都会邀请数十位相关人士参观赛氏企业，请他们指出公司的问题。由于这些参观者在业务上大都仰赖我们，所以别期望能听到开诚布公的抱怨，像是被我们逼得太紧或已经落后竞争者（这些我们自会处理）。因此，我们会请参观者填写匿名问卷，接着立刻统计结果并当场讨论，这些评估结果也会公布在我们的评量表中。”

——赛姆勒

“组织需要找出真正的成功关键。现金、营收和获利的确很重要，但分开来看时价值却不高。发掘潜力、接受意见、追求全面成功定义的组织能让员工知道，自己已经来到一个视金钱犹如刺激因素的旅程终点，组织和成员需要其他标准衡量每个人的表现。”

“虽然现金、营收和储备金是传统商业成功的衡量标准，却不一定是测量公司或员工长远体质健全与否的首要因素。”

——赛姆勒





Success and money are distant relatives　
中文
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Main Idea

For most people, success and money are distant relatives. Rather than gauging their success by how much they earn, most people measure success by how closely what they do taps into their talents and personal interests. Similarly, organizations need to develop new ways to measure success that transcend cash reserves, revenues and profits. Instead, they should be looking at whether their people have an opportunity to tap into their reservoir of talents and abilities.

Supporting Ideas

To get the most out of the people who come to work for you:


	Make it easy for people to change job assignments.

	Realize that too much talent is as bad as too little talent.

	Stay focused rather than pursuing endless growth.

	Develop new metrics to gauge organizational success.



1. Make it easy for people to change job assignments

The most motivated and happy employees are those who aren't just working to pay the bills but who do things that tap into their own personal reservoirs of talents and interests. This can be described by a number of different terms like "finding your true calling in life" or "reconciling living with earning a living." The key point is that the best way to ensure job satisfaction over the long haul is to place employees in a position where they do something that resonates with their interests rather than punching a time clock.

Why is this important? If an employee has no personal interest in a project or a product, it is unlikely they will do everything that will be required for the venture to succeed. In other words, if you try and fill any project with people who are just there to do their hours, they won't be successful. You'd be far better off letting those people move to another project or department they feel some genuine passion about rather than compelling them to feel passionate about a project you specify.

In practical terms, this means employee productivity is enhanced when companies:


	Allow their people to move freely from one unit or project to any other at any time.

	Follow their interests—which will change and evolve over time as the person grows and matures.

	Allow people to change their minds often.



The key to enhancing employee productivity, therefore, is to align the employee's self-interests and the company's agenda. If there is good alignment, the employees become highly motivated and creative in their approach to the requirements of their work. If, on the other hand, the employee feels lost and like their voice is not being heard within the company, then that is a good sign they should be working elsewhere.


Key Thoughts

"If the people aren't motivated, they don't need to sign up for motivation training—they need a different job! They might rotate to another position, go to work in a different office, participate more in project meetings or find another way to work for us on a part-time, commission or representative basis. We can adapt if they can."

—Ricardo Semler

"At Semco we offer incentives to employees to move around different jobs and departments. It's another means for them to dip into their 'reservoir of talent'，and to develop independence. If they're moving around following an inner radar, they won't rely on the company to tell them what to do."

—Ricardo Semler

"Employees need the latitude to try different jobs because many of them emerge from an educational system that compels them to make career and training choices at a very young age, when they have little information about professions and no experience. We often have to compensate for society's conditioning by letting people ramble around the company, exploring interests."

—Ricardo Semler



2. Realize that too much talent is as bad as not enough

Simply trying to mass as many talented people as possible into the company usually backfires because too many egos come into play. It then becomes extremely difficult to make decisions because everyone's opinion will need to be factored in—making even straightforward decisions somewhat akin to navigating a minefield. Therefore, a more sustainable approach is to look for people who are not only good at what they do but who also have strong interpersonal skills.

To bring out and harness the best talents of the people who work for Semco, the company tries several different programs:


	Lost in Space—where new recruits are allowed to work anywhere in the company for their first year to try and find something that genuinely interests them. At the end of this one year tour of the company, the new recruits can then negotiate long-term job offers with the leaders of each business unit they like.

	Rush Hour MBA—where every Monday at 6p.m.，a two-hour training session is held. That way, people can use the time they would otherwise have spent sitting in traffic to attend lectures and seminars that enhance their job skills.

	Family Silverware—a program which encourages internal hiring by giving preference to internal candidates for jobs over outsiders. This makes it possible for people to change from one department to another which will better use their talents.




Key Thoughts

"Business leaders speak constantly of the need to attract as much talent as possible. They are always referring to exceptional qualities, to the uncommon. They never mean night watchmen, traveling salesmen who visit the same customers, or draftsmen who draw what others designed."

—Ricardo Semler

"At Semco, we abolish manuals, procedures and policies so that people are free to improvise, to soar, and to collect the moments of happiness that constitute genuine success. Because of our careful mix, because of the self selection process that goes on, Semco has less than one percent turnover. We rarely fire anyone. In 2000 and 2001，a total of three people (out of three thousand) quit on their own."

—Ricardo Semler

"So why do we go to work, if not for the money? To make the life-trip worthwhile, to feel alive with purpose."

—Ricardo Semler



3. Stay focused rather than pursuing endless growth

Most corporations assume to succeed, they need to grow bigger. That way, they will be able to generate more profit, hire more people and sustain a competitive advantage. However, this craving for perpetual growth may be another business myth. Instead, it may be better for a corporation to stay at its same size and become better at what it does. This is a particularly difficult issue to deal with when a company generates a surplus. Some people will suggest ploughing the excess funds back into the business—perhaps by hiring more people (who will need time to get up to speed) or by opening a new plant (which will have a long learning curve before productivity genuinely builds).

In the final analysis, growth for the sake of growth is overrated. Most mergers and acquisitions fail to produce the much vaunted gains in productivity. Endlessly pursuing growth as a sign of success is self defeating. "To grow bigger" is not much of an effective business strategy at all.

