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要点整理


Strategy　策略


策略的规划关系着组织或企业未来的发展与生存空间。从组织层级的观点，组织策略可以分为3个阶层：企业策略（corporate strategy）、事业单位策略（business strategy），以及部门策略（functional strategy）。其中企业策略又可以称为企业总体策略，也就是企业整体性的策略。例如企业应该投入哪个行业、投资哪些项目、怎么架构组织和怎么营运，以及企业内各事业单位之间应该怎么分配资源以创造共同优势及综效等。事业单位策略的重点在于要怎么建构和维持核心竞争力，以达成短期竞争优势和长期竞争优势。部门策略则是关于营销、生产、人事、配销、通路、财务及广告策略等。实务上，企业策略常常是事业单位策略的总和。策略大师盖瑞·哈默尔（Gary Hamel）就曾经说过：“事业单位策略与企业策略之间的差异，只有一个订书机。”


Organization's Resource　组织资源


组织资源除了有形的实体资本外，还包括无形的人力资本以及组织资本，例如员工知识与技能、生产技术、管理系统等。要使组织资源能够真正集中在策略执行上，领导人必须适切地引导预算和绩效奖励的分配，取得各单位目标一致的行动。许多企业常使用“平衡计分卡”来评量各单位的绩效，使单位之间为了竞逐绩效而争夺资源，忽略了单位绩效与企业策略的关联性。为此，柯普朗（Robert S. Kaplan）提出“策略地图”的观念，使平衡计分卡进一步发展成策略执行工具，以整合包括管理团队、事业单位、支持单位、信息技术以及员工招募与训练等组织资源。


Interdependence　互赖


依照提出“相互依赖理论”的学者汤普森（James D. Thompson）的看法，“互赖”意味一个部门依赖其它部门来完成任务的程度。互赖程度低表示部门可以独自完成工作，较少互动、咨询或交换的需求；高度的互赖则表示部门必须时常和其它部门交换资源。当互赖增加，组织间的协调也会增加，因此组织必须设计适当的沟通和协调机制，才能够有效地处理部门间的业务。互赖的观念也可以进一步延伸到跨组织的合作关系上，除了是企业与企业之间合作的主要因素，而且还会影响合作关系的长短。企业之间相互依赖的程度愈高，双方发展成长期关系的可能性也愈高。

汤普森提出了3种组织部门之间互赖的工作方式，第一种是“汇集式”互赖，这是部门之间互赖的最低形式，例如各部门使用企业的共同大型主机，或是不同的公司使用共同的数据处理中心。第二种是“顺序式”互赖，例如营销计划和生产计划的关系。第三种是“交互式”互赖，例如由顾客、供货商、经销商等所共同组成“同步工程小组”，共同设计、发展、生产及运送福特汽车产品的案例。



5分钟摘要





策略奏效的三大关键——执行、执行、执行　
英文



要实际执行所选定的策略，重点在于决策之后会采取什么样的行动。如果一切顺其自然发展，大多数企业非但无法执行既定的策略，反而会继续走过去的老路子。要使组织成功落实既定策略，必须有一套统一且经过整合的执行方法。

要让既定策略奏效，必须力求以下5项关键要素能适切配合，并且注意当下的环境因素：
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要素1　企业策略　
英文



主要观念

要能够有效执行，企业策略必须概念清楚，并且重点明确，不能模糊。企业策略在设计之初就必须考虑到执行层面，并且说明企业组合应包括哪些事业或产业。企业策略必须具体说明组织内有多少营运单位负责执行，以及整体资源会如何分配给这些单位。

支持概念

一般而言，提出一份商业策略比实际执行容易得多了。造成这种现象有以下这几个原因：


	经理人受的训练是作规划——不是执行。经理人对构思策略所具备的知识往往比执行知识还多，因为他们所受的训练主要就是构思策略。

	有些高级经理人认为，他们可以随心所欲提出任何策略——然后把执行细节留给中层经理人或低层员工去处理。他们把执行工作丢给小喽啰，期待这些人能够解决所有突发的障碍。

	规划策略的人有时跟实际执行的人没有接触——也就是说，“规划者”对“执行者”所碰到的问题可能无法感同身受。

	执行策略通常比构思策略要花更多时间——所以比较难以维系大家对大方向的议题始终一致认同。

	策略执行是一连串过程——不同于策略研拟，往往只是一个步骤而已。

	执行策略需要的人手远多于研拟策略——多少也模糊焦点。



尽管有以上这些挑战，但不论从整体企业或事业单位的层级来看，有效的执行永远都要从好的策略开始。要想执行策略或使策略发挥作用，背后都必须有健全的策略作为动力。

从执行的观点来看，“好”策略与“坏”策略之间的差别在于下列几点：

1．不论在整体企业或事业单位的层级，好的策略必须是概念清楚而且有重心——所有相关的思考都以事实为基础，不要凭空想象。好的策略具备以下几项条件：

创造资金的单位与使用资金的单位，两者之间可以取得平衡

各事业单位之间的组合与定位都很适切

风险适度

能够为组织带来竞争优势

可以看清楚有哪些因素会影响公司的市场

有务实且健全的假设

有周详完备的分析

2．好策略对企业整体与各事业单位之间都具有整合的功效——所以会一再明确地讨论各事业单位扮演的角色，这样就能避免争夺资源分配。只要每个人都知道自己的单位是公司眼中的“金牛”或“成长发动机”，就能对绩效评量所采取的标准取得共识。要让组织在这两个层级的策略都能紧密配合，你大概需要举办几场规划会议，公开讨论所有问题。

3．好的策略会把各个作业环节定义、沟通清楚——也就是说，策略可以转换成对应的短期目标，以及合理的短期作业评量标准。
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企业策略



	整个企业的优先商业策略




策略目标



	市场占有率

	获利能力

	股东价值




短期评量标准



	销售目标或配额

	顾客满意度评量

	成本控制或质量评量



如果没有明确的短期评量标准供员工评估自己的工作进度，策略的执行就会受挫。这些短期评量标准必须是可以测量的，以便可以做必要的改进和改变。

4．好的策略会对组织提出适当的要求——会激发组织去开发必要的能力，以便可以有效执行策略。有效的策略永远会考虑到组织的资源、全球市场的需求，以及组织领导人希望达成哪一类目标。


关键思维

“策略是不可或缺的成分，也是执行背后的推手。因此健全的规划很重要，不论是在整体企业或事业单位这两种层级。”

劳伦斯·贺比尼亚克

“糟糕的策略会造成执行不良。构思拙劣的策略几乎只能得到拙劣的执行后果。执行一定要从好策略开始。”

劳伦斯·贺比尼亚克

“我认识的几位经理人老是说：‘好的执行可以克服坏策略。’在我的经验里很少发现这种事。坏策略可能造成很大的挫折，因为经理人花很长的时间辛苦工作，结果徒劳无功地想要努力达成根本无法执行的任务。努力工作却不见效，会让人恼火。模糊不清的策略和朝令夕改的策略，同样有令人沮丧的结果。”

