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重要概念

利润池（Profit Pools）

美国贝恩管理顾问公司的盖迪斯（Orit Gadiesh）和吉尔伯特（James L. Gilbert）在1998年发表了《利润池：战略新视角》（Profit Pools：A Fresh Look at Strategy）。他们将利润池定义为：某产业在产业价值链上的各个环节所赚取的利润总和。利润池是一项帮助经理人聚焦在利润增长而非营收增长的策略模式。眼光独特的公司，容易挖掘出产业内的高额利润。

如果公司把目标设定为正在萎缩、或正在变动的利润池，获得成效就很有限。苹果公司的个人计算机市场占有率，从1995年的9%，到了2005年只剩不到3%；在这段期间，个人计算机的整体利润池也在萎缩，若非将业务移向数字音乐，苹果也不会有今日的荣景。美国在1990年代的国防支出大幅缩减，通用动力公司（General Dynamics）为了避免困死在日渐干涸的利润池，卖掉许多事业单位，在重新定位后，保留具优势的潜艇、电子、信息系统3项核心事业。

许多优秀企业也会从产业利润池的角度来寻找未来的客户。如果管理者能清楚看出产业利润分布的情况，再从整个产业的角度发现顾客新的需求，就能开创新的盈利业务，或者转移、延伸企业的现有业务，进而占据产业价值链中利润较高的部分。美国的迪斯尼公司运用产业利润池的分析方法，不停地开发自己的利润区，他们分析客户的需求，发现利润区是落在电影的衍生产品中，为此迪斯尼先用1、2年时间打造1部全球知名的儿童电影，接下来的2、3年里，继续挖掘与之有关的电影、电视、音乐或相关商品等等。在迪斯尼乐园，孩子们可以看到影片中吸引他们的道具，参与其中的拍摄情节，购买喜欢的偶像玩具，还有服装饰品或食物。迪斯尼乐园也是迪斯尼电影产品延续放大的最终空间。

简化（Simplicity）

在企业体中，对工作效率最大的敌人经常是不当的流程，造成多重浪费、流程繁复的弊病，然而大多数的问题都能透过流程的重新安排与简化来达到改善的效果。简化可说是现代经理人的管理必修课，要具有化繁为简的能力，德国知名管理专家迪特·布朗德斯（Dieter Brandes）认为，经理人必须要能够设定明确的目标，专注在要达成目标所要做的事，并且舍弃不必要的枝节。做好这几件事，就可以让管理工作往简单的目标迈进。

随着丰田汽车（Toyota）登上全球汽车界龙头地位，精实（Lean）生产也更受到重视。精实生产就是在生产、设计与管理过程中，应用各种工具去避免浪费的过程。相对于过往大量生产的观点，精实生产的做法是一大转变。而从大量生产过渡到精实生产过程就是流程简化。

德国管理顾问冈特·侯默（Gunter Rommel），曾经针对39家德国公司进行研究，发现在市场赢家和其它公司最显著的区别就在于单纯与否。比如说市场赢家的产品类型比较少，供货商也往往比较少。被誉为「欧洲沃尔玛」的德国阿尔迪超市（Aldi），就是化繁为简的典范。阿尔迪超市的企业文化注重简单，强调以简单的产品选择（全店约有600种商品）和定价策略、朴实的装潢和设备，专注满足顾客「便宜、方便」的购物需求，不仅成为德国最大的超市，也让企业在管理上可以更简化有效率。



五分钟摘要





英文



各家企业的执行长目前都承受了来自股东及外部分析师的庞大压力，要求他们必须缔造绩效突破。如果在一、两年内看不出明显的突破迹象，那么新任的执行长就很有可能会被其它人取代，所以他们就必须要迅速起步。

能够达成迅速起步这项要务的经理人，通常是借由下列2项成功关键：
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	了解成功经营的基本原则，因此能看出其它人看不到的因素、采取其它人不会考虑的做法，并避开其它人会落入的陷阱。

	评估组织的全部潜能、准确判断该从何起步、精心拟定务实的目标，然后规划出组织从现状发展到理想未来的前进轨道。



光是了解经营的基本原则是不够的，而懂得如何让组织进步也还不够，必须结合这两项因素，才能达成必要的迅速起步和持续成功。


「卓越经理人就像伟大的运动员一样，并不是每次都能胜出，但是因为他们会训练、研究和练习，把这些基本功下得扎实，所以能做到其它人做不到的事。成功的总经理深谙并应用那些主导他们作为的基本法则，用这些法则来规划该从哪里起步、该朝向哪个目标，以及该如何达成目标，然后他们会确实做到。」

—高佛森＆萧伯特





第1部分　经营的基本原则　
英文



主要观念

尽管商业上的成功本身带有相当复杂与奥妙之处，不过成功因素其实只有4项基本法则及12项必备要件。如果忽略了这些法则，也一直忽视这些要件，那么经营企业要有好表现，就会难上加难。
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支持概念

4项法则　法则1　成本及价格一定会下滑
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任何一项业务只要完成的次数愈多，所耗费的成本就会随时间降得愈低。这是因为当组织的经验日渐丰富，通常就会想出更节省、更有效或更快速的办法来完成这项业务，这种情况就叫做「经验曲线下降」。挑战在于，要能缜密并系统化地应用经验曲线带来的益处。

经验曲线几乎适用于所有经营环境，如果企业不愿意遵循经验曲线并随之调整价格，就会出现更积极、确实应用经验曲线的竞争对手，将顾客抢走。

大部分的市场领导者在经验曲线上也会是领先者，这表示他们拥有优于竞争对手的获利能力，因此也能投注更多资源来研发次世代的产品线。当市场领导者借由经验曲线下降而逐步降低成本时，通常也会学习如何提升产品的质量。以更低廉的价格推出升级产品，对任何企业或产业来说绝对都是致胜策略。

要管理经验曲线，必须在3项要务上努力：

1　了解自己的经验曲线

除非去了解自己经验曲线的实际状况，否则你无法确知自己必须锁定哪些目标、该实行哪些做法，以及必须用多快的速度来节省成本，才能保持竞争力。绘制出自己公司的经验曲线，再和所有主要竞争对手的经验曲线加以比较。一定要做到下列几点：


	追踪顾客购买的真正目的，也就是产品或服务带给顾客的利益为何。

	同时追踪价格调整和利益提升的幅度。

	纳入新竞争对手可能为自己所在的市场带来其它产业的经验。

	全盘考虑所属产业的详细状况。



2　了解自己成本的相对水平

分别检视并管理各项主要的成本要素，要用相同的力道去检讨各项要素，即使是那些看似无法直接控制的要素也是一样。所有要素都应该随着经验曲线的下降而降低，因此不要陷入某些成本不会改变的迷思。

选择供货商时，要分析他们各自的经验曲线。跟供货商培养伙伴关系，并善用他们的成本效益。定期检视公司内部执行的各项业务，了解是否应该将哪些活动委外。如果你无法让经验曲线的下降速度快过某家供货商，那么最好开始运用这家供货商。不这样做，就等于是把潜在优势拱手让给市场上所有正面竞争的对手。

你必须依照经验曲线设定未来的价格及成本目标。与供货商密切合作并帮助他们降低经验曲线，是让自己继续屹立于市场上的唯一方法。你的竞争对手一样会这么做，所以不要落入不切实际的经验曲线目标，结果却发现竞争对手已经降得更低。要随着经验曲线来推想未来的价格和成本，并据此做好规划。

