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主题广告牌


知不足而后成

担任领导人要担负的最重要责任，就是带领着组织不断变革，站在趋势的浪潮上养成竞争力并取得制高点。但是，我们发现企业的成功往往不是来自于“天纵英明”的领导人，而是透过谦卑的态度，倾听而得。

成功企业通常都会有很多传统与成功经验，执事者往往依循而行，因为如此工作最省力气也最安全。但是，要实现担任领导人的野心，就不可能因循苟且，必须要能够去芜存菁，同时建立新的典范，带领企业一路前进。

当领导人带领企业面对外界接踵而至的挑战时，最重要的是能够在产业中取得重要的地位。当然，这个时候领导人对于团队的要求就不能是“还不错”，工作团队必须在能够取得竞争优势的关键点上，取得绝对的领先，做得超级出色，让整个产业都受到撼动。

但是，高标准的要求与目标，并不代表着专断独行，反而必须如同海纳百川一般，大量汲取来自于市场、员工，甚至竞争者给予领导人的建议与暗示。在广阅各种可能性之后，才会有较大的机会找到翻转局面、大幅领先的关键支点。

企业领导人必须要有足够的野心，才能燃烧热情带动团队，挑战超高的标准。但在另一面，领导人必须要知其所不足，察纳雅言，鼓励团队、消费者提出意见，洞察市场，才能够做出正确的决策。徒有野心还不足以成为卓越的领导人，抱持知不足的谦卑心态，才能以“谦卑野心家”之姿，带领组织创造出更上一层的伟大成就。



作者简介



威廉·泰勒（William C. Taylor）


作家、演说家和企业家。他是《快速企业》杂志的共同创办人和创办编辑，这份杂志推出6年后以3.4亿美元售出。泰勒曾为《纽约时报》和《卫报》定期撰写商业专栏，目前替《哈佛商业评论》撰写有关管理的部落格。泰勒是巴布森学院（Babson College）的兼任教授，著有《发明未来的企业》一书，并与他人共同撰写3本经营策略的书籍。泰勒毕业于普林斯顿大学和麻省理工学院的史隆管理学院。



译者简介



乐为良


资深新闻与文字工作者，译作超过30本，包括《数位神经系统》、《六标准差》、《股神巴菲特II》、《正义：一场思辨之旅》等，译著曾两度获经济部金书奖，现在菲律宾担任《联合日报》副总编辑。



5分钟摘要



征服变动的挑战　
英文



今日，各行各业的领导人面临的挑战是走出乱世，与客户建立更紧密的关系、让员工发挥更多能量和创意，并与对手拉开更大距离。


关键思维

“解决问题要比发现问题难度高。”

──爱因斯坦

“不敢尝试不同，成就别无可期。”

──不知名的天才，美国德州



当前市场的特色就是崩裂瓦解、过度竞争和变动不休。因此，试着比竞争对手好一点点没有任何意义，在逐渐萎缩的市场中，他可能和你一样深陷同样的困境。今天想要出人头地，你必须有令人刮目的特别之处──有点激进但又务实。只要你能在今日人云亦云的世界，拥有独一无二的思维，就可以财源广进。

虽然听起来有违常理且矛盾，今日造成市场重挫的经济衰退正是改造公司、撼动产业和自我挑战，借以提升绩效的大好机会。你不必缩小你的梦想，而是去改变游戏规则，让它对你有利，并采用独一无二的点子，让别人注意到你。不要只想赢得你碰上的比赛──而是以不一样的思维和更大的企图，成为改变游戏规则的人。做到这一点，你不仅能超越同业，还能为未来几年建立可持续的竞争优势。
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关键思维

“我相信有愈来愈多的高阶主管，打从内心开始理解到谨慎和保守──跟着别人做一样的事，却愈来愈没有信心──只能带往灾难，而不能在经济风暴中提供安全庇护。各行各业的领导人面临的挑战是走出乱世，与客户建立更紧密的关系、让员工发挥更多能量和创意，并与对手拉开更大距离。”

──威廉·泰勒





MAIN IDEA



Mastering the challenges of change　
中文



Today, the challenge for leaders in every field is to emerge from turbulent times with closer connections to their customers, with more energy and creativity from their people, and with greater distance between them and their rivals.


Key Thoughts

"Problems cannot be solved at the same level of awareness that created them."

—Albert Einstein

"If all you ever do is all you've ever done, then all you'll ever get is all you ever got."

—Unknown Texas genius



Today's markets are distinguished by disruption, hyper-competition and constant ongoing change. With that in mind, there's little point trying to be marginally better than your competitors who are probably locked into the same battles as you are for a declining market. To stand out today, you've got to become known for something special — something radical yet practical. The big money today comes when you embrace one-of-a kind thinking in a me-too world.

As counterintuitive and paradoxical as it may sound, today's recession hit markets are the perfect opportunity to transform your company, shake up your industry and challenge yourself to move to a higher level of performance. Instead of downsizing your dreams, change the game to your advantage and get noticed by embracing one-of-a-kind ideas. Don't merely try and win the game you find — become a game changer by thinking differently and thinking big. Do this and you will not only separate yourself from the pack you'll also build sustainable competitive advantages which last for years to come.
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Key Thoughts

"I'm convinced that more and more executives, deep down, are beginning to appreciate that caution and conservatism — doing more of the same, but with less confidence and conviction — is a formula for disaster, not a source of stability or shelter from the economic storm. The challenge for leaders in every field is to emerge from turbulent times with closer connections to their customers, with more energy and creativity from their people, and with greater distance between them and their rivals."

—William Taylor





必修课题 1　
英文



改造公司

毫无疑问的，我们生活在一个崩坏的年代。整个世界演变之快，如果你今天的做法和过去只有些许不同，就行不通了。想在任何行业赚到钱，你得准备好做出重大改变，并重新界定竞争的定义。

[image: 443-12C]


要加入今日一流领导人的行列，就要展现“仿如初见”的能力。什么是仿如初见？
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似曾相识的经验是当你面对一个陌生的情况，却感觉曾经看过；仿如初见则刚好相反。当你面对一个熟悉的情况──一个你已经工作好几个世代的产业，或经营多年的产品──却能以全新的眼光或视野，发展出自己特立独行的未来洞见。想改造公司，你必须仿如初见一般去看自己的组织和产品线，然后打造未来。当你这么做，最后经常出现的是一套战略，像是另类的“回到未来”。

要说明个中道理，不妨参考作风坦率的瑞士亿万富翁尼古拉斯·海耶克为例，他在瑞士钟表业叱咤风云超过25年。第二次世界大战后几年，瑞士生产全球80％的手表。到了1970年，外国竞争对手以石英技术大举入侵钟表业，而该技术最早的先驱者瑞士却因这项技术不够好而不予采用。1970年时瑞士钟表制造商的市场占有率已经下降到42％；海耶克在这时出现，时值瑞士银行合并了2家资不抵债的钟表大厂，置于瑞士微电子与钟表工业集团的旗下。

海耶克在1983年接手时，瑞士微电子与钟表工业集团销售额为10亿美元，但亏损额为1亿2400万美元，还有1万5000个提心吊胆的员工。10年后，销售额增加1倍达20亿美元，并有2亿8600万美元的年度经营获利。2008年，更名为现在的斯沃琪集团，成为全球首屈一指的钟表制造商，旗下有19个品牌，营收超过50亿美元，获利逾7亿2000万美元，并有2万6000名干劲十足的员工。

没错，海耶克当然是产品创新高手，在行销上观察敏锐，但他把战略核心放在瑞士450年的制表传统，视它为力量的源泉而非包袱。海耶克基本上得出的结论是：瑞士钟表业没有任何缺点，是不能靠瑞士钟表业的优点迎刃而解的。

欧米茄是很好的佐证。海耶克掌权时，欧米茄品牌濒临停产。为了追求成长，之前的几位领导人端出不同版本的高价位、中价位和低价位欧米茄手表。海耶克终止所有的授权合约，把款式减少到130种，并竭尽所能让欧米茄回到最初起家的高档品牌。结果如何呢？在2008年，光是欧米茄这个品牌便带来超过10亿美元的销售额，和数亿美元的获利。凭借过去最突出的特点，欧米茄重建了它在世界上最尊贵的品牌地位。