劳伦斯·贺比尼亚克

“短期成果是执行成功的关键，经理人照例会在这方面投注很多时间。一定要有短期作业目标，这样才能提供评量方法或标准来评估计划执行与努力。”

劳伦斯·贺比尼亚克

“企业规划不良或认知错误，将会对策略的执行，以及企业与事业单位的表现，造成许多可能致命的影响。组织单位会因此而无法取得资源，或取得的资源不足以维系成长。这样就会让有机会在企业投资组合中成为‘明星’的事业单位，得不到需要的资源。创造资金的单位则可能会负荷过重或被公司过度压榨，严重妨碍创造资金的能力。”

劳伦斯·贺比尼亚克





要素2　企业结构与整合　
英文



主要观念

一旦企业策略定义清楚之后，就可以确定适合的企业结构。执行企业策略，主要就是要靠建立适当的营运结构，通常这表示要在集权管理与分权管理之间取得适度平衡。你希望每个事业单位都能立即响应市场需求，但有一些活动与功能又应该由中央控管，才能避免重复作业而浪费成本。一旦确立了正确平衡的管理结构，就可以通过有效的整合与沟通协调各事业单位。

支持概念

不论对企业或事业单位来说，管理结构对策略执行都很重要。要选择哪一种结构，考虑的层面通常很复杂、困难，而且牵涉的政治因素多过实务考虑。

有以下三个重要的结构问题会影响组织执行策略的能力：

1. 不同的组织结构分别有哪些利与弊——各事业单位应该采取哪一种组织结构才是最佳的方式？公司通常会采取以下有好几种不同的组织架构方式：

根据公司内部的作业流程

根据特定的科技或技术组合

根据部门、产品线或地理区域来划分

根据功能划分

每一种选择都各有利弊：
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2. 组织应该采取集权管理或分权管理——以及应该如何作决策？扁平式管理架构很受欢迎，但有以下这些问题必须处理：

员工无法维持一贯作业，因为员工得自己想办法解决问题。

比较不容易随时请教主管工作上的专业问题。

员工可能缺乏承担较大责任的心理准备。

沟通可能受阻。

在实务上，大部分组织都采用混合集权与分权模式的管理结构。决定总公司的规模与角色，于是成为一种需要不断摸索的平衡运动。

3. 企业策略应该如何影响企业结构？也就是说，你选择的策略不仅会决定你必须开发出哪些技能与资源，也会影响公司决定哪种类型的组织结构才是最理想的。以下几点可以把两者的关系说得更具体一点：


	如果采用低成本策略，采取集权管理、按功能别划分的事业单位结构，能够提供最大的效率与规模经济。

	如果管理的重心是放在客户、特定地区或产品在线，采分权管理、按特定目的划分的组织结构会最有效率，但可能会因为部分作业重复而垫高了一些成本，不过其它方面的利益可以弥补这部分的损失。

	如果采取差异化策略，就该搭配按特殊目的划分组织结构的方式。一个部门专心经营市场的某一个区块，另一个不同的部门则专心经营市场的第二个区块。

	如果同时主攻两种策略（也许是一种高级产品与一种大宗商品，或一种全球化产品线与一种主打特定国家市场的产品），或许就可以采用混合型组织结构，部分功能采取集权管理，其它功能则划分给不同部门管辖。如果安排得当，这么做可以享受两种组织结构的优势。





要素3　营运策略的短期目标　
英文



主要观念

每个营运单位都必须拟定自己的营运策略——把重点放在产品、服务以及如何在市场上竞争。实务上，营运策略的重点是，如何创造、维持在特定产业中的竞争优势。如果组织要追求优异的表现，事业层级策略必须与企业层级策略契合无间。要执行营运策略，策略计划与目标必须转换成短期目标，由事业单位负责达成，同时也必须发展出适当的短期评量标准。

支持概念

发展出适切的组织结构是执行策略不可或缺的一环，不过这只做到了一半而已。执行策略还必须靠整合与协调，尤其现今很多企业的营运单位遍布世界各地，更需要整合与协调。协调事业单位内不同的作业，让每个人步调一致，绝对非常重要。

组织结构有两种基本类型，而组织内部不同单位之间的互动，则有三种组织互赖的方式：

1．汇集式的互赖——每个事业单位各司其职，各单位的经理人几乎没必要知道其它单位的状况。绩效红利可以取决于组织整体的表现，所以其它单位的表现便会某种程度影响事业单位红利的发放，只是没有直接机会可以影响其它单位的运作。
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2．顺序式的互赖——工作流程从一个单位进展到下一个单位，一直，到顾客为止。这种情形下，乙单位人员的工作必须等甲单位完成工作后才能开始，以此类推。甲单位出问题，会影响到乙单位、丙单位。
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3．交互式的互赖——负责不同功能或单位的人员，随时都必须跟其它功能或单位的人员打交道。一个单位改变规则，随时都会影响所有其它人。
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因此，各事业单位合作与协调的方式，取决于彼此互赖关系是属于哪一种类型而定：


	如果是汇集式互赖，可以利用一套规则或标准作业程序促使每位成员步调一致。如果这一招不成功，阶级制度的存在也代表着，任何突发问题都可以有明确的处置。

	如果是顺序式互赖，就必须将规则与作业程序标准化。各个营运单位的主管之间可能必须有一套大家都认同的协调计划，才能管理工作流程与信息流通，也才能确保某个单位的作业不会对另一个事业单位的运作产生负面冲击。此外，对于组织内部某个单位卖给另一单位的产品与服务，也必须针对产品与服务的移转计价达成某种协议。

	交互式互赖的情况比较难协调，也需要更多资源。在这种情况下，每个单位必须与其它单位共享信息，这点非常重要，因为某一领域发生问题，就可能抵消其它领域的工作成果。应尽可能采用面对面的互动，让关键人员定期沟通，在问题出现时就把问题解决。



请注意，企业策略与营运策略都会影响到该采用哪一种事业单位结构，影响程度相当广泛。策略会决定该采用哪种组织结构最好，然后就会影响公司内部各个不同单位之间，最适当的互赖关系类型。


关键思维

“选择适当的协调方法，将手边的工作与协调方法结合起来，就可以避免‘协调不足’的问题，也可以避免‘过度协调’所产生的问题，像是设立委员会以及其它非必要、累赘又耗时的工作。”

劳伦斯·贺比尼亚克





要素4　事业单位结构　
英文



主要观念

事业层级策略、短期目标以及优先选用的企业结构，都会影响事业单位结构的选择。同一家公司内，不同的事业单位可能（也确实）会面对非常不一样的市场，因此需要有不同的管理结构，不能套用指定的模式。好的事业单位结构会反映出该单位的营运策略，也会受到营运策略的驱策，反而不受到管理阶层偏好的影响。

