

伟大企业诞生的理由


Bill&Dave



How Hewlett and Packard Built the World's Greatest Company



提示：为使读者更好地理解本书内容，中文部分特增添了作者简介、精彩内容、重要概念、在地方法部分，并在正文中增加了部分编注作为原书内容扩展补充。


目录


作者简介



精彩内容



重要概念



两位创办人



Meet the Founders



惠普诞生



Hewlett-Packard Is Born



站上龙头地位



Becoming an Industry Leader



衰退与成长的试炼



The Trials of Recession and Growth



世界级企业



Becoming a World-class Company



交棒时刻



Handing over the Reins



找回惠普风范



Bringing Back the HP Way



在地方法




作者简介





迈可·马隆（Michael Malone）


迈可·马隆是科技记者，曾任《福布斯科技特刊》（ForbesASAP）编辑，现为美国广播公司网站记者。马隆过去撰写的专题报道散见于《华尔街日报》、《纽约时报》、《联机》杂志（Wircd）以及《快速企业》杂志，并着有《硅谷百万大奖》（The Big Score
 ）、《虚拟企业》（The Virtual Corporation
 ）、《苹果计算机的疯狂轮回》（Infinite Loop
 ）以及《智慧资本》（Intellectual Capital
 ）等4本著作。


精彩内容

这是个对明星领导人幻灭的年代，值此之际，回顾“世界最伟大企业”惠普的车库精神，别具时代意义。多数人对“惠普风范”的印象，随时空转移愈来愈模糊，若不是经最具影响力的科技女强人菲奥莉娜，出于“勇敢抉择”大刀阔斧购并康柏，又裁员6,000，引发轩然大波，恐怕这曾支撑最伟大企业屹立不摇的“惠普风范”，便将消散于空气之中。何以定义惠普为“世界最伟大企业”？有人以“员工导向”一语概括，有的强调“企业价值观”、“企业目标”及“策略与执行”三面一体精神。透过作者有理性有感性的观察与整理，清楚脉络底下呈现的人性精神，绝对会留给读者最深刻的印象与体会。


重要概念


惠普风范（The HP Way）


惠普风范也就是惠普的企业文化。惠普一向强调尊重个人、信任员工的管理哲学，将员工视为最大的资产。简单来说，就是员工导向，强调人性化管理，着重内部沟通，并加强人才培育。因为这些文化，给予员工足够的自由与弹性，自然而然能够建立信赖关系。主管与员工都像一家人一样，没有什么姿态。惠普虽然随着企业的快速成长而有所改变，但其独特的价值观和公司文化，却依然坚持不变。

菲奥莉娜下台后，由马克·赫德接任首席执行官。同样一支团队，在菲奥莉娜眼里疲软无力，到了赫德手上却极有战力。这种差别来自于两人对惠普风范的理解与掌握。菲奥莉娜宣称读了4遍《惠普风范》，懂得掌握员工内心感受，自认掌握了惠普风范的精髓，其实不懂咖啡谈心对惠普风范是重要的运用管道。相对地，赫德加入惠普后，就走访惠普资深员工，从话语和情感中去感受惠普文化。赫德对咖啡谈心的管理方式心有同感。在与基层员工接触后，赫德相信员工对惠普的热爱，让他对进行公司改造有极大的信心。菲奥莉娜一心只想改造公司，却没有时间和精力用情感去触摸惠普公司和员工，而朴实的赫德，却能从普通人的情感出发，用做事的理性和对人的情感去把握一件事的机会和可能，确实地抓住了惠普风范的精髓。


开明经理人（Enlightened Manager）


惠普公司的开明做法，成为往后许多高科技公司的经营模板。惠立特认为自己最大的成就之一，便是与普卡德共同发展出以人为本的管理文化；譬如灾难医疗保险、弹性工时以及与员工对谈的咖啡时间。这些制度，现在看来极为普通，在当时却是破天荒的主张。两位创办人率先采用平易近人的领导方式，员工随时可与主管沟通。惠普开创的管理模式，不但激发了员工的创造力，也创造了公司的经济活力，这一切都得归功于两位创办人的创意想法。

惠普公司的开明做法，表现在灵活的上班时间和开放库房两方面。普卡德说：“灵活工作时间是对员工的尊重与信任。我们相信员工能够跟主管和同事协调出方便又合理的时间表。”灵活的上班时间制度，开始于1967年惠普设在德国伯布尔根（Boeblingen）的工厂，然后才推广到惠普在全球的所有企业。这种灵活上班制度，允许员工在保证完成规定工时和工作量的情况下，自由掌握上下班时间。这样做是为了让员工能按照个人生活需要调整工作时间，也表示了对员工的充分信任。开放库房的政策则起源于惠立特。有一个周末，惠立特到工厂办公，想要到储藏室找台显微镜，却发现放器材的地方已经上锁。于是惠立特就把门锁砸坏，留下一张纸条：“请勿再锁此门，谢谢。比尔。”从此，这政策就一直延续下去，方便工程师随意取用设备器材，甚至还鼓励员工拿回家里去使用。惠普认为，不管工程师用这些设备所做的事，是不是跟工作项目有关，都能因此学习到新事物，可以加强对产品技术革新的了解。


经验的启发（From the Experiences）


惠普文化并非只有民主、人性化的元素。在惠普对员工尊重、信任的文化中，同时也巧妙地融合了纪律。惠普的两位创办人都与军队有过接触，军队经验让惠普文化更加完善和巩固。惠普文化中的目标管理、走动式管理等管理哲学，大多取材于军事管理。惠普吸收了军事管理中的优点，同时又聪明避免了军事管理中的不足之处。

目标管理是惠普经营哲学之一，最早使用于军方，军队作战的目标导向是胜利的重要保障。不同的是，军队明确的目标导向不是在民主自由的气氛中完成的，而是在等级森严、层层僵固的传达中机械化执行的。惠普采用了军方的目标管理方式，却又摒弃了军方的机械式执行模式，开创出惠普独有的目标管理方式。惠普的创办人意识到，给予员工更大的自主权，会提高工作的积极程度。1969年普卡德受邀出任美国国防部副部长，对管理获得了更深刻的理解。军队发出的命令必须层层传递，不准提问和说明原委。普卡德认为，要实现目标必须得到理解和支持。普卡德回到惠普的第一项管理革新就是，停止使用单间办公室，改用与齐肩高的隔板分割成好几个办公间，首创开放式办公环境。这种做法体现公司上至总裁，下至基层员工，一律平等的精神，在管理体制上形成了开放式的管理体系，鼓励并保证了，沟通交流不仅是由上而下的，而且是由下而上的。



两位创办人　
英文



前情

从近代商业史的角度来看，比尔·惠立特和戴维·普卡德的初次见面，可以称得上是“重大时刻”。这个重大时刻的确切时间是在1930年秋天，两人不期而遇，因为两人同时参加斯坦福大学美式足球队一年一度的球员选拔。

主文


惠立特与普卡德



志趣相投的好朋友


当时普卡德还是来自科罗拉多州的大学新鲜人，身高6尺5寸，是天生的运动好手。普卡德是斯坦福全新科系电子工程系的明日之星，不仅入选美式足球校队，还是斯坦福篮球校队的一员，更是田径校队的要角。

相对地，惠立特的身材属于短小精悍型。先天上不足的地方，他努力靠自己的热忱和投入来弥补。惠立特甚至连进斯坦福都是因为运气好，他承认自己能够进斯坦福主要是靠着家人的人脉关系，不是凭成绩。事实上，一直要等到将近30年之后，才确实诊断出惠立特患有严重的失读症，这终于解答了为什么惠立特相当善于倾听，阅读上却乏善可陈。惠立特最终并没有入选美式足球校队。

尽管惠立特和普卡德在足球场上相遇，却没有即刻结为挚友。两人忙于攻读工程的学士学位，所以常常选修同样的课和参与同样的讲座，但是一直要到他们在斯坦福念到大三的时候，才因为彼此都相当热爱户外活动和电子，才真正开始建立友谊。此外，惠立特还是当时校园里少数拥有汽车的学生，休假时常常和普卡德一起到加州各地进行户外探险。两人同在1934年毕业，毕业时普卡德说服惠立特，一起到圣胡安山脉来了趟为期2周的骑马旅行。


“当时正值经济大萧条最严重的时期，两个年轻人深知，自己面临了美国史上就业市场最低迷的一段时间，但奇怪的是，这对他们来说就好像是解放一般，因为既然传统的企业就职途径完全封闭了，两人就大可尝试颠覆传统的新事物。他们甚至认真思考要创业，考虑往‘电子’领域发展（电子这个名词在当时还十分新鲜，直到两人就读斯坦福之后才出现）。不过尽管两人经验有限，还是很清楚创业需要资金、产品和顾客，那时他们一项都没有，而创业的梦想就此被两人搁置。”

——迈可·马隆




普卡德进入职场，惠立特继续升学


普卡德选择到通用公司工作，该公司位于纽约州史肯涅克特市。普卡德到职的第一天，主管就要他别再去想跟电子相关的事，因为那根本没有前途，反而要他全心吸收经验，学习制造水力发电厂使用的发电机。公司为了培养普卡德，指派他检测冰箱漏气等故障状况。显然，这对普卡德来说简直就像是噩梦一样，更别说他之前努力用功，希望能够晋身全美最杰出的年轻电子工程师。

普卡德到东岸发展，惠立特则选择在斯坦福多待一年，选修一门电子工程研究所的课程，开课教授是当时的系主任佛莱德·特曼。在那年，惠立特成了出名的超级捣蛋鬼。有一段时间，电子实验室的屋顶严重漏水，特曼教授就摆了托盘接漏水，结果惠立特见状，就在托盘里放进几条金鱼。另外，惠立特也学会攀岩，常常会爬上校园广场粗糙的沙岩围墙，为他的同学增添不少乐趣。有个经典的事件是，学校要求特曼教授对理事会报告，因为有些学生私自使用斯坦福最先进的直线加速器，直线加速器长度有3哩长，学生用来抽取学校附近小旅馆的啤酒。大家从来不清楚惠立特对这件事的贡献，却都清楚记得他提振了身边同学的士气。


“我直到很晚才明白，惠立特不只会解决问题，还能看穿问题背后的本质。他能够了解到，解决了一个创意十足的问题，一定再会引发有待解决的两个问题。”

——硅谷之父　佛莱德·特曼




【编注：放大镜


佛莱德·特曼


加州参议员斯坦福夫妇（Leland Stanford）捐出财产创办斯坦福大学时，规定校方不得转卖学校的土地。1951年，在佛莱德·特曼教授的推动下，斯坦福大学把约579英亩校园土地出租给企业，规划成斯坦福工业区，兴建研究所和实验室。如此一来，学校既能收取租金，又能与高科技公司相邻。后来，工业区改为研究区，奠定了硅谷电子产业的基础，也成为全世界的高技术产业区楷模，特曼也因此被誉为硅谷之父。


直线加速器


用来产生治疗用放射线的设备，原理是在真空加速管中加速电子，产生高能量的治疗用放射线。因为穿透力较高，可减少放射治疗的副作用，有助于提高肿瘤的控制率。】



在斯坦福的1年研究所课程接近尾声之际，惠立特申请到麻省理工学院的硕士班。惠立特在1935学年度结束之后，满怀抱负与决心束装前往波士顿。至少，他现在跟大学的哥儿们普卡德同在东岸，过不了多久，惠立特就定期搭火车从波士顿到史肯涅克特探望普卡德。


努力寻找工作乐趣


在此同时，普卡德为了逃开测试冰箱的噩梦，已经请调到通用的无线发射器部门，负责制造公司的水银整流器。因为这种装置实在太常故障，普卡德几乎寸步不离待在工厂，紧盯生产流程的各项步骤。普卡德发现，公司提供给生产线同事的作业指导并不适切，导致大家按照过时的操作范例进行生产。普卡德全面改写作业指导，大幅提升产品的良率。


“普卡德借此首度展现，他不仅是杰出的经理人，更是创新的经理人。多年之后，惠普制订出称为‘走动式管理’的领导范例，引起许多企管专家著书探讨。普卡德回想起，自己当初在工厂寸步不离的那几个星期，早就在实践走动式管理，普卡德后来表示：‘那对我来说是非常重要的经验，要落实书面的作业指导，往往必须靠当面沟通。’”

——迈可·马隆




【编注：放大镜


走动式管理


普卡德在其著作《惠普风范》中提到，只要是经理级以上的主管，就必须经常四处走动，例如研究发展部门主管必须走到生产现场询问员工产品相关问题，以鼓励员工经常思考。这样不但激发出员工更多的创意，同时主管也能够直接了解部属能力与工作效率，从中建立部属与主管之间的信任基础。】



普卡德的室友是几个单身工程师，都在通用工作。这几个工程师常常会向通用购买有瑕疵的电子设备，然后在阁楼修补这些仪器。有个经典的事件是，有个发射器原本是要用在大型发电厂，这几个人在把玩发射器时发现，只要按下按钮，在他们租来房子里，大大小小的电灯都会亮起来，不论电灯开关是开还是关。最特别的是，尽管这些废弃的工业设备形成了强大电场，这些人吃住都在这个电场里面，大家后来都很长寿，而且职涯发展都相当不错。


不如去创业


惠立特从麻省理工学院的研究所毕业之后，开始四处寄履历求职，不过只有位于芝加哥的杰森扬声器公司愿意录用。这份工作并不吸引惠立特，所以他写信给斯坦福的特曼教授，询问有没有合适的工作机会。特曼教授努力为惠立特找到一项产品研发项目，这项项目是由一位旧金山的医师资助的。惠立特接下这项项目的研究工作，再度回到旧金山地区。他在斯坦福的电子研究室进行这项研发项目，不过从来没有真正研发出什么产品。

有次普卡德回到西岸，拜访惠立特以及惠立特的女友，他明白自己必须逃离“通用”回到斯坦福，因为斯坦福正在进行全美最令人感到兴奋的电子研究。那时特曼教授宣布，在回授电路上取得重大突破，能够让电子装置更有效应对各种变化状况。普卡德希望参与这一类研发项目，所以就找惠立特来商量，结果两人决定尝试创业。



Meet the Founders　
中文



Scenario

From a modern business history perspective, the first meeting between Bill Hewlett and David Packard could best be described as "momentous." It actually took place in the autumn of 1930 in a casual setting—both men attended the annual tryouts for the Stanford University football team.

