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精彩内容

领导能力涵盖范围广泛，小到员工服装管理，大到全球运筹帷幄，在管理的光谱上，有千头万绪，也有数不清的理论企图厘清管理精髓。作者非常明确地指出，要成为卓越领导人，必须确实掌握8个管理窍门，并且详列每个窍门的主要参考坐标：什么时候该行动？该采取什么行动？怎么评量绩效？已经是现代专业经理人具体而微的“完全领导手册”。


重要概念


绩效卓著的领导人（Leaders Who Perform）


领导人和经理人的差别，在于两者达成目标的方法。经理人激励员工的方式是奖惩，领导人则是用股权及鼓舞；经理人紧盯目标与专案完成期限，领导人则着重于愿景与价值；经理人致力降低成本、减少浪费，领导人则追求创新与能力的发挥；经理人把事情做对，领导人做对的事情；经理人评量绩效的指标是获利能力与顾客满意度，领导人则会再加上员工成长性与满意度。要成为绩优领导人，并没有固定的做法。培养出许多卓越领导人的西点军校，采行的是4阶段的领导训练：第1关是强化组织向心力，教导新生认同团体的价值体系。第2关是帮助个人找到自己在团体中的声音。第3关教导学生建立足够的自信和必要的领导技巧。第4关则是行政领导，教导学生如何为组织谋求长远利益。领导大师本尼斯（Warren Bennis）曾说：“成为领袖并不容易。但学习如何领导，远比想象中容易。因为，每个人都有领导的潜力！”毕业于西点军校的麻省理工学院（MIT）董事会主席米德（Dana G. Mead）也认为：“在100个人里，大约有10%是天生的领导人。这些人也许是因为成长环境或是家庭因素，使他们成为天生的领导人……。再下来的80%，或许有一些领导潜力，但是还没有被发掘。对这些人来说，学术理论对他们会有帮助，实际领导经验更可以帮助他们。除了一些天生的领导人之外，我相信领导技能是可以传授的。与其说是传授，我宁愿用激发，领导力是可以激发出来的。”


领导人的人才库（Leadership Pipeline）


麦当劳创办人柯洛克（Ray Kroc）曾说：“我的企业之所以成功，主要归功于我的洞察力，能够选择人才接掌职位。”从字面上来看，“Leadership Pipeline”就是领导人才的补给线。这条补给线包含纵向与横向，在“CEO、VP、Director、Manager”这条纵线上，其中有任何位置出现空缺，都必须有人选马上递补上来，才能维持企业的运营能力。另外在横线上的则是“量”和“质”的问题，例如当Director出现空缺时，有多少Manager可以递补上来，这些Manager在各方面的能力又有多强。组织建立领导人才库的重要，从以下几项数据可以看出来。根据博思管理顾问公司（Booz Allen Hamilton）的研究报告显示，内部拔擢CEO的企业，营业获利成长比空降CEO的企业高出1.9%。另外，人资专家白翰姆（William C. Byham）认为：“虽然多数企业都以向外寻求人才为优先考量，但是根据调查，企业由外部引进人才作为接班人选，失败率高达50%至75%。因此，企业必须认真考虑如何有效自内部培养人才。”

福特六和是许多人心中的最佳雇主，其中“接班人计划”是极具吸引力的要项，这项计划是由中高阶主管透过人员发展委员会，从同侪或下属中，寻找自己职位的接班人，一旦自己另有任用，才有适当人选能在第一时间接棒。长安福特马自达汽车公司总裁沈英铨曾任福特产品开发技术部副总，当时他希望转任客服处，可是公司认为他表现优异，担心没有适当接任人选。沈英铨学到：永远要培养接班人，把接班人训练得比自己还强，自己才有机会动。沈英铨指定时任产品开发技术部经理的杨朝彰，并且告诉杨朝彰：“你现在就要开始想，当副总要具备什么样的能力。”5年后，福特六和答应让沈英铨转调，而杨朝彰也顺利接任产品设计开发处副总。


社会体系（Social System）


最早用社会体系概念来研究人类社会行为的是，美国社会学家帕森思（Talcott Parsons）。帕森思在1951出版的《社会体系》（Social System）中阐述了社会体系的3项特性，包括：1.是由两个人或两个人以上群体产生的交互作用。2.体系中的成员（行动者）与其他成员处在同一“社会情境”中。3.成员之间会有相依互存的行为，这种行为是受共同的目标导引，并且会服膺共同的规范与认知。现代化的企业组织就是一种社会体系，包含了每位成员不同的思想背景、价值观、认知态度以及行为习惯，这些特质会随着成员心智的成长与环境变迁产生变化，所以社会体系是动态的，而正确评量社会体系，也就成了重要的领导技术。组织里同一职务的权力，在不同时期可能产生的实质效果不会是绝对的，权力基础或许相同，如：对资讯管道的控制、对有形资源（金钱、设备等）的控制、在特定领域的专业、人格特质，以及与重要人士的良好关系等，但是任何一种权力基础的效用，都与社会体系的特性息息相关。领导人在管理时除了掌握职位权力之外，更应该重视部属的特质、中阶主管与部属间的相互依存关系，以及个别部属的权力等，才能顺利领导开放的社会体系。



5分钟摘要





英文



绩优领导人与平庸领导人的差异，就在于“窍门”。

窍门通常包含了8项技能，每项技能虽然各不相同，结合起来却可以大大提升领导人的能力，帮助领导人缔造具体绩效。
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“要能带领公司面对几十年来最艰巨的商业环境，必须做到特定要务，也必须扮演特定角色，而这些要务与角色就是领导的窍门。这个环境需要的是成竹在胸的领导人。我们永远会遇到各种改变，但是目前改变的幅度、速度与深度，往往超越大多数人一生经历过的改变。”

——瑞姆·夏蓝

“由于现在人才、资本与知识都很容易流通，任何地方都可能出现世界级的竞争对手，这一点从新兴国家纷纷崛起就可以看出来，这些国家都各有独擅胜场的产业。像Google原本名不见经传，却在短短几年内成长为市值数十亿美元的企业，成为全世界最有价值的企业之一。市场上不仅有大量机会，同时也有很多陷阱，这些陷阱可能会吞噬整家企业与整个产业。想想看，我们随便就可以举出几个因为Google而受到挑战的产业，如广告、广播与出版业。你的领导窍门会持续遭受考验，测试你能不能带领公司朝正确的方向前进。”


——瑞姆·夏蓝







MAIN IDEA





中文



"Know-how" is defined as what separates leaders who deliver results from those who don't.

Know-how generally consists of eight skills that are different and distinct yet when combined and linked can mean a huge difference in ability to deliver real-world results.
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"Know-how is about what you must both do and be to lead your business in what is shaping up to be the most challenging business environment in decades. We need leaders who know what they are doing. Change is always with us, but its current magnitude, speed, and depth is unlike what most people have experienced in their lifetimes."


—Ram Charan



"World-class competitors can now emerge from anywhere—witness the wave of emerging nation players that have clear advantages in their industries—thanks to the mobility of talent, capital, and knowledge. A Google can come from nowhere and grow into a multibillion-dollar business in a few short years, becoming one of the world's most highly valued companies. There are not only huge opportunities but also great pitfalls that can swallow up whole companies and industries. Think for a moment about the challenges Google has presented to companies in the advertising, broadcasting, and publishing industries, to name just a few. You will be constantly tested for your know-how to lead your business in the right direction."