支持概念

不论事业单位最终采用什么样的管理结构，都必须分享信息、将知识传播到组织每个角落。如果没有这种持续不断的沟通，任何商业策略都不太可能奏效。

组织可以借由正式与非正式的工具来强化信息分享这个机制。比较常见的工具包括以下各项：


	建立、维护全公司共享的数据库与信息系统，让大家可以取得知识，然后跟需要的人分享。

	成立正式的团队或委员会，负责加强信息流通。

	提供员工非正式见面、闲聊的机会。这对于分享不能形诸文字的“内隐知识”特别重要。

	出版一份通讯簿，列出主要人员的所在位置、职责与特殊专业能力。

	让每位成员都可以不经主管同意，就直接向组织里任何人求援。

	建立一套大家都可以使用的共同语言，不分专业领域、语言技巧或技术能力，人人都可使用。

	建立信任的文化，使每个人都能遵照别人的指示满怀信心地去做事。

	鼓励每个人注意新信息，把吸收来的信息用在工作上。



不论使用哪种特定的工具，都必须厘清公司内部的信息分享是由谁推动、由谁负责。如果没说清楚，没有专人负责这件事，大家就会以为已经有人在做了。

要落实信息分享，必须做到以下几点：

1．拟一张职责分派表，列出要达成策略目标所需的主要任务、活动或决策。

2．列出上述每项任务或活动的主要决策者。用下列方式决定每个人的权责层级：

R——负决策全责

C——决策前必须先向他征询

A——要为结果负最后责任的人

I——决策议定之后必须知会的人

？——无法确定涉入的程度

3．把这份职责分派表传给每一位经理人，请他们针对每项任务列出自觉最适当的权责等级。这可能会凸显出某些问题。
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4．将所有填写问卷的响应综合在一张表格上，然后由管理团队召开会议，讨论这些响应。对于公司内部谁该负责哪项决策，可能会有各式各样的争议，这是意料中事，但管理团队应该共同拟出一份大家都能接受的职责分派表。达成任何共识之前，预料会出现激烈辩论。

5．如果始终谈不出一份每个人都能接受的职责分派表，就把与会者拆成两、三组，要求小组各自完成一份心目中理想的职责分派表，然后提出各自的版本，各自辩论分派的优点。接着由一位协调者或资深的事业单位领导者，公开跟各项作业的负责人达成协议，完成分派表。重要的是，最后的决议是依照每位参与者的意见，并取得大家同意。

6．最好接着就汇整出一本手册，发给大家，里面说明要做什么工作、由谁来做、何时执行，以及谁负责检查工作的进度等。

这个过程可以整理出来，为达成策略预期的结果，必须设定哪些角色与责任。少了这种详细的责任归属过程，策略就无法执行。每个人都会假设那是别人的责任，跟着就会产生大麻烦。


关键思维

“事业单位结构应该反映出营运策略的本质，并且主要靠营运策略来推动。管理结构确实会影响营运的绩效，也会影响成本与其它结果。”

劳伦斯·贺比尼亚克





要素5　奖励与控管　
英文



主要观念

如果没去做该做的事也能获得奖励，执行就会受挫。因此，在短期目标达成时，能激励个人和团体的奖励办法，是非常重要的。另一个要点是，这些奖励也必须反映出公司希望建立的事业单位结构。奖励组织时要兼顾团体与个人，让两者都能受到合理的奖励。通过奖励，可以非常明确地告诉大家，哪些事重要、哪些事需要强调。控管则是绩效反馈机制，为组织领导人提供信息，告诉他们策略执行的绩效。

支持概念

奖励可以激发出与希望结果一致的行为与行动，控管则是反馈绩效的成果，以便可以采取矫正行动，也可以让组织从中学习。

好的奖励可以激励员工做更多有用的事，而不是想惩罚他们没有做该做的事。奖励大致可分为以下两种：

外在的——加薪、分红、升迁或其它有形的事物。

内在的——奖赏、更大的自主权、未来有机会参与更有趣的计划等等。

组织提供的奖励，绝对只能用来奖赏做对的事——最好是根据大家同意的目标来评断绩效的表现。如果你嘴里说的是一套，奖励的却是完全不同的事，员工就会对你的话打折扣，并且就算做了有害组织的事，但只要能赚到组织提供的奖励，大家也在所不惜。提供奖励时，千万要避免产生预料外的后果。要怎么收获，先怎么栽。

一旦定好奖励的规则，取得认同，控管就变得很重要。实际上，控管与奖励是一体两面。控管针对表现提供绩效反馈，强化正确的执行方法，提供修正的机制，重新让组织回到轨道，并且带动组织的学习。

组织按照以下方式控管绩效：
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要注意，这个控管流程表能不能有效运作，完全得看目标设定得够不够好。目标拙劣，这个流程就注定失败。如果无法有系统地评量结果，或者目标与策略之间没有逻辑关系，整个流程就会崩解，变得毫无意义。好目标的重点在做正确的事，而拙劣的目标则会引导大家做不正确的事。

其它应该牢记的要点如下：


	永远要确认你奖励的是积极做事的人，以及赏识表现良好的人，而不是那些有心表现、却从来没有实际去做事的人。

	表扬成功。一旦组织达到一个里程碑，要举办一些令人印象深刻的庆祝。

	确认你是公开而且诚实地面对残酷的事实，不要回避事实。无视真实的情况，只会减损你执行组织策略的能力。

	赏识、奖励组织成员的团队合作。如果必须靠动员团体的大型活动才能达成某项成果，就要确定每个人都获得适当的肯定与奖励。如果只有团体领导人被表扬，下次大家就不会有那么高的意愿参与大型活动。

	责任归属以及谁应为后果负责，都必须说明清楚。如果权责不清，控管程序就发挥不了作用。

	提供每个人及时且准确的信息，以便他们可以尽早采取修正行动。控管要能发挥作用，每个人拥有的信息都必须正确而且及时。信息过时是个大问题。随时查看，确认你所提供的信息大家确实有在使用，没有被其它噪声给淹没了。

	让以身作则的领导者就位。你最不想看到的文化就是：“照着我的话去做，不要跟着我学”。




关键思维

“奖励是所有执行计划的核心。奖励会让员工知道什么事重要、什么该强调。我们往往会重复受到鼓励的行为。要成功执行决策必须奖励奖赏正确的作为。”

劳伦斯·贺比尼亚克

“控管是个反馈机制，提供目标达成的信息，而这些目标是从策略或执行模式其它方面衍生出来的。这种反馈机制很重要，因为策略执行是一种适应的过程。经理人很少事事都做对，过程中调整计划、目标与执行方法都是常态，不是例外。”

劳伦斯·贺比尼亚克





环境因素　四大关键要素　
英文



主要观念

执行决策与采取行动的环境，对执行策略的结果有深远的影响。四大环境因素——变革、文化、权力与领导，必须步调一致，策略才能奏效。要使正确的策略发挥作用，必须具备以下几点：

