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精彩内容

组织型态演变，和物种基因演变相同，都是为了适应环境变化，避免陷入灭绝。人类文明最早组织型态是宗族及军队，都是高度集权的典型。随着商业、科技跃进，许多组织无法再靠传统指挥系统维系，于是分权概念与需求兴起，最后乃至无领导组织；无领导组织又因不同生存空间，衍生出各种「海星型组织」，例如：维基百科与基地组织。这类海星组织要不是极富创意、破坏力强大，就是疯狂万分，外力压抑愈强，反抗力道愈惊人、分权愈彻底。传统的蜘蛛组织碰上打不死的海星组织，怎么办？作者有3大对策，一是瓦解海星的意识型态；二是把海星变回蜘蛛，三是加入海星。聪明的领导人，相信你已经发现第四种可能：半蜘蛛、半海星。这个发现，便是本期最核心的价值！
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重要概念


彻底分权（Radical Decentralization）


组织为追求生存及积极发展，会对于不合时宜的组织结构及工作关系等进行改变，以因应新事务与新需求。当今全球最重要的国际恐怖组织就属本拉登（Osama Bin Ladden）的基地组织（Al-Qaeda）。基地其意为「军事基地」，也有学者译为「军事据点」，意指其利用遍布全球的恐怖份子与各种组织，运用各式攻击手段，进行全球恐怖攻击。以恐怖主义为核心发展的基地组织，是分权组织演变的新型态。早期，美国布什和英国布莱尔对于恐怖份子仍停留在80年代的印象，认为只要把一个集权领袖打倒，换上民主政府之后，就能瓦解恐怖组织，这是他们之所以推翻阿富汗塔立班政权，进攻伊拉克的动机。但时势的发展并非如此，许多中东年轻人崇拜本拉登，称他为「父亲」。这就是基义派所说，杀死一个本拉登，将有千万个本拉登持续下去。于是这种以集中全国力量来打击基地组织的方式，实际上仍是失败的。于是在恐怖主义一再威胁和平的压力下，某个回教国家为了对抗基地组织，找到了一个迄今颇具成效的方法：政府秘密招募训练一批人，成立许多打击基地的小组织。每个小组织的成员并不知道，还有多少跟他们相同的其它小组织，也不知道其它小组织的成员是谁。基地组织成员当然也不知道谁在打击他们。这些小组织成员设法通过私下管道去探索、搜寻基地组织成员。这种私下的、非官方的搜寻行动大有斩获，因为在实际深入民间后，很容易探查到如何接触基地组织成员，谁是恐怖份子，以及他们居住在哪里。


规模不经济（Diseconomies of Scale）


所谓规模不经济是指，当生产单位长期处于不停扩大生产规模的情况下，该生产单位的平均成本会先降后升，先降的部分称之为「规模经济」，而平均成本后升的那部分则称为「规模不经济」。既然扩大生产有提高成本的危险，所以开始有人思考如何避免因扩大生产产生的不经济现象，甚至反向思考，利用小规模生产，取得原来只有靠大规模生产才能达到的低成本水平。网络商店的兴起，便是很好的例子。以CD的销售为例，大型量贩店沃尔玛（Wall Mart）为了降低成本而扩大销售规模，同一CD必须卖到10万张才能摊平管理费用以获取利润。然而，在市场上具有这样销售量的CD连1％都不到。此外，扩大生产规模的经营策略还有另一项缺点，会忽略许多更有潜力的非主流产品的需求。为了提高销售量选择具有高销售量的CD当做销售主力，那么是不是会忽略了想买韦恩喷泉乐队（Fountains of Wayne）、水晶方式（Crystal Method）最新专辑，或其它非主流音乐的6万多消费者。现在最流行的数字音乐商店iTune Music Store、亚马逊（Amazon）书店等网络商店，首先解决了像沃尔玛等大型零售店，因为必须考虑以大量销售减低平均成本的经营策略，忽略非主流产品需求的缺点。甚至因为在类似iTunes的纯粹数字化服务的情况下，由于无须支付提供产品摆设空间的费用、没有仓储成本以及配销下游零售商店的相关费用，再加上可以销售那些被我们遗漏的作品，带来像畅销CD同样利润。


催化者（Catalyst）


在化学上与生物学上来说，所谓「催化剂」是指借由某种催化剂让化学反应的速率加快，但催化剂本身并不参与这个化学反应过程。维基百科（Wikipedia）创办人韦尔斯（Jimmy Wales）便是最典型的例子，他所创办的维基百科，改变了传统的百科全书形式，让全世界人都能共同参与这本百科全书的创作。然而，韦尔斯在建立平台后，却只专注在维持维基百科的健全发展这件事上，不插手其它管理细节，让维基社群完全自主发展。像这种事成之后便功成身退的推手，我们便称其为「催化者」。每当他被问到是谁在管理维基百科的服务器时，他总回答，「我完全不知道。使用者自己会决定，我也不知道他们是怎么做的，他们会互相监督。」



5分钟摘要





英文



在自然界，如果切除了蜘蛛的头，这种动物便会死亡。海星则不同，如果切断海星的一只脚，除了这只海星会再长出新的脚之外，那只被切除的脚，还会长成另一只新海星。

商场上也开始出现同样的现象。在过去，大多数企业都比较像蜘蛛，阶级僵化、领导方式是由上而下的，由一人负责发号施令，而且组织架构清楚分明。现在出现了几家引人注目的企业，组织架构比较像海星，这些组织没有领导人，没有僵固的阶级，也没有其它传统企业的特征。这些新兴的海星型企业，对一个又一个产业造成冲击，因此实力与市场影响力都在日益增加。不论是在什么市场上竞争，海星型组织总是比传统蜘蛛型组织略胜一筹，而且对市场现有的龙头企业，造成十分严重的结果。

在自然界中，物种必须不断演化才能繁盛，企业也是一样，经营稳固的企业要能在未来继续蓬勃发展，最重要的就是要在营运思考模式中，加入海星型组织的特性。如果能够让组织兼容并蓄，不仅采用蜘蛛型组织的优点，也把有效的海星型组织特性加进来，就能规划出一套坚实的营运策略，让公司在未来能够居于有利的地位。

重点就是要不断演化、适应，不要让自己陷入灭绝的危机。


「组织分权的做法已经沉寂了几千年，因特网的来临却释放了这股力量，击垮了传统企业、扭转了整体产业、影响了我们与他人互动的方式，更牵动了世界局势。缺少架构、领导和正式的组织，反而成了极为有利的资产。竞争的游戏规则，已经不可同日而语。」

——布莱福曼 & 贝克斯壮





什么是「无领导组织」？　
英文



主要观念

无领导组织就是权力完全分散的组织，成员之所以愿意继续为这种组织效劳，是因为认同组织的基本宗旨，并不是因为受到任何契约或正式协议的束缚。要加入无领导组织，并没有特定的门槛，也没有人能够真正当这种组织的老板，更没有人能够刻意操控这种组织为自己获利。总而言之，无领导组织是一种完全不同型态的企业架构，要不是因为这种企业愈来愈普遍、愈来愈成功，大家很容易就会轻忽这种架构，只当作是一种假说而已。

支持概念


彻底分权的企业


无领导组织就是彻底分权的企业，如果习惯了从传统企业经营的角度来观察，那么无领导组织看来似乎没什么道理可言。这种组织没有规则、组织架构或阶级，组织成员都是靠着共识与合作达成各项工作，不把工作当成职责或义务。

表面上看来，无领导组织似乎没有道理可循，却是一种非常有效率的企业架构。其中一项原因是，分权组织具有高度的适应力和反应力，因为信息传递没有时间差，信息不必先向上传达至组织高层，再由高层规划策略、下达指令。相对地，分权组织的成员只要发现有采取行动的必要，就会根据自己的判断，立即采取最适切的行动，不必经过高层的认可。如果这位成员的构想够扎实，其它成员就会不待命令、效法跟进。这使得分权组织具有高度的适应力，而对企业来说，要在每年急速变化的环境中营运，适应力是非常有帮助的。


分权组织的基本特性


大家都有决定权——如果是第一次遇上海星型组织，很容易就会认定这是蜘蛛型组织，必须深入探究，才能看出这种组织的真貌。分权组织的结构松散，成员所拥有的权力却大得惊人。这种概念刚开始很难令人接受，但如果只因为海星型组织看来没有人负责掌握全局，就看轻了这种组织，那无疑是让自己陷入险境。

信息完全透明——分权组织没有情报中心，情报是散布于整个体系之中。这对组织来说是非常有利的，因为这表示，负责执行的组织第一线能够直接吸收信息和知识，不必等待信息在成员之间层层传递。如果有一群人能够为了远大的目标，彼此通力合作，千万不要小看了这群人的力量。

成长速度惊人——开放的体系为了因应新的挑战、满足新的需求，能够快速进行调整；也就是说，这种体系能以非常惊人的速度成长。例如，网络在不到10年的时间之内，就取代了邮件、电报或电话的通讯功能。

规模不经济——产业界一开始之所以采取集权的组织架构，最主要是为了靠大量生产、大量销售创造营收。由于海星型组织的出现，产业界开始实行分权的架构，整体获利也随之降低。这对消费者来说也许是好消息，但也正因为如此，企业必须提高警觉，在海星型组织大举侵袭产业之前，看出有哪些组织正准备摩拳擦掌、集结串连。如果产业里出现了海星型组织，就表示调整营运模式的时候到了。当你的产品可以转换成数字形式，而所有人又能通过网络免费取得这类产品的复制品时，那么你与其把获利来源放在销售稀有产品，不如找出其它方法创造营收。


