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沃尔顿的10大经营智慧：沃尔玛的成功秘诀
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经营智慧1 全心投入，永葆热忱



Rule 1 Commit Yourself to Achieving Success And Always Be Passionate



经营智慧2 跟伙伴分享成功



Rule 2 Share Your Success with Those Who Have Helped You



经营智慧3 要达成梦想，就要激励团队



Rule 3 Motivate Yourself and Your Team to Achieve Your Dreams



经营智慧4 时时沟通，让员工知道你的关心



Rule 4 Communicate with People All the Time and Show Them You Care



经营智慧5 感谢并表扬员工的努力与成果
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经营智慧7 倾听员工意见，吸取经验
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经营智慧9 控制开支，省出一片天
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经营智慧10 永远要力争上游，挑战现况
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沃尔顿的10大经营智慧

——沃尔玛的成功秘诀


The 10 Rules of Sam Walton



Success Secrets for Remarkable Results


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、译者简介、精彩内容、重要概念、放大镜、在地方法部分，并在正文中增加了部分编注内容作为原书内容扩展补充。



作者简介





麦可•伯格道（Michael Bergdahl）


麦可•伯格道曾被山姆•沃尔顿延揽担任沃尔玛总公司人资总监，从1990年起到1992年沃尔顿过世为止，伯格道都与沃尔顿共事。在进入沃尔玛前，伯格道曾在百事可乐旗下食品公司菲多利(Frito-Lay)任职。离开沃尔玛后，则曾在“美国鹰服装”公司(American Eagle Outfitters）与环保公司“废弃物管理”（Waste Management）服务。目前伯格道为全职的激励讲师与商业教练，着有《沃尔玛经营的七大定律》，对沃尔玛这家全球最大零售商了解相当深入，是公认的沃尔玛权威。


译者简介





但汉敏


毕业于成功大学都市计划系，现就读辅大翻译研究所中英笔译组。



精彩内容




或
 许你以为，沃尔玛当初就是靠“低价”打遍天下无敌手，但这样认知太草率。沃尔顿的10大经营智慧中，就有6项与员工有关。不难看出，沃尔玛能有这么大能量，将企业横跨欧亚美三洲，雇用150万员工，全球营业额近3000亿美元，就是因为他们重视员工的结果。沃尔顿最大的智慧是让员工了解，公司时时刻刻关心他们。



重要概念



山姆•沃尔顿（Sam Walton）

沃尔顿在1918年出生于美国俄克拉荷马州（Oklahoma）的小镇金费雪（Kingfisher）。在沃尔顿成长的年代，美国中部密苏里、俄克拉荷马、堪萨斯、阿肯色等州受到经济大萧条（Great Depression）严重冲击，物资缺乏、生活水平普遍低落。在这样的环境下，沃尔顿7岁就靠送牛奶和报纸赚零用钱，让沃尔顿养成勤俭的生活态度，以及对金钱的谨慎态度，“劳动让人有价值”也成了沃尔顿教育子女的核心理念。沃尔顿的父亲热爱交易，他在耳濡目染下也对商品的交易产生浓厚兴趣，而母亲鼓励他永远保持旺盛的企图心及必胜的决心，使他从求学时代起便积极向上、热爱竞争。沃尔顿在密苏里大学取得经济学学士学位，并且在1940年毕业后加入二次世界大战，在陆军情报部门服役。二战结束后，沃尔顿和妻子海伦用25000美元的资本开了一家杂货店，专卖5至10美分的商品，当时就以“每日最低价、不满意包退”作为经营宗旨。1962年，沃尔顿创办沃尔玛，从此以“低利润、少库存、大量进货、控制成本、善用信息工具”的模式，为零售业订下了严格的标准，并且对消费者的采购习惯造成了革命性改变。沃尔顿一生热情投入零售业，他曾说：“打从一开始我就爱上零售业，至今依然不变，而一切也都顺利如愿。”沃尔玛前执行长葛拉斯（David D. Glass）最欣赏的人就是沃尔顿，他评论说：“自从我认识沃尔顿以来，他每天都致力进行改善，没有一天停止过。”

天天低价（Everyday Low Pricing , EDLP）

“天天低价”是零售业非常重要的定价法，是指零售商推出常态性低价，只会有少数短暂性价格折扣或者根本没有折扣活动，换句话说，就是不再降价促销。美国的沃尔玛和英国的Asda推行EDLP多年，是最具有代表性的企业。在台湾，2002年底屈臣氏推出的“我敢发誓”，也是典型的EDLP定价方式。跟EDLP相对的，就是“高低定价法”（High-Low Pricing），是指日常价格较高，但是经常针对某些商品进行短暂性的低价促销，促销价格常常远低于对手的天天低价，并且每周、甚至每天更新促销商品，还会在商店内外，举凡采购快讯、店门口广告、店内的吊旗、货架标示等，都用醒目大字提示顾客哪些商品正在促销。家乐福的“天天都便宜”，就是采用这种做法。由近几年零售业趋势来看，EDLP已逐渐取代高低定价法。天天低价的做法是，零售商要求制造商以低于正常价格10%到15%的特价，将产品卖给零售商，这样就可以降低产品的零售价格，以吸引更多的消费者。至于降价的基础可以是供货商自行吸收，省下原来用于广告和促销活动的预算，或是由零售商吸收，也就是放弃原来供货商用来鼓励零售商进货的折让。只要供货商与零售商能够共同找出节省成本的方法，做到EDLCP（Every Day Low Cost Provider），那么EDLP和EDLC就能够产生正面效果，万一EDLC超出合理的价格范围，也有可能产生其他的问题。对零售商来说，EDLP在营运上主要有两项益处。1. 建立顾客对公司价格的信心：因为经常打折、办促销活动，会侵蚀顾客对于每日货架上价格的信心，而且促销活动成本高，顾客其实也没有太多耐心细看DM上的特价讯息。2. 改善营运效能：为了要每天提供便宜的商品，零售商不得不更妥善做好存货管理、降低缺货率，并且简化业务流程，追求营运成本的最小化，才能获得更大利润，再用利润投资新技术，形成过良性循环一再降低成本、扩大营业额，进一步放大利润。

伙伴（Associates）

“伙伴”是沃尔玛对员工的称呼，沃尔玛虽然是家族企业，却很早就让员工全员入股和员工建立合伙关系，强调创业精神，坚持不组工会，改采简单的激励措施与员工共同降低成本。主要做法包括：1. 利润分享计划，配合“短缺防治计划”一同实施，建立员工对公司的信心，并且减少偷窃损失。2. 员工分红和认股权制度，结合公司利益与员工利益。3. 参与式经营，充分揭露所有门市的利润、营业额、折价幅度等信息，让伙伴们像合伙人一般，共同分担经营责任。4. 折价存货员工优惠购物计划。除了员工之外，沃尔玛与供货商的伙伴关系，也改善了过去供货商跟零售商独立作业的状况。具体做法是靠计算机分享信息，制造商可以掌握沃尔玛的销售状况，决定生产和运销计划，共同减少成本、增加利润。沃尔玛早期招募员工只重经验、不重学历，后来为了因应快速成长，引进年轻、高学历的人才，却一度在沃尔顿第一次退休后彼此水火不容。一直到找来葛拉斯，才重建了“重视团队精神、愿意相互合作支持”的精神。



5分钟摘要





沃尔顿的10大经营智慧 
英



山姆•沃尔顿绝对是全球史上最成功的创业家，除了创办沃尔玛量贩店，让沃尔玛成长为全球最大的零售商之外，还成立了“沃尔玛超级购物中心”与会员制量贩店“山姆俱乐部”。沃尔顿从美国阿肯色州的小城镇白手起家，最后一手建立全球最大、最成功的企业，这是令人叹为观止的惊人成就。沃尔顿在世的最后一年，发现自己的生命受到骨癌威胁，因此根据自己一生的实务经验，列出了10大成功原则。虽然沃尔顿的确是以极为严谨的纪律实践这些原则，但是只要好好学习这些原则，设法把这些原则整合为自己的做事方法，所有人都可以受益良多。
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Main Idea



The 10 Rules of Sam Walton Success Secrets for Remarkable Results 
中



Sam Walton is by any measure the most successful entrepreneur in the history of the world. In addition to founding Wal-Mart Discount Stores and growing the company to become the world's largest retailer, Sam Walton also founded Wal-Mart Supercenters and Sam's Club. The fact that he started with nothing in a small town in Arkansas and eventually managed to build the largest and most successful company on Earth is an amazing and awe-inspiring accomplishment.In the final year of his life, Sam Walton became aware that it was likely he would soon succumb physically to bone cancer. He therefore wrote down his list of 10 rules for success based on his lifetime of real world experiences. While it is true that Sam Walton applied these rules with an exceptionally high degree of discipline, anyone can benefit by learning these rules and finding ways to integrate them into what they want to do.
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经营智慧1　全心投入，永葆热忱 
英



主要观念

沃尔顿为了达成自己的梦想，永远会全力投入一切必要的工作。他常在清晨4点上班，好在其他高阶经理团队成员抵达公司开始工作之前，先行检视前一天的销售报告，然后深入思考。要达成梦想，必须愿意付出比常人更多的努力。

支持概念



大师观点



“沃尔顿在知识、技能和能力上的不足之处，都可以靠自己永不放弃的决心来克服。他的意志力、进取心以及对成功的热忱，使他能够从早期艰苦的环境中脱颖而出。沃尔顿对自己梦想的坚持、勤奋工作的态度与100%的热忱，让早年帮助沃尔顿起步的“伙伴”（沃尔玛对员工的称呼），愿意追随他的脚步。他对量贩业的热忱充满了感染力，让身边所有人都能拥有同样的热忱。”

——麦可•伯格道





● 大胆的梦想家

在沃尔玛的成功之道中，有一项非常有趣、但大家比较不熟悉的面向就是，沃尔顿会雇用没有接受过高等教育，或是没有专业资历的人，然后亲自教导他们如何获得高度成功、发挥高度生产力。这些高阶主管在沃尔顿的领导与指导之下，反而能够持续创造超越群伦的表现。

沃尔顿总是喜爱订出大胆的目标，然后激励所有组织成员，让大家共同达成这些目标。他会孜孜不倦地学习，学着怎么把工作做得更完美。空闲时，沃尔顿会沉浸在思考中，设想要如何改善沃尔玛的配销网络、降低成本、改善公司与员工的关系或是降低价格等。只要找到最棒的成功方程式，他就会把责任交给高阶管理团队，让其他部门能够复制同样的成功方程式，创造绝佳成果。