关键思维

“欧米茄是给精英佩戴的手表，他们成就非凡──在体育、艺术、商业和各种专业领域──并且带动世界改变。登陆月球的航天员卓然有成，他们佩戴的是欧米茄，苏联航天员也是。欧米茄就该如此，这也是欧米茄代表的象征。我们只是还原欧米茄本色。”

──尼古拉斯·海耶克，斯沃琪首席执行官



海耶克不仅重振欧米茄品牌，并以同样的方法用全新的眼光观察公司本身的状况。他的斯沃琪转型策略几乎违反企管顾问提出的所有经营建议，海耶克没有找低成本的制造厂外包，反而保留了公司传统的瑞士工厂。

斯沃琪进行垂直整合──几乎所有的手表零件都自行制造。斯沃琪还大量采取利基营销──找出最有利可图的客户群并拱手让出其他客户。


关键思维

“首席执行官必须告诉他们的员工：‘我们要在国内以较低的成本制造这个产品，但质量领先全球。’然后让他们想出因应对策。原斯沃琪的团队提出了一个疯狂的问题：‘为什么我们不能设计一款成本低、质量好，让人惊艳的手表，而且是在瑞士制造呢？’银行家态度持疑，一些供应商也拒绝卖零件给我们。他们认为这个疯狂的产品会摧毁整个产业。但这个团队克服阻力并完成任务。”

──尼古拉斯·海耶克，斯沃琪首席执行官



结果斯沃琪表风行全世界──成为钟表产业史上最畅销的产品，累计制造销售超过3亿5000万支斯沃琪手表。斯沃琪的成功故事说明了，公司以崭新的眼光去看他们的商业模式会有意想不到的结果。

每个组织都要自行设法汲取过去的经验、打破常规，然后做出创造性的改变。当你努力这么做时，要记牢5个真相：
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真相 1

多数组织都犯了“以管窥天”的毛病──这样很难让每个人预见更积极的未来。

变革的第一个挑战是要有独创性，长期累积的专业知识往往是突破性创新的阻力。不要复制竞争对手的运作方式，你必须做的是重新思考和改造整个产业的运作方式。

做点梦或最好多做点梦。作一个“无拘无束的思考者”──从零开始想象更好的方式来服务客户。不要把所有力气放在如何打赢进行中的游戏，而是看见一个全然不同的游戏，而且能带给客户更好的结果，并让它实现。


关键思维

“你可以在瑞士或美国这种国家，生产大众市场的产品，唯一的条件是你还保有年少儿时的梦幻和想象力。为什么有些事就该怎样做才对？为什么我们总是采取特定的作为？我们每天问自己这些问题。因为我们扼杀了太多好点子，想都不想就拒绝它们，还嘲笑它们。”

──尼古拉斯·海耶克，斯沃琪首席执行官



真相 2

领导人的看法通常与其他人没两样，因为他们也和别人一样在同一个地方找点子。

这就是为什么高明的领导人不想替竞争设定标杆的原因。如果情况不佳，向产业的“佼佼者”学习有用吗？撼动产业以及超越竞争对手的更好方法是向产业外的创新者求教。学习他们的优点，然后重新想象你的产业有什么可能和可行性。从各种不同的领域借用构想，并以同样的方式促进自己的成长。采用其他地方证明有效的见解，调整后用在你所属的产业，是既有趣又充满活力的创新方式。

真相 3

在成功的组织里，历史传承既是诅咒也是祝福。既要突破它，又不能否定它。

创意十足的领导人不会否定过去。他们会重新诠释过去发生的事，以便以鲜活的方式塑造未来。这是一种在摆脱过去创造未来的同时，向过去学习的方式。要从历史中挖掘出核心的真理、价值和信仰，然后把这些元素融入你将来要做的事。


关键思维

“创造的本质是厘清如何使用你已经知道的，超越你已经想到的。”

──杰罗姆·布鲁纳，心理学家



真相 4

改革者的任务不只是引进新的想法，而且要制造急迫感，并把急迫转化为行动。

领导人有所顿悟能以全新眼光为未来想出新点子是一回事；有能力让上下员工效命把这个点子变成改变游戏规则的绩效表现，又是另一回事。卓越的创造型领导人就是能做到这点，并且通常是让自己成为说故事高手。改革者常常会以虚构的角色编造动人的故事，然后动员整个公司解决那些顾虑。

真相 5

商场不会停止变化，意味改革者永远不能停止学习。

卓越的领导人本身就是好学不倦的人。你不能做一次改变，就以为大势底定，可以高枕无忧。你要不断学习、实验和尝试新的想法，并持续做出新调整，因为整体商业环境也是瞬息万变。


关键思维

“美国没有任何缺点，是不能靠美国的优点解决的。”

──比尔·柯林顿，美国第42任总统

“严重的经济衰退可说是成立创新型公司的大好时机，让新创公司得以凭借经济复甦运作起来。弗德里克·史密斯在1973年成立联邦快递，时值飞机油价飙升之际。Re/Max现在是房地产经纪公司的龙头，在1973年开始营业，也是房地产市场进入严重衰退之时。比尔·盖兹和保罗·艾伦创设微软公司也是在1975年经济衰退时期。”

──布莱德·强森，《广告时代》分析室主任

“我们被自己的所知限制了想象力。解决方法是大量引进没有预设立场的人进入公司，他们才不会被团队里的专家、公司的政治，或行事惯例压垮。”

──辛希亚·巴顿·拉贝，英特尔创新策略家

“想要看待问题像是第一次看到一样，有一个方法是从各种领域去寻找行之有年的点子。这就是‘仿如初见’的真谛。在不熟悉的领域寻找点子，并不只是把一个产业可行的办法搬到另一个产业，而是重新想象一个产业有何可能性。”

──威廉·泰勒





Issues 1　
中文



Transform your company

There can be no doubt we live in an age of disruption. The world at large is evolving so rapidly today doing things just a little differently from the way you did them in the past won't cut it anymore. To make decent gains in any field, you've got to be prepared to make big changes work and to redefine the terms of competition.
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To join today's best leaders, you need to demonstrate your capacity for "vuja de." What is it?
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You experience déjà vu when you look at an unfamiliar situation and feel like you've seen it before. Vuja de is the flip side of that. You look at a familiar situation — an industry you've worked in for generations or a product you've worked on for years — with fresh eyes or a fresh perspective and then develop your own unique and distinctive view of the future. To transform your company, you've got to look at your organization and your line of business as if you're seeing them for the first time and then build for the future. Often when you do this, you end up coming up with a game plan which is some kind of variation of "back-to-the-future."

To illustrate how this works, consider the example of Nicolas G. Hayeck, the outspoken Swiss billionaire who was the public face of the Swiss watch industry for more than 25 years. In the years after World War II, the Swiss built 80 percent of the world's watches. By 1970, foreign competitors had made huge inroads in the watch industry using quartz technology which the Swiss had pioneered but then ignored because the technology was inferior. By 1970, the Swiss watchmakers market share had declined to 42 percent. Hayeck came on to the scene when Swiss banks moved to merge the country's two giant and insolvent watchmakers under the banner of Swiss Corporation for Microelectronics and Watch making (SMH.)

When Hayeck took charge in 1983, SMH had sales of $1 billion but losses of $124 million and a nervous workforce of 15,000 people. Ten years later, SMH had doubled sales to $2 billion and generated an operating profit of $286 million for the year. By 2008, SMH now renamed Swatch Group was the leading watchmaker on the planet with nineteen brands, sales revenues exceeding $5 billion, profits of more than $720 million and 26,000 highly motivated employees.

Admittedly, Hayeck was a product innovator who had a keen eye for marketing but his game plan centered squarely on using Switzerland's 450-years of watch making tradition as a source of strength rather than a burden. Hayeck basically came to the conclusion there was nothing wrong with the Swiss watch industry which could not be addressed and fixed by what was right with the Swiss watch industry.