3　让每项产品都有丰硕获利

有时候总会有产业想要忽视经验曲线，这些产业里的企业不顾经验的持续累积，依旧维持高定价水平。在这种状况下，就会形成「价格保护伞」。当价格保护伞出现时，毫无例外地会产生下列2种结果：
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当某家企业拥有专利产品或创新，可以收取高价时，也可能会发生相同的状况。只要这家公司认为自己能够肆无忌惮地提高价格，就是在告诉新竞争对手可以加入市场，或是告诉顾客该寻找替代商品了。所有产品的价格都应该随着经验曲线而降低，不会有哪个产品线可以自外于这个法则，反而你还应该要尽全力让所有产品的经验曲线都能尽快下降。在现今全球化竞争环境中，不这么做的话，根本就是自找麻烦。

4项法则　法则2　竞争地位会决定你的选择

按照经验曲线的逻辑，只要市场领导者保持专注并明智运用经验曲线，后进者绝对没有机会后来居上，因为他们永远不会有充足的资金或足够的专业知识去超越市场领导者。这在理论上是无庸置疑的事实，但在实务上，即便领导者的管理十分健全，偶尔还是有后进者能够超越市场领导者。后进者之所以能后来居上，是因为灵活运用他们在市场中的竞争性地位。

任何产业都可以建构出自己的市场分析图，纵轴表示赚得的营收，横轴表示相对市占率。
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相对市占率的计算方式如下：


	如果你是市场领导者，将你的市占率除以最大竞争对手的市占率。假设你的市占率是30%而竞争对手是15%，那么你的相对市占率（RMS）就是2.0。

	如果你是市场后进者，将你的市占率除以市场领导者的市占率。假设你的市占率是10%而市场领导者是40%，你的RMS就是0.25。



建立市场分析图之后，就会注意到图上有5个主要的位置，每个位置需要搭配不同的绩效管理方案：


	这个位置代表你是绩效稳定的市场领导者。如果你有幸处于这个位置，那么你会拥有高市占率以及高额、稳定的营收。你应该积极维持现有成果并继续再投资，以攻占更高的市占率。要保持这个领先地位就必须：
	持续根据经验曲线来降低成本。

	再投注更多资源以提升质量、服务和科技。

	继续拉高整个产业对卓越的认定标准。

	找出任何能够购并的相近企业。





	这个位置是代表你的绩效特出。你有办法让顾客愿意接受高价，这可能是因为你拥有独特的创新或稀有的能力。这可以让你的产品差异化，并且创造某种程度的价格保护伞效果。这样的好光景应该无法持久，所以或许是个捞一票的好机会，可以将你的事业以目前的高价值转手。要维持绩效特出的市场地位就必须：
	抢先竞争对手一步，努力降低成本。

	积极到新的利基推出创新成果。

	投注资源建立品牌。

	持续提升产品并吸引顾客折价换购。

	依循经验曲线设法降低成本。

	为未来更激烈的竞争做好准备。





	这个位置代表你是绩效稳定的市场后进者。你很可能是业界排名第2或第3的要角。要善用这个地位，你必须创新并积极投资，设法一举超越市场领导者。要继续进步就必须：
	重新定位，找出市场区隔并占到完全主导的地位。

	努力创新，借以降低成本并提升顾客忠诚度。

	分析是否能借着购并来扩大规模。

	紧盯市场领导者，紧紧抓住他们失误所造成的机会。





	这个位置代表你是绩效低于水平的市场领导者。通常，这类企业要不是为现有成就骄矜自满，就是在替未来的市占率积极投资。如果你属于这一类，应该去诊断出你的利润低于水平的理由，并投资以大幅拉高利润。要做到这一点，应该考虑采取下列做法：
	有系统地提升控制成本的能力。

	消除任何像折扣等会减损营收的因素。

	更加专注在顾客上。

	投资新的成长计划。





	这个位置代表你是绩效远远落后的市场后进者。如果你处在这个地位，就必须好好运用「不进步就淘汰」的策略。造成市占率偏低和利润贫乏的可能因素很多，因此首要之务就是找出自己为何会处在这种地位的原因。然后考虑以下几项：
	与较大的竞争对手合并。

	设法让产品差异化以切入某个利基。

	追求积极的绩效提升目标。







整体而言，法则2是在强调竞争地位会决定你的策略选项。要记住，市场是动态的，当你努力提升到更有利的地位时，其它人也都在这么做。更有趣的是，顾客的需求及渴望也会随着时间不断演变。这导致了以下3项要务：

4　让获利和市占率能够相符

时时要确切了解自己现有的市场地位，以及未来希望达到的地位。

5　了解何时能获取市占率

了解各个顾客区隔，并找出最具吸引力的区隔。学习如何比其它对手更能吸引顶级顾客，不要将现有的竞争地位视为理所当然，而是要努力成为市场领导者。

6　找出核心能力

注意自己是运用哪些核心能力来让顾客满意，并持续设法提升自己在这些领域的表现。不断加强自己的优势，并全力发挥公司所能运用的一切提升策略来加以达成。

4项法则　法则3　顾客和利润池不会停滞不动

你的竞争对手有谁？这不仅是要你讲出最先想到的对象，也就是那些跟你销售相同产品的对手，而且还要你去检视所属产业的价值链，找出是谁蓄积了最多的获利，这些业者才是你真正的竞争对手。机敏的经理人会不断努力，让自己目前在利润池的占有率极大化，同时也会努力开创全新的利润池。

有一项好用的工具，就是针对你的价值链绘制出利润池分布图，如下图所示：
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只要去追踪利润池长期下来的演变，你就能预测出公司在未来最适切的定位为何。利润池总是不断在改变和演化，而这持续的变化是受到以下4大因素的驱动：


	顾客的喜好和行为每天都会改变—这个特性在动态市场里十分普遍。就像新闻周期会着墨于不同的报导，消费者的喜好也会不断演变，而需求一定会随着潮流不断起起伏伏。

	可能出现创新—这会导致顾客层的变动。消费者或多或少都会对创新有所反应，而符合潮流的新商品可能会大大改变顾客的行为。另外，出现新的营运模式，或是出现了新的外部竞争对手来提供差异化产品，也都可能改变市场。

	顾客或供货商的议价能力可能发生变化—而这些变化可能会大大改变利润池的分配状况。例如，扮演哈利波特的丹尼尔·雷德克里夫在接演《哈利波特》系列电影中的第1集时，片酬只有22万美元。到了第2集开拍时，因为这个角色已经非他莫属，所以他能够谈到900万美元的片酬。雷德克里夫最后两部续集的片酬，则高达5，000万美元。这种情形在市场上所在多有。

	经营环境可能会发生变化—也就是说在产业外部发生的事件，可能直接影响到产业的利润池。外部事件影响产业利润池的最明显例证，就是政府法规的改变导致既有利润池突然干涸、产生全新的利润池，抑或二者同时发生。并不是所有的环境变化，都会造成如此重大的影响。全球化的长期影响，以及有着低廉成本国家的崛起，彻底改变了一个又一个产业的利润池动态。企业只要能快速因应这些变化，就能抓住新的市场商机，至于反应迟钝的企业，通常会发现自己的竞争地位在日后将落居下风。



你的责任当然不只是去关注顾客层和利润池的变化，还要拟定策略让公司在变化发生时能搭上顺风车。要达成这个目标，必须做到下列3项要务：

7　找出有利可图的顾客

分出不同的顾客区隔，然后把规模最大、成长最快及获利潜力最高的区隔列为最优先目标。某些区隔可能相当适合你的策略，有些对你而言则较力有未逮。顾客区隔通常可以分为下列3类：


	价格取向的顾客。

	注重质量和服务兼具的顾客。

	愿意购买高级产品的顾客。



如果你运用双品牌策略来诉求这3种顾客区隔，可能会有不错的收获。平价品牌可以用阳春版的产品，锁定第1个区隔。然后再提供随选的配件，锁定中层区隔。接着你可以将现有品牌的定位，锁定在最高级的市场区隔。