集权和分权组织的比较



	由单一领导人主导、负责。

	有组织总部。

	只要针对组织领导人予以重击，组织便会衰亡。

	分工明确、权责分明。

	如果撤除某一业务单位，组织就会受创，运作也将受阻。

	组织架构僵化、固定。

	各个业务单位的资金都是来自总部，单位预算也是由总部订定与经管。

	组织成员或员工的人数非常清楚。

	各个作业小组之间的沟通，是由总部指派专人负责协调。

	组织没有特定领导人。

	没有类似总部的单位。

	如果组织领导中心受到重击，组织仍然能够存活。

	权责划分非常有弹性，并且会不断调整。

	不论撤除哪个单位，组织的其它单位仍然能够照常运作。

	组织架构具有弹性，而且经常改变。

	组织中各个单位自筹资金，而且运作完全自主。

	很难判断组织在任何一个时间点上，确实的成员人数有多少。

	各个作业小组在沟通上享有完全的自主权，能够依照各自的意志，直接与其它小组沟通。




怎么判断对手的组织类型


实务上来说，每当在市场上遇上了新的竞争对手，首先必须设法判断，自己面对的是蜘蛛型还是海星型组织。要分辨对手的组织型态，唯一办法就是要问对问题，所谓「对」的问题包括：

该组织有没有领导人？——也就是执行长或位阶相当的角色，这位领导人负责下达指令，决定组织要进行哪些工作。

该组织有没有实体的总部？——也就是组织智囊团运作的据点。

如果领导人受重击，该组织是否会衰亡？——就算没有阶级，海星型组织还是能顺畅运作，因为会有其它抱持着同样宗旨的成员取而代之。

该组织的分工和权责是不是明确？——集权组织会规划部门、工作执掌和预算。在分权组织中，人人都可以进行自己想做的事。

如果除去其中一个单位，该组织会不会受创？——在分权组织中，各单位都是独立自主的，也是可以取代的，而在集权组织中，每个单位都扮演了不同的重要角色。

在该组织中，知识与权力是集中的还是分散的？——在传统企业中，权力与知识都集中于高层，而在分权组织中，每位成员应该都享有相同的机会，能够获取知识。

该组织的架构是变动的还是僵固的？——分权组织能够快速调整架构，以因应内部或外部的冲击。这种组织能够在变化发生的当下，仍不断迅速自我调适，成长、缩小或转型。相较之下，传统的企业组织则比较没有弹性。

能不能清楚得知，该组织有多少员工或成员？——在分权组织中，因为成员流动频繁，没有人能确定这个组织到底有多少成员。相对地，一般的企业能够明确说出，有多少员工在领公司薪水。

作业小组或单位的资金，是来自组织还是自筹？——分权组织的单位几乎都是自己筹集资金的，因为没有来自组织的资源。相对地，集权组织则是靠预算运作的，预算资金则来自总部。

作业小组间的沟通，是彼此直接沟通，还是通过专人协调？——在集权组织中，沟通要通过层层关卡，由高层进行决策、制定策略，再传达指令。这种情形不会发生在分权组织，在分权组织中，人人都可以随时与彼此对话，决策并不是由特定人士制订的，而是寻求共识，找出最适切的做法。


关键思维

「如果没有人领导会怎样？如果没有阶级又会怎样？你可能会认为一切将会失序，甚至陷入混乱。但是在许多领域中，不采取传统的领导方式，反而促成了强大团体的兴起，颠覆整个产业与社会。简而言之，革命正在我们四周风起云涌。愈是想奋力抵抗这股力量，这股力量就变得愈强大；看起来愈是混乱，就愈有韧性；愈是想控制这股力量，这股力量就愈变幻莫测。」

布莱福曼 & 贝克斯壮

「百年以来，唱片业都是由屈指可数的几家企业所把持，如今却由一群黑客改变了这个产业的样貌。我们将会在不同的领域和产业中，看到这个模式反复出现。长期下来，各产业会从分权摆荡到集权，然后又摆荡回来。为了因应权力过度集中的产业或机构，大家开始进行颠覆，并且创造出开放的海星型体系。事实上，有些体系分权地相当彻底，使得我们从许多角度来看，这种组织都不再像是组织。」

布莱福曼 & 贝克斯壮





无领导组织的魅力　
英文



主要观念

不论分权组织在实务上来说合不合理，的确已经有许多分权组织活跃于商场上。只要睁大眼睛好好观察，就能了解这种经营方式有多么成功。

支持概念


无领导组织的案例



网络电话Skype


Skype是次世代的电话公司，传输是通过因特网而不是电话线。该公司没有中央服务器，也没有宏伟的办公室。使用者只要下载免费软件，然后在自己的个人计算机上插入耳机和麦克风，甚至连电话簿都是拆成小单位，分别储存在每位使用者的计算机中。在2004年12月时，Skype的用户已经有1,500万，到了2005年年底，用户数更超过了5,700万人。最后是由eBay以41亿美元的价格，并购了Skype。


分类广告网Craigslist


克瑞格·纽马克在1995年设立了一个网站，追踪旧金山湾区的各种地方性活动。之后有愈来愈多网友开始在网站上，张贴其它活动的讯息，到了今天，这个网站免费刊登了各种小型分类广告，讯息则来自全球175个城市。目前该网站每月吸引30亿网页浏览人次，网友可以免费张贴广告，只有公司行号的征才广告例外。据估计，Craigslist每年靠着这个方式创造了1,000万美元的营收。整个网站完全是靠网友自律管理的，人人都可自由张贴内容，但是如果某些内容冒犯了他人，其它使用者就可以移除该广告。纽马克仍然参与该网站的日常运作，但网站将如何蜕变，则是由使用者决定，不是先由管理团队拟出策略，再按照策略进行。


伺服软件Apache


美国伊利诺大学的全美高速计算机应用中心，率先研发出广受欢迎的网络浏览器，这个浏览器后来由网景公司商品化。许多工程师纷纷离开伊利诺大学，创立或加入网景等软件公司，这套建构起因特网架构的软件，也就因此没有人再继续研发。这使得那些研发修正程序的工程师非常气馁，因此他们决定找个平台发布修正程序，让大家都能下载其它人研发出来的程序，也可以上传自己研发的程序。其中一名工程师想到，可以用美国原住民Apache族来为这个平台命名，这个名字就这么沿用下来。不久之后，就有许多来自世界各地的工程师，都自愿贡献出自己的心力。最后，网络上发布了一个更新、更强大的Apache程序，任何人都可免费下载，并随自己的喜好修改。由于这套软件非常好用，世界各地的工程师开始采用Apache程序代码，作为网络服务器运作的基础。由于许多工程师奉献心力，不断进行调整和升级，因此这套软件能够持续强化与改进。据估计，目前在全球信息网上的网站，有67％的伺服主机都是采用Apache软件，而不是采用微软等企业研发的系统软件。这样的普遍性还带来了另一项优点，那就是为广为人知的浏览器争霸大战，提供了一套共同的标准，让所有计算机都可以继续沿用，这使得网络使用者不必烦恼要用哪一套标准。


音乐交换平台Napster、Kazaa与eMule


分权组织中最具代表性的案例，可能要属Napster，以及从Napster演变而来的音乐交换平台。Napster是于2000年由尚·范宁创设的，当时范宁只是一名18岁的大学生。Napster只要登入中央服务器，就可以分享各自的音乐档案。大家都很喜欢这个点子，只有唱片业很感冒，把Napster视为影响营收的一大威胁。唱片业对Napster提出告诉，诉讼一路进行到美国最高法院，最后赢得胜诉，使Napster不得不关闭网站，并且在宣告破产后出售。唱片业还紧咬着交换音乐档案的网友，迫使他们付出4,000美元的罚金。

你可能会觉得，既然唱片业者已经逼使Napster等类似的公司关门大吉，一切发展会就此落幕。然而问题是，大家还是希望能够免费取得音乐。唱片业者之所以能逼使Napster关闭，是因为Napster使用了统一的服务器，所以可以在确切的地点追踪到负责人。没过多久就出现了Kazaa交换网站，取代了Napster的地位。

Kazaa没有中央服务器，也就没有诉讼标的。Kazaa的档案分享软件反而是储存在网友的计算机中，档案是通过点对点分享，不必经由中央服务器。不到12个月，Kazaa软件就被下载了2亿5,000万次。然而Kazaa有一个缺点，就是公司为了创造营收，会销售广告版面。广告收入还是会流入某个企业体，于是唱片业者得以追踪广告费流向，找出了诉讼对象。Kazaa原本是在荷兰注册成立的公司，后来为了规避诉讼，又转手给一家在南太平洋岛国万纳度注册的公司。有趣的是，Kazaa是由一位名叫尼可拉斯·詹士庄的瑞典工程师研发出来的，詹士庄把Kazaa转手之后，又跟一位合伙人共同研发了Skype。