Main Text


Hewlett and Packard



Birds of a Feather


David Packard was a six foot five freshman from Colorado who was a natural athlete. As well as being one of the rising stars of Stanford's brand new electronics department, Packard would not only get selected for the football team but would also play for Stanford's basketball team and become a key member of the University's track team.

By contrast, Bill Hewlett was short and stocky. What he lacked in natural ability he tried to make up for with his enthusiasm and commitment. Hewlett was lucky to even be at Stanford at all, having been admitted on the strength of his family connections more than his grades. In fact, it wouldn't be until nearly three decades later that he would be accurately diagnosed as having severe dyslexia—which finally explained why he was so good at listening to other people talk but lousy at reading. Hewlett missed out on making the football team.

Although Bill and Dave met on the football field, they didn't immediately become good friends. Both were busy earning their undergraduate degrees in engineering so they often ended up in many of the same classes and seminars, but it wasn't until their junior year at Stanford that they really struck up a friendship around their shared passions for the outdoors and electronics. Bill also owned one of the few cars on campus at that time, and he and Dave often took off on outdoor adventures all over California. When they both graduated in 1934, David Packard managed to convince Bill Hewlett to join him on a two-week horseback pack trip in the San Juan Mountains.


"The Great Depression was now in full force. The young men knew they were facing the worst job market in American history—and in a strange way, it was kind of liberating: if the traditional corporate career paths were all but closed, they were free to try something radical and new. They even mused about starting up their own company, perhaps in the field of 'electronics'(a term so new that it had been coined after they came to Stanford). But even with their limited experience, they knew that starting a company required capital, products and customers—none of which they currently had. The dream would have to be deferred for now."

—Michael Malone




Packard Gets a Job, Hewlett Continues His Studies


David Packard accepted a job with General Electric in Schenectady, New York. On his first day at work, his supervisor told him to forget about doing anything in electronics because there was no future in that but to concentrate instead on gaining experience in how to build generators for hydroelectric dams. To gain experience, Packard was assigned to test new refrigerators for leaks and other malfunctions. Obviously, this was a nightmare scenario for Packard, especially in light of the fact that he had worked so hard to become one of the best young electronics engineers in America.

While Packard was off east, Bill Hewlett decided to stay on one more year at Stanford. He enrolled in a graduate electronics class taught by Professor Fred Terman, the head of the university's electrical engineering department. Hewlett earned a reputation that year as being a real practical joker. At one stage, the roof on their electronics lab leaked so badly that Professor Terman set up drip trays to catch rain-water as it came seeping through. Bill Hewlett responded by putting goldfish into the drip trays. He also learned how to rock climb and would often climb up the roughhewn sandstone wall of Stanford's quad, much to the amusement of his classmates. And on one memorable occasion, Professor Terman was forced to give a presentation to Stanford's trustees describing how some students were secretly using Stanford's state-of-the-art three-mile-long Linear Accelerator to pump beer from a nearby roadhouse to the campus. It was never made clear what Bill Hewlett's contribution to that project was, but he was well known for improving the morale of his fellow students.


"I was slow in realizing that Bill not only solved problems but looked beyond them for their implications. He could see that one good creative problem solved always led to two more unsolved."

—Professor Fred Terman



At the end of that one-year graduate course at Stanford, Bill Hewlett was accepted for the master's degree program at MIT. He left for Boston at the end of the 1935 school year, full of ambition and determination. At least he was now on the same coast as his college buddy David Packard, and it wasn't long before Bill Hewlett was regularly catching the train from Boston up to Schenectady to see what was happening.


Making the Best of Things


Packard by this stage had managed to escape inspecting refrigerators by transferring to GE's radio transmitter department, where he assumed responsibility for the manufacture of GE's large mercury vapor rectifiers. Since these units failed all too often, Packard planted himself on the factory floor and followed every step of the manufacturing process. He found that the production workers were given inadequate instructions and therefore were following some outdated practices. Packard completely rewrote the instructions and saw the number of units being manufactured to specifications leap.


“It was the first indication that David Packard was not only a brilliant manager but an innovative one as well. Years later, when HP codified its leadership practice, called 'Management by Walking Around'—and business theorists began to write books about it—Packard looked back and realized that it was during those weeks on the factory floor that he first practiced it: 'That was a very important lesson for me—that personal communication was often necessary to back up written instructions,' he later noted."

—Michael Malone



Packard was living in a house with several other bachelor engineers who also worked at GE. They would often purchase defective electronic equipment from GE and tinker with it in the attic of their house. On one memorable occasion, they were playing around with a transmitter that was designed for a huge electrical plant and they found that when they pressed the key, all of the lights in their rented house would light up—whether they were turned on or not. Remarkably, despite living and eating in the massive electrical fields these pieces of cast-off industrial equipment generated, all of the men would ultimately end up living long lives and having exceptionally productive careers.


Striking out on Their Own


At the end of his MIT graduate studies, Bill Hewlett sent out his resume—and received just one job offer from Jensen Speaker Co. of Chicago. That didn't appeal, so Hewlett wrote to Professor Terman back at Stanford and asked if he knew of any good jobs going. Dr. Terman managed to find a product development project that was being funded by a San Francisco doctor. Hewlett accepted a job to work on this project and move back to the San Francisco region. He worked out of Stanford's electronics labs on the development project, although no product would ever actually come from it.

When Dave Packard came back out west to visit Bill Hewlett and his girlfriend, he realized that he needed to escape GE and get back to Stanford, where some of the most exciting electronics research in the country was happening. Professor Terman was by this stage announcing some major breakthroughs in "feedback circuits", which enabled instruments to better respond to changing conditions. Packard wanted in on the development projects, and so he sat down with his good friend Bill Hewlett and together they tentatively decided to go into business for themselves.



惠普诞生　
英文



前情

1937年8月23日的会议记录上载明，这是个新创企业的提案，包含试验性的组织规划和试验性的工作计划。惠立特和普卡德讨论的产品构想包括高频接收器和医疗仪器，而且纪录上还注明“我们要尽可能跟上新发表的电视科技”。提案上的新公司名称是“工程服务公司”。他们压根没想到营利，他们的想法只是，如果找不到工作，就替自己创造工作机会。

惠立特和普卡德在创业之前，根本不清楚自己该怎么发展，这点非常值得一提。此外，两人是非常要好的朋友，打从心底信任彼此，这也是相当特别的事。没有一家创投业者想要评论他们，或是要推动他们公司的股票进行首次公开发行。在那时，甚至没有任何一家产业杂志分析他们的一举一动。不过，惠立特和普卡德还是决定要放手一搏，创业看看。

主文


草创时期



车库里的企业总部


特曼教授提供普卡德一个研究助理的工作，在他的实验室进行研究，为期9个月，薪水是500美元，这笔钱足以让普卡德回到西岸投入创业。普卡德接下这份工作，但是并没有完全辞去在“通用”的工作，反而说服了自己的主管，让他请假一年，这样万一结果不如预期，他也好有个退路。

普卡德一回到旧金山，就马上和惠立特展开行动。1939年1月，普卡德和惠立特签署文件，正式合资成立公司。惠立特同意先提供资金购得公司股份，而普卡德则贡献之前在通用公司工作时，自费买下的所有设备。两人在帕洛阿图市的爱迪生大道租了一栋小房子，作为新的“企业总部”。惠立特向一位老太太租下房子的1楼、储藏室，和有一个车位的车库，房东自己住在2楼。普卡德住进惠立特夫妇租用的储藏室，空间只够摆得下1张床和1把椅子，而且储藏室没有供电。车库则摆进了这家公司的所有设备。

两位合伙人展开工作之后没多久，就觉得“工程服务公司”这个名字听起来太白了，于是决定要用自己的名字来当作公司名称。两人用丢铜板的方式，决定名字谁先谁后，结果不用多说，惠立特赢了，所以新公司的名称就叫做“惠普公司”。


【编注：放大镜


车库


惠普创办时的车库在1987年被加州政府指定为历史地标。惠普在2000年以170万美元，收购了车库所在地的两层小楼并进行修缮，恢复成30年代末期的原貌。美国国家古迹注册部门的历史学家吕济尼昂（Paul Lusignan）表示：“也许惠普后来的建筑物在科技发明史上更具代表性，但是车库与惠普最早期的房子，却是创业精神的象征。”】




产品在哪里？


尽管两人在过去8年都相当积极投入电子领域，却都没有办法提出确实可行的意见，找出公司到底应该开始生产什么产品，未来才有可能畅销。因此他们决定承包当地企业的案子，善用自己在工程方面的高超本事。当地一家保龄球公司请他们研发球道的标示装置，当地的天文台也请他们研发望远镜用的同步马达驱动器，两人甚至开始为另一位顾客研发自动冲水马桶。这形形色色的案子，让两人还在构思产品的同时，能够支应生活开支。

惠立特在跟特曼教授进行研究的时候，曾经研发出音频振荡器并且取得专利，这种装置在各种振幅都能持续发出精确的讯号。两人一直没有想到要把这项装置当作产品，直到特曼教授派他之前的学生哈洛·巴特奈到两人的车库，参考这款装置的初期原型。当时巴特奈是国际电话电报公司的研发副总，在看到这款装置之后大表赞赏。因为他实在太欣赏这款装置，就提出愿意付500美元买下海外专利权。巴特奈会对这款装置大表兴趣，让惠立特和普卡德非常惊讶，于是两人判断，或许应该尝试生产和销售这种音频振荡器。


【编注：放大镜


音频振荡器


是惠立特运用电子回路理论研发出的装置，能以实用而低成本的方法产生高质量的音频信号，信号可用于测试音响，于是被迪斯尼用来当作判别音响质量好坏的标准。】




定价原来是这么回事！


两位创办人制造出功能更完善的原型，装置外观非常专业，却用了手工雕刻的外箱包装。两人还印制了2页的宣传手册，而且为了不让任何人知道这是他们的第一项产品，他们还把这部机器命名为“200A”。惠立特和普卡德还定了个非常随性的价格，每部要价54.40美元，最主要是因为这个数字会让他们想起“为北纬54度40分而战！”这句口号。这句口号是1844年美国总统大选时提出的，锁定美国西北部美、加边境的划定问题。不幸的是，两位创办人很快发现，54.40美元的价格远低于200A的生产成本，如果继续保持这个价格，最后每卖一部就会赔一些钱。这种状况对他们新创的公司来说，真的称不上是好兆头，然而幸运的是，所有跟200A竞争的产品，价格大约都在500美元以上，所以两人发现，大可放心把定价调到比原价高出甚多。

在惠立特和普卡德四处为公司的音频振荡器寻找买主之际，迪斯尼制片厂的首席录音工程师柏德·霍金斯找上他们。迪斯尼当时正准备开拍新动画片《幻想曲》，霍金斯想要更新片厂的测试仪器。霍金斯订了8部名为“200B”的升级版，每部价格71.50美元，这个价格对惠普来说有利可图。


“我们很快就了解，如果这部机器非常有价值，就可以提高定价，这个经验非常重要，因为这让我们能够一边经营，一边获得财务奥援。”

——戴维·普卡德




【编注：放大镜


幻想曲


迪斯尼动画史上的经典作品，开创了电影立体声时代，在1998年被美国电影协会选为20世纪美国百部经典名片。《幻想曲》将古典音乐与动画结合，使得动画片走向更加多元，而且是世界第一部立体音响的电影，由指挥大师史托可夫斯基（Leopold Stokowski）指挥费城管弦乐团演出，并且使用了世界最早的立体音响摄制，还因此引起美国军方高度关切。】




抓住大顾客就抓住第一张王牌


惠立特和普卡德渐渐拼凑出公司的运营策略。在收音机和录音设备代理商诺姆·尼利的建议之下，惠普公司从代工厂转型，全力生产和销售自己的产品。尼利提供自己的销售网络给两人运用，所以两人就有了配销通路。事实上，在1939年，也就是公司开张的第1年，惠普的营业额就已经达到5,369美元，获利达1,653美元，税前获利大约25%。公司完全没有负债，而且订单满档。不仅如此，两人还争取到迪斯尼公司这个顾客，迪斯尼公司是全美最成功的企业之一。惠立特和普卡德很快了解到，目前手上已经握有充足的现金，可以开始打造自己梦想中的企业。总而言之，公司在开张第1年的年底，其实状况就已经相当不错了。

增添信心之后，两位合伙人在1939年秋天决定，从车库迁移到离家大约10条街的小型厂房。新厂房的空间足以让他们设个小办公室、涂装间、机械工厂，还够设个会议室和测试区。两人都认为这个新的厂房跟原来的车库比起来，实在是华丽得多，尽管新厂房的规模跟惠普公司未来开设的许多据点比起来，其实比据点的大厅都要小得多。



Hewlett-Packard Is Born　
中文



Scenario

The minutes of the meeting, dated August 23, 1937, are headed "tentative organization plans and tentative work program for a proposed venture." The product ideas Bill and Dave discussed included high-frequency receivers and medical equipment, and it was noted that "we should make every attempt to keep up on the newly announced technology of television." Their proposed name for the new company: The Engineering Service Company. They weren't interested in the idea of making money. Their idea was that if you couldn't find a job, you'd make one for yourself.