Omega was a good case in point. By the time Hayeck took control, the Omega brand was near extinction. In pursuit of growth, Omega's previous leaders tried to come out with high priced, medium priced and low priced versions of Omega watches. Hayeck ended all licensing arrangements, slashed the number of models to 130 and did everything he could to return Omega to its roots as a premium brand. The end result? In 2008, the Omega brand alone generated more than $1 billion in sales and hundreds of millions of dollars in profits. By getting back to what it did best, Omega has been reestablished as one of the most valuable brands in the world.


Key Thoughts

"Omega is an elite watch for people who achieve — in sports, the arts, business, the professions — and help shape the world. The astronauts who landed on the moon achieved something. They wore Omega. So did the Soviet cosmonauts. This is what an Omega looks like. This is what Omega stands for. We gave Omega its message back."

—Nicolas Hayeck, CEO, Swatch



Not only did Hayeck reinvigorate the Omega brand but he applied the same approach of looking at things with fresh eyes to the company itself. His turnaround strategy for Swatch violated pretty much every piece of management advice business consultants sell. Instead of outsourcing to low-cost producers, Hayeck retained the company's traditional Swiss factories.

Swatch is vertically integrated — it builds nearly all of the components for the watches it assembles. Swatch also uses niche marketing extensively — it identifies the most profitable customer segments and ignores the rest.


Key Thoughts

"CEOs must say to their people: "We will build this product in our country at a lower cost and with higher quality than anywhere else in the world." Then they have to figure out how to do it. The people on the original Swatch team asked a crazy question, "Why can't we design a striking, low-cost, high-quality watch and build it in Switzerland?" The bankers were skeptical. A few suppliers refused to sell us parts. They said we would ruin the industry with this crazy product. But the team overcame the resistance and got the job done."

— Nicolas Ha yeck, CEO, Swatch



The Swatch has become a worldwide phenomena — it is the best-selling product in the history of the industry. More than 350 million swatches have been manufactured and sold. The story of what Swatch achieved illustrates what can happen when companies look at their business models with fresh eyes.

Every organization needs to figure out for itself how to learn from the past, break from convention and then make creative changes. As you work towards doing that, keep in mind five truths:
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Truth 1

Most organizations suffer from a form of "tunnel vision" — it is hard for everyone to envisage a more positive future.

The first challenge for change is to be original. It's common for long held expertise to get in the way of groundbreaking innovation. Instead of copying how your competitors operate, you need to rethink and reinvent how your industry operates.

Dream a little or even better dream lots. Be a "zero-gravity thinker" — start from scratch and try to envisage a better way to serve your customers. Instead of using all your energy to try and figure out how to win the game you currently play, see a different game which will produce better results for your customers and then make it happen.


Key Thoughts

"You can build mass-market products in countries like Switzerland or the United States only if you embrace the fantasy and imagination of your childhood and youth. Why does something work a certain way? Why do we behave in certain ways? We ask ourselves those questions every day. We kill too many good ideas by rejecting them without thinking about them, by laughing at them."

— Nicolas Hayeck, CEO, Swatch



Truth 2

It's common for leaders to see things the same way as everyone else because they look for ideas the same place everyone else looks.

This is why effective leaders forget about trying to benchmark the competition. How helpful is it to learn from the "best in class" in your industry if that isn't all that great. A better way to shake things up and leapfrog competitors is to learn from the innovators outside your industry. Study what they do well and then reimagine what's possible and feasible for your industry. Borrow ideas from all kinds of different fields and fuel your growth that way. Taking proven insights from elsewhere and adapting them to your specific industry can be a fun and at the same time highly energizing approach to innovation.

Truth 3

In successful organizations, history can be a curse and a blessing. The challenge is to break from the past without completely disavowing it.

Creative leaders don't disavow their past. They reinterpret what has come before in order to develop a fresh and vibrant way to form what comes next. This is a matter of learning from the past as you simultaneously break from it to create the future. You mine your history for core truths, values and beliefs and then integrate those elements into what you do in the future.


Key Thoughts

"The essence of creativity is figuring out how to use what you already know in order to go beyond what you already think."

— Jerome Bruner, psychologist



Truth 4

The job of change agents is not just to bring new ideas to the surface. It is also to create a sense of urgency and then turn that urgency into action.

It's one thing for a leader to have an epiphany and use fresh eyes to devise new ideas for the future. It's another to have the capacity to generate rank-and-file commitment to turning that idea into game changing performance. Great creative leaders do exactly that, often by becoming great storytellers. Change agents frequently create compelling stories about hypothetical characters and then mobilize their organizations to address those concerns.

Truth 5

The fact the business environment never stops changing means change agents can never stop learning.

Great leaders are also insatiable learners in their own right. You don't bring about a one-time change and then kick back and assume that's all over and done with. You have to keep learning, experimenting and trying new ideas and coming up with new tweaks consistently because the general business environment is changing all the time.


Key Thoughts

"There is nothing wrong with America that cannot be cured by what is right with America."

—President Bill Clinton

"A deep recession can be a perfectly good time to launch an innovative company, putting the startup in a position to move when the economy recovers. Frederick Smith launched Federal Express in 1973 even as jet fuel prices were rocketing. Re/Max, now a major force in residential real estate, began in 1973, just as the housing market was entering a severe downturn. Bill Gates and Paul Allen started Microsoft Corp. in the recession of 1975."

— Bradley Johnson, director of analytics, Advertising Age

"What we know limits what we can imagine. The answer is to populate organizations with zero-gravity thinkers who are not weighed down by the expertise of a team, its politics, or the way things have always been done."

— Cynthia Barton Rabe, innovation strategist, Intel

"One way to look at problems as if you're seeing them for the first time is to look at a wide array of fields for ideas that have been working for a long time. That's the real virtue of vuja de. Looking for ideas in unfamiliar fields is not just about relocating what works from one industry to another. It is also about reimagining what's possible in an industry."

— William Taylor





必修课题 2　
英文



撼动产业

要撼动你的产业，就别在一堆事上做得“还不错”，而是专注在你可以做得“超级出色”的项目。别再以管窥天，和其他公司追逐一样的机会，去想象一个可以让你大获全胜的不同比赛。
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听起来也许奇怪，顾客并不希望你平淡无奇。他们希望你对他们关心的事有强烈的主张──并以行动支持这些主张。此外，如果你的做法与同业一样，你怎么能奢望领袖群伦呢？想要真正撼动你的产业，你要尝试一些新鲜点子，采取不同的做法；而且一定要让顾客在和你交易时，清楚知道他们的交手对象与众不同而且作风独特。


关键思维

“在各行各业里，公司明显地都被特定的竞争节奏制约——忘了他们的使命──那就是要与同业做明显的区隔。结果，他们愈是竞争，差异化就愈低。产品之间的竞争不再；在消费者的心中，它们互相倾靠撞成一堆。”

──扬米·穆恩，哈佛商学院教授



爱尔兰瑞安航空公司和它作风鲜明的首席执行官麦克·奥利里为此原则的实践，提供很好的研究个案。1986年，瑞安推出2条赔钱的路线，1990年代初期公司处境仍然低迷。直到奥利里在1994年1月出任首席执行官，瑞安的业务就真的起飞了──且一直维持到2009年；瑞安航空飞行850条航线，载送近6000万旅客人次，创造40亿美元营收。瑞安的股价也在1999年到2009年间翻涨了5倍。

奥利里是怎么做到的？当然不是惦惦呷三碗公。奥利里一直不断公开大肆叫嚣──他骂欧洲监管机构为“蠢蛋”，贬斥英国航空公司董事会是“凯子浑球”，还一度提议把所有旅行社“拖出去毙了”。配合这些评论造成的争议，奥利里让瑞安员工专注于它的商业模式──无情而有创意的削减成本、降低票价，并向乘客收取机票以外的一切服务费用。结果，瑞安结合超低的成本与鲜明的风格，虽然不一定带给乘客温馨舒适感，却促使他们比以往更常搭乘瑞安。


关键思维

“瑞安承诺便宜的票价、准时起降、尽量不取消班机以及少丢行李。但如果你想要更多其他的──别来找我们。如果你的航班被取消，我们会找旅馆安置你吗？不可能！别来找我们。因为奶奶突然过世，你希望我们把不能退的机票退钱给你？不可能！找别家去。我们不想听你那些可怜的故事！‘概不退费’里有哪个字你看不懂吗？”