沃尔顿对自己的事业了解得非常透彻，所以很清楚自己要怎么做才能从竞争中胜出。沃尔顿会投注心力让自己的事业可以每天逐步向前迈进，还会要求身边一起工作的伙伴要做到最好。渐渐地，这种积极的态度让员工开始达成高度成就，高过他们自己在起步时认为能够达成的目标。



大师观点



“要努力达成顶尖表现并不容易，但是长期来看，这是值得的。”

——山姆•沃尔顿





● 创业家的聪明做法

￭ 胸怀大志——让目标激励自己、鼓舞自己，还要练就超人的专注力。

￭ 全力投入——为达成自己的梦想尽一切努力。

￭ 勤勉不懈——每天都要努力朝自己的梦想迈进。

￭ 贯彻始终——规划出绝佳构想，然后全心让构想开花结果。

￭ 以身作则——培养勤奋的工作态度。

￭ 从错中学——把所有潜在的问题当作发展契机，帮助自己朝正确的方向前进。

￭ 锻炼身心——身先士卒、言出必行，让自己成为顶尖高手。



Rule 1 Commit Yourself to Achieving Success and Always Be Passionate 
中



Main Idea

Sam Walton was absolutely committed to doing whatever it took to achieve his dreams. He often went to work at 4:00 AM so that he could review the previous day's sales reports and do some quality thinking before the rest of his executive team arrived and got into action. To achieve your dreams, you've got to be willing to put in an above average effort.

Supporting Ideas



Key Thoughts



"What Sam Walton lacked in knowledge, skills and ability he was able to overcome with his never-say-die determination. His willpower and can-do attitude, coupled with his passion to succeed, made the difference early on during tough times. His belief in his dream, his work ethic, and his sheer passion made believers of the early associates (the Wal-Mart name for employees) who helped Sam Walton get his business off the ground. His enthusiasm for the discount retailing business was infectious, causing those around him to share a similar passion."

— Michael Bergdahl





● A Bold Dreamer

One of the more interesting and less publicized aspects of Wal-Mart's success lies in the fact that Sam Walton took people who had no real formal education or professional qualifications and personally taught them how to be highly successful and productive. These executives were then able to perform at consistently above-average levels of performance because of the leadership and guidance Mr. Walton provided.

Sam Walton absolutely loved to set bold goals and then enlist everyone in his organization to achieve those goals. He worked tirelessly at learning how to do things better. In his spare time, Sam Walton would enjoy the mental exercise of figuring out how to improve Wal-Mart's distribution network, reduce costs, and improve associate relations or lower prices. Once he had the formula perfected, he then relied on his executive team to duplicate that success elsewhere and make things happen.

Sam Walton knew what he had to do to outperform the competition because he knew his own business inside and out. He was committed to moving his business a little further ahead each and every day and challenged everyone who worked alongside him to be the best. Gradually, this positive attitude enabled people to start accomplishing more than they ever thought would have been possible at the outset.



Key Thoughts



"It is not easy when you strive to be the best, but in the long run, it is worth it."

— Sam Walton





● To Become a Savvy Entrepreneur：

￭ Have great goals — that truly motivate and inspire yourself, and then have a singularity of focus.

￭ Commit yourself — to doing whatever it takes to achieve your dreams.

￭ Strive tirelessly — do something every single day that moves you in the direction of your dreams.

￭ Stay the course — develop great ideas but then focus on bringing them to fruition.

￭ Lead by example — have a strong work ethic.

￭ Learn from your mistakes — look at every potential "problem" as an opportunity to move ahead in the right direction.

￭ Train your mind and your body — to become a peak performer. Lead from the front and "walk the talk."



经营智慧2　跟伙伴分享成功 
英



主要观念

沃尔顿一向相信，独木难撑大厦，团队才能胜出，因此他从创业一开始，就设置了分红制度。分红制度让他的员工转变为表现杰出的团队，团队成员都是忠诚、积极的事业伙伴。要获得超越预期的表现，就要让所有成员都能分享胜利的丰硕成果。

支持概念



大师观点



“沃尔顿认为，跟工作伙伴分享公司获利，就像是把伙伴当作公司的合伙人一样。被视为合伙人的员工，就会以合伙人的心态与顾客、供货商和自己的主管互动。合伙人拥有主导公司发展的权力，所以工作伙伴也会开始觉得自己拥有同样权力，会更认真、热切地面对自己的工作责任。”

——麦可•伯格道





所有员工都能分红

在沃尔顿开始施行分红制度的1970年，分红的概念其实还十分新颖。不过到了后期，沃尔顿认为这项措施是公司各项措施中最高明的一项。

沃尔顿一开始只打算让公司的经理人享有分红的福利，但是妻子海伦说服他，最好让所有员工都能享有分红的福利，包括兼职的员工。海伦认为这样可以鼓励所有员工在思考与工作的时候，把自己当作公司的一分子，而不仅仅是受雇办事的员工。沃尔顿看出了隐含在这个构想中的智慧，开始从沃尔玛的获利中拨出固定比例当作红利，发放给所有公司员工。

分红制度也让员工得以弄清楚公司的经营状况，这么做可以带来很大的好处，因为能够帮助员工了解，为了提升获利能力，自己在工作上还有哪些部分可以改进。员工愈是了解公司整体的营运状况，就愈能确保自己的工作，忠诚度也会愈高，因为员工会觉得自己获得充分授权。这对企业来说，是非常有利的双赢局面。

根据沃尔玛的分红制度，公司会提拨每位员工薪水的6%，到个人分红账户中。员工如果离职，有权选择以沃尔玛的股票或是现金，提领账户中所有红利。此外，员工除了薪水之外，还可以依据绩效表现获得奖金。公司也有可能根据员工在公司的年资，发放节日奖金。

分红制度

我国最早实施员工分红制度的企业，是由王云五先生主持的上海商务印书馆，在民国前8年就已经实施。民国18年，国民政府在研订工厂法时，曾参考法国的制度，纳入红利入股、储蓄生利等办法。民国35年，大同股份有限公司实施“工者有其股”制度，鼓励员工认购公司股份，并且以赠股或无息贷款方式，让员工成为股东，是我国最早实施员工入股制度的企业。

实行分红制度的理由

￭ 对公司只有好处，没有坏处——如果没有达到公司目标，就不必发放任何红利。

￭ 让员工养成创业家心态——员工在收到第一份分红通知书之后，心态会突然转变，具备创业家的视野，使得员工更乐于进行各项必要工作，促进公司成功。

￭ 营造愉快的工作环境——所有在沃尔玛工作的员工，都会觉得自己是公司真正的事业伙伴，不会只是听命行事。这样可以营造出更愉快的工作环境，也就是说跟顾客互动的对象，都热爱自己的工作。

￭ 督促员工关切彼此的作业情况——分红制度让所有员工都会认真负责。如果某部门的员工认为，另一部门的情况可能会危及自己的奖金，他们会勇于表示关切。这样可以培养出态度积极、了解全局的员工。

￭ 促进组织内部信息公开——要让分红制度发挥功效，必须跟员工分享信息并且定期更新。施行分红制度可以让公司内部沟通更顺畅，并且持续激励所有员工，达成杰出表现。

创业家的聪明做法

￭ 充分分享利润——如果你是企业主，建立正式的分红制度，可以大大激励员工。如果员工因为分红收入丰硕而致富，要跟员工同样感到兴奋，不要设定员工分红的金额上限。

￭ 充分分享信息——一定要记得，信息就是力量。希望员工更能作出明智决定，就必须跟员工分享自己手中的所有信息。

￭ 充分分享经营权——让员工能够在你的公司发挥自己的理念，并且享有丰厚报酬，不必另寻发展。建立完善制度，让拥有创业精神的员工可以使自己最杰出的构想开花结果。把员工当作自己非常重视的合伙人，留住优秀人才。

信息公开

与员工分享内部信息，尤其是财务信息，可以让员工清楚了解自己的工作跟财务数字之间的关系。根据研究，国内企业对于财务信息的揭露仍然较为保守，甚至严格控制，并没有提供中阶经理人充分的信息，协助他们执行策略。跟美国企业对员工的财务揭露状况相比，导致差异的原因可能在文化的不同，台湾的文化特征可能阻碍组织内部信息公开的程度。



Rule 2 Share Your Success with Those Who Have Helped You 
中



Main Idea

Sam Walton always believed that individuals don't win, teams do. For that reason, he put a profit sharing program in place right from the start. This had the impact of transforming his employees into a high-performing team of loyal and motivated business partners. To exceed expectations, make it feasible for everyone to share in the riches of victory.

Supporting Ideas



Key Thoughts



"Sam Walton believed that by sharing profits with all associates you are treating them the way you would treat a partner. Employees who are treated as partners begin to act like partners in their interactions with customers, suppliers and their own managers. Partners are empowered people, and thus associates begin to feel empowered and take their responsibilities more seriously and enthusiastically."

— Michael Bergdahl





Profit Sharing for All

The concept of profit sharing was actually quite novel when Sam Walton started doing it in 1970. In later years, however, Mr. Walton would identify this practice as being the single best thing the company had ever done.

Initially, Sam Walton thought he would provide profit sharing opportunities to his managers only. His wife Helen managed to convince him it would be better to offer profit sharing to all employees, even part-time employees. She suggested this would encourage everyone to think and act like an integral part of the business rather than being mere employees. Sam Walton saw the wisdom in this idea and started placing a set percentage of Wal-Mart's profits into a pool that was then disbursed to all company employees.

Profit sharing also requires that employees become educated about the company's business. This is highly beneficial because it helps employees understand what they can do better at work in order to enhance profitability. As employees gain a better understanding of the overall operation of the company, this increases both their job security and their loyalty because they feel personally empowered. This is a genuine win-win situation for a company to be in.

Under the Wal-Mart profit sharing plan, the company contributes about 6 percent of each employee's wages into a personal profit-sharing plan account. When the employee leaves the company, he or she is entitled to take whatever is in their account either in Wal-Mart stock or in cash. In addition, employees can also earn an incentive or bonus as an additional percentage of their wage based on performance. Employees may also receive a holiday bonus is based on their length of service with the company.

