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Key Words　要点整理

Profit zone利润区

在商业营利模式中，利润区（profit zone）是分布在每一个业务链中的利润区块。换句话说，一般在企业整体的业务链中，有些部分比较能赚钱，有些部分比较不能赚钱，好的营利模式就是把公司的资源按照利润区分配，将大部分资源放在能产生大利润的区块，以便能为公司赚取更大的利润；反之，则势必导致公司大额亏损、甚至倒闭。然而，在任何一个行业的成长过程中，利润区也会随着时间与产业的成长而移动，公司若要存续，就必须适时将公司整体的营利模式跟着新的利润区作调整，以掌握新的商机，但如果公司无法调整营利模式，则此新的利润区就会变成其它公司的成长机会。

在计算机业的发展史，IBM在发展初期掌握了计算机科技，并利用这个技术制造大型主机，独占整个计算机市场。但由于体积庞大、行政效率低，所以渐渐不被市场接受，DEC针对这点趁机推出小型机器，抢进市场且获利相当可观。IBM当时并没有跟进作调整，以致整个利润区就被DEC抢走，并成为DEC成长的机会。而后来的王安计算机，也因为错失通用型计算机发展的利润区块，以致被Dell、Compaq、Microsoft以及Intel等新公司取代市场位置。由此可以看出，利润区的移动与产业成长是息息相关。公司必须随时调整营利模式以符合利润区的移动，否则终将被市场淘汰。

Sarbanes-Oxley Act沙宾法案

2001年底，美国在安然（Enron）、世界通讯（WorldCom）、施乐（Xerox）及环球通讯（Global Crossing）等一连串的会计弊案爆发后，美国参众两院在2002年7月通过了沙宾法案（Sarbanes-Oxley Act of 2002），期望通过该企业改革法案，加强公司的管理与责任、强调会计师的独立性，并保护举发不法者等，以恢复投资大众的信心。

在企业责任上，沙宾法案强制公开发行公司设置审计委员会，并规范该委员会由独立董事组成，亦即，没有担任公司管理层级职务，也不支薪者。其主要目的是确保审计人员的独立性，赋予审核公司财务纪录的权限与自主性，并监督经理人的工作成效。此外，负责审核公司帐目的合伙人，以5年为任期进行轮替，并禁止任何已注册的公开会计师事务所，同时提供公开发行公司审计及非审计服务。更严格要求管理阶层对财务报告的责任，要求CEO与财务总长确保对外发布的财务报表，公正且准确地呈现实际的财务状况。

沙宾法案的适用对象，目前仅限于美国挂牌上市的公司和美国企业海外的分支机构及子公司。台湾目前虽无与沙宾法案一致的法规，但从1997年亚洲金融危机发生，到最近众所皆知的博达掏空案，公司治理已是全球瞩目与努力的课题；台湾自然不应独外于此趋势，加强推动独立董事、独立监察人等制度，便是落实公司治理机制的当前要务。



5分钟摘要



MBA就是这么简单！　
英文



10个观点，不进学府，一样精湛！

就某个层面来看，企业管理并不像企管学院或教育课程推销人员说的那么困难。想要企业管理得好，其实不必像个火箭科学家般；事实上，只要在以下十个关键领域里有一定的知识与专业能力，便能对MBA无师自通。

10个领域让你无师自通MBA

1　创新

不断改善产品与服务使其更精致。

2　永续

企业的目的不只是赚钱，还应该要对社会有贡献。

3　会计

准确的财务信息是资本市场存在的关键。

4　策略

对企业而言，策略就是设定企业方向与思考清晰。

5　管理

好的经理人从员工身上学到的，远比他教给员工的还多。

6　人力资源

聪明的企业之所以聪明，靠的是组织成员能彼此分享知识。

7　领导

自我成长是成功领导的基石。

8　营销

营销与广告是长期投资，而非费用。

9　沟通

成功或失败取决于沟通。

10　执行

最好的学习方式是研究别人的错误，然后避免重蹈覆辙。
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“我请企业界最优秀的人才，以坦白、开放与具体的态度，写下他们最棒的企业观点。我请他们按照各自热爱的主题，说明他们认为要怎么做才行得通。我要求他们让读者概略知道他们是怎么思考自己所做的事。我的目标是帮助读者改变观点，颠覆思考，延伸心灵的视野。”

──考茨曼





无师自通MBA 1　创新──不断改善产品与服务使其更精致　
英文



主要观念

商场上，没有一件事能长期维持不变。如果你不持续改善让顾客欢喜的方法，你会很快发现，顾客都跑到这么做的竞争对手那里去了。创新永远是持续的流程，而非单一的活动。

支持概念

人们并不想买新发明或甚至新科技，他们要买的是解决问题更好的方案。当新科技能够让人们去做他们从来都没想到自己能做的事时，才算是真正的创新。因此，发展新科技的公司得准备好迎接消费者长长的学习曲线，使人们有时间先比较新旧技术的不同，接着再开始发展崭新与原创的做法，解决他们的问题。这是发明和创新的区别。

──卡曼　DEKA研究与发展公司的创办人，以及赛革威电动风火轮的产品开发人员

当革命性的科技出现时，最好的做法是成立一家新公司将新技术推向市场，使其不受既有公司的规范限制。这是哈佛管理学院教授克雷顿·克里斯河生在著作《创新者的两难》中的建议。

──葛瑞菲斯

今天，每家公司都必须是学习型的组织，有能力发展新的智慧财产。为实现这一点，企业必须具备五项元素：


	每位成员必须具备全面性的系统思考能力

	每位成员必须致力终生学习

	必须有人擅长发展心智模式

	企业领导者必须打造共同的愿景

	大家必须参与学习型团队



──圣吉　广东省理工学院教授，《第五项修练》的作者

尽管制药业倾全力投资数百万美元探索人类基因，新药的发现仍然得靠误打误撞。统计显示，在每5,000到10,000种新发明的疗法中，只有250种有希望进行动物实验，且只有5种能通过动物实验，而进入人体实验阶段。因此，为什么制药业仍继续发明新药？因为新药利润特别高，一开始又不会遇上强烈的市场竞争。尽管人们努力让生物科技的新发现可以系统化，并企图了解新药成功的法则，但开发新药仍旧充满许多不确定性。开发新药就像是商业界的大乐透，未来这种情况也不会有多大改变。

──葛瑞菲斯

再生医学：目标在找出如何修补疾病造成的伤害，以及如何避免感染疾病。再生医学一直到最近才引起人们的注意。一旦再生医学发展成熟，保证能大幅度延长人类预期寿命，这是医药商品化未来的远景。

──哈兹尔廷　人类基因科学公司的执行长



无师自通MBA 2　永续──企业的目的不只是赚钱，还应该要对社会有贡献　
英文



主要观念

除了获利之外，健全的企业也为所在地的社群创造福祉。具体来说，这必须企业愿意对环境负责，避免雇用童工或提供危险工作环境等不当做法。

支持概念

永续的事业不但要对利害关系人负责，也要对广大的社群负责。企业必须不断检视自己的做法，避免对世界任何一个地方，造成环境与人民生活质量负面的冲击。这是全球化的直接成效，未来会更为显著。

──萨德克　社会道德责任协会的创办人

当今所有企业都关心公司永续经营的能力。企业开始了解，在消费者信息充分的时代，不顾员工工作环境与社会公平的企业，将难以在市场上销售产品与服务。对那些积极参与全球化的企业，大家要求他们改善人类生活质量的压力会愈来愈大。

──法兰基　作家、新闻记者与顾问

为了在企业界能成功，你得跟着自己的“热情”走。达康公司的疯狂兴起，扭曲了此意，因为人们只是疯狂地想赚钱，而不是想为人们的生活带来好点子。达康的泡沫化是件好事，因为这样就能让唯利是图者转移阵地，但也浇熄了部分创新人士尝试新事物的热情。热情应该主导你如何去赚钱，而不是让金钱牵着你，操控你的热情。

──科米萨　虚拟执行长（编注：提供中小企业执行长层级的顾问服务）

全球化只不过是企业在寻求最好的市场、最适的规模经济、与最便宜的供货商时，致使资本主义跃上了更大的多国舞台而已。产业全球化的压力很大，在相当短的时间内，汽车、制药、石油、电力与航空业，全都热情拥抱全球化；影像与计算机等较小的产业，也是如此。随着愈来愈多的产业将获利模式全球化，服务业也随之跟进，像是律师事务所、会计与顾问公司、新闻与信息提供者。由于愈来愈多企业积极参与全球事业活动，不同的获利模式也出现了。企业联盟让大公司能接触到海外的新市场，及国内和国外市场不同的客层。全球化导引出“在地化”的做法，企业会依市场调整产品及服务，不会让每个消费者都拿到标准化的产品，许多公司现在只有70％的全球产品是标准化，其余的比例则依市场需求与品味量身定做。结果，这变成产品与服务各类商品全球化最好的做法。