The fact that Hewlett and Packard started their business before they actually knew what they were going to do is noteworthy. That they were good friends who trusted each other implicitly is also quite striking. They had no venture capitalists trying to second-guess them or push them towards an IPO. At that time, there weren't even any trade magazines analyzing their every move. Instead, Bill Hewlett and David Packard simply decided they would launch forth and see what happened.

Main Text


The Start-up Days



Headquarters in a Garage


Professor Terman offered David Packard a research assistant's job in his lab that would pay $500 for nine months work. It was enough for Packard to head back to the west coast where he could get in on the action. Packard accepted the offer but didn't resign from GE altogether. Instead, he convinced his bosses to give him a one-year leave of absence so that if things didn't work out as planned, he would have a backup plan in place.

Once Packard got back to San Francisco, he and Hewlett wasted no time. In January 1939, they signed the papers that formally incorporated Hewlett-Packard as a partnership. Bill Hewlett agreed to advance some money to the company for his shares, while David Packard contributed all of the equipment he had personally purchased while working at General Electric. They established their new "corporate head-quarters" in a small rented house on Addison Avenue in downtown Palo Alto. David Packard and his wife rented the lower floor of the house and a small storage shed and one-car garage from an elderly woman who lived on the second floor. Bill Hewlett moved into the storage shed, which was just big enough for a bed and a chair, and it had no electricity. The garage housed the company's entire inventory of business equipment.

No sooner had the two partners started work than they decided that "The Engineering Service Company" didn't really sound too inspiring. They instead decided to name the company after themselves. To determine the order of the names, they tossed a coin. Needless to say, Hewlett won the coin toss and their new company was thus named "Hewlett-Packard Company".


Where Are the Products?


Despite the fact that both David Packard and Bill Hewlett had been very active in the world of electronics for the past eight years, neither of them had any solid suggestions about what product their company should actually start making and hopefully selling. They therefore decided to do some contract work for other local businesses so they could use their engineering prowess to good effect. They were hired by a local bowling company to develop some lane signaling devices, by the local observatory to design the synchronous motor drive for its telescope and even started work on developing a self-flushing toilet for another customer. This colorful roster of projects helped Hewlett and Packard pay the bills while they figured out what to make.

While Bill Hewlett had been working with Professor Terman, he had developed and patented an audio oscillator that could generate a consistently accurate signal over a wide range of amplitude settings. They hadn't really thought much about this as a product until Professor Terman sent over one of his old students, Harold Buttner, to the garage to have a look at the early prototype. Buttner was, at that time, vice president of research and development for International Telephone and Telegraph, and he was impressed with what he saw. So much so, in fact, that he offered Hewlett and Packard $500 for the foreign patent rights to the device. Bill and Dave were stunned by this expression of interest and decided that maybe they should try making and selling some of these audio oscillators.


So That's How Pricing Works!


The two partners finished making a better working prototype complete with a professional-looking but hand engraved case. They produced a two-page sales brochure, and since they didn't want anyone to know that this was their first product, they designated the machine as the "200A." Bill and Dave also came up with a completely arbitrary price of $54.40 for the machine—chosen mainly because it reminded them of the historic phrase "54'40" or Fight!" which had been used in the 1844 campaign to set the U.S.－Canadian border in the Northwest. Unfortunately, the two partners would soon find that $54.40 was well below what it cost to make the 200A and they would actually end up losing money on every sale if they kept to that pricing. This was not exactly what one would describe as a fortuitous start for their new business enterprise. Fortunately, however, all of the other competing products to the 200A were being sold at prices of $500 or more, so Bill and Dave found they could actually set their price much higher without any difficulty.

While they were scrambling about for early buyers of their audio oscillator, Bill and Dave were contacted by Bud Hawkins, the chief sound engineer at Walt Disney Studios. Walt Disney was just about to start work on its upcoming movie Fantasia, and Hawkins was upgrading the studio's test instruments. Hawkins ordered eight of a slightly improved model designated the 200B at $71.50 each—a price that was profitable for HP.


"We very quickly learned that we could raise the price if it was good value, and that was a lesson that was very important because it made possible for us to finance the company as we went along."

—David Packard




A Big Client Brings Big Opportunity


Gradually, Bill and Dave managed to cobble together a business strategy. At the suggestion of Norm Neely, who was a manufacturer's rep for radio and sound recording equipment, Hewlett-Packard moved away from contract manufacturing and focused solely on making and selling their own products. Neely offered access to his sales network to Bill and Dave so they now had a distribution and sales channel. In fact, in 1939, their first year of business, Hewlett-Packard managed to generate $5,369 in sales for a profit of $1,653—a pretax profit of around 25 percent. The company had zero debt and an in-box filled with orders. Even better, Hewlett-Packard had managed to make one of America's most successful companies, Walt Disney, a customer of theirs. Bill and Dave soon realized that they had enough cash on hand to really start building the kind of company they had envisaged. All in all, the company was actually quite well positioned by the end of its first year of business.

With this newfound confidence, the two partners decided to move from their garage to a small factory building about ten blocks away in the fall of 1939. Their new facility was large enough for them to set up a small office, a paint shop, a machine shop and an assembly and test area. Bill and Dave both remarked that this new building felt positively luxurious by comparison with their original garage—even though the entire size of their new building was in fact smaller than the lobbies of many of the HP facilities they would build in the future.



站上龙头地位 
英文



前情

在早期，惠立特和普卡德必须校长兼撞钟，几乎大小事都要自己来，从产品研发、生产，到定价、包装和配送,，从接待顾客和业务代表到记账，从撰写广告文案到下班后的打扫，统统包办。

主文


第二次世界大战带来转机



业绩起飞


有了第1年的成功经验，惠立特和普卡德积极地为公司招揽生意。两人和国际电话电报公司签约，研发晶控的定频振荡器，用于电子航空降落系统。认真投入这项项目后才发现，这已经超出他们的能力所及，所以两人开始聘请技师、机械师、技工和测试工程师。快速扩充员工人数的结果，造成公司现金流吃紧，好几次差一点就发不出薪水，不过两位合伙人还是四处奔走，避免公司财务面临破产窘境。

惠立特和普卡德也很清楚，他们必须扩充产品的品项。除了起步时推出的2款音频振荡器之外，两人开始生产谐波分析器和方波产生器。到了1940年底，惠普的营收达到3万4,396美元，正式员工有5位，产品型录上也有了4项产品。

尽管惠立特和普卡德针对1941年的经营进行了详尽规划，但是该年的发展大出两人意料之外。美国在珍珠港事件之后加入第二次世界大战，惠立特的身份从后备军人突然升级成现役军人，留下普卡德独自经营公司。惠普公司也突然接到大笔国防单位的合约，要该公司研发军事科技。

这股突如其来的大笔生意对惠普的营收来说，可算是一大帮助。惠普的营收在1941年到1942年之间，大幅成长了400%，紧接着在下一年又成长了将近1倍。尽管普卡德在管理团队另一半成员缺席的情况下，为了经营公司忙得手忙脚乱，但是他还是坚持，自己的薪水不能高过惠立特在军中的薪水。

在战争期间，惠普承接了许多极机密的研发项目。其中一项的代号是“豹”，内容是要研发电子反制装置，用以干扰敌人的雷达讯号。这让惠普在微波领域获得了宝贵经验，也让该公司在把心力转移到大众消费产品上之后，成为业界龙头。在战时进行的研发项目中，有许多项项目后来都发展成大量的新民生应用和新产品，其中包括示波器。


保守务实成为最佳企业


第二次世界大战结束时，惠普公司成立已满6年，年营业额超过100万美元，而且有200多名员工在宽敞的崭新总部中工作。公司产品包括音频振荡器、微波产生器、音频信号产生器、波形分析仪以及失真分析仪。不仅如此，惠普还赢得了良好名声，以创新、质量和确实履约著称。美国经济从战争经济逐渐转型，消费者需求也随之释放并且大量涌现，惠普就此漂亮地站上龙头宝座。

然而更重要的是，惠普被视为是最理想的工作环境。在普卡德的坚持之下，该公司已经实施了员工分红制度，所有员工都能分享公司获利。同样地，该公司每年拨发高额的红利给员工，也被封为该公司经营的圭臬。在接下来的几年内，该公司还增加了高额医疗保险和退休金制度，而且退休金极为丰厚。上述种种因素结合起来，使得惠普成为最理想的工作环境，结果也让公司要招募新进员工容易得多。

惠立特和普卡德在财务上，时时坚守保守风格。公司搬迁到新的企业总部时，办公室内还是保持一片空旷。两位创办人认为，万一公司破产，还可以把这栋大楼卖给超市。然而这么做的结果是，员工在空荡荡的楼层中办公，只用隔板隔出各自的位置。这么做原本是为了落实节俭谨慎的财务规划，却成了惠普最著名的特色之一。


【编注：放大镜


理想工作环境


惠普的企业文化中，员工不会被视为受雇者，而是一家人。科技人才喜欢到惠普工作，不只是因为种种津贴，更因为能得到尊重和职权，可以做自己喜欢做的事。】




确立惠普风范



惠普DNA


除了上述各项成功要素，两位创办人独有的管理风格中，还有部分面向也逐渐整合进公司的DNA中，包括：

走动式管理——这项观念是说，经理人应该实际走进制造现场，亲自了解各种状况，不要光会坐在办公室里发号施令。

开放的沟通政策——在这项政策之下，每位员工都可以向主管提出自己关切的问题或抱怨，而且如果问题没有解决，可以向更上一级的主管呈报，一路到首席执行官都可以。

行事要符合惠普风范——内容相当广泛，包括所有事情都要在台面上诚实解决，不能在私底下解决或是做出见不得人的勾当。

打从心底信任员工——信任的程度甚至到了，惠立特和普卡德亲自下令，零件库房和储藏室大门一定要时时打开，这样员工在下班以后，如果要在家里进行未完成的工作，才能够方便取得工作所需的设备。



Becoming an Industry Leader　
中文



Scenario

In those early days Bill and Dave had to be versatile. They had to tackle almost everything themselves—from inventing and building products to pricing, packaging, and shipping them, from dealing with customers and sales representatives to keeping the books, from writing the ads to sweeping up at the end of the day.

Main Text


War Brings Opportunity



Sales Take off


Emboldened by their first year successes, Bill and Dave enthusiastically worked at drumming up more business for their firm. They entered into a contract with ITT to develop a crystal-controlled, fixed frequency oscillator to be used in an electronic aircraft landing system. It wasn't until they were well into this project that they realized they had bitten off more than they could chew, and they started hiring technicians, machinists, mechanics and test engineers. That rapid ramp up in employee numbers meant their cash flow became restricted, and they came very close to not making payroll on more than one occasion, but the two partners managed to avert financial ruin by hustling around.

Bill and Dave also realized that they would need to broaden their product range. They started making a harmonic wave analyzer and a square wave generator in addition to the oscillators they had started out with. By the end of 1940, Hewlett-Packard had total revenues of $34,396, a staff of five full-time employees and four products in its catalogs.

Despite the fact that Bill and Dave had great plans for 1941, the year turned out much differently than they expected. When the United States entered World War II after Pearl Harbor, Bill's status was suddenly upgraded from Army Reserve to active duty, leaving David to run the business alone. Hewlett-Packard also received an avalanche of defense contracts to develop technology required for the war effort.

This sudden surge in business was great for Hewlett-Packard's revenues. HP's revenues grew by 400 percent between 1941 and 1942, and then nearly doubled again the following year. Despite the fact that David Packard was scrambling to run the business in the absence of the other half of its management team, he refused to take a salary that was any higher than what Bill Hewlett was earning in the Army.

During the war, Hewlett-Packard undertook many top-secret development projects. One of these was code-named "Leopard", and it involved developing an electronic countermeasures device to scramble enemy radar signals. Hewlett-Packard had gained invaluable experience in the microwave field that would allow the company to become one of the industry's leading lights once attention turned to mass consumer products. Many of the other war time development projects also generated a host of new civilian applications and new products including the oscilloscope.


