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英文



不论以何种标准来看，西南航空一直都是美国航空业最杰出的成功故事。其成就包括：


	在变化迅速的产业中，西南航空除了成立的第一年外，每年均有获利。这代表到2003年时，该公司已连续获利31年。

	在2002年，西南航空的市值为90亿美元，远超过美国其他航空公司的市值总和。

	西南航空始终名列《财星》杂志“美国100家最佳工作环境的企业”排行榜前几名。并赢得1992年至1996年航空业“三冠王”殊荣，亦即延误最少、旅客抱怨最少和行李失误最少。



西南航空显然走对了路。大多数想模仿西南航空的企业，只着眼在运营的议题上，例如：


	只选择一种飞机机型——以降低训练及维修成本。

	使用较小、较不拥挤的机场——以免过多种飞航器，影响班机起降。

	取消餐点服务及指定座位——以缩短飞机降落后再起飞的时间。



其他航空公司虽也采取相同策略，迄今仍没一家航空公司能复制西南航空的成功经验。其中到底少了什么？那就是西南航空的独家“神秘配方”，这项“神秘配方”能有效结合所有运营元素，而这正是西南航空成功的核心三要素：


	有助于经理人与第一线员工，及各部门员工彼此建立关系的10种组织做法。

	强调共同目标、共享知识和相互尊重的企业环境。

	经常、及时且着重于解决问题的健全沟通技巧。



特别值得注意的是，上述10种组织关系间具有高度互补性。唯有这10种组织关系同时并存且切实执行，才能发挥其效益；执行时要齐头并进，不能各行其是，除非能完整地做好这10项，否则无法享受最终利益。换句话说，所有的事都有好与坏两面，好的是，任何公司只要遵循西南航空的榜样，建立厚实的组织关系，就能大大地成功。坏则坏在不易做到，必须多方同时进行改革才行。但改革的成果，就如西南航空的例子，会令人刮目相看且长长久久。



MAIN IDEA





中文



By any measure, Southwest Airlines has been the standout success story of the U.S. airline industry. Among its accomplishments:


	In a highly volatile industry, Southwest has been profitable every year except for the year in which it was established. That means by 2003, Southwest has been profitable for 31 years.

	For most of 2002, Southwest's $ 9 billion market capitalization has exceeded the combined market capitalization of every other U.S. airline.

	Southwest rates consistently high in Fortune Magazine's "100 Best Companies to Work For in America" and from 1992 to 1996 also won the airline industry's "Triple Crown"—the fewest delays, complaints and mishandled bags.



Clearly, Southwest is doing something right. Most attempts to copy Southwest have focused solely on operational issues:


	Flying just one aircraft type—to cut down on training and maintenance costs.

	Using smaller, less congested airports—to avoid schedule disruptions caused by multiple aircraft demands.

	Eliminating meal service and seating assignments—to allow aircraft to be turned around more rapidly.



Despite following these same strategies, however, no other airline has yet been able to successfully clone Southwest's success. What's missing is the "secret sauce" Southwest uses to make all these operational factors come together effectively and efficiently. Lying at the heart of the Southwest success story are three elements:


	10 organizational practices which build relationships between managers and frontline employees and among employees.

	An environment which emphasizes shared goals, shared knowledge and mutual respect.

	Sound communication techniques which are frequent, timely and focused on solving problems.



Note especially the fact all ten of these organizational relationships are highly complementary. They only generate benefits when all ten are present and well implemented. They work in unison rather than in isolation. It is not until all ten are present that substantial benefits can be realized. This, in turn, generates both good news and bad news. The good news is any company which follows the lead of Southwest and builds strong organizational relationships can achieve great success. The bad news is this isn't easy—it will require making changes on multiple fronts simultaneously to achieve it. The results, however, as in the case of Southwest Airlines, can be impressive and long-lasting.



10种组织关系　
英文



主要观念

西南航空运用这10种关系，创造出领袖群伦的业绩。其中每种做法都能为彼此加分，因此整体所呈现的效果大于其中某几种关系的总和。任何组织均可根据本身特殊需要加以调整，使业绩质量及效力获得改善。

支持概念

[image: no019-6C-]


10种组织关系　1　杰出的企业领导

诚然每个组织都希望有位具领导魅力的领袖，但这并非成功的先决条件。杰出且有能力的企业领导人必须具备：


	公信力——能够赢得员工的信赖。

	同理心——深深关切员工福祉。



企业领导人公信力的养成，是需要时间且无法速成的。一旦能长期对员工保持“有话直说”的态度，凡事都开诚布公，员工就会开始相信，这是企业领导人的一贯作风。公信力是一个个事件长期累积起来的，可是只要一次误判而想欺蒙员工，那么所有努力就可能马上化为乌有。备受推崇的西南航空前执行长赫伯，凯勒（Herb Kelleher，现为西南航空董事长），是树立公信力的最佳典范，由于凯勒向来实话实说，从不为美化而失真，因此在组织内享有极高信誉。