──科米萨　虚拟执行长　克莱斯公司的创办人之一与卢卡斯艺术娱乐公司的前任执行长



无师自通MBA 3　会计──准确的财务信息是资本市场存在的关键　
英文



主要观念

近来的会计丑闻杀伤力很大，因为“信任”是有效资本市场必备的基础。除非人们信任他们接收到的信息，否则他们不会愿意采取行动。因此必须有人能够确认损益平衡表上的信息是正确的，而且是以事实为基础。

支持概念

资金对整体社会相当重要，因为资金提供人们将想法付诸实现的燃料。为公司建构出健康的资本结构，然后取得所需的资金，是一项艺术也是科学。要达成这个目的，从没有固定公式可循，但过程通常会受到六种一般因素强烈影响：


	公司的业务是属于高风险还是低风险？

	公司所处的产业目前状况如何？

	现阶段资本市场够不够活络？

	目前经济情势如何？

	有没有任何与市场相关的法令出现变动？

	会对你们有所影响的主要社会议题，正朝哪个方向变迁？



此外，你还必须妥善经营不可或缺的人力资源，因为这部分资源所带来的效益，通常是远远胜过其它各项资源效益的总和。

──米尔肯　慈善家与退休的财务专家

一直到1990年代，打击美国资本市场的会计丑闻还相当少。然而，随着股市狂飙，稽核人员也面临愈来愈大的压力。2001年，有225家公司被要求重新提出财务报表，就是一项证明。事实上，在1997年1月与2002年3月间，约有10％的上市公司至少有一次申请调整财务报表的纪录。为了因应外界对稽核人员的信心崩盘，美国国会通过了沙宾法案，增加许多规定，加强稽核人员独立作业的能力。但陪审团仍然不考虑引进更严格的条款，因为多数重大的会计诈欺事件早已经违背了现行的法令。此一新法案是否足够挽回投资人的信心，仍在未定之天。

──李文斯顿　会计师与前俄亥俄州立大学会计系教授

盈余的竞赛已死。从前企业只要表现超越每季盈余预期，股价总会大幅上扬。然而，现在企业的重点，却是放在绩效报告的准确度上，而非操纵投资人的期望。

──艾克斯　与普华永道顾问公司的资深顾问

透明化是美国股市一项重要的杰出特质，以及吸引国际投资人的部分原因。然而，每当分析师失去客观立场，变成企业的拉拉队时，美国股市的透明度便会受到威胁。投资人现在愈来愈意识到，他们得看穿这些乐观的报告，注重数字背后的企业本质，不要全盘接受分析师的片面之词。

──宏恩　普林斯顿大学经济系教授

股票选择权，表示有机会以特定价格购买公司股票，是一种很好的机制。这项政策能够让员工分享公司的利益，对于留住最好与最聪明的人才，是一项很棒的工具。当个人利益牵扯在内，而利益甚至高过薪水时，人们总是会更努力全力以赴。企业有很好的理由尽可能提供股票选择权给更多员工，甚至是基层员工。

──麦特卡福　3Com创办人



无师自通MBA 4　策略──对企业而言，策略就是设定企业方向与思考清晰　
英文



主要观念

企业策略具有高度的弹性，可以依企业不同状况做调整。对某家公司有效的策略，可能是另一家公司的灾难。关键是找出公司如何能获利，接着发展策略，达成目标不分心。

支持概念

最成功的企业策略是远见，而不是计划。企业策略源自深刻的见解，而不是依循事先已决定好的流程步骤，因此，与其试着扩大策略规划的活动，多数公司宁愿采用事业计划当作沟通和控管的工具，也不愿跳脱既有的规划。规划者必须担任发掘好点子的分析师，然后再扮演在组织其它部门推广新概念的催化剂。单是要求策略规划人员想出维持公司竞争优势的新策略，是不切实际的做法。

──明兹博格　麦吉尔大学的管理学教授

产业群聚的定义是：相互关连的企业、专门的供货商、服务机构、与相关产业的公司及关系机构，在地理上呈现集中的现象。即便乍看之下，全球化似乎降低了产业群聚的价值，然而实际上，产业群聚在知识经济中，却扮演更重要的角色。产业群聚强化了产业网络的形成与扩张，以及产业网络如何产生整体效益。产业群聚不但不是过时的概念，未来的地位可能会更重要。

──波特　哈佛管理学院教授与十六部管理著作的作者

市场占有率一度是公司获利最好的预测指标，但时至今日，规则已经改变。现在每个产业，都有各自定义的“利润区”，也就是公司决定某项事业能赚钱、某项不能赚钱。现在重大的挑战，变成是发展与落实获利模式，使获利能持续在此区域范围内。这么做必须重新改造企业获利能力与顾客群，也必须对此改造有新的思维。现今企业必须把顾客摆在第一位，不能把顾客放到价值链尾端，最后才想到他们。要提高获利最好的做法，就是打造能够迎合顾客需求的事业，让企业的所有行动思考方向，都以顾客为考虑，从外向内思考。

──史莱渥士基　美智商业顾问公司执行董事

许多组织现在使用一种“平衡计分卡”，当作结合策略与行动的管理系统，并确保组织内稀少的资源能作最有效的运用。设计一张“平衡计分卡”要考虑以下10项要点：


	评量的事项以五到七种为限。

	只评量能够直接影响绩效的事项。

	清楚明确定义你的标准。

	设定目标与里程碑的时间表。

	所有的评量项目都是可以执行的作业。

	删除任何过时不适用的标准。

	有耐心。

	评量的标准要能与获利率建立实质的关系。

	平衡计分卡只是一项工具，不是管理的万灵丹。

	继续学习未来如何更有效地使用计分卡。



──施内德曼　流程管理独立顾问



无师自通MBA 5　管理──好的经理人从员工身上学到的，远比他教给员工的还多　
英文



主要观念

管理的艺术总归一句话：就是设定目标后，你要对员工有信心，给他们足够的空间，自己找出达到目标的最好方法。这时领导者必须要有勇气放手，别愈帮愈忙。

支持概念

今天，有太多管理者都没有欲望想要求新求变，习惯保持现状。以下8种方法能把他们动起来：


	重新把焦点放在营运上，及执行时必要的做法上。

	预期改变需要投入的时间，会比你所希望的还要久。

	铲除失去效用的老旧流程。

	在除旧前，不要布新。

	眼光要远大，要以公司整体为考虑，不要局限在只有部门可用的点子。

	运用新科技，提升效率。

	在整个价值链上寻找新机会。

	由上而下的领导。



──钱辟　斐洛企管顾问公司的策略部副总与董事长

解决企业问题，系统化改善获利模式的人，不应是顾问，而应该是企业经理人。毫无疑问地，企业都变得更有效率了，但进步的步伐却不协调，有些产业快速往前冲，另一些产业却故步自封。未来伟大的企业成功故事，将会建立在更精简、更有效率的获利模式基础上。最好的获利模式，目前尚不够完美，但我们已经缓慢在朝此方向前进。

──沃马克　林恩企业协会创办人

管理组织最大的挑战，是要在纪律与创意间找到平衡点。如果太讲究纪律，员工会失去动力与创意；相反地，要是每个人都能随心所欲，组织又会变得散漫，无法成就任何有价值的事。挑战在于找到平衡点，使组织能充分利用人力资本与他们的精力。这点在现实生活中，很难达到。

──奎纳　作家

团队理应存在，因为人们携手合作会比个人单打独斗，创造更大的成就。然而把这个论点转移到现实情况中，就会有极大的困难，因为人们通常害怕向同侪学习。使团队齐心合作的关键，是能有一位扮演协助而非权威角色的领导人。如果你能创造这样的氛围，团队便会尽全力对抗企业所面临的任何挑战。

──班尼斯　南加大企管系教授

授权，是把部分决策权交给基层员工。只要具备以下6项条件，便能让授权发挥最好的效能：


	主管与员工间有共同的价值观，对事情轻重缓急有共识。

	目标清楚，表达明确。

	交付的任务可让员工有许多教育训练的机会。

	主管注意部属的回馈意见并会采取行动。

	领导者会从旁提供辅导与支持。

	设有评量绩效与奖赏的办法。



──康特　哈佛管理学院企管教授

如果企业想持续发现新市场与新产品来服务市场，那么在组织中鼓励创业精神，或让人人成为组织里的创业家，是极端重要的。经验显示，要想在组织里播下创业精神的种子，关键在于是否能仔细规划，如何把大家提出来的点子商品化后推向市场。传统想法主张，一旦发现了不起的新点子，就为这个点子成立新公司，独立于原有组织，然而这种做法会造成同室操戈的现象，让自家人在市场竞争，此方法证明并不是很成功。较好的做法是使新业务在草创阶段，与本业有点区隔，譬如让这新团队迁到另一栋大楼作业，等到作业顺畅后，再把新作业与公司原有业务合并。这通常会比成立一家新公司，让他们样样自己来，有效率得多。自己和自己竞争，并不是发展与成长的最好方法。