So what's the alternative? The Semco approach for each of the companies in its group is to decide what the right "organic" size is for each of its markets—that size at which the company enjoys worthwhile competitive advantages—and then to look only for growth that can reasonably be absorbed and managed by the company. Instead of trying to get bigger, each company attempts to become better at what it does.


Key Thoughts

"What is success, and what does it have to do with money or growth? Success begs for a definition, to understand what we strive for. It's a deceptively easy word to toss about, but a very difficult concept to comprehend. In a business context, most people define success as growth, profit, product acceptance and quality. But if we apply this to personal life, do those definitions hold up?"

—Ricardo Semler

"There's no such thing as perpetual growth. Yet that's what traditional business people crave. But what is growth meant to achieve? If Oxford University is so successful, then why isn't there a branch in Washington D.C.? If a symphony is successful with 120 musicians, why not even more so with 600？"

—Ricardo Semler

"Profit (beyond the minimum) is not essential for survival. In any event, an organization doesn't really need profit over and beyond what is vital for working capital and the small growth that is essential for keeping up with the customers and competition. Excess profit only creates another imbalance. To be sure, it enables the owner or CEO to commission a yacht, but then employees will wonder why they should work so the owner can buy a boat."

—Ricardo Semler

"The minute I hear conventional explanations for business practices—like the idea that companies are required to grow, that profit is paramount—I know I'm hearing nothing more than crystallized or even calcified thinking. Any time that happens, I immediately want to ask why? Why greater wealth? So that we can make even more money, and then be obliged to earn more beyond that? Why is growth necessary beyond the minimum that comes with the natural expansion of the market being served? And why exactly does growth create a competitive advantage?"

—Ricardo Semler



4. Develop new metrics to gauge organizational success

While cash, revenue and reserves are the traditional barometers of success in business, they don't actually measure what's most important for the long-term health of a company or the people who work in it. Instead, a more balanced scorecard is needed, which will provide a 360-degree evaluation.

This new-and-improved scorecard will be:


	Structured as a customer survey—because organizations need to be focused on what the customer thinks.

	Completely open-ended—and conducted more as an interview with the customer than as a formal evaluation.

	Tracked from year-to-year—so that trends can be noted and followed up on.

	Able to incorporate feedback from suppliers, partners and employees as well.



By developing a more balanced scorecard in this manner, sustainable success can be measured. There are many examples in the news of corporations that appear healthy from a balance sheet point-of-view but which fail and even implode within a very short time frame. Perhaps this is why the market gets so jittery whenever a company announces the securities regulators are investigating its accounting practices.


Key Thoughts

"In the hopes of convincing people that transparency pays, Semco is planning to begin publishing our employee survey findings (our barometer) together with our financial reports. Once we start, we'll have reached a new level of accountability, one that will surely benefit us as well—after all, minority shareholders, customers, employees and suppliers will all prefer to be close to a company that is above-board and willing to learn. Suppliers, consultants, independent contractors and third parties are rarely queried, either. Once a year we convene dozens, show them around Semco, and ask them pointed questions. Since most depend on us, they can't be expected to talk truthfully or openly about being squeezed too hard by us, or to tell us we're slipping behind our competitors (which many will deal with, naturally). We then ask them to take pencil in hand, and fill out an anonymous questionnaire. We instantly tally the results so we can discuss them on the spot. The result of these evaluations will also be published in our barometer."

—Ricardo Semler

"Organizations need to find the real key to success. Cash, revenue and profits are wonderful indeed, but say precious little if taken on their own. A reservoir of talent that is tapped, a calling that is heard, an organization that honors a well-rounded definition of success lets people know they've arrived at the end of a journey where money is just fuel. Organizations and people need other measurements for how well they're doing."

—Ricardo Semler





省略式管理　
英文
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主要观念

传统管理模式为‘命令与执行’，员工会毫无疑问地遵循老板的指示做事。但是，一旦需要大创意时，传统管理模式就行不通了。如此一来，要改善管理的关键就是要激励员工，信任他们会做对的事，然后放手让员工尽情发挥。经理人要做的反倒是管的愈少愈好。

支持概念

要提升组织生产力，可以运用下列方式：


	让员工自行管理个人工作。

	鼓励反对意见和独创性思考。

	尊重个人风格和差异化。



1．让员工自行管理个人工作

许多公司都有成立宗旨与企业信条，大多是为满足客户和努力成为顶尖企业的迷人话语，所有成立宗旨都宣称要与众不同，但比较过各组织的成立宗旨，就会发现里面充满了类似、夸大的陈腔滥调。更重要的是，当发生紧急状况时，没人会真正把成立宗旨作为决策原则。

因此，经理人最好放弃控制员工的意图，要信任员工能够自我管理。这很难实现，不过只有当每位员工觉得付出最大努力是值得的，稳定成长才能实现。不过，只是设下严苛目标，然后要求员工务必达成使命，是不可能赢得员工全力配合的。

要如何做才能实际运用这项原则？经理人必须改变自己的经营方式，利用下列方法取代发布要员工务必遵守的规定：


	提供员工所有可得的资讯——员工才能根据所有事实作出好决策，而不只是传声筒。

	允许员工调整公司规定，以符合个人需求——而不是列出一长串必须遵守的条例规范。

	想象组织是交响乐团而非军队——让所有人的努力和谐地结合在一起，比命令一群人抢滩来得高明。

	利用同侪压力控制组织，推往正确的方向——因为这种方法比稽核式或长篇报告更有效。



总之，根本要素就是信任。如果你信任员工是个有责任感的人，通常他们的表现也是如此。不要求每件事都要经过内部稽核，就等于传递出公司鼓励商业创意、不喜欢单调讯息；同时也向员工宣示，公司信任并重视他们的商业判断，让公司成为最受员工赞赏的组织。