The Conservative, Pragmatic Path to Greatness


By the end of the war, Hewlett-Packard Co. was six years old. It now had annual sales in excess of $1 million and more than two hundred employees housed in a large new headquarters facility. The company was selling audio oscillators, microwave generators, audio signal generators, wave analyzers and distortion analyzers. Even better, HP had also gained a reputation for innovation, quality and meeting its contractual commitments. With the boom in consumer demand that was just about to be unleashed as the U. S. economy moved away from a war footing, HP was ideally positioned as an industry leader.

Even more importantly, however, Hewlett-Packard was viewed as a great place to work. At David's insistence, the company already had a profit sharing scheme in place that rewarded everyone. Similarly, the company's practice of paying its employees a sizable annual bonus was now firmly enshrined in the way the company did business. Over the next few years, the company added a catastrophic health insurance plan and then a pension plan that were extremely generous. All of these factors combined to make Hewlett-Packard a great place to work and this, in turn, made recruiting new employees much easier.

Dave and Bill never at any stage lost their financial conservatism. When the company moved to its new corporate headquarters, the interior was kept open. The two founders reckoned that this would allow them to sell the building off as a grocery store if their business failed. As a result, however, employees worked in a wide-open floor space using cubicles and dividers to mark out their space. What started out as an exercise in prudent financial planning ended up becoming one of the signature features of Hewlett-Packard.


Establishing the "HP Way"



The Hewlett-Packard DNA


In addition to the above success factors, some other aspects of the two founders own personal management styles also became integrated into the company's DNA:

Management by walking around—the concept that managers should be out on the factory floor finding out for themselves what's happening rather than sitting in an office firing off memos.

An open door policy—under which any employee could take their concern or complaint to their supervisor and then to the next level above that all the way to the CEO if the problem wasn't solved.

That there was an HP Way of doing things—which meant many things, including the fact that everything was always to be done above board and with integrity rather than in secret or potentially shady deals.

That employees were to be trusted implicitly—which even extended to an edict issued personally by Bill and David that parts bins and storerooms were always to be left open so employees could get any equipment they needed to keep working on unfinished jobs at home after hours.



衰退与成长的试炼　
英文



前情

随着“二次大战”结束，一般预期市场对电子仪器的需求会微幅下滑。然而市场反应的结果，比惠立特和普卡德当初预测的还要严峻。公司营业额在1945年还有160万美元，到了1946年却只剩一半。为了因应这种状况，惠立特和普卡德后来不得不把员工人数从200名裁员到120名。

主文


团队力量是企业的根



卷起衣袖力抗衰退



“惠立特和普卡德面临了令他们难以忍受的裁员窘境，两人受创之重，使得惠普在接下来的30年内，也就是两人还在负责公司日常运营的时间内，都不曾再发生大幅裁员的状况。电子业的特色之一，就是会先雇用过多员工，再残忍地裁员，就这样陷入无止境的恶性循环之中，惠普的作为在业界来说，是个非常显著的例外。事实上，惠普为了避免在不景气时大幅裁员，宁愿放弃在景气兴盛时增聘人力，即使可能造成公司错失额外营收也不在意。”

——迈可·马隆



尽管惠普在战后数年之内，只能勉强维持运营，但是惠立特和普卡德还是勇敢地决定，要借这个机会拓展惠普的产品品项，并且要进入新的产业。实行这项构想之后，大大激发了惠普员工的能力，员工也都发现了许多自己之前没发现的技能。那是个“大家一起来”的年代，而且公司的两位创办人也乐得浸淫在这个机会里，卷起袖子重回实验室。在战后公司表现衰退的压力之下，普卡德亲自设计了新的电压表，这款电压表在接下来的50年内，成为惠普极为成功的产品。

惠普的营收在1946年开始触底反弹，成长之快就像部失控的货运火车。惠普的营收在1947年达到85万1,287美元，比前一年成长50%。紧接着在1948年，营收又大幅成长了3倍，达到220万美元。当时许多美国大兵返回家乡，靠着《退伍军人福利法》快速取得大学学历，然后开始结婚生子，开启了战后婴儿潮世代。伴随着这个人类史上最大的人口成长潮，美国重新启动大规模的公共建设，在当时建立了全国高速公路系统、延伸供电网络并且广设电话系统。此外，原本是军事用途的科技，也开始运用在消费者产品，包括微波、无线通信和信息处理。但是这些发展的重要性，都比不上晶体管的发明，这项发明使得电子业成为1950年代最热门的新产业。惠普漂亮地在许多新兴的市场中，扮演了关键角色。


“惠立特和普卡德受到过去经验的启发，相当重视团队的力量，认为应该让团队中每位成员自由运用各自的技能和判断，选择最适切的方式来达成共同目标，而他们的经验不只来自自己的公司，还来自通用公司、军中，甚至还可以回溯到特曼教授的实验室以及斯坦福的美式足球校队。两人也都了解，特别是在电子业，因为迅速创新对企业生存至关重要，在开明经理人的领导下，授权亲如家人般的员工，能够不断激发几近奇迹的发明、质量和应变能力。然而在当时，两人还没有找到词汇来形容这种新的经营哲学，这个词一直到10年之后才出现。他们当时把这种哲学简单称为‘惠普风范’的经营方式。惠立特和普卡德甚至不知道，等到公司规模从位在红杉大厦的小公司，成长为符合两人对惠普想象的巨型企业，这个哲学还会不会行得通。但是他们就是勇于尝试，毕竟这两人敢于冒险，否则他们就不会有这么高的成就。此外他们也实事求是，而事实证明，这种新模式能够超越所有他们之前见过的经营模式，就像他们的仪器能够持续超越竞争对手一样。”

——迈可·马隆




【编注：放大镜


退伍军人福利法


美国国会于1944年颁布了“退伍军人福利法”，帮助退伍军人在“二战”后适应平民生活。法案中美国国会授权联邦政府，对在二战中服兵役超过90天的美国公民提供医疗、卫生及住宿等方面的优惠政策。另外对于因为战争中断深造机会的公民，则会资助这些公民接受适当的教育或训练。该法案的实施使数百万美国退伍军人受惠，为美国经济转型提供了大量人才。】




产品创新，经营也创新


时序进入1950年，惠普年营收将近200万美元，共有146名员工，生产的产品将近70项。在50年代，有几股强大的市场力量结合起来，带动了美国经济，这些发展也让惠普的市场大大成长。在这个时期，一时出现多家电子公司抢进市场，但是惠普总能令人惊讶地不断迈向新高。事实上，到了1950年代末期，惠普已经成长到年营收6,100万美元，员工超过3,000名，生产将近500种不同产品。

有趣的是，惠普能够达成如此惊人的成长，带领公司的高阶管理团队跟创业时还是一样。其实，惠立特和普卡德找到许多过去在斯坦福的同学，说服他们一起进到惠普服务。接下来该公司采取了几项做法，这些做法在高科技业相当罕见，包括：

角色互换——经常举办各种令人难忘的公司野餐活动，由两位创办人和高阶经理人当员工的服务生。

举办企划营——在名叫小巴辛的地区买了一块土地，距离帕洛阿图市约1小时车程，开始在该地举办年度露营活动，并指派公司经理人在没有干扰的环境中，进行对未来的规划。

员工分红——每2年会发给员工分红支票。

点心时间——提供员工免费的咖啡和甜甜圈，每天2次，分别在上午10点和下午3点。

天马行空日——每星期五下午举办啤酒同乐会，员工可以来杯啤酒、吃点饼干加奶酪，联络彼此感情。这也使得星期五变成公司的“天马行空日”，员工在这一天的工作就是，发想新的构想和发明。

解放服装规定——一开始在星期五开放让员工穿休闲服装上班，但是最后变成每天都可以。

上述许多构想对于现在的高科技公司来说，都已经是标准的做法，但是在惠立特和普卡德开始实行的时候，许多人认为这是相当革命性的做法。在20世纪50年代，管理阶层和基层员工之间的界线相当清楚，惠立特和普卡德努力打破这种专断的隔阂，凝聚出稳固的团队精神。从未来的角度回头看，这些管理措施被称做是具“惠普风范”的经营方式，但是惠立特和普卡德的做法其实还是相当革命性的。他们不只努力研发卓越产品，也发明了卓越企业应该遵循的经营方式，而且这些模式都是没有前例可循的。


【编注：放大镜


团队精神


管理大师德鲁克指出：“过去100年来的传统组织，其骨架或内部结构是阶级与权力的结合，但是新兴企业组织，则必然以互相体谅与共同责任为骨架。”相互体谅与共同职责，一直是惠普管理风格的重要特质。惠普人事采取分享的概念，分担订定和达成目标的责任，透过认股计划分享公司所有权、利润和个人发展的机会，甚至分担因营业偶尔下降所引起的烦恼。】




选择性成长



害怕失去人性


1957年，惠普的股票上市。到了这个时期，公司年营收已经达到约2,800万美元，员工大约有1,800名。对大多数企业来说，公司股票上市是件值得大大庆祝的好事，但是惠立特和普卡德的反应却大不相同。


“我们很担心公司成长，因为我们很怕公司会失去人性的一面，而这又是我们最重视的。我们从一家规模很小的科技公司起步，股东只有普卡德和我两个人，成为上市公司，看起来跟之前完全不一样了。”

——比尔·惠立特



为了追求成长，惠普于1959年在瑞士伯尔尼设立了第1个欧洲据点。不久之后，又在德国开设营业处，并且在斯图加特附近成立仪器组装厂。不到2年，惠普在欧洲已经是最知名的美国电子产品制造商之一。后来同样的模式也在日本和中国大陆上演，表现也同样亮丽。惠普不断在国际扩充制造据点，但是在美国本土却还没成为全国性的制造商，只能算是地区型的制造商。


采取目标管理


大约在此同时，惠普也将权力分散到各事业单位。惠立特和普卡德认为，一家公司的规模最大不应该超过1,500名员工，所以他们规定，只要有一个单位达到这个规模，就要独立成一家公司。他们认为，要永久保持并强化惠普的企业文化，这是最重要的方法。

另外，他们还想出了另一项卓越的管理观念：


“当我们思考该怎么管理这样一家公司时，我不断回到一个观念：只要能够让大家都认同我们的目标，了解我们想要达到的成果，那么我们就大可放手让大家自由发挥，大家都会朝共同的方向努力。”

——戴维·普卡德




【编注：放大镜


目标管理


明确提出公司目标并与员工取得一致意见，使员工能灵活采取最适切方式实现目标。在达成目标的过程中，员工可以在权限范围内，有弹性自行决定最适切的做事方法。成功的目标管理，应该是一条双向道，任何阶层的管理人都必须确定，员工清楚了解公司的整体目标和目的，以及各自部门的特定目标。】



惠普成为最早实行目标管理的企业之一，因此也无可避免地，成为数千家企业仿效的典范。


“基本上我们的观念是，如果经理人很清楚我们希望他们作什么样的决策，他们自然能够在自己的层级，作出最适切的决策，不必等上级指示。所以真正该做的就是，提出清楚的指导方针，说明公司希望达成的目标，然后就交给经理人发挥。”

——比尔·惠立特




宣示惠普目标


为了提出适切的指导方针，两位创办人和高阶经理人一起研商，订出惠普的第1批企业目标：

获利——体认获利是评量公司对社会贡献程度的最佳指标，也是公司实力最重要的来源。公司应该在符合其他目标的前提下，尽可能追求最大获利。

顾客——努力持续提升产品和服务的质量与价值，提供顾客更优质的商品。

专业领域——集中所有人的努力，在能力所及并能够有所贡献的领域中，持续找寻成长的新契机。

成长——强调成长是公司实力的评量指标，也是生存的必要条件。

员工——提供惠普员工各种发展职涯的机会，包括有机会分享公司成就的机会，因为公司的成就要靠员工的协力才能达成。根据员工的工作表现，让员工享有工作保障，并且让员工有机会满足自我，而自我的满足来自工作成就感。

组织——维持适切组织环境，激发员工的动力、自发与创意，并且要维持宽广的自主空间，让员工能够达成公司订定的目标。

公民责任——小区和社福机构塑造了我们生存的环境，要为小区和社福机构奉献心力，善尽优良公民应尽的责任。

上述企业目标随着时间不断演变与调整，但是最早的目标简要浓缩了两位创办人的信念和道德观。惠立特和普卡德一向坚守自己的信念，在作每项决策时，都会考虑到这些信念。


善用股票漂亮完成多项购并



“我很清楚，在部分产业中，尤其是那些需要大量资金挹注的产业，量入为出的做法是行不通的。我也很清楚，整个业界为了满足资金需求，非常盛行运用股权融资和长期贷款来提升获利。赞同这种方法的人会说，善用这几种方法可以提高获利。这话或许有理，不过在惠普我们坚守的政策是，量入为出，不要造成大笔负债。”

——戴维·普卡德



幸运的是，因为惠普是上市公司，可以运用公司股票购并其他企业，不必光靠资金。惠普就是用这种方法，购并了加州帕沙第纳市的摩斯利公司，使惠普拥有全世界最佳的平面绘图机技术。后来惠普运用这项技术，研发出一系列的打印机，让惠普在这个价值数十亿美元的产业中，占有龙头地位。惠普之后也运用同样的模式募资，进行了好几项购并案。


意外创造百万富翁员工


惠立特和普卡德还在1959年宣布，要推行员工认股制度。在当时的经营环境，这是一项十分具革命性的观念。实际推行的结果是，在很短的时间内，惠普员工就成了公司最大的股东。这样不仅可以奖励员工的辛劳，还可以进一步把权力下放给员工，而且这样也避免大量股票流入机构投资人手中，让机构投资人比较没有能力进行公司不乐见的变革。这么做的结果，使得惠立特和普卡德更能抗拒华尔街的外在压力，投资人会要求短期绩效，不重视长期成果。

到后来，员工认股制度在推行一段时间之后，必须稍加调整。在原先的规划中，并没有规定不得转让期限，所以员工只要一购得公司股票，就可以立即脱手。因为有太多员工开始这么做，两位创办人决定要修订这项制度，阻止这种情况发生。吊诡的是，许多参与员工认股的员工，后来都成了百万富翁，因为员工手上的惠普股票必须持有更久的时间，不能立即脱手变现。



The Trials of Recession and Growth　
中文



Scenario

With the end of World War II, it was anticipated that there would be a slight fall off in demand for electronic instruments. The market conditions that eventuated, however, were far more brutal than Hewlett or Packard had envisaged. From $1.6 million in revenues in 1945, the company's sales halved in 1946. Bill and Dave ultimately had to cut their workforce from 200 to 120 in response.