──泰勒　企业与科技线记者

在现今经济体中，每位主管都必须懂些信息科技。基本上，你必须具备以下6项领域的能力：


	能够了解企业应该解决哪些问题。

	能够判断解决方案有哪些部分必须仰赖信息科技。

	判定所选择的方案是否具有成本效率。

	了解信息人员如何思考与处理问题。

	能够与关键人员交换信息。

	了解不能既要“独特”又能与其它人“一致”。



──梅　未来学家与企管顾问

新创企业，特别是高科技的新创公司，若要持续繁荣与茁壮，必须拥抱且找出以下7项问题的答案：


	我们仍然在做新鲜刺激的事，开发下一项热门产品吗？

	员工是否喜欢来上班？

	薪资是否足够让大家工作带劲又有使命感？

	决策过程公开、不会独断独行吗？

	我们是否提供员工成长的机会？

	资深主管是否也在第一线上卖力？

	领导者是否展现个人的使命感？



──康拉德　阿卡米科技公司的董事长与执行长



无师自通MBA 6　人力资源──聪明的企业之所以聪明，靠的是组织成长能彼此分享知识　
英文



主要观念

从人类历史经验可以知道，智慧总能战胜一切。企业能赚钱，得靠最好的点子。为确保新点子源源不绝，让员工思考与分享最好的点子，是企业进步唯一的方式。

支持概念

在组织中，最创新的想法总是在企业与事业伙伴（如顾客和供货商）接触的过程中迸发出来的，反而不会在规划完善的营运流程中出现。因为了解到这一点，聪明的组织现在把知识管理工作的重心，放在引导、搜集及掌握企业与事业伙伴在互动中产生的点子。知识管理的基础架构，让虚拟组织变得真实。

──亚维夏　以色列创业课程综合中心负责人

智能资产是组织创造价值的驱动力，而不是经济资产。今日执行长扮演的主要角色，是吸引然后留住最好的人才，并且设法充分运用其才能，不受到部门的局限。从各方面来看，执行长最重要的工作，是当一名伯乐，与创投家。执行长得找到好人才，在他们身上投资，使其愿意为公司效力，然后提供他们足够的诱因，这样他们才能受到激励而保持积极的工作动力。激励员工不只是提供金钱报酬，还要允许他们追求自己的目标。这是一项挑战。

──迪尔罗夫　《金融时报管理手册》编辑

留住与激励知识型员工二十一世纪企业领袖的重大挑战。为因应此一挑战，企业曾有过以下的努力：


	投资科技，让信息的流动系统化。

	引进知识管理的做法与制度。

	重视人才的智慧资产，并将该项资产量化。



上述三种做法都未能留住知识型员工，因此，知识市场的交易可能会愈来愈热络，因为员工会与雇主或客户透露网络，拍卖专业知识。这表示之前被深埋在企业的专业知识，会形成市场让其可以待价而沽，这或许是人类首次出现的知识市场。不论结果如何，这样的演变势必将精采可期且影响深远。

──奎纳　《终极企业大师指南》的编辑之一

现今的社会，多数人相信绝妙的好点子或发明必然能够保证企业成功。但企业历史显示，最成功的企业是把心力放在将新发明商品化这件事上，单单发想出新点子并不能保证成功。企业无法管理创意，也不可能准确评估下一项重要发明会在何时出现。能在未来胜出的企业，是能够使企业提供的产品、解决方案与服务，不断跟上时代的脚步，符合顾客真正的需求。智能财产本身只有边际的价值，在现实世界中，只有善用智慧财产，才能让该项财产发挥真正的价值。

──柯乃尔　独立企业顾问

网络信息交换最大的保证，就是每家公司都能通过详细的实时信息，提升价值链的效率。许多公司利用这个管道，大幅提高效率，但对大多数公司而言，还难以评断其效益。为什么？大多是因为经理人不知道该分享哪些信息。一旦顾客能轻易看穿企业的价值链，那么他们可能对存货水平或其它供货商等相关信息，知道得太多。此外，数据输入错误或突发事件（如货车出车祸，甚至一场暴风雨），都会造成信息系统出现错误数据。若遇到多家企业是相互竞争但又采购彼此产品时，也很难做到信息共享。由于上述原因及其它因素，即便网络化能大幅降低成本，多数企业还是不愿把整个营运过程全部网络化。

──葛瑞菲斯

创投产业发展快速，在1980年代与1990年代早期时，创投产业规模还很小，投资金额从1,000万到2,500万美元不等。到了1990年中期与末期，创投公司的投资专家，开始出现在商业杂志封面。这些公司开始募集数十亿美元的资金准备投资，这表示他们必须在每家投资公司平均投资5,000万美元，才能控制资金分配的企业数量（编注：没有创投公司喜欢投资上千家公司，因此提高投资额，可以限制投资对象的数量）。然而，自从1990年代末期股市大跌后，就少有创投资金愿意投入早期阶段投资，大多数资金都流向晚期阶段投资，甚至是刚刚上市的公司。这种新做法绩效不彰，因此整个创投业目前正回归根本，针对草创的新公司适度投资，等三到七年公司获利后，就卖出股权。这也意味，创投公司会实际参与更多投资公司的日常营运，协助其有效运用资本、顺利达成必要交易及获利目标，达到各阶段的里程碑。基本上，创投业日趋成熟，对投资对象的获利模式有更清楚的要求、对经营方法有更好的掌握、对于财务报告的结构与数字标准有更准确的定义。创投业的做法也变得愈来愈透明化，比较不会为了刺激媒体报导而大张旗鼓。这项新的纪律在下一彼经济循环再起时，是否能坐怀不乱，仍有待观察。然而，只要靠一点运气，创投业应可以像过去一样，从容应付未来的景气循环。

──罗特斯坦　创投顾问公司Allegro Strategy的创办人与总经理



无师自通MBA 7　领导──自我成长是成功领导的基石　
英文



主要观念

人们一度以为，新科技出现后，企业领导力就变得没有必要。现在没有人会再这么想了，杰出领导者引领组织改变的成果，重新赢得了人们的尊敬。

支持概念

俗话说，领导是1％的天份，加上99％的努力。这虽然是句老生常谈，但让人惊讶的是，事实也证明如此。领导之所以困难，是因为其着重于解决组织面临最棘手的问题。通常，这些是组织在调适时面临的挑战，而不是营运上的技术问题。如果你渴望成为好的领导者，就必须发展策略及战略的能力，协调内部冲突，组织便会愿意尝试各种实验与学习，不会拘泥于旧有的教条与成规。若能做到这点，你就大有机会胜任领导位置。

──海菲兹与林斯基　哈佛大学政治系讲师

执行长接班人流程一度看起来简单，只要指派努力争取的人就行了。然后有那么一阵子，各家企业争相聘任明星执行长，提升公司形象，刺激股价上扬。前一种做法鼓励旧势力抬头，后一种做法则必须等执行长上轨道后，才看得到新人新气象。更成功的做法是，把接班人规划，视为一项连续的流程，随着公司的策略改变，及短期策略上的需要，组织必须时时注入新的观点。好的董事会应该视接班人流程为延续性的媒合过程，使适任者能恰恰符合公司的状况。

──桑能费尔德　耶鲁大学管理学院副院长，教授高阶主管课程

杰出的领导者都到哪里去了？当今的企业领导者，一般而言，与过去侃侃而谈社会重要议题的政治家相比，显得冷漠而沉静。时下企业领袖把注意力转向达成股东与股市分析师的期望，他们对改变世界，大声疾呼重要的公众议题，兴趣缺缺。多数执行长现在的工作重心，就是把股价拉高，因此根本没有余力管其它问题。在此过程中，我们已忽略了，事实上我们选出领导者，是希望他能打造长期健全经营的事业。一旦我们选出领导者是因为他个人魅力，而不是考虑他的人品时，他们会做些缺乏诚信之事，也就没什么好惊讶的了。我们最需要的不是新法令，而是操守良好的真正领袖。资本主义的未来需要这种新领袖。

──乔治　瑞士洛桑管理学院领导统驭课程的教授



无师自通MBA 8　营销──营销与广告是长期投资，而非费用　
英文



主要观念

多数市场都竞争得愈来愈激烈。好营销与好广告的目的，都是在为产品开路，建立关系，让产品在未来能更容易销售出去。这通常得花时间，等产品或品牌建立起知名度来。

支持概念

为组织发展、执行有效的营销计划没有快捷方式，你必须了解并掌握以下10大原则：


	了解顾客的需求、期望与行为。

	了解制定决策时的环境。

	要有愿景及想要追随的企业典范。

	发展瞄准市场机会的成长策略。

	选择并瞄准多个消费者区隔。

	针对每个区隔，提出整合创新的产品或服务。

	组织的设计能够支持营销策略。

	打造稳固的信息基础建设。

	小心调和新旧营销策略。

	偶尔做实验性调整，不断学习。



──温特　华顿商学院的营销教授

过去，是由营销部门思考并决定公司应该卖什么产品，接着业务部门把策略付诸实行。然而，随着每个市场区隔变得更拥挤、更竞争，世界也因此改变。今天，营销与业务部必须密切合作，除非业务与营销部门共享权利、信息与资源，公司就没有竞争力。为达此目标，企业应该做到以下几点：