“要改善管理的关键就是要激励员工，信任他们会做对的事，然后放手让员工尽情发挥。”

2．鼓励反对意见和独创性思考

在企业里，反对意见与民主是密不可分的。如果希望公司员工在市场上能有杰出表现，就得增加自己对反对意见的容忍度，这种方式远比强迫每个人支持崇高浮夸却刻板的使命宣言还有效。还有一项额外好处是，若员工在有权拒绝的前提下，一旦选择接受某些提案的话，就有可能更迅速、深入地执行这些构想。

允许公开表达反对意见的优点：


	员工不会害怕独立思考，且愿意为结果负责。

	出现任何问题，都能被最直接影响者所处理——而不需等待高层下令处理。

	作出更好的决策——因为所有人都乐意贡献想法，不需害怕因此触怒老板。

	经理人能学会如何作出更好的决策——因为必须为决策提出合情合理的解释，不能利用执行特权蒙蔽。

	产出真正具有原创性的想法——公司若充满唯老板命令是从的员工，就无法做到这一点。

	坚定的决策品质——因为大家已从每个可知角度和观点检视过这些决策。



鼓励反对意见的最大挑战，或许就在管理阶层。当问题发生时，不论是反对意见或其他原因直接导致的，经理人都要习惯不采取任何行动。当员工了解这不是只在公司情况好时，才实行的‘晴天政策’，就会更乐意公开表达真实感受。管理阶层愿意且能在面对明显问题时不采取行动，显示公司是真的希望员工能自我思考和行动。

“鼓励反对意见的最大挑战，或许就在管理阶层。”


关键思维

“韧性是成功的主要因素，但一般人总是很快将此归功于成功者的价值、使命和信条。没人会质疑成功，不过却开始进行全公司洗脑过程，纷纷提出那些‘我们总是这么做就成功’的理由。这些成功者最大错误在于，相信自己的成功是在于不朽的做事方法。因此要质疑这种‘成功大头症’，犹如顽强的敌人。”

——赛姆勒

“事实上，要管理像赛氏企业这种欢迎、甚至鼓励反对意见的组织是相当困难的。没有直接指示，经理人和员工要面对许多反复往返的沟通过程。传统经理人认为这会减缓公司效率，有损竞争力。赛氏企业不要一群被洗脑的员工，也不要员工高声唱公司之歌、牢记公司成立宗旨，只会在被允许时才发言。”

——赛姆勒



3．尊重个人风格和差异化

多数组织会自然演进成一种部落型态，这些来自不同部门或职务的员工，自然聚集在一起，遵循共同接受的行为规范。这没什么不好，但却会限制组织的想象力。因此，赛氏企业鼓励员工游走各部门，培养新技能。在这种方式下，员工必须不断提出新想法，同时也能亲自体验公司的不同文化面向。

和自然界的任何生态系统一样，一个健全的组织文化需要多元化，若有过多的一致性与一成不变的情形，就会压抑变化和创新，组织也会陷入依过去行事的泥淖中。避免停滞现象的唯一方法，就是在根本文化中，持续注入新的背景和个性；只有尊重每个人贡献的影响和人生观，创新才有可能实现。

健全的企业文化根基和尊重多元化的象征是什么？


	产生接二连三的热烈辩论——组织内的不同部落个别坚持的信念。

	领导者和员工进入紧密的工作关系——这样的关系，双方都会感到不舒服和不安定。（这是挑战彼此的唯一方法）

	出现移情作用——大家开始接受并尊重彼此不同的观点。

	企业文化持续改变与进化——培养对差异化与个人风格的尊重。




关键思维

“唯有自信才有创造自由与反对意见的可能。坚持只有一种做事方法的组织，会把员工洗脑成思想一模一样的人，并僵化公司文化以减低风险。如此情形下，组织只会衍生自满，使原本可能替组织注入新气息的人，避之唯恐不及。”

——赛姆勒

“公司无法命令员工接受民主化的工作环境，讽刺的是民主却与职场本质并不相符。乍看之下，员工是如此的习于接受权威式阶级管理，使得民主看来倒像是无秩序状态。不过，公司也没必要正式宣布从今起实施民主化，只要公司不干预，民主自会展开。组织培育自由风气的方式，可藉由宣布民主是项持续性原则，然后放手让民主自行成长茁壮。但民主非常需要多元化，而多元化的前提是平等对待所有人，而这正是多数经理人最感困难之处。”

——赛姆勒

“要尊重多元化、部落特质和反对意见，说来容易。一旦得付诸行动时，只要尝试过以民主方式领导的人，都知道那是多么地挫折、缓慢和麻烦。因此企业领导人喜欢抄捷径，以命令执行法，混杂些关怀员工感受和客户想法的方式。然而这条捷径是死胡同，一旦员工发现为公司卖命一点也不值得时，便无法创造任何的生产力提升，甚至难以鼓舞自己每天早上起床去工作。松绑，（拒绝军事化管理模式）才能释放生产力。我相信这一点，而我们的财务数字也支持这一点。”

“唯有自信才有创造自由与反对意见的可能。”

——赛姆勒





Management by omission　
中文
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Main Idea

The traditional management style is command-and-execute—the workers do whatever the boss says without questioning why. When greater creativity is needed, however, the traditional management style cannot work. The key to better management in that case becomes to inspire your people, to trust them to do the right thing, and then get out of their way and let them get the job done. Counterintuitively, the less managers do, the better.

Supporting Ideas

To generate productivity gains for your organization:


	Let the workers draw their own maps.

	Actively encourage dissent and original thinking.

	Respect idiosyncrasies and differences.



1. Let the workers draw their own maps

Many companies have mission statements and corporate credos which are full of enchanting statements about satisfied customers and striving to be the best. These mission statements all make the claim to be unique, but if you compare the mission statements of a number of organizations, you'll find they're all full of similar sounding platitudes and lofty sounding cliches. And, more importantly, when urgent situations arise, nobody really takes the blindest bit of notice of a mission statement in deciding what to do.