—Ram Charan







领导窍门的8项技能1　找到定位　
英文



找出杰出构想，既能满足顾客需求又能获利

主要观念

定位是公司运营的核心构想，掌握到窍门的领导人会学习如何为自己的企业找到定位，然后会经常重新定位，让企业能够获利。如果不能找到适切的定位，公司的根基就会逐渐萎缩。

支持概念

只要顾客买账，就是正确定位

要判断自己是不是为公司找到适切的定位，其实很容易。如果顾客喜欢公司的商品，公司也可以透过销售获利，定位应该就是适切的。如果顾客搞不清楚公司从事什么业务，因此不愿意购买公司的商品，那么公司的定位应该就错了。你必须随时不断增加不同的商品，并且淘汰部分商品，公司的定位才能够跟上不断改变、演进的市场。

以下举报业为例：


	多年来，报社营利的模式相当简单明了，就是尽量多卖广告，还有刊载读者愿意付费阅读的资讯。

	后来出现了网际网络与Google等搜寻引擎，使得顾客能够按照自己的需求搜集资讯。有愈来愈多消费者转而通过网络获得资讯，而广告主用在平面媒体的广告预算，也随之不断递减，这些预算原本是不会用在电子媒体上的。

	为了因应这种新的竞争形势，报社不能维持过去的定位，而是必须寻找新的营收来源、探究可能的新成本结构，以及构思不同的做法，设法创造获利。这是很不容易做到的，因为必须从更宽广的视野来观察市场。

	报社或许可以提升读者取得资讯的便利性，不断更新各种新闻与资讯，并且传送到iPod等手持装置上。这市场或许可以分割成许多规模更小的区隔，每个区隔需要的新闻与资讯，都用不同的方式加以整理以及传送。掌握窍门的成功领导人会随时动脑发想，为企业找出其他可行的定位。



市场定位是持久战

找到定位很像是场持久战，不是一战定生死的对决。同一个产业里的不同厂商，会采行完全不同的市场定位，这使得定位这项挑战饶富兴味。任何一家厂商的行动都会产生后续效应，使其他竞争对手调整原本打算采行的定位。

■什么时候调整定位？

那么，要怎么判断公司必须何时更新或调整定位？可以观察下列几项领先指标：

出现全新的市场利基，而且这个利基的规模持续成长

开始有新的竞争对手进入产业，并且提供全新类型的商品

主要竞争对手大幅改变公司定位

市场上出现新科技，使得消费模式大幅改变

顾客明显地放弃公司的商品，转而向其他厂商采购

有新的顾客进入市场

公司的市占率大幅下降

新的运营模式或管理模式在产业中扎根

要达成获利率的难度超过以往

运营现金流量无预警减少

顾客满意度显著下降

■定位窍门的2项关键

上述种种早期预警的迹象，是在提醒你必须调整公司定位，但是这些迹象常常不明显，很容易被忽略，必须寻找合适的资料取得来源，才能注意到这些警讯。

找到定位的窍门通常包含2项关键因素，一是心智，要能仔细分析市场，发掘最佳的获利良机；二是心态，要能够及早面对现实、采取行动，不要逃避。
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The 8 Skills of Know-How 1　Positioning　
中文



Finding an Idea That Meets Customer Needs and Makes Money

Main Idea

Positioning is the central idea of your business. Leaders with know-how learn how to position and then regularly reposition their enterprises where they can make money. If you don't get this right, the foundation of your business can fade away into irrelevance.

Supporting Ideas

Correct Positioning Makes Money

It's actually quite easy to determine whether or not you have your positioning right. If people like what your business has to offer and you can sell things at a profit, you've probably got things right. If people are confused about what you do and therefore reluctant to buy, you probably have your positioning wrong. Over time, you have to keep adding different things and deleting others to keep your positioning relevant to the changing and evolving marketplace.

Take the example of the newspaper industry:


	For many years, the way to make money in this business was simple and straightforward—run as many ads as possible combined with information that people will pay to read.

	Then along came the Internet and search engines like Google that in effect allowed the customer to personalize their information gathering activities. As more consumers have turned to the Internet for information, the amount of money advertisers have allocated to print rather than electronic media has steadily declined.

	To respond to these new competitive challenges, newspapers can't retain their past positioning. Instead, they need to figure out where the new sources of revenue will be, what the new cost structures are likely to be and what they need to do differently to make money. This is difficult because it requires looking at the marketplace in a broader context.

	Newspapers may make available news and information that is continuously updated and then broadcast to an iPod or other handheld device. The market may fragment into a much larger number of smaller segments, each of which will need a different approach to packaging and delivering news and information. Successful leaders with know-how engage in this kind of mental gymnastics and develop viable positioning alternatives all the time.



Positioning Is an Ongoing Battle

Positioning is very much an ongoing battle rather than a one-off activity. And just to make the positioning challenge even more interesting, different players in the same industry will adopt radically different market positions. Moves by any individual player will also have flow-on effects on the positioning other competitors can reasonably adopt.

■When should positioning be modified?

So how can you tell when your positioning will need to be updated or modified? There are various leading indicators to watch for:

When an entirely new market niche emerges and grows

Whenever new competitors start to enter your industry and make non-conventional offerings

When a key competitor radically changes their own positioning

When new technologies come along that dramatically alter consumption patterns

When it becomes clear customers are defecting away from your offerings towards others

When new customers enter the marketplace

When you suffer a significant loss of market share

Whenever new business models or management models take root within your industry

When there is greater-than-normal pressure on your profit margins

When you suffer an unexpected decline in operational cash flows

When there is an obvious decline in customer satisfaction.

■2 keys to positioning know-how

Many of these early warning signs for the need to change your positioning will be small in magnitude and easy to miss. You need to search for the right sources of information to pick up on these signals.

The two key elements of positioning know-how are generally the mentality to dissect the market and find the spots where the best money can be made and the psychological inclination to confront reality and act sooner rather than later.
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领导窍门的8项技能2　看准变化　
英文



领先别人一步，发觉外在变化

主要观念

聪明的领导人会一直走在潮流的前端，在竞争对手还没开始反应之前，就先采取行动。这些领导人能够早人一步发觉改变，并且调整出能够因应未来的做法，而不是萧规曹随。

支持概念

要具备一双慧眼

领导窍门的第2个面向是“连连看”的能力，也就是要能注意到每天出现的各种线索，从中掌握市场变化的趋势，然后综合线索作出合理判断，找出公司未来的发展方向。

要把这些线索有效联结，就必须从局外人的角度观察自己的公司与产业，同时还要抛开既有的利益，关注整体商业环境中的大小事。如果能够早点发现变化之处，就有时间尝试新构想、进行实地测试、应用自己的资源，并且在必要时重新调整公司定位，让公司站在更有利的位置。

外在变化可能是周期性或是结构性的。根据经验法则，周期性变化是比较容易掌握的，可以暂时搁置，而结构性变化则是长期的，因此必须采取永久性的因应做法。能够洞烛先机，看出即将发生的外在变化，就像是在辨识变化的模式。能够看准改变的人才，通常都非常善于察觉外在环境的变化模式。这种能力让这些人才能够自信、果决地行事，在此同时，其他人还在忙着整理筛选资料、分析资料。

观察的角度

要辨识出新出现的模式，必须要能回答下列7个简单明了的问题：

■今天世界上发生什么事情？

观察目前正在发生的各种变化，设法在心中建构起全盘的认知。必须补充各种不足的资讯，判断在某个领域发生的变化，可能对其他领域造成哪些后续效应。

■从自己的参考架构来看，这些变化中哪些对自己有利，哪些不利？

掌握窍门的人才都具有自省的能力。必须评估自己为什么以前会错失部分线索，并且采取因应措施。



【编注：放大镜


参考架构

是指个人的认同、世界观和信念等意识，是人定义自我、外在环境与人际关系的基础。个人透过自己的世界观和经验，赋予上述面向独到的解释，整合成为个人的参考架构。参考架构能够提供个人全盘的认知、观念，并且促成行动。组织行为学者认为，组织或工作中发生的状况，并不是影响成员态度与行为的最重要因素，真正的影响因素是成员根据参考架构，对这些状况的认知及解释。领导人要了解成员“工作满足感”的高低，就要先认识组织成员的参考架构，从成员的角度评量工作价值与其预期价值的差距。】



■那些受到最大影响的人，可能会采取哪些因应措施？

聪明的企业领导人会评估各种可行的因应措施，透过不同的角度来观察变化，然后作出合理判断，哪些是最可能发生的状况。必须学习如何做到这点。

■大环境的变化对组织与组织的策略会有什么影响？

掌握了大环境的变化之后，接着就可以判断，这些变化对自己的公司会产生哪些后续效应。然后就可以规划可行策略，帮助公司掌握所有新机会。

■对公司来说，还要出现什么变化，才会有绝佳的新契机？

花点时间了解一下，必须等待哪些先决条件。这样才可以判断，机会是不是成熟了，并且了解公司目前的进展。

■公司可以采取哪些措施，积极促成上述变化发生？

这通常表示，要重新调整公司的组织架构，以掌握变化带来的新机会。另外可能也要注意到，领导人才培养与管理结构等措施。

■公司接下来应该采取哪些行动？

在消化并处理上述各种资讯之后，接着就要采取行动。光是能正确预测变化，却裹足不前、毫无作为，是没有用的。

不断抬起头来看世界

人很容易就会一头钻进手边处理的事务，造成自己无视于周遭各种事物。掌握窍门的人才总是不断精益求精，因为他们能够从大环境的视野去思考自己的运营模式。要享有同样的优势，就必须练就看准未来改变的技能，让自己的公司站上有利的位置。这是非常重要的，因为世界随时都在改变。
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Noticing External Change Before Others Pick Up on It

Main Idea

Savvy leaders stay ahead of the curve and act before their competitors even start to respond. They pick up on changes in the environment early and adjust for what will work in the future, not what worked in the past.