Main Text


United We Stand



Tackling Recession



"Bill and Dave faced the bitter pill of layoffs. So traumatic was the experience for both men that for the next thirty years—their entire tenure directing the daily operations of the company—Hewlett-Packard never again had a mass layoff. In an industry characterized by endless cycles of over hiring and brutal cutbacks, Hewlett-Packard was the shining exception. HP was actually willing to forgo extra hiring during good times, thus risking the loss of added revenues, to keep from having to mass fire employees during the bad."

—Michael Malone



Despite the fact that the company was only just managing to hold on in the immediate post-war years, Bill and Dave made the gutsy decision to use this as an opportunity to expand HP's product catalog and enter into some new industries. Putting this idea into action stretched the company's employees and made them uncover skills they never even knew they had. This was an "all hands to the pump" era, and the company's two founders reveled in the opportunity to roll up their sleeves and get back into the lab themselves. Dave Packard personally designed a new voltmeter that would ultimately become a highly successful product for the company for the next five decades under the pressures of this post-war slump.

After bottoming out in 1946, HP's revenues started climbing like a runaway freight train. In 1947, HP's revenues were $851,287—up 50 percent from the year before. The following year, revenue almost tripled to $2.2 million. The baby boom generation was just starting as many of America's soldiers had returned home, rushed through quick college degrees on their GI Bill and then began marrying and having children. This largest demographic surge in human history was accompanied by a huge infrastructure rebuilding phase as America built its national highway system, extended the reach of its power grid and set up a pervasive telephone system. In addition, technologies that had been developed for the war effort were starting to move into consumer products including microwaves, wireless telecommunications and information processing. But dwarfing all of these developments was the invention of the transistor, which would make electronics the hottest new industry of the 1950s. Hewlett-Packard was ideally placed to take a key role in the emergence of many of these new markets.


"Bill and Dave, from their experiences not only at their own company, but at General Electric, in the military, and even as far back as Terman's lab and the Stanford football team, had come to appreciate the power of a team in which each person was given the freedom to use their own skills and judgment to choose the best path toward a common goal. They understood even more that in electronics, especially, where rapid innovation was crucial to corporate survival, these empowered 'families' of employees, under enlightened managers, could perpetually produce near-miracles of invention, quality and adaptability. As yet, they had no term for this new business philosophy—that would take another decade. For now it was just the 'HP way of doing business.' Bill and Dave didn't even know if it would still work when they scaled up from the little company in the Redwood Building to the giant corporation they intended HP to become. But they were willing to give it a try. Bill and Dave were risk takers after all—otherwise they wouldn't have made it this far. They were pragmatists too: and the evidence suggested that this new model could out-race any existing business model they had yet faced, just as their instruments consistently surpassed the competition."

—Michael Malone




Innovative Products, Innovative Management


The Hewlett-Packard Company entered 1950 with around $2 million in annual revenue and 146 employees making almost seventy products. As the decade progressed, a number of powerful market forces combined to drive the U.S. economy forward, and these developments also had the effect of growing HP's markets appreciably. A number of other electronics companies came and went in the marketplace during this era as well, but Hewlett-Packard managed to navigate onwards and upwards very impressively. So much so, in fact, that by the end of the 1950s, HP had grown to a company with $61 million in annual revenues and more than 3,000 employees manufacturing nearly five hundred different products.

Interestingly, HP achieved this remarkable growth with the same senior management team who had started the company. In fact, Dave and Bill actually tracked down many of their classmates from Stanford and talked them into joining the company as well. The company then did some quite unusual things for a high-technology enterprise:

Trading places—HP held memorable company picnics on a regular basis, where the two founders and other senior executives would act as food servers.

Corporate retreats—The company purchased a block of land in Little Basin, about an hour's drive away from Palo Alto, and started having annual camping retreats where the company's managers went to plan ahead without any distractions.

Employee profit sharing—Twice each year, the company issued profit sharing checks to its employees.

Snack time—HP provided free coffee and doughnuts to all of its employees twice a day at 10 a.m. and 3 p.m. .

Blue Sky Day—Every Friday afternoon, the company had a beer bust where employees could mingle over a glass of beer and some crackers and cheese. This led to Friday being designated as "Blue Sky Day", where employees were asked to think about new ideas and inventions.

Casual dress code—A casual dress code started out as a Friday only thing but was ultimately extended to all day every day.

While many of these ideas are considered to be standard business practice for high-tech companies of the present day, when Bill and Dave started doing these things they were considered quite revolutionary. In the 1950s, there was always a clear gulf between managers and workers. Bill and Dave went out of their way to dissolve those arbitrary differences and create a strong esprit de corps. In time and from the vantage point of retrospect, these management practices would come to be described as "The HP Way" of doing business, but the fact remained that what Bill and Dave were doing was quite revolutionary. Not only were they trying to develop great products, but they were also inventing the way a great company should be run without any models to learn from.


Selective Growth



Fear of Losing the Personal Touch


In 1957, Hewlett-Packard Company went public. The company by this stage had about $28 million in annual sales revenue and around 1,800 employees. While for most companies, the act of going public was great cause for celebration, David Packard and Bill Hewlett reacted quite differently.


"We were concerned about the company growing and the fact we were afraid we'd lose the personal touch we felt was so important. We were growing from a very small technical company where only Packard and I owned the stock into a publicly owned company with a very different appearance."

—Bill Hewlett



To find that growth, HP set up its first European office in Berne, Switzerland in 1959. Soon, a sales office was opened in Germany and a small instrument assembly facility was established near Stuttgart. Within two years, HP had become one of the best known U.S. electronics manufacturers in Europe. This same pattern would ultimately be followed in Japan and China with very similar results. HP was expanding its international manufacturing operations before it had even become a national rather than a regional manufacturer in the United States.


Management by Objectives


Hewlett-Packard also decentralized the company into operating divisions at around this same time. Bill and Dave felt that around 1,500 people was the maximum size the company should be and they decreed that any time a division reached that size, it should then be divided. They saw this as a key way to perpetuate and strengthen the HP corporate culture.

They also came up with another great management concept:


"While we were thinking about how a company like this should be managed, I kept getting back to one concept: If we could simply get everybody to agree on what our objectives were and to understand what we were trying to do, then we could turn everybody loose, and they would move along in a common direction."

—David Packard



HP became one of the first companies to practice management by objectives and as such, they inadvertently became the model for thou-sands of other companies trying to do the same thing.


"We just basically said that if managers know what kinds of decisions are wanted, they are best able to make those decisions from their level rather than from above. So what you need to give them are some guidelines of what's expected and let them run with the ball."

—Bill Hewlett




HP Corporate Objectives


To provide suitable guidelines, the two founders sat down with their senior managers and came up with their first set of corporate objectives for Hewlett-Packard:

Profit—To recognize that profit is the best single measure of our contributions to society and the ultimate source of our corporate strength. We should attempt to achieve the maximum possible profit consistent with our other objectives.

Customers—To strive for continued improvement in the quality and value of the products and services we offer our customers.

Field of Interest—To concentrate our efforts, continually seeking new opportunities for growth but limiting our involvement to fields in which we have capability and can make a contribution.

Growth—To emphasize growth as a measure of strength and a requirement for survival.

Employees—To provide employment opportunities for HP people that include the opportunity to share in the company's success, which they help make possible. To provide for them job security based on performance, and to provide the opportunity for personal satisfaction that comes from a sense of accomplishment in their work.

Organization—To maintain an organizational environment that fosters individual motivation, initiative and creativity, and a wide latitude of freedom in working towards established objectives and goals.

Citizenship—To meet the obligations of good citizenship by making contributions to the community and to the institutions in our society that generate the environment in which we operate.

These corporate objectives would evolve and change over the years, but the first version of them neatly encapsulated most of the personal beliefs and ethics of the two founders. Bill and Dave always had very firm beliefs that had to be taken account of whenever any decisions were to be made.


Using Company Stock to Make Acquisitions



"I know that in some industries, particularly those requiring large capital investments, the pay-as-you-go approach just isn't feasible. I also know that it has become popular throughout the industry to meet capital needs by leveraging profits with equity financing and long-term borrowing. The advocates of this approach say you can make your profits go further by leveraging them. That may be, but at HP it was our firm policy to pay as we go and not to incur substantial debt."

—David Packard



Fortunately, as a public company, HP was now able to make acquisitions using Hewlett-Packard stock rather than capital alone. HP acquired the F. L. Moseley Company of Pasadena, California this way, giving HP the world's best X-Y plotters. This same technology would later be used to develop HP's printer family, giving it market leadership in a multibillion-dollar industry. HP would later go on to make a number of acquisitions based on this same kind of funding model.


The Accidental Creation of Millionaire Employees


In 1959, Hewlett and Packard also announced that they were launching an employee stock purchase plan. This was quite a revolutionary concept for that business era. The practical result was that in a short period of time, HP employees became one of the largest shareholders in the company. Not only did this reward employees for their efforts and further empower them, but it also kept large blocks of stock out of the hands of institutional investors, thereby diluting their ability to bring about unwanted changes. This, in turn, meant that Bill and Dave could better resist any pressures that might be brought to bear by Wall Street to substitute short-term results for long-term success.

As it turned out, the employee stock purchase plan had to be fine-tuned as it went along. In the original version, there was no vesting period, so employees could pretty much sell their stock as soon as it was granted. So many employees began doing so that the two founders decided they had better modify the plan to stop this from happening. Ironically, many of the employees who participated in the plan later would become millionaires because they had been forced to hold onto their HP stock for longer rather than selling it immediately.



世界级企业　
英文



前情

进入1960年代，惠普年营收已经达到5,000万美元，有3,000名员工，以创新产品和人性政策著称，并且首度晋身全国和跨国企业。20年代60年代结束时，惠普已经是年营收3亿3,000万美元的全球巨人，员工有1万6,000名，而且是世界上最受景仰的企业，但是在光鲜的外表下，还是牵涉了权力和世代的冲突。

主文


勇于尝试未知的领域



不断打入新市场


1961年，惠普从那斯达克改到纽约证券交易所挂牌。来年，该公司名列《财星》500大的第460大企业。惠普也在1963年，借由合资企业的方式进入了日本市场，这种做法领先业界将近10年，没有一位竞争对手想到要用这种方式。这项运营措施非常重要，因为这使得惠普得以切入日本国内市场，在1960年代，非日本本土企业很少有机会在日本国内市场销售产品。

惠普在60年代，还进入了几个主要的新市场。其中3个规模最大也最重要的市场：

迷你计算机——普卡德原先想要购并迪吉多计算机，但是购并交易告吹，于是普卡德就指示研发部门开始研发惠普计算机。惠普的第1部迷你计算机是2116A，在1966年上市，定价在2万5,000美元到6万美元之间不等，视配备而定。2116A推出之后大受欢迎，因为惠普加强了计算机的耐度，能够禁得起撞击和震动，在当时同样程度的撞击和震动会造成其他迷你计算机严重受损。后续的机种HP 3000通用计算机，名列惠普产品型录长达31年，而且从获利来看，大概是惠普史上最成功的产品。

桌上型电子计算器——惠普经过2年的研发期，在1968年推出第1款桌上型电子计算器9100A。这款计算器彻底改变了业界生态，因为这不只是简单的算术机器，更是媲美计算机的运算工具。惠普可以说推动了科学计算器的革命，最终也使得惠普赚进丰硕获利。

半导体——惠普还投入半导体制造业，并且成为全球10大芯片制造商之一。这项成果可说是无心插柳，因为惠普生产芯片最主要的目的，是供其他惠普产品使用，不是要积极寻找公司以外的顾客。