	定期轮调营销与业务部的人员。

	让业务与营销部门能尽量靠近。

	拔擢在营销与业务上表现出色的员工。

	强调业务营销整合的需要。

	研拟策略时要邀请两个部门一起参与。



──夏毕洛　哈佛管理学院营销学荣誉教授

品牌是产品与顾客之间建立的关系。对消费者而言，品牌传达了讯息，也隐约承诺了产品未来的表现。对企业而言，品牌提供了实质的高额获利，让大量产制的商品，可以增加3％的利润；工业产品的话，则增加10％的利润；而消费性产品，有品牌比没品牌的利润要高出30％。品牌变得很重要，因为几乎每个市场的每个竞争者，现在都有达到规模经济的能力，可以在市场上以低成本竞争。销售或高成长最能够带动获利，因此企业的新任务快速转变为：“辨识出哪种客群忠诚度最高及能让你获利最多，然后多找一些这类的顾客”。在此过程中，品牌会扮演愈来愈重要的角色。

──希尔　希利斯顾问公司总经理

你如何把大量生产的普通商品，转变为利润较高的独特产品？关键在于通过增加产品或服务的价值，达到差异化的目的。你可以通过以下做法达成这个目标。


	在购买过程中：减少风险，增加便利性。

	在拥有的过程中：标示特殊身分地位。

	在使用的过程中：提供更好的功能。



如果你了解在上述三阶段中，什么对顾客是重要的，并提供更多他们想要的东西，你就能大幅领先竞争对手，特别是面对“靠一套做法打遍天下”的竞争对手时，这么做的报酬，通常相当可观。

──夏毕洛　哈佛管理学院营销学荣誉教授



无师自通MBA 9　沟通──成功或失败取决于沟通　
英文



主要观念

成功脱离不了良好的沟通，人与人之间、公司内部、公司与顾客、公司与资本市场、公司与竞争者之间，都需要沟通。除非各方面的沟通良好，否则其它努力全都枉然。

支持概念

企业沟通，即公司对外与内传达讯息，必须与整体策略及企业使命紧密相连。以往请公关顾问设计出语气婉转、但内容空洞的声明，已不再适用。相反地，公司必须使用更高明的策略性做法。今天，企业沟通必须建立与厘清以下几件事：


	企业识别：你们是谁。

	企业形象：你们渴望成为哪种企业。

	企业声誉：在别人眼中，公司的价值是什么。



强有力的企业沟通架构，有助吸引且留住最好的人才，建立忠诚的顾客基础，让公司定位为有吸引力的事业伙伴，以及有延续性竞争优势的企业。有效的沟通也能把有可能演变成公关灾难的事件，例如回收产品，变成强化公司商誉和品牌的机会，而不会伤害到公司。以往大家都认为，企业沟通不过是达成目的的一种手段，然而今天，企业沟通这项功能已成了宝贵的资源。

──阿根提　哈佛管理学院管理与企业沟通教授

林肯曾说：“没有公众的支持，任何事都无法成功；有了公众的支持，没有事情会失败。”从商业而非政治的角度来看，企业领导者必须学习如何有效与媒体沟通。沟通本身就是一项艺术，必须运用高度的技巧，透露各项信息，谨慎处理与媒体间的沟通。为妥善因应媒体，你应该做到以下几点：


	发言保持简短，如果可能的话，以接受电视访问方便剪辑的精简谈话为原则。

	绝不提供媒体任何不愿具名的讯息，否则你会后悔。

	永远记得先请记者表明报导的目的。

	事先准备一份你愿意讨论的议题。

	学习如何从一个话题礼貌地“转”到另一个话题。

	如果你必须否认任何事情，立场要明确，不要摇摆不定。

	小心你在不设防或非正式场合所说的话。

	要是记者报导错误，要求对方更正。

	如果有意见，可以写信给媒体编辑。

	如果可能的话，事先演练答复的内容。

	要先有心理准备，记者一般都很机灵敏捷。



最后，永远记住你不是在竞选，所以你绝对有权利保留某些隐私。聪明行使个人隐私权是你的责任，不是媒体的责任。

──摩尔　沟通顾问



无师自通MBA 10　执行──最好的学习方式是研究别人的错误，然后避免重蹈覆辙　
英文



主要观念

经营事业免不了经常犯错，好点子也会行不通。从别人的错误中学习是有趣的事，付出的成本与伤害，也比由自己尝试犯下所有错误要来得低。

支持概念

组织再造，是1990年代盛行的重要企业概念。组织再造背后的意涵是，主要营运流程愈精简，效率愈高，所以主张删除或外包主要营运流程以外的作业。为达此目的，公司要求每个人从零开始，设计出既简化又有效率的工作流程。有了这样的想法，组织再造运动便出现了这样的口号：“不要自动化，要简化。”不管公平与否，组织再造也变成了1990年代早期，企业大规模裁员的借口。企业领导者打着组织再造的旗帜，目的却是借裁员提升获利。这使得组织再造的原始倡导人钱辟、韩默与戴文波特都相当难以接受，以致在1995年时，他们为组织再造的概念让人类付出如此大的成本，向全球大众道歉。组织再造最终证明是社会进步最大的绊脚石。其实这个概念本身并不坏，只是人们应用的方式带来了麻烦。在许多案例中，组织再造被有心人利用，以达成个人的目的。这个概念虽简单，执行起来却十分困难。

──迪尔罗夫　科技作家　《金融时报管理手册》与《终极企业大师指南》作者之一

“裁员”或更政治正确的用词“调整组织的最适规模”，是1990年代企业歌颂的主题。支持该运动的知名人物──艾伯特·邓拉普，人称“电锯杀人魔”。邓拉普领导八家公司转型成功，包括舒洁纸业，在邓拉普主导的前19个月中，股价狂飙了220％。或许是人间终有正义吧！邓拉普后来自己也因为Sunbeam公司董事长不信任他的领导，不幸成为裁员风潮的受害者；而Sunbeam最后也宣告破产。最近一份针对《财富》五百大企业中288家公司所做的研究发现，裁员达3％的公司，其实际表现并没有比从未裁员的公司还要好；而裁员15％或以上的企业，绩效表现更远低于产业平均值，此一数据更强化了上述结论。组织就是无法通过裁员达成卓越。

──迪尔罗夫　作家与编辑

从新产品的失败，如第三代苹果计算机，可以学到什么？苹果计算机于1980年5月19日推出第三代苹果计算机，轰动一时。毕竟，这是苹果第一次从家用计算机市场，进攻企业用计算机市场。由于苹果打算在1980年12月进行首次公开发行，因此新产品的成败为公司带来很大压力。该公司最初预定在1980年7月开始出货，但到了11月时，货才开始铺进通路。就是在这个时间点上，第三代苹果的工程问题开始浮上台面。苹果第一代与第二代计算机最初都是由史蒂夫·凑兹尼克所设计，第二代计算机后来则是由史蒂夫·贾伯斯所领导的委员会设计。当第三代计算机开始量产时，有20％的产品故障，原因是芯片在运送过程中出现了脱落状况。没有故障的产品，有许多又在用了一小段时间后，就因机器过热而当机，因为苹果第三代计算机没有隔离微波干扰与噪音的设计。苹果公司试图借由提供免费产品退换，扭转这个负面宣传的灾难，然而当换新的产品也当机时，免费更换活动的用心真是适得其反。苹果于是被迫在1981年12月，推出新机型，并让顾客免费更换旧型计算机。多数苹果第三代计算机的消费者都接受这项服务，但由于多数潜在顾客的兴趣，都被产品负面新闻浇熄，更别提计算机还不附加任何软件，因此苹果三代计算机的销售一败涂地，丝毫不令人意外。苹果公司在1983年12月，试着引进更新的机型，称为苹果Ⅲ plus，无奈为时已晚。此机型只卖出了12万台，造成公司亏损，迫使该公司在1984年4月24日撤掉这条产品线。苹果的惨剧证明了团队合作的价值，与因受到外力（非技术进步）而订下不切实际的产品上市日期，会给企业带来什么样的挑战。