Reasons for Implementing Profit Sharing:

■ There was no down side — if the company's goals were not met,profit sharing payments were not made.

■ Employees learned to think like entrepreneurs — employees suddenly became quite entrepreneurial in their outlook when they received their first profit-sharing statement. It made people more willing to do what was required for the company to succeed.

■ It created a cheerful work environment — everyone who worked for Wal-Mart felt like they were in a true business partnership rather than merely following orders. This created a happier workplace, which in turn meant that customers were interacting with people who loved what they were doing.

■ It encouraged employees to show concern for each other's performance — profit sharing makes everyone take responsibility seriously. If the people in one department feel that what's happening in another department is putting their bonus at risk, they aren't shy about expressing their concerns. This creates a workforce that is highly motivated and educated.

■ It promoted open sharing of information — in order to make profit sharing work, information needs to be shared and updated regularly. The existence of profit sharing enhances corporate communications and keeps everyone motivated to perform well.

To Become a Savvy Entrepreneur:

■ Generous sharing of profits — if you have employees, set up a formal profit sharing program which will be highly motivating. If people get rich through profit sharing, celebrate alongside them. Don't put upper limits on what people can earn.

■ Generous sharing of information — always remember that information is power. If you want your employees to make intelligent decisions, you have to share everything you know with them.

■ Generous sharing of power — Make it viable and profitable for people to stay with you and develop their own ideas rather than going elsewhere. Set up structures that entrepreneurial employees can use to bring their best ideas to fruition. Treat employees like highly valued partners to keep good people.



经营智慧3　要达成梦想，就要激励团队 
英



主要观念

让员工乐于为你效劳，协助员工达成他们过去自认为做不到的表现。给员工机会，让他们可以做到杰出表现，还要放手让员工采取最合适的做法。相信员工，并且让他们发挥自己真正的潜力。

支持概念



大师观点



“沃尔顿比员工更相信他们自己的能力，用绝佳的发展机会激励员工，同时会放手让员工自己掌握最后成败，这么做激发了沃尔顿员工深藏在心中的原始渴望，激励员工勇于竞争并且胜出！是成功或是失败，就要看你起步之前，对自己达成目标的信心有多强。”

——麦可•伯格道





重视人性

沃尔顿能够在生意往来之中，带进人性的一面。他会真心去了解旗下员工并且尊重员工。于是员工会觉得领导人真心关注自己的需求，因此会更加努力工作。沃尔顿会尽可能让组织基层也有决策权，让员工更有信心，并且鼓励员工在面对顾客的当下自己决定该怎么做，还会要求高阶经理人尊重员工的决定。

沃尔顿还会尽力延揽最佳人才，尽可能提供他们最完整的训练，让沃尔玛成为绝佳的工作环境，使员工有动力达成最佳表现。沃尔顿非常了解人的习性，也很清楚要怎么激励员工发挥自己最大的工作能力。

鼓励员工的技巧

■ 永远善待员工——如果角色对调，他希望对方怎么对待自己，就会怎么对待员工。

■ 让员工佩戴识别证——这样大家就可以知道彼此的名字。他自己也戴了识别证，上面只简单写了“山姆”。

■ 让员工用实力证明自己——对员工抱持高度期望，但是放手让员工发挥，证明自己可以面对挑战，并且运用创新方法达成公司要求的绩效。

■ 凡事身先士卒——他除了睡觉之外，几乎所有时间都在想着怎么让沃尔玛更进一步发展，他这种干劲大大感染了身边的人。他也具备了勤奋不懈的工作态度，当他告诉大家要努力工作的时候，是非常有说服力的。



大师观点



“远离那些会轻视你梦想的人，眼光短浅的人常这样做，但是真正杰出的人会让你觉得，自己也能变得同样杰出。”

——马克•吐温





创业家的聪明做法

■ 经常微笑——营造亲切、心胸开阔与值得信任的氛围。

■ 加强聆听的技巧——全心倾听对方的话，不要光想自己接下来要说什么。

■ 记住员工的名字——并且用名字称呼员工，这样可以让员工觉得你真正关心他们个人。

■ 谈话要直视对方的眼睛——让对方觉得你尊重他们，并且专心跟他们谈话。

■ 培养建立人际关系的技巧。



Rule 3 Motivate Yourself and Your Team to Achieve Your Dreams 
中



Main Idea

Make the people who work for you feel great. Help them do things they didn't dream they were capable of achieving. Provide them with opportunities to do impressive things and stand back while they go to work. Believe in people and let them realize their true potential.

Supporting Ideas



Key Thoughts



"By believing in the abilities of people more than they believe in themselves, challenging them with big-time opportunities, and stepping back and giving them the final choice to succeed or fail, Sam Walton triggered a primal desire that was deeply embedded in the minds of his people to compete and thrive! It's the self-fulfilling belief before you start that often determines your likelihood of success or failure."

— Michael Bergdahl





The Importance of the Human Touch

Sam Walton had the ability to bring the human touch into his business dealings. He genuinely got to know and respect the people who worked for him. They, in turn, thrived because they felt like they were being led by someone who cared about their needs. Sam Walton backed up that feeling of confidence by pushing authority to make decisions as far down the organization as possible. Employees were encouraged to make "on-the-spot" decisions when dealing with customers that the senior managers were obligated to honor.

Sam Walton also worked hard to hire the best people he could find, provide them with the best training available and make Wal-Mart a great environment where people felt motivated to excel. Mr. Walton was an astute student of human behavior, and he really understood how to motivate people to do their very best work.

How to Motivate Employees

■ He always treated employees well — the same way he'd like to be treated if the roles were reversed.

■ Sam Walton had employees wear name badges — so everyone could be acknowledged by name. He even wore a name badge himself that simply said，"Sam."

■ He gave employees the chance to prove them selves — Mr. Walton had extremely high expectations and then stood back and let people show they could rise to the challenge and find innovative ways to deliver the required results.

■ Sam Walton always led from the front — he had an infectious level of personal motivation derived from the fact that he spent almost every waking hour thinking about how to make Wal-Mart better. He also had a tremendous work ethic. When Mr. Walton told everyone to work hard, it was authentic.



Key Thoughts



"Keep away from people who try to belittle your ambitions. Small people always do that, but the really great ones make you feel that you, too, can become great."

— Mark Twain





To Become a Savvy Entrepreneur

■ Smile often — so you create an atmosphere of approachability, openness and trust.

■ Improve your listening skills — listen completely to what others are saying rather than thinking about what you want to say next.

■ Learn people's names — and use them. By referring to people by name, you show you care about them as an individual.

■ Look people in the eye when talking with them — show them they are important and have your undivided attention.

■ Build your human relations skills.



经营智慧4　时时沟通，让员工知道你的关心 
英



主要观念

可能跟员工分享信息，协助员工彻底了解公司的运作方式。员工了解得愈深入，就能贡献愈多心力促进业务成长。公开、直接分析并且讨论公司的业务状况。

支持概念



大师观点



“因为沃尔玛是全球最大的企业，一年365天都有新的门市在世界的某个角落开张，沃尔玛领导人在沟通上面临了很大的困难，他们利用各种方法来克服这项困难，包括现场卫星转播、沃尔玛电视与广播网、名为‘沃尔玛世界’的公司电子报、官方网站、电子邮件、公司的教育训练课程、顺畅沟通政策、员工意见调查、伙伴工作手册，以及每天在各家门市召开的‘起立’沟通会议。”

——麦可•伯格道





从小处着眼，避免大而无当

沃尔顿高明地运用科技，让所有员工都能获得详细的业务数据。他一向认为，把手边所有信息告诉每位员工的好处，远大于数据可能被竞争对手取得的潜在风险。

沃尔玛有个解决沟通困难的独特方法，就是“从小处着眼”的概念。公司鼓励店长尽一切努力让门市成功并且获利，同时也赋予他们相对的权力。如果某家门市想出个绝佳的新鲜点子，就会更广泛地在其他门市应用这个点子。从小处着眼让沃尔玛可以避免庞大组织的束缚。

有效沟通的方法

■ 管理团队每周开周会——每星期六早上7点，沃尔玛的管理团队会齐聚在总部，讨论本周的心得，提出必须调整的事项。

■ 店长每周举行电话会议——每星期六早上，区经理会召集店长进行电话会议，让各店长了解最新的公司消息。

■ 门市员工每天站着开早会——在每家沃尔玛门市，全体成员每天早上都会站着开会，这场会议十分简短，重点在于传达新信息。

■ 全体员工利用网站沟通——沃尔玛设有内部网络的网站，每位员工都可以随时登入。

■ 高阶主管每周巡视门市——以了解实际的营运状况。



大师观点



“光是坐在办公桌前，是无法‘做全世界生意’的。在第一线的员工，也就是那些真正与顾客交谈的人，才是唯一知道实际情况的人。最好要挖掘出第一线员工对市场的了解。”

——山姆•沃尔顿





创业家的聪明做法

■ 定期开会——在会议中向员工传达最新的信息。

■ 运用最新通讯科技——让组织内信息流通更顺畅。

■ 提供快速而正确的信息——告诉员工公司所有的业务状况，员工才能掌握足够信息，提出有价值的构想。

■ 从在地的角度思考——但是同时要注意在其他地区奏效的做法，同时善用那些构想。



Rule 4 Communicate with People All the Time and Show Them You Care 
中



Main Idea

Share as much information with your employees as possible. Help them thoroughly understand how the business works. The more everyone knows, the more they can become involved in moving the business forward. Analyze and discuss the information about your business openly and candidly. 

Supporting Ideas



Key Thoughts



"As the largest company in the world with a new store opening every day of the year somewhere in the world, Wal-Mart's leaders are saddled with a huge communication challenge. Company leaders attack this challenge via a variety of methods, including live satellite broadcasts, Wal-Mart TV and radio, a company newsletter called Wal-Mart World, the Company website, e-mail, company training programs, an open door policy, employee opinion surveys, an associate handbook,and daily 'stand-up' communication meetings in every store." 

— Michael Bergdahl





Thinking Small to Avoid Becoming a White Elephant

Mr. Walton used technology intelligently to provide every employee with detailed information about the business. He always believed the advantages of telling everyone everything there was to know that outweighed the potential risks that this information would find its way to competitors. 