【编注：放大镜


9100A


惠普所发表的世界第一台桌上型科学计算器。9100A可将程序储存在磁卡上，协助科学家进行复杂的运算作业，也就是不需存取到大型计算机，就能解决科学与工程方面的问题。惠普在广告中宣称，9100A是一台“个人计算机”，也是“个人计算机”这个名词第一次的正式使用纪录。】




不断尝试新设计


这几项新的业务，惠立特和普卡德都深入参与，不过公司里其他工程师也都在学着，怎么巧妙应付这两位创办人。事实上，在几项重要的新产品之中，至少就有HP 3000计算机这一项产品，是工程师利用私人时间偷偷进行的实验性研发计划，这项计划原本遭到惠立特和普卡德终止。


“计算机部门有群志同道合的人，他们不愿意放弃这项计划，私下继续进行这项实验性计划，修正Omega机型，帕洛阿图方面似乎也被蒙在鼓里。惠立特和普卡德对这项计划颇有顾虑，但还是继续进行，而且一完成就向主管报告。结果这些经理人对于这部计算机修改过的功能大表赞赏，决定把Omega计算机改成16位的迷你计算机，搭配比较简易的操作系统，重新命名为Alpha，然后向总部提案。当Alpha出现在一脸惊讶的普卡德眼前，普卡德对这项修正过后的产品非常满意，并且同意继续研发。结果，惠普在1972年推出HP 3000计算机，这是一款通用计算机，满足中小型企业处理及时数据的需求，不像其他计算机是按批次作业方式处理大量数据。从总营收的角度来看，HP 3000可能是惠普史上最成功的产品，也是史上最受欢迎的计算机之一。”

——迈可·马隆

“我之前在惠普位于科罗拉多州罗兰市的分公司担任产品工程师，那时我制造出一部大屏幕示波器，可以用来当作计算机显示器。我的主管对这款示波器没多大兴趣，但是还是让我展示给惠立特和普卡德看。他们并没有被打动，而且普卡德还对我的主管说：‘明年我再来这里的时候，我不想在实验室看到这个东西。’尽管如此，我还是持续改进这项产品，把这项计划当作未经批准的秘密实验计划，完成了一部可用的原型机。在我到加州度假的时候，带着这部原型机一起到加州，结果潜在顾客对这部原型机都相当感兴趣。我说服分公司研发经理，要赶紧开始生产这款屏幕。一年之后普卡德回到这里，这项产品已经正式生产了。他几乎要抓狂了，他说：‘我不是说过要这个东西消失吗？’结果我回答：‘不是的，你是说不想在实验室看到这个东西，现在这个东西不在实验室，已经开始生产了。’市场预测，这项产品一共只会卖出31部，结果我们反而卖出了1万7,000部。最重要的是，我们都透过这项产品见证了阿姆斯特朗登率月球的足迹。这款屏幕一共为公司创造了3,500万美元的额外营收。我不是想要当个目空一切或是难搞的人，我其实不过是希望惠普能够成功。我从没想过，这可能会让我丢掉工作。”

——前惠普高阶主管　查克·豪斯



这位年经工程师不但没有丢掉工作，普卡德还在几年后召开了一场部门会议，并且在会议上用崭新的奖章来奖励豪斯，表扬他“彻底蔑视和违抗一般工程师应尽的职责。”豪斯后来成为惠普的高阶主管。



Becoming a World-class Company　
中文



Scenario

HP entered the 1960s as a company with $50 million in annual revenues, 3,000 employees, a reputation for innovative products and personnel policies, and taking its first steps as both a national and international corporation. It left the decade as a $330 million global giant, with 16,000 employees and the most admired company on earth—but also embroiled in the political and generational conflicts taking place just beyond its walls.

Main Text


Boldly Forging into New Fields



A Series of New Markets


In 1961, Hewlett-Packard moved its stock listing from NASDAQ to the New York Stock Exchange. The following year, the company entered the Fortune 500 list at number 460. HP also moved to enter the Japanese market through a joint venture arrangement in 1963—almost ten years before any of the company's competitors even thought of it. This was an important business arrangement because it allowed HP to sell into the Japanese domestic market, which offered very limited access to non-domestic companies in the 1960s.

The sixties also saw HP enter into a number of major new markets. The three largest and most significant were:

Minicomputers—David Packard initially tried to acquire DEC, but when the deal fell through, he instructed his R&D department to develop a proprietary HP computer. The first HP minicomputer, the model 2116A, was introduced in 1966 and priced between $25,000 and $60,000 depending on the configuration. It turned out to be highly successful due to the fact that HP had built it to withstand the kinds of shock and vibration that crippled the other minicomputers of that era. The follow-on machine, the HP 3000 general purpose computer, would be listed in HP's catalog for thirty-one years and was probably the most successful product in HP's history in terms of profitability.

Desktop calculators—HP developed and released its first desktop calculators, the model 9100A, in 1968 after a two year development period. This calculator fundamentally changed the industry because it was more of a computational machine than a simple arithmetic tool. HP had in effect launched the scientific calculator revolution that would ultimately make Hewlett-Packard a fortune.

Semiconductors—HP also moved into semiconductor manufacture and became one of the top ten chip makers in the world. This went largely unnoticed because HP was mainly producing chips for use in other HP products rather than aggressively seeking third party customers.


A Constant Flow of New Designs


Bill and Dave were very closely involved in all of these major new business lines, although the other engineers in the company were learning how to deal with the two founders quite adroitly. In fact, at least one of these major new products, the model 3000 computer, was developed as a skunkworks project by the engineers in their own time after Bill and Dave had pulled the plug on the project.


"There was a small coterie of people in the computer division who refused to give up on the project and secretly maintained an ongoing skunkworks to perfect Omega—all apparently without Palo Alto's knowledge. Somewhere along the way the omega team, conscious of Bill and Dave's concerns, continued pursuing the project—and when they were ready, they presented it to their bosses. Those managers, in turn, impressed by some of the design features of this revised computer, decided to scale back Omega to a 16-bit minicomputer with a simpler operating system, rename it 'Alpha' and present it to corporate. When Alpha was sprung on an ostensibly surprised Dave Packard, he expressed his satisfaction with the revamped product and gave the green light to continue development. The result, introduced in 1972, was the HP model 3000 computer, a general-purpose computer designed to take on all of the real-time (as opposed to batch) processing needs of small-and medium-sized business. The HP 3000 became (in terms of total revenues) probably the most successful product in Hewlett-Packard history—and one of the most popular computers of all time."

—Michael Malone

"When I was a product engineer at HP's Loveland division, I built a large screen oscilloscope that could be used as a computer display. My bosses weren't all that wild about it, but they let me show it to Dave and Bill. They weren't impressed. Dave told my boss, 'When I come back next year I don't want to see this product in the lab.' Despite that, I continued to perfect the product, turning the project into an unsanctioned skunkworks to finish a working prototype. When I went to California on a vacation, I took the prototype with me—and it met with universal interest among potential customers. I then talked the division R&D manager into rushing the monitor into production. When Dave came back a year later, the product was in production. He was incensed. He said, 'I thought I said to kill this thing.' And I said, 'No sir. What you said was that you didn't want to see it in the lab. And it's not. It's in production.' The market forecast was for 31 of these things to be sold over time. Instead, we sold 17,000 of them. Most importantly, it was used for you and I to see Neil Armstrong's foot hit the moon. In all, the monitor brought $35 million in new revenue to the company. I wasn't trying to be defiant or obstreperous. I really just wanted a success for HP. It never occurred to me that it might cost my job."

—Chuck House



Rather than costing this young engineer his job, David Packard called a departmental meeting a few years later and awarded House a newly minted medal for "extraordinary contempt and defiance beyond the call of normal engineering duty." House would later go on to become a senior HP executive.



交棒时刻　
英文



前情

1968年年底，刚被任命为美国国防部长的马文·莱尔德拜访普卡德，邀请他进入尼克松下一任期的内阁，担任国防部副部长。基于爱国心和责任感，普卡德接受了这项任命，即使这表示他在任期中，必须把惠普股份的所得，全数捐给慈善团体。同时这也表示，必须由惠立特独自经营惠普，而那时正值公司面临许多严峻困难之际。

主文


同舟共济度难关



想办法保住大家的工作



“1970到1981年这10余年之间，最令人印象深刻的就是两大衰退期。剧烈通货膨胀以及汽油危机，《财星》500大之中有将近30%都跌落榜外。在此同时，惠普的规模从1万6,000名员工、年营业额3亿6,500万美元，成长到年营业额36亿美元，员工将近6万7,000名。惠普从原本以美国市场为主的企业，转变成跨国企业，全球的营业额开始超越国内的营业额。更令人难以置信的是，惠普在这段期间从生产测试和测量仪器的公司，转型成计算机公司。而且，转变过程中没有裁掉任何一位员工，员工士气也相当高昂。”

——迈可·马隆



对于1970年代的惠普来说，情势看来的确十分严峻。美国经济正经历严重衰退，高科技业都正处在产业景气循环中的衰退阶段。许多企业都立即缩减员额，惠立特则要求每位惠普员工减薪10%，每隔一星期的星期五不用上班。借此，不景气的痛苦可以由公司上下共同承担，不会全部落在生产线的基层员工身上。

惠立特想出这个办法保住大家的工作，相对地也希望公司所有员工能够一起想办法渡过眼前的难关。公司的工程师回报的方法是，提出源源不绝的新产品构想，使得惠立特得费工夫一一筛选。其中有项构想特别吸引惠立特，就是研发高阶的手提式科学计算器，这项构想比惠普目前的产品功能更强大。新一代的低功率集成电路使得这项产品构想有机会实现，但是当时其他公司的成本曲线向下倾斜，逐渐推出愈来愈便宜的机器，生产高阶、高价的产品是相当冒险的。


逆势操作创造摇钱树


当公司了解到，这款计算器的生产成本是350美元，至少是目前市场上标准型计算器的2倍，大家都认定，这项计划会石沉大海。该公司委托市调公司进行的市调，报告中预测这款研发中的计算器，总销售量不会超过1,000部。


“有天我的电话响了起来，惠立特对我说：‘我们实验室正在研发一款计算器。’于是我跑上楼找惠立特，他把市调报告给我看，报告结果建议我们不要生产这项产品，成本会比计算尺还高20倍。然后惠立特开口说：‘我就是想要一部这种计算器。’就这么拍板定案。”

——前惠普量测仪器事业群副总裁　比尔·泰瑞



惠立特不仅同意继续这项计划，还核定了一笔75万美元的预算，足以让这款计算器完成研发并且上市。惠立特甚至参与这款新计算器的命名。大家原本考虑好几个名字，后来惠立特建议叫做HP-35，因为上面有35个按键。

这款计算器一上市，即刻成为工程师必备的工具，畅销的程度使得销赃的黑市出现，专门转售偷来的HP-35。很快地，公司1个月卖出超过1万部HP-35，而且如果产量能够增加，销量还会更高。这项产品在1990年停产，总计售出2，000万部HP-35，成为惠普史上最畅销的产品。


体认到创新的价值在市场


整个1970年代，惠普持续推出功能更强大的计算器。事实上，惠普有位名叫史蒂夫·沃兹尼克的年轻工程师，后来兜售自己的惠普科学计算器，以及合伙人史帝夫·贾伯斯的箱型车，为苹果计算机筹募资金。沃兹尼克在惠普工作4年左右，其实也曾对惠普的主管提出新构想，这个构想就是后来的苹果一号个人计算机，但是惠普当时觉得，公司并不想进入这块市场。惠普用尽全副心力，要让公司的科学计算器能够成功，根本没有足够的资源，投入另一个完全不同的新产品类别。

惠普也不是每项产品都能变成摇钱树。该公司研发并推出一款数字表，把所有惠普科学计算器的功能都整合进去，结果这项产品彻底失败。有一段时间，该公司在研发个人计算机和迷你计算机时也相当辛苦，甚至要拿过去销售的旧机型迷你计算机，换上免费的新计算机，直到所有问题都找出来为止。

整个1970年代下来，惠普演变成规模更大、更有制度的企业。惠普的基本原则，以具惠普风范的方式经营，丝毫没有改变，公司依然善待员工，但是也清楚表明，这是必须靠员工自己争取的，不是自然而然就能拥有的权利。1970年代开始的时候，惠普是家美国制造商，主要生产测试和测量仪器，到了1970年代尾声，惠普已经是跨国的制造商，主要生产数据处理设备。惠普在这段时间还学到另一项重要的教训，那就是不可能员工想象到哪一块市场，公司就能进入那一块市场。相对地，该公司开始订出范围，找出公司希望在哪些领域进行创新和追求卓越。惠普希望能够创新，但是同时也体认到，创新必须通过市场考验，才真正有价值。


【编注：放大镜


沃兹尼克


沃兹尼克在1976年所设计的苹果一号（AppleI），是由沃兹尼克自己组装而成，被视为第1台售出的苹果计算机，售价666.66美元。沃兹尼克和贾伯斯后来虽然只卖出50台，但也募得足够的资金创业，成立苹果计算机公司。】