Supporting Ideas

Hone Your Senses

A second aspect of know-how is your ability to "connect the dots"— that is, to pick up on all the clues that come in daily about ongoing changes in the marketplace and assemble them into sound judgement about where your business needs to be in the future.

To do this effectively, you need to be able to look at your business and industry from the outside in. You need to be looking at everything that is happening in the general business community as if you had no vested interests. If you can pick up on changes early on, you'll then have time to try new ideas, run some real-world tests, apply your resources and if necessary reposition your business more advantageously.

External changes can be cyclical or structural. As a rule of thumb, cyclical changes need to be managed and can be deferred to some extent, whereas structural changes are long term and therefore require permanent corrective actions to be taken. Being able to see pending external changes before they occur is more an exercise in pattern recognition than anything else. Those who are skilled in pinpointing change are typically very adept at detecting patterns in the external environment. This competency then allows them to act confidently and decisively while others are still bogged down sorting, sifting and analyzing the data.

Angles of Observation

To pick up on emerging patterns, there are seven reasonably straightforward questions you need to be able to answer:

■What is happening in the world today?

Look at all the changes that are taking place and try to get a complete mental picture. You'll need to fill in the gaps and decide how changes in one area will have likely flow-on effects elsewhere.

■In terms of my personal frame of reference, what has worked for me and which aspects have not?

People with know-how have the ability to engage in some self-reflection. You need to evaluate why you may have failed to pick up on some clues in the past and then do something about it.

■What are the potential responses from those who are most affected?

Savvy business leaders evaluate all potential responses. They look through the eyes of different groups and make an informed judgment about what is most likely to happen. You must learn how to do this.

■What will changes in the big picture mean for my organization and its strategies?

Once you have the big picture issues in place, you can then determine what the flow-on effects will be on your own enterprise. You can then develop workable strategies that will allow you to seize any and all new opportunities.

■What would need to happen for new and exciting opportunities to open up for us?

Spend time getting a feel for the prerequisites that will need to fall into place first. You will then be able to differentiate what level of certainty there is, and how far along the sequence of unfolding events are.

■What can we do to play a role in making those respective changes happen proactively?

This generally means reorganizing your business to be positioned for the new opportunities. You may also need to look at your leadership pipeline, management structures and other practices.

■What can and should we do next?

Once you've assimilated all this information and processed it, you then need to go ahead and move. There's no use accurately anticipating change but then sitting back and doing nothing worthwhile about it.

Keep Your Eye on the Big Picture

It's easy to become so immersed in what you' re doing that you develop a form of myopia to everything else. Those with know-how are always busy becoming better at what they do because they can see their own business model in the context of the big picture. To enjoy those same advantages, you need to become skilled at pinpointing the changes coming soon and placing your business in an advantageous position. This is important because the world is changing all the time.
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规划做法促进员工合作

主要观念

精明的领导人为了达成绩效，会妥善管理组织的社会面向。这些领导人会解决问题，让所有员工的努力都能够步调一致，这样才能达成共同的目标，不会各行其是。掌握窍门的领导人，会去调整组织内部的社会体系。

支持概念

管理组织内部的社会体系

领导窍门的另一个层面就是，要能让组织的社会体系在必要时，达成应有的表现。让员工为共同的目标齐心努力，是一项非常重要的经营技能。有时候这就像是要管一大群猫一样，你可以投入许多心力来管这群猫，但是猫终究还是只会做自己喜欢的事情。

要管理组织的社会体系，可以从下列2个部分着手：

带领组织通过重大考验

掌握窍门的领导人能够建立良好的社会体系，让社会体系符合公司要达成的目标。如果发生问题，领导人会采取行动加以解决，运用具体步骤处理问题。

■积极做法

要能积极管理与改善组织的社会体系，可以采取下列几种做法：

说明目前的决策过程。

追踪资讯在组织内流通的速度。

诊断公司的运营机制，确定各项机制是否都能够缔造应有的运营绩效。

提供员工诱因，鼓励员工改用更有效的作业方法。

发起并且引导内部对话，让员工评量各自的决策品质与成果，并借此提出改善建议。

■促成组织正面行为

管理社会体系面临重大考验的地方，通常就是在碰上“关键十字路口”的时候，这时必须促成组织的资讯流通、解决内部冲突、取得组织对各种取舍的共识，并且作出决策。在面临各种关键十字路口的时候，社会体系能够促成组织采取正面的行为，是极为重要的。领导人的责任就是要规划并执行能够顺畅运作的社会体系，而社会体系的运营机制在关键十字路口必须要发挥作用。另外也必须经常持续地对话，让员工了解哪些行为是公司可以接受的，哪些不是。
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解决组织暗藏的伏流

大多数企业现有的社会体系，都是由不同构件拼凑起来的拼装品，不是设计不佳，就是经过长期演变而成的结果，所以组织往往会暗藏许多有待解决的冲突。这些冲突造成组织效率不彰，还会浪费大家的心力，例如开了冗长会议却无法达成结论。掌握窍门的领导人，有责任要消除这种浪费。

■关键问题

你应该经常问自己以下4个问题：

公司目前的运营机制，是为了达成什么目标，而各机制间的联结是否健全？

公司的运营机制中有哪些值得保留，又有哪些应该汰换，改采更新、规划更完善的机制？

哪些运营机制应该彻底重建？

我们应该规划哪些新的运营机制，并且把这些机制整合到公司的社会体系中？

不断调整社会体系

要形成最适切的社会体系，就要根据组织最重要的运营活动进行规划。如果想要让经营绩效达成新的里程碑或是改头换面，就理所当然有必要调整社会体系，才能经常达成目标绩效。如果不这么做，员工就会因循苟且，而这也就表示，组织的绩效会停滞不前。想要达成不一样的成果，就必须调整社会体系，甚至进行大翻修。

家得宝的案例

家得宝在2000年任命纳德利担任执行长，就是个很好的例子。1978年，家得宝从单一一家店起步，到了2000年，分店数成长到约1,100家，创造400亿美元的营收，可见家得宝绝对采取了许多正确的做法。

家得宝的成长，为公司招致了许多潜藏的问题。公司太过强调销售额，忽视了其他评量指标，包括获利率、现金流量与存货管理等。各家分店的店长自行决定向哪些厂商采购，无法充分发挥家得宝的规模优势。纳德利想出一些新的做法，让公司能够保持成长。纳德利并且规划出一些制度，让这些变革能够深植于组织之中，并且持续发展。

■纳德利的新制

建立新的内部规划流程，名为“策略性运营与资源规划”。

每个星期召开2小时的规划会议，所有高阶管理团队都要参加。

成立新的“店长大会”，讨论新的提案并且取得各店长对提案的共识。

由于家得宝实施了上述制度在内的新运营机制，使得营收到了2005年几乎成长了1倍，达到8,000万美元，也为公司创造了亮丽的每股盈余成长。虽然纳德利在离开家得宝时的高额遣散费引起争议，但是没有人可以否认，纳德利掌握了窍门，能够改变家得宝的社会体系。
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Shaping the Way Your People Work Together

Main Idea

Astute leaders manage the social aspects of their organizations to deliver results. They resolve problems and then synchronize everyone's efforts so a common objective is achieved rather than letting everyone do their own thing. Leaders with know-how change their organization's internal social systems.

Supporting Ideas

Managing Your Organization's Social System

Another dimension of know-how is having the ability to make your organization's social system deliver just what is needed when it is required. Getting people to work together towards a shared objective is a vital business skill. Sometimes, this is likened to herding cats—you can put loads of energy into it but at the end of the day everyone pretty much does whatever they like.

Managing your organization's social system has two parts:

Leading Your Organization Through Critical Tests

A leader with know-how will develop a social system that is in sync with what the business ought to accomplish. If there is a problem, he or she will initiate corrective actions and wake sure specific steps to fix it.