One particular approach to this communication challenge is the Wal-Mart concept of "thinking small." Store managers are encouraged and empowered to do whatever is required to make their own store successful and profitable. If a store comes up with a great new idea, that idea is then scaled up and applied elsewhere. By thinking small, Wal-Mart can avoid the big organization binders.

Effective Communication Methods

■ Weekly management team meetings — every Saturday morning at 7 AM, Wal-Mart's management team gather at headquarters to discuss what has been learned that week and what needs to change. 

■ Weekly conference calls for store managers — store managers participate in a telephone conference call with their district managers every Saturday morning where they hear the latest company news. 

■ Daily standup meetings — in each Wal-Mart store, a stand-up all hands meeting is held each morning. This meeting is short and focused on passing on new information. 

■ Staff communication by network — Wal-Mart has an intranet website that everyone can access at any time. 

■ Weekly store visits by executives — Wal-Mart's executives get out to stores to see what's happening every week. 



Key Thoughts



"You can't 'merchandise the world' by sitting at your desk. The folks on the front line — the ones who actually talk to customers — are the only ones who really know what's going on. You'd better find out what they know." 

— Sam Walton





To Become a Savvy Entrepreneur：

To Become a Savvy Entrepreneur:

■ Set up regular meetings — where you can pass on up-to-date information to those who work for you. 

■ Use the latest developments in communication technology — to enhance the flow of information throughout your organization. 

■ Provide rapid and accurate information — tell employees all there is to know about your business so they have enough information to contribute worthwhile ideas. 

■ Think local — but keep an eye out for what works elsewhere as well and use those ideas to best effect. 



经营智慧5　感谢并表扬员工的努力与成果 
英



主要观念

组织成员不论是想出绝佳的新点子，或者只是持续尽忠职守，都要公开表彰。表扬不但可以让员工心情愉快，也可以让员工了解公司极为重视新的构想。对员工深切的努力与成果表示感谢，让员工感受到你的感谢之意。

支持概念



大师观点



“沃尔顿认为，工作伙伴的正向行为要公开宣扬，至于要减少负面的行为，则应该关起门来一对一沟通比较恰当。他希望经理人可以四处巡视查看，找到值得一提的成果，在每天与伙伴开会时特别加以表扬。他也认为，找出展现正向行为的伙伴，同时让所有同仁获悉这些伙伴的成就，就可以创造出在门市、配销中心与货运车队等单位的英雄。”

——麦可•伯格道





因为公平才能真正关心

沃尔顿十分擅长激励员工，这方面的成功有一部分来自他乐观进取的个性，另外也因为他非常懂得员工渴望接受表扬、渴望成就感的心。沃尔顿会尽力让每一位尽忠职守的基层员工，都能够因为自己的努力获得表扬。

此外沃尔顿也会平等对待所有员工。在沃尔玛总部没有高阶主管专用的餐厅，甚至连私人洗手间都没有。对沃尔顿来说，所有员工对公司的成功都一样重要，应该要平等对待。对任何一位员工的标准，适用于所有员工。沃尔玛的高阶主管出差时都是坐经济舱，而且必须两位主管住一间房间，只能住平价旅馆，就像其他员工一样。

管理不是尽挑员工毛病

沃尔玛也善于对员工绩效提出建议，表现顶尖的员工会获得鼓励，要他们继续尽忠职守。相对地，表现不好的员工也会获得建议，说明他有哪些不足之处，以及该怎么补救。

最重要的是，沃尔顿特别喜欢找出尽忠职守的员工。他非常愿意公开、热忱地表彰员工的正向行为，善于挖掘成功、表扬成功，不会总是挑毛病。他把自己大部分的时间，用来赞扬组织里绩优员工的工作表现。



大师观点



“你希望别人怎么待你，就要怎么待人。对自己要做的每一件事，都应该设下高标准。员工才是创造改变的主角。”

——山姆•沃尔顿





创业家的聪明做法

■ 营造表扬文化找到尽忠职守的员工，公开表扬他们，在组织里营造出表扬的文化。

■ 用真心换员工的忠心——绝不要让任何员工对你有丝毫怀疑，认为你不是真心关怀他们个人，而相信你不会无视于他们的努力。

■ 公平、公开对待所有员工。

■ 采取走动式管理——要常常走出办公室，当场找出优秀的表现。

表扬文化

表扬能够鼓励员工激发潜能，让员工觉得受到赏识，激励效果比金钱奖励更持久，还能促进彼此鼓励的企业文化。分析发现，男性较女性重视公开表扬的激励，而年纪愈长对公开表扬比较在意，年纪较轻者对金钱奖励的需求较大。



Rule 5 Appreciate and Recognize People for Both Their Effort and Their Results 
中



Main Idea

Showcase the people in your organization who come up with great new ideas or who simply do the right things consistently. Recognition will not only make those people feel good, but it will also signal that your organization values new ideas highly. Show and express appreciation for genuine effort and results. 

Supporting Ideas



Key Thoughts



"Sam Walton believed in accentuating the positive behaviors of associates publicly and eliminating their negative behaviors in one-on-one discussions behind closed doors. He expected managers to wander around looking for noteworthy accomplishments to highlight in their daily meetings held with associates. By identifying the associates who were demonstrating the correct behaviors and showcasing those accomplishments for all to see,he believed in creating local heroes in the stores, distribution centers, and fleet."

— Michael Bergdahl





Fairness Breeds True Concern

Sam Walton was good at motivating people. Part of this success was an extension of his upbeat can-do personality, but he also had the knack of intuitively understanding that people crave recognition and a sense of accomplishment. Mr. Walton went out of his way to ensure that ordinary people doing their jobs well were recognized for their efforts. 

Mr. Walton also treated everyone equally. The Wal-Mart headquarters don't have an executive dining room or even private bathrooms. As far as Sam Walton is concerned, every employee is just as important to the success of the company and deserves to be treated equally. What is fair for one was fair for all. Wal-Mart executives fly coach class and are expected to stay two to a room in budget hotels when they travel, just like everybody else. 

Management Isn't About Finding Fault

Wal-Mart also excels at providing performance feedback to its employees. Excellent performers receive encouragement to keep doing what they're doing right but equally, nonperformers also receive feedback on where they are falling short and what needs to be done to remedy the situation. 

More than anything else, Sam Walton's overriding preference was to catch employees doing things right. He loved to accentuate positive behavior openly and effusively. He was an achievement finder and recognizer rather than a fault finder. He spent the majority of his time praising the work of the top performers within the organization.



Key Thoughts



"Treat people the way you would want to be treated. You should set high expectations in everything that you do. It's your people who make the difference."

— Sam Walton





To Become a Savvy Entrepreneur:

■ Create a recognition culture — catch your employees doing things right and recognize them publicly. Create a recognition culture for your organization. 

■ Earn the loyalty of your employees — never leave anyone with any doubt that you care about them as a person and recognize their efforts. 

■ Treat everyone equally and openly. 

■ Manage by wandering — get out of your office frequently and around,and finding the good things that are happening. 



经营智慧6　庆祝自己与团队的成功 
英



主要观念

享受工作乐趣。当业务达到里程碑，就举办一些开心的活动，让员工在几年之后还不断津津乐道。别弄得自己太严肃，让员工跟你一起工作，能够享受到有趣、开心的体验。营造有趣的环境，让公司与众不同。

支持概念



大师观点



“沃尔顿有点像布道家比利•葛理翰、有点像马戏团大师巴尔南姆，还有一点像谐星鲍伯•霍伯。沃尔顿是深具领袖风范，又富有幽默感的领导人，只要一有机会，就喜欢向追随者宣扬自己的理念。他也非常乐于在股东大会或是星期六的高阶主管会议上，像个马戏团大师一样站到舞台中央，宣传自己的商品，为他忠心的跟随者指引方向。你永远不会知道沃尔顿要说些什么，但是你可以知道不管他说什么，都能够激励人心，而且其中都会点缀着些许幽默，大多是开自己或是高阶领导团队的玩笑。”

——麦可•伯格道





沃尔玛队呼

沃尔顿有一次参访韩国的网球工厂，注意到所有工人都会一起欢呼。他很喜欢这个想法，回去之后就创造了现在十分著名的“沃尔玛队呼”。内容大概是这样的：“给我个W！给我个A！给我个L！给我颗星！给我个M！给我个A！给我个R！给我个T！拼起来是什么？沃尔玛！沃尔玛是谁的？沃尔玛是我的！谁最大？顾客最大……永远都是！”每当沃尔顿去巡视门市或是配销中心，都会用高亢的音调，热烈地带头欢呼，所有员工都会一起放声大喊。这听起来可能有点老套，不过员工都很喜欢这个队呼，因为队呼使沃尔玛与众不同。

沃尔顿采取了许多不同的做法，好营造出沃尔玛欢乐的工作气氛。在过程中，他紧密联结了自己跟员工的情感，并且了解到，有趣、友善而亲和的环境，可以让各项必要工作更平顺地完成，比起严肃、纪律严谨的环境要好得多。沃尔顿也很聪明地了解到，来沃尔玛购物的顾客不只是为了捡便宜，还希望在沃尔玛购物，能够给自己美好的体验，除非在这里工作的员工心情愉快、态度积极，才比较可能实现这种体验。

让员工乐在工作的秘诀

那么，沃尔顿到底是怎么建立乐在工作的文化？就像大多数的事情一样，这不是只靠单一一项措施，而是结合了许多细腻的做法，其中比较特别的因素包括：

■ 举办庆祝活动——每星期五的员工大会里，其中一项活动就是庆祝成功。大大小小的事情都会可以是庆祝的理由，例如员工生日、本年度销售额超越去年等。

■ 举办竞赛活动——沃尔顿会举办许多个人及团队的竞赛，他会在办公室四周贴上目标，然后固定公布竞赛进行的状况。当然他也没有在竞赛中缺席，而是全心参与竞赛。其中著名的趣闻是，他在1980年代初期答应员工，如果公司的税前获利达到8%以上，就在华尔街上跳草裙舞。后来沃尔玛达成目标，于是沃尔顿信守承诺，在真正的草裙舞舞者、尤克里里琴手以及一大群记者的陪伴下，穿上草裙，沿着华尔街一路跳草裙舞。

■ 尽情作怪——沃尔玛还做了许多其他稀奇古怪的趣事。主管不论是脸上被砸奶油派、一整天打扮成小丑欢迎顾客，或是在达成目标时剃光头，都是司空见惯。每位员工满怀热情投入这些活动，这种热情对公司整体的团队精神非常有帮助。