就在律师对Kazaa穷追不舍之际，又出现了其它同样是档案交换概念的软件。后来有人研发出新版的Kazaa软件，移除了刊登广告用的软件，这套新的软件名为Kazaa Lite或K+，广受网友欢迎。另一家名为eDonkey的公司，也发表了一套软件，功能与Kazaa非常相近，还有一些没没无名的黑客，根据eDomkey仿造出一套软件，称为eMule。eMule是完全开放原始码的软件，没有人知道是谁推出、是谁在研发，又是由谁在管理这套软件，唱片业者可以说根本找不到追究和控告的对象。eMule的分权极为彻底，即使唱片业者请来最顶尖的律师，也无计可施。

[image: no221_29c]


这是海星型企业演进方式的最佳实例，唱片业者对档案分享软件的攻击力道愈大，这些软件就变得愈强大。久而久之，相同的问题会形成不同版本的软件反复出现，每一种版本的软件，分权程度都比前一种版本更彻底。最后这种概念演变出的软件，即使请来最高明的律师也束手无策。唱片业者不坐下来思考，该如何让档案交换的概念合法化，却反过来寻求法律途径，试图杜绝所有交换行为。上述种种法律行动全都失败了，目前档案交换比以往更为盛行，规模也持续扩大。


戒酒无名会


这大概是所有分权组织中，最著名的一个。戒酒无名会（简称AA）的创始人是比尔·威尔森，1935年时有人告诉他必须戒酒。威尔森体认到，光凭他一己之力无法对抗自己酗酒的毛病，因此决定请其它同样酗酒的人帮助自己。AA的设立宗旨就是，要由酗酒者帮助彼此戒酒。

AA没有总部、没有申请表也没有规章。大家都可以成立自己的分支机构，也可以在不再需要的时候关闭分支机构。每位成员都受到充分信任，只要自认为适切的做法都可以实行。AA是一种理念，是一种控制酗酒毛病的方法，不是一套方法论，还得接受训练才能学会。AA之所以能够吸引全世界上百万人加入，影响这些人的人生，完全是靠着一致的意识型态，而且没有特定的领导人。


关键思维

「突然之间，世界顶尖的科技公司之间，出现了一种新的合作文化。升阳计算机的董事长史考特·麦尼里到底是受到什么样的启发，竟然会骄傲地说出：『我们正在打造社群，我们正进行分享』？麦尼里是不会轻易低头的，而升阳也必须对股东负责，然而该公司居然把自己握有专利的服务器软件，变成开放原始码的软件，这套软件过去每年的营业额，可是高达1亿美元！麦尼里或许是出自好意，但是这个放弃软件所有权的决策，也是出于经济利益的考虑。产业的整体环境已改变了，只要有一家企业提供了分权的开放原始码软件，竞争对手就势必得跟进，才能保持竞争力。升阳和IBM一样，选择放弃销售软件的营收，希望转而靠辅助服务和硬件来创造营收。软件价格正急速下跌，甚至趋近于免费，各大厂商也正在另寻其它营利方式。软件产业的分权程度愈来愈高，大家也开始跟着采取全新的逻辑。Google、升阳和IBM利用顾客为自己工作，而理财软件Intuit、名嘴欧普拉的脱口秀，以及亚马逊网络书店，也都让顾客有机会发声。选择这种方式不只为了求进步，通常还是为了求生存。」

布莱福曼 & 贝克斯壮

「海星型体系是培养点子的温床，不论点子是创意的、破坏性的、创新的，或是疯狂的，什么样的点子都有可能。杰出的点子会吸引愈来愈多人加入，组成社群来落实计划。如果建立严谨的制度和僵固的架构，可能有助于达成标准化，但是也压抑了创造力。当创造力是必要条件时，学习接受混乱也是必要的。」

布莱福曼 & 贝克斯壮

「大部分成功的海星型组织，都是始于当时看似激进的意识型态。如果真正想改变海星型组织，就要改变成员的意识型态。」

布莱福曼 & 贝克斯壮





海星型组织如何运作？　
英文



主要观念

分权组织就像海星一样，也是由5只脚构成的，分别是：
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	独立自主的社群

	发起社群的催化者

	基本的意识型态

	可用的既有人际网络

	有执行力的斗士



分权组织可以在缺少1只或2只脚的状况下运作，但是当5只脚通力合作时，这个组织就真的可以一飞冲天。

支持概念


拥有像海星的5只脚


构成分权组织的5只脚分别是：

社群——这是一种小型团体，成员每天都会彼此互动。社群中没有阶级，每位成员都会受到平等的对待。网络使得虚拟社群得以成形，并且能够有效运作，而运作的基础是大家都接受的惯例，不是强制的规定。由于社群成员长时间相处，合作进行各种不同的计划，因此大多数社群都会培养出相当高度的信任。例如，对在线百科全书维基百科的投稿人来说，即使知道后续会有网友跟进，修订自己提供的信息、更正错误，并且整理内容，还是乐于提供信息。

催化者——这种角色会创立社群，然后欣然退居幕后。催化者会催生分权组织、推动组织运作，然后把主控权移转给社群成员，不会试图积极影响社群发展的方向。点燃第一道火光之后，催化者便功成身退。催化者会规划构想、引发话题并且以身作则，然后放手让社群自主发展。

意识型态——也就是共同的信念，能够像黏胶一样，把所有要件连结在一起。分权组织中的每位成员，都接受组织的基本意识型态。意识型态不一定是要成员牺牲生命，也不一定要成员奉献毕生的心力，但是意识型态让社群有基本信念可以依循，也有共同的平台可以合作。分权组织的成员往往会持续参与组织运作，就是因为他们认同组织的意识型态。同样地，当意识型态弱化时，成员必然会流失。就分权组织而言，加入或离开组织，都是很稀松平常的事。

人际网络——也就是既有的团体，团体成员彼此都很熟悉该怎么合作。大多数分权组织都是在既有网络上建构起来的，不是从无到有创设起来的。例如，废奴运动就是以桂格教派反对蓄奴的运动为基础。同样地，比尔·威尔森创立戒酒无名会时，也是从牛津团契发展出来的6步骤课程开始起步，牛津团契的成立来自一场基督教运动，由一位路德教派牧师所推动。威尔森把6步骤改变为12步骤，取法牛津团契的方法创立了第一个戒酒无名会。不过要记住的是，要与分权网络建立关系，不能只是加入这些网络，还必须寻求基层成员对特定构想的支持，因为这种网络不会有高层下达指令。必须让网络成员认同你提出的构想，并且接受基本意识型态，这些成员才会有所行动。

斗士——也就是意识型态的代言人。斗士之所以能够带动组织成员，靠的是自己的热忱和动力，不是因为斗士位居要津。斗士的活动力非常强，也非常热中于吸引其它人加入组织。斗士比较像是业务人员，不像是组织发起人。斗士坚信自己的信念，并且能够做到言出必行，所以非常能够激发他人。斗士在激励众人、发起运动之后，便会功成身退。

分权组织要能达成组织的目标，5只脚缺一不可。如果把这些角色，与传统组织中相对应的角色加以对照，会发现一些有趣的现象。就以催化者的角色为例，从许多方面来看，这个角色相当于传统组织中的执行长，但两者之间也有明显的不同之处。在此以下图来说明：
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要判别执行长与催化者之间有哪些不同，有个方法是记住，催化者是促成变革的媒介。催化者善于颠覆，促使成员打破传统的观念。如果组织需要一点创意的想法，或是有大幅变革的必要，催化者非常能够胜任这项任务。相对来说，执行长善于捍卫组织传统以及根深柢固的行事风格。执行长喜欢架构严谨的环境，让自己能够在既有的基础上进行工作。如果想要达成前所未有的成就，就要找来催化者，放手让他们去做，他们会热爱过程中必定会产生的混乱与模糊。如果让催化者尽情勾勒伟大的梦想，他们将会生气蓬勃；如果把他们摆在结构严谨的环境中，他们可能就会郁郁寡欢。


关键思维

「美国政府为了因应基地组织的攻击，已经开始积极整备，并且变得更为集权，这大幅改变了原本权力分立的美国政治体系。美国开国元勋十分清楚权力分散的重要性，因此宪法设计根据的是2项海星型组织的特性。首先，政府划分为3大部门，每个部门都相当独立自主。其次，宪法刻意限制联邦政府的权力，让州政府享有重大权力。但多年之后，联邦政府的规模变得愈来愈大，而且愈来愈集权。中央集权的确有其优点，例如政府建立了中央银行体系和货币制度、帮助弱势者的福利政策、保育天然资源的环保署，以及保障年长者的社会安全制度等。朝向中央集权的趋势是渐进的。」

布莱福曼 & 贝克斯壮

「有个愈来愈风行的趋势是，企业与机构为了求生存，必须采用兼容并蓄的做法。例如，通用汽车授权给组装在线的员工、杰克·威尔许让奇异电气的各个事业单位享有自主权、升阳计算机体认到必须放弃专利软件的主导权。如果我们无法打败分权组织，想要继续生存的最好方法通常是，加入分权组织的行列。」

布莱福曼 & 贝克斯壮





如何与海星组织竞争　
英文



主要观念

如果产业中有分权组织加入战局，一般正常的反应会是积极备战，希望能安然度过这场风暴。这个策略从未成功过，海星型组织绝对会胜出。不过，如果想要跟分权组织一较长短，倒是可以选择下列几项具体方法：