组织有能力管理变革

高度重视执行的文化

有支持执行策略的权力结构

愿意投入拟定策略并贯彻执行的领导团队

支持概念


1　有能力管理变革


理所当然，要使策略奏效，就必须管理市场与公司内部发生的变革。这往往是执行优先策略时最大的障碍。

为了有效管理变革，必须做到以下几件事：


	评估即将来临的变革有多大的规模、都是哪一类的变革；决定应该把变革的努力重点放在哪里。

	评估有多少时间可以执行你计划中的变革。

	决定这项必要的变革应该一步到位，还是应该循序渐进比较好。

	安排人手负责变革过程中各个不同的要素，这件事要解说得非常明确，不容含混。

	找出实际的方法抵销或中和执行变革计划时可能出现的各种抗拒。

	要监控实施变革的过程。如果运作不如预期，就要做一些调整和加强。密切注意一切进展。



显然，变革愈复杂、时间愈紧迫，改变的过程就愈困难。当你同时还必须兼顾若干与变革相关的任务时，出问题的可能性会大幅提升，原因如下：

协调与控管都更难追踪

员工没有足够的时间分析因果关系

组织的学习可能会受限

可能没有能力调整绩效目标

如果有可能，渐进式的变革是比较好的选择。如果你能找出方法把较大规模的变革打散成规模较小、比较容易管理的分段或项目，然后一次改变一部分，就能纾解前面提到的若干问题，甚至完全避免。这种方式唯一的缺点在于，循序渐进的变革比较花时间，变革的时间愈长，愈可能衍生出额外或意外的变量。而且，缓慢、渐进的变革不会那么刺激。如果把一个重大变革拆解成一连串的小步骤，就无法大力宣传重大变革的行动方案。有时候这一点或许值得考虑。


2　重视执行的文化


企业文化对组织执行策略的能力会有重大影响。企业文化无所不在——每件事都会深受企业文化的影响。如果公司存在一种躲躲闪闪的文化，员工面对该做的事也会退缩。同样地，如果纪律与积极做事是企业文化的主流价值观，你在执行既定策略时就会更有信心。

简单来说，企业文化会决定组织执行任务的方式以及员工的行为模式。企业文化体现出公司共同的价值与愿景。改变一家公司的文化很困难，但还是做得到。要改变企业文化，必须谨记以下这5项法则或准则：


	对关键人员提出明确、有说服力、并且可以赢得赞同的变革理由。说明为什么过去的表现不佳，利用因果分析来寻求变革的共识。

	重点放在改变行为模式上，不要直接尝试改变企业文化。员工的行为改善时，企业文化也会随着改变。推出新的奖励，奖赏符合公司期望的行为。部署能够配合新文化的控管机制与组织结构，这比诉诸个人改变的效果好多了。

	切记，有效沟通非常重要，可以让员工知道公司调整的进展。以面对面或集体谈话的方式，直接与员工沟通，让每个人都知道公司正在进行什么事，以及还有哪些目标必须完成。

	尽一切所能降低员工对变革的抗拒。在合理范围内，引导大家朝积极正面的方向思考，让消极负面的想法自然消失。提高参与感是绝佳的方法，可以消除任何潜在的负面态度。

	以合理的步调推动企业文化变革。如果你尝试同时改变企业文化太多的层面，不仅会让员工无所适从，也会产生协调沟通的困难，这些都是你不乐于见到的。急功躁进对学习过程不利，也会稀释变革造成的冲击。




3　有支持执行策略的权力结构


权力可以定义成依赖的相反词。在任何组织，最有权力的人就是独揽某种其它人需要的东西的那个人。权力的来源可能是信息、资源、行动的权威或随便任何东西，但基本原则是，有权力的人有管道可以取得其它人想要或需要的东西。

权力会直接影响策略的形成与执行。最有权力的人可以选择偏爱的策略，后续执行上有哪些需要，就会随之产生。研拟策略时，谨记这一点很重要。任何组织在考虑策略时，如果没有把组织内部的权力结构考虑进去，就会面临困难，而且很有可能以失败收场。

那么，可以用什么方法提高自己的实质权力，好可以研拟、并执行你偏爱的策略？下面有几个点子可以供你参考：


	尝试与掌握权力的人结盟——他们会支持你的想法来换取他们想要的东西。通常，只要你能说服某个内部团体接受你所建议事项的优点，就能形成不容忽视的较大权力基础。

	强调将来可以达成的结果有哪些附加价值，而且这个成果是可以测量出来的——也就是成本效益中那个效益的部分。即将到手的利益很具体而且可观时，争取支持就容易得多了。此外，如果你提出的建议与结果有明确的因果关系，能产生什么效益又可以量测得出来，而不是那些难以量化的软性诉求，也会有帮助。

	直接找组织里的领导高层——有权力改变公司内部主要权力结构的人。如果执行长和董事会知道，进行策略变革可以产生明确且不容忽视的利益，就会想探究其中细节。如果你拿出事实俱在，据理力争，他们甚至可能会帮忙调整内部的主要权力结构，协助你推动策略。这是最理想的情况，因为任何会削弱组织竞争优势的事物，领导高层必然都会急于去之而后快。




4　愿意投入拟定策略并贯彻执行的领导团队


组织领导不良可能会使策略执行中断，或至少也会构成重大障碍。有效率的事业单位领导人，通常会用他们的能力把硬性议题与软性议题相互融合，这是执行成功的关键。组织愈是在攸关利害的关头，领导质量对成功与否影响力也愈大。

身为领导者，可以采取以下行动来提升公司执行策略的能力：


	有能力分析、理解、并说服大家接受执行的需要与决策——向全公司上下说明。领导者必须为正确的决策辩护，因为这种决策未必是最受欢迎的决策。必要的时候，领导者也得采取行动，确保该做的事能确实执行。

	开发出既有吸引力、又能配合策略执行的奖励——比起其它因素，奖励最能传递出不易被误解的讯息，彰显执行策略时什么受重视、什么没价值。

	作策略性的长期思考——鼓励对于未来绩效有必要的学习。

	了解内部权力结构——也要知道，如果没有决定权的员工提出真正的好点子时，如何克服来自权力结构的障碍。

	能够决定变革的理想步调——是不是必须采取快速且复杂的互动，或者用渐进的方式、步调稳定地介入，可以产生比较好的成果。

	保持开放的态度——高度包容模棱两可与不确定的状况。

	消弭内部偏见——策略的拟定与执行才不至于完全由一个单位或部门把持。




关键思维

“权力就是社会影响力，这种影响力可以通过不同的方式具体呈现。”

劳伦斯·贺比尼亚克

“员工，是成功执行策略的关键。显然，员工的动机、能力、投入、创造与贯彻行动计划的能力，都会影响执行的成败。所以执行的重心必须放在领导者所营造的组织气氛上。”

劳伦斯·贺比尼亚克





Main Idea





中文



The key to actually executing a chosen strategy is what happens after the decision is made. If things are left to their natural path, most businesses will fail to execute their chosen strategy, and will instead continue doing what they have always done. To get an organization to implement a chosen strategy successfully, a unified and integrated approach to execution is required.

