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主题看板



你也可以成为优质策略家！


面
 对瞬息万变的产业局势与市场环境，企业经营的成功与否，端赖经营策略精准的擘划与实践。优秀的策略会引领企业突破瓶颈，开创新局；劣等策略则是会让公司自乱阵脚、运营停滞。由此可知，策略的优劣决定了企业成败。然而可惜的是，一般人对策略抱持错误的认知，停留在片面的设下虚幻目标，或是浸淫在远大理想的美溢修辞中。

策略之于企业而言，犹如引领船舰方向的一盏明灯，当灯光飘忽不定，或指引方向错误时，企业的运营势必阵脚大乱、危机涌现。本书作者以其精辟之见解，厘清你对策略的错误认知。他针对“好策略与坏策略”做出清晰透彻的诊断分析，告诉你何谓真正的“好策略”、好策略必须具备什么样的条件、好策略应该如何规划、企业又应该如何避免身陷“坏策略”的泥淖之中。而如何成为一位擘画优质策略的策略家，作者在本书也提出了精辟的思考方式供读者借镜参酌。

简而言之，所谓“好策略”，必须具备三项基本要素：

1.诊断问题——看清眼前挑战的本质

2.指引方向——你所选择的整体做法

3.一致行动——实行指引方针必须采取的步骤。

本书作者特别强调，好策略包含的是一套完整一致的行动，但这些行动并非“执行”细节，而是策略的力量来源。策略除了详述组织要做些什么，也要诉说组织不要做什么。更重要的是，策略必须具有视人所未见、高瞻远瞩的独特视野。

举例来说，过去美国的大型量贩店至少要有10万人口市场才能获利，这是一般的市场认知。美国零售业龙头沃尔玛（Wall Mart）商店，通过供应链的有效管理策略，建立了一个由150家店所建构的网络，并以一个配销中心作为支援中心，将采购决策予以集中化。通过此番“优”策略的实践，它颠覆了过往的“大卖场”法则，让他们在人口少的地方也能经营大卖场，重新界定了“店”的定义。由此可知，好策略的过人之处，在于它让人以不同的角度观察态势，进而产生开创新局面的独到作为。

除了上述的实例之外，本书还具体提出了优质策略家应该具备的思考术。首先，你必须把策略视为有待证明的假设。再者，决策者必须愿意让假设接受深刻的批评。最后，应避免盲目从众，要有能力形成独立的判断。你是会拟定出好策略的杰出策略家吗？本书将是你认清策略本质、擘画优质策略的必读指南。



5分钟摘要



好策略 坏策略 
英



策略跟很多人以为的有所不同。公司宗旨如果像是填空题一样，夸口说要成为这个领域的世界第一、那个领域的世界第一，那是拟定不出策略的。你振臂一呼说要埋头苦干、要提升业绩20％，同时还让获利成长，这并不是策略。认真打拼、财务预测、陈词滥调，或是期望未来繁荣发展，这些也都不是策略。

简单来说，策略就是你要用来应付高难度挑战的方法。你经过深思熟虑拟定出这些方法来应对挑战，然后向前迈进。策略就是你组织朝未来迈进的方法。

真正的好策略，一定会包含3项要素：
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MAIN IDEA



Good Strategy Bad Strategy 
中



Strategy is not what many people think it is. You don't develop a strategy by using a fill-in-the-blanks mission statement blathering about how you will be world class in some field or another. Nor is strategy a declaration of war that you will hunker down and work hard to increase sales by twenty percent a year while simultaneously growing your profits. Neither effort, financial projections, platitudes nor wishes about a prosperous future are strategy.

Pure and simple a strategy is the way you will deal with a high-stakes challenge. It's the way you've developed to cohesively and intelligently respond to that challenge and move forward. Strategy is about how your organization will move forward.

A good strategy always contains three elements:
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第1章　好策略和坏策略两者间的关键差异 
英



坏策略不只是好策略的相反，它所包含的，往往有陈腔滥调、不切实际的目标，还有听来动人的口号。相对来说，好策略会明确指出组织要如何集中资源来应对挑战，然后继续前进。好策略包含3个部分：

[image: 019.01]


有2大优势来源，对任何企业来说都非常重要，分别是：

[image: 011.02]


可惜事实上，杰出的经营策略相当罕见，而且还常常是出现在意料之外的地方。大多数组织的经营策略都未能发挥整合的效果，因此无法让所采取的行动、政策和资源见到重大的成果。各项目标间往往没有相关性、利益相互冲突，有一大堆成果想要达成，却没有完善的策略。

定出好策略之后，应该就可以看出新的优势和劣势来源，并加以妥善运用。以沃尔玛为例，在沃尔玛出现之前，一般都认为：“大型量贩店至少要有10万人口的市场才有可能获利。”后来沃尔玛开始在小城镇开设面积120几坪的卖场。沃尔玛能够这么做到是因为，该公司建立起一个150家店构成的网络，由一个配销中心来支援，将采购决策集中化。这使得沃尔玛有效地重新界定了“店”的定义，改成以“网络”作为沃尔玛管理的基本单位。沃尔玛通过供应链的有效管理，为各个据点建立起充足的效能，让这些店可以在人口少的市场经营，做到竞争对手所不能。好策略可以让人从不同的角度看事情，因此常常会带来新的看法。



大师观点

“想要建立好策略，领导人必须有意愿和能力，向各种各样的行动和利益说不。策略除了是说组织要做些什么，也是说组织不要做什么。”

——理查德•鲁梅尔特

“坏策略不只是好策略的相反这么简单，它源自于错误的概念和不当的领导。当你培养出察觉坏策略的能力，就能大幅提升判断、影响和建立策略的成效。”

——理查德•鲁梅尔特



一、坏策略的4大特点：

× 虚无的口号——所提出的策略是胡说八道，或者是很肤浅地把一些流行语重新排列组合。比如说：“我们的基本策略就是，成为顾客导向的沟通桥梁。”这是什么意思？这根本就是空话，就好比一家银行说：“我们的基本策略就是要成为一家银行。”当专业、思考和分析都付之阙如的时候，就会产生虚无的口号。

× 无法面对挑战——这点很严重，因为如果没办法确定挑战是什么，当然也就没办法想出策略来加以改善。所谓策略，就是应对挑战或克服障碍的办法，如果无法确认挑战为何，就不可能产生好的策略，而会变成是高难度的目标和预算，或是一长串想做却做不到的成果。

× 错把目标当成策略——只知道宣示自己的企图心，而没有克服障碍的具体计划。宣示说：“我们要让营收一年成长20％，同时让毛利率保持在至少20％。”这不是策略，是目标。订定目标没有错，但目标不是策略。要达成更高的绩效，经理人必须找出成长的障碍，然后拟定整合性的做法来加以克服。这样才有办法产生真正的策略。

× 采用了坏策略的目标——无法克服关键问题，或是想法完全不务实。好策略会将心力和资源集中在少数几项的核心目标上，由这些目标引导出一连串理想的结果。如果你的目标是将一团想法随意搅在一起，或者是天马行空不切实际，你就是在乱枪打鸟，看能不能蒙中一两只猎物，这可不是策略。你会获得一些自己觉得不错的东西，不过不是策略——即使你只是在重述老板想要什么。

坏策略之所以会大量冒出来，可能是因为：

（1）公司不愿意或没有能力选择目标。

（2）经理人依样画葫芦。

（3）经理人在模仿杰克•韦尔奇等明星。



大师观点

“好策略会辨识出真正关键的挑战。不仅如此，还可以在挑战和行动之间搭起桥梁，把期望和立即可掌握的目标连结起来。因此，好策略所设定的目标，应该很可能在现有的资源和能力之下加以达成。坏策略是空泛和浮面的，存在内部矛盾，而且无法看出问题，更无法解决问题。

——理查德•鲁梅尔特



二、好策略的根本架构

好策略一定有一致的“核心”，也就是包含以下3个部分的根本架构：
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1．策略一定是始于正确的诊断——也就是要研判眼前的状况。确切的诊断能够厘清状况的本质、将状况归纳出模式，甚至有可能想出过去是如何处理类似的状况。实际上来说，诊断就是在判断状况的实际情形，将复杂局面改变成可以解决的简单问题。诊断往往可以表达成一个必须解答的问题、对于状况的比喻以及可以类比或参照的知名架构。好的策略诊断也会界定出未来的行动领域。

案例：路易斯•郭士纳在1993年接任IBM首席执行官，当时该公司正在走下坡，打算将公司分拆成几个规模较小的独立事业。郭士纳诊断出IBM的独特之处就在于，拥有许多不同领域的专业能力，因此他采取了完全相反的方向。郭士纳改变了他要问的问题，于是得以将IBM转变成解决方案的提供者，而不是硬件或软件的供应商。