	试着改变海星型组织的意识型态。

	尽可能让海星型组织变得集权。

	让自己更为分权。
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支持概念


集权组织的弱点


集权组织在受到攻击时，正常的反应都是变得更为集权。举例来说，在纽约遭受911恐怖攻击之后，美国联邦政府采取了下列几项因应措施：


	设立国土安全部。

	悬赏2,500万美元，缉捕基地组织台面上的首脑奥萨玛·本拉登。

	大幅加强安全措施，管制旅游、集会等行为。

	授命联邦调查局找出并「消弭」潜藏的恐怖小组，这些小组可能正在计划未来的攻击行动。



然而，尽管美国政府采取了一波波的行动，大家依然相信，基地组织仍然存在，并且运作顺利。这证明了，集权组织的因应做法，往往只会让情况更加恶化。就以打击恐怖主义来说，大家认为基地组织的行动是成功的，这似乎鼓励了许多过去没有关联的团体，纷纷打起基地组织的旗号。

唱片业打击Napster以及后来衍生的软件时，也出现了同样的状况。最后问题不但没有解决，反而让点对点档案下载盛行起来。只要有某个产业的龙头企业是实行集权组织，那么一旦分权组织进入了这个产业，海星型组织总是能够胜出。


3种对策


事实上，要击败海星型组织，只能靠下列3种方法：


	改变该团体的基本意识型态——不要想方设法除掉该团体台面上的领袖，或是其它担任催化者的人物。在开发中国家，微型贷款大为成功，因为这让人民有了具体的方法，可以自立自强。要改变一个人的基本意识型态，绝不是一朝一夕可以做到的，但是改变的结果却会是持久的。

	设法让该团体变得集权——如果交给催化者一些资源，要催化者依照自己的判断分配资源，就等于创造了一位临时的执行长。这样各个社群就不会是独立运作的，反而还会竞相争夺，希望分得更多资源。如果唱片业者当初提供财务上的诱因，促使Napster合法化，后来就不必对抗Kazaa和eMule等目前看到的软件。

	以子之矛，攻子之盾——有时候，最能有效对付海星的对手，就是另一只更强大的海星。如果唱片业者当初接受现实，了解网络时代的来临，会永远改变唱片的配销方式，这些业者就可以彻底改变营运模式。唱片业者可以让消费者免费取得音乐，全心经营演唱会、授权商品以及企业赞助等管道，借此创造营收。





海星风潮的启示　
英文



主要观念

尽管分权组织一开始看来有些含糊不清，但是这种组织的潜在影响力，却大得不容你忽视，必须规划出新的措施，帮助自己因应海星型组织目前和未来的攻击。最佳的因应方法通常是采取兼容并蓄的策略，结合集权与分权组织的长处。

支持概念


创造海星、蜘蛛的综合体


要组成一半是海星、一半是蜘蛛的企业，是可以做到的。这类混合式的组织，有下列2种基本类型：

集权企业提供分权的顾客体验——拍卖网站eBay的营运模式，基本上就是如此。在早期，eBay并购了在线付款系统PayPal，使得eBay用户能够经由有公信力的中介机制，把交易金从一方转到另外一方。PayPal提供了极为谨慎而严密的方法，让彼此互不认识的人能够进行交易。实际的交易行为，完全是由参与在线的买卖双方进行。eBay甚至让用户评分，评量对方是否履行了原先的承诺。

亚马逊网络书店的做法也差不多。亚马逊有自己的仓库和交易流程，但是也允许个别卖家把商品张贴在网站上。亚马逊也邀请顾客发表对产品的评论，然后集结使用者的评论与专家的评论，并列在网站上供所有人阅览。

集权企业设立分权的事业单位——这基本上就是奇异电气采取的营运模式。如果有某个奇异的事业单位，要把产品卖给公司内部的另一个单位，则必须完全按照市场价格收费。这使得每个事业单位都必须自负盈亏，排除组织内效率不彰的状况。如果某个单位的竞争力不足，奇异就会关闭这个单位，不会补助积弱不振的单位。就这样，奇异得以持续保有产业龙头的地位。

开发出开放原始码软件的企业，就是混合式营运模式的最佳范例。IBM向来都在支持Linux，协助Linux成为替代性的操作系统。升阳计算机最近就把自己专利软件的原始码开放出来给大家。他们选择放弃销售软件的营收，希望能靠辅助性服务和硬设备，创造更多营收。该公司甚至让企业顾客能够更轻易从自己的产品，转而采购其它公司的产品，借此证明，自己提供的解决方案，是市场上最佳的选择。


寻找最适平衡点


要经营混合型企业，结合集权的特色以及分权的思维，必须求取微妙的平衡。然而可以确定的是，不能满足于既有的成就。产业界不断变化和演进，想要保有竞争力，就必须在两个极端之间，不断追寻假想的「最适点」。

最适点的位置，就介于完全集权与100％分权之间，最有竞争力的位置，就在最适点上。如果企业能够在海星型与蜘蛛型之间，取得适切的平衡，就可以获得令人惊讶的成就。

[image: no221_49c]


以下举例说明：

如果eBay变得更为分权，反而会流失顾客。举例来说，如果eBay不再确认用户的电子邮件地址，允许网友以不具名的方式，张贴自己要贩卖的品项，交易平台就会变得比较不可靠，网友的信任程度会降低，最后生意就会减少，这就是eBay远离了自己的最适点。

反过来说，假设eBay变得更加集权，开始针对网站上销售的商品，给予质量认证，那么eBay势必得提高销售佣金，这样不仅会赶走顾客，营收也会减少。

苹果计算机靠着自己的网络音乐商店iTunes，找到了自己在唱片业的最适点。苹果计算机体认到，消费者已经感到愈来愈不耐，因为他们得买下整张CD，才能听到其中一、两首自己真正想听的曲子。因此，iTunes推出了完全合法的交易流程，让消费者可以用99美分的价格购买一首曲子。iTunes灵活地把公司定位在唱片业的最适点上，因此造就了极为成功的表现。

苹果计算机也在混合式的营运模式中，加进了一些高度分权的元素。苹果计算机积极鼓励使用者成为「播客」，也就是自己制作广播节目，让其它人能够很方便地收听。借由这个方法，网友天生的创造力便得以展现。

值得一提的是，最适点的位置是会不断变动的。从某个角度来说，这就是支持集权和拥护分权两股势力之间的拉锯战。在以信息为主的产业中，最适点的位置，多半是在靠近分权的那一端。如果有人想要进行非法的勾当、必须匿名的时候，也会出现同样的现象。当分享的内容在质量上受到质疑时，最适点的位置就会稍稍偏向较为集权的解决方案。对于安全性与可靠性的要求愈高，最适点就愈可能落于集权的区段。


传统重工业的动态平衡


集权与分权间的动态平衡，不只会出现在高科技产业或是信息产业，也会出现在较为传统的重工业。长久以来，通用汽车的销售表现都优于其它同业，部分原因是，通用汽车让各个部门享有完全自主的权力。这使得公司的管理高层能够保有充分的心力，全心处理其它更重大的问题，而各部门经理人，则把心力放在对部门较为重要的事务上。这就表示，制订决策的不是总公司，而是比较能切身感受决策成效的部门。然而，虽然通用汽车在部门的层级上采取种种分权的措施，但是在员工管理上，还是采取过去指挥和控制的管理方式。

当丰田汽车崛起，决定打入美国市场时，采取了较为分权的做法。丰田把员工视为团队的一份子，认为每位员工都可以贡献宝贵的构想，不只是装配在线的小齿轮。丰田积极鼓励生产在线的员工提出建议，也鼓励经理人采纳这些建议。另外，丰田让管理架构扁平化，并且让薪资制度更趋平等，把最适点更进一步推向分权的区段。结果，丰田生产的汽车，质量远远优于通用出产的汽车。最后，丰田掳获了消费者的心，吸引愈来愈多人购买丰田汽车。

总而言之，通用汽车不愿持续让自己的混合式组织随时间演化，以为自己可以永远位居市场龙头的地位，因此不必进一步创新。相对地，丰田不断尝试在海星型体系与蜘蛛型体系之间，求取理想的平衡。多年下来，丰田分权的程度愈来愈高，让自己在汽车产业中占有强大的竞争优势。


搜寻引擎怎么蜘蛛变海星


同样的原则还可以用另一项绝佳的案例来说明，那就是搜寻引擎产业。在全球信息网对大多数人来说，还算相当陌生的时候，大家习惯使用雅虎，作为安全可靠的信息来源。毕竟雅虎雇用专人担任编辑，把各网站提供的信息加以分类。在早期，搜寻引擎产业的最适点非常偏向集权，雅虎的定位相当理想。然而，当使用者对网络愈来愈熟悉之后，Google就开始崭露头角，因为为网站排序的标准，是以使用者查询的次数为准，不是由网络专家编排的。Google等于提供了比雅虎更为分权的网络搜寻体验，这一点赢得了使用者的共鸣。这个产业的最适点会不会停留在Google的做法上，还是会出现其它势力，还有待观察，但最适点能够随时间不断改变，则是无庸置疑的事实。