To make your chosen strategy work, concentrate on getting five key factors right as well as paying attention to the context:

[image: no138_6e]




Factor 1　Corporate Strategy　
中文



Main Idea

To be able to execute effectively, the corporate strategy must be clear and focused rather than fuzzy or vague. The corporate strategy must be designed with implementation in mind, and dictates what businesses or industries should make up the corporate portfolio. The corporate strategy will of necessity specify the number of operating units in the organization and how overall resources will be allocated across these units.

Supporting Ideas

Generally speaking, it's much easier to nominate a commercial strategy than it is to actually make that strategy work. There are several reasons for this phenomena:


	Managers are trained to plan — not to execute. Managers tend to know more about formulating a strategy than they know about executing one because this is what their training has focused on.

	Some top-level managers assume they can nominate any strategy they like — and then leave it up to middle-level managers and lower-level employees to figure out the details. They turn execution over to the "grunts" and expect them to figure out any roadblocks which crop up.

	The people who plan strategies are sometimes separate from those who actually do what's required — meaning the "planners" may have no real hands-on feel for the problems the "doers" are striking.

	Execution of a strategy usually takes much longer than formulation-making it harder for people to maintain a feel for the big picture issues.

	Strategy execution is a process — as opposed to strategy formulation which is frequently a one-step deal.

	Strategy execution involves far more people than strategy development ever does — muddying the waters somewhat.



Despite these challenges, effective execution always begins with a good strategy at both the corporate and business levels. A sound strategy is the driving force behind any attempt to execute or make that strategy work.

The differences between a "good" strategy and a "bad" strategy from an execution perspective are:

1．A good strategy at both the corporate and business unit levels is clear and focused — and based on some reality-based thinking rather than head-in-the-clouds thinking. A good strategy will have:

A balance between cash generators and cash users

The right mix and positioning for business units

The optimum amount of risk

Something that will lead to competitive advantage

Awareness of the factors that affect the firm's markets

Realistic and sound assumptions

Thoughtful and thorough analysis at its heart

2．A good strategy integrates at the corporate and business unit levels — so the role of the business is clearly and consistently discussed. This should head off any turf battles over resource allocations. When everyone knows whether their unit is to be treated as a "cash cow" or as a "growth initiative," the appropriate performance metrics can also be agreed upon. To get your strategies to mesh at both levels, you'll probably need to hold some planning sessions where all the issues get discussed openly.

3．A good strategy will define and communicate the operational components — that is, the strategy will be able to be translated into relevant short-term objectives and sensible short-term operational metrics.
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Corporate Strategy


	The preferred commercial strategy of the entire enterprise



Strategic objectives


	Market share

	Profitability

	Shareholder value



Short-term metrics


	Sales targets or quotas

	Customer satisfaction measures

	Cost controls or quality measures



Execution of the strategy will suffer if there are not short-term metrics specified by which people can gauge how they're going. These short-term metrics must be measurable so that things can be improved and changed as required.

4．A good strategy will make appropriate demands on the organization — it will motivate the organization to develop the requisite capabilities so the strategy can be carried out effectively. Effective strategy always takes into account the organization's resources, the demands of the global marketplace and what type of goals the organization's leaders are attempting to achieve.


Key Thoughts

"Strategy is the essential ingredient, the driving force behind execution efforts. Sound planning is essential, then, at both corporate and business-unit levels."

Lawrence Hrebiniak

"Bad strategy begets poor execution. Ill-conceived strategies virtually guarantee poor execution outcomes. Execution truly does begin with a good strategy."

Lawrence Hrebiniak

"A popular mantra among a handful of managers I've known is that 'good execution can overcome bad strategy.' In my experience, that is rarely the case. Bad strategy can create major frustrations, as managers work long and hard hours in a futile attempt to execute that which is not executable. Hard work that produces no benefits is exasperating. Vague strategy and constant changes in strategy have the same frustrating results."

Lawrence Hrebiniak

"The short-term is a key to successful execution; managers routinely spend a lot of time there. It is necessary to have short-term operating objectives that provide measures or metrics that can be used to evaluate execution plans and efforts."

Lawrence Hrebiniak

"If corporate planning is poor or ill conceived, the effects on strategy execution and corporate and business performance are many and potentially fatal. Resources won't be available or sufficient to sustain growth. Needed resources won't be forthcoming for businesses that could potentially grow into stars in the corporate portfolio. Cash generators could be overtaxed or milked too extensively by the company, seriously hampering future cash-generation capabilities."

Lawrence Hrebiniak





Factor 2　Corporate Structure, Integration　
中文



Main Idea

Once the corporate strategy is clearly defined, an appropriate corporate structure can then be determined. Execution of the corporate strategy relies on the appropriate operating structure to be put in place. Usually, this will be a case of hitting the right balance between centralization and decentralization. You want each unit to be responsive to market needs but there will be some activities and functions which should be centralized to avoid the costs of duplication. Once the correct balance is determined, coordination between the units comes through effective integration and communication.

Supporting Ideas

Structure is important to the execution of strategy at both the corporate and business levels. Structural choices are often complex, difficult and flavored by political rather than practical considerations.

There are three key structural issues which will affect an organization's ability to execute strategy:

1．What are the comparative costs and benefits of different organizational structures-and what will be the best way to structure the business? There are usually a variety of different ways the organization can be structured:

By the processes used within the company

Around specific technology or skill sets

Using a divisional, product line or geographical breakdown

Along functional lines

There will be benefits and costs associated with each of these choices:
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2．Should the organization's management be centralized or decentralized — and how should decisions be made? Flat management structures are popular, but they do have some issues that need to be addressed:

Inertia is lost because people have to figure things out.

It becomes more difficult to tap into a superior's expertise.

People may feel unprepared to accept more responsibility.

Communication can become stifled.

In practice, most organizations use a mix of centralized and decentralized management structures. Deciding on the size and role of the corporate head office then becomes a balancing act that is difficult to get right.

3．How should our corporate strategy impact on our corporate structure? In other words, the strategy you choose will not only determine what skills and resources you'll need to develop, but will also influence what type of organizational structure would be best. To be more specific:


	If you're going with a low-cost strategy, a centralized functional business structure will offer the greatest efficiency and economies of scale.

	If you're going to focus on the customer, a specific geographic region or product line, the decentralized divisional structure would be the most effective. Your costs may be higher due to some duplication, but that will be offset by other benefits.

	If you're going with a differentiation strategy, you should run with the divisional organizational approach. One division can focus on one part of the market while a separate second division can focus on your second market segment.