8　了解顾客的忠诚度

顾客忠诚度和顾客维系可以大大提升获利能力，愈了解自己的顾客，就愈有机会找出最好的方法让顾客满意，明智的企业会运用各种有创意的方法来建立并提升顾客的忠诚度。在许多产业中，加强顾客维系能够大大增进企业的获利能力。

获利能力强的高成长企业之所以能够成功，通常是因为他们把下列6件事做到非常好：


	找出最具吸引力的顾客区隔。

	拟定价值主张来吸引这些顾客区隔。

	积极争取更多的顾客。

	带给顾客卓绝的顾客体验。

	想办法取得更高的顾客支出占有率。

	持续提高顾客忠诚度和顾客维系能力。



9　注意利润池的转变

你必须注意利润池中可能发生的变动，并尝试加以预测，才能从变化中受益。有时候可能必须咬紧牙关重整自己的公司，转到更大、更好的新利润池。要时时注意是否有新兴的高成长利润池，你公司的核心能力可以在此具有竞争优势。

除了追踪顾客需求的变化之外，你还必须密切注意供应链的改变。可能会出现某些新的效能不彰状况可以让你趁机而入；随着相近市场的企业加入，可能会浮现来自产业外的威胁，而顾客或供货商的议价能力也可能发生变化。这种种变化都会影响你日常营运所锁定的利润池，要跟紧这些变化的脚步。利润池会变动，但这些变动并非杂乱无序，而是可以预测的。只要去追踪顾客喜好和行为的改变状况，就可以借此清楚看出利润池未来可能发生的变动。要持续评估顾客不断变化的需求和喜好，你才能预测出未来的利润池。

4项法则　法则4　简化会带来最佳绩效

现今的经营环境比以往都更加复杂，几乎所有产品类别都有令人目不暇接的选择。这是创新企业努力推出独特商品，再加上新科技出现，让利基产品能够在符合成本效益条件下生产的自然结果。唯一的问题是，人类渴望简单、讨厌复杂。其实，人的心智一次只能专注在3件到4件事物上；研究也指出，人类一次最多只能储存4组信息在短期记忆里。

在经营上过于复杂的状况，还可以分为以下几个层面：


	产品复杂—你提供的产品种类可能过多，以致于顾客都被搞混了。顾客的确喜欢有所选择，所以必须求取适当的平衡。你必须找到平衡点，用最不复杂的方式来让产品和服务得以满足顾客需求。要做到这点，必须问自己：
	如果公司只提供一项基本产品，经营起来会是如何？

	制造这项基本产品要花多少成本？

	如果要依顾客需求增加其它配件，要花多少成本？

	配件增加到哪个程度，就不会再刺激销售？

	能否将客制化挪到价值链的后端？

	能否运用某些共通的平台、模块或零件？





	策略复杂—你可能要求大家专注在大量的议题上面，而不是只锁定3个到4个带动业绩的关键因素。企业经营往往一不小心就会变得过于复杂，简化策略之所以有效，是因为能让大家全心思考应该要达成哪些目标，以及要运用哪些方法去达成目标。在经营策略上，要避免在基本要务之外徒增过多旁骛。

	决策复杂—也就是说组织成员完成必要的变革，到底是难是易。有必要参与决策的人员愈少，对市场状况的反应就愈灵敏。要让决策简化，必须明定由谁负责决策、尽量减少管理层级，还要有非常直接的分析管道。

	流程复杂—过去基于种种合理的原因，在营运流程中加进各种小幅调整和新增步骤，这些调整到了今天却已不合时宜。大多数的营运流程都会随时间演进，但通常会变得过于复杂，使得流程变成是在造成顾客的困扰，而不是在提供服务。简化营运流程一定会让企业更灵活，而且通常也可以减少推出新产品所需的时间。要精简各种营运流程，可以采取下列方法：
	明智运用信息科技。

	增加网络作业功能以处理日常事务。

	让顾客更能自行解决问题。

	停止不必要的数据搜集作业。

	设置项目团队来克服过去制度所留下的问题。

	从顾客角度重新规划所有流程。

	简化经营策略。

	减少产品类别和选配组合。

	降低组织的固定成本。

	改革公司的各项做法。

	深入探究自己所要完成的目标。

	保持专注。







实务上来说，简化就是要你将少数几件事做到非常好，而不是把很多事做得差强人意。换句话说，就是要努力做到下列3件事：

10　追踪复杂状况及获利能力

了解顾客重视的是什么，然后确切满足顾客需求。集中所有资源，努力在顾客最重视的领域超越竞争对手。产品线中的各项产品，要在复杂性和功能性之间，达到适当的平衡。

11　让决策简化

力求最适切的组织架构，让直接面对顾客的员工有决策权，并使牵涉广泛的组织决策能够变得清楚、快速、有效率。最重要的是，组织的决策要能快过竞争对手。要竭尽所能达成这个目标。

12　让流程更顺畅

找出组织必须达成的3到5项要务，并根据这些要务规划出简单而直接的流程。清楚说明自己目前要做什么，这样所有员工才能明了并认同你想要达成的目标。光是这么做就足以大幅提升绩效，因为你可以善用大家的脑力，而不是只用到高级管理团队的脑力而已。


关键思维

「第1项法则其实是在说明，如果不照着经验曲线管理成本及价格，其它对手还是会这么做，然后你就会失去市场上原有的地位。这项法则的影响力非常大，懂得善用，就能成为卓越的经理人，成功领导企业。这项法则是预测成功或失败的有力指标。」

「过于复杂是绩效的敌人。复杂是来自于对策略或顾客真正重视的面向缺乏清楚认知；来自于生产过多的产品和服务；来自于效率不彰的组织架构，还来自于设计不良的流程。过于复杂的组织无法向前迈进，也无法让顾客满意。总经理的工作就是要求简化、简化、再简化，也就是要遵循第4项法则，营造出能尽量以简单方式持续营运的组织。要让成本极小化、营收极大化，并且激励公司员工，关键就在这里。」

高佛森＆萧伯特

「在你的敌人犯错时，千万别中断他。」

拿破仑

「经验是知识的唯一来源。」

「任何聪明的傻瓜都可以把事情搞得更大、更复杂、更极端。有了天才的带领，加上相当的勇气，才能扭转局面。」

爱因斯坦

「变化是生命的法则。只看着过去或现在的人，就铁定会失去未来。」

约翰·肯尼迪　美国第35任总统

「交付组织超过3项真正重要的行动，还要求全部落实，是没有道理的。应该说，你必须成功完成了3项行动，才能再展开下一项。一次不要做太多事情。」

尤尔根·冯库兹高斯基　欧洲电信业者Vodafone Germany前执行长

「杰出的企业领导人会建立愿景、阐释愿景、热忱拥抱愿景，并竭尽全力达成愿景。」

杰克·威尔许

「简单是落在太少和太多之间的中间值。」

乔舒亚·雷诺兹爵士　18世纪英国画家





第2部分　提升绩效的系统化方法　
英文



主要观念

卓越经理人不仅明了成功经营的法则，也知道该如何妥善应用这些法则。他们会规划并实行系统化的方法，借以获得理想中的成果，也会在各个步骤中应用这些法则，专注于应用后得到的见解，然后据此继续行动。
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支持概念