──波拉克　曾于1970年代任职苹果计算机公司

每项事业都是建立在好的概念之上──实用、踏实、适当的概念，最后再把复杂的概念简化，使其简单、扎实、实际、又可执行。好的点子是切合实际的，能够帮助人们实现梦想，为一个接着一个的成功铺路，帮助一个团体实现另一个团体的梦想。你不必成为知名的火箭科学家才能成功，除非你的事业就是要打造火箭。一个世纪半以前，利瓦伊·史特劳斯发现，在加州淘金热时期的金矿工人，需要比当时能买得到的裤子更耐穿的质料，于是他成立了牛仔裤公司，到现在公司还持续用着他的名字作为品牌。当然，生产牛仔裤不能与“相对论”相提并论，牛仔裤也不能治疗癌症，但利瓦伊的点子确实很实用，且经久不衰。他的点子已足够支持公司的发展，长期提供数千名工人的生计与商店的营生。俗话说得好，利瓦伊的点子是“长着脚的”。但我们晓得，利瓦伊牛仔裤的故事还没结束。利瓦伊虽然以出色又简单的概念，成为世界上第一位牛仔裤制造商，也吸引了全球新竞争者的加入。多数竞争者寿命非常短，但也有许多人找到了自己的利基。商场上的竞赛，不只是出招攻击就好，也得防卫。优秀的企业与优秀的领袖，在攻防上的表现都一样出色。

──考茨曼

管理并不容易，至少现在是如此。主导当今市场竞争的力量，像是全球化浪潮、科技进步、财务与人力资源等，都非常难以驾驭。1990年代，许多专家曾经指出，经济成长及衰退的循环与企业无关，然而现在景气循环再度向企业挑战。事实上，人们认为终结景气循环的大功臣──科技与全球化趋势，现在反而变成景气循环恶化的罪魁祸首。根据目前的说法，“科技”与“全球化”摧毁许多公司拉抬价格的能力，进而减少了全球产业的获利。（在1990年代，同样的现象，却有不同的解读。当时人们认为，科技与全球化能抑制通货膨胀，让产品物美价廉，而驱使对价格敏感的消费者继续消费，为所谓的“长期经济成长”提供燃料。）然而，这些原因还不足以解释所有的现象。企业仍然受到其它强大力量影响，这些力量小从消费者突然改变短期的购买习惯，例如持续两季的牛仔裤狂热、延烧两年的呼拉圈风、连续流行四年的雪茄；也可能大到慢速改变较长时间的消费习惯，譬如人们花了十年，才让上班时的穿著，从保守正式的穿法，转变到比较休闲的风格，最后变成小孩们眼中的乱穿一通。然而这些短期改变发生的同时，长期变迁也正在酝酿。企业管理毫无疑问是复杂的，但复杂并不等于困难，我认为困难的意思比较接近：“不快乐地做苦工”。企业管理是人生最棒的游戏之一，令人兴奋刺激。管理不只是一份工作，商业终究是“交换”的行为，意思是这场游戏不能只有一个人玩。农夫可以为自己和家人栽种足够的粮食，然而只有当农夫把粮食带到市场上去交换另一样东西时，商业才成立。商业是一种人际网络的活动，商业游戏是大家脱下了头盔，一起竞逐的游戏。正由于商业游戏是一种没有安全网的肉搏赛，所以成功之时，滋味也甜美得多。

──考茨曼



Main Idea





中文



At one level, business isn't as difficult to master as the business school and other sellers of educational courses would have you believe. To be successful in business, you don't have to be a rocket scientist. In fact, if you want to be well rounded and successful, there are ten key areas you'll need to have some knowledge and expertise in:

The 10 Key Areas of an MBA-quality business education

1　Innovation

Always keep refining and improving the product or service you sell.

2　Sustainability

Businesses must do more than make money—they must contribute.

3　Accounting

For capital markets to exist, accurate financial information is required.

4　Strategy

For companies, strategy is all about direction and thinking clearly.

5　Managing

Good managers learn more from the people they manage than they teach.

6　Human Resources

Smart businesses stay that way by sharing knowledge between people.

7　Leadership

Self-improvement is the foundation on which successful leadership is built.

8　Marketing

Marketing and advertising are long-term investments, not expenses.

9　Communication

Communication can mean the difference between success and failure.

10　Execution

The best way to learn is to study the slip-ups of others and avoid them.
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"I have asked some of the best minds in business to put down some of their best thoughts. I have asked them to be candid, open, and opinionated. I have asked them to tackle the subjects they love from perspectives that they know work. I have asked them to give readers a glimpse of how they think about what they do. My goal is to help readers shift their vantage points, shake up their thinking, and stretch their minds."

—Joel Kurtzman





An MBA-Quality Education 1　Innovation—Always keep refining and improving the product or service you sell.　
中文



Main Idea

Nothing in business ever stands still for very long. If you're not constantly improving the way you please customers, you'll very soon find that your clients or customers will be going to a competitor who does exactly that. Innovation is always an ongoing process rather than a one-off event.

Supporting Ideas

People don't want to buy new inventions, or even new technology. Rather, they want to buy better solutions to their problems. True innovations occur whenever a new technology lets people do something they never thought about doing before. And therefore, companies which develop new technologies must be prepared to ride out a very long learning curve during which people first compare the new technology with what they were using before and then start developing new and original ways to solve their problems. This is the distinction between inventions and innovations.

—Dean Kamen, founder, DEKA Research and Development Corp. and developer of the Segway Human Transporter

When disruptive technologies come along, the best approach is to set up a separate corporation that can operate outside the rules of the established corporation in commercializing the new technology. This is the commercial approach suggested by Harvard Business School professor Clayton Christensen in his book, The Innovator's Dilemma.

—Victoria Griffith

Today, every corporation needs to be a learning organization, capable of developing new intellectual property. For this to happen, five components must be in place:


	Everyone must understand big-picture systems thinking.

	Everyone must be committed to lifetime learning.

	People must get good at developing mental models.

	The business leaders must build a shared vision.

	There must be a commitment to team learning.



—Peter Senge, MIT professor, author of The Fight Discipline

Despite the best efforts of the pharmaceutical industry and the millions of dollars spent on the mapping of the human genome, drug discovery is still very much a hit-and-miss business activity. Statistically, for every 5,000 to 10,000 new treatments developed, only 250 will be promising enough to be tested on animals and only five will make it to the next stage of testing on humans. So why do companies still develop new drugs? New pharmaceutical products can be exceptionally profitable and will initially at least face very little if any competition. Biotechnology discovery, despite all attempts to systemize it and to understand the rules of success, is still riddled with uncertainty. It's the ultimate business lottery, and there appears to be little on the horizon to change that in the future.

—Victoria Griffith

Regenerative medicine—which aims to identify ways to repair the damage caused by illnesses in addition to preventing them—has attracted very little attention until now. When it does come of age, it holds the promise of substantially extending everyone's anticipated life span. This could be the future of medical commercialization.

—William Haseltine, CEO, Human Genome Sciences



An MBA-Quality Education 2　Sustainability—Businesses must do more than make money—they must contribute.　
中文



Main Idea

In addition to generating profits, sound businesses contribute to the welfare of the communities in which they operate. In practical terms, this requires companies to be environmentally responsible and avoiding unhealthy practices like child labor or providing an unsafe working environment.

Supporting Ideas

A sustainable business has to be accountable, not only to its stakeholders but also to the broader community as a whole. It must reexamine its business practices and avoid anything which will impact negatively on the environment or on the quality of life anywhere in the world. This is the direct result of globalization, and will become even more pronounced in the future.

—Simon Zadek, founder of The Institute of Social Ethical Accountability

Today, every corporation is concerned about its level of sustainability. Companies are starting to realize that in this era of the informed consumer, companies which act without regard for the environment and social equality for their workers will have trouble selling products and services. There is now substantial and growing pressure on companies to be active in making globalization increase the quality of life of everyone.

—Carl Franke, writer, journalist and consultant

To succeed in business, you need to follow your passions. The dot-com boom distorted this, because people got passionate about making money rather than bringing great ideas to life. The end of the dot-com boom was good because it meant all the mercenaries went into other lines of business, but it also discouraged some innovative people from trying something new. Your passions should dictate how you make money instead of letting money dictate where you put your passions.

—Randy Komisar, virtual CEO

Globalization is nothing more than capitalism played out on a larger, multinational stage as companies search for the best markets, the best economies of scale and the cheapest suppliers. The pressure for industries to globalize are intense, and within a relatively short period of time, the automotive, pharmaceutical, oil, power and airline industries have embraced globalization enthusiastically. So too have many small industries like imaging and computers. As more and more industries globalize their business models, this will have a flow-on effect to the service industries—law firms, accounting and consulting companies, news and information suppliers. As more companies actively engage in global business activities, different business models are also emerging. Alliances are allowing established companies to tap into new markets overseas and a different customer base domestically and internationally. This is tending to lead to a "small bore" approach to globalization—instead of trying to put a standardized product into every consumers hands, many companies are now building a world product which is only 70-percent standardized while the balance is customized for local needs and tastes. This is turning out to be the best approach to globalizing any product or service.

—Randy Komisar, virtual CEO, cofounder of Claris Corporation and former CEO of LucasArts Entertainment



An MBA-Quality Education 3　Accounting—For capital markets to exist, accurate financial information is required.　
中文



Main Idea

The recent accounting scandals were damaging because trust is the foundation on which any efficient capital market must rest. Unless people trust the information they receive, they won't be inclined to act. There has to be someone who can verify what is said on a balance sheet is right and is based on reality.