■ 和员工搏感情——沃尔顿在人际关系上的手腕非常高竿。他会记住员工的名字，让员工觉得自己非常受重视。他谈话时很有礼貌，绝对会直视对方，而且都会说“请”和“谢谢”，还会寄给员工和顾客自己亲手写的感谢函。他实践了沃尔玛的理念，而且其实就是公司价值观的代言人。



大师观点



“沃尔玛所有的经营手法，竞争对手都可以看得到、观察到，也可以模仿，但是他们无法复制我们独特的沃尔玛文化。”

——山姆•沃尔顿





创业家的聪明做法

■ 要深刻——找出值得公司上下好好庆祝的理由，然后想些令人难忘的方法记录这项成就。

■ 要骄傲——在每一场自己主持的员工大会中，好好表扬员工个人的成就。

■ 要尽兴——在公司里举办一些比赛，提供奖励品，让所有员工都能开心、兴奋。

■ 要记住——只要组织达成某项里程碑时，就妥善规划庆祝活动，记录这项成就。

与其向员工倡导公司要采取的新做法，不如举办一些有趣的活动，让学习这项做法以及采取这项做法，成为所有员工有趣的经验。

要尽兴

沃尔玛的员工总是会设法让生活变得有趣又充满意外，经常做出近似疯狂的行为，让顾客和同仁觉得趣味横生。沃尔玛副董事长就曾穿着粉红色裤袜、戴上金色假发，骑着白马在市区招摇过市。这种“疯疯癫癫”的文化，用意在鼓励员工打破陈规和单调生活，努力创新，让工作更有趣。这就是沃尔顿的“吹口哨工作哲学。”



Rule 6 Celebrate Your Own Accomplishments and Those of Your Team 
中



Main Idea

Showcase the people in your organization who come up with great new ideas or who simply do the right things consistently. Recognition will not only make those people feel good, but it will also signal that your organization values new ideas highly. Show and express appreciation for genuine effort and results. 

Supporting Ideas

"Sam Walton believed in accentuating the positive behaviors of associates publicly and eliminating their negative behaviors in one-on-one discussions behind closed doors. He expected managers to wander around looking for noteworthy accomplishments to highlight in their daily meetings held with associates. By identifying the associates who were demonstrating the correct behaviors and showcasing those accomplishments for all to see, he believed in creating local heroes in the stores,distribution centers, and fleet." — Michael Bergdahl

Fairness Breeds True Concern

Sam Walton was good at motivating people. Part of this success was an extension of his upbeat can-do personality, but he also had the knack of intuitively understanding that people crave recognition and a sense of accomplishment. Mr. Walton went out of his way to ensure that ordinary people doing their jobs well were recognized for their efforts. 

Mr. Walton also treated everyone equally. The Wal-Mart headquarters don't have an executive dining room or even private bathrooms. As far as Sam Walton is concerned, every employee is just as important to the success of the company and deserves to be treated equally. What is fair for one was fair for all. Wal-Mart executives fly coach class and are expected to stay two to a room in budget hotels when they travel, just like everybody else. 

Management Isn't About Finding Fault

Wal-Mart also excels at providing performance feedback to its employees. Excellent performers receive encouragement to keep doing what they're doing right but equally, nonperformers also receive feedback on where they are falling short and what needs to be done to remedy the situation. 

More than anything else, Sam Walton's overriding preference was to catch employees doing things right. He loved to accentuate positive behavior openly and effusively. He was an achievement finder and recognizer rather than a fault finder. He spent the majority of his time praising the work of the top performers within the organization. 



Key Thoughts



"Treat people the way you would want to be treated. You should set high expectations in everything that you do. It's your people who make the difference." 

— Sam Walton





To Become a Savvy Entrepreneur:

■ Create a recognition culture — catch your employees doing things right and recognize them publicly. Create a recognition culture for your organization. 

■ Earn the loyalty of your employees — never leave anyone with any doubt that you care about them as a person and recognize their efforts. 

■ Treat everyone equally and openly. 

■ Manage by wandering — get out of your office frequently and around,and finding the good things that are happening.



经营智慧7　倾听员工意见，吸取经验 
英



主要观念

沃尔顿总会十分仔细地倾听第一线员工的意见，他们才是实际与顾客互动的人。他认为这些员工拥有绝佳的点子，而他的责任就是要营造出良好的气氛，让员工可以随心所欲地发表意见。他从不认为自己懂得比较多，而且真心希望听取这些员工的建议。

支持概念



大师观点



“沃尔顿认为自己对沃尔玛最重要的贡献，就是去巡视自己的门市。他宁可走出去跟真正进行零售工作的员工在一起，不愿意只坐在总公司里开会。他认为巡视门市对门市确实有帮助，而且如果有必要调整，他也能够协助门市进行调整。沃尔顿巡视门市带有特定目的，目标就是要第一手了解竞争对手门市的情报，跟部分顾客交谈，从中获取经验，最重要的就是花时间跟员工谈话。”

——麦可•伯格道





仆人领导

最重要的是，沃尔顿体现了“仆人领导”的理想。他不觉得沃尔玛的员工应该对他唯唯诺诺，反而认为自己的角色是要提供员工一切必要资源，这样员工才能让顾客对沃尔玛感到满意。他从不会要求任何员工去做自己不打算做的事。

沃尔顿把员工视为自己一起经营事业的合伙人，他总是会要员工担负起责任，好好进行自己的工作。他也会要求所有员工提出自己认为最棒的构想，而且也真的会运用这些构想来提升业绩。只要他巡视门市，都会主持一场临时的员工大会，会议中他大多都在聆听别人说话，很少发言。他会对所有员工的努力表示感谢，与沃尔玛的员工建立起紧密的关系。简单来说，他非常尊重员工，不会只把他们当成领自己薪水办事的人。这种态度使得公司上下能够齐心合作，达成公司目标，因为大家都觉得自己和沃尔顿的关系十分紧密。

员工大会

领导人如果凡事早有定论，再要求部属跟进，员工大会就会成为一言堂，让员工认为说了也是白说，久了自然不愿发表意见。领导人应该不断用问题引导员工思考问题，甚至辩论。一旦找出问题所在，不要先处罚当事人，而是要继续积极讨论问题发生原因与改进之道。从员工角度来说，利用员工大会发表高见或是问对问题，都可以马上凸显自己，让主管另眼相待。

真诚的关心与尊重

沃尔顿会发自内心地去维系人际关系，真诚关心沃尔玛的员工，不是只把关心当作有效的管理技巧。他十分务实，会贴近员工个人的需求，而且为人友善、亲切。公司一向都采取开放的政策，只要有员工想到好点子，大可向沃尔顿提出建议。他非常懂得怎么让身边的人放轻松，这对他的成功也有所帮助。

沃尔顿认为应该听取所有人的意见，就算只是来沃尔玛应征工作的人也一样。他的方法是，带着笔记本、拿着笔，坐下来问道：“你服务的这家公司十分成功，我非常推崇他们的成就，你认为他们成功的秘诀是什么？”接下来沃尔顿就会细心倾听，试着了解其他公司的状况，甚至会试着找出施力点，将来在跟该公司谈生意时或许就可以派上用场。沃尔顿亲身示范了，每个人都应该持续学习。



大师观点



“如果所有团队成员都不在乎功劳最后归谁，那么这种无私团队可以达到的成果，会是十分惊人的。”

——山姆•沃尔顿





创业家的聪明做法

■ 定期基层意见调查——了解员工真正的想法。

■ 定期追踪员工看法——设定其他方法定期追踪员工对公司的看法，并且听取每天与顾客互动的员工有什么想法，他们最清楚顾客的需求。

■ 敞开大门、敞开心胸——让员工能够方便跟你对谈。试着采用主动倾听的方式，用心听取对方谈话的内容，以及这些话背后的意义。

■ 授权给第一线员工——让第一线员工可以尽一切努力让顾客满意，并且给予他们必要的支持。

■ 培养正确心态——领导人要为组织的员工服务，不是要员工为领导人服务。



Rule 7 Listen to Other People and Learn From Their Ideas 
中



Main Idea

Sam Walton always listened very carefully to front-line employees who interact with customers. He believed these people had great ideas and that it was his job to create an atmosphere where people would feel comfortable talking. He never thought he knew better, and genuinely thirsted to hear what these employees were suggesting. 

Supporting Ideas



Key Thoughts



"Sam Walton acknowledged that the single most important thing he did for Wal-Mart was his visits to his own stores. He would rather be out with the folks doing the real work of retail than sitting around in meetings in the home office. He really felt he could help the stores by visiting them; and that if something needed fixing, he could help them fix it. While out in the stores, he was on a very specific mission. His goal was to gain firsthand intelligence about his competitor's stores, talk to and learn from some of his own customers, and most important of all spend time talking with his own employees."

— Michael Bergdahl





The Servant Leader

More than anything else, Sam Walton epitomized the "servant leader" ideal. He didn't fell that Wal-Mart's employees were there to report to him. Instead, he believed his role was to provide the employees with everything they need to create a satisfied Wal-Mart customer. Mr. Walton would never ask any employee to do anything he was not prepared to do himself. 

Mr. Walton saw his employees as business partners. He always gave his people responsibility to get on with their jobs. Sam Walton asked everyone for their best ideas and then actually used those ideas to improve his business. Every time he visited a store, he would hold an impromptu staff meeting where he would talk a little but also listen a lot. He expressed appreciation for the efforts of everyone and established strong, personal bonds with those who were employed by Wal-Mart. In short, he treated his people respectfully rather than like hired hands. That laid a very strong foundation for effective teamwork in achieving company goals because everyone felt such a strong personal bond with Sam Walton. 

Genuine Care and Respect

Mr. Walton's people skills were genuine. He sincerely cared about the people who worked for Wal-Mart rather than trying to use this as a good management technique. He was down to earth and related to their personal needs. Sam Walton was friendly and very approachable. The company always had an open door policy, and anyone with a good idea would never hesitate to suggest it to Mr. Walton. He became highly adept at putting people at ease when they were around him, and this also contributed to his success. 