如果你真心想要改善公司，第一步就是要确切评估公司整体的现况。前述4项法则可以作为极佳的架构，用以准确判断组织目前的状况。

要评估组织目前站在什么样的起跑点去追求改善，你必须从4项法则里的12项要件去找答案：

法则1—成本及价格一定会下滑


	找出公司目前在成本及经验曲线上的位置，以及主要竞争对手在相同曲线上的位置。

	判断公司和竞争对手相较之下的成本控制能力，以及要改变自己和对手间的动态，要运用哪些方法来调整成本。找出你能够比所有对手改善得更好的优先领域。

	检视各产品线，了解哪些赚钱、哪些赔钱，以及造成赚或赔的原因。



法则2—竞争地位会决定你的选择


	判断公司和主要竞争对手在市场分析图上的位置。比较公司和对手的投资策略也会有所帮助，可以让你看出谁在赚钱以及潜在的威胁和机会。

	注意所处的市场规模有多大，其中哪些区块成长最迅速，以及公司在这些区隔中的市占率是增加还是减少。

	判断公司是靠哪些能力来保持竞争优势，又缺乏哪些能力以致于让公司停滞不前。另外也要注意公司可以取得哪些能力，以作为未来竞争力的基础。



法则3—顾客和利润池不会停滞不动


	分析所属市场中哪些区隔的规模最大、成长最快，以及获利潜力最高，并且比较在那些区隔之中，公司和竞争对手在满足顾客需求方面的表现。找出公司可以采取哪些做法，提升公司在顾客支出的占有率。

	仔细检视现有顾客中能够留住的有多少，而且要愈仔细愈好。大多数案例显示，争取新顾客的成本会高于维系现有顾客的成本，所以这可能是攸关获利能力的关键因素。找出公司可以采取哪些做法，以大幅提升顾客维系率。

	从价值链的角度思考公司目前在利润池中占有多少比例，然后尝试预测利润池未来可能发生什么变化，以及变化可能带来哪些机会或威胁。别忘了将分析结果与5年前或更久之前的资料做比较，用以判断产业目前的演进走向。



法则4—简化会带来最佳绩效


	诊断出公司的服务或产品复杂程度有多高，注意这样的复杂程度是否减损了业绩。分析顾客最重视的面向依序是哪几个，并且检视公司在这些面向的表现如何。想想看可以采取哪些做法来简化商品，借以降低成本。

	用合理的标准检视组织目前的决策过程，并且和竞争对手比较彼此的决策效率。设法判断是否因为复杂而减损了公司的反应能力和灵活度，反应迟钝通常是伴随着过于复杂而来的。

	检视隐含在各项营运和组织流程中的复杂程度，看看哪些流程可以变得更加顺畅和简单。在这方面所采取的任何做法，几乎都可以减低员额编制，因而能降低成本。找出机会来运用信息科技，全面改善流程。



要实施这类的绩效提升诊断，是极具挑战性的任务，但是能够凸显公司现在所面临的重大威胁和机会。当你画好基准线之后，接下来就可以努力提升绩效。

在你综合12项要件来分析公司的起点时，应该会浮现某些至关重要的领域。这些领域会带来最物超所值的效果，也就是说，它们会以最低的成本或是易于执行的方式，带来最大幅度的提升。考虑到重要领域和其它因素之后，接着你必须决定「终点」，也就是一套详细定义及数据化的具体目标，这些目标要能在未来2年到5年的时程内达成。

有效的终点必须具备下列特性：


	令人注目—能够传达出实行的急迫感，并让人产生够深刻的印象，足以在各种繁杂的信息中脱颖而出。

	激励人心—能让公司所有利害关系人认同，这会是极具吸引力的发展。

	务实可行—必须符合4项法则以及组织过去的发展历程。

	切合现况—贴近市场的实际情况。如果所设定的终点会使你必须将价格加倍，而这种价格在竞争激烈的市场里又不太可能成立，那就一点用处也没有。



简单来说，终点必须清楚说明预计要达成的绩效提升幅度，以及必须于特定时程内完成才能成功的必要变革。

要拟出系统化方法以到达终点，必须订出3大要项：

3至5项必要行动

先找出在你分析起点时，前面想到的构想。针对各项假设，设想分别需要哪种行动计划。和各个利害关系人讨论这些计划，并将他们的建议纳入考虑。在更深入分析时，要愿意修正并改善一开始的假设。

切记不要想一次做太多件事，所以要把必要的行动限缩在3到5项左右，这样就已经够你忙的了。

详细的行动计划

针对各项假设拟定出详细的行动计划，清楚说明组织在这些计划上要做到哪些事。这些行动计划必须明白指出需要动用哪些资源、如何取得可能需要的新能力，以及各个能显示整体进展的短期里程碑。

完整的行动计划应该还会考虑到备案，并指出在哪些情况下要启动备案。由于行动计划非常具体而聚焦，所以必须十分详尽。尽管如此，为了建立共识，行动计划也该简单明了，以便于向所有利害关系人说明。如果能用简单的表格来介绍行动计划，应该会很有帮助，这样就能让大家了解计划的各个部分。

另外要注意的是，行动计划必须符合4项法则。举例说明如下：


	法则1—行动计划应该依循经验曲线的下降，设想出未来成本缩减的目标，目标要积极但是不能太过夸大。

	法则2—目标应该要符合市场上其它业者的绩效水平，不能是天马行空、背离现实的目标。

	法则3—如果根据行动计划来看，在顾客喜好改变时必须取得某些新能力，就要具体指出取得这些能力的方法，当作计划中不可或缺的部分。

	法则4—行动计划必须提出减少各种复杂状况的方法，而不是让营运变得更复杂。



针对各项行动的2至3项关键指标

决定必要行动并拟定行动计划之后，接下来必须针对各项行动设定2至3个指标，以反映该领域的进展。每个领域的指标不要超过2个或3个，不然会变得过于复杂。指针必须简单明了，而且容易记忆。

指标最好是明显而且是大家熟悉的，最好是每位员工都已经了解并且能够加以描述的。指针通常包括对关键策略、营运和组织的评量，例如：


	人力成本

	各个区隔中的市占率

	各个区隔中和对手相较的市占率

	产品线的复杂程度

	顾客人数

	顾客支出的占有率

	产业利润池的占有率

	售出商品的成本

	原料成本

	供货商的家数

	人力成本占营收的比例

	平均每位顾客带来的营收

	产品销售量的成长



当然，拟定一套周延、系统化的绩效提升计划是一回事，实际去做并成功执行计划又是全然不同的挑战。计划不会自动成功执行，而是必须透过PLOT的步骤来达成各项要务：
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■P-规划—你必须根据具体事实而非一厢情愿的想法来界定起点和终点，也必须让各方利害关系人取得共识，不要独断独行。不断地讨论和规划，直到你想出3项到5项大家公认能够推动公司进步的必要行动为止。

■L-领导—简单来说就是要点燃大家的热忱去进行各项要务。要让大家明白例行公事的做法已经不合时宜，并且说明只要好好努力就可以达到未来的光明前景。有效的领导还必须建立适切的文化来支持你所推动的变革，而不是扯你后腿。要做到这一点，就必须：


	由认同变革的高级领导人组成核心团队。

	由具有强烈使命感的人员组成变革小组。

	根据计划来调整奖励制度。

	设法精简组织运作。

	建立未来所需的新能力。

	持续努力，以加强继续执行的动力。

	庆祝所获得的成就，并鼓励大家全心投入。

	持续督促，直到各项工作都步上轨道为止。



■O-实行—完成各项工作。推动计划，并设法尽量累积快速可见的成果，然后用令人印象深刻的方式加以庆祝。这会营造出瀑布效应，让大家想要共襄盛举，因为他们看到了自己的未来。能够让大家获得愈高的成就感，就愈能让人感受到，组织真的可以达成雄心万丈的新目标，快速可见的成果会抵销内部的阻力。实行也代表要避免分心在其它会占用公司时间及资源的良好机会上。