大师观点

“基本上来说，诊断可以指出或厘清状况、将个别情况理出模式，并提出应该在哪些方面上多加注意，哪些不需要特别注意。真正有洞见的诊断可以转变一个人对状况的解读，并采取完全不同的观点。运用诊断可以让人评估策略的其他方面。此外，将诊断纳入策略执行，可以让人再次检视策略的其他方面，并且随着情况的改变而改变。”

——理查德•鲁梅尔特



2．拟定策略的第2项步骤，是要建立或指出明确的指引方针——也就是处理关键困难点的方法。简单来说，指引方针概述了要运用什么样的整体做法，来克服诊断所点出的障碍。指引方针会引导我们看出，哪些行动还未充分厘清状况就贸然采取，然后加以限制。好的指引原则会预期到可能发生的状况、减低复杂和含混不清的问题、善用各种可以运用的资源，并整合方针和行动，使其相辅相成。

案例：在郭士纳主掌下的IBM，指引方针是要运用公司最擅长的能力去“创造和提供顾客解决方案”。这为IBM建立了优势，因为公司上下的员工都有一致的共识。当员工集中IBM的强大资源，去解决每一位顾客面临的特定挑战，他们可以很清楚知道，自己这么做是对的。

另一个案例：富国银行的公司愿景是：“我们要满足所有顾客的财务需求、帮助顾客达成财务成功、成为每一个市场中的优越金融服务提供者，并成为大家心目中的卓越美国企业。”这个愿景听起来很棒，但是CEO理查德•柯瓦希维奇很清楚，这样的愿景太抽象、不够实用，所以他明确指出公司的指引方针：“富国银行要运用交叉销售的网络效应。”结果这个指引方针让富国银行有了运营的基本原则：当富国银营销售越多金融产品给顾客，他们就会越了解顾客，未来也越能够销售更多商品给顾客。富国银行通过一项产品的销售，带动其他产品的销售，可以说善用了其规模来达成优势。该公司能让销售增加，就因为它懂得更多。



大师观点

“好策略不只是说你想要做‘什么’，还包括‘为什么要做’还有‘怎么做’。好的指引方针会创造或汲取优势的来源，以克服诊断所指出的障碍。没错，策略的核心经常就是优势。好策略可以放大资源和行动的成效，借此创造优势。”

——理查德•鲁梅尔特



3．最后，策略必须明确指出所要采取的一致行动——因为策略就是要采行能够创造价值的行动。策略不是理论，而且一定要能推动组织向前迈进，才叫做好策略。行动一定要清楚且协调——也就是说，所采取的行动必须一致朝向单一目标。

我们举一个企业会一再遇到的简单例子，来解释这个概念。业务人员很喜欢提供紧急订单，来取悦他们最好的客户。相对地，制造人员通常比较喜欢长期、不中断的生产期，让机器可以被最大化利用。但你不可能一边保持长生产期，一边可以处理突发的紧急订单。因此，指引方针如果能明确指出，公司是要成为最低成本的供应商，还是要成为最有弹性的供应商，就可以解决这样的矛盾。这样一来，所选择的指引方针就可以让大家清楚了解，公司必须采取什么样的一致行动。

另一个案例：杰克斯•纳赛尔在1999年就任福特公司CEO，他很快购并了沃尔沃、捷豹、路虎和阿斯顿马丁等车厂。规模经济对于汽车业至关重要，所以纳赛尔提出要让沃尔沃和捷豹共用底盘。这个想法并不奏效，因为这么做只是在折损这两个厂牌的品牌资产，并惹恼沃尔沃和捷豹最忠实的顾客、经销商和服务点。结果，沃尔沃的顾客不想买“安全的捷豹”，而捷豹的顾客也不想买“动感的沃尔沃”。这两种需求是冲突的，一点也不协调一致。



大师观点

“策略最主要就是去判断什么才是真正重要的，然后集中资源和行动去达成这个目标。这需要相当程度的坚持，因为着重在一项目标上，会侵蚀到其他目标。策略的协调一致，不是在相互适应调整，而是要根据方针和规划，让整个制度可以一致运作。更具体来说，规划就是在进行整合的工程，明确指出行动和资源要如何结合。”

——理查德•鲁梅尔特





Chapter 1　Good Strategy vs. Bad Strategy The Defining Differences 
中



Bad strategy is more than just the absence of good strategy. All too often, bad strategy consists of nothing more than platitudes, unrealistic goals and warm-and-fuzzy sounding slogans. Good strategy, by contrast, specifies how the organization will focus its resources to respond to a challenge and move forward. Good strategy has three parts:
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For any business, there are two sources of strength which are huge and naturally important. These are:

[image: 011.02.E]


The unfortunate reality is good business strategies are reasonably rare and somewhat unexpected. Most organizations don't have a business strategy which provides them with coherence so actions, policies and resources can be applied to the accomplishment of an important end. All too often, there are unconnected targets, incompatible interests and a laundry list of desirable outcomes rather than a robust strategy.

When you have a good strategy in place, it then becomes more likely that you will get insights into new sources of strength and weakness you can exploit. Take the case of Wal-Mart. Before Wal-Mart came along, the prevailing wisdom was: "A full-line discount store needs a population base of at least 100,000 to be profitable." Wal-Mart then started to build and operate forty-five-thousand-square-foot stores in small towns. It was able to do this because it created a network of 150 stores served by a distribution center where purchasing decisions were centralized. By doing this, Wal-Mart effectively redefined the definition of a "store" and replaced it with "the network" which became Wal-Mart's basic unit of management. By managing its supply chain efficiently, Wal-Mart was able to build sufficient efficiency into its stores that they could serve much smaller populations than their competitors. Good strategy often generates new insights because people are able to look at things from a different perspective.



Key Thoughts

"Good strategy requires leaders who are willing and able to say no to a wide variety of actions and interests. Strategy is as much about what an organization does not do as it is about what it does."

— Richard Rumelt

"Bad strategy is not simply the absence of good strategy. It grows out of specific misconceptions and leadership dysfunctions. Once you develop the ability to detect bad strategy, you will dramatically improve your effectiveness at judging, influencing and creating strategy."

— Richard Rumelt



1. The four major hallmarks of bad strategy are:

×Fluff — the stated strategy is gibberish or superficial restatements of the obvious mixed with buzzwords. Example: "Our fundamental strategy is customer-centric intermediation." What does that mean? This is an empty phrase. It's like a bank saying: "Our fundamental strategy is to be a bank." Fluff results when expertise, thought and analysis are completely absent.

×Failure to face the challenge — which is serious because if you cannot define the challenge, you cannot come up with a strategy to improve it. A strategy is a way to respond to a challenge or to overcome an obstacle. If the challenge is not defined, it becomes impossible to assess the quality of the strategy and instead you end up with something which is more like a stretch goal, a budget or a laundry list of things you hope will happen.

×Mistaking goals for strategy — being content to have statements of intent rather than concrete plans for overcoming obstacles. Stating "We will grow revenue by 20% a year while maintaining a profit margin of at least 20%" isn't a strategy. It's a goal. There's nothing wrong with setting goals but they are not strategy. To obtain higher performance, managers must identify obstacles to growth and develop a coherent approach to overcoming them. That's when a true strategy will emerge.

×Utilizing bad strategic objectives — you fail to address critical issues or you come up with something completely impractical. Good strategy focuses energy and resources on a very few pivotal objectives which will lead to a cascade of favorable outcomes. If you've got along "dog's breakfast" of random objectives or "blue sky" objectives where you shoot for the stars in the hope of hitting a nearby mountain, you don't have a strategy. You have some feel good stuff but it isn't a strategy — even if you're just restating what your boss wants.

Bad strategy flourishes because:

Companies are unwilling or unable to choose goals.

Managers are following a fill-in-the-blanks template.

Managers are emulating superstars like Jack Welch.



Key Thoughts

"A good strategy defines a critical challenge. What is more, it builds a bridge between that challenge and action, between desire and immediate objectives that lie within grasp. Thus, the objectives a good strategy sets should stand a good chance of being accomplished, given existing resources and competence. Bad strategy is vacuous and superficial, has internal contradictions, and doesn't define or address the problem."

— Richard Rumelt



2. Structure of Good Strategy

Good strategy always has a consistent "kernel" or underlying structure with three parts:
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1．Strategy always starts with an accurate diagnosis— of the situation at hand. A good diagnosis will classify things as they stand, align facts into patterns and maybe even bring to the surface knowledge about how similar situations were handled in the past. In practical terms, the diagnosis will be a judgment of the true facts of the situation which replaces complexity with a simpler problem which can be solved. It's quite common for the diagnosis to be couched in terms of a key question which needs to be answered, a metaphor for what's going on, an analogy or a reference back to a well-known framework. A good strategic diagnosis will also define the domain of action moving forward.