■An active approach

To actively manage and improve your organization's social system, there are a few things you can do:

Map how decisions currently get made

Track how readily information flows around your organization

Diagnose your operating mechanisms and make sure each is geared to the right business result

Provide incentives for people to upgrade obsolete internal systems with better ones

Initiate and guide an internal dialogue where people evaluate the quality and substance of their decision making with a view towards suggesting improvements

■Encouraging Productive Behavior

The place where the rubber figuratively meets the road when it comes to managing a social system generally lies at the "critical intersections"—at all those places where information needs to be exchanged, conflicts need to be resolved, trade-offs need to be agreed upon and decisions must be made. It's absolutely vital that your social system encourages productive behavior at these various critical intersections. It's your job as a leader to design and implement a well-oiled social system with operating mechanisms that function well at those critical intersections. You also have to signal which behaviors are acceptable and which are not through ongoing dialogue.
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Resolving Hidden Conflicts

Most companies' existing social systems are a mishmash of different building blocks that are either poorly designed or that have evolved over a period of time. That's why there are often a number of unresolved conflicts lurking just beneath the surface. This leads to inefficiency and wasted energy—for example, sitting through meetings that achieve nothing. Your job as a leader with know-how is to eliminate waste.

■Key questions

There are four questions you should be asking all the time:

What is the purpose of our existing operating mechanisms and how good are the linkages between them?

Which of our operating mechanisms are worth keeping in place and which should be replaced by newer and better designed options?

Which operating mechanisms should be completely rebuilt?

Are there new operating mechanisms we should be developing and then integrating into our social system?

Tweaking Your Social System

The best social systems are designed around your own organization's most important business activities. When you're trying to achieve new or different business results, it stands to reason you'll also need to tinker with your social system to achieve those results on an regular basis. Otherwise, people will probably go on doing what they have always done, which will mean your output will remain pretty much the same as it has always been. If you're out to achieve something different, your social system will need either tweaking or a major overhaul.

The Home Depot Story

A good example of this was when Bob Nardelli was appointed CEO of Home Depot in 2000. The company had grown from a single store in 1978 to around eleven hundred stores generating $40 billion in revenue by 2000, so they were obviously doing many of things right.

However, all kinds of problems that lurked beneath the surface had been generated by that growth. The company was emphasizing sales at the expense of every other metric, including profitability, cash flow and inventory management. Individual store managers were making their own purchasing decisions, failing to take full advantage of Home Depot's scale. Nardelli came up with some new ways to keep the company growing. He also developed systems that would enable those changes to take root and flourish.

■Nardelli's new system

A new internal planning process called SOAR—Strategic Operating and Resource Planning

A weekly two-hour planning meeting involving all of the senior management team

A new Store Manager Council where new initiatives were discussed and agreed upon

As a result of these and other new operating mechanisms, Home Depot's revenue nearly doubled to $80 million by 2005, which in turn generated strong earnings-per-share growth for the company. Nardelli would later be caught up in controversy over his severance package with Home Depot, but nobody can doubt he had the know-how to change Home Depot's social system.
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做到适才适所

主要观念

掌握窍门的领导人会挑选出优秀人才，培养成领导人，让这些人才能够在适当时机接替自己的工作。这些领导人会找来有执行力的人才组成团队，不会事必躬亲。

支持概念

培养接班人

掌握窍门的领导人有一项明显的特征，就是在他们离开的时候，组织一定比当初他们接任时更稳固。这种领导人有识人之明，能够培养出新的领导人才。他们会积极寻找有领导潜力的人才，创造成长机会，让这些人才能够提升自己的能力，然后日渐成长茁壮。组织会因此更稳固也更有应变能力，因为组织拥有充分的领导人才可用。

领导人的责任是要达成任务，不是要事必躬亲。要能时时做到这一点，唯一的方法就是要培养领导人才，说得更精确些，就是要建立未来领导人的人才库。这样一来，你就不必亲自处理各种大小事务。

循序做好人才的管理

许多组织会先设定职务内容，再找来适合的人才来担任该项职务。掌握窍门的领导人则是反其道而行，先发掘具有领导才能的人才，然后规划出职涯发展的方向，让这些人才有空间成长茁壮。这些人才会逐渐承担起更为复杂的挑战，因此会培养出更强的能力，将来才能在企业中担任更重要的角色。光是每年做一次绩效考核是不行的，而是必须仔细观察员工目前的能力，针对这名员工的弱点给予富有挑战性的任务，促使员工成长。

那么实际上应该怎么做？你可以采取下列做法：


	提升识人能力，发掘员工的领导才能——仔细观察员工的行动、决策与行为。要记住的是，自己可能会有个人的偏见，所以必须经常从不同的角度检视自己对员工的看法。

	征询其他人对特定员工的观感——这样才能对特定员工的正面及负面特性，有更全面、更确实的认识。在衡量特定员工能够为公司带来什么效益的时候，要搜集各种证据，探询员工真实的面貌。

	做好准备深入探究——实际了解这名员工。这可能要透过好几次的面谈来观察，或是跟这名员工的同事深入讨论。在对这名员工下定论之前，不要只是观察表面的表现，要深入探索他的本质。

	有效培养公司未来的领导人——向这些未来领导人清楚说明，要能够成长，应该朝哪个方向努力，以及在目前职位上又应该达成什么表现。不要太过注重他们未来发展的机会，而忽略了他们目前的缺点。协助员工看清楚，他们目前的表现有哪些必须提升，才能完全发挥自己的潜力。定期跟员工当面对谈，指出他们的优点与缺点。长久下来，这种讨论会很有帮助，也会很有价值。

	订定清楚、严格的标准——让员工真正了解，每项工作要做到什么程度，才算是成功。如果订出的标准太过繁琐，就会造成员工的困惑。要非常精确地锁定真正重要的事务，清楚说明公司的期望，然后让员工各展所长。

	以建设性的方法处理各种不适当的人事安排——因为在处理人事问题的时候，永远无法保证会造成什么结果。有些人会勇敢面对眼前挑战，但是有些人则会彻底挫败。有太多可能的原因会造成人事安排不当，但是无论如何，最好要做好准备，勇于处理各种安排不当所衍生的问题。或许必须为员工另寻其他更适合他们才能的职位，或是跟员工说清楚，到其他公司发展会比较适合。



如前所述，要测试自己是不是掌握了识人的窍门，就看自己能不能建立未来领导人的人才库。不仅要设定明确的标准，用这些标准来评估未来的领导人，也不仅要愿意投注资金进行培训计划，更必须跟其他人合作，找出未来的领导人，而且一定要指派他们适当的任务，让他们能够培养能力并增长知识。要让他们广泛接触各种市场、文化、消费者与运营模式，还要定期追踪与掌握他们进步的幅度。
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关键思维

“最成功的领导人之所以能留下美名，是因为他们能够建立领导人的人才库，让组织的人才比他们接任时还充沛，并且借此立下供后进追随的标准。”


——瑞姆·夏蓝
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Matching the Right People to the Right Tasks

Main Idea

Someone with know-how selects and develops other leaders who can take their place when the time is right. They build a team of people who can get things done rather than trying to do it all themselves.

Supporting Ideas

Fostering Future Leaders

One sure indicator of someone with know-how is that they always leave their organization stronger than how they found it. They have a real talent for spotting and then developing new leadership talent. They actively search for people with latent leadership potential, create growth opportunities where these people can leverage and deepen their abilities and allow them to grow progressively stronger. This makes their organizations stronger and more flexible because there is a deep pool of leadership talent available.

Your job as a leader is to get the job done, not to try and do everything yourself. The only way you can achieve this consistently is by growing other leaders, or more specifically by building a pipeline of future leaders. In this way, you won't have to deal with every issue yourself.

Managing Talent Appropriately

Many organizations start with a job description and then find the right person to fill that opening. Someone with know-how reverses that dynamic. They spot leadership talent early and then create a career path that will give that individual room to grow and develop. As these individuals take on progressively more complex challenges, they then become more competent to take on a greater role in the business in the future. This is more than conducting an annual performance review. Instead, it requires that you create a view about the person's current competencies and then match that person's weak areas with challenging stretch assignments that will promote personal growth.

So how can you achieve this in practice?


	Become better at spotting leadership talent in others—by observing their actions, decisions and behaviors up close. Keep in mind that you will have personal biases of your own, so you constantly need to cross-check your thinking with others.

	Try pooling your observations about others—so you get a fuller and more accurate picture of each individual's positive and negative attributes. Muster evidence and probe beyond generalities when you consider what a person brings to the table in this way.

	Be prepared to "drill down"—and get to the truth about a person. This may be a matter of keeping notes about multiple meetings, or you may need to talk with the people they work with in depth. Go beyond superficial observations and get down to the real nitty-gritty details before making a judgement.

	Develop your future leaders effectively—by both clarifying what path they need to follow to grow and what they need to be working on in their current job. Don't be so focused on the opportunities of the future that you fail to notice their current shortcomings. Help people see what aspects of their current performance need to be enhanced if they are to reach their full potential. Have regular face-to-face dialogues where you spell out what's going well and what isn' t. Over a period of time, these discussions will be very helpful and worthwhile.