With that in mind, a better approach is for managers to give up trying to control workers and instead learn to trust them to manage themselves. This is hard to accomplish and yet sustainable growth will only happen if everyone feels it is worthwhile putting in their best efforts. You just won't get that kind of cooperation by setting rigid goals and then requiring everyone to toe the line or else!

How would this work in practice? Managers have to change the way they operate. Instead of coming to work to issue orders which must be obeyed, managers need to:


	Provide employees with all the information that is available—so they can make good decisions based on all the facts rather than just a subset.

	Allow employees to customize the company to meet their requirements—rather than having a long list of rules and regulations that must be complied with.

	Think of their organizations more as a symphony than an army—meaning making the entire effort come together harmoniously is more desirable than having people that will storm the beach at your command.

	Use peer pressure to control the organization and nudge it in the right direction—because that will always be more effective than audits or long-winded reports.



In the final analysis, it all comes down to a matter of trust. If you trust your people to act like responsible adults, they'll usually do so. By not demanding that everything be audited internally, you send the signal uniformity is not desirable but business creativity is. You also demonstrate to employees their business judgement is trusted and highly valued, while becoming a highly desirable organization to work for.

2. Actively encourage dissent and original thinking

Dissent and democracy in business go hand in hand. If you want the people within your own company to excel in the marketplace, increase your personal tolerance for a little bit of dissent. You'll achieve far more that way than you ever would have if you force everyone to adhere to a noble sounding but rigid mission statement. As an added bonus, if people have the power to vote some proposal down but choose not to, they are far more likely to implement those ideas more rapidly and in greater depth.

What are the advantages of allowing open dissent?


	You don't end up with a crowd of workers who are afraid to think for themselves and be responsible for the consequences.

	Any problems that arise can get dealt with by the people most directly affected—rather than needing to wait for an edict to be issued from on high.

	Better decisions will get made—because everyone will feel comfortable contributing their ideas rather than fearing they will offend the boss.

	Managers will learn how to make better decisions—because their decisions will need to be explained logically and rationally rather than being shrouded in executive privilege.

	Some genuinely original thinking will occur—the complete opposite of putting together a company of "yes men" who will agree with whatever the boss says.

	Any decisions which do get made will be robust—because they will have been examined from every conceivable angle and viewpoint.



Probably the most difficult challenge in encouraging a little workplace dissent lies with the management. When problems arise, either as a direct consequence of dissent or otherwise, the managers have to get used to doing nothing. When the employees see this is not just a "fair weather" principle that applies only in the good times, they will be much more forthcoming and open in expressing their true feelings. The management's ability and willingness to do nothing in the face of obvious problems shows whether or not you genuinely want people to think and act for themselves.


Key Thoughts

"Success in retail owes much to tenacity, yet we are quick to credit values, mission statements and credos for the winners. No one argues with success. But then the company-wide 'brainwashing' begins, which is followed by the 'this is the reason for our success—this is how we've always done it' syndrome. That's the biggest mistake successful people and companies make—believing that their success immortalizes their way of doing things. Questioning that syndrome is viewed as sticking a thorn in the side of success."

—Ricardo Semler

"To be sure, organizations like Semco that welcome—or better, invite—dissent are more complex to manage. Without direct instructions, managers and employees end up engaging in a lot of back-and-forth. Traditional managers will argue this slows the company down, and is therefore a competitive no-no. We don't want a crowd of brainwashed workers. We don't want them to sing company songs, memorize company mission statements, and learn to speak only when spoken to."

—Ricardo Semler



3. Respect idiosyncrasies and differences

Most organizations just naturally evolve into a collection of tribes, where the people from different departments or functions naturally congregate together and have an accepted code of behavior. That's fine, but it also limits the imagination. Therefore, Semco encourages its workers to move around the company and develop new skills and abilities. By doing this, not only are people constantly challenged to think new thoughts but they also come face-to-face with different aspects of the corporate culture.

As for any ecosystem that exists in nature, a healthy organizational culture needs diversity. If there is too much conformity and uniformity, changes and innovation will get stifled. The organization will get locked into how things always worked in the past. The only way to avoid that is to constantly be grafting new backgrounds and personalities into the underlying culture. This will only happen when there is a respect for the influences and philosophies each person can contribute.

So what are the signs of a healthy underlying corporate culture and a respect for diversity?


	Heated debates will ensue—as different tribes within the organization stick up for what they believe.

	Leaders and followers will get thrown into close working relationships—where both sides feel uncomfortable and unsettled. (This is the only way they will be challenged).

	Empathy will emerge—as people come to accept and respect each other's different perspectives.

	The culture will continually change and evolve—as respect develops for the differences and idiosyncrasies of others.




Key Thoughts

"Only self-confidence makes freedom and dissent possible. An organization that insists there's only one way to do something, brainwashes workers to think alike, and freezes a company culture to eliminate risk, will only breed complacency and make itself unappealing to anyone who might inject some oxygen into it."

—Ricardo Semler

"People can't be commanded to accept a democratic workplace. It's ironic, but democracy goes against the workplace grain. Workers are so conditioned to accept a paternalistic hierarchy that at first glance, democracy looks like chaos. But declaring that we're all going to be democratic from now on isn't necessary anyway. If left alone, democracy will evolve. Organizations can nurture freedom by declaring it to be an abiding principle and then stepping back to let it flourish. But democracy cries out for diversity and diversity requires treating all people alike, and that is the hard part for most managers."

—Ricardo Semler

"It's easy to talk about respecting diversity, tribal characteristics and dissent. But when action is required, anyone who has tried to lead in a democratic manner knows how frustrating, slow and cumbersome it is. That is why business leaders take the short route: command and execute methods, tainted with a show of concern for how employees feel and what customers think. The short route is a path to nowhere. It doesn't lead to the productivity gains that occur when people find it worthwhile—even inspiring—to get up in the morning for work. Loosening up (rejecting the military model) unleashes productivity. I believe this, and our numbers also back it up."