Example: When Lou Gerstner became CEO of IBM in1993,the company was in decline and it was planning to break into smaller standalone entities. Gerstner reversed that course by diagnosing that IBM was unique because it had expertise in many different fields. He changed IBM into a solutions provider rather than a hardware or software vendor by changing the question he asked.



Key Thoughts

"At a minimum, a diagnosis names or clarifies the situation, linking facts into patterns and suggesting that more attention be paid to some issues and less to others. An especially insightful diagnosis can transform one's view of the situation, bringing a radically different perspective to bear. An explicit diagnosis permits one to evaluate the rest of the strategy. Additionally, making the diagnosis an explicit part of the strategy allows the rest of the strategy to be revisited and changed as circumstances change."

— Richard Rumelt



2．Strategy next either creates or specifies a definitive guiding policy — the way the critical difficulties will be dealt with. In a nutshell, the guiding policy outlines the overall approach to be used to overcome the obstacles highlighted by the diagnosis. Guiding policies direct and constrain actions without fully defining everything that happens. A good guiding principle will anticipate what might arise, reduce complexities and ambiguities, exploit the leverage which is available and create policies and actions which are coherent in that they build on each other.

Example: IBM's new guiding policy on Gerstner's watch was to use what the firm does best to "create and provide customer solutions." This created advantage for the firm because all IBM employees were on the same page. Everyone in the company knew they were doing the right thing when they focused IBM's impressive resources on the specific set of challenges faced by each customer.

Another example: Wells Fargo has this corporate vision: "We want to satisfy all of our customers' financial needs, help them succeed financially, be the premier provider of financial services in every one of our markets, and be known as one of America's great companies." That sounds great but CEO Richard Kovacevich knew it was too esoteric to be useful so he specified the company's guiding policy was: "Wells Fargo will use the network effects of cross-selling." That guiding policy, in turn, meant Wells Fargo operated on the basis the more financial products it sold a customer, the more Wells Fargo would know about that customer and the more it could then sell them in the future. By using the sales of one product to facilitate the sale of additional products, Wells Fargo was using its own size and reach to advantage. The company sold more because it knew more.



Key Thoughts

"Good strategy is not just ‘what’ you are trying to do. It is also ‘why’ and ‘how’ you are doing it. A good guiding policy tackles the obstacles identified in the diagnosis by creating or drawing upon sources of advantage. Indeed, the heart of the matter in strategy is usually advantage. Good strategy creates advantage by magnifying the effects of resources and actions."

— Richard Rumelt



3．Finally, strategy must articulate a set of coherent actions to be undertaken — because strategy is about doing something which adds value. Strategy is not theoretical. A good strategy always involves doing something to move forward. There must be clarity and coordinated action — that is, the actions taken must be coherent and consistent with one objective.

To illustrate, consider a simple example which arises in companies again and again. Salespeople love to please their best customers by offering rush orders. Manufacturing people, on the other hand, generally prefer long and uninterrupted production runs where the machines can be optimized. You can't have long production runs and be able to handle unexpected rush orders at the same time. Therefore a guiding policy which specifies whether the company is trying to be the lowest cost provider or the most flexible provider will sort out this conflict. The chosen guiding policy will then clarify the actions which need to be taken in a coherent fashion.

Another example: In 1999 when Jacques Nasser became CEO of Ford, he moved quickly to acquire Volvo, Jaguar, Land Rover and Aston Martin. Since economies of scale are vital in the automotive industry, Nasser proposed putting Volvo and Jaguar onto a common platform. This didn't work because all this did was to dilute the brand equity of both marques and annoy Volvo's and Jaguar's most passionate customers, dealers and service shops. It turned out Volvo buyers didn't want to buy a "safe Jaguar" any more than Jaguar buyers wanted a "sporty Volvo." The two sets of demands were in conflict rather than being aligned coherently.



Key Thoughts

"Strategy is primarily about deciding what is truly important and focusing resources and action on that objective. It is a hard discipline because focusing on one thing slights another. Strategic coordination, or coherence, is not ad hoc mutual adjustment. It is coherence imposed on a system by policy and design. More specifically, design is the engineering of fit among the parts, specifying how actions and resources will be combined."

— Richard Rumelt





第2章　好策略的9大力量来源 
英



好策略会先找出力量所在，然后把力量运用在最有效果的地方。好策略包含了许多力量的来源，非常值得我们去探求，以下举出其中9项：
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要运用短期的好策略，必须明智地整合方针、行动和资源，以应对所面对的对手或问题。从长期而言，好策略则通常是要投入方针和资源，以培养出预期在未来会极具价值的能力。不论是短期还是长期，“好策略”都是要尽可能找出力量来源并加以应用，让所有行动都能带来最大效益。

有鉴于此，自然有必要去熟悉好策略所运用的力量来源。对这些力量来源越是了解，策略就能越整合。总归来说，好策略就是要让组织整体向前迈进，而如果你手边有更多工具可用，就会更有能力做到这一点。认识这9大力量来源是很有帮助的。

力量来源1　杠杆

杠杆就是要汇聚所有组织成员的心力和行动，带出缔造绩效的力量。好策略会在机会浮现时，将所有力量集中运用在关键的核心目标之上。

杠杆往往来自以下3项要素：

1．洞烛先机——事先正确判断出，未来最强烈的需求会是什么，比如在公布开发计划之前先购买土地就是一例。提早买下土地，就能锁住之后出现的重大利益。洞烛先机不是什么超自然的力量。比如说你可能预见了智能手机的使用量会飞速成长，于是投入大量精力在未来可以依使用量收费的手机基础架构。

2．看清重点——在这些方面上小做调整，就可以大大释放未来的效益。零售商店可就很清楚，顾客重视的是清洁和服务，而不是囤积一大堆知名品牌的商品。支点可以创造杠杆，因为你比市场新进者更懂顾客。

3．集中力量——着重在少数几个有限的目标，反而可以带来更大的报酬。政治人物通常会选择能为受瞩目的少数人带来明显利益的计划，而不是能为所有人带来更大利益的计划。企业通常也比较偏好将资源投入在可以明显看出差异的地方。

当全球最大的电脑商在1980年找上比尔•盖茨，要他为他们的新个人电脑提供操作系统，比尔•盖茨很聪明地说：“没问题，这个我们可以做，不过我们要保留把软件销售给第三方的权利。”这就是杠杆最好的例子，预见未来可能发生的状况，看清在这个状况下哪些方面最为核心和关键，然后集中力量在这些方面上。只要能找对平衡点，杠杆就会是你经营策略的绝佳力量来源。

力量来源2　具体可见的目标

1961年，时任美国总统肯尼迪登高一呼，宣示美国要把人送上月球而且平安返回。他并没有说未来有一天要做到，而是承诺美国会在10年内达成目标。这在技术上有相当的难度，不过美国还是倾注资源，因为这个目标具体可见而且清楚明确，不会空洞含混。

第2个策略力量是要去除掉复杂和模糊，为组织设定积极而明确的目标。与其说“我们要卖出一大堆这个玩意儿”，不如说“在下一个财政年度，我们要制造和销售1,000万台”。这会产生力量，因为大家可以依此去努力设法达成这个具体目标，不会把力量在分散好几个可能的目标上。

回到登陆月球的例子。就在肯尼迪演说后2年，美国太空总署喷射推进实验室的工程师着手打造探索号太空船，这艘无人驾驶太空船会登陆并环绕月球巡航，然后才会开始进行载人的太空任务。工程师们一直无法完成探索号的设计，后来有一位主管明确指出，月球表面“粗糙不平，倾斜不超过15度，到处散布着不超过2英尺的大小石块”。他说的并不是真的，因为那时没有人去过月球，不过却是个具体可见的工作目标，让工程师有了依据——而且很幸运地，事实证明也很准确。

优秀的策略者很清楚，这么做能够为企业带来关键的力量来源。把组织所有可以做的事情，缩小到一两件必须做的要务，这样每个人都可以集中力量、更密切合作，并且更有效率。



大师观点

“不论组织规模大小，由高层定出清楚可见的大目标，可以让次一层的单位确立自己的目标，使他们得以定出明确方向，然后依此类推，顺利解决所有细节的问题。”

——理查德•鲁梅尔特



力量来源3　环环相扣的系统

如果有一套运作系统的整体效益，会受限于最弱的子单位或是“环节”，那么就可以说这是一个“环环相扣”的系统。如果在你的系统之中有弱的环节，那么强化其他环节的效果就很有限。如果能看出如何排除弱环节或是局限性因素，就能比不知道怎么做的对手更成功。

环环相扣运作系统代表性的例子，应该要算是1980年到2008年的通用汽车。如果按钮会从仪表板上掉下来，车门把手又会咯咯响得很厉害，那么提升车子变速箱的品质，一点意义也没有；还有，如果设计师一直设计出顾客讨厌的东西，改善组装也是没有意义的。除非通用汽车加强了生产效率，否则光是改善车子的外观，只会徒增成本。这样的例子不胜枚举。