	Establish clear nonnegotiable criteria—so they genuinely understand what each job requires them to do to succeed. If you make these lists of criteria too long, you cause confusion. Focus like a laser on what really matters, spell that out and then let the person use their own initiative.

	Find constructive ways to deal with any mismatches that occur—because you can never really be sure what will happen when dealing with people. Some will rise to the challenges placed before them but others will fail miserably. There are all kinds of reasons for this but at the end of the day, you'd better be prepared and willing to deal with any problems that are generated. This may be a case of finding them another position that is a better match to their talents or making it clear to the person that their future lies elsewhere.



As previously mentioned, the genuine acid test of your judging know-how is whether or not you succeed in building a pipeline of future leaders. This is more than merely specifying your criteria for future leaders. It also goes well beyond spending money on training and development programs. You have to work with others to identify the leaders of the future and make sure they receive assignments that will stretch their abilities and expand their knowledge. They need to be exposed to a wide variety of markets, cultures, consumers and business models. And their ongoing progress needs to be tracked and monitored regularly.

[image: 031.01]





Key Thoughts

"The most successful leaders leave a legacy by establishing a pipeline of leaders that is better than what they inherited and, in addition, becomes the standard against which the rest are compared."


—Ram Charan







领导窍门的8项技能5　打造团队　
英文



促使优秀人才协力合作

主要观念

领导窍门之中有个很重要的面向，就是要让活力充沛、才能出众的人才为公司整体的利益努力，而不是只为他们各自的职涯发展奋斗。打造绩效卓著的团队，能够为公司带来绝佳的机会，可以让企业提升实力，并且加速向前迈进。

支持概念

唯有合作才成团队

在投入时间与努力，找到具备聪明才智的人才之后，接下来的挑战就是，要把这些人才组合成一支团队，让大家在工作上的努力能够步调一致，带动繁荣兴盛。每个人都自然而然地会把心力用来培养自己的专业能力，但是想要达成伟大成就，就必须让所有人同心协力。显而易见地，要产生综效，同心协力是唯一的方法，只有让绩优人才共同合作，才能产生综效。

要打造通力合作的领导团队，可以采取下列做法：

■建立团队对公司的共同认知——做法是要分享自己拥有的各种数据资料。让所有成员都能确切了解公司运营的基本状况，使大家能够有共同的认知。只有让整个团队都清楚了解公司的各项运营措施，团队才能真正为公司带来价值。一定要让所有成员都深入了解公司在市场上的实际状况、公司面临的挑战，以及公司拥有的资源，这样所有成员才能齐步向前。

■只要有妨害团队效率的行为，都要直接处理——处理这些问题，是需要勇气的。许多人会想要避免冲突或是粉饰太平，或是希望问题会自然而然获得解决，这都是在浪费时间。只要有成员的行为会妨害团队的效率，就必须鼓起勇气直接处理，告诉成员，公司不乐见这种行为，请成员改进。

■找出冲突、解决冲突——以免冲突影响进度或造成问题。及早预见冲突并解决冲突，就可以避免冲突演变成个别成员间的龃龉。冲突通常会以下列3种形式呈现：

工作分配冲突——由谁负责哪件工作？

流程规划冲突——团队要如何完成任务？

资源分配冲突——团队要如何使用公司资源？

■挑选合适的成员加入团队——团队通常是由具备各种条件的人才组成，这些条件包括技术能力、果决的态度、落实承诺的能力、部属的敬重以及同侪的尊重等。要记住的是，即使延揽了优秀的人才，还是必须让所有成员把组织的成功，摆在个人的利益之前，团队才能缔造最卓著的表现。如果有任何一位成员把个人利益摆在团队利益之前，那就会造成严重的问题。还有些人会觉得，要从工作绩效杰出的个人，转变成管理的角色，指导他人并且管理他人的工作效能，是非常困难的。而且因为团队不时会有新成员加入，领导人必须在不同的时间点，让新成员融入团队，使得寻找合适的人才加入团队变得更加困难。新成员在一开始时，也许会对现有团队成员间的关系感到畏惧，觉得自己很难为团队做出贡献。要能挑选合适的人加入团队，上述各种挑战都是必须一一克服的。

■提供有价值的建议与指导——这样团队成员才能了解，自己要怎么做，才能缔造卓越绩效。以书面方式即时提供建议，能够让建议发挥最大的效益。只要员工相信，你提出的建议对他们的职涯发展有帮助，通常会比较积极接受指导与训练。要打造团队，这些都是非常重要的因素。

■有些举动会造成团队不稳定，要能察觉并加以避免——可能包括下列各种陷阱：

在人事管理上采取先资遣新进人员的心态

不敢提出会引起争论的观点

形成“熟悉内情”的小团体

不敢提出真心的建议

决策朝令夕改
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关键思维

“打造团队必须付出血、汗与泪水，但是努力能够获得丰硕的收获。许多领导人会认为，不值得花费心力打造团队，其实他们错失了大好机会，使得他们的公司无法与众不同，也无法创造亮丽业绩。员工愈能了解公司的各个运营面向、公司各项作业的关联，以及公司运营的大环境，他们的工作表现就会更佳。”


——瑞姆·夏蓝







The 8 Skills of Know-How 5　Team Building　
中文



Getting Highly Competent Individuals to Work Together

Main Idea

An important part of know-how is being able to get high-energy and competent people to commit to the total business rather than just their own careers. Building a high-performing team is a tremendous opportunity to enhance the business and propel it forward.

Supporting Ideas

Cooperation Is Essential to Team Building

Once you've taken the time and effort to recruit smart and competent people, the next challenge is to mold these people into a team who synchronize their work in such a way that will propel the business forward. The natural tendency is for each person to focus on their own specialty, but if you plan on achieving something of note, you need to get everyone pulling in the same direction. Quite simply, this is the only way to generate the synergy that comes when high-performing individuals build something together.

To mold a great team of leaders who work together well:

■Shape a common view of your business—by sharing all of the data you have available. Get everyone on the same page by letting them master the basics of the business factually and accurately. It's not until the entire team knows everything you do that they can truly add some value. Get everyone up to speed by ensuring they know your company's marketplace realities, challenges and resources in fine detail.

■Confront directly any behaviors that dilute the team's effectiveness—something that will take courage. Many people try to avoid or gloss over conflict or hope the problem will resolve itself eventually. That's a waste of time. Whenever someone does something that dilutes the team's effectiveness, you need to have the inner courage to confront them directly, tell them that is unacceptable and ask them to change.

■Bring to the surface and resolve any conflicts—before they have a chance to cause delays or problems. By anticipating and then resolving conflicts early on, you avoid the possibility of them becoming personalized. You should expect conflicts to come in three general flavors or themes:

Task conflicts—who will do what?

Process conflicts—how will we get this done?

Resource conflicts—where will we apply our resources?

■Pick the right people to be on the team—which generally will be a mix of those who have technical competence, decisiveness, the ability to deliver what is promised, the respect of subordinates and the esteem of peers. Even when you have highly skilled people available, bear in mind that everyone has to be willing to place the organization's success ahead of their personal agendas for the team to perform to maximum effect. Having anyone who puts their personal agenda ahead of what's best for the team is a real problem. Some people also find it difficult to make the transition from being productive personally to coaching and managing the productiveness of others. Getting the right people on the team is also further complicated by the fact that there will be departures from time to time and therefore new people will need to be integrated into the team at different times. A newcomer may be intimidated by the established team relationships at first and find it hard to become a contributing member of the team. These challenges are all part and parcel of picking the right people to be on the team.

■Providing worthwhile feedback and coaching—so team members can know what they need to be doing to become high performers. Feedback is most effective when it is provided promptly and in written form. When people have confidence that the feedback they're receiving will be helpful in their careers, they usually are more responsive to receiving coaching and training. These are all essential components in team building.

■Recognize and avoid those activities that can destabilize the team—which may include these types of pitfalls:

Having a "last in, first out" mentality towards personnel management

Being afraid to express a controversial point of view

Forming small groups who are "in the know"

Being afraid to give honest feedback

Making final decisions over and over
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Key Thoughts

"It takes blood, sweat and tears to build a team, but the return on effort is huge. Many leaders think molding a team isn't worth the effort, but they're missing a tremendous opportunity to differentiate themselves and build the business. The more people can see the total anatomy of the business, the intersections of its moving parts, and the broader context in which it operates, the better job they do."