关键思维

「对部分企业来说，分权并不只为了要成功，而是为了求企业生存。软件产业和唱片业一样，遭受海星型组织的大肆破坏。然而，升阳与IBM的做法，就与好兴讼的唱片业者不同，这两家企业已经找到创新的做法，走在分权的浪头之前。IBM发现，Linux这个与微软窗口系统为敌的开放原始码操作系统，正蓄势待发。IBM不和这个分权的市场新对手竞争，反而支持他们，调配了600名工程师，全力改善Linux操作系统，并且积极支持Apache和Fire fox的研发工作。Fire fox是一种开放原始码浏览器，与微软的Internet Explorer分庭抗礼。IBM的策略，一部分是根据『敌人的敌人，就是我的朋友』这个理念。但是IBM这么做的目的，并不只是要阻扰竞争对手，而是预期开放原始码的软件终将胜出。IBM原本大可投注资源，研发有竞争力的产品，但是这些产品最后会被击败。开放原始码的运动，动能太过强大了，IBM与其尝试研发操作系统与之抗衡，不如设计并销售与Linux兼容的软、硬件。」

布莱福曼 & 贝克斯壮





蜘蛛与海星的游戏规则　
英文



主要观念

当商场上出现愈来愈多海星型组织，企业营运的游戏规则也将随之大幅改变。在这种状况下，早一分预防，就有早一分准备。与其努力保持现状，不如在新的规则之下，找出能够繁荣兴盛的做法。

支持概念


对抗海星型组织的「新规则」


基本上，在面对来势汹汹的分权组织时，必须了解下列10项新的经营规则：

提醒自己，规模经济的益处已经不再了——在新的时代，规模小但是关系良好，才是真正的实力。维持较小的规模，能够让公司享有最起码的竞争优势，因为现在有许多产业的进入门槛，是非常低的。

现在要争取新顾客，已经不必付出成本——因为大部分销售管道，都是由顾客自己建构起来的。在过去，企业必须花大笔经费打造销售管道，才能把产品与服务提供给顾客。海星型组织会创造出社群，使每位成员都会为网络增添价值，因此组织得以蓬勃发展。

能带来益处的是混乱，不是结构严谨和有条不紊——因为在海星型组织里，最有创意、最有价值的构想，通常是从百花齐放的环境中浮现出来的。学习接受混乱，并找出务实的方法来凸显最杰出的构想。只要拥抱混乱，就能领先潮流。

要让所有成员都有机会分享自己拥有的知识——因为在高度分权组织中，知识是平均散布的。事实上，最有用的知识，通常是由第一线成员发现的，因为他们实际和顾客面对面接触。建立一套方法，让成员能够获得其它组织成员已经拥有的知识。这么一来，许多工作就不必浪费时间重头来过。

允许所有成员贡献自己拥有的知识——因为人类内心有种根本的渴望，希望自己能够做出有意义的贡献。建立方法和工具，让成员能够同心协力，达成公司的目标。人都喜欢分享自己拥有的知识，然后看到自己提供的信息能够被有效运用。

如果要正面迎战海星型组织，不要先想着要除去该组织的领导人——因为如果这么做，到头来只会有愈来愈多人继之而起。记着，如果切断海星的一只脚，海星会再生出一只脚，而且被切除的脚还会长成一只新的海星。如果锁定分权组织台面上的领导人，结果只是在制造机会，让新的领导人能够浮出台面，这对自己一点帮助也没有。

要记住，催化者是海星型组织中最重要的角色——因此，想要对抗海星型组织，就要设法把催化者转变为临时的执行长。要让分权组织落入险境，这其实是唯一的办法。催化者在组织中的角色，一部分是建筑师、一部分是拉拉队、一部分是观察员。因为催化者真心关怀组织成员，所以能够凝聚成员的向心力，并且让组织保有充分的的活力。要想造成改变，就要密切注意催化者的角色。

要打击海星型组织，剩下的方法就是尝试改变组织的意识型态——因为如果可以让组织背离基本的意识型态，该组织就会分崩离析。想要改变分权组织，就要改变组织成员的基本意识型态。不过，这一点通常很难办到。

评量绩效，并且观察海星型组织内部的状况——不要因为组织非常含糊不清，就认定自己无法追踪该组织目前的状况。在这种状况下，「差不多正确」要比「完全错误」好得多。不要想破头要知道这个海星型组织有多少成员，要反过来追踪下列几项可以评量的状况：


	该组织的社群有多活跃？

	各个社群的状况如何？

	组织成员彼此的沟通方式为何？

	社群的规模和影响力是不是还在成长？

	该组织分权的程度是愈来愈高，还是愈来愈低？



永远要记住，如果无法打败他们，最好就准备加入他们——因此，想要持续满足顾客需求，就要勇于采取混合式的营运模式。


关键思维

「在数字的世界中，分权将持续改变产业与社会的面貌。要对抗这股改变的力量，充其量是徒劳无功，不幸的话还会适得其反。但是我们可以善用这些力量带来的无穷帮助：只要问问那些音乐档案档案分享软件的使用者、Skype的用户、eBay的卖家、维基百科的投稿人、Craigslist的社群成员、正在康复的酗酒者，或是任何一位曾使用网络的网友，就能了解。的确，分权组织乍看之下好像一团混乱，但是当我们开始了解到这种组织的充分潜能之后，原本看似没有秩序的组织，却成了世界上有史以来最强大的势力。」

布莱福曼 & 贝克斯壮





MAIN IDEA





中文



In the natural world, if you cut off a spider's head, the creature will die. A starfish is different though. If you cut off one of its legs, not only will the starfish grow another leg but the leg that was cut off will also grow into a completely new starfish in and of itself.

The same phenomena is now starting to emerge in business. Most companies have historically tended to be "spiders"-they have rigid hierarchies, top-down leadership with someone who is in charge calling the shots and a well defined corporate structure. A few noteworthy companies are now emerging that are structured more like "starfish"-they are leaderless organizations without a rigid hierarchy or other trappings of conventional business. These new starfish style businesses are growing in power and influence because of the impact they are having on one industry after another. In any competitive battle, starfish organizations always outperform the more traditional spider-style organizations-usually generating devastating results for the market incumbents.

In just the same way as species need to keep evolving to flourish in nature, the key to a vibrant future in business is for established companies to start incorporating some starfish principles into their business mind-set. If you can form a hybrid business organization that takes the best spider features but also incorporates some effective starfish principles into the mix, you can come up with a robust business strategy that will position you advantageously for the future.

The key is to evolve and adapt rather than risk becoming extinct yourself.


"Decentralization has been lying dormant for thousands of years. But the advent of the Internet has unleashed this force, knocking down traditional businesses, altering entire industries, affecting how we relate to each other, and influencing world politics. The absence of structure, leadership, and formal organization has become a major asset. The rules of the game have changed."

— Ori Brafman & Rod Beckstrom





What Is a "Leaderless Organization"?　
中文



Main Idea

A leaderless organization is one that is completely and totally decentralized. People remain part of one because they subscribe to its underlying philosophy rather than due to any contractual or formal arrangements. There are no entry requirements to join a leaderless organization and nobody actually owns it or makes money from it overtly. In all, leaderless organizations are an entirely different kind of way to structure a business that would be easy to dismiss as being only hypothetical if it wasn't for the fact that they are becoming more common and more successful.

Supporting Ideas


Radically Decentralized Business


Leaderless organizations are radically decentralized business entities. When you're used to seeing the world through the lens of conventional business practices, they seem to make no sense whatsoever. They have no rules, structures or hierarchies. Instead, everything gets done by consensus and cooperation rather than through a sense of duty or obligation.

As counterintuitive as it may seem, leaderless organizations can be a very effective way to structure a business. For one thing, a decentralized organization can be highly adaptive and responsive because there is no time lag while information is communicated up the line of authority to the head where a strategy is developed and instructions are given. Instead, in a decentralized organization, people see a need to act and get into action doing what they consider best immediately without seeking permission. If the idea is sound enough, others will also follow their example rather than waiting for instructions. This enables a decentralized organization to be highly adaptive, something that is extremely useful when operating in a business climate where things are changing rapidly from one year to the next.


General Principles of Decentralization


Everybody has a say-It's easy when you first encounter a starfish organization to naturally assume it is a spider. You need to dig a little beneath the surface to figure out what's really going on. Decentralized organizations will have a very loose collection of people who have an amazing amount of power. That will be hard to get used to, but if you dismiss a starfish organization as being irrelevant because there doesn't seem to be anyone in charge, you do so at your own peril.

Complete information transparency-A decentralized organization doesn't have central intelligence, but intelligence is spread right throughout the system. This is helpful because it means information and knowledge can filter in at the edges where action is required rather than being passed up the chain through a series of people. Never underestimate the power of a group of people working together to achieve something of note and importance.

Amazing growth rates-Open systems can easily change or mutate to meet new challenges or fill new needs. That means they can grow incredibly quickly. For example, the Internet replaced communication by mail, telegraph or telephone in less than a decade.

Diseconomies of scale-The main reason why industries centralize in the first place is to create a pool of products that can then be sold to generate revenue. As industries decentralize because of the arrival of starfish, overall profits decrease. This may be good news for consumers but it's also the reason why you want to be on the lookout for any starfish that are currently warming up and amassing connections before taking your industry by storm. If you see starfish on the horizon, it's time to change your business model. Instead of charging money for scarce products, find ways to generate revenues when everyone can access digital copies of your products for free.


Centralized vs. Decentralized Organizations



	There is someone in charge and accountable.

	The organization has a headquarters.

	If you thump it on the head, the organization will die.