──迈克尔·奥利里，瑞安公司首席执行官



换句话说，撼动产业的最佳方式是对你的最佳顾客最在乎的议题有强烈的主张，认知哪些客户对你的成功最重要，然后调整未来要做的每一件事，迎合这些特定客户的需求。如果这表示你必须重新打造新的东西，就去做吧。不要抱怨要花多大力气去做，就是去实现它。

软件开发商37signals是实践此一原则的最佳案例。该公司的软件产品完全违反同业把东西愈做愈复杂的趋势，37signals开发的软件反而采取简单的模式，提供有限的功能，因此极易上手。公司拥有300多万名客户的这个事实，显示了这种做法讨好顾客。


关键思维

“当你和以多为赢的公司竞争时，唯一的解决之道就是以少取胜。传统的看法认为要击败对手，你要比他们多一项。如果他们的产品有4个功能，你要有5个。事实上，正确的答案是要比对手少才能击败他们。不是比其他公司多一项，而是少一项。我们只解决简单的问题，把麻烦、困难、难搞的问题留给其他人。”

──杰森·弗瑞德和大卫·汉生，37signals共同创办人



所以你要如何与客户建立更紧密、更有活力的关系，来撼动你的产业呢？实现这一目标有5大通则：
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通则 1

别想把每件事都做得“还不错”──找出如何把某件事做到最好。

与其老是沉迷在你的经营策略和跟着对手亦步亦趋，不如在一个点上做到最好并努力经营。专心去做你手上的客户会喜欢的大胆之举。如果你够大胆，就不必做太多营销──客户会口耳相传给有同样想法的人。在客户最看重的事上一定要做到最好。


关键思维

“一成不变就是死路一条。”

──王肯尼（音译），加拿大皇后大学教授



通则 2

把“某件事做到最好”，不代表你必须窄化──你可以也应该做很多不同的事。

捷步是实践这个原则的卓越案例。这家公司推出的鞋子可能很叫好，但捷步最可贵之处不在卖好鞋──而在于提供一流的服务和超赞的客户体验。


关键思维

“大家都知道我们在卖鞋，但我们自己却有非常不一样的看法。我们希望捷步这个品牌代表的是最好的客户服务和客户体验。我们的愿望是10年之后，人们甚至不知道我们是从网络卖鞋起家，他们只会想到我们就是最佳服务的化身。我们曾经收到客户寄发电子邮件问我们：‘你们可否接管国税局或开家新的航空公司？’我们不会在今年或明年就这么做，但30年后呢？我不排除捷步航空公司的可能。”

──谢家华，捷步首席执行官



通则 3

长期成功要靠你比竞争对手更加关心你的客户，而不是比对手花更多力气去思考。

健身业老将巴赫兰·亚卡迪决定自己开家健身房时，他找来几个朋友并问：“如果我们用对的方式来做，这个行业会是什么模样？如果由会员来设计，这个俱乐部会是什么模样？如果由顾客来草拟会员优惠，会有哪些内容？”


关键思维

“这就是我们不采取签约制的原因，合约让人肥胖和懒惰。我们每个月都得重新赢回每一位客户，这个做法迫使我们不断改进。如果我们自认是一家健身俱乐部，机会就受到限制。如果我们认为自己是一家提供健康生活方式的公司，机会就变得无限。我们不是在盖健身房，我们打造的是一个让运动和营养变得有趣、积极和明亮的去处。”

──巴赫兰·亚卡迪，终身塑身创始人



终身塑身的客户必须先付一笔小额的管理费，然后月付50到100美元，就可以全天候使用俱乐部的游泳池、水疗中心、篮球场、瑜伽教室、攀岩墙、有氧器材等设备。截至2010年中，终身塑身有1万7000名员工，在全美18州经营超过80间壮观的健身会所。该公司拥有近100万的成人会员，年营收7亿7000万美元，股票市值达15亿美元。


关键思维

“这门生意原来的经营方式是尽可能签下最多的会员，让他们签下长期合约，然后期待他们不会太常光临，因为如果他们真的来了，根本没有足够空间可以支应。我们的逻辑则完全相反。如果我们发现某位会员已经一两个月没来，我们不会暗自欣喜。他们付了钱却不来使用设施，反而会让我们紧张，因此我们会联系这位会员并邀请他回来。我们希望设备有高度使用率。我们必须每个月争取顾客回来，这代表我们希望他们投入，无论他们有没有来都一样。”

──杰佛瑞·兹维菲，终身塑身营运执行副总裁



通则 4

要与顾客搏感情，而不只是合理地满足他们。别忘了如果客户没有你也活得下去，他们终究会离开。

卓越的公司致力于获得客户生活和工作上无可取代的地位。他们如此努力，让客户无法想象失去他们的生活。要在混乱和人声鼎沸的市场中冒出头，你要尽一切可能创造热情的客户，他们喜欢你替他们做的事。高度投入并且忠心耿耿的顾客，对任何行业都是千金难买的。

通则 5

你不必是个毫无成见的企业家才能接受这种想法。任何人都做得到。

很自然的，你会认为彻底打造一家顾客会投入并热情拥戴的公司，唯有从零开始才可行。这不是真的。即使是成立许久的大型公司，也可以“在他们的领域把某件事做到最好”──只要你能想出一套务实的方法，挑战许多公司既有的走一步算一步的标准思维模式。

做到这点的最好办法是反向思考，锁定几个问题去处理：


	我们资产的最高及最佳用途为何？

	相较于最佳表现，目前的绩效如何？

	我们要如何到达我们可以做到的境界？



接着你开始利用现在已经拥有的基础，促成最佳的状况出现。你从计划好的未来着手，开始采取务实的步骤，把你从现状带往光明美好的未来。


关键思维

“没有热血就不可能创造辉煌，每个伟大的成就都是炽热之心的故事。”

──阿诺·格拉斯哥，企业幽默大师

“你如何控制未来？就靠你自己创造。也就是，以少做多；以快速反应面对挫败和意外，而不是苦思如何避免；同时别忘了你自己一开始的初衷──你想要在你的领域和世界造成的影响。”

──威廉·泰勒





Issues 2　
中文



Shake up your industry

To shake up your industry, forget about being "reasonably good" at lots of things and focus on the one thing you can be "insanely great" at. Throw away the tunnel vision which keeps you chasing the same opportunities as every other company and envision a different game where you can win big.
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As strange as it may sound, customers don't want you to be bland. They want you to have strong opinions they can relate to — and then to back up those opinions with action. Besides, if you do things just like everyone else in your industry, why would you even hope to get ahead? To genuinely shake up your industry, experiment with some fresh ideas and do things differently. Make certain your customers know they're dealing with someone different and unique when they do business with you.


Key Thoughts

"In category after category, companies have gotten so locked into a particular cadence of competition that they appear to have — lost sight of their mandate — which is to create meaningful grooves of separation from one another. Consequently, the harder they compete, the less differentiated they become. Products are no longer competing against each other; they are collapsing into each other in the minds of anyone who consumes them."

— Youngme Moon, professor, Harvard Business School



A good case study of this principle in action is Ireland's Ryanair and its colorful CEO Michael O'Leary. In 1986, Ryanair launched with two routes which lost money. The company was still in the doldrums in the early 1990s. Then, when O'Leary became CEO in January 1994, Ryanair figuratively took off — so much so that by 2009, Ryanair flew 850 routes, carried nearly sixty million passengers and generated revenue of $4 billion. Ryanair's share price grew fivefold between 1999 and 2009.

How did O'Leary pull this off? Certainly not by being anonymous. O'Leary constantly has had brash public spats — he called European regulators morons, dismissed the British Airways board as "expensive bastards" and once suggested all travel agents should be taken out and shot. For all the heat those comments generated, O'Leary has Ryanair's people focused on its business model — be relentless and creative about cutting costs, lowering fares and charging customers extra for anything and everything beyond the ticket itself. As a result, Ryanair combines insanely low costs with a colorful profile that while not necessarily generating warm and fuzzy feelings among customers does inspire them to fly more than ever.