—Ricardo Semler





自我管理　
英文
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主要观念

最好的管理就是自我管理，自我管理的本质就是工作上的利己主义。经理人承认自己不知道完成每件事的最佳方法，于是员工便会一肩挑起达成任务的责任。而这样释放出的潜在创意与原创性，会使组织受益匪浅。

支持概念

想鼓励员工做到自我管理，可以参考下列作法：


	创造能实现这项理想的制度。

	由员工评鉴领导人。



1．创造能实现这项理想的制度

实际操作上，唯有配合下列条件，自我管理才有可能实现：


	在任何情况下，都没有必须遵守的政策、程序和规定——让每个人学会为自己负责。

	员工可以自由组成任何团队，也能随时解散——这么做可以应付特定生产目标和其他期限，每个团队都有自行设定架构、监督和决定如何分配酬劳的自由。

	员工可以投票推翻管理阶层的决策——这样员工的决策才能被采用。

	人人都有权获得所有资讯——甚至包括最敏感，有如员工的薪资资料和公司实际营运数字。

	不论决策大小，都以相同标准执行自我管理。

	重大决策和分配预算时，必定举行会议——所有人都有权选择参加，但不强迫与会。

	员工可自行决定酬劳内容与结构——赛氏企业提供员工11种选择如下：
	固定薪资。

	根据工作表现的红利。

	分享获利。

	业绩佣金。

	全公司业绩表现的权利金。

	使用原创构想的获利权利金。

	根据公司毛利的佣金。

	股票或股票选择权。

	分享IPO或业绩。

	事先设定达成自设目标所获得的酬金。

	根据创造的额外价值分得佣金。







除了上述几种方式，赛氏企业还有其他报酬选择，如‘变动薪资’，员工可以减少工作时间和薪资所得，花更多时间在个人领域上；或是‘留职停薪计画’，员工可以申请留职停薪，时间不得超过3年，用来学习、旅游、到其他国家居住、做些不同的事等。这些选择让员工保持良好的生活平衡，同时也可以自我管理个人志业。

2．由员工评鉴领导人

要抵销传统公司结构的缺失，赛氏企业利用一项称为‘逆向评鉴’的程序，半年一次，由员工评鉴主管表现，这项程序的运作方式如下：


	这项评鉴是包含36项问题的匿名问卷，问题如：你的主管对待属下，是否和对待其他经理人一样？

	员工就每项问题对主管评分，最低1分，最高100分。

	制表追踪每次调查的平均得分。例如，某位主管在某题平均得分为85分，但下次调查时，同一项问题得分却骤降至40分，这就是问题发生的征兆。

	每件事都公开透明。被评鉴的每位主管不但可以看到自己的分数，也能看到其他同事的评鉴成绩。这样，每位主管才知道该如何比较。

	主管没有义务遵照评鉴结果改进，但大多数主管都会有所改进。



赛氏企业为了树立领导风格，也采取一些非比寻常的措施：


	每半年，由公司资深经理人轮流担任执行长——担任执行长时，不会因公司表现而受到赞美或指责。

	赛氏企业董事会成员包括赛姆勒、三位永久资深经理人、两位由其他经理人轮替担任，另外两位由赛氏企业员工依年资先后轮流担任。每位董事会成员都有投票权，获得的资讯也一样，这样才能确保员工诉求可以清楚传到董事会。



“要抵销传统公司结构的缺失，赛氏企业利用一项称为‘逆向评鉴’的程序，半年一次，由员工评鉴主管表现。”


关键思维

“传统公司和组织已经非常习惯于军事化架构，这是种权力集中在少数人手中，创造一种消除不确定性的指挥链，让每个人都清楚知道行为和交战规范。无疑地，也抑制了思想和表达意见的自由，而这是赛氏企业极为重视的两大创意支柱。”

——赛姆勒

“当人们开始享受组织特权，阶级制度就会衍生出问题，因此我们要避免经常伴随晋升而来的权利和津贴，像是个人办公室、停车位和行政秘书等。我们容许阶级制度，但反对随之而来的一切。其中一项原因是，公司内有30%的议题是我所谓的‘寄宿学校’问题，像是该穿什么衣服、何时该来上班、如何向上级报告和该有何种行为举止、我们会有什么奖赏和惩罚、接下来该做什么等。我们若能摒除这些‘寄宿学校’问题，就能省下过去浪费掉的许多时间。”

“企业应该鼓励‘意外学习’，因为这才是创新的温床。”

——赛姆勒





A long line of pied pipers　
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Main Idea

The best management of all is self-management. In essence, self management is self-interest at work. By conceding that managers don't know the best way to do everything, the workers themselves become accountable for generating the results they want. Again, that unleashes untapped reserves of creativity and originality in ways that will benefit the organization.

Supporting Ideas

To encourage people to manage themselves:


	Create a system which makes this ideal feasible.

	Let the followers evaluate the leaders.



1. Create a system which makes this ideal feasible

In practical terms, self-management only becomes possible and feasible if:


	There is no set of policies, procedures and rules which must be adhered to regardless of the circumstances—which frees everyone to be accountable to themselves alone.

	People are free to assemble as teams and then disband again at any time—to meet specific production targets and other deadlines. And each team is left to structure itself, monitor itself and decide how compensation should be shared.

	The employees can vote down decisions made by the company management—and their decision will stand rather than being overturned.

	Everyone has equal access to every piece of information—even the sensitive stuff like how much people earn and the true numbers of the business.

	Self-management is applied to major and minor decisions with equal enthusiasm and commitment.

	Meetings are held to make major decisions and to develop budgets—with attendance at the meetings open to anyone who is interested but nobody is obligated to be there.

	People are free to decide on their own compensation packages and how they will be structured—which at Semco can be put together using any of 11 different options:
	Fixed salary.

	Bonus on results achieved.