重要的是，要让员工以达成结果为己任，还要设立明确的提示让大家知道计划正在进行，采用数据最能让人感受到自身的责任，以个人特质来推动的效果并不会更好。可行的话，要建立各个部门、单位甚至是个别员工的迷你损益表。用这种方法把公司的整体财务目标个人化，就能够让每位员工担负起提升自己绩效的责任。接着就可以借由迷你损益表，深入追踪各项计划的进展。要让大家都参与这出热烈上演的大戏。

■T-追踪—设立能够评量组织内各种现况的仪表板。有一项很基本而不可否认的事实是：只要能够评量，就能够管理。如果能让每位员工都很容易了解目前的状况，他们就会保持专注。根据关键指标建立周全而架构分明的仪表板，样式要简单，利用颜色标示目前达成的进展，这样会相当有效。有效的企业仪表板不会对所有面向都去评量，只会评量最有用的关键指标。当然，仪表板的目的就是要营造出让员工努力提升绩效的环境，因此要设法让员工能够：


	累积提升绩效的成果，并维持在那个水平上。

	启动备案来处理问题。

	拒绝会减损现有成果的新构想。



提升绩效的系统化方法，这方面最后还有两点值得一提：


	当看来真的可以提前达成目标时，不要骄矜自满。把标准再提高，全力投入新的挑战，并且继续奋力向前。成功是永无止尽的过程。

	不要忘记在未来某个时间点上，你会将组织交给接班人。从上任的第一天起就要开始为交棒做好准备。时时努力达成能让人传为美谈的成就，并为组织的未来打下厚实的基础。绝对不要误以为可以先炒短线，然后希望未来有一天再回来解决问题，你可能再也没有这样的机会了。从公司内部的成员中，培养出能够成功接班的人才。




关键思维

「我们并不会痴人说梦，以为所有的经营面向都能浓缩成这些法则和条律。企业经营是世界上最错综复杂的事务之一，这也就是为什么它那么令人醉心研究，那么值得追求。不过，我们希望你能从这里学到几件事。光是成为杰出领导人是不够的，你可能会耗尽所有时间，世界变化得实在太快了。我们认为，这4项法则是有效领导企业或组织的必要基础。它们会帮助你避开陷阱、提升绩效。这些法则是企业经营的基本功，相当于篮球的运球、传球和投篮。只要能熟习这些法则，以法则去思考就会变成你的第2本能。如果光凭直觉就能判断该以何为起点，并且能想见终点的景况，你就能在2分钟的谈话之中把想法传达出去。在规划用以达成绩效的计划时，你也会有把握自己已经具备一切能让组织向前迈进的必要条件。这其中没有一件事是容易的，但只要你能够做得好，成功的机会就会大增。你将能够面对突破绩效的挑战，而且也能完全掌控一切。」

高佛森＆萧伯特

「不论策略有多么美丽，有时还是应该要看一下结果。」

「你每天都会进步，每一个步骤都可能有收获，然而在你前方，总是绵延着更长、更陡及更高远的路途，你会明白自己永远无法到达旅程的终点。然而这完全不会令人沮丧，只会增加向上攀升的喜悦与荣耀。」

丘吉尔　英国名相





MAIN IDEA





中文



Every CEO today is under intense pressure from shareholders and outside analysts to generate performance breakthroughs. If visible progress towards a breakthrough isn't seen within a year or two, then it becomes highly likely the new CEO will be ousted for someone else. A very fast start is required.

The managers who meet this fast start imperative generally do so because they rely on two keys to success：
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	They understand the principles that underpin success in business and therefore see things others don't, do things others won't consider and avoid the traps others fall into.

	They assess their organization's full potential, diagnose their starting point accurately, craft a realistic set of objectives and then map a trajectory from where they currently are to where they want their organization to be in the future.



Just understanding the fundamentals of business alone isn't enough. Nor is knowing how an organization can improve sufficient in and of itself. It is the combination of these two factors that leads to the fast start and then ongoing success that is required.


"Great managers, like great athletes, don't win all the time. But because they are well grounded in the fundamentals-because they train, study, and practice-they can do things others can't. Successful general managers understand and apply the basic laws that govern what they do. Using those basics, they map out where they are starting from, where they are going and how they plan to get there. And then they actually do it."

-Mark Gottfredson ＆ Steve Schaubert





Part1　The Fundamental Principles of Business　
中文



Main Idea

Despite all the inherent complexities and subtleties involved, there are in fact only four fundamental laws and twelve must-have facts that underpin commercial success. Ignore these laws and stay ignorant of these facts and it's that much harder to do well in business.
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Supporting Ideas

Four Laws　Law 1　Costs and prices always decline
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The more often any business task gets done, the less it costs to do it over time. The reason for this is that as the organization gets more experience, it usually figures out how to do things cheaper, better or faster. This is described as "moving down the experience curve." The challenge is to apply the benefits of the experience curve rigorously and systematically.

The experience curve applies in almost all business settings. If a company doesn't obey it and adjust prices accordingly, a more aggressive competitor who does apply the curve will come along and draw away customers.

Most market leaders are also experience curve leaders. This means that they are more profitable than their competitors, which in turn means they can reinvest more in research and development of future generations of the product line. As market leaders progressively lower their costs by moving down the experience curve, they typically also learn how to make their products better as well. Coming out with an enhanced product at a cheaper price is definitely a winning strategy for any business and in any industry.

In terms of managing the experience curve, there are three must-have facts you need to work with:

1　Understand your experience curve

Until you know what your actual experience curve is, you won't have any real idea what you have to do, how you can do that and how fast you have to cut costs to stay competitive. Create an experience curve for your company and then comparable experience curves for all your major competitors. Make sure:


	You track what the customer is really buying-the benefits your product or service delivers.

	You track both improvements in the price and improvements in the benefits delivered.

	You include the experience in other industries new competitors may bring to your market.

	You can account for the overall state of affairs in your industry.



2　Know your relative cost position

Examine and then manage all of your major cost elements individually. Attack them all with equal vigor, even those that seem like they are beyond your direct control. Every component should be coming down as it moves along its own experience curve, so don't fall into the trap of thinking some of your costs will never change.

When choosing a supplier, analyze their respective experience curves. Develop partnerships with your suppliers and take full advantage of their cost efficiencies. For whatever you make in-house, revisit whether you can and should be outsourcing this activity on a periodic basis. If you cannot come down the experience curve faster than a supplier can, then you'd better start using that supplier. To do otherwise will be to hand a potential competitive advantage to everyone you go head-to-head against in the marketplace.

You need to set future price and cost targets according to the experience curve. Work closely with your suppliers and help them move down the experience curve. This is the only way you're going to be able to stay in the marketplace. Your competitors will be doing the same, so don't fall into the trap of getting to where you want to be on the experience curve only to find that all of your competitors have moved lower still. Project your future prices and costs along the experience curve and plan accordingly.

3　Make every product profitable

Every now and then, industries try to ignore the experience curve. The companies involved in these industries keep their prices high despite the ongoing accumulation of experience. In these situations, a "price umbrella" is created. Without exception, two things happen whenever a price umbrella arises:
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The same thing can happen when an individual company has a proprietary product or innovation that allows it to charge a premium price. Whenever the company believes it can raise prices with impunity, invariably that's the cue for new competitors to enter the market or for customers to switch to alternatives. Every product's price should be declining along the experience curve. You can't have one product line that will be exempt from this law. Rather, you should be ensuring that every one of your products is moving as rapidly as possible down the experience curve. To do otherwise is quite simply asking for trouble in today's world of global competition.

Four Laws　Law 2　Competitive position dictates your options

The experience curve, taken to its logical conclusion, dictates that as long as the market leader stays focused and uses the experience curve intelligently, followers will not have the opportunity to catch up. They will never have sufficient funds or enough know-how to overtake the market leader. That's undeniably true in theory, but in practice, followers occasionally overtake even well-managed market leaders. They do so by astutely exploiting their competitive position in the marketplace.