Ram Charan







领导窍门的8项技能6　设定目标　
英文



在目前实力与未来潜力间求取平衡

主要观念

要决定适切的目标，一向需要相当的技术，因为有太多重要而伟大的目标值得企业去追求。掌握窍门的领导人会从各种选择中理出头绪，然后设定最适切的目标，让目标符合组织目前的经营模式与实力。要设定适切的目标，挑战性往往超乎想象。

支持概念

目标要能反映未来的机会

目标能够凝聚员工的心力，让各项工作自然而然地顺利完成。如果目标跟员工的奖酬直接相关，就会产生有力而深远的影响。要选择出适切的目标，就是要设法让组织均衡发展，因为有太多目标可以追求，而关键就在于均衡。组织的目标必须反映出市场上可以利用的机会，同时还要考虑到，组织有没有能力追求并且达成目标。

设定目标很容易就太过于保守或是太过于积极。绝佳的目标必须要能让组织妥善结合各种资源，在合理的时间之内，达成一定程度的成果。根据过去的表现，把去年的绩效上调几个百分点，是无法订出绝佳目标的。根据产业或是整体经济情况来预估，也无法设定出适切目标。确实又值得追求的目标，应该要能反映出未来的机会，同时也必须是公司有能力也有意愿追求的。

在选择目标时，要记住以下几项一般原则与概念：


	选定的目标要能让组织保持均衡发展——因为组织往往会太专注于特定领域，却妨害了其他领域的发展。选定的目标必须让组织在各个重要的面向上，都能有所进展。举例来说，如果光是积极寻求营业额成长，却牺牲了获利能力，就算是不均衡的发展，这种目标是无法持续的。

	选择目标时，要仔细考虑组织的执行力——也就是说，要考虑第一线的人员是不是真的有能力贯彻执行。有系统地破坏目前运作顺畅的做法，对组织是没有帮助的。在设定目标时要想清楚，组织要采取哪些行动、展现哪些行为才能达成目标。

	开诚布公地跟负责达成目标的员工对谈——这样才能确保自己的所作所为是在鼓励员工，不是在打击士气。持续对话可以帮助自己确认，订定目标的根据是不是符合现实状况，也可以确认这个目标是合理的，不会太困难或太容易。

	尽量设定有挑战性的目标，激发员工潜力——这样员工才有机会与动力追求成长。找出可以达成的改善项目，根据这些项目订定挑战性目标，这会对公司非常有帮助，只要目标是可行的，并且提供足够的资源，就可以激发员工的想象力。

	目标要能跟上市场变化的脚步——这样目标才能符合目前的实际状况，不要死守目标不知变通。只要考虑到市场、竞争对手，以及整体经营环境，就会了解有许多因素不是自己所能控制的。要有勇气在必要时调整目标，目标才能跟上变化。
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关键思维

“执行最重要的步骤，就是要选择适切的目标，而领导人的责任也正是从这里开始。许多领导人具有深入思考的能力，却没能选择出适切的目标。这是非常重要的，因为目标能够凝聚员工的心力。该如何选择适切的目标，是一项特殊的窍门。”


——瑞姆·夏蓝



“目标就是你希望带领公司前往的目的地。目标应该要反映出未来的机会，也要反映出公司可能的发展前景。经营企业永远会遇到助力与阻力，助力会帮助你更快达成目标，阻力则会让你慢下脚步，但是从一开始就要明确订定，要在多少时间内达成目标。不论是环境改变，或是机会与组织的能力有所增减，都要勇于调整目标。”


——瑞姆·夏蓝







The 8 Skills of Know-How 6　Setting Goals　
中文



Balancing What Is Achieved With What Could Be Achieved

Main Idea

Determining the right goals is always a juggling act. There are many different things a business can achieve that are noteworthy and laudable. Someone with know-how cuts through the various options and sets goals that are the right type and magnitude for the organization at this present time. This is often more challenging than it seems.

Supporting Ideas

Goals Must Reflect Future Opportunities

Goals align people's energy and automatically set the tone for everything that gets done. When goals are linked directly to rewards, they have a powerful and far-reaching impact. Selecting the right set of goals is always a balancing act because there are so many options. The key, however, is balance. Your goals need to reflect the opportunities that are available while at the same time taking into account your organization's abilities to pursue and achieve those goals.

It's all too easy to set goals that are either too modest or too aggressive. Great goals achieve the right things within an appropriate time frame, to an acceptable level and in the best possible combination. You can' t set great goals by looking in the rearview mirror and just adding a percentage to what was achieved last year. Nor can you go by what is forecast for your industry or the economy overall. Robust and worthwhile goals reflect the opportunities that lie ahead and what is feasible and desirable for your business moving forward.

When selecting your goals, try to keep these general principles and concepts in mind:


	Choose goals that will keep your organization in balance—because it's all too easy to focus on just one area to the detriment of everything else. What you go after needs to move your organization forward on all fronts that are important. For example, seeking aggressive top line growth at the expense of bottom line profitability is unbalanced and therefore unsustainable.

	When selecting a goal, think long and hard about its doability— about whether the people at the front lines will actually be able to follow through. There's no use becoming the author of the systematic destruction of what is currently a viable going concern. As you set goals, think through what actions and behaviors will be required to achieve them.

	Keep an open dialogue with the people you assign responsibility for achieving a goal to—so you can ensure that what you're doing is motivating rather than discouraging. Ongoing dialogue lets you make sure that the assumptions behind your goals match reality. It also ensures that your goals are reasonable rather than being far too high or much too low.

	By all means set stretch goals that will energize—so your people have opportunities and the motivation to grow professionally. Stretch goals based around realistic improvements are good. They can fire up people's imaginations as long as the goals are still doable and enough resources are available.

	Keep your goals in sync with changes in the marketplace—so they are relevant to the current realities rather than set in stone. As you think about your market, your competitors and the general business environment, you'll realize there are many factors beyond your ability to control. Be willing to adjust your goals when required so you can keep them relevant.
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Key Thoughts

"The first and most critical step in execution is choosing the right goals. This is where the buck starts. Many leaders are conceptual, high-level thinkers, but they fail in choosing the right mix of goals. It matters. Goals align people's energy. How to choose the right goals is a special know-how."


—Ram Charan



"Goals are the destination you want to take your business to. Goals should reflect the opportunities that lie ahead and what is possible for your business as it goes forward. There will always be tailwinds and headwinds that will help you reach the goals faster or slow you down, but the goals must be defined with specific time frames at the start. Then you must be willing to adjust them as the world changes and opportunities and organizational capabilities expand or contract."


—Ram Charan







领导窍门的8项技能7　订出要务　
英文



为达成目标拟定可行的路线图

主要观念

订出优先作业非常重要，能够让员工了解，应该把心力放在哪些事务上，哪些事务又是无关紧要的。要掌握窍门，其中有一部分就是要培养能力，协助所有员工把心力放在真正重要的事务上，并且忽略其他事务。

支持概念

从基层的角度出发

订出优先作业对组织非常有帮助，因为这样能够凸显出真正重要的事务，使得大家不会因为日常的例行公事，把真正重要的事务抛在脑后。明确的优先作业能够让大家了解明确的方向与努力的重心，而且是资源分配的依据。

要了解目标与优先作业的差别，一个不错的方法就是记住，目标是由上而下设定的，就好像是从5万尺高空俯瞰公司一样。相对地，优先作业是从基层的角度订定的，基层必须处理许多琐碎繁杂的细节。订出优先作业可以让自己清楚了解最重要的行动，并且看出自己的决策后续会造成哪些结果。

考量公司现有的资源

适切的优先作业能够在公司内部凝聚出庞大的能量，同样地，把不恰当的作业列为优先，则可能会造成许多状况，例如混乱、重复作业、冲突、资源浪费以及士气低落等。设定了适切的目标，却把不适切的作业列为优先，是很可能会发生的状况。要让公司向前迈进，就必须让员工接受适切的优先作业。

不要忘记，优先作业还是要靠员工来落实，因此与负责执行的员工进行沟通，是非常重要的。想要设定新的优先作业，必须仔细思考下列几个问题：

公司有没有适当的人才，能够每天执行这些优先作业？

公司选择优先作业，是根据员工的喜好，还是根据企业的利益？

公司有没有确实支援这些优先作业，把必要的资源投注到有助于优先作业的面向上？

公司的预算制度是不是和优先作业密切配合，还是有可能会造成混乱与冲突？

设定优先作业的原则

对任何组织来说，在设定优先作业时，很难让所有人意见一致。实务上来说，大多数的专案都不脱以下4个象限：
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显然地，设定优先作业的目的，就是要把心力放在右上象限的专案上。设定优先作业的过程，就是要避免把人力与资金投注在其他象限的专案上，并且多投注一些资金与努力在右上象限的专案上。

借此机会建立共识

企业在设定优先作业的时候，往往会想要采取由上而下的方式，就像是制订预算的流程一样。这种方式并不理想，除了因为由上而下的流程可能不切实际之外，还因为各个经理人会为了争夺资源相互竞争，而企业应该利用这机会建立共识，而不是削弱共识。只要有愈多成员了解组织的愿景，组织的表现就愈好。

德州仪器的做法

德州仪器公司每年会举行为期3天的会议，透过会议制订预算并分配资源，由约70位主管共同设定公司的优先作业，并且寻求彼此的共识。

按照这种密集、深入的流程制订决策，最大的优点是，员工最后会抛开各自的门户之见。员工会了解到，如果自扫门前雪，可能会对其他部门造成不好的结果。这同时表示，所有员工都很清楚决策背后的理由，未来在外在环境改变时，员工就更能妥善调整做法。



The 8 Skills of Know-How 7　Priorities　
中文



Developing a Workable Road Map for Accomplishing Your Goals

Main Idea

Priorities are essential. They tell people what to focus on and what doesn't really matter. Part of having know-how is the ability to help everyone focus on the right things and ignore everything else.