Supporting Ideas

Finance is important to society because it provides the fuel for people to bring their ideas into reality. Coming up with just the right capital structure for a company and then securing the funds needed is both an art and a science. There is never a fixed formula for doing this, but the process will usually be strongly influenced by six general factors:


	Where is the company on the continuum of risk?

	What is the current state of the company's industry?

	Are the capital markets strong or weak at present?

	What is the general economy like at the present time?

	Are there any regulatory changes on the horizon?

	Which way is society moving on the key issues that affect you?



In addition, you'll also need to factor in the human capital which is being brought to bear. Often, this can have a far greater value than all the other factors combined.

—Michael Milken, philanthropist and former financier

Until the 1990s, comparatively few accounting scandals had ever hit the U.S. capital markets. As the stock market soared, however, auditors came under increasing pressure. This was evidenced by the fact that 225 companies were required to restate their financial statements in 2001. In fact, between January 1997 and March 2002, about 10-percent of all listed companies had announced at least one restatement. In response to this erosion of confidence in auditors, the U.S. Congress passed the Sarbanes-Oxley Act which had a number of provisions designed to enhance the ability of auditors to act independently. The jury is still out on whether or not introducing more stringent rules will prove to be useful, since most of the major cases of fraud violated the existing rules anyway. Whether this new act will be sufficient to entirely restore investor confidence also remains to be seen.

—Les Livingstone, CPA and former professor of accounting at Ohio State University

The earnings game is dead. At one time, companies which beat their quarterly earnings estimates were always rewarded with a substantial leap in their share price. Instead, the emphasis today is on accurate reporting of performance rather than manipulating expectations.

—Robert Eccles, president of Advisory Capital Partners, Inc. and a senior fellow at Price Waterhouse Coopers

Transparency is a key distinguishing feature of U.S. stock markets and part of the reason they attract international investors. That transparency is threatened, however, whenever analysts lose their objectivity and end up becoming cheerleaders for the companies they report on. Investors are now becoming increasingly aware they need to see through these optimistic reports and focus on the business behind the numbers rather than taking all analysts say at face value.

—Harrison Hong, professor of economics, Princeton University

Stock options—the chance to purchase stock in a company at a specified price—are a good thing. They align the interests of employees with those of the company and can be a great tool for retaining the best and brightest people. People will always work harder and more intensely when they stand to gain personally, even above the wages they earn. It makes good sense to offer stock options to as many people as possible, even entry-level workers.

—Bob Metcalf, founder, 3Com



An MBA-Quality Education 4　Strategy—For companies, strategy is all about direction and thinking clearly.　
中文



Main Idea

Business strategy is highly variable and customized. What works well for one enterprise may be a recipe for disaster for another. The key is to find out what the company has to do to create wealth and then to develop a strategy which will allow it to do precisely that and not get distracted.

Supporting Ideas

The most successful business strategies are visions rather than plans. They arise from insights rather than as the end product of a predetermined sequence of boxes and arrows. Therefore, rather than attempt to expand their strategic planning activities, most companies would be better served to use business plan as tools to communicate and control rather than think outside the box. Planners should be used as analysts to find good ideas and then as catalysts to see those ideas duplicated elsewhere in the organization. To expect strategic planners to come up with a novel strategy that delivers a sustainable competitive advantage is unrealistic.

—Henry Mintzberg, professor of management, McGill University

Clusters are defined as "geographic concentrations of interconnected companies, specialized suppliers, service providers, firms in related industries and associated institutions". Even though at first glance it would seem globalization reduces the value of clusters, actual experience is now showing that clusters are taking on more important roles in the knowledge-based economy. Clusters have been shown to genuinely underpin the formation and expansion of networks and how the benefits are derived from these networks. Rather than being a superceded concept, business clusters may turn out to be increasingly important in the future.

—Michael Porter, professor, Harvard Business School and author of sixteen management books

At one time, market share was the best predictor of a firm's profitability. Today, the rules have changed. In every industry, there will now be a profit zone, within which profit is allowed. The key challenge has now become to develop and implement a business model which will operate within that zone on an ongoing basis. That requires some reinvention and new thinking about profitability and customers. Instead of placing the customer at the end of the value chain almost as an afterthought, companies today need to place the customer first. The optimum approach now, from a profitability perspective, is to build a business dedicated to meeting the customer's needs, and to have all actions flow from that point outwards rather than the other way around.

—Adrian Slywotzky, managing director of Mercer Management Consulting

Many organizations now use a balanced scorecard as a management system to link strategy to action, and as a way to ensure that scarce resources are allocated where they can do the most good. The keys to making a balanced scorecard work are:


	Don't have more than five to seven measures.

	Measure the right things—whatever leads to results.

	Define your measures clearly and unambiguously.

	Have time-based goals and milestones.

	Make the measures actionable.

	Delete any obsolete metrics that no longer apply.

	Be patient.

	Make realistic links between measures and financials.

	Treat the balanced scorecard as a tool, not a panacea.

	Keep learning how to use the scorecard better in the future.



—Arthur Schneider man, independent consultant on process management
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Main Idea

The art of management usually comes down to having enough faith that once you identify the goal, you need to give people enough latitude to figure out the best way to get there themselves. That takes courage on the leader's part not to become a hindrance rather than a help.

Supporting Ideas

Too many of today's managers lack a healthy appetite for change and have fallen into the habit of accepting the status quo. To get them moving again:


	Refocus on operations and what you must do to execute.

	Expect change to take much longer than you hope.

	Get rid of your old processes which no longer work.

	Resist starting something new until you stop something old.

	Think big—a company wide initiative, not a departmental.

	Use new technology to become more efficient.

	Look for opportunities across your entire value chain.

	Lead from the top.



—James Champy, head of strategy and chairman of Perot Systems' consulting practice

Managers, not consultants, fix businesses and systematically develop better business models. While there is no question business is becoming more efficient, progress has been uneven. Some industries are moving forward quickly while others are still doing the same things they always did. The big success stories of the future will be built on leaner, more efficient business models. The perfect model has not yet been perfected, but we're getting there slowly.

—James Womack, founder of the Lean Enterprise Institute

The key challenge in managing an organization is to hit just the right balance between rigidity and creativity. If there is too much rigidity in a business entity, employees will be sapped of their motivation and creativity. On the other hand, if everyone has a free rein to do whatever they like, the organization becomes an undisciplined mob unable to achieve anything worthwhile. The challenge is to hit just the right balance which will take full advantage of the human capital and energy available. That's difficult to achieve in practice.

—Stuart Crainer, writer

Teams are supposed to exist because people can achieve more by working in tandem than they could in isolation. Translating this into practice, however, is immensely difficult because often people are afraid to learn from their peers. The key to getting a team to gel, however, is to have a leader who acts more as a facilitator than as an authority figure. If you can create that king of atmosphere, then teams are always going to be the best way to tackle the most difficult challenges any business faces.

—WareenBennis, professor of business administration at the University of Southern California

Empowerment—the act of handing over some decision making authority to the rank-and-file—always works best when six conditions are in place:


	Where there are shared values and common priorities.

	Where the goals are clear and well articulated.

	Where there is ample opportunity for education and training.

	Where feedback is monitored and acted upon.

	Where leaders provide coaching and support.

	Where there is a way to measure results and give rewards.



—Rosabeth Moss Kanter, professor of business administration, Harvard Business School

Encouraging entrepreneurship within organizations—or entrepreneurship—is crucial if companies are to keep discovering new markets and new products to serve those markets. Experience has showed, however, the key to making this internal breed of entrepreneurialism work is to plan carefully how the ideas which come out are commercialized. The conventional thinking is to spin-off great new ideas into their own standalone corporations which can then compete for business against its parent corporation, but this has not proven to be universally successful. Often, a better approach is to allow the new operationslight separation—perhaps in another building—during its formative stages but then to bring the operation in-house once it is up and running. This usually generates better operational efficiencies than if the new company attempts to do everything on its own. Creating your own competition is not always the best way to move forward and grow.


—Paul Taylor, business and technology journalist

In today's economy, every executive needs to know at least something about information technology (IT). Generally, this will boil down to a need to gain competence in six key areas:


	Being able to understand which problem needs to be solved.

	Determining a link between IT and the solution.

	Whether the chosen option is cost-effective or not.

	Understanding how IT people think and approach problems.

	Being able to exchange information with the right parties.

	Understanding trade-offs between uniqueness & uniformity.



—Thornton May, futurist and business consultant

Start-ups, especially high-tech start-ups, need to embrace and find the answers to seven key questions if they are to prosper, survive and grow:


	Are we still working on something exciting, the next big thing?

	Do our employees enjoy coming to work?

	Do we pay enough to keep people enthused and committed?

	Do we make decisions openly and collaboratively?