	Profit-sharing.

	Commission on sales generated.

	Royalties on sales achieved by the entire organization.

	Royalties on profits generated by using an original idea.

	Commission on the gross profit margin.

	Stock or stock options.

	Participation in an IPO or sale.

	Payment of a set package for meeting self-set goals.

	A commission on the amount of added value created.







In addition, Semco also has other pay options like "Up'n Down Pay" where people can work less and be paid less so they can spend more time in personal areas, or "Work'n Stop Plan" where employees can take off periods of up to three years to study, travel, live in another country, do something different or whatever. These options allow people to maintain a good balance in their lives and to self-manage their careers.

2. Let the followers evaluate the leaders

To offset the disadvantages of the traditional company structure, Semco uses a process (called "Seen From Below") in which employeese valuate their leader's performance every six months. This process works like this:


	The evaluation uses an anonymous questionnaire with 36 questions along the lines of: "Does your boss treat his or her subordinates the same way he or she treats other managers?"

	The workers rate their bosses on each question on a scale of 1 (lowest) to 100 (highest).

	The average scores received are then tabulated and tracked from one survey to the next. For example, if a boss usually receives a score of 85 on one question but this drops to 40 for the same question on the next survey, that is an indicator some problems are brewing.

	Everything is open book. Every leader who is evaluated not only sees their own scores but also the scores of their peers. That way, each leader knows exactly how they compare.

	Leaders are not obligated to act on their scores, but most do. Semco also does some other unusual things to build its leadership.

	The company rotates the CEO role every six months amongst all its senior managers—so the acting CEO cannot be blamed or praised for the performance of the organization.

	The Semco board of directors consists of Ricardo Semler, three permanent senior managers, two seats which rotate amongst other managers and two seats which are allocated to any Semco employee on a first-come, first-served basis. Everyone at the meeting has a vote and receives all the same information about the issues under discussion. This ensures that the employee's voice comes through loud and clear at board meetings.




Key Thoughts

"Traditional companies and organizations have been well served by a military structure. It consolidates power in a few hands, creates a chain of command that eliminates uncertainty, and makes the rules of behavior and engagement clear to all. Not surprisingly, it also stifles free thought and free speech, two pillars of creativity that we have come to count on at Semco."

—Ricardo Semler

"Hierarchies evolve into a problem when people draw power from their box on the organizational chart. That's why we avoid the rights and perks that usually accompany the box——the corner office, the parking space, the executive secretary. We're in favor of hierarchy and opposed to everything that comes with it. One reason is that 30 percent of all issues in organizations are what I call 'boarding school' issues. How we dress, what time we show up, how we address superiors, how we should behave. What are our rewards and punishments. What we're supposed to do next. If we could just get over these boarding school issues, we'd regain a hell of a lot of time that is wasted on them."

—Ricardo Semler





漫步到未来　
英文
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主要观念

许多经理人都想当然地认定未来是过去的延伸，而且会更好。他们填满各类表格以显示自己能使业绩逐年稳定成长，这种方式的确令人宽慰，但却鲜少实现。相反地，企业应该鼓励‘意外学习’，因为这才是创新的温床。尽管这么做有违常理，然而放松控制，允许员工漫步到未来，才是经理人带领组织面对未来的最佳准备。

支持概念

把公司带向未来成功之路，必须做到：


	鼓励大家随意尝试新构想。

	准备好且愿意犯错。

	帮助员工开发潜在能力。



1．鼓励大家随意尝试新构想

对未来计画愈周密，愈可能错过真正具突破性、且可能最具价值的构想。因此，聪明的公司会鼓励员工尝试各种非正统事物，期望人们能意外获得最创新的构想。

为了结构化这项过程，赛氏企业运用所谓的‘新构想表决会议’。每个月，有兴趣的人可以参加员工提出新构想的会议，会议结束前，与会者要投票表决是否资助新方案的推行。会中并不进行后续研究或详细计画，只是单纯投票。

这项创新的方法传递出许多重要讯息：


	公司的任何人都可以想出好点子。

	企业领导人不是唯一应该提出新奇有趣构想的人。

	有时直觉需要加上试验，才能得出潜力绝佳的构想。

	能够和现实连结，且能合理解释给他人听的直觉，才是值得尝试。

	即使是听起来非常伟大的构想，都可能因为各种因素在市场上失败，但这些都和构想在最初提出时的价值无关。



“因此，聪明的公司会鼓励员工尝试各种非正统事物，期望人们能意外获得最创新的构想。”


关键思维

“只有非常傲慢的人，才会认为决策必须由最高层或接近最高层的人制订。而最高领导人并非绝对可靠或最佳的思考者，当然，民主赋予人们反对的权利，我们不能想象每个‘绝佳’点子之所以有价值，是因为这个点子出自公司老板或某个高层人士。产品成功的必要条件是集体努力，最佳方法就是尽可能积极地推销某个点子，如果没有人接受，就扔了，然后重新再来。但最后，如果还是没人对这个点子感到兴趣，它也不会有任何成果。”

——赛姆勒



2．准备好且愿意犯错

和许多公司一样，赛氏企业也一头栽入网路狂热中，成立高科技创业部门。很快地，SemcoNet策略就出炉，赛氏企业也开始操作投资数个网路新创事业的花招，每家新创事业都怀有改变世界的雄心大志，赛氏企业的投资包括：


	利用网路计算用电量。

	简易网路付款技术。

	针对食品服务设备的企业对企业（B2B）公司。

	文件储存和恢复系统。

	线上营建业市场。

	虚拟商展开发公司。




关键思维

“组织必须视错误为幸运，错误与幸运都是必要的，且是意外出现，还会增加额外的努力。赛氏企业是以较轻松的态度面对错误，在会议中听到员工把某方面的问题描述成大错误是很平常的事，因为我们经常犯错，并从中受益，这都是学习运用直觉的部分代价。以直觉为燃料，我们已经造访了未来，而且结果不错。有天甚至能替我们赚钱。”