Key Thoughts

"Ryanair promises cheap fares, on-time schedules, minimal cancellations, and few lost bags. But if you want anything more — go away. Will we put you in a hotel room if your flight was cancelled? No! Go away. Will we give you a refund on a nonrefundable ticket because your granny died unexpectedly? No! Go away. We're not interested in your sob stories! What part of ￥no refund do you not understand?"

— Michael O'Leary, CEO, Ryanair



Another way of saying this is the best way to shake up your industry is to have a strong opinion about what really matters to your best customers, know which customers matter most to your success, and then to align everything you do in the future to meeting the needs of those specific customers better than anyone else. If this means you have to build something new from the ground up, then so be it. Don't complain about how much effort this will take. Make it happen.

Software developer 37signals is a prime example of this principle in action. The company's software offerings go completely against the industry trend of trying to pack in more and more complexity. Instead, the software developed by 37signals are models of simplicity with limited features and therefore impressive ease of use. The fact the company has more than three million customers shows the appeal of this approach.


Key Thoughts

"When you're competing against companies that have so much more, the only answer is to do less. Conventional wisdom says that to beat your competitors, you need to one-up them. If their product has four features, you need five. In fact, the right answer is to do less than your competitors to beat them. Instead of one-upping other companies, one-down them. We solve the simple problems and leave the hairy, difficult, nasty problems to everyone else."

— Jason Fried and David Heinemeier Hansson, founders, 37signals



So how can you shake up your industry by forming closer and more vibrant connections with your customers? The five keys involved in achieving this are:
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Rule 1

Don't aspire to be "pretty good" at everything — figure out how to be the absolute best of something.

Instead of obsessing over your business strategy and matching what the competition are doing, become the best there is in one dimension and build on that. Focus on doing audacious things your current customers will love. If you do that boldly enough, you won't have to do much marketing at all — your customers will spread the word to like-minded folk. Be the absolute best at what your customers value the most.


Key Thoughts

"The path to sameness is the path to death."

— Kenneth Wong, professor, Queen's University



Rule 2

Being "the most of something" doesn't mean you have to be narrow — you can and should do lots of different things.

Zappos is a great example of this principle in action. The company might be revered for the footwear it offers but Zappos is not primarily about selling good shoes — it is about delivering great service and a superior customer experience.


Key Thoughts

"Most people know us for footwear but internally we think of our company pretty differently. We want the Zappos brand to be about the very best customer service and customer experience. Our hope is that ten years from now, people won't even realize that we started out selling shoes online, they'll just think of us as standing for the best possible service. We've had customers e-mail us and ask, Will you please take over the IRS or start an airline? We won't do that this year or next, but thirty years from now? I wouldn't rule out a Zappos airline."

— Tony Hsieh, CEO, Zappos.com



Rule 3

Long-term success depends on caring about your customers more than the competition than it does on thinking harder than them.

When fitness industry veteran Bahram Akradi decided to start his own gym, he gathered a few friends and asked, "What would this industry be like if we did things the right way? What would a club look like if the members designed it? What would the membership offer look like if the customer wrote it?"


Key Thoughts

"That's why we did away with contracts. A contract makes you fat and lazy. We have to win over every one of our customers every month. It forces us to keep getting better. If we think of ourselves as a health-club company, the opportunities are limited. If we think of ourselves as a healthy-way-of-life company, the opportunities are endless. We don't build gyms. We build destinations that make exercise and nutrition fun, positive and bright."

— Bahram Akradi, founder, Life Time Fitness



Life Time Fitness customers pay a modest up-front fee and then between $50 and $100 a month for 24/7 use of the club's pools, spas, basketball courts, yoga studios, rock-climbing walls, cardio equipment and so on. As of mid-2010, Life Time Fitness has seventeen thousand employees who operate more than eighty of these spectacular gyms in eighteen states. The company has nearly a million adult members, annual revenues of $770 million and a stock-market valuation of $1.5 billion.


Key Thoughts

"The old way to run this business was to sign up as many members as possible, get them on long-term contracts, and then hope that a lot of them didn't show up very much because if they did show up, we wouldn't have room for them. Our logic is the complete opposite of that. If we see that one of our members hasn't been by in a month or two, that doesn't make us happy. They're paying but not using the facility. It makes us nervous, so we'll reach out to that member and ask them to come in. We want high rates of utilization. We have to win over our customers every month, which means we want them engaged, certainly when they're here, but even when they're not here."

— Jeffrey Zwiefel, executive vice president of operations, Life Time Fitness



Rule 4

Engage your customers emotionally and don't just satisfy them rationally. Never forget if your customers can live without you, eventually they will.

Great companies work towards becoming absolutely irreplaceable in the lives and careers of their customers. They do so much that customers can't imagine life without them. To rise above the clutter and background noise of the marketplace, you've got to do whatever it takes to generate passionate customers who love what you do. Highly engaged and fiercely loyal customers are literally worth their weight in gold for any business.

Rule 5

You don't need to be a blank-sheet-of-paper entrepreneur to embrace this kind of mind-set. Anyone can.

It's easy to just naturally assume building a company from the ground up which customers will engage with and become passionate about only is feasible if you start from scratch. That's not true. Even big, established entities can become the "most of something in their field" — if you come up with practical ways to challenge the standard aim-for-the-middle-of-the-road thinking which exists in many companies.

The best way to do this is to work backwards from the future. You do this by focusing on a few questions:


	What would be the highest and best use of our assets?

	How does present performance compare with the ultimate?

	How can we get to where we know we could be?



Then you get to work making that optimum situation arise out of the foundation which already exists today. You work backwards from the future in your planning and then start taking practical steps which will move you from the present to that bright and alluring future.


Key Thoughts

"Nothing splendid was ever created in cold blood. Every great accomplishment is the story of a flaming heart."

— Arnold Glascow, business humorist

"How do you control the future? By inventing it yourself. That is, by doing more with less, by reacting quickly to setbacks and surprises rather than agonizing over how to avoid them, and by never losing sight of why you got started in the first place — the impact you aim to have in your field and in the world."

— William Taylor





必修课题 3　
英文



挑战自我

今日最精明和最有成效的领导人，不是那种让人讨厌、吹毛求疵、无所不知的人。相反的，他们比谁都愿意与人合作，并能善用组织的集体智慧，发挥最大的成效。
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商业世界只追捧魅力挂帅的超级首席执行官，并把他们做成《商业周刊》或《财富》杂志的封面人物。这一切都很好也没什么问题，但现实却是只要首席执行官被高高捧着，他们就与市场实际发生的状况脱节。那就不太好了。

今天想要成功，就要改变首席执行官的领导风格。不能再自以为无所不知，而是让好点子在公司任何角落都能被看见。简单来说，今日最好的领导风格是结合谦卑与野心。


关键思维

“谦卑野心（humbition）是由谦卑和野心共同组成。我们发现大多数改变世界的杰出人物都是谦卑为怀的人士。他们专注于工作而非自我。他们追求成功──满怀野心──但成功后却虚怀若谷。他们知道成功很多时候是靠运气、时机以及数以千计无法控制的因素。他们感到庆幸，而非无所不能。奇怪的是，那些错以为自己无所不能的人，往往未能发挥所有潜能。因此你要有野心、要成为领袖。但是，在追求雄心壮志时勿小看他人，而是重视他们。最伟大的领袖是能帮别人洗脚的人。”

──珍妮·哈珀，IBM领袖风范研究员



要像他们看齐，你必须热爱你的工作，并能看清前行的方向，但这些特性需要经过一番淬炼，必须愿意听取别人的意见，然后根据最好的点子采取行动。

今天的公司以许多有趣的方法运用组织内部的集体智力。军事软件开发商瑞特解决方案在公司内部推出一个网络股市，让新鲜创意可以获得起用。做法如下：


	每位员工获得1万美元的“意见金”，但只能用在内部的点子股市交易。

	公司里每位员工都可以提议公司去买一项技术、开发一项新技术、跨入新的业务，或提高某种效率。

	这些建议变成股票，并以每股10美元开始交易。它们各有自己的详细描述、代码、电子邮件讨论清单等。

	员工接着以投资该股票或自告奋勇参与该项目的工作，表达他们对某一个点子的喜好。

	如果点子真的赚到钱，自愿者可以分到真的钱。

	有份“20强”名单，会去追踪那些最受认同的点子。其股票也会被列为“绩优股”（对既有的经营项目是风险低的提议）、“期货”（进入新领域的投资，高风险高报酬）或“储蓄债券”（削减成本而不是增加收入的点子）。