For any industry, a marketplace map can be developed with returns earned on one axis and relative market share on the other axis:

[image: no283_20E]


Relative market share is calculated this way:


	If you are a market leader, divide your market share by that of your nearest competitor. If you have 30 percent of the market and your competitor has 15 percent, then your RMS is 2.0.

	If you're a market follower, divide your market share by that of the market leader. If you have 10 percent and the leader has 40 percent, then your RMS is 0.25.



Once you have developed a marketplace map, you'll note that there are five generic positions on the map, each of which suggest different options for performance management:


	This is the in-band market leader position. If you're fortunate enough to be in this position, you have a high market share and high, stable returns. You want to stay the course aggressively and continue to reinvest to gain still more market share. To stay ahead:
	Continue to cut costs down the experience curve.

	Reinvest in more quality, better service and technology.

	Keep raising the industry's standards of excellence.

	Look for any adjacent businesses you can acquire.





	This is an over performer position. You manage to charge a premium that customers are willing to pay, perhaps because you have a unique innovation or some rare capability. This allows you to differentiate your products and create something of a price umbrella effect. This probably won't be sustainable over the long haul, so it might be an opportunistic time to sell your business at its currently high valuation. To maintain your over performer position:
	Work at reducing your costs before a competitor arrives.

	Market your innovation aggressively to new niches.

	Invest in building your brand.

	Keep improving products and get customers to trade up.

	Manage your costs down the experience curve.

	Prepare for more intense competition in the years ahead.





	This is an in-band follower position. More than likely, you're a solid number-two or number-three player in your industry. To make the most of this position, you'll need to innovate and invest aggressively to try and leapfrog the market leader. To move ahead:
	Reposition-find a market segment and totally dominate it.

	Innovate to cut costs and enhance customer loyalty.

	Analyze whether you can increase scale by acquisition.

	Monitor the market leader and pounce on their missteps.





	This is the below-band leader position. Typically, these are companies that are either resting on their laurels or companies that are investing aggressively to gain future market share. If this is you, diagnose the reason for your below-average returns and invest to boost returns. To do this, you may consider:
	Working systematically to improve your cost position.

	Eliminating any revenue leakage drivers like discounting.

	Enhancing your customer focus.

	Investing in new growth initiatives.





	This is the distant follower position. If you're here, it's really a matter of utilizing an upwards-or-out strategy. Low market share and poor earnings can be caused by a wide range of factors, so figure out why you're in that situation in the first place. Then consider:
	Merging with a larger competitor.

	Finding ways to differentiate your product for some niche.

	Pursuing some aggressive performance enhancements.







In sum total, this law emphasizes that your competitive position will dictate what your strategic options are. Bear in mind that markets are dynamic and that while you're attempting to move to a more advantageous position, so too is everyone else. And to make things even more interesting, the customer's needs and wants are also evolving all the time. This leads to three key facts:

4　Match profits and market share

Always know exactly where you are in your marketplace and where you're trying to get to.

5　Know when you gain market share

Understand customer segments and identify those that are most attractive. Learn how to appeal to these premium customers better than anyone else. Don't take your competitive position for granted, but rather work towards becoming the market leader.

6　Identify your core capabilities

Look at which of your core capabilities you utilize to create happy customers and find ways to keep on improving your performance in that area. Keep building on your strengths. Take full advantage of any and all improvement strategies that are available to your firm.

Four Laws　Law 3　Customers and profit pools never stand still

Who are your competitors? It's not only who you think of first-those who sell the same products you do. Instead, you have to look at your industry's value chain and see who garners the greatest amount of profit. They're your real competitors. Savvy managers are constantly trying to maximize their share of existing profit pools at the same time as they are also trying to create entirely new profit pools.

One useful tool is to develop a profit pool map for your value chain. It will look something like this:

If you track how the profit pool is evolving over time, you can anticipate where the best place to position your firm in the future will be. Profit pools are constantly changing and evolving. There are four main drivers of these ongoing changes:


	Customers change their preferences and their behaviors every day-this is a very normal characteristic of dynamic marketplaces. There is always a constant ebb and flow of demand as fads arise, as the news cycle highlights different stories and as consumer tastes evolve.

	Innovations can arise-that drive customer shifts. Consumers have always responded to innovation to one degree or another, and something new that is on-trend can dramatically shift customer behavior. Also, new business models and the arrival of new outside competitors offering differentiated products can move the market.

	Changes can happen in the respective bargaining power of customers or suppliers-and these changes can alter how the profit pool gets divvied up substantially. For example, when Daniel Radcliffe played Harry Potter in the first movie of that series, he was paid only $220,000. By the time the second movie was made, he was able to negotiate a fee of $9 million because he had a lock on the role. Radcliffe was paid $50 million for the final two movies in that series. This happens all over the marketplace.

	Changes in the business environment can happen-events can take place outside an industry that have a direct bearing on the profit pools within the industry. The most obvious example of an outside event influencing an industry profit pool would be changes in government regulation that can abruptly drain existing profit pools, create new ones or do both simultaneously. Not all these environ mental changes are quite so dramatic. The long-term impact of globalization and the rise of the low-cost countries has completely reorganized the dynamics of the profit pools in one industry after another. Companies that respond to these changes quickly can seize upon new market opportunities, while the laggards can often find themselves at a serious competitive disadvantage at a later date.



Of course, your job is not just to be aware of customer and profit pool changes, but to devise a strategy that will enable your firm to take advantage of these changes as they occur. To do that:

7　Identify attractive customers

Segment your customers and then give top priority to the biggest, fastest growing and most profitable customer segments. Some segments will be a good strategic fit, whereas others will be harder for you to serve. If nothing else, you can always segment your customers three ways:


	Those who buy primarily on price.

	Those looking for some combination of quality and service.

	Those who are willing to pay for a premium-level product.



It may pay for you to have a two-brand strategy to appeal to all three of these segments. Your low-cost brand could be a plain-vanilla version of your product for those in the first segment. Then offer a la carte add-ons for those who are in the middle sector. You can then position your existing brand at the top end of the market.

8　Know your customer loyalty

Customer loyalty and retention can be enormous boosts to profitability. The more you know about your customers, the greater your chances become to figure out the best way to keep them happy. Smart companies do all kinds of creative things to enhance and build customer loyalty levels. In many industries, increasing customer retention is a huge driver of business profitability.

Profitable high-growth companies tend to get that way by doing six things exceptionally well:


	They identify the most attractive customer segments.

	They design value propositions to appeal to those segments.

	They aggressively acquire more customers.

	They deliver a superior customer experience.

	They do things that grow their share of the customer's wallet.

	They continue to drive loyalty and retention.



9　Watch profit pool migrations

You have to watch for potential shifts in your profit pools and try to anticipate them so you can benefit from them. There will probably be times when you'll just have to bite the bullet, reorganize your business and move to a new pool that is bigger and better. Always keep an eye out for emerging high-growth profit pools where your core capabilities give you a competitive advantage.

In addition to tracking changes in your customer's needs, you also have to be watchful for changes in your supply chain. There may be some new inefficiencies you can piggyback on. Threats from outside your industry may emerge as companies move from adjacent markets. There may be changes in the respective bargaining power of either your customers or your suppliers. All of these changes and more will impact on the profit pool you target in your normal day-to-day operations. Stay up to date with all these changes. Profit pools shift, but they shift in predictable patterns rather than randomly. If you track how customer preferences and behaviors are changing, you'll have some good clues about what's likely to happen with your profit pools. Be relentless in assessing your customer's evolving needs and preferences so you can anticipate the profit pools of the future.