——赛姆勒



3．帮助员工开发潜在能力

如何让员工更有创意？传统方法是经理人以主管之姿，激励员工创意思考，同时又要遵守指示。这种方式是没用的，显然地，任何组织鼓励创意思考的最佳方式，就是以民主取代控制。

或者说得更明确些，就是提升公司内部创意，可以这么做：


	允许员工推举或选择自己的经理——如此员工才会对经理的表现感到有责任。

	员工可以在不同职务和部门间轮调——如此员工才不会陷入各事业部门的封建体系。

	愿意摆脱组织内没有未来远景的成分——每隔一段时间就出售、出脱、拆散或关闭旧的事业部门。

	尝试废除企业总部——看看公司是否会营运得更好。

	尝试出售或出租公司的工业机具给员工——让员工成为公司的供应商或承包商，负责经营自己的事业。

	召开策略会议，要用竞争者的身份思考——然后赶在其他人之前完成该作的事。

	出钱让员工上大学或其他训练课程——不论员工在公司内的职位高低。

	纳入一些新气息——重新设计组织，以发挥21世纪所有可用工具的优势。

	鼓励员工公开质疑每件事。



“组织必须视错误是种幸运，错误与幸运都是必要的，且是意外出现，还会增加额外的努力。”


关键思维

“这个世界极需要一个‘智慧的时代’，工作场所将是一个具启发性的起始地。赛氏企业没有什么整套完整的东西可以教导或出售给别人，只是消除枯燥、惯例和恼人规定的鲜活经验，也就是探索激励人心的因素，和从企业压力中解放员工的热情。我们的目标是帮助人们开拓潜能，并寻找爱、自由和工作的平衡。一旦人学会这一点，我相信公司会很好。”

——赛姆勒

“我选择‘跳蚤联邦’当作这个新观念的比喻，你的第一个问题或许是不喜欢损失了传统的周末，毕竟，大家都天真的认为周末的时间就是自由、属于个人、用来发呆。但这个定义早就过时了，传统周末早就结束了。这个观念面对这项事实，并利用其探索如何让工作更有乐趣，寻找工作和个人兴趣的平衡点，让两者都能让人满足。要达成这个目标，我们必须在文化上和实质上重组工作场所。赛氏企业花了25年质疑做事方法，当我们开始改变，人人都说那是不会成功的。现在赛氏企业有3,000名员工，在3个国家从事制造、专业服务和高科技软体业。但即使到现在，我还是不断听到别人说，在别的地方，赛氏企业不会成功的、赛氏企业规模小、公司结构在同业中相当独特，或是这样的构想只能在巴西行得通。但我们还是要继续前进，对抗传统商业基础结构中的军事化和‘寄宿学校’心态。现在赛氏企业证明了，把周末重新分配到整个工作周，员工从中找到平衡，公司也赚到钱。所以，即使大致上，赛氏企业是一个社会学或人类学的实验，也创造绝佳商业范例。我们绝对有资格通过任何MBA课程对成功的检验，因为正确地对待员工永远能创造获利。”

——赛姆勒





Rambling into the future　
中文
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Main Idea

Most managers assume the future will be an extension of the past, only better. They fill their spreadsheets with models showing sales that rise steadily from year-to-year. That's comforting, but seldom true. Instead, unexpected learning should be encouraged because this is the hotbed of innovation. Paradoxically, therefore, managers can best prepare their organizations for the future by loosening their controls and allowing people to ramble into the future.

Supporting Ideas

To position your organization for success in the future:


	Encourage everyone to ramble through new ideas.

	Be prepared and willing to make mistakes.

	Help employees tap their "reservoirs of talent."



1. Encourage everyone to ramble through new ideas

The more structure you try and bring to planning about the future, the greater the chances are you'll miss out on the genuine breakthrough ideas which have the potential to be the most valuable. With that in mind, a smart organization will encourage its people to be trying all sorts of unorthodox things in the hope someone will stumble across a cutting-edge idea.

To bring a little structure to this process, Semco uses what are called "Go/No Go Meetings." Once a month, anyone who is interested can attend a meeting where employees put forward new business ideas. At the end of the meeting, everyone gets a vote on whether or not to fund the new project. There are no follow-up studies or detailed plans developed, just a simple collective vote.

This approach to innovation sends many worthwhile signals:


	That good ideas can come from anyone in the organization.

	That the business leaders are not the only people expected to come up with new and interesting ideas.

	That sometimes intuition needs to be mixed with the tried-and-true to come up with something with the potential for excellence.

	That intuitive hunches are fine and worth pursuing so long as they can be linked back to reality and explained with logic to other people.

	That even great sounding ideas may not work out in the marketplace for a variety of reasons, none of which are associated with the merits of the idea in the first place.




Key Thoughts

"Only the very arrogant imagine that decisions have to be made at the top, or close to Numero Uno. Numero Unos are not infallible, or even the best thinkers. And democracy, of course, entitles people to disagree. One cannot imagine that every 'bright' idea has merit just because it came from the owner or from someone else at the top. When collective work is necessary for a product to succeed, the best approach is to lobby as ferociously as possible for an idea. If no one buys into it, to leave it on the back burner and return to it. In the end, if no one takes a passionate liking to it, it won't become anything."

—Ricardo Semler



2. Be prepared and willing to make mistakes

Like many companies, Semco plunged into the dot-com frenzy by starting a high-tech Ventures unit. Soon, a Semco Net strategy was in place which saw Semco juggling investments in numerous dot-com start-ups, each with ambitions to change the world. Semco's investments included:


	Metering electricity usage over the Internet.

	One-click utility Web bill paying.

	A business-to-business company for food services equipment.

	A document storage and retrieval system.

	A building industry marketplace.

	A virtual trade show development company.