	Do we provide opportunities for our people to grow?

	Are our senior management out there in the trenches?

	Do our leaders demonstrate their personal commitment?



—George Conrades, chairman and CEO of Akamai Technologies, Inc.
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Main Idea

Throughout history, brains have always trumped brawn in all fields of human activity. Corporations make money by putting their best ideas to work. To ensure a good flow of new ideas, get your people thinking and sharing their best ideas. This is the only way to keep moving forward.

Supporting Ideas

In organizations, the most innovative thinking always occurs at the boundary between an enterprise and its business partners rather than in the well established operations. With this in mind, smart companies now focus their knowledge management efforts on creating conduits by which those fringe ideas can be picked up on and harnessed. The knowledge infrastructure makes virtual organizations become real.

—Bernard Avishai, director of an entrepreneurship program at the Interdisciplinary Center in Israel

Intellectual capital, not financial capital, is the driving force behind the creation of value in any organization. The key role of today's CEO is to attract and then retain the best people that are available, and then find ways to leverage those talents across the organization. In many ways ,the most important thing a CEO does is to act as a talent scout and as an organizational venture capitalist. The CEO must get good people to invest their talents and energies into the organization and then provide them with enough incentives to stay motivated and active. This goes beyond monetary rewards and into areas like allowing people to pursue their own agendas. That's a challenge.

—Des Dear love, editor of the Financial Times Handbook of Management

Retaining and motivating knowledge workers is the key challenge of the 21st century corporate leader. In response to this challenge, corporations have:


	Invested in technology to systemize the flow of information.

	Introduced knowledge management initiatives and systems.

	Attempted to value and quantify their intellectual capital.



All three of these initiatives have failed to keep knowledge workers within the fold. As a result, there is likely to be a rise in the markets of knowledge, where workers will trade their knowhow with employers or clients through online auctions. This will mean that specialist knowledge previously embedded deep within a company will become available commercially, perhaps for the first time ever. Whatever the consequences, it promises to be spectacular and far-reaching.

—StuartCrainer, co-editor of The Ultimate Business Guru Guide

In today's society, most people believe an ingenious idea or invention guarantees business success. Commercial history, however, shows that the most successful firms focus more on commercializing new inventions than they do on generating new ideas themselves. Creativity in business cannot be managed, and it is impossible to accurately forecast when the next big thing will arrive. The companies that will excel in the future will be those that continue to align their products, solutions and services with real customer needs. Intellectual property, in and of itself, has only marginal value. It's what's done with the intellectual property that counts in the real world.

—AmielKornel, independent business consultant

The biggest promise of data exchange via the Internet for business was that every company could optimize its value chain by sharing detailed real-time information. any companies have gone this route and achieved impressive efficiency gains, but for the most part, the really big gains have proved elusive. Why? Mostly because managers are at a loss as to what kind of information should be shared. When customers can see right through a value chain, they may gain too much information about6 inventory levels or alternative suppliers. In addition, human errors in entering data or unforeseen outside events (like an accident with a delivery truck or even a bad storm) can mean that the information in the system is wrong. It also becomes difficult to share information when companies both compete with one other and purchase from each other. For these and other valid reasons, most companies are reluctant to move their operations entirely online, even when there is the promise of massive cost savings.

—Victoria Griffith

The venture capital industry is evolving rapidly. In the 1980s and early 1990s, venture capital was effectively a cottage industry with many funds having $10-$25 million to invest. In the mid-to late-1990s, however, venture capitalists began appearing on the cover of business magazines. Firms started raising billion-dollar investment funds, meaning they had to invest an average of $50 million to get their funds allocated. Since the crash of the late 1990s, however, very little venture capital funding is going into early stage investing. Most venture capital funds are focusing on later stage investments or even investments in recently listed companies. The results of this new approach have not been very impressive. As a result, the entire venture capital industry is currently going back-to-basics. This means investing a modest amount of capital at an early stage, where an exit is likely to be three to seven years out once profitability has been reached. It also means that venture capitalists are becoming much more hands-on in the operational details helping their companies reach milestones, use capital efficiently, do the deals they need for validation and grow to meet profitability targets. In essence, the venture capital industry is maturing and becoming more disciplined with clearer business models, better understood methodologies, more defined reporting structures and metrics. The industry's practices are also becoming more transparent and less driven by the need to generate media attention. Whether this new found discipline will remain in place during the next upswing in the economic boom-and-bust cycle remains to be seen. With a little bit of luck, however, the venture capital industry should be able to weather future cycles in a more robust fashion that was exemplified in the past.

—Peter Rothstein, founder and president of Allegro Strategy, an advisory firm to early-stage ventures
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Main Idea

At one time, it was considered leadership in business had been rendered unnecessary by new technology. Nobody thinks that way anymore. Instead, there is a new found respect for the difference great leadership can make to any organization. Great leaders are still required.

Supporting Ideas

The cliché states leadership is 1-percent inspiration and 99-percent perspiration. Surprisingly, reality affirms the underlying wisdom here. Leadership is difficult because it focuses on the hardest issues facing an organization. Usually, these are adaptive challenges rather than the technical aspect of what the business does. If you aspire to be a good leader, develop the strategic and tactical ability to orchestrate internal conflict so it will produce experimentation and learning rather than dogma and entrenchment. Achieve that and you'll be well on your way to surviving the leadership experience.

—Ronald Heifetz and Marty Linsky, leturers, School of Government at Harvard University

At one time, the CEO succession process looked simple—appoint whoever had earned it. Then, for a time, everyone rushed to bring in celebrity CEOs who would dress up the firm's image and cause its stock price to spike upwards. The first approach encouraged the old boys' network while the second meant the company had to wait until the CEO was up to speed operationally before anything innovative could happen. A more successful idea is to treat succession as a continuous process where the changing strategic needs of the enterprise are balanced by the periodic need for a fresh perspective. A good board should view the succession process as a ongoing partnership where the right individual is matched with the right business conditions.

—Jeffrey Sonnenfeld, associate dean for executive programs at Yale University's School of Management

Where have all the great business leaders gone? Today's corporate leaders, by and large, remain silent by comparison with the statesmen of the past who spoke out about key issues facing society. Today's leaders are so attuned to meeting the expectations of shareholders and security analysts they have no interest whatsoever in rocking the boat and speaking out about public issues. Most CEOs now focus so intently on getting their company's stock price up they have no time or energy to devote to other issues. Somewhere along the way, we have lost sight of the fact leaders should be selected who will create healthy corporations over the long-term. When leaders are chosen on the strength of their personal charisma instead of their character, it should be no surprise that they end up doing things that lack integrity. What's needed most is not new laws, but better and more authentic business leaders. The future of capitalism requires this new breed of leaders.

—Bill George, professor of leadership and governance at IMD in Lausanne, Switzerland
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Main Idea

Most markets are becoming more competitive. The whole thrust of good marketing and advertising is to open doors, create relationships, and make it easier to make sales in the future. That normally takes time and continuity for product or brand awareness to be established.

Supporting Ideas

There are no quick fixes when it comes to developing and executing sound marketing for an organization. Instead, you always have to understand and harness ten guidelines:


	Know your customer's needs, expectations and behavior.

	Understand the environment within which decisions are made.

	Have a vision and a desired business paradigm.

	Develop growth strategies that target market opportunities.

	Select and target a number of customer segments.

	For each segment, create integrated, innovative offerings.

	Build your organization to support your marketing strategy.

	Build a robust informational infrastructure.

	Watch for ways to blend old and new marketing strategies.

	Engage in some adaptive experimentation. Keep learning.



—Yoram Wind, professor of marketing, Wharton School

Historically, marketing did the thinking and decided what the firm should sell and then sales put that strategy into effect. The world, however, has changed as each market segment has become more crowded and more competitive. Today, sales and marketing need to cooperate closely and work with each other. Unless power, information and resource4s are shared between sales and marketing, a company simply won't be competitive. To this end, businesses should:


	Regularly rotate people between sales and marketing.

	Co-locate sales and marketing.

	Promote those who work well in both areas.

	Stress the need for integration between sales and marketing.

	Involve both departments in developing strategy.



—Ben Shapiro, emeritus professor of marketing, Harvard Business School

Brands are the relationship between an offering and the customer. For consumers, brands convey information and an implicit promise of future performance. For sellers, brands provide a tangible economic premium—3-percent for bulk products, 10-percent for industrial products and up to 30-percent for consumer products. This is becoming increasingly important because almost every competitor in every market now has access to scale and can compete for the low-cost position in the marketplace. Most often, sales or top-line growth is driving profitability. The new imperative of business is rapidly becoming: 'Identify your most profitable and loyal customers, and then find more like them'. In this, a brand will play an increasingly more important role.

—Sam Hill, president of Helios Consulting

How do you turn a commodity product into a specialty product that can be sold at a higher margin? The key is to differentiate yourself by adding value to your product or service offering:


	During purchase—by reducing risk or adding convenience.