惠立特任满退休


1976年，普卡德已经65岁，结束了他在华府的公职之后，回到惠普担任董事长。普卡德担任董事长是符合公司规章的，因为公司没有规定董事的退休年龄，但是惠立特担任公司的首席执行官兼总裁就要在65岁退休。1978年惠立特也年满65岁了，于是就简单宣布，公司任命约翰·杨接任公司的首席执行官兼总裁。


“惠普对员工宣布这项人事安排的正式公告上，只简单写了几段话，公布杨的新头衔。惠立特和普卡德为自己创立的公司掌舵40年，在经营40年后要离开之际，并没有举办盛大的退休仪式，也没有洋洋洒洒列出两人的成就，只有一份简单的公告，就像公布新的人事安排，告知大家有位员工被升为部门快报的编辑一样。这就是典型的惠立特和普卡德风格。尽管这家公司后来还会有更高的成就，但是这份退休公告后来被视为是惠普黄金时代的结束。尽管当时还看不出来，不论是惠普还是其他企业，后来也没有再经营出这样精彩的20年。”

——迈可·马隆



惠立特和普卡德在退休后，还是忙于各自的慈善基金会。普卡德夫妇基金会成立于1964年，成立资金是10万美元，这笔基金在普卡德退休时价值已经将近47亿美元，金额是全美同类型机构中第6高。同样地，惠立特妇基金会成立于1966年，从惠立特退休后开始关注一些棘手的议题，例如人口控制、环境保护、学前教育和儿童的普及健康保险等。普卡德捐助5,500万美元，在加州的蒙特瑞湾盖顶尖的水族馆，随后又在该地盖一间海洋研究中心。两人捐赠给斯坦福大学的金额都超过4亿美元，大概是史上最巨额的教育捐款。两人还筹募了将近910万美元，在斯坦福成立工学中心，并且用特曼教授的名字来为中心命名。



Handing over the Reins　
中文



Scenario

In late 1968, David Packard was approached by Melvin Laird, the newly nominated U. S.secretary of defense, with an invitation to join the incoming Richard Nixon administration as deputy secretary of defense. Packard accepted the appointment out of a sense of patriotism and duty, even though it would mean he would have to donate to charity all of the income from his HP stock while serving. That also meant Bill Hewlett would be left to run HP by himself just at a time when the company was about to face some serious obstacles.

Main Text


Sticking Together through Hard Times



Finding a Way to Save Jobs



"Between 1970 and 1981, a decade marked by two recessions, ram-pant inflation, and a gas crisis, nearly 30 percent of the companies in the Fortune 500 fell completely off the list. During that same period, Hewlett-Packard grew from a 16,000-employee company with annual sales of $365 million to a $3.6 billion company with nearly 67,000 employees. HP turned itself from a mostly American company into a global firm with international sales beginning to surpass its domestic sales. Even more incredibly, during this period HP managed to trans-form itself from primarily a test and measurement company to a computer company. And it accomplished this without a single layoff, and with employee morale at atmospheric levels."

—Michael Malone



Things actually looked very bleak for HP in 1970. The United States was in a severe recession, and the high-tech industry was solidly in the "bust" phase of its regular boom-and-bust cycle. While many companies immediately cut back on their head count, Bill Hewlett asked every HP employee to take a 10-percent pay cut by taking a day off work every other Friday. In this way, the pain was shared up and down the entire company rather than being heaped on the entry-level hires working on the manufacturing line.

In return for coming up with a way to save their jobs, Bill Hewlett then expected everyone in the company to go to work and invent their way out of the current hard times. The company's engineers responded with a stream of new product ideas, which Bill Hewlett had to sort through. One idea that particularly appealed was to develop a high-end handheld scientific calculator that was vastly more powerful than HP's current product offerings. A new generation of low-power integrated circuits made this product idea feasible, but it was risky to be going with a high-end, expensive product when everyone else was marching steadily down the cost curve towards progressively cheaper machines.


The Contrarian Path to Gold


When the fact that it would cost HP $350 just to build these calculators was realized—at least twice the cost of building a standard calculator already on the market—everyone assumed the project was dead in the water. The company commissioned a market research report that projected sales of less than 1,000 units total for the proposed calculator.


"One day the phone rang and Hewlett says, 'We've got this calculator going on in the HP labs.' So I went up and talked to Bill and he gave me the market research report that suggested we shouldn't do it. It's going to cost twenty times more than a slide rule. Then, Bill said, 'I want one of those things.' That was it."

—Bill Terry, vice president HP Instrument Group



Not only did Hewlett give the project the green light, he also approved the $750,000 budget required to finish the calculator to get it market ready. Hewlett even got involved in naming the new calculator. A number of options were considered before Bill suggested calling it the HP-35—because it had 35 keys.

When the calculator was released, it suddenly became the must-have item for engineers, so much so that a healthy black market formed for the resale of stolen HP-35s. Soon the company was selling more than 10,000 HP-35s a month and the sales would have been even higher if HP had been able to make more. By the end of its production run in 1990, more than 20 million HP-35s had been sold—making it the most popular product ever in HP's history.


The Value of Innovation Lies in the Marketplace


Hewlett-Packard continued to bring to the market more powerful calculators throughout the 1970s. In fact, one of HP's young engineers by the name of Steve Wozniak would end up selling his HP scientific calculator along with his partner Steve Job's van in order to finance the founding of Apple Computer. Steve Wozniak worked for HP for about four years and actually pitched his bosses at HP with his concept for what would later end up becoming the Apple I personal computer, but HP felt it didn't want to be in that kind of market at that time. The company was so focused on making its scientific calculators a success that it simply did not have enough resources to throw another entirely new product category into the mix.

Not everything the company did turned to gold. HP developed and announced a digital watch that incorporated all of the functionality of one of HP's scientific calculators. The product flopped. The company struggled for a time developing its personal computer line and mini-computer products, even going so far as to physically pick up some models of minicomputers it had sold and replace them with free machines until the various problems could be sorted out.

Overall the 1970s saw HP evolve into a much larger and more highly structured corporation. The basic principles of doing business the HP Way remained intact, with employees being treated humanely, but it was made clear that this had to be earned and was not an automatic or inherent right. HP started the 1970s as a U. S. maker of test and measurement instruments and ended the decade as a multinational maker of data processing equipment. The other key lesson learned during this era was that HP could not possibly enter every market its employees could visualize. Instead, the company started to define the boundaries within which it would attempt to innovate and hopefully excel. HP wanted to innovate but at the same time it now recognized that innovation must be disciplined by the marketplace if it is to have genuine value.


Hewlett Retires


David Packard turned 65 in 1976 when, after returning from his stint in Washington, he was serving as chairman of the board. This was not a problem, since there was no official retirement age for board members, but as CEO and president of the company, Bill Hewlett would have to retire at 65. When Bill turned 65 in 1978, there was a simple announcement that John Young would be appointed as the new CEO and president of the company.


"The formal announcement of the promotion to Hewlett-Packard employees was just a couple of paragraphs announcing Young's new title. No grand celebrations of the end of Bill and Dave's forty-year tenure at the helm of the company they had founded. No long list of Hewlett's and Packard's achievements. Just a simple announcement, no different from one noting the promotion of an employee to division newsletter editor. It was classic Bill and Dave. Though the company would race to even greater heights, this announcement would be looked back on as the end of HP's golden age. Though no one knew it yet, neither Hewlett-Packard, nor any company, would ever have such a two-decade run again."

—Michael Malone



Bill and Dave still got very busy with their philanthropic foundations after retirement. The David and Lucile Packard Foundation, which had been founded in 1964 with $100, 000, was now well on its way to becoming worth $4.7 billion—the sixth wealthiest institution of its kind in the United States. Similarly, the William and Flora Hewlett Foundation, founded in 1966, started tackling issues like population control, environmental protection, preschool education and universal health insurance for children. David became benefactor of a $55 mil-lion state-of-the-art aquarium built in Monterey Bay, followed by a marine research institute. Both men donated more than $400 million to Stanford—probably one of the largest educational grants ever made. They also funded the construction of a new $9.1 million engineering center on the campus that was then named after Professor Terman.



找回惠普风范　
英文



前情

退休之后，惠立特和普卡德很清楚，他们必须放手让杨自己学会扮演好首席执行官的角色。那时惠立特的夫人刚刚过世，所以他休息了一段时间，和缓这事件对他的冲击。另一方面，普卡德则是到中国大陆和中国政府会面。这是私人性质的拜访，却也为惠普打好基础，使得惠普将来可以在中国大陆成功经营。

主文


不断蜕变



技术导向的变革


惠普在杨的领导下，继续向前迈进。然而，这家公司还是有一些独到之处值得一提。


“在惠普，只要有一项业务逐渐失色，公司就会开发另一项业务取而代之。鲜少有科技公司能够做到这一点，大多数企业都是随着创办时追逐的市场同步起伏。少数几家知名企业可以成功转型1次或2次，例如英特尔从内存转到微处理器，苹果则是从个人计算机转到消费娱乐装置。IBM经过将近1个世纪的努力，成功从办公设备转型到计算机再转型到信息服务，所以值得众人称道。不过惠普是独一无二的，开始时先是仪器制造商，然后变成计算机制造商，接着变成计算器制造商，然后从1970年代末期开始，成为全球打印机的龙头企业（后来甚至成为全球最大的个人计算机制造商之一）。这还不包括惠普在其他规模较小的市场中，同样具有压倒性的地位，例如分析装置、光电和医疗监视系统等。上述种种在运营方向上，都称得上是相当剧烈的转变，但是不同于其他大多数卓越企业的是，惠普努力不让经营转向造成险恶局面、没有采取雷厉风行的斗争手段，也没有大幅裁员。到底这家公司是怎么办到的？惠普之所以与众不同，至少在成立的前50年，是因为公司会倾听基层员工的意见，而基层员工最贴近顾客。如果大家认为一项新构想确实大有可为，很快就可以传达到组织高层。而且，因为惠普是工程师主导的企业，公司最擅长的就是吸取新的技术构想，然后把构想实际化为产品。”

——迈可·马隆



杨在1977年接手经营惠普时，该公司年营收14亿美元，员工有3万5,000名。到了1992年杨退休的时候，惠普的营收已经达到164亿美元，雇用了9万2,000名员工。惠普当时已成为全球规模最大的企业之一。


不适任领导人引发灾难


在杨之后继任首席执行官的是路·普拉特。普拉特不幸突然病逝之后，公司任命出身朗讯科技的明星卡莉·菲奥莉娜接任首席执行官。菲奥莉娜掌管公司的期间，变成了一场灾难，因为她推动用190亿美元的价格购并康柏计算机、裁撤超过6,000名员工，并且大肆摧残公司的精神和行事风格。

2001年秋天，情势一触即发。许多员工不满公司在菲奥莉娜带领下的发展方向，这些员工突然发现，由于公司50年来的制度，有将近50%的股份都掌握在一般股东手上。员工找了惠立特的儿子华特和普卡德的儿子戴维，请两人领头争取委托书，对抗购并康柏一案。委托书争夺战最后变成一场艰苦的战役，结果菲奥莉娜获得机构投资人的奥援，在战役中胜出，但是大家也都看清楚，基层员工对菲奥莉娜的愿景都不买账。华尔街注意到这个状况之后，公司股价马上大幅滑落，于是董事会在2005年2月将菲奥莉娜解职。

后来公司任命马克·赫德接任首席执行官，赫德也马上展开工作，并且强调，惠普必须“从戏剧界回到企业界”。赫德巡视了公司的所有单位，除了和惠普的大客户会面之外，也和数千名员工座谈，然后就开始着手经营。


【编注：放大镜


菲奥莉娜


菲奥莉娜在1999年7月进入惠普担任首席执行官。菲奥莉娜曾服务于美国AT&T，后来担任朗讯全球服务事业群总裁，并主导朗讯从AT&T的分拆。菲奥莉娜曾经连续6年，获得《财星》评选为美国商业界最具影响力的女性。惠普与康柏合并后，不但减少惠普在影像事业部门的获利，而且开始在季报中出现不稳定的情况。】




何时再创高峰？



“到了2005年12月，赫德回归根本的做法开始见到成效，惠普的股价虽然还是低于2000年泡沫经济时的高价，不过跟菲奥莉娜离开时比起来，成长了65%。同时在个人计算机产业，许多业界大厂，尤其是戴尔计算机，终于开始遭遇困境，使得经营稳健、销售导向的惠普有机会大举抢占市场。到了2006年年中，惠普已经足以跟戴尔计算机竞逐个人计算机市场的龙头地位。虽然在业绩上频频传出好消息，但是在赫德的领导之下，公司气氛距离惠立特和普卡德的时代还是有一段距离。惠普再度成为活力十足的企业，但还不是工作气氛100%融洽的企业。在菲奥莉娜的时代，公司有许多传统文化都流失了，她努力想要排除惠普风范，却只能勉强消减这种传统。惠普风范依然隐藏在公司少数资深员工的心中，隐藏在惠立特和普卡德的故事中，也隐藏在热络的惠普退休员工组织的老惠普人之间。如果说赫德还没有真正理解惠普风范，至少他愿意倾听；只要他倾听，最后就有可能了解。在现在这个流行时代，虚拟企业的市场会突然出现也会突然消失，员工可能四散在全球各地，而且从传统的办公室到自己所在地的星巴克咖啡店，都可以是工作地点。大家渐渐了解到，在这样的环境中，能够建立稳固而符合道德的企业文化，才能成为最有力的组织。这种企业文化能让各地员工都认同，能够授权员工在当下作出重要决策，而且是由积极的运营目标带动的；运营目标先由组织高层订定，随着目标往基层传递，目标就会渐渐具体。学界、分析师和企业高阶主管在思考这个问题的时候，都会发现自己观察到的就是非常久远的企业哲学：‘惠普风范’。”

——迈可·马隆





Bringing Back the HP Way　
中文



Scenario

On retirement, Bill and Dave realized they would need to leave John Young alone to find his feet as CEO. Bill's wife had recently passed away, so he took time off to deal with the personal repercussions of that event. David, on the other hand, went to China and met with the Chinese government. This was a private visit, but it laid the foundation for HP to do some solid business with China in the future.