	There is a clear division of roles and responsibilities.

	If you remove an operating unit, the organization will be harmed and less able to function.

	The organizational structure is rigid and fixed.

	The various operating units are funded by a head office that establishes and runs budgets.

	You know how many people are involved in the organization or employed by it.

	The various working groups communicate with each other through intermediaries designated by the head office.

	Nobody is in charge of the organization.

	There are no headquarters as such.

	If you thump it on the head, the organization survives.

	Who does what is flexible and constantly evolving.

	If any unit is taken out, the rest of the organization still keeps operating as before.

	The organizational structure is flexible and fluid.

	Each unit within the organization is entirely self funded and operated.

	It's impossible to tell at any one time just how many people are involved in the organization.

	The various working groups are completely free to communicate with each other directly if they so wish.




Is Your Competitor a Spider Or a Starfish


In practical terms, whenever you encounter a new business competitor, you should first make an effort to figure out whether you're dealing with a spider or a starfish. The only way you can do that is by asking the right questions：

Is there a person in charge? — A CEO or equivalent who gives orders and decides what the organization will do.

Are there physical headquarters? — Somewhere where the organization's brain trust works from.

If you thump the organization on its head, will it die? — Starfish will keep doing fine even if the hierarchy disappears because others who share the same philosophy will take their place.

Is there a clear division of roles and responsibilities? — Centralized organizations have departments, job descriptions and budgets. In decentralized organizations, anyone can do anything they like.

If you take out a unit, will the organization be harmed? — Units of a decentralized organization are autonomous and replaceable, whereas in centralized organizations every unit has an important role to fill.

Are knowledge and power concentrated or distributed? — In traditional businesses, power and knowledge concentrate at the top. In decentralized organizations, everyone is assumed to be equally knowledgeable.

Is the organization fluid or rigidly structuredz? — Decentralized organizations can change quickly in response to internal or external forces. They continually grow, shrink or mutate at the drop of a hat. Traditional business organizations are much less flexible.

Can you count how many employees or adherents the organization has? — In decentralized organizations, nobody is sure how many participants there are because people are constantly coming and going. By contrast, standard businesses can tell you exactly how many people are on the payroll.

Are working groups or units funded by the organization or self funded? — The units of decentralized organizations are almost always self-funding because there is no central source of resources. At the other end of the spectrum, centralized organizations have budgets using funds allocated by the head office.

Do the working groups communicate directly with each other or through intermediaries? — In centralized organizations, communication passes up through the chain of command to the top where decisions are made, strategies are decided and instructions are sent back. None of that happens in a decentralized organization where everyone just chats with each other whenever they want. Decisions aren't made by someone specific, but arise as a general consensus on the best way forward.


Key Thoughts

"This is about what happens when there is no one in charge. It's about what happens when there's no hierarchy. You'd think there would be disorder, even chaos. But in many arenas, a lack of traditional leadership is giving rise to powerful groups that are turning industry and society upside down. In short, there's a revolution raging all around us. The harder you fight this force, the stronger it gets. The more chaotic it seems, the more resilient it is. The more you try to control it, the more unpredictable it becomes."

Ori Brafman & Rod Beckstrom

"For a century, the recording industry was owned by a handful of corporations, and then a bunch of hackers altered the face of the industry. We'll see this pattern repeat itself across different sectors and in different industries. Over time, industries swing from being decentralized to centralized and back again. In response to over centralized industries or institutions, people rebel and create open starfish systems. In fact, some of these systems are so decentralized that in many ways they no longer look like an organization."

Ori Brafman & Rod Beckstrom





The Attraction of Leaderless Organizations　
中文



Main Idea

Contrary to whether or not they make sense from a practical perspective, there are already a large number of decentralized organizations thriving in the business world. To understand how successful this approach to business is, you just need to keep your eyes open.

Supporting Ideas


Examples of Leaderless Organizations



Skype


Skype is a next-generation phone company that uses the Internet rather than telephone lines. The company has no central servers or big offices. Instead, users download free software and plug a headset into their PC. Even the directory of other people's phone numbers is broken down into tiny pieces and stored on the computer of each user. In December 2004, Skype had 15 million users. By the end of 2005, that number had passed the 57 million mark. eBay eventually acquired Skype for $4.1 billion.


Craigslist


In 1995, Craig New mark started a website to keep track of local San Francisco Bay area events. More and more people started posting to his list until today it features small free-format classified ads for 175 cities around the world. At present, the site attracts three billion page views every month. People can post ads for free except for job listings for companies. It is estimated that craigslist generates around $10 million a year that way. The entire project is self-regulating-anyone is free to post whatever they like, but if something is offensive other users can remove the ad. Craig New mark is still involved with the day-to-day running of the website, but it is the users who dictate how the site evolves rather than following some scripted strategy developed by a management team.


Apache


The NCSA Project at the University of Illinois developed the first popular browser for surfing the Internet, which would later be commercialized by Netscape. As engineers left the University to start or join companies like Netscape, there was nobody left to keep developing the software that forms the backbone of the Internet itself. This was intensely frustrating for the engineers who were developing patches to fix problems that were there, so they decided to post the patches in one place where everybody could download what others had developed and upload their own. One of the engineers came up with the name "Apache," which stuck. Soon, volunteers from around the world were contributing their efforts. Eventually, a new and better version of the Apache software was posted that anyone could down-load for free and alter any way they liked. Since the software was very good, engineers from all over the world started using Apache code to run their website servers. The software continues to be enhanced and improved as engineers donate their labor and keep making tweaks and enhancements. It is estimated that today, around 67 percent of all websites available on the World Wide Web are hosted on computers that run Apache software rather than other system software developed by Microsoft or other corporations. This has also been advantageous in that throughout the well publicized browser wars, there has been a common standard available that all computers continue to use. This has avoided the situation where Web users would have to choose one standard or another.


Napster/Kazaa/eMule


Probably the most high profile example of a decentralized organization has been Napster and its variants. Launched in 2000 by then 18 year-old college student Shawn Fanning, Napster allowed people to log into a central server and share their music files. Everyone loved the idea except the music industry, which saw this as a rather large threat to its revenues. The industry eventually prevailed after it took Napster all the way to the Supreme Court, forcing the site to be shut down and eventually sold after declaring bankruptcy. The industry also went after people who were swapping files, forcing them to pay a $4,000 fine.

It would be tempting to think that once the record companies had forced Napster（and a few similar companies）to close, that would be the end of the story. The problem, however, was that people still liked the idea of getting their music for free. The record companies had been able to close Napster because it used centralized servers, so there was someone physically located somewhere to go after. It wasn't very long before Kazaa sprung up to take Napster's place.

Kazaa didn't have a central server that could be targeted by legal processes. Instead, the software resided on the computers of the people in the network and files were shared person to person without going through a central server. Within twelve months, more than 250 million copies of the Kazaa software was downloaded. Kazaa did have one flaw, however. In order to generate revenue, it sold ad space. That revenue had to go to some corporate entity, and the record labels were eventually able to figure out who to sue by following the money trail. Kazaa was originally founded as a Dutch company but it was then sold to another company based on the South Pacific Island of Vanuatu in an attempt to avoid legal action. Interestingly, the developer of Kazaa was a Swedish engineer named Niklas Zennstrom who, after selling out of Kazaa, would go on with a partner to develop Skype.

With Kazaa being hounded by the lawyers, other variants of the same file swapping concept emerged. A new version of the Kazaa software was developed that removed the parts of the software that served ads. This new package, called Kazaa Lite or K+, became very popular. Another company called eDonkey released a software program that worked much like Kazaa and some unknown hackers developed a knock-off version of the software called eMule. eMule is completely open-sourced. Nobody knows who started it. Nobody knows who develops the software or who runs it. There is literally nobody for the record companies to go after and sue. eMule is so decentralized it is literally beyond the reach of any lawyer the record companies might care to engage.
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This is a great illustration of how starfish companies evolve. The harder the record companies fought against the file swappers, the stronger they become. Over time, different versions of the same problem keep arising. Each new version is more decentralized than the previous generation. Eventually, a version of the concept is developed that is beyond the reach of even the best lawyers money can buy. Instead of sitting down and figuring out how to legitimize the file swapping idea, the record companies have attempted to use legal avenues to try and block the practice entirely. All of these legal efforts have failed and today, file swapping is stronger than ever and growing all the time.


Alcoholics Anonymous


This is probably the most well known decentralized organization of all. The founder of AA was Bill Wilson, who was told he needed to stop drinking in 1935. He realized he couldn't combat alcoholism by himself, so Bill decided to enlist the help of others who were in the same predicament as him. AA was formed to help alcoholics help themselves quit.

AA has no head office, no application forms and no guidelines. People are welcome to form their own chapters whenever they like or close down the ones that are no longer needed. Everyone is trusted to do whatever they think is right. AA is a philosophy and an approach to managing alcoholism rather than a methodology in which people need to be trained. AA has managed to reach and influence the lives of millions of people around the world solely on the strength of a shared ideology and without anyone being in charge.