	If you're simultaneously focusing on two strategies (perhaps a high-end product and a commodity product, or a worldwide product line and a country specific product), you might use a hybrid organizational structure where some functions are centralized and others are grouped into separate divisions. If handled well, this can give the best of both worlds.





Factor 3　Business Strategy, Short-Term Objectives　
中文



Main Idea

Each operating unit must create its own business strategy — focused on products, services and how it will compete in the marketplace. In practice, business strategy focuses on how to create and sustain a competitive advantage in the chosen industry. Business-level strategy must mesh and align with corporate-level strategy if the organization is to perform well. To execute the business strategy, strategic plans and objectives must then be translated into short-term objectives the business unit is responsible to achieve. In parallel with this, appropriate short-term metrics must also be developed.

Supporting Ideas

Developing an organizational structure is an essential part of making strategy work, but it's only half the story. Integration and coordination is also required, even more so today when many enterprises have operating units located around the world. Coordinating the work of these different parts of the business and getting everyone on the same page is absolutely vital.

Just as there are two generic types of organizational structure, there are three types of interdependence when it comes to the interaction between different units within an organization:

1．Pooled interdependence — where each business unit pretty much does its own thing and there is little need for the manager of one unit to know what's happening at other units. A performance bonus might depend on the performance of the organization as a whole, so there will be some interest in happenings elsewhere, but no direct opportunities to influence other business units.

[image: no138_24-1e]


2．Sequential interdependence — where the work flows from one unit to another and so on until it goes to the customer. In this case, the people in unit B depend on unit A finishing the work before they can get started, and so forth. A problem at unit A will have an impact on units B and C.
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3．Reciprocal interdependence — where the people in each function or unit deal with the people in all the other functions or units all of the time. One unit can change the rules and affect everyone else at any time.

[image: no138_24-3e]


The way you get each business unit working together and coordinated then varies depending on the type of interdependence relationship that exists:


	For pooled interdependence situations, you would use a set of rules or standard operating procedures to get everyone on the same page. If that fails, the fact there is a hierarchy means any issues that crop up can be dealt with definitively.

	In the case of sequential interdependence, it becomes necessary to standardize rules and operating procedures. A coordination plan might need to be agreed upon between the heads of each operating unit to manage the flow of work and information, and to ensure the actions of one unit don't impact negatively on the operations of another business unit. In addition, there will need to be some sort of agreement on the transfer pricing of products and services sold by one unit of the organization to another.

	Reciprocal interdependence is much harder to coordinate and will require more resources. In this case, it's vital that every unit shares information with the others as problems in one area can negate the work performed elsewhere. If at all feasible, face-to-face interaction should be used where all the key players regularly talk with each other and thrash out any problems that arise.



Note that the corporate strategy and the business strategy will affect the type of business structure that should be used to quite an extensive degree. The strategy will determine the optimum organizational structure, which in turn will impact on the best type of interdependence that will need to exist between the different units of the same company.


Key Thoughts

"Choosing appropriate coordination methods will help avoid problems of 'under-coordination' by matching coordination methods with the task at hand. It will also help avoid problems of 'over-coordination,' such as setting up committees and other burdensome, time-consuming tasks when they're not needed."

Lawrence Hrebiniak





Factor 4　Business Structure　
中文



Main Idea

Business-level strategy, short-term objectives and the preferred corporate structure all impact on the choice of business structure. Different businesses within the same company can and do face very different marketplaces and therefore have a need for different structures rather than complying with a decreed model. A good business structure will reflect and be driven by business strategy rather than management preferences.

Supporting Ideas

Regardless of what structure a business ultimately takes, it's vital that information gets shared and knowledge gets transferred right across the organization. Without this kind of ongoing communication, it is highly doubtful any commercial strategy will work.

Information sharing can be enhanced by the availability of both formal and informal tools. Some of the more common tools are:


	Create and maintain company-wide databases and IT systems where knowledge can be first captured and then shared with others who need it.

	Create formal teams or committees with responsibility for enhancing the flow of information.

	Create opportunities for employees to meet informally and chat. This is particularly important in the sharing of tacit knowledge that cannot effectively be written down.

	Publish a directory that lists key personnel, their geographical locations, their responsibilities and specific areas of expertise.

	Allow everyone to approach anyone else in the organization for help without needing to get their boss's approval.

	Create a common language that everyone uses, regardless of their area of specialization, language skills or technical capabilities.

	Create a culture of trustworthiness so people feel confident about acting on what others are telling them.

	Encourage everyone to take note of new information and assimilate it into what they do.



Regardless of which specific tools are used, its important that you clarify who is responsible and accountable for information sharing within the organization. If this is left up in the air without anyone being made specifically responsible, everyone will assume someone else is already doing this.

To make this happen:

1．Develop a chart that lists all the major tasks, activities or decisions which must be made in order to achieve a strategic goal.

2．List the key decision-makers for each of these tasks or activities. Designate each person's degree of responsibility in this way:

R-full responsibility to make a decision.

C-must be consulted prior to a decision.

A-the person who is ultimately accountable for result.

I-those who must be informed after a decision is made.

?-When you don't really know the degree of involvement.

3．Circulate the chart to all managers and have them designate what they feel their most appropriate responsibility code should be for each task. This may highlight some problems.
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4．Combine all the participants' responses on one chart and get together a management group to discuss the responses. It's likely there will be all sorts of disagreements about who is responsible for which decisions within the organization. This is to be expected, but the group should work together to come up with a single chart everyone can live with. Expect some heated debate before any kind of consensus is reached.

5．If no single chart of responsibilities comes together, split the larger group into two or three small groups and have each group prepare their own idealized version of the chart. Then let each group present their version, arguing its merits. A facilitator or senior business leader can then create one chart openly by reaching agreement with the people who will be responsible. It's important that this be done with the input and agreement of everyone involved.

6．It's a good idea to then put together and circulate a manual or handbook that sets out what will be done, by whom, when and who is responsible to check the work is done.

This process clarifies roles and responsibilities as they lead to the desired outcomes of the strategy. In the absence of this kind of detailed clarification, strategy execution won't happen. Everyone will assume it's the other person's responsibility, and major problems will arise.


Key Thoughts

"Business structure should reflect, and be driven primarily by, the nature of business strategy. Structure does make a difference to business performance. It does affect costs and other outcomes."

Lawrence Hrebiniak





Factor 5　Incentives and Controls　
中文



Main Idea

Execution will suffer if people are rewarded for doing the wrong things. Accordingly, an incentive program that provides individual and group rewards when the short-term objectives are achieved is essential. Of equal importance, these rewards must also reflect the desired business structure. A balance must be struck between group and individual rewards that makes sense. Rewards tell people what's important in no uncertain terms, and what to emphasize. Controls are the feedback loop, providing information to the organization's leaders on how well the strategy is being implemented.