Sam Walton believed in gathering ideas from everyone, including people who were being interviewed at Wal-Mart for a job. It was his practice to sit down with his notepad and pen poised, and to say something along the lines of: "You know, the company you work for has been very successful. I have the greatest respect for what they have achieved. What do you believe is the secret of their success?" Mr. Walton would then listen carefully in an attempt to gather information about what other companies were doing or perhaps even to Try to find some leverage point that may prove useful in future negotiations with that business. Sam Walton demonstrated that everyone should be a continual learner. 



Key Thoughts



"It is amazing what a team of selfless people can accomplish if nobody is worried about who is going to get the credit in the end."

— Sam Walton





To Become a Savvy Entrepreneur:

■ Conduct regular grass — roots opinion surveys-to find out what employees really think. 

■ Regularly track employee sentiment — up other methods to regularly track how employees feel about your company, and take ideas from the people who interact with customers on a daily basis. They have the best handle on what customers want. 

■ Keep an open door and an open mind — make it easy for people to talk to you by being accessible. Practice active listening and focus on what's being said and what's behind the words. 

■Empower front-line people — to do whatever is required to create satisfied customers and back them up. 

■Have the right mind-set — that leaders serve those who work for your organization, not the other way around. 



经营智慧8　设法超越顾客的期待 
英



主要观念

沃尔玛的哲学就是，要让顾客在每次踏进店里时，都有超出预期的感受。沃尔顿积极鼓励所有员工实践一项标准：保证让顾客满意。他投入了多年的努力，让沃尔玛不论规模成长到多大，都能够维持著名的客服水平。

支持概念



大师观点



“早在那些强调客服的企管大师们把‘超越顾客期待’，当作促进企业成功的新潮想法之前，沃尔顿就已经建立了这个‘沃尔玛哲学’。在早年，他不觉得公司的客服标准就是超乎顾客期待，因为超越期待原本就是他对日常服务的要求，他希望工作伙伴能够让顾客享受到这种服务，没有例外！”

——麦可•伯格道





沃尔玛与众不同之处

从一开始，沃尔顿的营运策略就是，让沃尔玛和其他零售商有所区隔。

他建立这家公司的三个基本信念：

■ 尊重每一个人

■ 提供顾客绝佳服务

■ 努力把每一项业务做到最好

他的策略的两个基本元素：

■ 用优惠价格提供各种类型的产品（一次购足），吸引顾客到店里消费。

■ 提供顾客真正卓越的服务，让顾客成为常客。

沃尔顿心中的理想目标是，让顾客可以在他的店里买齐所有想要买的东西，这样顾客就完全不必再到其他地方购物。不过他发现，竞争对手也试着要达成这项目标，所以沃尔顿很早就认定，要让沃尔玛与众不同，最好的方式就是要推出每日低价商品，并且提供优于所有零售商的服务。

沃尔玛如何服务顾客？

为了实践上述基本信念，沃尔玛花了很多心思在顾客服务上。以下举几个实际例子：

■“10尺原则”——要求所有员工一定做到，只要跟顾客的距离在10尺之内，就要“直视顾客，欢迎他们，并且询问有没有需要服务的地方”。沃尔玛到现在都还实施这项客服规定。

■ 所有门市门口都有服务台——顾客可以在这里办理退货，服务人员不会去问顾客退货的原因。在有些门市，甚至连顾客在其他门市购买的商品，都可以办理退款，目的就是要让顾客满意，未来再次回到沃尔玛消费。这让顾客清楚了解到，在沃尔玛购买任何商品，只要不喜欢或是不想要，都可以全额退货。

■ 设置迎宾接待人员——店员会站在入口旁，感谢消费者惠顾，同时帮他们找到想买的商品。

■ “寓零售于娱乐”——沃尔玛门市是“寓零售于娱乐”概念的先锋，也就是让购物变得比以前更好玩、更有趣。他们会邀请顾客到门市的特定区域参与比赛、游戏，并且致赠免费样品。



大师观点



“真正的老板只有一个，就是顾客。顾客只要到其他地方消费，就可以开除公司里所有人，从董事长到基层员工，统统卷铺盖走路。让我们亲切面对顾客，在他们走进店里时，带着微笑把购物车推到顾客面前。让我们提供远超过顾客预期的服务，让我们超越顾客的期待。只要我们能够做到，顾客就会一次又一次惠顾。”

——山姆•沃尔顿





创业家的聪明做法

￭ 全心思考怎么提供业界最佳的客服体验。

￭ 找出各种实际做法——运用这些做法超越顾客期待。

￭ 吃亏就是占便宜——尽一切努力让顾客满意，即使可能被顾客占便宜也无所谓。只要能让顾客满意，长期下来可以弥补一时的损失。

￭ 试着与供货商建立良好的合作关系——和供货商一起努力改进产品，讨顾客欢心。



Rule 8 Find Ways to Exceed the Expectations of Your Customers 
中



Main Idea

The Wal-Mart way is to try to exceed the customer's expectations every time they come into the store. Sam Walton actively encouraged everyone to live by the standard: satisfaction guaranteed. He worked long and hard to make Wal-Mart known for legendary customer service levels regardless of how large the company became. 

Supporting Ideas



Key Thoughts



"Sam Walton established his 'Wal-Mart way' of exceeding the expectations of his customers long before the management consulting service gurus latched onto it as a new wave idea for business success. In the early days, he didn't refer to his service standard as exceeding the customers' expectations because exceeding was already his standard for the normal day-to-day service he expected associates to provide customers, always!" 

— Michael Bergdahl





What Makes Wal-Mart Different

Sam Walton's business strategy was designed right from the outset to separate Wal-Mart from other retailers.

Sam Walton's three basic beliefs around which he built his company were：

￭ Respect for each and every individual.

￭ Providing excellent service to the customer.

￭ Striving for excellence in every aspect of the business.

His strategy consisted of two basic elements：

￭ Offer a wide product range（one-stop shopping）at great prices to get people to come into the store.

￭ Keep customers coming back again and again by providing them with truly exceptional customer service.

Ideally, Sam Walton's goal was to have everything the customer could ever want to purchase available inside his stores so there was no reason for customers to ever need to go anywhere else. He realized, however, that his competitors were also going to be trying to achieve the same aim, so Mr. Walton decided early on that the best way to distinguish Wal-Mart would be by combining every-day low prices with the best service offered by any retailer.

How Wal-Mart Serves Its Customers

To put these basic beliefs into action, Wal-Mart goes to quite extraordinary lengths to provide customer service. Some practical examples:

■ The"10-foot rule"— which requires each employee to promise that whenever they come within 10 feet of a customer, they will "look'em in the eye,greet'em and ask'em if you can help'em." This is a customer service edict Wal-Mart still practices to this day. 

■ Every store has a service desk right at the front of the store — where customers can return items they have purchased no questions asked. Some stores have even refunded customers for items purchased elsewhere in order to create a satisfied customer who will come back to Wal-Mart in the future. This sends customers a strong message that they can buy anything at Wal-Mart and if they don't like it or don't want it, the item can be returned for a complete refund. 

■ Stores employ people greeters — hosts who stand by the entrance and thank shoppers for coming in and help them find what they are looking for. 

■"Retailtainment"—Wal-Mart stores pioneered a concept called "retailtainment" to make shopping more fun and interesting. Customers are invited to visit specific parts of the store and participate in contests, games and product giveaways. 



Key Thoughts



"There is only one boss — the customer. And he or she can fire everybody in the company from the chairman on down, simply by spending his or her money somewhere else. Let's be friendly to our customers by offering them a smile and a shopping cart when they enter our stores. Let's give service above and beyond what our customers expect. Let's exceed our customers' expectations. If we do that, they'll come back again and again."

— Sam Walton





To Become a Savvy Entrepreneur:

■ Become obsessed about providing the best customer service experience in your industry. 

■Find practical ways large and smalls-by which you can exceed the expectations of your customers. 

■ Your loss is your gain — do whatever is required to make a happy customer,even if you risk being taken advantage of. You'll make it back over the long haul if you can create a satisfied customer. 

■ Try to form quality partnerships with your vendors — and work together to improve your products and delight customers. 



经营智慧9　控制开支，省出一片天 
英



主要观念

沃尔顿成长在经济大萧条的年代，所以他当然很喜欢想办法削减开支。因此，沃尔玛的成本结构一向都低于竞争对手，这对沃尔玛很有利，因为节省下来的成本可以让公司用更低的价格回馈顾客。控制开支是沃尔玛主要的竞争优势之一。

支持概念



大师观点



“沃尔顿坦然承认自己一向是很吝啬的人。他花钱十分小气，而且引以为傲！他还训练其他团队成员，要他们抱持同样的想法。他认为要让高额营收变成真正进账的获利，其中一项速成的方法就是，在一开始就不花费不必要的费用，或是设法从各种可能的营运项目中节省开支。沃尔顿在控制支出的功力的确要比所有竞争对手高明，但是真正了不起的是，他可以让公司里所有员工的言行举止，也像个吝啬鬼！”

——麦可•伯格道





吝啬主义

沃尔顿注重节俭是十分出名的，他绝不容许任何浪费资金的行为，也鼓励所有员工，只要想到可以让沃尔玛省钱的方法，就要勇于提出意见。大部分沃尔玛员工都享有分红的福利，使他们愿意适当运用公司的经费，但最重要的是，节省这个观念，已经是沃尔玛文化里根深蒂固的一面了。

沃尔顿和他的管理团队，亲身示范了节省的观念。沃尔顿在多次巡视门市时，都会从店里的食品区买些食物，要其他人买自己想吃的东西，然后坐在休息室里边吃午饭边讨论业务。这位亿万富翁认为自己不必奢侈浪费，使得所有员工清楚了解，自己应该要注意各项开支，并且要节省。

沃尔玛的采购人员也以挑剔闻名，会尽可能压低价格采购高质量产品。采购人员不得接受供货商任何礼物，连供货商请吃饭也不行。这使得采购人员与供货商必须保持适当的关系，纯粹协商产品价格。另外，沃尔玛为了能诚实面对顾客，制造了一系列自有品牌商品，各种现有产品都有平价的类似商品可供选择。这一切努力都能够为顾客带来价值，因为沃尔玛节省下来的成本，都会用低价回馈给顾客，不会留下来赚取更高的隐藏利润。

简言之，沃尔玛员工在使用公款时，就会像花自己的钱一样明智谨慎。他们会不遗余力，尽可能为公司谈成最有利的交易条件，并且相信自己的努力最后都会反映在分红的奖金上。而他们的努力也往往能够获得丰硕的回报，让所有人都很满意，尤其是顾客。