策略者如果懂得如何避免组织陷入这样的循环，就能拥有力量。如果可以通过可见的目标厘清问题、找出瓶颈所在，并建立务实方法突破障碍，就可以见到极佳的成果。举例来说，通用汽车当初如果有高层出来说以下的话，或许就可以避免破产的命运：“好，我们来进行一项3年的拯救计划。第1年，我们要用12个月的时间改善品质，让通用的车子成为业界最佳。然后，有了高品质的产品可以提供给顾客之后，我们要再花1年专注在销售技巧和工具。然后在第3年，我们要加强削减成本，这样才能创造最大获利。”

企业要建立和维持策略优势，有一个方法是将各项世界级的活动，环环相扣结合起来。设计和销售组装家具的瑞典商宜家家居，就非常擅长这一点。该公司提供设计精良的平整包装家具，在宜家家居自己的型录上刊登广告，再通过其自营的庞大卖场来销售，灵活结合了这几项活动。该公司将制造外包，但自行管理全世界的物流系统。宜家家居通过这种方式，建立起环环相扣的系统，将卓越成果带给顾客。

力量来源4　规划

策略包含了3项关键的要素：
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1．防患未然——事先盘算好，在开始进行之后可能会遇到哪些状况。

2．料敌先机——思考竞争对手将会如何应对。

3．同步向前——让所有团队成员都朝同一个目标迈进。

如果能够通过规划将这些要素全面整合，然后加以实践应用，就能拥有很有价值的力量来源。好策略会协调方针和各项行动的活动，集中在组织最能发挥竞争力的方面。

经营策略的关键挑战通常在于，要找出竞争对手无法复制的资源，又不至于产生经济损失。如果拥有强大的资源，要规划出最佳策略就不困难。如果无法取得特定一项资源，这时策略上的挑战就在于，要设法建立可行且整合的策略，尽量减低对所缺资源的需求。如果你几乎没有策略资源，那么就需要通过灵活的策略，巧妙整合各项行动。这其中的道理就是，在任何情况下，只要能规划出最佳策略，就一定能拥有最大的力量。



大师观点

“规划式的策略就是要灵活整合资源和行动，在艰巨的情况中产生优势。在同样的资源条件之下，竞争情势越是激烈，就越需要明智地将资源和行动密切整合。如果竞争情势平稳，资源的品质越高，密切整合资源和行动的需求就越低。”

——理查德•鲁梅尔特



力量来源5　聚焦

当公司以一个经营系统锁定一个特定市场区隔，提供给顾客优于竞争对手的价值，就达到了聚焦。能够做到这点，公司就可以把握住所创造的大部分价值。这可以让产业里规模较小的厂商，反而能创造比最大企业还要多的获利。如果你能设想出这样的可能性，就能拥有更大的力量。

我们以瓶罐制造商皇冠柯克西尔公司为例来说明。该公司专门经营喷雾罐和无酒精碳酸饮料的市场，竞争对手包括大陆制罐公司、全国制罐公司和美国制罐公司。当其他公司在竞逐米勒啤酒等大客户，赚取4％到5％的资产报酬率，皇冠公司平均每年可以带给股东19％的报酬率。

皇冠公司是怎么做到的？

× 皇冠公司强调客户服务和技术协助，如果客户遇到问题，皇冠公司的CEO会很乐意跳上飞机，亲自去看看是什么问题。皇冠公司和客户的关系非常密切。

× 皇冠公司的工厂规模小，所以有办法进行小规模的运转，也就是说该公司非常适合接急单。

× 皇冠公司的工厂产能都有余裕，随时可以应对季节性等意料之外的突增需求，这让该公司可以收取更高的价格。

× 因为皇冠公司的生产期间较短，每一个工厂都会有好几位客户（比如说当地的饮料制造商），而不是只有一个类似米勒啤酒的大客户。这表示皇冠公司不会因为被大客户绑住，造成必须压低价格。

这一切使皇冠公司的经理人得以掌握所创造的大部分价值。该公司有规划完善的合理策略，而且实施的成效非常卓著。



大师观点

“基本上，策略的重点就是聚焦，而大多数复杂的组织，都无法让资源集中运用，反而是一次追逐好几项目标，没有汇集足够的资源去达成任何的突破。”

——理查德•鲁梅尔特



力量来源6　成长

成长人人都爱。一般都认为，购并带来的成长能够为股东创造价值，这样的观念深植于商业思维之中。然而事实上，除非你能以远低于实际价值的价格，买下一家公司，或是你公司具有独特优势可以创造价值，否则要通过购并带来成长，通常是零和游戏。

那为什么企业会如此积极，想要通过购并来达到成长？常见的理由包括：

× 可以降低行政管理成本，因为这些成本分摊到了更大的顾客群之上。

× 可以留下重要的高管，因为他们可以轮调到外围的单位，一方面管理单位，一方面等待领导整个企业的机会。

× 大企业领导人的薪资往往优于小公司的领导人——所以从高管的薪资来看，成长是好事。

× 整合之后的现金流量会充沛许多，因此在未来有能力做更大的生意。

× 可以取得更大的规模经济优势。

× 成为全球品牌比成为跨国品牌更有价值。

实际上，这些效益很少真正出现。无可否认的事实是，大多数主并公司其实都付了太高价钱，去取得被并公司的控制权。结果使得预期的效益从来没有开花结果。

这一切的一切说明了，如果你能规划出重大的成长，在拟定经营策略时就能拥有绝佳的力量来源。重大的成长，来自于不断进步和应变的能力，更来自于卓越的产品和技能。重大的成长，是创新、灵活、效能和创意带来的报酬。能够想出如何赢得市占率和优越的报酬率，就能在经营策略上获得绝佳的力量来源。

力量来源7　优势

没有人可以具备全面的优势。如果可以找出自己有哪些强项正好是竞争对手的弱项，就掌握了极大的策略力量来源。然后就可以决定要善用哪些对手的弱点，并且避免自己的弱点完全暴露出来。卓越领导人很清楚彼此的落差在哪里，然后能够将这些转换成在市场上的竞争优势。

拥有竞争优势，并不自动等于具备高获利能力。要从竞争优势中创造价值，就必须运用以下4种方式，让策略能够善用自己所具备的优势：

1.让优势深化——降低成本、提高售价，当然最好能两项兼具。

2.让优势广化——以现有优势为基础切入新市场、进入其他领域，或是让品牌有新的应用方式。

3.为产品或服务创造更高的需求——采取能够扩大潜在顾客群的做法。举例来说，可以委托进行研究，证明自己销售的商品优于竞争对手。

4.让别人更难模仿你——取得知识产权保护；以现有的知名品牌名称开发出新的产品，或是降低具备专业技能员工的离职率。如果还能根据已经具备或研发出的新专利知识，不断推出次世代产品，就能让其他人更难与你竞争。



大师观点

“有一些广告标语或推销口号，宣称某一套资讯系统或产品或训练课程，可以带来竞争优势，这其实是误用了这个词，因为说是能让所有买了产品的顾客都享有‘优势’，其实是矛盾的说法。有些优势比其他优势‘有意思’。能够看出提升价值的方法，竞争优势才有意思。也就是说，一定有一些方法是你可以凭自己的力量，去增加价值。”

——理查德•鲁梅尔特



力量来源8　动态

当市场动态改变，就会发生各种各样的后续变化。举例来说，当微处理器的价格变得十分便宜，几乎所有产品都可以加上微处理器让产品更“智慧”，这时个人电脑产业的竞争优势，就会从擅长系统整合的厂商（如DEC和IBM），转换到拥有关系网络可以运用的厂商。这个产业就会变成水平结构的模组化，而不是垂直整合。

如果可以预见当新科技出现时，产业会如何转变，市场动态又将如何变化，就可以取得未来可能很有价值的优势。在整体市场发生变化时，产业的转变往往是由以下因素触发的：

1．所有方面的固定成本都在上涨——这可能使得在未来，只有规模最大的业者才有足够资金进行研发。

2．取消管制可能让竞争态势一夜之间翻盘——所以每当政府宣布重大的政策调整，都要特别注意可能的剧烈转变。

3．所有的预测都是推估的——都期待目前的趋势可以完全适用于将来。现实世界绝对没有那么顺利，而是会一再出现意料之外的起伏和纷扰。在现实中，事情不会如“原本”那样发展的。

4．现任者和市场领导者永远不愿意改变——所以绝对不要期待龙头业者会为业界的发展带来改变，改变永远是从边缘开始。

5．产业往往会朝效率的方向发展——只要出现能提升效率的新构想，就一定会引起注意，不过也不一定会就此取代旧有方式。大家都知道网络新闻具备成本效益的优势，但传统的报纸还是撑下来了。最后主导局势的，可能是新旧科技的某种结合。