Supporting Ideas

Start at the Ground Level

Priorities are worthwhile because they keep the truly important things front and center rather than being bustled off the radar screen by day-to-day events and happenings. Good priorities provide clarity and focus and are the basis for how resources are allocated.

A good way to understand the distinction between goals and priorities is to remember that goals are set at a top-down level, as if you were looking at your business from 50,000 feet in the air. Priorities, by contrast, are set at ground level where there are loads and loads of messy details gumming up the scene. Priorities specify what your most important actions are and what the flow-on consequences of your decisions will be.

Take Current Resources into Account

The right priorities can generate a tremendous amount of energy with-in a corporation. And equally, the wrong priorities can generate an awful lot of confusion, duplication of effort, conflict, waste of resources and demotivation. It is possible to have the right goals but the wrong priorities. You have to generate buy-in for the right priorities for your business to move forward.

Never forget that it is people who breathe life into your priorities, and therefore it's vital that you communicate with those who will be living by your preferred priorities. Whenever you want to set new priorities, there are a few questions you should be pondering carefully:

Do we have the right people available to carry these priorities out on a day-to-day basis?

Are we choosing our priorities based on what is popular with our staff or on what is good for the business?

Are we backing our priorities by moving the requisite resources into areas that are aligned with those priorities?

Do our budgeting systems tie in with our priorities seamlessly or is there potential for confusion and conflict?

Priority Setting Principles

Getting everyone on the same page when it comes to setting priorities is difficult for any organization. In practical terms, most business projects will fall into one of these four quadrants:

[image: 047.01]




Obviously the ideal is for your organization to be focusing on projects that fall into the top right-hand quadrant. The process of setting priorities is all about decreasing involvement and expenditure in projects that fall into other quadrants and increasing the expenditure and effort that is put into the projects in the upper right quadrant.

Use This Opportunity to Build Consensus

All too frequently, businesses attempt to set priorities in a top-down manner, the same as with the budget process. This is unfortunate because not only is the top-down process potentially impractical but companies should be utilizing this as an opportunity to build rather than dilute consensus between the managers who compete for resources. The more people you have who understand the big picture, the better your organization will be.

Texas Instruments Method

Texas Instruments runs a three-day budgeting and resource allocation session every year where priorities are set and agreed upon by around seventy leaders.

The real advantage of following an intense, immersive process like this is that by the end of it, people have broken down their silo mentality. They understand that what they do in their silo may have unfavorable consequences elsewhere. It also means that since everyone understands the reasoning behind the decisions made, they will be better prepared to make modifications in the future as external conditions change.



领导窍门的8项技能8　回应舆论　
英文



用创意积极回应社会的需求

主要观念

卓越的企业领导人很清楚社会大众在关心哪些议题，也会让公司在各项议题上都有适切的表现。他们很清楚企业是无法独立存在的，既然想要永续经营，掌握窍门的领导人就应该要回应社会大众合理的质疑。

支持概念

倾听外部的声音

无论你喜不喜欢，这已经是经营必须完全透明化的时代。这表示，除了利害关系人会对你经营企业的方式有意见之外，各种特殊利益团体也会有意见。你绝对没办法把所有的时间，都用来从事营利这项主要的工作，还必须让公司在社会大众关注的议题上，展现出适切的表现。

你可能会很想要忽视特殊利益团体，把这些团体当作实际工作中的小干扰，但是这么做可能很危险。反而必须找出最近崛起的特殊利益团体、了解这些团体的动机以及关注的焦点、跟他们建立关系、回应合理的质疑，并且妥善处理这种社会压力。跟这些团体打交道，战场往往是在公众的舆论，而不是在相对严谨的法律体系，所以就像是在下棋一样。一定要先想好后续的行动，调整公司的定位，不要只忙着回应这些团体的每项批评。

商业竞争的新游戏规则

从企业经理人的角度来看，商业竞争的游戏规则已经改变了。目前企业面临的实际状况包括：


	特殊利益团体无所不管——这些团体会关注你经营模式的各个面向，从公司消耗的天然资源，到公司支付的基本工资，都有兴趣过问。只要在任何一个舆论关注的领域出了差错，迟早会被人大肆宣扬。不要以为自己可以掩盖海外分公司等地方发生的事实，因为这些事实很可能就在最不适当的时机爆发，对公司造成伤害。

	透明治理是既成事实——无论你同不同意，事实就是如此。过去，媒体会筛选自己要报道的议题。今天，谁都可以在任何地方架设部落格，紧抓住你公司的缺点。为了避免舆论压力，最好不要采取会让公司蒙羞的措施。

	法律与法院总是走在舆论之后——所以不要用“行为一切合法”，来为公司的不当措施辩解。合法当然很好，但是大家还是期望你采取更积极的做法。深谙各种法条对公司没有太大帮助，最好还是服膺立法精神，不要只是用法律文字来替自己辩解。

	不要先入为主，认为政府的介入都是负面的——因为有时候，政府的作为跟特殊利益团体的建议比起来，算是相对温和的。跟联邦政府、州政府和地方政府建立起良好关系，是非常有道理的。

	不要轻忽避险基金等华尔街团体的力量——这些团体会运用大笔资金与大量的缜密分析，支援自己想达成的目的。一定要让这些团体了解公司目前采行的做法，以及采行的理由。如果不能让他们了解，他们有实力逼使你采取自己不喜欢的做法。

	要能判别有哪些议题即将成为主流——主动因应，不要设法逃避，妄想这个风头会过去。规划一些内部机制，让自己在这些议题萌芽之初，就能够及早发现，让自己有时间思考因应做法来面对这些议题。如果等到主流媒体开始大肆报道的时候，可能就为时已晚。要能预判议题有个简单的方法，就是定期花几个小时跟各行各业的人交换意见，不要只跟商界人士往来。




关键思维

“说来似乎令人难以相信，但是在选择企业领导人的时候，我们都没有考虑到最重要的一点：这个人选是不是具备成功必要的窍门？这个人选有没有练就窍门的潜质，能不能让窍门不断精进。个人特质或许是与生俱来的，但是窍门是透过后天学习的，是透过实作培养的，而且是要透过经验才能精进的。领导人只要自我要求，有决心、有毅力培养这些窍门，就能够持续成功。由此可见，领导人是后天培养出来的。”


——瑞姆·夏蓝







The 8 Skills of Know-How 8　Pressures　
中文



Responding to Society's Demands Creatively and Positively

Main Idea

Great business leaders understand the issues that command public attention and position their enterprises on the right side of each. They understand that business doesn't exist in a vacuum, and since they plan on being around for the long haul, people with know-how address society's legitimate concerns.

Supporting Ideas

Listen to Outside Voices

Like it or not, this is the era of total business transparency. That means not only do your stakeholders have a say in how your business is run, but so too do various special interest groups. You simply cannot spend all your time focusing solely on your main job of making money. You also have to keep your business on the right side of all the issues that generate public interest.

As tempting as it may be to ignore special interest groups as distractions from your real work, to do so can be very risky. Instead, you need to identify emerging special interest groups, understand their motivations and concerns, build relationships, respond to legitimate concerns and generally manage this kind of societal pressure. And since many of these battles will take place in the court of public opinion rather than in a more structured legal setting, this is probably more like a game of chess than anything else. You always need to be looking a few moves ahead and positioning yourself rather than responding to the potshots they are taking.