大师观点



“有个观念我们已经强调了很多年，就是去做、去试、去改进。这个方法还不错，而且很有效。拥有好点子的人很多，但是如果光有好点子却没有任何行动，就一文不值了，难就难在要找到愿意付诸行动的人。我们必须继续要求伙伴要当实践家，也就是落实行动导向的人。这会让工作更有趣，而且可以达成更佳的表现。行动导向十分重要，幸好我们的沃尔玛团队和伙伴一向都是行动导向，而且也习惯了行动导向。绝不能失去这项特质。”

--山姆•沃尔顿





创业家的聪明做法

■ 开口问，谁有好点子？——询问身边所有员工，有没有什么点子可以节省公司开支。

■ 奖励好点子——员工如果想出好方法可以降低公司的成本，就要提供他们具有实质意义的奖励。

■ 要公司高层以身作则——树立良好模范。

■ 避免与供货商有人情困扰——与供货商保持适当的关系，这样唯一的取决条件就会是成本，不是人际关系。

■ 削减供应链多余的成本——跟供货商联系，了解有没有什么方法可以让彼此合作更密切，削减供应链中的成本。

■ 开发自有品牌——看看有没有办法开发并且推出自有品牌的产品与服务。

行动导向

成功学大师布莱恩•崔西（Brian Tracy）认为，只要能够成为行动导向的人，就是启动了成功的“动能法则”。也就是说，行动导向的人不管事情开始推动之前，必须靠多大的能量克服障碍，一旦事情开始推动之后，往往只需要很少的能量，就可以持续前进。



Rule 9 Control Your Expenses and Save Your Way to Prosperity 
中



Main Idea

Sam Walton grew up during the Depression years, and accordingly he loved to find ways to cut costs. As a result, Wal-Mart has a consistently lower cost structure than its competitors, which is good because these savings are passed on to customers in even lower prices. Controlling expenses is one of Wal-Mart's key competitive advantages. 

Supporting Ideas



Key Thoughts



"Sam Walton was the first to admit that he was cheap as the day is long. He was tightfisted when it came to spending money, and he was proud of it! He trained the rest of his team to think exactly the same way. He believed that one of the fast ways to drop big-time dollars to the bottom line was by either not spending money unnecessarily in the first place or by ferreting out cost savings in every conceivable area of his operation. It is a fact that Sam Walton controlled his expenses better than any of his competitors, but the thing that is really extraordinary is how he got everyone else in his company to think and act like tightwads too!"

— Michael Bergdahl





Frugality

Sam Walton's passion for thrift was legendary. He didn't have any time whatsoever for spending money foolishly. He also encouraged anyone who had an idea on how Wal-Mart could save money to speak up. The fact that most Wal-Mart employees were in a profit-sharing plan encouraged them to spend the company's money wisely but most of all, saving money was ingrained as an integral aspect of the Wal-Mart culture. 

Mr. Walton and his management team set the right example in this area. On many store visits, Sam Walton would buy some food items from the store's food department, tells everyone else to buy what they wanted to eat and sit down to talk business over lunch in the break room. The fact that a billionaire didn't feel any need whatsoever to splash money around wastefully sent a strong message that everyone should be careful and frugal. 

Wal-Mart's buyers are also well known for demanding the best possible price for quality goods. Buyers aren't allowed to accept any gifts from vendors, even meals. That means everyone is forced to deal straight up on price in an arms-length relationship. And just to keep things honest, Wal-Mart manufactures its own line of private-label goods. The company makes generic versions of existing products. All of this is an honest effort to provide value to customers because Wal-Mart passes on its cost savings in lower prices rather than capturing higher hidden margins for itself. 

In short, Wal-Mart employees spend the company's money as judiciously as they would spend their own. They go to great lengths to get the best possible deal for the company, believing their efforts will ultimately be reflected in their profit-sharing bonuses. And happily for everyone, especially customers, their efforts are often rewarded just that way. 



Key Thoughts



"We've said it through the years — 'Do It, Try It, Fix It'. Not a bad approach and it works. There are a lot of people out there who have great ideas, but nothing in the world is cheaper than a good idea without any action behind it. The problem is usually finding someone who is willing to implement it. We must continue to urge our associates to be implementers-action-oriented doers. It's a whole lot more fun and it accomplishes so much more. Being action oriented is so important and thank goodness our Wal-Mart team and associates have been, and are geared to be action oriented. Let's not lose it." 

— Sam Walton





To Become a Savvy Entrepreneur:

■ Fish for good ideas — ask everyone who works alongside you for ideas on how your business can cut its costs. 

■ Reward good ideas — provide practical and meaningful rewards for everyone who comes up with a good cost cutting idea for your business. 

■ Set the right example — from the top down. 

■ Avoid getting too friendly with suppliers — keep your suppliers at arms length so the only deciding factor is cost, not personal relationships. 

■ Drive costs out of your supply chain — approach your vendors and ask how you can work with them more closely to drive costs out of your supply chain. 

■ Develop your own brand — see whether it is feasible to develop and market your own private-label line of products and services. 



经营智慧10　永远要力争上游，挑战现况 
英



主要观念

沃尔顿在整个经营事业的生涯中，都在挑战传统观念。他认为，挑战传统观念，可以开拓出自己的道路。他愿意去冒适度的经营风险，而且常常发现，习以为常的做法只不过是随波逐流罢了。沃尔玛能有今日的成就，就是因为沃尔顿总是把挑战当作朋友，热烈拥抱挑战。

支持概念



大师观点



“外在情况使沃尔顿必须与众不同，力争上游，并且运用他的独特做法，刻意打破了许多过去习惯的经营方法。在他寻求成功的过程中，他挑战了许多传统的商业典范以及领导典范。当沃尔顿在美国乡间实行创新做法时，其他企业根本不把他当一回事，不会跟进他开创新路的经营方法。他的竞争对手继续依照前人采用的老路子，似乎没注意到他们过去认知的竞争态势，已经彻头彻尾地改变了。”

——麦可•伯格道





鼓励创新，从错误中学习

不论沃尔顿在成立沃尔玛还是努力扩张沃尔玛的规模时，都不断在挑战现况。每当他面对挑战，他总是有办法把挑战化为机会，让公司能够朝向更好的方向发展。他也遭遇多次小规模的挫败，但是他愿意承担适度的风险，使他能够尽可能从失败中学到教训。

那么沃尔顿到底是用哪些方法鼓励创新？我们其实可以将他的方法简述如下：

■ 简化所有流程——而且会要员工一次专心服务一位顾客。他会先小规模实行新做法，再扩大应用有效的做法，不会试图由上而下大规模推行新做法。

■ 投注高额资金在信息科技上——使公司得以利用信息优势，调整营运模式。

■ 公布账册，跟员工分享机密信息——这样可以让员工成为促进业务成长的合伙人，不会只是领薪水办事。

■ 宣扬沃尔玛哲学——利用每一次跟员工开会的机会宣扬理念。他让每一位员工都能随时了解公司的目标、目前的进展，然后征求意见。

■ 坚守开放政策——也就是说他永远欢迎任何人提出新点子。

■ 与供货商建立稳固而活跃的合作关系——所以能够让供应链发挥高度效益。沃尔玛一向把供货商当作事业合伙人。

■ 推出“天天低价”策略——也就是说，他会尽可能把每项商品的定价压到最低。如果供货商降低价格，他就把这些省下的钱回馈给顾客，不会试图用来增加沃尔玛的盈余。低价会吸引更多顾客，也让沃尔玛的生意更好，所以就能跟供货商争取更低的价格，就这样一直良性循环。

■ 全心营造舒适的购物环境——其中一项做法是让门市的购物空间更宽敞。许多家门市曾经一度要在服饰部门塞进更多商品，沃尔顿反而指示他们，货架跟货架之间至少要保持36吋的空间，这样顾客才可以推着购物车穿梭各个走道。结果这种做法竟然为公司增加了超过20%的营业额。

■ 建立高效率的物流系统——这样装在货板上的货品就可以从配销中心的一边送进来，然后立刻从仓库另一边运往门市。

■ 持续尝试新的展店构想——像是开设名为“芳邻市场”的小型超商，这种店会开在已经设有沃尔玛购物广场的市场里。这些小型超商是为了迎合那些不想跟大家挤着到大卖场购物的消费者。“芳邻市场”增加了沃尔玛的业绩，而且没有瓜分掉购物广场的营业额。

总而言之，沃尔顿喜爱跟业界其他企业走不一样的路。沃尔顿从不害怕独树一格，最可能的原因大概是因为他一直在学习。沃尔玛一向能够很快适应市场变化，而这种尝试创新经营方式的做法，已经深植在沃尔玛的企业文化之中。



大师观点



“我想我们是个多样的组合，组成分子大多是平凡人，你也可以说我们就像是个大熔炉一样，其中包括了曾经从事零售的经营者、家庭主妇、大学实习生，以及来自各种阶层的人。我们的员工非常渴望胜出，所以他们会干脆起身行动。即使所有人都告诉他们一定无法成功，他们还是会起身行动，并且获致成功。我认为，我们的成功之道，就是一个用大写A起头的字‘行动’，再加上十二万分的努力。”

——山姆•沃尔顿





创业家的聪明做法

■ 试着更常跳脱框架思考——如果产业里其他企业都采用相同的做法，看看有没有更好的方法可以达到相同结果。

■ 向员工征询意见——尝试实行他们的建议。

■ 鼓励员工适度的风险——不要苛责失败，要让员工能够很快爬起来继续向前迈进。

■ 挑战前人的标准做法，开拓自己的经营之路。



Rule 10 Always Swim Upstream and Challenge the Status Quo 
中



Main Idea

Sam Walton challenged conventional thinking throughout his entire business career. He believed in blazing his own trails by challenging conventional wisdom. He took calculated business risks and often found that conventional wisdom was simply the path of least resistance. Wal-Mart is where it is today because Sam Walton always embraced change like a good friend. 

Supporting Ideas



Key Thoughts



"Circumstances forced Sam Walton to be different and to swim upstream, and because of his unique approach he intentionally and admittedly broke many of the conventional rules for how things were to be done. Along the way in his quest to succeed, he challenged many of the existing business and leadership paradigms. While Sam Walton was out innovating in rural America, others didn't take him seriously enough to imitate his trailblazing practices. His competitors continued down the tried and true path, seemingly unaware that competition as they had always known it had changed forever."