Four Laws　Law 4　Simplicity generates the best results

Business today is more complex than ever before. In almost every product category, there are a bewildering array of choices and options. This is the natural result of innovative companies trying to introduce distinctive offerings, plus the rise of technology that makes it feasible for niche products to be made cost effectively. The only problem is that humans crave simplicity and dislike complexity. In practice, the human mind is only able to focus on three or four things at a time. Research indicates that humans can hold at most four chunks of information in their short-term memory at any one time.

Complexity in business can come in many different forms:
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■Product complexity-you can be offering so many product variations that customers get confused. Customers like choices, so there is a fine balance to be hit here. You have to find the point at which your products or services meet customer needs with the lowest level of complexity. To do this, ask yourself:


	What would we be like if we just offered one basic product?

	What would be our costs to make that basic product?

	What are our costs to add what customers want?

	Where is the point where add-ons don't generate sales?

	Can we postpone customization to later in the value chain?

	Can we use some common platforms, modules or parts?



■Strategic complexity-you can be asking everyone to focus on a range of issues rather than the three or four key drivers of your business. It's all too easy to make business more complicated than it really is. Strategic simplicity works because it gets everyone focused on where they need to go and how to get there. Avoid adding too many other things on an ad hoc basis when it comes to business strategy.

■Decision-making complexity-whether it's difficult or easy for the people in your organization to change what needs to be changed. The less people who need to be involved in this, the more responsive you can be to marketplace conditions. To keep things simple, have clearly defined decision makers, as few management layers as feasible and very direct analysis linkages.

■Process complexity-the little tweaks and added steps that creep into operational processes for entirely logical reasons at one time but then end up overstaying their welcome. Most processes evolve over time, but they generally tend to become so complex that they end up baffling rather than serving the customer. Process simplicity always enhances a company's agility and generally lowers the amount of time it takes to bring new products to market. To simplify your various business processes:


	Use information technology intelligently.

	Add Internet functionality to handle routine matters.

	Make it possible for customers to help themselves more.

	Cull out any data gathering that is unnecessary.

	Set up project teams to address legacy system issues.

	Redesign all processes to be customer facing.

	Simplify your business strategy.

	Reduce your product offerings and the options available.

	Lower your organizational overheads.

	Revamp everything you do as a company.

	Get to the essence of what you want to achieve.

	Stay focused.



In practical terms, simplification requires that you do only a few things well rather than lots of different things adequately. Or to put this a different way, attempt to do these three things:

10　Track complexity and profitability

Study what your customers value and then deliver to them precisely what they want. Focus all your resources on outperforming your competitors in the areas that are most important for your customers. Hit just the right balance between complexity and basic functionality for your product lines.

11　Keep decision-making simple

Optimize your organizational structure. Vest decision-making authority in those who deal with customers directly. Make it possible for the larger organizational decisions to be made with clarity, speed and efficiency. Above all, be able to make decisions as an organization faster than your competitors. Do whatever it takes to achieve this.

12　Have streamlined processes

Identify the three to five critical imperatives for your organization and then set up simple and direct processes around these imperatives. Communicate what you're doing well so that every employee knows and buys into what you're trying to accomplish. Doing this alone can deliver an impressive boost to your performance because you'll end up utilizing everyone's brainpower, not just the capacity of your top management team.


Key Thoughts

"The first law says, in effect, that if you don't manage costs and prices down the experience curve, someone else will, and you will lose your position in the market. The first law is powerful, and those who know how to take advantage of it can be great managers and lead successful businesses. It is a strong predictor of success or failure."

"Excess complexity is the enemy of results. Complexity comes from a lack of clarity about strategy and/or what customers really value. It comes from creating too many products and services. It comes from inefficient organizational structure, and from poorly designed processes. An overly complex organization is an organization that can't move forward, and that can't satisfy its customers. A general manager's job is to simplify, simplify, simplify-to obey the fourth law-and to create an organization that continues to operate in as simple a fashion as possible. This is the key to minimizing costs, maximizing revenue, and energizing a company's people."

Mark Gottfredson & Steve Schaubert

"Never interrupt your enemy when he is making a mistake."

Napoleon

"The only source of knowledge is experience."

"Any intelligent fool can make things bigger, more complex, and more violent. It takes a touch of genius-and a lot of courage-to move in the opposite direction."

Albert Einstein

"Change is the law of life. And those who look only to the past or present are certain to miss the future."

John F. Kennedy

"It makes no sense to give the organization more than three really important actions and follow up. You have to have success with, let's say, three actions-and then you can start another one. Don't do too much at the same time！"

Jurgen von Kuczkowski Former CEO of Vodafone Germany

"Good business leaders create a vision, articulate the vision, passionately own the vision, and relentlessly drive it to completion."

Jack Welch

"Simplicity is an exact medium between too little and too much."

Sir Joshua Reynolds





Part2　A Systematic Path to Performance Improvement　
中文



Main Idea

Great managers not only know the laws of business success, but also know how to put them to work. They map out and then implement a systematic path to generate the results they want. They apply the laws to each of the steps involved, focus on the insights this generates and then act accordingly.
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Supporting Ideas

If you're serious about wanting to improve your business, the first step is to accurately assess the current condition of your enterprise as a whole. The four laws provide an excellent framework for determining exactly where your organization stands at present.

To assess where you're starting from on your organization's quest for improvement, find the answers to the twelve must-have facts that align under the four laws:

Law 1-Costs and prices always decline


	Figure out where you are on the cost and experience curves, and where your main competitors are on these same curves at the present time.

	Determine your relative cost position when compared to your competitors and what the key levers are in changing this dynamic. Look for priority areas where you can improve relative to everyone you compete against.

	Look at your product lines and figure out which ones make money and which ones lose money-and why that is.



Law 2-Competitive position dictates your options


	Determine where you and your main competitors are positioned on your marketplace map. It's also helpful here to compare your investment strategy with that of your competitors to help you see who is making money and any potential threats or opportunities.

	Look at how big your market is, which parts of the market are growing the fastest and whether you're gaining or losing market share in those segments.

	Determine which of your capabilities sustain your competitive advantage, and which are holding you back because they are missing. Look also at which capabilities can be acquired to bolster your future competitiveness.



Law 3-Customers and profit pools never stand still


	Analyze which are the biggest, the fastest-growing and the most profitable segments in your markets and compare how well you meet customer demands in those segments relative to your competitors. Look at what you can be doing to increase your share of the customer's wallet.

	Look carefully at what proportion of your existing customers you are retaining in as much detail as you have available. In most cases, the cost of acquiring a new customer is more expensive than retaining an existing customer, so this can be a key factor in your profitability. Look at what can be done to boost retention rates.

	From a value-chain perspective, think about how much of the profit pool you currently have. Then try to forecast how the profit pool is likely to change in the future and what opportunities or threats this may present. Don't forget to compare your analysis with the data from 5 or more years ago to get a feel for the evolutionary path your industry is taking.



Law 4-Simplicity generates the best results


	Diagnose how complex your service or product offerings are. Look at whether that degree of complexity is costing you sales. Analyze what the killer ABC priorities are for your customers and see what you deliver in these priority areas. Think about what can be done to reduce your costs by simplifying your market offerings.

	Take a rational look at how decisions currently get made in your organization. Compare your decision-making performance with that of your competitors. Try to get a feel for whether or not complexity is costing you some responsiveness and agility. Sluggishness often goes hand in hand with too much complexity.

	Look at the level of complexity inherent in all your business and organizational processes. See which processes can be streamlined and simplified. Anything you can do in this area will more than likely reduce your headcount and thereby lower your costs. Identify opportunities where you can deploy information technology to improve your processes right across the board.



Conducting a performance-improvement diagnostic of this nature is quite a challenging task, but it will highlight the most important threats and opportunities you currently face. Once you have a base-line, you can then work to improve on it.