The New Rules of the Game

From a business manager's perspective, the rules of the game have changed. Nowadays, the new facts of corporate life are:


	Nothing is off-limits to special interest groups—they will be interested in every aspect of your business model from the natural resources you consume to the amount you pay entry-level workers. If you are out of step with public opinion in any area at all, sooner or later it will get publicized far and wide. Don't think you can hide embarrassing facts away in a foreign subsidiary or elsewhere, because it will most likely come back to bite you at the worst possible moment.

	Transparency is a fact of life—whether you agree to it or not. At one time, the media was reasonably selective about what it covered. Today, anyone anywhere can start a blog dedicated to your corporate shortcomings. You're far better off avoiding doing anything you would be embarrassed about if it came to the public's attention.

	Laws and the courts are always behind rather than in front of public opinion—so don't try to justify bad actions by saying they comply with all applicable laws. That's all well and fine, but people will still expect you to be doing more. Legal technicalities just aren't going to be much help. You'd better be obeying the spirit of the law and not just its more narrow letter-of-the-law interpretation.

	Don' t automatically dismiss government intervention as a negative thing—because there will be times and circumstances where the government action will be much more moderate than what special interest groups are suggesting. It still makes sense to build sound federal, state and local government relationships.

	Never forget the power of hedge funds and other Wall Street entities—who can back up what they want with huge pools of capital and sophisticated analysis. Make sure they understand what you're doing and why. If you fail to do this, they have the power to force you to do some uncomfortable things.

	Distinguish what legitimate issues are just starting to emerge—and take a proactive approach rather than avoiding them and hoping they will go away. Develop some internal mechanisms that will bring emerging issues to your attention early on while they are on the fringe so you still have time to think about possible ways to handle the issue. If you wait until the mainstream media gets on the bandwagon, it may be too late. A simple way to do this is by spending a few hours on a regular basis with people who come from a wide variety of backgrounds rather than businesspeople.




Key Thoughts

"It seems incredible, but when it comes to business leadership, we don't consider the most important pieces of it: Does this person have the know-hows to succeed? Is he or she capable of developing them and driven to continue to hone them? The seeds of personality traits might be born, but know-how is learned, developed through practice, and honed through experience. Leaders who are disciplined, determined, consistent, and persistent in developing these kinds of know-how tend to be successful on a sustained basis. In that sense, leaders are made."


—Ram Charan






在地方法

点燃变革星火的方法


——从引进新养分开始



学学文创营销总监



李欣龙


凭着25年以上在百货经营及品牌顾问的丰富经验，学学文创志业董事长徐莉玲对色彩学有一番独到的见解。她认为，色彩是进入美学花园的锁钥，探索时尚基因的密码，她的授课内容不只是生活中掌握色彩搭配的方法，而是把色彩当成搜寻世界、开发自我的新方式。

这类以色彩为基础的美学相关课程，是学学的招牌课程，至今已开过的课程总数300多班，约占总课程数的1/4。徐董事长不仅御驾亲征，还联络许多设计圈的朋友一起开课，公司名称加上“志业”两个字，意思上是希望能结合各领域的专才，大家共同来打造教育平台、一起来成就一项事业。


小孩怎么玩大车？


站在企业管理的角度，上述情况很不合理。尤其，我的专业背景是营销管理，面对这家公司诉求为“生活经济”、“教育事业”，怎么思考都无法理解，为什么要做得如此辛苦？身为营销总监，必须及时解决这个棘手的问题。

学学文创执行长于国华，他在接受网络媒体专访时点出创设的动机，表示台湾经济环境已经改变，没有办法再做代工生产的基地，员工不能再只是会提高良率、降低成本，所以透过生活经济来学习，每个人都会用最有效率的方法去学习。可是，为什么一家民间企业要如此辛苦？连该是政府扛起的教育平台，都要抢来做？难道学学的发展方向，就代表台湾看到“即将到来的商机”吗？

学学集合了数百位知名艺术人才，为的是让新一代本地子弟从头学习认识生活，让每个人把五官张开，感受这个社会。就像于国华所说，“一杯茶，每个人可以喝到不同味道”，关键是我们有没有教导自己，要去品尝味道！我肯定这是学学创造出来的新商机，事实上，这个商机是公司的主要收入；然而，每次有同事说到，“从一点点的讲究开始”，把财务管理视为企管最大的我，神经就开始抽蓄，因为我很现实地感受到，公司获利将只会“一点点的浮现”。


豪宅里卖玉兰花


开课，尤其是文化创意相关的课程，是一项复杂、琐碎，又昂贵的产品开发；但在传统的国内补教市场上，却必须面临“价格透明”的残酷，课程钟点费没有下限、却有上限，我们开出一堂课1,000元的普通价，都不是一般学生可以消费得起，而徐董事长的艺术家性格，坚持提供最好的课程、唯收费绝不打折，或多或少也挡掉了一些抱持好奇而来的顾客。

我站在办公室的落地窗前，望着设计新颖而现代的装潢，感觉自己像是住在豪宅、平日却靠卖玉兰花度日。啊！我内心禁不住呐喊起来：学学需要创造更多的获利来源！这个文化创意产业的教育平台，不能只是一再用复杂的方式开课。我必须在组织内部推动变革，一方面扩增收益的来源管道，另一方面还要透过营销方式，把学学文创推向业界泰斗的地位。

这种想法，很宏大，一旦达成了，公司、社会甚至国家，都会得到极大突破，晋升到新的境界。然而，要在学学文创的组织里推动，有阻力、也有助力。


走出去寻找火花


阻力，来自经费的支援，“公司草创，资源有限”是主管会议时最常听到的话，但经营公司首要目标，是要能够继续存活。我不会有千万预算引进代言人，也没有百万元去执行盛大酒会，所有可以动用的经费，都须依个案向执行长报告、再说服董事长，层层考量的复杂程度，不比开发新课程简单。

至于可以支援的人力，营销部门已分身乏术，很难期待他们能够协助我进行变革。索性，我就当成公司“精神上”支持我，鼓励我天南地北地尝试创新的变革方法。在这充满创意的平台上，每个人都尊重学习与交换，想要在平台上分享知识、学习，然后自由地在各领域里跨界，最后养成把不同资源结合的能力。这就是我的助力，更是我化无为有的重要参考方法。带着学学的开窍，我随意走向外界，随意到处看看，希望运气好些，遇到新鲜的人和事。果然，我在台中遇到一位69年次的年轻饼干烘焙师父，他开了2家饼干店，每一样饼干材料都是自己挑选、采购，产品包装也充满创意，上门的客户赞不绝口。

如此这般的商店，有太多故事可以描述，饼干更值得推销到全国市场。于是，我想到学学的上百位媒体人、艺人，在课堂上、在他们作品中，加进年轻烘培师的饼干香味，提高媒体曝光度，设计专家可以运用饼干包装，作为包装设计课程的教材，从学员的课堂练习，让饼干“形见于色”。至于我得到了什么？饼干店因为学学的营销计划而扩增的销售金额，将提供抽成佣金。


复制成功模式


同样的逻辑思考，我邀请创投公司董座、总座，前来学学的大楼参观，目的是为了说服创投基金董事长及经理人，把旗下投资的新创公司搬进来。一旦有新成员加入，就能达到两个效益，一是分租办公空间，降低现有固定成本，某种程度上等于是开拓财源的方法之一。第二个效益是，新创公司因此加入学学的创意平台，既有成员可以因为“新成员”而获得新的刺激和养分，提高创新的养分。从未来的商机来说，这些新创公司将像前述的饼干店，成为潜在的学学营销要角，可望从各领域的拆解、再包装，以极有价值的身份推向商业市场。

有某位创投公司董事长以极简单的理由，反驳了我的构想：他们没有预算给新创公司，在一个近乎奢侈的环境生存。我再想出新方法：以工代赈，资讯类的新创公司，可以有机会获得承接学学的资讯管理、网站规划；音乐创意相关的新创公司，就外包一个音乐课程开发给他们，以经营音乐教室的态度来做。

创意，不是靠着累积很多东西而创造出来，而是融二为一，把两个不相干的东西融合在一起，变成新的成就。我要把这句话扩大应用到文化创意产业的企业培育上，以不变动现有资源布置情况下，用融合的方法，燃起变革的星火。

李欣龙简介

英国Middlesex University营销硕士、厦门大学企管博士，曾任资策会产业支援处CON-NECT TAIWAN联谊会专案经理。以个人时间，长期参与剧团表演，对于艺术营销具有特别的喜爱。
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