Main Text


Constant Reinvention



A Technology Driven Revolution


Hewlett-Packard, under the leadership of John Young, continued to move forward. There was, however, something very unique about the company.


"At Hewlett-Packard, just as one business faded, the company invented another to take its place. Few technology companies have ever accomplished this; most rise and fall with the market they were founded to pursue. A few famous companies have managed to make the shift once or twice: Intel from memory to microprocessors, Apple from personal computers to consumer entertainment devices. IBM is justly celebrated for having, over the course of nearly a century, made the jump from office machines to computers to information services. But Hewlett-Packard is unique. It began as an instrument company, became a computer company, then a calculator company, and, beginning in the late 1970s, the world's leading printer company (and even later, one of the world's biggest PC companies). And this doesn't even include its dominance in smaller markets, such as analytical devices, optoelectronics and medical monitoring systems. These were head-snapping changes in business direction: yet, unlike most of these other great companies, HP managed to make these turns without having been made desperate by business reversals, without a sweeping management coup, and without massive layoffs. How did the company do it? What made Hewlett-Packard different, at least during its first half century, was that the company listened to its line employees who were closest to customers. If a new idea was judged interesting enough, it quickly moved up through the organization. And being a company of engineers, the one thing HP did best was take new technological ideas and turn them into real products."

—Michael Malone



When John Young took over HP in 1977, it was a $1. 4 billion company with 35,000 employees. By the time of his retirement in 1992, Hewlett-Packard's revenues had reached $16.4 billion and the company employed 92,000 people. HP was now one of the largest corporations in the world.


An Unworthy Leader Brings Disaster


John Young was superseded by Lew Platt as CEO. On the sudden and unexpected death of Lew Platt, Carly Fiorina, a superstar over at Lucent Technology, was appointed as CEO. Her era at the helm of the company turned out to be a disaster as she pushed through the acquisition of Compaq Computer for $19 billion, laid off more than 6,000 employees and generally trampled on the spirit and practice.

Events came to a head in the fall of 2001. Many of the HP people who were unhappy about the direction the company was heading under the stewardship of Carly Fiorina suddenly realized that thanks to 50 years of their program, nearly 50 percent of the company's shares were now in the hands of private individuals. They approached Walter Hewlett, the son of Bill, and David W. Packard, the son of David, and asked them to lead a proxy fight against the proposed Compaq merger. This proxy battle would eventually turn out to be bitter and hard fought. In the end, Fiorina won with the support of the institutional shareholders, but it became clear that none of the company's rank-and-file employees bought into her vision of the future. When Wall Street took note of this, the company's stock price plummeted, and in February 2005 Fiorina was fired by the board of directors.

Mark Hurd was appointed as new CEO, and he immediately got to work. He emphasized the need for HP to "get out of the drama business and into the business of business." He toured all of the company's facilities and talked with literally thousands of HP employees in addition to meeting with HP's major customers. Hurd then got to work.


When Will HP Reach a New High?



"By December 2005, Hurd's back-to-basics approach had begun to pay off. HP's stock was still below its 2000 bubble high, but up 65 percent since Fiorina's departure. Meanwhile, in personal computers, many of the other big companies, notably Dell, had finally begun to stumble—leaving an opening for a stable, sales-oriented HP to gobble up market share. By mid-2006, it was vying with Dell for industry market leadership. For all the good business news, life inside Hewlett-Packard under Michael Hurd was still a long way from the days of Bill and Dave. HP was now again a driven company, but not yet a fully happy one. Much had been lost of the company's legendary culture during the Carly Fiorina years. She had tried to kill the HP Way, but had only managed to cripple it. It still hid in the memories of a few survivors at the company, in the Bill and Dave stories, and among the veterans in HP's lively alumni organization. And if Mark Hurd still didn't quite get it, at least he was listening. And as long as he listened, there was hope that he would at last understand. There was a growing realization that, in a new world of virtual corporations, of sudden market births and deaths, of employees scattered around the world and working everywhere from traditional offices to the local Starbucks, the most powerful organizations would be those that had a strong and moral corporate culture that employees could identify with wherever they were, that empowered them to make important decisions on the spot, and that were driven by ambitious business objectives set at the top that were more tightly defined as they moved down the organizational chart. And as academics, analysts and corporate executives pondered this, they realized they were looking at a very old corporate philosophy: The HP Way."

—Michael Malone





在地方法


正直竞争的方法——靠实力清楚而干净地争取认同



美国加州圣荷西市市议员



朱感生



朱感生简介


台北工专毕业，加州州立大学北岭分校（California State University, Northridge）电机工程硕士，赴美31年，在IBM担任工程师长达18年，从政之前也经营餐馆，2007年6月于圣荷西市（City of San Jose）市议员补选中胜选，是该市157年来首位华裔市议员。圣荷西市是美国第10大城，思科、eBay等企业的总部都设于此，惠普、IBM和雅虎等企业也都设有重要据点和研发中心，素有“硅谷首府”之称。

我一向相信，在竞争中胜出的关键，毕竟还是要回归真正的实力。在商场上，产品要争取顾客认同；职场上，同侪间要争取主管认同；甚至在经营上，大股东要争取其他股东认同，主导经营。这些竞争其实跟政治选举类似，都是在争取认同，只不过选举的竞争强度要高得多就是了。

这次加州圣荷西市议员补选，打从选举一开始，许多人就认为我处于少数对主流的劣势。我的竞选对手是越南裔女性参选人，在选区中，越南裔移民人数超过华裔1倍，而且议会中已经有越南裔议员，再加上现任市长支持，对手的政治实力确实很强。另外在这里，女性选民的投票率高过男性选民，又偏好投给女性候选人。乍看之下，赢面好像真的不大。不过我一直认定自己是主流，不是一般人眼中的少数。就选区的人口分布来看，除了白人之外，越南裔占20%、华裔占17%，其他族群分占59%到15%左右，没有绝对多数，根本不必自我局限。更何况，自己长期投入社会服务，真心而实在的表现，可以打破肤色迷思，获得草根支持。选举结果，我有幸以得票率65%对35%的差距胜出，验证了我的想法。


打清楚的选战


在一对一的选举中，竞选目标其实很清楚，只要50%加1票就够了。我们没有campaign consultant，这一方面是为了打破选民对选举操作的既定印象，二方面是因为我们强调独立性，不希望因为捐款被特定利益团体绑住，所以经费也比较拮据。不过好处是，组织架构单纯，决策和反应都可以很快，也逼使我们在策略和经费运用上要更精准。我们一开始先用电话拜访，然后每天把说no的选民从名单上划掉，很务实地放弃心中有既定答案的选民，集中火力在未决定选民上，挑战可以打胜的仗。接下来针对不同背景，采取针对性的诉求。

根据选举制度，有选举权的公民必须登记参选，才具备这次选举的投票权，所以过滤选举人名单就是第1项要务。对于华人以外的族群，我们会研究各个选民的投票历史，按照投票率筛选，集中火力在前3次选举都投票的选民，行有余力再抢攻前4次投票中，投票3次的选民。过滤出主攻名单之后，再根据各个neighborhood关心的议题拟定诉求，由各地区的意见领袖向选民说明。对于有登记参与投票的华人，我们诉求的就是同文同种的情感，用国语和广东话进行电话拜访，每星期都寄发华文文宣，呼吁选民与我们共创华人参政的历史。基本盘巩固了，才再投入资源鼓励其他华人登记参与投票。

进行到最后阶段，我就直接到府拜访意象未明的选民，找出未决定的原因，看看可以做到什么服务。在半年之中，我用步行接触3,000多户选民，通常每天要走3个多小时。其实选民的心里很明白，就算你承诺也不一定能100%满足自己的需要，很多时候他们要的只是真诚的倾听。我发现，一句真心的“understand your concern issue,常常就已经能够打动人。我曾经拜访一位高龄的白人选民，这位长者见到我劈头就说：“我听说过你的名字，不过我告诉你，我可是共和党的。”我不以为意地回答：“我选的是市议员，重点在改善衣食住行的日常生活，没有党派之分。”他的防卫心当场就放下了，邀请我进屋，然后开始跟我抱怨起来。原来这位长者对亚裔移民相当感冒，总觉得亚裔移民一间房子里住太多户人、车子乱停、院子又没整好。我就事论事，希望他理解这里房价高，移民负担不起，只好大家挤在一栋房子里。不过人多不表示可以不维护市容，可以把车乱停，不对就是不对，我会请市政府制订法令，用罚则管理这些秩序。最后这位长者对我说：“非常谢谢你肯听我唠叨，我一定会投你。”


打干净的选战


在选举过程中，我总是对大家说：“I want your respect. That's the most important thing. 希望用实在表现、真诚态度，累积出争取认同的实力。我不需要人民爱戴，但是希望人民尊重我的决定。不过这个想法在竞选过程中，曾经受到考验。那时对方开始采取抹黑战术，幕僚按照传统打法，强烈建议采取负面攻击反制。我对伙伴们说，我要求自己竞选方法一定要正当，即使会败选也不能抹黑。但是幕僚认为，不反击等于默认，反而损害我强调的价值观。于是我们决定制作文宣，凸显我对公共事务参与的经验，例如我长久居住在本地，了解较为深入，以及我是连任的民选官员，对方缺乏相关实务经验等。

在决定文宣时，我原本想要比较学历高低，但有位幕僚反对，认为参与公众事务与学历无关，这么做会推翻我自己的主张，且选区中妇女教育程度相对较低，会造成歧视的反感。这一点提醒我，在激烈选战中，自己很容易一不小心忘记初衷。

另外有一次，市政府大厅举办了一场针对越南裔小区的展览，展览是由现任越南裔市议员主办，竞争对手以及市长都在现场。我原来希望能够在这次越南盛会上致词，向大家介绍自己，不过主办单位以活动行程安排的理由，拒绝让我上台发言。不过我想，反正也已经到了，就在会场和每位参观民众递名片，用面对面的方式接触，主要强调的还是自己一直以来的投入。许多民众其实对刚刚的状况都看在眼里，也有很多人告诉我：“我认识你，你做了很多事。”事后看来，这样的亲身对谈，效果比在台上亮亮相强多了，毕竟大家最想知道的还是，你到底做了什么，将来又能做什么。


打实力的选战


面对选民我不会在当场over promise，不过我都会清楚说明，一定尽分内职权尽力协助。例如一次在拜访选民时，有位选民反映，住家附近的小机场相当嘈杂，问我赞不赞成迁移。我明白回答说：“机场是你在这里盖房子之前就已经存在了，对附近整体发展相当重要，我只能承诺将来会争取隔音设施，但不会要求迁移机场。”我争取支持要靠实力，不要靠巧语。至于实力从何而来，就是自己过去投入社会的track record.

我在圣荷西市住了29年，成家、立业都在这里，对小区的投入也从很早就开始。1978年时，越战刚结束，许多越南移民离乡背井到这里，因为语言与环境不熟悉，即使受过一定教育，也很难找到工作。我那时也才到服务不久，跟我的office mate负责规划，要把组装PC board的工作交给下游厂商。我们跟好几个NPO合作，有计划地让越南裔新移民参与各种训练课程，让大家有能力担负起组装甚至第一线管理的工作。那时的出发点很简单，不过就是希望尽量让大家跟自己一样，都能在这个新环境立足。这次竞选，便有好几位越南裔的居民热忱地跳出来要当义工，要用力帮我在越南小区争取选民。

除此之外，我还参与了许多面向的社会服务工作，后来更获得地方官员委任，担任失业委员会和精神健康委员会等单位的委员。其中在精神健康委员会，我就曾提出应该特别针对受战争摧残的移民，加强心理健康服务，包括早期的越南移民以及后来的波斯尼亚移民。2002年开始，我担任了2届州政府的教育委员会委员，这是民选、无给职的行政职，纯粹是服务性质。靠着这20几年来的实在服务，我自认建立了相当深厚的track record。这就是为什么我决定，这次选举不是要跟对手“打选战”，是要强调family value，established commitment。所以人家问我，胜选的因素到底在哪里，我都回答是自己的诚实正直，这听来像是唱高调，不过事实证明，就是这些真正的实力，让我能够胜出。
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