力量来源9　惯性和乱度

企业惯性表示组织无法顺应不同情势进行调整。乱度的意思是说，管理不佳的组织长期下来往往比较失序，也比较无法聚焦，因此即使市场很稳定，领导人还是必须不断下工夫。如果能够诊断出乱度和惯性的因果关系，建立合理而务实的变革指引方针，然后规划出整合的行动来加以时限，就能够取得珍贵的策略力量来源。

可能产生的惯性理由包括：

× 财务模型和经验法则已经不合时宜；

× 受现有企业文化的制约；

.× 不想替换掉获利丰硕的商品。

至于乱度可能来自于：

× 混乱和浪费的状况逐渐累积；

× 责任没办法区分清楚；

× 竞争的力气被用来对内。

重点是，如果能够看出组织的惯性或乱度问题，并加以妥善应对，或是看出竞争对手的惯性与效率不彰，然后以此作为竞争优势，就可以增强策略力量。善用对手惯性最好的例子，就是线上租片业者Netflix超越了百视达，因为百视达无法让自己放下原本聚焦在零售店的经营模式。

同样，对手的乱度也是一个值得好好探究的绝佳竞争机会。如果你能够看出，对手目前的首要之务是组织再造，那么他们自然会努力投入于相关的活动，而在其他方面有所松懈。在他们忙着处理内部的问题时，采取一些灵活的做法，将会带来很大的收获。



大师观点

“大公司即使是加足油门进行变革计划，也可能要花上好几年，才有办法调整基本的运作模式。了解对手的惯性，跟了解自己的优势一样关键。要转变一个复杂的组织，是一种极大的策略挑战。”

——理查德•鲁梅尔特





Chapter 2　The Nine Sources of Power For Good Strategies 
中



A good strategy works by finding and then applying power where it will have the greatest effect. There are at least nine fundamental sources of power which can and should be used in good strategies:
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To apply good short-term strategy, you may need to attack a rival or a problem with an intelligent combination of policy, action and resources. In the longer term, good strategy usually involves using policies and resource commitments to develop capabilities which will be of value in the anticipated contests of the future. In both these timeframes, "good strategy" is all about magnifying the effectiveness of actions by finding and then applying as many sources of power as feasible.

With this in mind, it makes good sense to be familiar with the various sources of power which good strategies utilize. The more you know about these sources of power, the more cohesive your strategy will become. Ultimately, good strategy is about moving forward as an organization but your ability to do this will be enhanced if you have more tools at your disposal. Getting to know the nine sources of power is a good idea.

Power 1 Leverage

Leverage means you draw performance power from focusing the minds, energy and action of everyone who works for your organization. A good strategy will make use of a concentrated application of effort onto a key pivotal objective at an opportune time.

Leverage tends to rise from a mix of three elements:

1．Anticipation — you correctly figure out in advance where future demand will be the strongest. For example, you buy land before plans for development are announced. By buying early, you then lock in gains in value that come along later. Anticipation does not require psychic powers. You can, for example, anticipate smartphone usage will soar and overtax the cell phone infrastructure leading to usage-based fees in the future.

2．Insight into pivot points — areas where small adjustments can unleash much larger results in the future. A retailer might know customers value cleanliness and service more than stocking established brands. Pivot points generate leverage because you know your customers better than any newcomer will.

3．Concentration — where focusing on fewer or limited objectives generates larger payoffs. Politicians will often favor a plan which delivers a clear benefit to a small but recognizable group over an alternative which provides larger benefits spread thinly across the entire population. Companies also generally prefer to put their resources where they can make a large and visible difference.

When the world's largest computer company came knocking at his door in 1980 looking for an operating system for their new personal computer, Bill Gates was astute enough to say "Yes, we can do that, but we'd like to retain the right to sell the software to third parties as well." This is the perfect example of the kind of leverage which comes when you anticipate events which may arise in the future, have insight into what issues are most pivotal or critical in that situation and then make a concentrated application of effort. Leverage can be an incredible source of power for your business strategy if you get this balance just right.

Power 2 Proximate Objectives

When President Kennedy called in 1961 for the United States to put a man on the moon and return him safely to earth, he didn't say this should Happen sometime in the future. He committed the United States to achieve this before the end of that decade. There were technical challenges to overcome but the nation's resources got committed because the goal was proximate and clear-cut rather than vague or nebulous.

The second source of strategic power is you remove complexity and ambiguity and set your organization an ambitious yet precise goal. Instead of saying "We'll sell heaps of these widgets," you say "In the coming financial year, we will manufacture and sell 10 million units." This generates power because people can then get busy figuring out how to achieve that specific objective rather than spreading their efforts out over a number of potential projects.

Returning to that moon shot, two years after President Kennedy's speech the engineers at NASA's Jet Propulsion Laboratory were working on Surveyor, an unmanned machine which would land and rove around the moon before a manned mission was attempted. The engineers had a difficult time creating a design for Surveyor until a mission director specified the lunar surface was "hard and grainy, with slopes no more than fifteen degrees, scattered small stones and boulders no larger than two feet across scattered here and there." This wasn't the truth because nobody had been to the moon at that time but it was a good working proximate objective which gave the engineers something to work to — and fortunately it turned out to be remarkably accurate in real life.

Good strategists know doing the same thing for a business is a key source of power. By reducing all the things an organization could be doing down to one or two things it must do, everyone can focus and collaborate better and more effectively.



Key Thoughts

"In organizations of any size, high-level proximate objectives create goals for lower-level units, which, in turn, create their own proximate objectives, and so on, in a cascade of problem solving at finer and finer levels of detail."

— Richard Rumelt



Power 3 Chain-Link Systems

A system has "chain-link" logic when its overall performance is limited by its weakest subunit or "link." If you have a weak link somewhere in the chain, strengthening all the other links will only have limited impact. If you have insight into how a weak link or a limiting factor can be removed, then you can be more successful than a competitor who is unaware.

Possibly the classic example of chain-link business systems is General Motors circa 1980 to 2008. There was no point increasing the quality of the vehicle's transmission if knobs were falling off the dashboard and door panels were rattling badly. Then again, improving fit and finish was pointless if designers continued to produce designs customers hated. However, improving the look of GM's automobiles would only increase costs unless the company mastered manufacturing efficiencies. And so on.

A strategist has power if he or she knows what it will take for the organization to get unstuck from these kinds of loops. If a bottleneck can be identified and a realistic way forward created through clarification of the right proximate objectives, impressive things can happen. For example, General Motors might have been able to stave off bankruptcy if someone with authority had come along and said: "Okay, we're embarking on a three year program to save the company. In year one, we will spend twelve months working on improving our quality until GM cars are the best in the industry. Then, once we have a high quality product to offer customers, we will spend a year focusing on the sales function building skills and tools. Then in year 3 we will get better at cutting costs so we can maximize profits."

One way companies can build and sustain a strategic advantage is to create a constellation of world-class activities which are chain-linked. IKEA, the Swedish company which designs and sells ready-to-assemble furniture is very good at this. It astutely combines well-designed flat pack furniture packs which get sold through giant IKEA-owned stores advertised by its own catalog. The company outsourcers manufacturing but manages its own worldwide logistics system. In this way, IKEA creates a system with chain-link logic which generates excellence for customers.

Power 4 Design

Strategy always has three key components:
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1．Premeditation — where you plan in advance what issues may come up as you attempt to do things.

2．Anticipation — where you try and figure out what your competitors will do to respond.

3．Coordinated action — where you try and get everyone on your team working towards one goal.

If you can design and then implement a cohesive combination of these three components, then you have a worthwhile source of power. A good strategy will coordinate policies and actions across activities to focus the competitive punch your organization delivers.

The key challenge in business strategy is usually to come up with resources which competitors cannot duplicate without suffering a net economic loss. If you're in a strong resource position, then designing your best strategy will be easy. If you don't have access to a unique resource, then the strategy challenge is to find a way to build a sensible and coherent strategy which minimizes the need for what you don't have. If you have few or no strategic resources, then you need a clever strategy which combines actions in a smart way. The simple dynamic at work here is whoever can design the best strategy always has the most power in any situation.



Key Thoughts

"A design-type strategy is an adroit configuration of resources and actions that yields an advantage in a challenging situation. Given a set bundle of resources, the greater the competitive challenge, the greater the need for the clever, tight integration of resources and actions. Given a set level of challenge, higher-quality resources lessen the need for the tight integration of resources and actions."

— Richard Rumelt



Power 5 Focus

Focus arises whenever a company targets a specific market segment with a business system which supplies customers more value than the other players can. When this happens, that firm can capture a larger fraction of the value it creates. This in turn can generate a situation where a small player makes more money than the largest players in the industry. If you can come up with this kind of scenario, you'll have more power.