Key Thoughts

"Organizations must treat mistakes like luck—both are necessary, come at times when they're not expected, and add to existing effort. At Semco, we wander into mistakes with a certain level of comfort. It is very common at meetings to hear employees describe some facet of our business as a big mistake. Because we regularly make mistakes and own up to them, it's all part of learning to use intuition. With intuition as fuel, we have visited the future—and it is nice. Some day it may even make money for us."

—Ricardo Semler



3. Help employees tap their "reservoirs of talent"

How can you make your people more creative? The traditional approach is for managers to stand over their workers exhorting them to think creatively whilst following instructions. It just doesn't work. Clearly, the best way any organization can encourage creative thinking is to replace control with democracy.

Or more specifically, to enhance creativity within your organization:


	Allow employees to elect and choose their own managers—so they will feel accountable for how well that manager does.

	Move people around from job to job and from one business unit to another—so they don't get entrenched within the feudal system that will exist in each business unit.

	Be willing to shed elements of the organization that no longer have a future—by selling off, spinning off, cannibalizing or closing old business units at regular intervals.

	Try dismantling your corporate headquarters—and see whether the company doesn't run better without it.

	Try selling or loaning your industrial machinery to your employees—and let them go into business as your suppliers or subcontractors. Make them responsible for running their own business.

	Have strategy meetings where you consider what you would do if you were a competitor of yours—and then do that before someone else does.

	Be willing to pay for your employees to attend university or take other training programs—regardless of where they are in your corporate structure.

	Let in some fresh air—by redesigning your organization to take advantage of all the 21st century tools which are available.

	Encourage your people to openly question everything.




Key Thoughts

"The world desperately needs an 'Age of Wisdom' and workplaces would be an inspiring place to start. At Semco we have little to teach and even less to 'sell' in packaged form. We're just a living experiment in eliminating boredom, routine, and exasperating regulations—an exploration of motivation and passion to free workers from corporate oppression. Our goal is helping people tap their 'reservoir of talent' and find equilibrium among love, liberty and work. Once people learn to do that, I know we'll be alright."

—Ricardo Semler

"I've chosen the metaphor of the seven-day weekend as an anchor, dropped in the sea of novelty. Your first reaction may be dismay at the loss of your conventional weekend—after all, we naively define weekends as free time, personal days, idle hours. But that definition is already outdated. The traditional weekend ended long ago. This concept faces that fact and uses it to explore making work more fun, to finding a balance between it and private passions, so both can be significantly gratifying. To do that, we must reorganize the workplace, both physically and culturally. At my company, Semco, we've spent 25 years questioning the way we do things. When we started, everyone said we wouldn't last. Now Semco employs 3,000 people working in three countries in manufacturing, professional services and high-tech software. But even now, I continue to hear that our experiments could never work anywhere else—Semco is too small, our structure is unique to the business we're in, our ideas could only work in Brazil. We plunge ahead anyway, defying the military and boarding school mentalities that are the backbone of the traditional business structure. And we prove that in re-distributing the weekend across the workweek, our employees find balance and Semco makes money. So even though Semco is in large part a sociological or anthropological experiment, we also make an excellent business case. We fit neatly into any MBA examination of success, because the right approach to employees always creates profit."

—Ricardo Semler





回应与讨论

从思科经验谈如何贯彻执行力


翟良超



台湾思科系统总经理


今年，一个充满不确定性的年头！

受到美伊战事及SARS疫情冲击，上至跨国性企业下至小型公司行号，纷纷调整组织运作模式，以因应全球局势变化。我们看到此次部分企业应变得宜，得以适时化危机为转机，反成为最大的受益者。其中的致胜关键在于，企业备妥一套目标明确、有效执行的执行策略，而这套完备的执行策略，包括内部精确的‘执行力’辅以完善的‘网路科技’，才能将‘想法’转换成正确的‘作法’，彻底完成任务，达成目标，有效提升企业竞争力！

当企业追求基业长青的同时，最重要还是企业的‘核心竞争力’；拥有完备执行策略的企业，讲究速度、细节和纪律，并深究问题核心，找出解决之道。如此，才能透过有效的执行力，提升企业生产力，不断将企业资源转换成组织创新、突破的强大动能。因此，执行力便成为企业竞争力的关键因素。如同32期〈贯彻执行力〉一文指出，在贯彻执行力的过程中，若遇到组织问题，导致企业无法有效落实执行既定策略，就会发生所谓的‘策略塞车’，如何在问题发生的初期嗅出警讯，或身陷塞车阵中顺利冲出迷雾，更显得格外重要。

思科身为全球网路设备供应商，长久以来秉持善用‘网路科技’建立企业内、外有效的沟通运作机制，充分简化繁复的企业组织沟通流程，成功地帮助员工、客户及合作伙伴精确执行每项对的策略。以被列为全球最大电子商务网站——CCO（Cisco Connection On-Line）为例，其为思科全球客户和经销商的入口网站，每天24小时提供客户下单、产品订购、技术支持、软体下载、订单状态查询及问题查询等，不但有效节省员工及合作伙伴沟通运作流程，更大幅降低企业整体成本。

此外，思科提供每位员工一个可随时、随地办公的工作环境，将公司Intranet无限延伸。员工从报到的第一天开始，就配备一台笔记型电脑，所有资讯只要运用浏览器（Web Browser）连上Intranet及透过ID、Password适当认证即可以随手获得。不仅于此，甚至连技术支持、电脑维修等，对外思科全球也做到24小时线上支持（support-on-line），务求将外在因素影响降至最低。思科以最简易的方式，做到提升整体的业务行动力与工作效率。2002年，思科员工生产力即大幅提高近20%；2003年，更将目标订为70%以上！

在愈形艰困的全球经营竞争模式下，企业欲扭转乾坤化危机为转机，有赖于有效地贯策执行力，和佐以灵活网路科技的完备执行策略，将有效帮助企业建立平时如战时，战时如平时的企业营运机制，纵然面对天灾人祸，亦能从容以对，打造企业致胜契机！
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