关键思维

“问题不在经验，问题出在当经验变成创新的阻碍。在一些科技主导的产业，或者在大多数的产业，你的地位愈高，就离实际情况愈远。作为创办人，我们可以确定的一件事是，我们不是无所不知。我们的工作是打造一种环境让员工可以表达自己的想法，无论他们在公司担任什么工作，然后把所有冒出来的想法理出头绪。”

──乔·马里诺，瑞特共同创办人

“我们允许不成熟的点子也放进内部网络股市公开讨论，这样做可以让人们开始谈论这些点子，使它们更好并去芜存菁。一些非正式的‘同好网络’在没人管理、没人监督的情况下自然形成，我们也乐观其成。因为我们发现作为一家大公司，我们很会扼杀创新。我们总是强调，我们最重要的工作是发掘员工个别的潜力，同时善用整个公司的集体智慧。创新不能光靠产品开发部门里少数几个专家。你需要梦想家和执行者、旷世奇才和疯子、思想家和巧匠。这套做法必须遍及全公司。点子股市已经成为这里的一种生活方式。”

──吉姆·拉沃伊，瑞特首席执行官



总体而言，要有新的领导心态才能迎接当今市场形成的挑战。自命不凡的传统商界大老的傲慢和自大，正在被一种更新更好的领导模式所取代。结合谦卑与野心的新一代领导人运用5种习惯：
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习惯 1

真正的企业巨子不会假装无所不知──反而会让好点子百花齐放。

瑞特以内部的点子股市做到这点。Netflix公司也有类似的做法，它提供100万美元的奖金，给任何能改善性能，帮助客户挑选所爱电影的人。今天最精明的领导人都很会察纳雅言。他们找出各种方式利用客户、员工、供应商和其他人的集体智慧。


关键思维

“权力是你能控制什么；自由是你能释放什么。”

──哈丽叶·鲁苹，作家



习惯 2

创意十足的领导人不仅开发潜力──他们也善用集体的天分，发挥很大影响。

鼓励人们说出最好的点子当然很好，但除非你有切实可行的办法让这些创新点子变得有意义并决定采用它们，要不然这些点子毫无意义。这就是为什么成效卓著的领导人──谦卑野心家──鼓励员工贡献自己的想法，也让每个人在决策上有发言权。

在这件事做得特别出色的是在网络上专卖圆领衫的Thread less。Thread less目录上的所有设计皆来自100万注册会员，他们每天平均提供150件到200件新设计。由会员评选这些提案，选出其中7件制成圆领衫，每件售价15美元到17美元不等。中选的设计师会收到2000美元现金和500美元的店面抵用券。以这种“顾客就是公司”的经营模式，Thread less每年销售超过100万件圆领衫，不做广告、没有专业设计师，也没有销售人力。Thread less有35名员工。


关键思维

“我们遵循4项规则。我们让社群创建内容；我们让社群自行组成──没有任何广告。我们让社群协助公司业务；根据用户的回应增加功能；我们奖励参与社群的会员。”

──贾克·布迪哈特，Thread less共同创办人

“能量多半来自产品变化的速度。用户每天都有事可以忙，这是个非常活跃的社群。”

──杰克·尼凯尔，Thread less共同创办人



习惯 3

卓越的领导人知道新点子不会凭空变成好主意──他们善于拒绝不好的点子而不去贬抑。

当你公开征求点子，不用说，你会收到很多不成熟的建议，真的照着去做很危险。成效卓著的领导人善于婉拒不够好的点子。

想要避免冒犯，请确认每个点子都根据优劣加以考虑并给予公平待遇。你也可以公布领先名单，说明最好的想法在实际作业中是如何出线的，让每个人可以看到自己的处境，要做些什么才能打入前10名的行列。拥有像瑞特在线点子股市的这种安排，既可吸引点子，也可以根据大家的意见筛选点子。这会避免掉被拒绝的不舒服，因为人们会明白这不是针对个人而来。

习惯 4

热衷听取外人想法的领导人，必然同样渴望分享他的想法给外人。

谦卑野心家热爱学习。他们不断寻找新技能和新兴科技，以加强协力合作，并以新方法做旧东西。他们还了解强化所学的最佳之道就是现学现卖。因此，如果你想扩大领导能力，就去协助其他公司了解你的公司内部发生的状况。

这种开放心胸，承诺去教导别人的方式很了不起。在某个层面上，利用加强与他人的联系，也能招徕更多业务的机会；但在另一个层面，口耳相传也会激荡出更有智慧和更人性化的领导方式。合作一直都是双向的。愈多人像你一样思考，未来就愈有机会做有趣的事。

习惯 5

谦卑又有野心可以也应该不仅仅是领导人的个人风格，而是组织的生存方式。


关键思维

“创新不能计划、不能预测，必须水到渠成。”

──基思·索耶，创新大师



谦卑野心之所以可行，是因为它尽可能让许多人在组织内担任领导。当你把它融入企业文化，你会发现它对领导发生交互的影响──员工会更勇于站出来领导他们有热情的项目。道理上它也说得通，让各级员工有机会站出来，会是好事一桩，因为它会源源不绝带进新思维。一些公司甚至设法让客户主导，做决定，这才是实践谦卑野心的终极形式。


关键思维

“Thread less完全模糊了生产者和消费者的界线。到最后是由顾客扮演关键角色，参与所有作业：想点子、营销、预测销售。所有一切都发包出去了。”

──卡里姆·拉克哈尼，哈佛商学院教授





Issues 3　
中文



Challenge yourself

Toda's most savvy and effective leaders are not obnoxious hard-driving know-it-alls. Instead, they are far more likely to be collaborators who harness the collective wisdom of their organizations to maximum effect.
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Business lore glorifies the superstar CEO who is charismatic and gets featured on the cover of Business Week or Fortune. That's all well and good but the reality is anytime the CEO is placed on a pedestal, they become isolated from the realities of what's really going on in the marketplace. That's not good.

The way to succeed today is to change the leadership style of the CEO. Instead of acting as if you know all the answers, make it easy for great ideas to come to the fore from anywhere in your organization. In simple terms, the best leadership style today is one of "humbition" — a blend of humility and ambition.


Key Thoughts

"Humbition is one part humility and one part ambition. We notice that by far the lion's share of world-changing luminaries are humble people. They focus on the work, not themselves. They seek success — they are ambitious — but they are humbled when it arrives. They know that much of that success was luck, timing, and a thousand factors out of their personal control. They feel lucky, not all-powerful. Oddly, the ones operating under a delusion that they are all-powerful are the ones who have yet to reach their potential. So be ambitious. Be a leader. But do not belittle others in pursuit of your ambitions. Raise them up instead. The biggest leader is the one washing the feet of the others."

— Jane Harper, leadership researcher, IBM



To join their ranks, you do need to be passionate about what you do and have good insights into the direction to head but those attributes need to be tempered by a willingness to listen to others and then act on the best ideas which get put forward.

Companies today are using lots of interesting approaches to harness the collective brainpower inside their organizations. Military software developer Rite-Solutions runs an internal online stock market where fresh ideas can get picked up on. It works this way:


	Employees get issued with $10,000 of "opinion money" which can only be spent on the internal ideas stock market.

	Any member of the company can propose that Rite-Solutions acquire a technology, develop a new technology, enter a new line of business or make some kind of efficiency improvement.

	These proposals become stocks and start trading at $10 a share. They have their own detailed descriptions, ticker symbols, e-mail discussions lists, etc.

	Employees then signal their enthusiasm for an idea by investing in the stock or by volunteering to work on the project.

	Volunteers share in the success of an idea by getting real money bonuses if the idea delivers real-world revenue.