As you analyze the point of departure for your business by assembling your own set of must-have facts, a few critical areas will probably stand out. These few will provide the most "bang for your buck"-that is, they will offer the greatest potential improvement at the lowest cost or ease of execution. Using these and other considerations, you now need to decide on your "point of arrival"-a set of carefully defined and numerically specific goals that can be accomplished within the next 2 to 5 year time frame.

An effective point of arrival will be:


	Compelling-it will convey a sense of urgency and be impressive enough to rise above all the normal noise.

	Motivational-something all the stakeholders in your business agree would be an attractive future.

	Realistic-it needs to make sense in terms of the four laws and your organization's history.

	Aligned-with the realities of the marketplace. There's no use setting a point of arrival that requires you to double your prices if that isn't likely in a competitive marketplace.



Simply put, your point of arrival needs to specify the level of your expected performance improvement and the necessary changes that must be accomplished within the specified time frame if that is to happen.

To formulate a systematic path to reach the point of arrival:

3-5 action imperatives

Start with the ideas that came to the fore when you carried out your point of departure analysis. For each hypothesis, map out what kind of action plan would be needed. Discuss this with your stakeholders and take into account their suggestions as well. Be prepared to modify and improve your starting hypotheses as you carry out more detailed analysis.

Remember that it's important not to try to do too much at once, so limit your action imperatives to between three and five at most. That will give you more than enough to get to work on.

Detailed action plans

For each hypothesis, come up with a detailed action plan setting out exactly what this initiative will mean for your organization. These action plans need to specify the resources that will be made available, how new capabilities that may be required will be acquired and the various interim milestones that will mark overall progress.

Good action plans will probably also go into contingency planning and set out what kinds of events would trigger those contingencies. Since the action plan is very specific and focused, an appreciable amount of detail will be required. Despite that, the action plan should be simple enough to use to explain to all the stakeholders as consensus builds. It may help to set out the action plan in a simple table so everyone can understand each of its elements.

Note also that the action plan needs to be consistent with the four laws. For example:


	Law 1-your action plan should envisage that you move down the experience curve in the future with cost reduction targets that are aggressive but not too ambitious.

	Law 2-your targets should be consistent with the results achieved by others in your marketplace and not just blue sky targets that bear no resemblance to reality.

	Law 3-if your action plan dictates that you acquire new capabilities as customer preferences change, then you need to specify how you will go about acquiring those capabilities as an integral element of your plan.

	Law 4-your action plan needs to address how you reduce various types of complexity, not add to it.



2-3 key metrics for each imperative

Once you have your action imperatives and your action plans finalized, you then need to identify the two to three metrics for each action imperative that will reflect progress in that area. Don't have more than two or three in each area, because that becomes too complex. Keep it simple and memorable.

Ideally, the metrics should be obvious and well-known. You want metrics that every employee already knows and can describe. Typically, your metrics will include key strategic, operational and organizational measures such as:


	Labor costs

	Absolute market share by segments

	Relative market share by segments

	Complexity of your product lines

	Customer numbers

	Share of customer wallet

	Share of industry profit pool

	Costs of goods sold

	Raw materials costs

	Number of suppliers

	Labor costs as a percentage of revenue

	Average revenue per customer

	Growth in product sales



Of course, developing a robust and systematic path to results is one thing. Getting out and executing the plan successfully is another challenge altogether. The successful execution of your plan won't happen by itself. Instead, you have to PLOT what needs to happen:

[image: no283_52E]


■P-Plan-you need to define your points of departure and arrival with solid facts rather than wishful thinking. You also need to arrive at a consensus with the various stakeholders rather than make these calls in isolation. Keep discussing things and planning until you come up with between three and five action imperatives everyone agrees would move your firm forward.

■L-Lead-simply means you get people fired up about doing what needs to happen. You show everyone that business as usual won't cut it anymore and you communicate the bright future that lies ahead with the appropriate effort. To lead effectively also requires that you build a culture that will support the changes you're pro-posing rather than sabotage your efforts. To do this:


	Build a core team of senior leaders who buy in.

	Create change teams staffed with aggressive achievers.

	Change your incentive structures to align with initiatives.

	Look for ways to streamline your organization.

	Build the new capabilities you will require.

	Sustain the effort as it grows momentum.

	Celebrate your successes and encourage full participation.

	Keep pushing until things become self sustaining.



■O-Operate-get things done. Launch your initiatives and try to rack up some quick wins if at all possible. You then celebrate those wins in highly memorable ways. This will create a cascading effect where people will get on the bandwagon because they can see that's where their future lies. The greater the sense of accomplishment you can generate, the stronger the signal you send out that your organization can really achieve its ambitious new objectives. Quick wins dissolve internal resistance. Operate also means avoiding the temptation to get distracted on the 101 other good things the company could be doing with its time and resources.

It's vital that you hold people accountable for achieving results and that you put some explicit clues in place that this is happening. Fact-based rather than personality-based accountability works best. If possible, create mini-profit-and-loss statements for each department, unit or even individual. By personalizing the firm's overall financial statements in this way, you make everyone accountable for improving their own performance. You can then track in detail the flow-on effects of your various initiatives at the level of each mini-profit-and-loss statement. Get everyone in on the unfolding drama.

■T-Track-set up dashboards that measure what's happening inside your organization. The basic and undeniable truth is that what gets measured gets managed. If you make it easy for every employee to see what's happening in real time, they will stay focused. Create some well thought out and structured dashboards around the key metrics. Keep this simple, with color coding indicating the current state of progress being effective. An effective business dashboard won't measure everything imaginable, but just those key metrics that are most helpful. Of course, the purpose of the dashboard is to create a situation where people act on the results, so make it possible for people to:


	Bank their performance gains and lock them in.

	Trigger contingency plans to deal with problems.

	Veto new ideas that will detract from the gains achieved.



Two final points are also worth mentioning in the context of the systematic path to results:


	If it looks like you're actually going to achieve your goals ahead of schedule, don't rest on your laurels. Reset the bar higher still. Focus on a new set of challenges and keep moving upwards and onwards. Success is a never-ending process.

	Never forget the fact that at some point in the future, you will hand off your organization to a successor. Prepare for that hand-off from day one. Do the things that will create a solid legacy and lay a great foundation for the future at all times. Never fall into the trap of taking some shortcuts now in anticipation of the hope that you can come back and sort it out later. You may never get that opportunity. Build the talent for successful succession from within your own ranks.




Key Thoughts

"We have no illusions that all of business can somehow be boiled down to these laws and precepts. Business is one of the most intricate endeavors on earth-one reason why it is so fascinating to study and so rewarding to pursue. But there are a few things we want you to take away. Just being a good leader is not enough. You may simply run out of time. The world is changing too fast. We believe the four laws provide the essential grounding you need to lead a company or other organization effectively. They will help you avoid pitfalls and drive performance improvement. The laws are the basics of business; they are the equivalent of dribbling, passing, and shooting in basketball or soccer. As you master them, thinking about them will become second nature. As you develop a gut level understanding of your point of departure and a vision of your point of arrival, you will be able to communicate it in a two-minute conversation. And as you design your road to results, you will be ensuring that you have put in place the necessary conditions for your organization to move ahead. None of this is easy. But if you do it well, your odds of success will rise dramatically. You will face the challenge of the breakthrough imperative, and you will master it."

Mark Gottfredson ＆ Steve Schaubert

"However beautiful the strategy, you should occasionally look at the results."

"Every day you make progress. Every step may be fruitful. Yet there will stretch out before you an ever-lengthening, ever-ascending, ever improving path. You know you will never get to the end of the journey. But this, far from discouraging, only adds to the joy and glory of the climb."

Winston Churchil
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