To illustrate, Crown, Cork & Seal manufactures metal containers. It specializes in aerosols and carbonated soft drinks so it competes against Continental Can, National Can and American Can. Whereas the other companies like to go after the major customers like Miller Brewing and earn a 4-5 percent return on assets, Crown consistently provides an average return to shareholders of 19 percent a year.

So how does Crown do that?

× Crown emphasizes customer service and technical assistance. If a customer has a problem, Crown's CEO is happy to jump on a plane and find out what's happening firsthand. Crown gets very close to its customers.

× Crown has small plants and it therefore is prepared to do smaller runs. That means the company is ideally suited to fill rush orders.

× Crown's plants have excess capacity so it is always ready to help with seasonal or other unexpected demand blips. Crown can charge more for these.

× Due to the fact Crown does shorter production runs, each of its plant shave several customers (like local soft drink manufacturers) rather than just one major client like Miller Brewing. That means Crown doesn't get squeezed on its pricing by a captive client.

All of this means Crown manages to capture a larger proportion of the value it creates. It has a well designed and logical strategy which works well.



Key Thoughts

"At the core, strategy is about focus, and most complex organizations don't focus their resources. Instead, they pursue multiple goals at once, not concentrating enough resources to achieve a breakthrough in any of them."

— Richard Rumelt



Power 6 Growth

Everyone loves growth. The belief that growth through acquisition in and of itself creates value for stockholders is deeply entrenched in business thinking. The reality, however, is that unless you're buying a company for much less than it is actually worth or you are uniquely positioned to add value, growth by acquisition is usually a zero-sum game.

Why do companies seek growth by acquisition so aggressively? The rationales which are usually given include:

× Administrative costs will fall because they will be spread over a larger customer base.

× Key executives will be retained because they will be able to shift to peripheral operations they can manage while waiting for the opportunity to lead the overall enterprise.

× The leaders of large firms tend to be paid more than the leaders of smaller companies — so growth is good from an executive remuneration viewpoint.

× The combined entities will have larger cash flows and will therefore be better positioned to do even bigger deals in the future.

× Better economies of scale will be available.

× There is more value in being a global brand than there is in being a multinational.

In practice, it's very rare for any of these benefits to eventuate. The undeniable conclusion is most acquiring firms end up paying too much for control of the companies they are acquiring. That, in turn, means many if not all of the anticipated benefits never come to fruition.

All of this means if you can engineer some healthy growth, you have a great source of power when it comes to developing business strategy. Healthy growth is the outcome of growing and vibrant demand for the capabilities and competencies you offer. It is the natural outcome of superior products and skills. Healthy growth is the reward for innovation, cleverness, efficiency and creativity. Figure out how to gain market share and a superior rate of return and you'll have a great source of power when it comes to business strategy.

Power 7 Advantage

No one has an advantage at everything. If you can figure out what you're good at that your competitors are weak at, you have a great source of strategic power. You can then decide where you can exploit your rivals' weaknesses and avoid getting caught in a situation where your weaknesses become obvious to all. Great leaders understand asymmetries and turn those into competitive advantage in the marketplace.

Having a competitive advantage doesn't automatically equate with high profitability. To create value from a competitive advantage, your strategy must involve utilizing that advantage in one of four ways:

1．You deepen your advantage — by reducing your costs, raising your selling price or ideally do both.

2．You broaden the extent of your advantage — by building on your strengths and entering new markets, going into additional fields or applying your brand to new genres.

3．You create higher demand for your products or services — by doing things which increases the pool of potential buyers. For example, you might commission studies which show what you sell is better for you than what your competitors offer.

4．You make it harder for people to copy what you do — by gaining additional intellectual property protection rights, by stretching your well-known brand name to envelop a new product or by reducing turnover in the group where collective know-how resides. You can also make it harder for others to compete if you keep bringing out next-generation products which are based on new proprietary knowledge you've acquired or developed.



Key Thoughts

"Claims in advertising or sales pitches that a particular IT system or product or training program will provide a competitive advantage are misusing the term since an ‘advantage’ on sale to all comers is a contradiction in terms. Some advantages are more ‘interesting’ than others. A competitive advantage is interesting when one has insights into ways to increase its value. That means there must be things you can do, on your own, to increase its value."

— Richard Rumelt



Power 8 Dynamics

When the marketplace dynamics change, all kinds of second-order and derivative changes also occur. For example, when microprocessors became so cheap they could become embedded into most products to make them "smart", competitive advantage in the personal computer industry shifted from those who were skilled in system integration (like DEC and IBM) to those who had a network of relationships they could call on. The industry became modularized in a horizontal structure rather than being vertically integrated.

If you can anticipate how industries are transitioning as new technology comes along and the market dynamics change, you can gain an edge that may prove to be valuable. As changes occur in the general marketplace, industry transitions tend to be triggered by the same factors over and over:

1．Fixed costs are rising everywhere you look — which may mean new product development becomes something only the very largest players can afford to fund in the future.70

2．Deregulation can shift the competitive terrain dramatically overnight — so watch for a major transition whenever major changes in government policy are announced.

3．All forecasters will have a predictable bias — they will expect the current trends to be extrapolated out indefinitely. The real world is never smooth but unexpected blips and sidetracks will arise over and over. Things rarely play out in the real world like they are "supposed" to happen.

4．Incumbents and market leaders are always reluctant to change — so never look for any industry changing developments to come from the major players. They will always come from the fringes.

5．Most often, industries evolve in the direction of efficiency —whatever new ideas which come along which enhance efficiency will attract interest. There's no guarantee that's how things will end up however. Everyone knows online news is cost effective but traditional newspapers are hanging in there. What may end up dominating could be some kind of hybrid mix of old and new technologies.

Power 9 Inertia and Entropy

Inertia in business is an organization's inability to change in order to adapt to different circumstances. Entropy refers to the fact weakly managed organizations tend to become less organized and less focused over time and therefore leaders need to keep working hard even if the marketplace is stable. If you can diagnose the causes and effects of entropy and inertia, create a sensible and practical guiding policy for effecting change and then design a coherent set of actions to make that happen, you will have access to a worthwhile source of strategic power.

Inertia can arise in all kinds of ways:

× From outdated financial models and rules-of-thumb.

× From the prevailing corporate culture.

× From a desire not to cannibalize profitable offerings.

So too can entropy:

× Clutter and waste can accumulate gradually.

× Things can get blurred around the edges.

× Competitive energy can get directed inwards.

The whole point is strategic power increases when you recognize inertia or entropy problems in your own organization and respond appropriately or when you can see the inertia and inefficiency of a rival and compete aggressively. A great example of using a rival's inertia to good effect was the way Netflix pushed past Blockbuster because Blockbuster could not or would not bring itself to abandoning its focus on retail stores.

Similarly, a rival's entropy can also be a superb competitive opening worth exploiting. If you can see that organizational renewal is a priority for them, they will be so busy engaging in that exercise they will naturally take their eye off the ball. A few astute moves made while they are busy dealing with internal issues can pay huge dividends.



Key Thoughts

"Even with change programs running at full throttle, it can take many years to alter a large company's basic functioning. Understanding the inertia of rivals may be just as vital as understanding your own strengths. Transforming a complex organization is an intensely strategic challenge."

— Richard Rumelt





第3章　练就策略家的思考 
英



要创造更佳的策略，就必须仔细思考你构思策略的方式。
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好策略1　把策略视为有待证明的假设

有个好方法能让人了解什么是策略，就是把策略看成是一种假设，必须要证明其实际效果。实行策略可说是一种尝试，而通过尝试了解到的可行性，是非常珍贵的。策略没办法靠机器生产，不是你拉一下把手就会跑出来。必须先画出所要尝试的范围，然后去证明策略可行或不可行。

我们举星巴克创办人霍华德•舒尔茨为例，来说明实际的状况。舒尔茨在1983年参观了一家位于意大利米兰的意式咖啡吧，他很惊讶米兰这样的城市——大小和费城差不多，竟然可以让1,500家咖啡店全都生意兴隆。他想知道这种意式咖啡的经验，能否在美国重现。

开咖啡店在美国可不是什么新鲜事，不过舒尔茨直接在美国复制了一家意式咖啡吧。他新开的店装潢采用意式风格，而且没有座位，因为米兰的意式咖啡吧都是让客人站着喝。浓缩意式咖啡都是用小瓷杯装着，店里播放着歌剧，而且服务人员都打着领结。

如果舒尔茨保持这样的经营方式，他大概会是一位自豪的地区咖啡吧老板，不过他做了更全面的尝试。他开始试验各种不同的做法，并分析顾客的反应：

■不播放歌剧，饮料单用的是英文而不是意大利文。

■让咖啡师的穿着更轻松自在一些。

■推出纸杯提供外带服务。

■调整饮料单，提供脱脂牛奶做成的拿铁，并创作出各种手工制作的饮料。

舒尔茨逐步进行这些改变，将意式咖啡吧的体验本地化，以迎合美国人的口味。该公司几年之内就达成获利，而舒尔茨也开始不断开设分店。到1992年上市时，星巴克已经有125家店还有2,000名员工。10年之后，星巴克变成了美国的象征，全世界有4,700家店，营收达26亿美元。