A "Top 20" list is kept which tracks those ideas which are most highly thought of. Stocks are also classified as "Blue Chip" (low-risk proposals in established lines of business), "Futures" (speculative high-risk high-reward ventures into new areas) or "Savings Bonds" (ideas which cut costs rather than increasing revenues.)


Key Thoughts

"There's nothing wrong with experience. The problem is when experience gets in the way of innovation. In technology-driven industries, maybe in most industries, the higher you rise, the more removed you get from what's actually going on. As founders, the one thing we know is that we don't know everything. Our job is to create an environment where people can express their ideas, no matter where they are in the organization, and then to make sense of all the ideas that emerge."

— Joe Marino, cofounder, Rite Solutions

"Our internal online stock market allows half-baked ideas to get into the community. It lets people start chatting about them, making them better, polishing. Informal 'interest networks' form without management, without supervision. When an informal network forms, we let it form. What we found when we were a big company was that we were very innovative at stopping innovation. We've always said that our most important job is to surface the quiet genius of individual employees and to harvest the collective genius of the whole company. Innovation can't rely on a few specialists in product development. You need dreamers and doers, brainiacs and maniacs, thinkers and tinkers. It has to be pervasive. The stock market has become a way of life here."

— Jim Lavoie, CEO, Rite-Solutions



Overall, a new leadership mind-set is needed to meet the challenges the modern day marketplace is generating. The arrogance and hubris of the larger-than-life old-school business leaders are being super ceded by a new and better leadership model. There are five habits which this new generation of humbitious leaders are applying:
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Habit 1

Real business giants don't pretend to know everything — instead they allow great ideas to bubble up from anywhere and everywhere in the organization.

Rite Solutions does this with its internal idea stock market. Netflix did something similar by offering a prize of $1 million to anyone who could improve its performance in helping customers pick movies they will like. Today's most savvy leaders are inclusive. They create ways to tap into the collective genius of customers, employees, suppliers and others.


Key Thoughts

"Power is about what you control. Freedom is about what you can unleash."

— Harriet Rubin



Habit 2

Creative leaders don't just merely tap into the power of hidden genius — they also leverage collective genius to great effect.

Encouraging people to put forward their best ideas is all well and good but it is pointless unless you have a practical way to make sense of those creative ideas and choose to act on them. This is why effective leaders — humbitious leaders — encourage people to contribute their ideas and then give everyone a voice in decision making as well.

A company which does this exceptionally well is Internet T-shirt seller Thread less. All of the designs in the Thread less catalog come from its one-million plus registered members who contribute on average 150-200 new designs every day. Members rate the submissions and seven get made into T-shirts which sell for $15 to $17 each. The winning designers receive $2,000 in cash and $500 in store credit for their designs. Using this ¡§The customer is the company business model, Thread less sells more than a million shirts each year with no advertising, no professional designers and no sales force. Thread less has thirty-five employees.


Key Thoughts

"We've got four rules we follow. We let the community create the content. We let the community build itself — no advertising. We let the community help with the business; we add features based on user feedback. And we reward members of the community for participating."

— Jacob DeHart, cofounder Thread less

"Most of the energy comes from how fast the product is changing. There's something for users to do every day. It's just a very active community."

— Jake Nickell, cofounder, Thread less



Habit 3

Great leaders know new ideas are not automatically good ideas — they get good at rejecting bad ideas without demoralizing.

It goes without saying that when you open your company up to ideas from everywhere, you're going to get lots of half-baked suggestions put forward which would be dangerous to implement. Effective leaders get good at rejecting not-so-great ideas with diplomacy.

To do this without offending, make it clear every idea has been considered on its merits and has been given a fair shake. You can also publish a leader board which shows how the best performing ideas are panning out in practice so everyone can see where they stand and what they need to do to break into the top-10 bracket. Having something like Rite Solutions online stock market for ideas also allows ideas to rise or fall on the basis of everyone's opinions. This can take the sting out of rejection because people will see it's nothing personal.

Habit 4

Leaders who are keen for outsiders to share ideas with them must be equally eager to share their ideas with outsiders.

Leaders who are humbitious love to learn. They're constantly on the lookout for new skills, emerging technologies which enhance collaboration and new ways to do old things. They also understand one of the best ways to consolidate and deepen what you learn is to teach others what you're doing. Accordingly, if you want to broaden your leadership skills, offer to help other companies learn from what's going on inside your company.

An open-minded commitment to teaching in this way is great. At one level, it's an opportunity to drum up more business by enhancing links to others but at another level, spreading the word creates momentum for a smarter and more humane approach to leadership. Collaboration is always a two-way street. The more people who think like you, the greater the opportunities to do interesting things in the future will be.

Habit 5

Humbition can and should be more than an individual style of leadership. It can be a way of life for organizations as well.


Key Thoughts

"Innovation can't be planned, it can't be predicted; it has to be allowed to emerge."

— Keith Sawyer, innovation guru



Humbition works because it allows as many people as possible to act as leaders within your organization. When you make humbition part of your corporate culture, you'll often find a kind of rotational leadership effect comes into play — people will step up and assume leadership of projects they feel passionate about. It stands to reason that opportunity for the rank-and-file to come forward will be a good thing because it will generate an ongoing stream of fresh thinking. Some companies even manage to let their customers take the lead and call the shots which must be the ultimate form of humbition in action.


Key Thoughts

"Thread less completely blurs the line of who is a producer and who is a consumer. The customers end up playing a critical role across all its operations: idea generation, marketing, sales forecasting. All that has been distributed."

— Karim Lakhani, professor, Harvard Business School





随堂考　
英文



10个改变游戏规则的必答题

你是个改变游戏规则的人吗？目前市场面临重重难关，正是重新检讨策略假设，以及检测这些假设是否接近“有效期限”的最好时机。也是挑战传统智慧，开始去学习、成长和创新的大好机会。

当你着手努力时，请为自己找到以下10个关键问题的答案：

1．你经常并且持续看到竞争对手没看到的新契机吗？

成功的企业不只是努力尝试凌驾对手，他们也乐于拥抱独一无二的新点子，打破人云亦云的模式。你最近一次想到有创意的新点子是什么时候的事了？

2．你个人对于去哪里找新点子，有创新的想法吗？

研发不必然就是指“研究和开发”，它也可以是指“偷取与复制”。试着分析其他行业习以为常的想法和做法，找出崭新的点子。这些经过验证但尚未尝试过的方法，可以用在你的产业并带来突破吗？

3．你有一件比别人都行──最拿手的项目吗？

在一堆事情上做得“还不错”没有太大意义，现在任何人都做得到这点。反之，你要在某件事情上出类拔萃──价格最实惠、产品最优雅、最实用、最清晰等等。如果你和别人做一样的事，你就不会脱颖而出。什么是你最拿手的呢？

4．如果贵公司明天关门大吉，谁会想念你，为什么？

如果你的生意停摆，却没有人因此睡不好，事情可就不妙了。改变游戏规则的人正好相反。他们提供强而有力的产品，如果没有了，人们会非常想念他们。找出让公司取得那种地位的方式，并且努力做到。

5．你已经想出组织的过去如何帮助塑造令人振奋的未来了吗？

寻求创意的最佳途径往往是先弄清楚，如何借用你已经知道的事，来超越目前已经在进行的事和思考的模式。不要否定组织的传统和过往成就。利用它们发展出独特的战略，因应未来将发生的一切。

6．你有顾客离不开你吗？

你的目标是让客户觉得你是不可或缺、无法取代的。如果顾客没有你也活得好好的，他们可能为了省钱就真的不要你了。你必须让客户像你一样，对你的产品充满热情，这当然不是小事一桩。要让这件事情发生，你一定得和客户搏感情，让他们觉得你与众不同而且难以忘怀。

7．你的员工比你的竞争对手更关心客户吗？

你总是有办法降低成本并在价值上让步。但是如果你比竞争对手更关心客户，你会拒绝做出这种让步。来自员工的热情、精力和投入的力量，会让你产生源源不绝、改变游戏规则的点子。你做到了吗？