— Michael Bergdahl





Encourage Innovation, Learn From Your Mistakes

Sam Walton challenged the status quo all the time as he established and grew Wal-Mart. Every time he faced a challenge, he had a knack for turning that into an opportunity to move forward in a better way. He experienced many small failures as well, but his willingness to take calculated risks meant he was learning all he could from his setbacks. 

So how did Sam Walton encourage innovation? His approaches are actually easy to describe:

■ Simplify everything — he told his people to focus on customers one at a time. He started things small and scaled up what worked rather than trying to drive everything from the top down. 

■ Invest heavily in information technology — so the company could fine-tune its business model on the strength of superior information. 

■ Open the books and share confidential information with his employees — so they became partners in moving the business for-ward rather than hired hands. 

■ Evangelize the Wal-Mart way — by meeting with his employees at every opportunity. He kept everyone informed about the company's goals, and progress to date, and then asked for input. 

■ Maintain a firm open-door policy — meaning he was always open to any new idea from anyone. 

■ Wal-Mart formed strong and vibrant vendor partnerships — so he could access supply chain efficiencies. Suppliers have always been treated as full business partners at Wal-Mart. 

■Introduce EDLP (everyday low pricing)— meaning he did everything possible to price merchandise as low as possible. When suppliers lowered their prices, he passed those savings on to customers. The low prices attract more customers, which in turn means Wal-Mart does more business and therefore can get better prices from suppliers, and so on. 

■Focus on merchandising well — which sometimes meant having less crowded stores. At a time when other stores were moving to cram more items into their apparel departments, Sam Walton gave instructions to allow at least 36 inches of space between the racks so people could get around with their shopping carts. Doing this actually increased sales by more than 20 percent. 

■ Set up efficient logistics — so goods could be delivered on pallets on one side of his distribution center and immediately shipped out to stores on the other side of the warehouse. 

■ Continue to try new store concepts — like small grocery stores called "Neighborhood Markets" opened in markets where Wal-Mart Supercenters already exist. These small stores are designed to cater to those people who don't want to fight the crowds. Neighborhood Markets have grown Wal-Mart's sales without cannibalizing the volume of business generated by the Supercenters. 

In all, Sam Walton loved to zig when everyone else in the industry was zagging. Probably due more than anything else to the fact that he was a continuous learner, Sam Walton wasn't afraid to do his own thing. Wal-Mart has always been quick to adapt to changes in the marketplace. Trying new and innovative ways of doing business is embedded deeply in the company culture.



Key Thoughts



"I'd like to say that we're a diverse collection of mostly average people-almost a melting pot, if you will, of former retailers, housewives, college trainees, and just people from all walks of life. Our people want to win so badly that they just go out there and do it. Even though everybody has told them they can't succeed, they just go out there and succeed anyway. Our method of success, as I see it, is ACTION with a capital 'A' and a lot of hard work mixed in."

— Sam Walton





To Become a Savvy Entrepreneur:

■ Try to think outside the box more often — when everyone else in your industry is doing one thing,look at whether there isn't a better way to achieve the same thing. 

■ Ask your employees for ideas — and try what they suggest. 

■ Encourage people to take calculated risks — don't be hard on failure but make it easy for people to move on. 

■ Blaze your own trails in business by challenging the tried and true ways of doing things. 



在地方法

打开市场的方法——法蓝瓷从代工到自创品牌的实战经验


FRANZ　法蓝瓷创办人 陈立恒


有位媒体朋友拿到仿冒的FRANZ法蓝瓷蝶舞系列咖啡杯，生气地打电话给我，说她在网络上买到仿制的法蓝瓷，令她相当气愤。蝶舞系列是我们母公司海畅实业的雕模师傅何振武的创作，原来的设计出发点是“昆虫主题”，于是他研究起蝴蝶来，从华丽翅膀、飞舞线条以及花草环境着手，可是无论怎么设计，就是不够传神。直到有一天他去参观了敦煌飞天壁画的展览，那飞天仙人的轻盈飘逸，让他非常感动，回来后就尝试“拉长蝴蝶的翅膀”来显现轻盈感，首作杯盘组一推出市场，就获得客户的喜欢，尔后接续3年的时间，他设计出55种蝶舞的瓷器商品，还连年获得国际大奖。

这样优质的国产品被仿冒，是那媒体朋友气愤的地方，“台湾厂商要到何时候才学会尊重研发的价值？”当我们看到仿制品时，气愤的程度不下于她，可是生气的重点不一样：我们气那仿制厂商的生产技术低落、使用的材料差劲，糟蹋了尊贵的设计原创，也让法蓝瓷“艺术瓷器界领头羊”的荣誉，受到打击。掌握市场信息的做法，就是盯紧业界哪些人在模仿你。市场上出现类似法蓝瓷的产品，是因为看准“功能艺术”（Function Arts）的利基，想要借此开创市场。领头羊的后面，自然会有追寻相同利基而跟进的厂商，模仿厂商也是生意人，他们很会分辨哪个领头羊会带路。所以，领头羊观察跟在后面小羊们的动向，也可以得知市场信息的变化。因此，当我们看到其中一头小羊只是以外表仿制的方式，就妄想要开拓这个利基市场，令我们感到难过。

会带路的领头羊

回想这么多年来，FRANZ法蓝瓷打开市场的方法，其实是自己走出来的一条路，在外界看来，像是从代工转换到自有品牌的发展模式，在我们反复和媒体、管理学者讨论后，体会出下列4个角度，应该是比较特别之处：

1. 用讲故事来感动人

“法蓝瓷以“创新、承诺、实践、学习、分享”的经营理念创造世界品牌”，这样一句话，听起来很广告、很宣传，实在太直接了，多数时候我讲不出来。反而是，当外界问起“法蓝瓷”的品牌是怎么来的？又如何定位产品时，我喜欢用“德国神父和德文名字FRANZ”、“100个吻”、“罹癌英国客人的最后心愿”几个故事来说明。

以“100个吻”故事为例，说的是一位家贫如洗、单亲家庭的小女孩，在圣诞夜来临之前，找出家里所有的包装纸，为晚归的父亲准备一份圣诞礼物。小女孩没有经济能力购买华丽的礼品，却想出在包装纸上吻了“像小天使般珍贵、像蜂蜜般地甜”的100个吻，小心翼翼地包起来送给父亲。我用这个故事来比喻“送礼的用心，远比送礼的内容，重要几百倍”，借此以“感动营销”来鼓舞国人对“艺术走入生活”的体会，尝试打开台湾从来没有过的新市场。

2. 从主要市场切入

Franz法蓝瓷虽然是在台湾正式登记商标和自创品牌，可是台湾不是母公司海畅集团所熟悉的主力市场，过去20多年，美国才是我们的主要代工市场。因此Franz法蓝瓷上市的前2、3年，包括试金石市场、经销点布局，都是在欧美市场。而且，我们遵循国际大厂的做法，在国际礼品展、国际零售销售大会上，快速地冒出头角，之后再带着荣誉回到台湾市场发展，以台湾工艺精品的国际级身份，横扫国内外的各项大奖。

其次，Franz法蓝瓷的产品定位是“精致层级的使用瓷器”，因此重大演艺活动、政府的国宾赠礼，都成为我们宣传的重点，只要这些客人不反对，我们会在公司网站及自有出版刊物上，凸显这些市场及客户层的重要性。例如，2002年APEC会议上，我国代表李远哲即带着“蝶舞系列”瓷盘与会，作为台湾给国际经贸组织的礼物；而陈水扁总统在出访巴拿马时，也把“黑面琵鹭”花瓶视为国宝赠礼。

3. 用小量试产和寄卖

从代工到自有品牌，不是一条容易走的路。为了打开自有品牌，我们在主力市场以小量、试单的方式先行。细节的执行上，第一步，由设计师新创的瓷艺产品，进行小量试产，以寄卖或是交给少数小盘商试卖方式进行，目的在于搜集消费者对于新产品反应的信息，以便于研发设计部门确立方向；第二步，经过先前的小量试产，产品部门手上已经有了市场需求的基本认知，尔后所有产品上市之后，市场销售的回报信息完全透明，设计师们清楚看到消费者喜爱的类别，公司内部也配合建立知识管理数据库，商品信息有过往纪录可以参考，哪些国家、哪些客层，会偏好哪一类的商品都能掌握，大幅降低设计师摸索款式设计的学习区段。

4. 与潜在竞争对手坦白沟通

“潜在竞争对手”比竞争对手还具有威胁性。原先我们协助代工的品牌公司，在我们决定走品牌路线时，彼此关系转变为“相互的”潜在竞争对手，将来可能在相同市场上竞价厮杀。为避免撕破脸，在前置作业上坦诚地和品牌公司沟通，原本是提出新产品开发的合作计划，可是对方有自己的考虑，最后是在这些大客户的默许下，开始让Franz法蓝瓷上路的。

前述4个角度都能为其他业者参考，但在第4点上要小心处理。在Franz法蓝瓷成功打出品牌之后，我们负责代工的国际公司有些吃味，也有抽单的小动作。这让我体会出，像海畅集团的中小企业，应该额外注意财力的问题，在打开新市场、推行自有品牌的过程，绝不妄想自己口袋有多深，不要一下子就要大规模投资去抢食市场。中小企业还是要走一步、算一步，每一步都要踏得扎实，这才是正确之道。

陈立恒简介

辅仁大学德文系毕业，经营礼品设计业30年。1971年创立爱迪亚餐厅，兼任乐团Bass手，成为第一份创意事业，自此毕生与创意结缘，创立以代工礼品为主的海畅集团，在90年代成为世界顶尖礼品制造商，并购美国Legend等艺术精品品牌。但仍建立自有品牌法蓝瓷FRANZ，以中国大陆为生产基地，以台湾为设计据点，目前全球员工共约6000人、销售据点5500个。
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Sam
Walton’ s
10 Rules

Commit yourself to achieving success
and always be passionate

Share your success with those who have
helped you

Motivate yourself and your team to
achieve your dreams

Communicate with people all the time
and show them you care

Appreciate and recognize people for
both their effort and their results

Celebrate your own accomplishments
and those of your team

Listen to other people and learn form
their ideas

Find ways to exceed the expectations of
your customers

Control your expenses and save your
way to prosperity

Always swim upstream
and challenge the status quo