星巴克具备了良好的管理，也善用了美国连锁经营模式以及上市募资的优势，不过其成长的关键因素还是在于，舒尔茨将他的策略视为假说，必须去印证其可行性。他先提出构想、搜集资料、研究这些资料的意义、发展出改善后的新假设，然后再加以测试。这个反复操作的过程就叫做“科学归纳”，任何成功的企业想要维系成功，这都绝对是一项关键要素。

我们可以从中学到的经验是，想要制定强大的经营策略，就要走近市场，找出各个可行和不可行的因素。如果能够比别人懂得更多，你就可以超越对手。万一被对手先发制人，就会陷入辛苦的挣扎。做出有根据的推断，判断什么做法可行，然后看看你的推断是对是错。



大师观点

“好策略是以功能性知识为基础，这类知识可以告诉我们哪些做法可行、哪些不可行，原因又何在。普及的功能性知识非常重要，但也因为人人都可以取得，所以通常不会有决定性的影响。最珍贵的功能性知识是财产，只有你的组织可以取得。好策略的基础，来自于得之不易的功能性知识，以及有机会创造这类知识的新策略。”

——理查德•鲁梅尔特



好策略2　要愿意让假设接受深刻的批评

要建立好策略，就不能跟其他人一样短视近利。这点并不容易做到，因为要建立策略必须对产业有相当的了解，而当你对产业累积了越多的认识，要改变思维就会越发困难。最后你就会用跟大家一样的方法，去应对所面对的挑战。

要加强自己拟定策略的能力，就要养成3种看来有点违背常理的习惯：

1．不断提醒自己策略的核心模式——也就是说好策略必须要：

•诊断目前的状况；

•具备有价值的指引方针；

•整合向前迈进的行动。

能够引发绝佳策略的灵感，很可能就来自于这3项要素之中——在你诊断状况、思考指引方针，或是规划行动方案的时候。特别留意突然出现的灵感，然后好好把握。

2．完全从问题和解决方案的角度，去思考策略——清楚明确地界定自己要解决什么样的问题，以及你的解决方案吸引力何在。不要光是想过去做了什么，而是要专心思考现在为什么要做这件事。如果能这么做，你的策略就会更有成效、更切合实际。

3．时时让你的策略接受最严厉的批评，寻求其他人的见解——而且请他人特别点出错误之处，以及你思考中的疏漏。如果你知道有人愿意残酷但诚实地告诉你实话，就要心存感激并且善用他们的建议。如果不认识这样的人，就要你自己跟自己的内心对话。想象你是要向乔布斯推销你的构想，他最有名的就是对笨蛋绝对不留情面。试着想象他会说你的构想是“好得不得了”还是“地球历史上最笨的构想”。

不论在工作或人生中，要做出好的判断并不容易，敝帚自珍是得不到好的判断的。要你定出稳健的策略，就要让策略接受最严苛的批评。用严厉的批评，来让你的策略真的刀枪不入。



大师观点

“要试着摧毁自己的构想，并不容易，也不舒服。要挑剔自己的看法，心里一定会经过一番挣扎。以我自己来说，我靠的是其他人的帮忙——我在自己的脑中组成一个虚拟的专家小组，这些小组成员的判断，我都非常重视。我通过和他们进行的内在对话，去评论我自己的构想，并激发新的想法。我会在真正向他们提出想法之前，先这么思考一遍。”

——理查德•鲁梅尔特



好策略3　要有能力形成独立的判断

商场上确实存在“盲目从众”的危险现象。常常可以看到决策者形成策略的根据，不是最近的股市讯号，就是其他明显不相干的外部因素。2008年的金融危机清楚呈献了，信用泡沫会发生什么状况。宽松的贷款和审核标准，拉抬了房地产和股市价格，然后这些新增加的资产价值，又被用来当作担保品再次贷款。很快地，借款者资金杠杆过大，而放款者发现用以抵押的资产，价值只有当初以为的一小部分，于是整个体系一夕崩塌。

当你看着别人的行动，然后以为他们知道什么你不知道的事情，就会发生盲目从众的现象。盲目从众就像是某种形式的相互取暖，可能造成各种各样不明智的决策。当你以为“其他人”正在注意某些基本面的问题，所以你只要跟着他们走就没问题，这就是盲从。

人还有一种倾向，跟盲从几乎是相随相生的，就是以为“这次不一样”，旧规则不再适用于这个全新的世界。这种“自以为是”的思考最明显的例证，就是20世纪90年代末的互联网泡沫热潮，还有最近2008年的金融和经济危机。



大师观点

“从众的压力会让我们觉得，反正大家都这么说，一定没问题（或者是一定有问题）。这种自以为是的想法会让我们忽视过去在其他地方的教训，然后相信我们的公司、国家、新事业或是时代，已经不同以往了。一定要克服这种偏见。要克服偏见，可以去关注有哪些现实状况驳斥了那些异口同声的论调，并且从历史和其他人在不同方面的经验中，学到教训。”

——理查德•鲁梅尔特



想要拟定和执行好策略，就不能在沸沸扬扬的喧闹中，放弃你自己的判断。你必须在重要议题上形成自己的独立判断，然后拟出独特的策略，来应对眼前最重大的挑战。别忘了，好策略的核心永远包含3大部分：
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大师观点

“独立且谨慎地评估情势，将独立的见解应用于精心规划的目标之上，才能够产生好策略。坏策略是盲从的，把流行的口号当作见解。要怎么做到独立判断而不偏激，提出质疑又不会被视为存心捣乱，是做人最困难的事情之一。”

“所谓‘策略’和‘策略性’等字眼，常常被滥用来装点高阶官员所作的决策。然而，‘策略’这个词，不应该只是被这些决策者拿来炫耀自己的层级有多高。‘策略’这个词真正的意思，应该是面对重大挑战的完整应对方式。好策略包含一套完整一致的行动，这些行动不是‘执行’细节，是策略的力量来源。一项策略若无法区分哪些行动看起来可行，哪些是真正可以立即执行，那就是忽略了重大的关键。拟定策略是要去思考如何增进组织的利益，领导人当然可以先定出目标，然后思考将该怎么做的工作交给其他人。不过这不是策略——很简单，这就叫做定立目标。”

——理查德•鲁梅尔特





Chapter 3　How To Think Like a Strategist 
英



To create better strategies, think carefully about the way you think about strategy.
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Good strategy 1 Treat your strategy like a hypothesis and demand proof

A smart way to view strategy is it's a hypothesis which needs to be proven to work. Implementation of the strategy is an experiment and what you learn about its applicability is very valuable. Strategy can't be generated by a machine where you wind the crank and out it pops. You have to draw a line in the sand and then get out there and prove or disprove what you're saying.

To illustrate how this works in the real world, take the example of Howard Schultz. In 1983, he visited an espresso bar in Milan and was impressed by the fact Milan, a city the size of Philadelphia, had 1,500 coffee bars doing a roaring trade. He wondered whether the espresso experience could be recreated in America.

The idea of setting up a coffee shop was hardly novel in the United States but Schultz set up a direct copy of the Italian espresso bar. His new store had Italian decor and no chairs because espresso bars in Milan were strictly standup. Espresso was served in small porcelain cups, opera music played in the background and the waiters wore bow ties.

If Howard Schultz had left it at that, he would probably be the proud owner of his own local espresso bar but Schultz did something much more profound. He started experimenting and analyzing how his customers responded as he:

■Got rid of the opera music and printed his menu in English rather than Italian.

■Had baristas dress more casually and comfortably.

■Introduced paper cups for takeout coffee.

■Changed the menu and allowed nonfat milk to be added to lattes to create handcrafted beverages.

As these changes moved forward, Schultz gradually localized the Italian espresso bar experience to suit American tastes. Within a few years, the company was profitable and Schultz started opening and operating more and more espresso bars. By 1992, Starbucks went public with 125 stores and two thousand employees. Ten years later, Starbucks had become an American icon with 4,700 outlets worldwide and $2.6 billion in revenues.

For sure Starbucks was managed well and took full advantage of the American penchant for chains and public financing but one key factor in its growth was the fact Howard Schultz treated his strategy as a hypothesis which had to be proven or disproven. He proposed an idea, gathered data, studied what that data meant and then developed a new and improved hypothesis which was then put to the test. This process of iteration is called "scientific induction" and it is a critical element in any successful business which aspires to stay that way.