8．你的员工是否受到激励拿出最好的本事？

实际案例多到惊人，改变游戏规则的点子不是来自高阶主管，而是每天面对客户的基层员工。如果你够聪明，你会去汲取整个组织的集体智慧。领导人要有足够的野心面对棘手的问题，也要有足够的谦卑知道自己没有所有的答案。你就是要成为这种领导人。与其渴望自己无所不知，不如去懂得如何从多数员工身上挖到最好的构想。

9．你承诺的改变是否前后一致？

平庸的公司经常改变，而且次数多到惊人。他们不断尝试热门的管理方式，一个接着一个，却毫无建树。他们做的一切好像就是改变。如果你想进行深度的变革，那么最好确定优先事项和做法是前后一致的。

10．你的组织学习速度像世界变化一样快吗？

企业领袖的终极挑战是不断学习、成长和演变。找出务实的方法让你可以边做边学。优秀的学习者往往也是最好的老师。寻找机会应用所学教导给别人。你可以而且应该定期把新点子传授给你的客户、供应商，甚至是直接的竞争对手。


关键思维

“真正的发现之旅不在于寻找新大陆，而是以新的眼光去看事物。”

──马塞尔·普鲁斯特，法国文豪

“白白浪费危机是非常糟糕的事。”

──保罗·罗默，经济学家

“现在是商人改变想法并且放大眼光的时刻。”

──库尔特·安德森，小说家





Quiz　
中文



The ten questions every game changer must answer

Are you a game changer? The current hard times which exist in many markets are an ideal opportunity to rethink your strategic assumptions and gauge whether or not they have already reached their "use by date." This is a great time to challenge conventional wisdom and learn, grow and innovate.

As you work on that, find your own answers to ten key questions:

1. Do you regularly and consistently see new opportunities the competition does not?

Successful companies don't just try and out compete their rivals. They also embrace one-of-a-kind fresh ideas which break the mold of me-too thinking. When was the last time you came up with a fresh and innovative idea?

2. Do you personally have new ideas about where to look for fresh ideas?

R&D doesn't have to stand for "research and development." It can also mean "rip-off and duplicate." Try looking for fresh ideas by analyzing the ideas and practices which are routine in other industries. Can these proven but untried approaches be applied to your industry to generate breakthroughs?

3. Is there one thing you're better at than everyone else — that you are the most of?

There's no point being "pretty good" at lots of things. Anyone can do that nowadays. Instead you've got to be the most of something — the most affordable, the most elegant, the most practical, the most transparent and so forth. You won't stand out if you do things the same as everyone else. What are you the most of?

4. If your company were to cease operations tomorrow, who would miss you and why?

If nobody would lose any sleep over the fact you're no longer in operation, that's a sobering and worrying sign. Game changers are the opposite. They provide such compelling products they would be sorely missed if they're not there. Determine what it would take to get your company into that position and go there.

5. Have you figured out how your organization's past can help shape an exciting future?

Often the best way to be creative is to first figure out how you can use what you already know to go beyond what you already do and the way you already think. Don't disavow your organization's traditions and track record of success. Use them to develop a distinctive game plan for what comes next.

6. Do you have customers who can't live without you?

Your goal is to become absolutely indispensable and irreplaceable in the eyes of your customers. If customers can live without you, they probably will in order to save money. You have to get your

customers to feel as passionate about what you offer as you do, which admittedly is no small feat. That will only happen if you engage your customers emotionally and do things which are unusual and absolutely unforgettable in their eyes.

7. Do your people care more about your customers than your competitors do?

The world presents endless opportunities to cut costs and to make compromises on value. If you care about your customers more than your competition, you will refuse to make these compromises. You will have a wellspring of game-changing ideas coming forward on the strength of the enthusiasm, energy and engagement of your people. Do you measure up?

8. Are your people being inspired to do their best work?

In a surprising number of cases, game-changing ideas come not from the top management team but from rank-and-file employees who come face-to-face with customers every day. If you're smart, you'll be working to tap into the collective genius of your entire organization. This takes leaders with enough ambition to target tough problems combined with sufficient humility to know they don't have all the answers. This is the kind of leader you need to be. Rather than aspiring to know everything, you need to know how to get the best ideas from the most people.

9. Are you consistent in your commitment to change?

Mediocre companies lurch from one change to another with alarming regularity. They try one hot management fad, than another and then another without success. All they ever seem to do is change. If you want to make a deep-seated change, then be sure your priorities and practices are consistent.

10. Is your organization learning as fast as the world is changing?

The ultimate challenge for any business leader is to keep learning, growing and evolving. Look for practical ways you can share what you're learning as you go along. Good learners tend to be the most accomplished teachers as well. Seek opportunities to teach others what you are learning. You can and should be regularly teaching new ideas to your customers, suppliers and even your direct competitors.


Key Thoughts

"The real act of discovery consists not in finding new lands but in seeing with new eyes."

— Marcel Proust, French novelist

"A crisis is a terrible thing to waste."

— Paul Romer, economist

"This is the moment for businesspeople to think different and think big."

— Kurt Anderson, novelist
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新时代的指挥官



Leading the Charge


本期重点

昨日的领导方式，以及领导人的产生方式，皆已失效。面对今天能源、金融或气候变迁等危机，我们缺少了能像过去一样掌控全局的标杆领导人。

精彩内容


OODA回路（OODA Loop）


所谓的OODA回路就是指透过观察（Observation）、定位（Orientation）、决定（Decision）、行动（Action）所组成的一种决策方式。OODA回路有助于企业面对变化快速的市场，先输入信息进行评估，整合所得结果，制定行动计划，实行计划并验证结果，然后周而复始地重复这一过程。

在一项针对美国空军的研究中，在空战中持续获胜的飞行员通常会直觉地使用OODA回路策略，估计敌人会采取的行动、在他移动之前先发制人，因此让敌军产生混淆，掌握制敌先机。反应够快的企业能够妥善运用OODA回路，由实时的观察与判断，做出回应的动作。他们会搜集零售点的销售资料，因为批发点的资料时效性不足，也无法反映出市场的变化。

西班牙服饰品牌Zara将OODA回路应用在服饰业中，改变了服装界的游戏规则。在服饰业中，商品的循环周期，也就是从服装的最初设计到成品上架销售的时间，通常是9到14个月，而Zara将这个过程缩为短短3个星期。

这主要是因为Zara密切关注市场，掌握销售动向并快速作出反应。而之所以能做到如此，完全有赖于各门市经理与位于总部200多位设计师之间的密切联系。门市经理可以对现有款式进行修改或提出全新的产品或设计需求，总部的设计师搜集并评估这些建议后，在计算机上设计相应的产品，并将完成的设计稿透过公司内部网络传送给制造厂。因此，Zara每年设计并制造的产品品项高达1万种，尽管生产成本与对手相比要高出约20％，却很少需要出清存货。Zara使用不同的角度来研究顾客，而非只是被动回应，运用OODA回路加速策略的形成，如此快速反应才能提供给顾客更新更多的选择。


行动后检讨（After Action Review）


美军自1980年代初的维持和平任务后，发展出一种“行动后检讨”的做法，让每次行动后平安归来的士兵，分享执行任务时的经验和教训，以便应用于下一次任务。进行这项检讨，只需要讨论5个问题：原本计划是什么？如何进行?实际执行时又是什么样的情况？什么因素导致这种情况？下次要怎么做才能加以改进？此外，在进行AAR的时候，很重要的一点是在交流时必须暂时撇开阶级观念，让每个人都处于平等地位，才能令大家畅所欲言，表达真正的想法。

如今AAR的模式开始广泛应用在其他部队以及企业界。以某家连锁服饰店来说，公司可以从每家门市的销售系统知道顾客买了些什么产品，但是顾客想买什么而门市却没有的，并没有办法记录下来。于是这家服饰公司在每天关店后，让所有店员分享当天有哪些商品是顾客想买却买不到的，包括款式、大小、颜色等。一旦得知这些信息，总公司就能及时做出调度，将顾客需要的商品分送到不同门市。在知识管理日益重要的时代，保留住员工的知识资产已是企业的重要课题。使用AAR能够帮助团队在行动中反思及学习，从过程与经验获得重要信息，提升企业的整体效能。
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