Supporting Ideas

Incentives motivate behavior and actions that are consistent with the desired outcomes. Controls provide feedback about performance so corrective actions can be taken and the organization can learn.

Good incentives motivate people to do more of what works rather than seeking to punish them for doing the wrong things. Incentives come in two general varieties:

Extrinsic — an increase in salary, a bonus, a promotion or something else that's tangible.

Intrinsic — an award, greater autonomy, the opportunity to become involved in more interesting projects in the future and so forth.

It's absolutely essential that the incentives available in your organization reward the right things-ideally performance against your agreed objectives. If you say one thing but reward something entirely different, people will discount your words and do whatever earns the incentive, even if this is detrimental for the organization. It's important to avoid unintended consequences in the incentives offered. You always get what you "pay for."

Once incentives are in place and agreed upon, controls then become important. In effect, controls are the flip side of incentives. Controls provide feedback on performance, reinforce the correct execution methods, provide a corrective mechanism to get back on track and facilitate organizational learning.

Controls operate in this way:
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Note that the effectiveness of this control flowchart will depend on the use of good objectives. Poor objectives will doom the process. If it isn't possible to measure results systematically, or if the objectives don't relate logically to the strategy, the entire process breaks down and becomes pointless. Good objectives are centered around doing the right things whereas with poor objectives, the wrong things are reinforced.

Some other key points to keep in mind are:


	Always make sure you reward the doers and recognize the performers rather than those who mean well but never quite get around to doing what's required.

	Celebrate success. When your organization achieves a milestone, do something memorable.

	Make certain you face the brutal facts honestly and openly. Don't try and fudge the facts. Ignoring the real facts of the situation can only detract from your ability to make your organization's strategy work.

	Recognize and reward cooperative efforts. If the achievement required the activities of a large group, be certain everyone gets recognized and rewarded appropriately. If just the group leader gets the accolades, there will be less willingness to get involved next time around.

	Be very clear about who is responsible and who is accountable for results. The control process won't work if accountability is muddled.

	Provide everyone with timely and valid information so they can take corrective actions sooner rather than later. For controls to work, everyone's information must be accurate and timely. Out-of-date information is a genuine problem. And check to ensure the information you provide is actually being used and not getting lost in the background noise.

	Have leaders in place who will lead by example. The last thing you want is a "Do as I say, not as I do" culture.




Key Thoughts

"Incentives are central to any plan of execution. They tell people what's important and what to emphasize. Behavior that is reinforced tends to be repeated. Successful execution requires that incentives reward the right things."

Lawrence Hrebiniak

"Controls represent a feedback loop. They provide information about the achievement of objectives that derive from strategy and other aspects of our model of execution. This feedback is important because strategy execution is an adaptive process. Managers rarely get everything right; fine-tuning of plans, objectives, and implementation methods is more often the rule than the exception."

Lawrence Hrebiniak





Context　The Four Key Elements　
中文



Main Idea

The context within which executive decisions and actions take place will have a profound influence on making strategy work. The four contextual factors — change, culture, power and leadership — all need to be in sync before any strategy will work. To be able to make the right strategy work, you need to have:

The ability as an organization to manage change

A culture that values execution highly.

A power structure that supports execution of the strategy.

Leadership that is committed to creating and following through on the strategy.

Supporting Ideas


1　The ability to manage change


By definition, making strategy work requires that you manage the changes that occur in the marketplace and within your organization. This is often the single biggest obstacle to effectively executing a preferred strategy.

To manage change effectively:

Assess the size and content of any impending changes. Decide where the focus of any change efforts should rightfully be.

Estimate how much time you have available to execute your planned changes.

Decide whether the necessary changes should be made swiftly in one step, or if a sequential process of progressive steps wouldn't be better.

Make someone responsible and accountable for the various elements of the change process. Be very definitive about this so there is no ambiguity.

Find practical ways to offset and neutralize any overt or covert resistance which might arise to the change initiative.

Monitor the changes as they're implemented. If they're not working as planned, make some tweaks and enhancements. Pay close attention to what's going on.

Obviously the more complex the change that's required or the shorter the time available, the harder the change process becomes. When you have to actually do a number of changerelated tasks simultaneously, the potential for problems increases appreciably as:

Coordination and control become harder to track

People have insufficient time to do cause-and-effect analysis

Organizational learning may be restricted

There may be an inability to adjust performance targets

If at all possible, sequential change is the preferred option. If you can find a way to break large changes down into smaller, more manageable pieces or elements that can then be changed one at a time, some of the problems previously mentioned will be eased or even avoided entirely. The only down side to this approach is sequential change takes time, and the longer you take to make a change, the more potential there is for additional, unanticipated factors to crop up. Furthermore, slow sequential change is fairly unexciting. It won't be possible to make a big deal about launching a major change initiative when it's done in a series of small steps. That mayor may not be a factor worth considering.


2　A culture that values execution


Corporate culture makes a big difference in any organization's ability to make strategy work. Culture is pervasive — it colors and influences everything that happens. If there is a culture of concealment in place, employees will be discouraged from doing what's required. Equally, if the prevailing culture is one of discipline and getting things done, you can be more confident about executing the nominated strategy.

In simple terms, culture dictates the way things get done or the way people behave. Culture embodies the organization's shared values and vision. Changing an organization's culture is difficult, but it can be done. There are five rules or guidelines to keep in mind when it comes to changing a culture:

Make the reasons for change clear, compelling and agreeable to the key players. Explain why prior performance was poor, and use a cause-effect style analysis to generate consensus for making a change.

Focus more on trying to change behavior and less directly on trying to change the culture per se. As you change people's behaviors for the better, you'll find the culture changes correspondingly. Introduce new incentives that will reward the desired behavior. Put in place controls and organizational structures aligned with the new culture. This works better than appealing to individuals to make changes.

Remember effective communication is vital. Let people know where the organization is at in its evolution. Talk to people directly, face-to-face and in groups. Let everyone know what's going on, and what remains to be done.

Do everything you can to reduce resistance to change. Within reason, focus on the positives and leave the negatives to die a natural death. Improving participation and involvement is an excellent way to offset any potential negativity.

Make cultural change at a reasonable pace. 　If you try and change too many aspects of the culture simultaneously, you not only confuse people but also generate coordination and communication challenges that aren't desirable. Trying to move too fast hurts the learning process and dilutes the impact of the changes made.


3　A power structure which supports execution


Power can be defined as the opposite of dependency. In any organization, the people who have the most power are those who monopolize something another person needs. The source of power might be information, resources, authority to act or whatever, but the basic principle is the person with power has access to the things other people want and need.

Power affects both strategy formulation and strategy execution directly. The people with the most power can make the choice of strategy they prefer, and the consequent execution needs will then flow directly from the choices made. It's important to keep this in mind during strategy formulation. Any organization that does not take into account its own internal power structure when considering strategy will face difficulties and likely failure.