	During ownership—by providing a special cachet.

	In use—by providing superior functionality.



If you understand what's important to the customer in all three phases and provide them with more of what they want, you can do significantly better than your competition, especially if they continue using a one-size-fits-all approach. The rewards for doing this are usually very worthwhile.

—Ben Shapiro
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Main Idea

Success always requires good communication between individuals and other individuals, a company and itself, a company and its customers, a company and the capital markets and a company and its competitors. Unless you get this right, nothing else will matter.

Supporting Ideas

Corporate communication—defined as the company's voice to its internal and external audiences—needs to be closely linked to the overall strategy and mission of the enterprise. The old days of using PR consultants to come up with non-offensive but bland statements just won't cut it any more. Instead, a more sophisticated and strategic approach is required. Today, corporate communications need to establish and clarify:


	Your corporate identity—who you are.

	Your image—who you aspire to be.

	Your reputation—the values you live as seen by others.



A strong corporate communications infrastructure can help attract and retain the best talent, generate a loyal customer base, position your firm as a desirable business partner and generally underpin a sustainable competitive advantage. Effective communications can also turn potential public relations disasters (like product recalls) into events that strengthen rather than weaken the company's reputation and brand. Too often, in the past, corporate communications was considered a means to an end. Today, the corporate communication function is an invaluable resource.

—Paul Argenti, professor of management and corporate communication at Harvard Business School

Abraham Lincoln once said: "Without public sentiment, nothing can succeed; and with it, nothing can fail". From a commercial rather than a political perspective, corporate leaders need to learn how to talk to the press effectively. This is an art form in and of itself, so be careful about what you say and use the right way to deliver the safety information to the media. To handle the press well:


	Keep it short—speak in sound bites if possible.

	Don't say anything "off the record" you may regret.

	Always ask them to clarify the intent of their story.

	Prepare a list of points you want to bring out beforehand.

	Learn how to "bridge" from one idea to another politely.

	If you have to deny anything, be definitive, not wishy-washy.

	Watch what you say in unguarded, casual moments.

	If reporters get the facts wrong, demand a correction.

	Feel free to follow-up with a letter to the editor.

	If possible, rehearse beforehand.

	Anticipate the reporter will be smart and switched on.



And finally, always remember you're not running for office, and therefore you're perfectly entitled to keep private whatever you decide. It's your call what falls into this category, not the media's. Exercise your right to privacy intelligently.

—Geoffrey Moore, communications consultant
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Main Idea

Business is filled with mistakes, with good ideas gone awry. It's fun to learn from somebody else's mistakes. It's also far cheaper and less disruptive than trying to make all the mistakes yourself.

Supporting Ideas

Reengineering was the big business idea of the 1990s. The whole idea behind reengineering was to make key operations as lean and efficient as possible and then to discard or outsource everything else. To this end, everyone was urged to start with a blank sheet of paper, and come up with a workflow diagram that was streamlined and efficient. With this in mind, reengineering become a movement with a mantra: "Don't automate, obliterate". Reengineering fairly or unfairly also became a euphemism for the large-scale corporate layoffs of the early-1990s. Rather than stating the layoffs were done to bolster profits, corporate leaders wrapped themselves in the reengineering banner. This so disturbed the original developers of the reengineering concept, James Champy, Michael Hammer and Thomas Davenport, that by 1995 they had all issued public apologies for the human cost of reengineering. The human side of reengineering ultimately came to prove its greatest stumbling block. Reengineering wasn't bad in and of itself, but the way it was applied caused trouble. In many cases, reengineering was used cynically and in a calculated manner to achieve an alternative agenda. The conceptual idea of reengineering may have been simple, but putting it into practice proved to be deceptively difficult.

—Des Dear love, technology writer and co-author of the Financial times Handbook of Management and the Ultimate Business Guru Guide

Downsizing, or the more politically correct term of "right-sizing" was the corporate mantra of the 1990s. The public face of this movement was Albert J. Dunlap who was nicknamed "Chainsaw A1". He led eight corporate turnarounds, including Scott Paper whose stock rose 220-percent during the first nineteen months of Dunlap's control. Unfortunately, or perhaps in an act of poetic justice, Dunlap was himself downsized when Sunbeam's board of directors lost confidence in his leadership. Sunbeam ultimately went into bankruptcy. And a recent study of 288 Fortune 500 companies found that companies which had laid off more than 3-percent of their workforce actually performed no better than companies which had made no cuts at all.

To reinforce this conclusion, companies which had job losses of 15-percent of their workforce or more performed significantly below average. It's just not possible to build something great by firing your employees.

—Des Dear love, writer and editor

What can be learned from the new product failures—like the introduction of the Apple Ⅲ on May 19, 1980 to much fanfare. After all, this was Apple's first attempt at moving from the home computer market into the business computer market. The pressure was on to get this computer right because Apple was carrying out an initial public offering in December 1980. apple had originally projected it would start shipping Apple Ⅲs in July 1980, but it wasn't until late November that supplies started trickling into distribution. It was at that point that the Apple Ⅲs engineering problems started coming to surface. The original Apple I and Ⅱ had been designed by Steve Wozniak, whereas the Apple Ⅱ was designed by a committee leaded by Steve Jobs. When the product started shipping in volume, around 20-percent of the machines wouldn't work because chips had fallen out of loose sockets during shipping. Of those that did work, many failed after minimal use because of overheating. (The Apple Ⅲ had no fan to cut down noise and radio-frequency interference). Apple attempted to overcome the potential bad PR by offering free replacements, but that backfired when the replacements often failed as well. Apple was eventually forced to bring out a new model in December 1981 and to offer to replace any of the older models for free. Most purchasers of the Apple Ⅲ took the company up on this offer. Unsurprisingly, sales of the Apple Ⅲ were dismal, as most potential purchasers were put off by the bad publicity, not to mention a lack of software for the machine. The company tried to bring out an updated machine in December 1983 called the Apple Ⅲ Plus, but it was a case of too little, too late. After selling a disappointing 120000 units and losing, Apple dropped the line on April 24, 1984. The Apple Ⅲ fiasco demonstrated definitively the value of working in teams and the challenges of working to ambitious deadlines that are driven by external rather than technical events.

—Bill Pollack, Apple Computer employee during the late 1970s

Every business is built on big ideas—concepts that are practical, down-to-earth, and appropriate, and which in the end reduce the fog of complexity into something simple, solid, tangible, and most of all workable. Big ideas are practical ideas. They are ideas that help people achieve their dreams, that serve as the pathways from one success to another. They help one group fulfill another group's needs. You do not have to be the proverbial rocket scientist to be successful, unless your business is building rockets. A century and a half ago, Levi Strauss formed the clothing company that continues to bear his name when he realized that miners in the California gold rush needed trousers far more rugged than anything they could buy at the time. True, it wasn't exactly the theory of relativity, and denim pants don't exactly cure cancer. But Levi Strauss' idea was imbued with great utility and—as we know—longevity. His idea was sufficient to support the development of a company that over time provided the livelihood of tens of thousands of workers in factories and stores. To put it in the vernacular, it was an idea with legs. But that's not the end of the story, as we know. The wonderful and simple idea that begat the world's first blue-jeans maker, Levi Strauss, also begat a host of rivals worldwide. Many of these rivals had very short lives. But many found their own niches. The game of business is not just played on the offense. There is a defensive game as well. Great companies—and great leaders—play both games equally well.

—Joel Kurtzman

Business isn't easy. At least it isn't at the moment. The forces governing competition today are very difficult to navigate. They are global, technological, financial and human. The cycles of growth and decline—which many pundits in the 1990s said were no longer applicable—are back in full force. In fact, the same items—globalization and technology—that people said had ended the business cycle are now being viewed as making it worse. Globalization and technology, it is now said, have destroyed the ability of many companies to price their goods and services at a premium, which is hurting profits globally. (In the '90s, the same phenomenon was viewed the other way around. Globalization and technology would check inflation and keep prices low so that cost-conscious consumers would continue buying, fueling what some people at the time called "the loud boom"). But that's not all. The forces governing business are large—very large. They range from sudden, short-term shifts in consumer buying habits—a two-season long denim craze, a two-year hula Hoop frenzy, a four-year-long cigar fad, for example—to slower, medium-term changes, such as the decade-long shift from conservative business attire to clothes for casual Fridays and then to clothes for (as my children might say) whatever. And then there are the longer-term changes on top of these shorter-term shifts. There is no question that business is complex. But difficult does not mean hard, which I take to mean something akin to joyless toil. Business is one of life's great games, and it is exhilarating. Business is not just a job. In the end, business is about exchange, which means the game cannot be played alone. A farmer can grow enough food for himself and his family, but it is not business until someone else takes that food to market to trade it for something else. Business is a networking event. Business is played with others and without a helmet. and because business is played with only the barest of safety nets, successes, when they occur, are that much sweeter.

—Joel Kurtzman
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