Key Thoughts

"All of a sudden, there's a new culture of collaboration among the world's leading technology companies. What would inspire Scott McNealy, the chairman of Sun, to tell us with pride, 'We're building communities, we're sharing'? McNealy is no softy, and Sun is accountable to its shareholders. And yet the company has made its once-proprietary server software, which accounted for $100 million in sales each year, opensource. McNealy may have philanthropic values, but the decision to give away the software also came from economic necessity. The entire industry has shifted. Once one company offers decentralized open-source software, its competitors must follow suit in order to stay in the game. Like IBM, Sun has opted to forgo revenues from software sales in favor of making money on auxiliary services and hardware. The price of software is rapidly declining to zero, and the big players are looking for other ways of making money. As the software industry becomes more decentralized, an entirely new logic system is being adopted. Google, Sun and IBM have put their customers to work, while Intuit, Oprah and Amazon have given them a voice. This isn't just a nice option-it's often necessary for survival."

Ori Brafman & Rod Beckstrom

"Starfish systems are wonderful incubators for creative, destructive, innovative, or crazy ideas. Anything goes. Good ideas will attract more people, and in a circle they'll execute the plan. Institute order and rigid structure, and while you may achieve standardization, you'll also squelch creativity. Where creativity is a must, learning to accept chaos is a must."

Ori Brafman & Rod Beckstrom

"Most successful starfish organizations were started with what seemed at the time to be a radical ideology. If you really want to change one, alter the ideology of the members."

Ori Brafman & Rod Beckstrom





How Does a Starfish Organization Function? 　
中文



Main Idea

Like a starfish, decentralized organizations stand on five legs:
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	Circles that are independent and autonomous

	A catalyst who initiates a circle

	An underlying ideology

	A preexisting network that can be accessed

	A champion who gets things done



Decentralized organizations can function all right without one or two of these legs, but when all five are working together the organization can really take off.

Supporting Ideas


Legs Like a Starfish


The five legs on which decentralized organizations stand are:

Circles — these are the small groups in which people interact with each other on a day to day basis. Circles are nonhierarchical, with everyone treated as an equal. The Internet allows virtual circles to form and operate quite effectively using accepted norms rather than the enforcement of set rules. Most circles develop quite high degrees of trust as people spend time together and work together on all kinds of different projects. For example, contributors to Wikipedia, the online encyclopedia, happily submit their information on the basis that someone else will come along and edit the material, correct any errors and tidy up its appearance.

Catalyst — this is a person who initiates a circle and then is happy to fade away into the background. A catalyst gets the decentralized organization up and running and then cedes control to the members rather than attempting to proactively influence its future direction. Once the initial spark has been provided, the catalyst then rides off into the sunset. Catalysts develop an idea, get everyone talking, lead by example and then let the circle take on a life of its own.

Ideology — the common belief that provides the glue to hold every-thing together. Everyone in a decentralized organization accepts the underlying ideology. It's not necessarily a life and death issue or something they dedicate their entire lives to, but the ideology provides an underlying sense of community and a common platform for collaboration. Those who stay involved with the decentralized organization typically do so because they believe in the ideology. And in a similar vein, should that belief weaken or diminish, it would be expected that people would just naturally drift away. Both joining and leaving the organization are simple matters for decentralized organizations.

Network — a preexisting group of people who are well versed in working with each other. The majority of decentralized organizations build on an existing network rather than start their own from scratch. For example, the anti-slavery movement built on the Quakers' movement. Similarly, when Bill Wilson started Alcoholics Anonymous, he started with the six-step program developed by the Oxford Group, an independent Christian movement started by a Lutheran minister. Bill Wilson changed the steps into twelve and borrowed the Oxford Group's methodology to launch his first AA circle. Keep in mind, however, that accessing a decentralized network is not just a matter of turning up. Grassroots support for an idea must be generated, because there are no orders from above. People have to take ownership of an idea and sign on to the underlying ideology before anything happens.

Champion — someone who puts a face to the ideology. Champions draw their following from their zeal and personal drive rather than from an appointed position of authority. They're hyperactive and animated in drawing people into the organization. Champions are more like salesman than union organizers. They inspire people to great heights because of the depth of their own convictions and their ability to walk their talk. Champions inspire a movement, and then let go.

All five legs are important for a decentralized organization to achieve its aims. It's interesting to contrast these roles to their equivalents in traditional organizations. Take, for example, the role of the catalyst. In many ways, this is equivalent to that of the CEO, but there are also important differences:
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One way to think of the differences between CEOs and catalysts is to remember that catalysts are agents of change. They do well at rocking the boat and getting people to break with their traditional notions. They excel in situations where a little creative thinking and some potentially radical changes are needed. CEOs, on the other hand, are good at guarding traditions and entrenched ways of doing things. They like a tightly structured environment where they can build on what went before. If you're trying to achieve something that has never been done before, find a catalyst and let them go to work. They will love the chaos and ambiguity that entails. Let catalysts dream great dreams and they will thrive. Put them in a structured environment and they just might suffocate.


Key Thoughts

"In response to al Qaeda's attacks, the U.S. government has hunkered down and become more centralized. This is a big shift from its original roots as a fairly decentralized system. The Founding Fathers realized the importance of power distribution. The Constitution is therefore based on two key starfish principles. First, the government is divided into three branches, each of which is fairly autonomous and independent. Second, the Constitution purposely keeps the federal government weak, delegating significant power to the states. Over the years, the federal government gradually became larger and more centralized. Centralization did have its advantages-the government established programs like a central banking system and currency, welfare to help the poor, the Environmental Protection Agency（EPA）to conserve resources, and Social Security for the elderly. The move toward centralization was gradual."

Ori Brafman & Rod Beckstrom

"Increasingly, in order to survive, companies and institutions must take the hybrid approach. General Motors gave power to the workers on its assembly line. Jack Welch gave units independence at GE. Sun realized it had to give up control of its proprietary software. Often the best hope for survival if we can't beat decentralized organizations is to join them."

Ori Brafman & Rod Beckstrom





How to Compete Against a Starfish　
中文



Main Idea

If a decentralized organization enters your industry, your natural reaction will be to hunker down and hope you can ride out the storm. That strategy never, ever works. The starfish will always win. Instead, if you want to compete, there are a few concrete options you can try:


	Try to change the starfish's ideology

	Do whatever it takes to centralize the starfish organization

	Become more decentralized yourself
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Supporting Ideas


The Shortcomings of Centralized Organizations


The natural reaction of any centralized organization when attacked is to become even more centralized. For example, after the New York terrorist attacks of 9/11, the U.S. federal government responded by:


	Establishing a Department of Homeland Security

	Putting a $25 million bounty on the head of Osama bin Laden, the apparent leader of al Qaeda

	Substantially upgrading security arrangements related to travel, public gatherings and so forth

	Instructing the FBI to find and "neutralize" terrorist sleeper cells that may be planning future attacks



Yet, for all this flurry of activity, nobody doubts al Qaeda is alive and well. This illustrates that the ways centralized organizations respond always have the effect of making things worse rather than better. In the case of terrorism, it appears that many previously unaffiliated groups have become inspired by al Qaeda's perceived successes and have taken up this brand and are using it.

This same dynamic played out when the music industry took on Napster and its variants. Instead of making the problem go away, person-to-person downloading is flourishing. Whenever a decentralized organization enters any industry with centralized incumbents, the starfish always wins out.


Countermeasures


In reality, there are only three ways to combat a starfish:


	Change the underlying ideology of the group-rather than worrying about taking out the apparent group leader or other people who are acting as catalysts. In developing countries, micro-loans have been hugely successful because they provide people with a concrete way to support themselves. Changing someone's basic ideology is never an overnight exercise, but the results can be permanent.

	Come up with some way to centralize the group-If you hand some resources to the person who acts as catalyst and then tell them to distribute the resources as they see fit, you have created an acting CEO. Instead of each circle being independent, there will be competition between the different groups for a bigger cut than others. If the music companies had created a financial incentive for Napster to be legal, then they would not be fighting Kazaa, eMule and all of the other companies now on the scene.

	Fight fire with fire-Sometimes, the most effective opponent of a starfish is that another bigger starfish. If the music labels had accepted the advent of the Internet had forever changed the way music is distributed, they could have changed their business models entirely. They could have given away their music for free and focused on generating revenue from avenues like live concerts, merchandising and corporate sponsorships.





What Does This Mean for Me?　
中文



Main Idea

As ambiguous as they may first appear, the potential impact of decentralized organizations is too powerful to ignore altogether. You have to develop some new options that will help you respond to starfish attacks today and in the future. Usually, the best way to do this is by using a hybrid strategy that combines the best of both the centralized and the decentralized worlds.

Supporting Ideas


Creating a Hybrid Organization


It is possible to form a business that is part Starfish and part Spider. These hybrid organizations come in two basic varieties:

A centralized company offering a decentralized customer experience-which is basically the eBay business model. Early on, eBay acquired Pay Pal so its users could transfer funds from one party to another through a trusted intermediary. Pay Pal provides a highly structured and tightly managed way to facilitate the transactions between people who don't know each other. The actual purchase and sales transactions themselves are entirely managed by the people involved. eBay even lets its users rate each other on how well they do what they say.


Amazon.com
 does something similar. It has its own warehouses and sales fulfillment processes, but it also allows independent sellers to list their merchandise on its website as well. Amazon also invites customers to review products and includes these user reviews alongside what the experts are saying right on its website for everyone to see.