尽管公信力很要紧，但还是不够，杰出的企业领导人还应设法展现个人对个别员工福祉的关切。在这方面，西南航空就表现出从未裁员的纪录，即使当航空产业面临剧烈起伏时，也从未裁员。凯勒与运营长可琳，巴瑞特（Colleen Barrett）总是乐见面临难题的员工找他们商量，他俩不仅仔细聆听，还亲自参与处理问题。凯勒与巴瑞特百分之百地愿意跨越组织层级，帮员工找出有效的解决方案，并随时关心问题，而非等问题演变成危机后才介入。


关键思维

“我可以随时拨电话给赫伯，但你不能只是拨个电话跟他说有问题。因为他的答案会是：‘先想想有什么好办法，再告诉我。’赫伯采取‘开门政策’，我几乎一天24小时都可拨电话给他，若是急事，赫伯十五分钟内就会回电。他是公司的瑰宝，是盏明灯，任何人说话他都肯听。”

——西南航空飞行员

“以‘关系’为企业运营重心，不只可增进企业成长及获利，也可支持企业克服危机，顺利走过产业景气循环。帮助企业因应今日多变的经营环境。”

——吉特尔



10种组织关系　2　投资第一线领导人

主管及督导员是企业的成功关键，因为是他们与其他员工肩并肩地一起工作，这会直接影响公司一切作为的质量与绩效。欲培养优秀的第一线领导人：


	领导人员的人数要够，才能顾及个别员工。

	教导领导人员如何指导与响应员工。



西南航空采取的是分布式作业。公司高阶管理团队在外享有极高知名度，但实际的领导工作多由每天与第一线员工共事的督导员完成。西南航空第一线员工平均可分到的督导员人数，是所有航空公司中最多的。而且，西南航空对这些平日负责领导之责的督导员，也提供最好的训练。明确地说，西南航空大半的指导及辅导工作都落在督导员身上。

西南航空能做到这点的原因是：


	平均每10或12位第一线员工，就有一名督导员负责。

	督导员有如“球员兼教练”，既负有管理职责，又要做与第一线员工相同的工作。

	由于督导员与员工并肩工作，使得他们极富公信力及影响力。

	大部分指导工作是解决问题和提供建议，而不是处分错误。

	公司提供督导员的领导训练，使他们知道该如何尽到责任。督导员由见习指导员开始，后升为正式指导员，而后仍继续接受定期在职训练。




关键思维

“设置较多督导员人数，也有助于改善航空业以外的产业绩效。在开发新产品上，第一线主管扮演要角的团队，表现会比第一线主管参与较少的团队来得好。即使在制造业，督导员人数多，主管与第一线员工间较易产生‘更亲近的非正式’关系，从而为设定共同目标奠定基础。”

——吉特尔

“本公司最具影响力的领导者，除赫伯外便是第一线督导员。”

——西南航空客服执行副总　唐娜，康诺维

“有较多的督导员，可与第一线员工建立密切关系，增加企业价值。这样，督导员更容易随时指导及响应，有更多机会与部属个别互动，也有更多时间支持、鼓励和肯定每位部属。反之，督导员人数少，容易造成决策独断，处理部属的问题也倾向一味公事公办，多用警告及处罚，少有指导及响应。”

——吉特尔



10种组织关系　3　透过雇用及训练，促进组织关系

西南航空刻意用心招募擅长团队合作的员工，同时，努力加强员工在这方面的能力，提供人际关系的训练。

有些公司特别重视吸引与留住优秀明星员工，而西南航空根本无意晋用精英分子，反而是那些易于融入团体的新人。首先公司刻意寻找心态正确的人，然后再提供可提升他们做好工作的技巧和经验。

令人感到有趣且特别的是，西南航空选才的优先条件不仅适用于客服人员，也一体适用于工程师及飞行员，而在一般的录取条件下，这两类员工纯粹以技术取胜。为提高用对人的机率，西南航空的招募流程包括：


	正式长期雇用前有一段试用期——以便公司和新进人员在作出最后决定前，能彼此多了解。

	持续不断地训练——使新进人员有机会培养实用的专长，习惯团队合作。这些训练包含：
	课堂讲授——进公司后的第1～2周。

	督导员的在职训练——为期2～3周。

	由有经验前辈带领实作。

	定期由培训协调专员给予训练。





	重视整体工作流程——如此，新进人员才能了解自己的工作对其他同事工作的影响。

	进行定期工作交流——以熟悉其他部门业务。

	管理职位出缺时，以内部擢升为主——因为这样等于向基层员工传递一种正确讯息，以鼓舞员工。




关键思维

“工作需要的不止是做事能力，人际能力也日益重要，就是善于与他人互动以达成共同目标。事实上，从事需要高度专业工作的人，往往也需要优良的人际能力，使自己的工作能与他人配合。像西南航空就是如此了解人际能力的重要性，认真寻找具备这种能力的员工，并透过训练予以强化，比起那些忽略这项能力的企业，展现更杰出的优势。”