So what can you do to enhance your effective power to formulate and then execute your preferred strategy? Some ideas:


	See if it's feasible to form a coalition with those in power — where they will support your ideas in exchange for something they want. Often, if you sell another internal group on the merits of what you're suggesting, you can form a larger power base that cannot be ignored.

	Focus on the value-added, measurable results that will be delivered- that is, the positives of the cost-benefit calculations. It will always be easier to marshall support when the upcoming benefits are real and substantial. It also helps if there is a clear cause-and-effect relationship involved, and if the benefits are measurable rather than being soft or hard to quantify.

	Make a direct approach to your organization's senior leadership — those who have the power to change the prevailing internal power structure. If the CEO and the board of directors learn about clear and compelling benefits that could flow from a change of strategy, they will be obliged to look at the matter in more detail. If you have your facts right and can make a genuine case, they may even be able to help modify the prevailing internal power structure to facilitate your strategy. This is the ideal scenario, as the senior leadership will be anxious to change anything which dulls your organization's competitive advantage.




4　Leadership committed to following through


Poor organizational leadership can stop or at the very least seriously impede strategy execution efforts. Effective business leaders generally bring the ability to meld together both hard and soft issues that will be critical to execution success. The more an organization has at stake, the greater the degree to that success will depend on the quality of the leadership provided.

The practical things you can do as a leader to enhance your organization's ability to make strategy work are:


	Have the ability to analyze, understand and then sell execution needs and decisions — throughout the organization as a whole. Leaders need to be advocates for the right decision that is not always going to be the most popular decision. When needed, leaders need to take steps to ensure the right things happen.

	Develop incentives that are simultaneously alluring and aligned with strategy execution-since more than any other single factor, rewards send an unmistakable signal what is valued and what is not when it comes to executing a strategy.

	Think strategically and long-term — to encourage the learning which will be required to underpin future performance.

	Understand the internal power structure — and know how to overcome the obstacles in this area when a genuinely good idea is put forward by internal constituents who lack the power to make it happen.

	Be able to dictate the ideal pace of change — whether the situation calls for rapid and complex interactions or whether a sequenced, paced intervention would yield better results.

	Be open-minded — and have a high tolerance for situations of ambiguity and uncertainty.

	Even out internal biases — so strategy formulation and execution is not totally dominated by just one unit or division.




Key Thoughts

"People are vital to execution success. Clearly, their motivations, capabilities, commitments, and ability to create and follow through on plans of action will affect the success of execution efforts. It is important to focus on the climate leaders create."

Lawrence Hrebiniak

"Power is social influence, and that influence can materialize in different ways."

Lawrence Hrebiniak



OEBPS/Image00004.jpg





OEBPS/Image00005.jpg





OEBPS/Image00002.jpg
AT

RINRERIKISHER

W BINReRatHETIE
AIRES SHATMAIRAS .

B FRAEFRANBIRESTS, B
FERGREERIGMNARSRME
IESHEWRE, FRERSMR
AT EEEERR.

B THESATEL NSRRI R AR,
REAERI AR R R R
EE.

B EECHRETSEIROlE

“REBHE" BT LREE.
W EIIREE, TLLAEIE
2.
W XS LI ESER

wEER.
B RIENSETFEERR

M EAEERREIDRERITIE,
BEFAAANEERR.






OEBPS/Image00003.jpg
AT

RISEBRIRRISAR
i F
W THESREBEANHEEER. B EALRE. =R, XiEhia
W TEETIRIARIMIEEST, Ay, FLURARE,
E RSB JEp e W AR, TS

BCRIER.

PARRIEE






OEBPS/Image00000.jpg
o El e
o ERSEE

73 ESES

@ AFEE TERELD
@ NEISZH
( 3] NEIRIRLFILEHS

@ BKASRIE






OEBPS/Image00001.jpg
W EA AV AIR Ser L SRR

W hiE 5 E=
M FRENEE
W ERRNE

W $HE B RakECER
N EEREETE
W AR AR E






OEBPS/Image00008.jpg
BN BREHARE BiR

e PP

RN EER
WEEEIERR

DFAREXRE

RN REUEIESTED
s AT






OEBPS/Image00009.jpg
Corporate Strategy

Business strategy Corporate structure

Short-term objectives

Integration

LY e croariztons iy o manage chango—
° T
Y pover e
o I





OEBPS/Image00006.jpg





OEBPS/Image00007.jpg
REEBiR: ARG

Tk | THERIR  IEAR 4R
HHHEE c A I I
FREF RS R | 1 |
BREFFRTE A I 1 |
FRr-RERE c I R c
FREFZAR c | c R
BTHHL c R A A
REREEF A c (& (&
FHRHEERH~R C A R R






OEBPS/Image00015.jpg





OEBPS/Image00016.jpg
Strategic goal: Development of new product line

Major tasks Key Positions

V.P. V.P. V.P.
CEO Market. | Engin. Manuf.

Do market research C A | |
Develop specs for R | | |
new product
Approve A | | |
development budget
Develop working
prototype (o3 | R C
Develop production
technologies c ! c &
Carry out market test C R A A
Make decision on A c c c

mass production

Launch product in
distribution channels c A R R






OEBPS/Image00013.jpg
Manager






OEBPS/Image00014.jpg
Manager






OEBPS/Image00018.jpg





OEBPS/Image00011.jpg
Engineering Marketing

Manufacturing

Functional organization

Benefits

M Coordinating work across
functions can incur some
quite significant costs.

M Different functions will have
different goals and perceptions
as sometimes functional
people get wrapped up in
their specialist areas. It will
be difficult for everyone to
keep the big picture in mind.

H An internal bureaucracy may
grow, slowing down the
organization’s responsiveness
to market conditions.

H Focuses on expertise
required to actually create a
critical mass.

Hl Economies of scale become
available through
standardization.

M Duplication of scarce
resources is avoided using
this structure

M It will be possible and
feasiblefor employees
tobuild their careers by
working in the different
functional areas atdifferent
stages of their careers.






OEBPS/Image00012.jpg
Division 1

Division 2

Divisional or purpose organization

Costs Benefits

H There can be duplication of
scarce resources across the

organization.

H There is the potential for the
loss of economies of scale,
since every division will
want to control its own
resources.

M Effectiveness increases
because of a focus on
customers, products,
geographic markets, etc.

M Fewer coordination
problems leading to
enhanced responsiveness.






OEBPS/Image00010.jpg
B The preferred commercial strategy of
the entire enterprise

M Market share
H Profitability
H Shareholder value

M Sales targets or quotas
B Customer satisfaction measures
Il Cost controls or quality measures






OEBPS/Image00020.jpg





OEBPS/Image00017.jpg
Specify the short-term
strategic objectives

Compare actual and Analyze and study
desired performance significant deviations

Analyze cause-effect Correct the situation
Learn more as needed

Issue incentives

Take corrective action

Make any changes
that are required