A centralized company that decentralizes internal parts of the business-which is essentially the business model General Electric uses. When GE units sell products to other GE units, they are required to charge the full market price. This makes each unit accountable for its own profit-and-loss statements and does away with internal inefficiencies. If the units aren't competitive, GE closes them rather than subsidizing weaker operations. In this way, the company stays on the cutting edge.

Companies that develop open-source software are an excellent example of this hybrid business model. IBM has always supported the development of Linux as an alternative operating system. Sun Microsystems recently made its own proprietary server software open source. It has chosen to forego revenue from software sales in order to make（hopefully）more from selling auxiliary services and hardware. The company is even making it easier for companies to switch from what it offers to something else as a way to ensure that what gets offered is robust enough to be the best in the marketplace.


Finding the Perfect Balance


Running a hybrid business that combines some elements of centralization with others from the decentralization line of thought is a delicate balancing act. One thing is certain, however-you can't rest on your laurels. To stay competitive as industries change and evolve, you have to keep pursuing the hypothetical "sweet spot" between the two extremes.

The sweet spot is a point somewhere along the entire spectrum between being completely centralized or 100-percent decentralized. The best competitive position lies precisely at this sweet spot. When companies get the balance between starfish and spider just right, impressive things can happen.
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To take some examples:

If eBay were to become more decentralized, it would lose customers. Say, for example, the company stops verifying a user's e-mail address and allows people to list items for sale anonymously. There would be less accountability, diminished trust and ultimately less business because the company would be moving away from its sweet spot.

Suppose, on the other hand, eBay becomes more centralized. If it started to certify the quality of the goods being sold, the commissions it would have to charge would need to be raised. That would drive away customers and reduce revenues.

Apple found the sweet spot for the music industry with its online music store, iTunes. Apple realized consumers were getting frustrated with being forced to buy entire CDs in order to get just the one or two songs they want. Therefore, iTunes offered individual songs for 99 cents each, in a perfectly legal transaction. iTunes has been a huge success because of its astute positioning at the sweet spot of the recording industry.

Apple has also added some highly decentralized elements into the mix. It actively encourages users to "pod cast" or develop their own programming that can be shared with others very easily. By doing this, the innate creativity of people can come to the surface.

Notably, the actual position of this sweet spot is in a constant state of flux. In some ways, this is a tug of war between the forces that favor centralization and those that champion decentralization. In industries that are based on information, the sweet spot is found more on the decentralization side of the spectrum. The same phenomenon arises when people want to do something illegal, where anonymity is a must. When there is doubt about the quality of the content being shared, the sweet spot nudges toward a more centralized solution. The more important security and accountability are, the greater the likelihood the sweet spot will be centralized.


The Dynamic Balance in Smokestack Industries


This dynamic balance between centralization and decentralization holds true not only for high technology industries or information based products. It is even true in the more traditional smokestack industries. For many years, General Motors sold more cars than anyone else due in part to the fact that it gave each division complete autonomy. That freed up the company's top management to focus on larger issues while division managers focused on what was important to them. It meant decisions were being made closer to where their impact was felt rather than at the corporate head office. For all that decentralization at divisional level, however, GM stuck with a traditional command-and-control management approach to its workers.

When Toyota came along and decided to break into the US marketplace, it adopted a far more decentralized approach. Employees were considered to be team members who had valuable ideas to contribute rather than merely cogs in the assembly line. Toyota actively encouraged its line workers to make suggestions and its managers to use those suggestions. Toyota also moved the sweet spot further toward decentralization by flattening its management structure and equalizing its pay systems. The end result was that Toyota produced vehicles of dramatically higher quality than the vehicles that left GM's plants. Eventually consumers caught on and bought more and more Toyotas.

In a nutshell, GM was unwilling to continue evolving its hybrid organization over time. It assumed a position of market leadership was permanent and therefore no further innovation was required. Toyota, on the other hand, has always attempted to find the ideal balance between starfish and spider systems. Over a period of many years, it has become more and more decentralized, providing it a great competitive advantage within its industry.


The Spider-Starfish Transition in the Search Engine Industry


Another great example of this same principle is the online search engine industry. When the World Wide Web was new to most people, they favored Yahoo as a secure and accountable source of information. Yahoo, after all, hired human editors who would catalog what was on offer. Early on, the sweet spot in this industry was very much biased towards centralization, and Yahoo was ideally positioned. As users became more sophisticated, however, Google came to the fore because it ranked websites based on user input rather than on editorial experts. In effect, Google offered a more decentralized Web search experience than Yahoo, and this resonated with users. Whether the sweet spot for this industry will stay with a Google approach or whether something else will come to the fore remains to be seen, but the ability of the sweet spot to move over time is beyond any doubt whatsoever.


Key Thoughts

"For some companies, decentralizing isn't just a matter of trying to succeed；it's a matter of survival. As in the music industry, starfish are wreaking havoc in the software industry. Unlike the litigious record labels, however, Sun and IBM have found innovative ways to ride the decentralized wave. IBM saw that Linux-the open-source operating system that rivals Microsoft Windows-was gaining traction. Instead of competing with the decentralized market entrants, IBM supported them. It deployed six hundred engineers whose sole job was to con-tribute to Linux, and it actively supported the development of Apache and Fire fox, the open-source browser that competes with Microsoft's Internet Explorer. IBM's strategy was based in part on the 'whoever is my enemy's enemy is my friend' philosophy. But it's not just about thwarting competitors. IBM has predicted that open-source is going to win out in the end. The company could have spent resources developing competitive products, but chances are they would ultimately lose out. The open-source movement simply has too much momentum. Rather than try to develop a competitive operating system, IBM designed and sold hardware and software that was Linux-compatible."

Ori Brafman & Rod Beckstrom





Spider and Starfish Rules of the Game　
中文



Main Idea

As more and more starfish-style organizations come into the commercial arena, the rules of the game of business are going to change considerably. This is a case where to be forewarned is to be forearmed. Instead of trying to preserve the status quo, find ways to flourish and prosper under the new rules.

Supporting Ideas


The "New Rules" of Business When Fighting Leader less Organizations


There are basically ten new rules of business you need to know when facing an increasing array of decentralized organizations:

Remind yourself the benefits of economies of scale have been reversed-and in the new era, to be small but well connected is powerful. Being small can provide a fundamental competitive advantage because the cost of entering many industries is now very low.

It now costs nothing to add new customers-because most of the infrastructure needed is provided by the customers themselves. Traditionally, companies spent loads of money building an infrastructure to serve and service customers. Starfish organizations create communities where each new user adds value to the network, thereby allowing the organization to thrive and grow.

It pays to be chaotic rather than highly structured and organized-since in a starfish world, the most creative and valuable ideas usually surface from an environment where anything goes. Learn to accept chaos and find practical ways to highlight the best ideas that come to the surface. Embrace chaos and get ahead.

Make it feasible for everyone to share what they know-because in a highly decentralized entity, knowledge is spread reasonably evenly throughout. In fact, the best knowledge is usually found with those on the fringes who have first-person contact with real live customers. Create a means by which people can be aware what others in the organization already know. That way you don't waste time reinventing the wheel over and over.

Allow everyone to contribute what they know-as human beings have a fundamental desire to feel like they are making a meaningful contribution. Create ways and means for people to collaborate together to achieve your business objectives. People love to share what they know and to see that information being used productively.

If you're fighting a starfish organization head on, avoid thinking about trying to eliminate its leaders first-because if you do that, you'll only end up uncovering more and more people who will step into the breech. Remember, when you cut off an leg of a starfish, it grows the leg back and the leg itself grows into an entire new starfish. If you go after the perceived leader of a decentralized organization, all you're effectively doing is creating an opening for new leaders to emerge. That's not at all helpful.

Keep in mind that catalysts rule in starfish organizations-so if you want to compete against one, try to find some way to turn catalysts into acting CEOs. That's in effect the only way you can place a decentralized organization into any kind of jeopardy. Catalysts are part-architects, part-cheerleaders and part-observers. They connect people and sustain the drum beat of the organization because they care about the people involved. To bring about any changes, concentrate on the role of the catalysts.

The only other way to offset a starfish is to attempt to change its ideology-because if you can take away the organization's basic ideology, the organization will crumble. If you want to change a decentralized entity, alter the underlying ideology of its members. This is, however, usually pretty hard to do.

Measure results and monitor what's happening inside the starfish organization-don't assume that because an organization is vague and ambiguous that you can't track what's going on. This is a case where it's usually better to be vaguely right rather than being exactly wrong. Instead of worrying about how many people are involved with the starfish organization, track what you can measure:


	How active are the organization's circles?

	What is the health of each circle?

	How do the members communicate with each other?

	Are the circles growing in size and influence?

	Is it becoming more decentralized or less decentralized?



Always keep in mind that if you can't beat' em, you'd better plan on joining 'em-so you'd better be prepared to take the hybrid approach if you plan on staying relevant to your customer's needs.


Key Thoughts

"In the digital world, decentralization will continue to change the face of industry and society. Fighting these forces of change is at best futile and at worst counter productive. But these same forces can be harnessed for immense power: just ask the music swappers, the Skype callers, the eBay merchants, the Wikipedia contributors, the craigslist community members, the recovering alcoholics, or anyone who's ever used the Internet. Yes, decentralized organizations appear at first glance to be messy and chaotic. But when we begin to appreciate their full potential, what initially looked like entropy turns out to be one of the most powerful forces the world has seen."

Ori Brafman & Rod Beckstrom
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