The lesson here is if you want to develop a robust business strategy, get out into the marketplace and find out what does and does not work. If you can learn more than someone else, you will pull ahead of them. If they beat you to the punch, it will be an uphill struggle. Make educated guesses about what will and will not work and see whether you're right.



Key Thoughts

"Good strategy is built on functional knowledge about what works, what doesn't and why. Generally available functional knowledge is essential, but because it is available to all, it can rarely be decisive. The most precious functional knowledge is proprietary, available only to your organization. Good strategy rests on a hard-won base of such knowledge, and any new strategy presents the opportunity to generate it."

— Richard Rumelt



Good strategy 2 Be willing to subject your hypothesis to deep criticism

To create good strategy, you need to be less shortsighted-less myopic-than everyone else. This is hard to do because creating strategy requires a great deal of knowledge, and the more industry knowledge you accumulate the harder it becomes to think differently. You end up approaching challenges the same way as everyone else.

To become better at developing strategy, cultivate three habits which might seem somewhat counterintuitive:

1．Keep reminding yourself of the kernel model of strategy — which states a good strategy must have:

•A diagnosis of the situation.

•Worthwhile guiding policies or policy.

•Coherent action for moving forward.

The spark of insight which leads to a great strategy may strike in any of these three elements — as you diagnose what's going on, think about your guiding policies or devise your action plan. Watch for that spark to come and pick up on it.

2．Think of strategy strictly in terms of problem/solution — identify clearly and concisely the problem you’re solving and the attractiveness of the solution you're offering. Shift your attention from what is being done to why you're doing something. If you do that, your strategy will have more bite and relevance.

3．Always look for additional insights by subjecting your strategy to your harshest critics — and let them highlight what's wrong or what's missing in your thinking. If you know someone who will do this brutally but honestly, be grateful and take advantage of their input. If you don't, invent your own mental dialogue. Imagine pitching your idea to Steve Jobs who has the reputation for not suffering idiots kindly or graciously. Try and visualize whether he would describe your idea as "insanely great" or "the most stupid idea ever put forward in the history of the universe."

Good judgment in business and in life is hard to come by. You won't get it by being anonymous. To develop strong strategy, get your harshest critics on your case. Use their stinging criticism to make your strategy genuinely strong and bulletproof.



Key Thoughts

"Trying to destroy your own ideas is not easy or pleasant. It takes mental toughness to pick apart one's own insights. In my own case, I rely on outside help — I invoke a virtual panel of experts that I carry around in my mind. This panel of experts is a collection of people whose judgments I value. I use an internal mental dialogue with them to both critique my own ideas and stimulate new ones. I try to do this before putting my ideas before others."

— Richard Rumelt



Good strategy 3 Be prepared to form independent judgments

In business, "social herding" is a real and dangerous phenomena. It's not at all unusual for strategists to base their strategies on recent stock market signals or other external factors which are obviously irrelevant. The financial crisis of 2008 was an illustration of what can happen in a credit bubble. Easy credit and less stringent standards for borrowing drove up the prices of real estate and equities with those newly risen asset values then in turn forming the collateral for further borrowing. Very quickly, borrowers became over leveraged and then the whole deck of cards came crashing down when lenders realized the assets used for security have only a fraction of their assumed value.

Social herding arises when you look at what others are doing and assume they know something you don't. It's a form of mutual calibration and social herding can lead to all kinds of unwise decisions. It arises when you assume the "other guy" is paying attention to the fundamentals and therefore you can just coattail on what they're doing without any problems.

Closely aligned to the social herding phenomena is the tendency of people to assume "this time it's different" and that the old rules no longer apply to the brave new world. This kind of "inside view" thinking was clearly evident in the dot-com frenzy of the late 1990s and the more recent financial and economic crisis of 2008.



Key Thoughts

"Social herding presses us to think that everything is OK (or not OK) because everyone else is saying so. The inside view presses us to ignore the lessons of other times and other places, believing that our company, our nation, our new venture, or our era is different. It is important to push back against these biases. You can do this by paying attention to real-world data that refutes the echo-chamber chanting of the crowd — and by learning the lessons taught by history and by other people in other places."

— Richard Rumelt



If you want to develop and execute good strategy, don't abandon your judgment to the excitement of the crowd. You need to form your own independent judgment about important issues and develop your own strategy to deal with the most important challenges at hand. Remember, the kernel of good strategy always has three parts:
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Key Thoughts

"Good strategy grows out of an independent and careful assessment of the situation, harnessing individual insight to carefully crafted purpose. Bad strategy follows the crowd, substituting popular slogans for insights. Being independent without being eccentric and doubting without being a curmudgeon are some of the most difficult things a person can do."

"The words ‘strategy' and ‘strategic’ are often sloppily used to mark decisions made by the highest-level officials. However, when you speak of ‘strategy,’ you should not simply be marking the pay grade of the decision maker. Rather, the term ‘strategy’ should mean a cohesive response to an important challenge. A good strategy includes a set of coherent actions. They are not ‘implementation’ details; they are the punch of the strategy. A strategy that fails to define a variety of plausible and feasible immediate actions is missing a critical component. Doing strategy is figuring out how to advance the organization's interests. Of course, a leader can set goals and delegate to others the job of figuring out what to do. But that is not strategy — skip the spin and call it goal setting."

— Richard Rumelt





延伸阅读


躲在尴尬中的仿创策略（大师轻松读系列）

Copycats: How Smart Companies Use Imitation to Gain a Strategic Edge

本期重点

创新能广获好评，事实上，模仿与创新却是同等重要，甚至有过之而无不及。既然如此，公司应以更训练有素及系统化的方式来处理模仿这件事，而不是交给运气。事实上，如果你够聪明，你会融合创新与模仿，创造出所谓的“仿创”（imovation）――也就是说将他处已证明成效卓著的构想，与创新的思维结合。

如果你能学会判断何时该创新，何时又该扩充现有各种平台与产品的潜力，你将同时大幅提升创意与务实。别将模仿视为损人不利己的糗事――不用避讳，尽管骄傲地去做。



大师观点

“模仿不仅比创新来得丰富，更是通往企业成长与获利的康庄大道。”

——西奥多•莱维特（Theodore Levitt），营销大师，1966



精彩内容

模仿＋创新让仿创更具价值

换句话说，将创新与模仿融合成我们所谓的“仿创”，是当今市场所能创造的最高价值。仿创者会做出慎重的决定，判断何时该创新，何时又该寻求与现有商品的类似性。仿创者会以这种方式构思出能击中市场“获利点”的商品。

模仿与创新合而为一的“熔点”称为“关键策略接合点”（key strategic junction）这是确定顾客经验、购买决策或整体商品用途的“关键时刻”。仿创者会聚焦于整合功能平台，以便在每一个关键策略接合点提供卓越的经验。有时卓越经验是由创新蕴含的潜力发展出来，有时则通过模仿他人行动创造出来。仿创者会集中精神，将创新与模仿均匀地融合在一起。



大师观点

“即使我们在尝试创新，我们也想知道其他人在干什么。因此，有一些创新即使想来有点可笑，却是被模仿所驱使的。而当我们力求模仿时，我们会说我们要做得更好，而且要让他变得与创新无异。我们都知道创新是明显的竞争优势，而模仿的目的在确保我们不致陷入劣势。”

——莱诺•诺威尔，百事可乐公司前首席财务官

“模仿曾被认为是人类的原始本能，现在则被视为一种复杂、兼具智慧和创造力的行为，其潜力弥足珍贵，且极具价值。各行各业都必须开发模仿的潜力――从参考适当的模式到了解事物的来龙去脉――才能立足去进行真正或成熟的模仿。”

——山卡尔



历史学家和学者向来轻视模仿，把它当成创新的穷亲戚。创新和模仿通常被视为相互对立的活动，而非可以融合的元素。商业学界的观念如出一辙。经济学者常提到的两个现象：

■资讯串流（information cascades）――个人或公司观察成功竞争对手的做法，进而复制却从未提升品质。

■理性跟风（Rational herding）――模仿者重复已为他人创造有利成果的作为，自己却未做任何有新意的改变。

一般而言，经济学家习惯将商业模仿形容成“幼稚学习”的粗陋形式，而将创新捧为“卓越的活动”，并可为创新者带来“成功的果实”。然而，若是认同这个观点，便忽略了事实。许多研究显现了一个事实，就是创新者最终仅掌握7％左右的市场，模仿者可能会表现得更好，甚至，至少会有一个较成功的模仿者把创新者推到一旁凉快。

由于真正的先驱已退出市场，我们则想当然耳地以为，留下的市场参与者才是所谓的创新者，但实则不然。综合以上种种因素来看，创新真正的价值似乎与事实不符。



大师观点

“世人普遍认为，假如你真的那么厉害，就会自己构思出其他东西。创新是在唱高调，模仿无时无刻不在发生。”

——莱诺•诺威尔，百事可乐公司前首席财务官
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