——吉特尔

“我们注重以往工作经验中展现良好团队合作的人，也喜欢能多用心的人，且比别家航空公司花更多钱在招募和训练上。不论职务高低，公司都会花时间寻找适当人选，也花时间训练他们。我们真的相信‘一粒屎，坏一锅粥’，这有如一种信仰，所以西南航空的人员流动率比其他航空公司低很多。”

——西南航空前人资副总　丽比·萨坦



10种组织关系　4　利用冲突建立关系

冲突是一定会发生的。西南航空不把冲突视为负面力量，而是以建设性的方式，把冲突用在建立关系和改进绩效，公司十分主动地发掘和解决冲突。

在解决冲突方面，西南航空订有明确的程序：


	鼓励冲突双方尽量先自行设法解决。若解决不了，主管则应积极介入，找出合适的解决办法。

	举行沟通会议，由双方针对引起冲突的问题，各自陈述意见。很多冲突在这阶段，就因更多的沟通而消弭于无形。

	如果还是无解，则由主管召集员工戏称为“包青天”的会议。这是个面对面的全天会议，等到会议结束时，大多数问题都能圆满解决，因为有主管和冲突双方一起对话。



这整个程序听起来简单，但要是执行良好，解决冲突的过程反而成为建立团队默契的契机，而不会成为破坏的力量。请注意，西南航空是主动出击化解冲突，绝非对冲突和歧见置之不理。公司把冲突视为组织必然存在的现象，尤其航空公司班机时程的压力大，更是不足为奇。善用冲突作为学习机会，西南航空得以加强不同单位员工间的关系，使大家一起分享知识，促进相互尊重。


关键思维

“我们努力多年才做到这点，公司航运作业紧张繁忙，随时都可能发生危险。飞机在地面时压力很大，冲突是难免的。如果发现任何不寻常现象，或觉得某人处置某事不当，必须填表上报。执行一段时间后，报告太多，我们就增加一栏，‘若此事涉及西南航空员工，请问你与此人沟通过吗？’如果这栏的答案是否定的，我们就会打电话给提交报告的员工，说：‘你们不妨聊一聊。’此时直属主管会把这两人召集一起，待高阶主管收到最后报告，再决定是否有必要召开‘包青天’会议。我们也会告诉冲突双方，这并非检讨会，主管只是主持会议，员工才是重点。”

——西南航空运营长　巴瑞特

“组织应积极发掘冲突，不可任其恶化，经理人应协助冲突双方多了解彼此立场。组织若不找出跨部门冲突并加以解决，冲突将危害到具共同目标、共享知识及相互尊重的关系。经理人若把这种冲突当作学习机会，冲突便能促进员工之间的关系，提高员工目前所做工作绩效。”

——吉特尔



10种组织关系　5　兼顾事业与家庭

在很多方面，西南航空的工作环境有如大家庭。基于人人都有共同目标，并在信任与互重的气氛下自由交换讯息，由此形成紧密的结合。这么做的好处在于，可为工作环境注入更多活力。

西南航空以允许员工在工作上展现个人特有性格著称，不过这并不是为赶时髦或标新立异，而是为提升工作绩效质量才刻意这么做的。西南航空鼓励员工与同事建立良好友谊，使工作与生活打成一片，所以西南航空员工对公司极有向心力，把公司当成是自己家一样。

那么，西南航空是如何为员工的工作与个人生活搭起桥梁的？


	如同之前提及，公司鼓励员工做自己——员工可依照自己觉得最顺手的方式完成职责。

	西南航空设有“急难基金”——凡员工遇有困难或特殊事件，均可申请补助。公司不仅体认员工需要，更以实际行动伸出援手，令员工觉得这是可仰赖的组织。

	西南航空各航站都设有“文化委员会”——该委员会每月开会策划交谊活动（让员工有机会彼此认识）及慈善活动（由公司回馈社会）。举办这些活动可更强化西南航空的企业文化，同时也能对社会公益尽一份心力。

	西南航空允许、也鼓励员工换班——用此调整上班时间，便于兼顾家庭。公司藉此传达，工作不应压过或取代家庭及小区关系。




关键思维

“我们让员工做自己，不必因进了西南航空就得放弃自己的个性。”

——西南航空董事长　凯勒

“西南航空员工关心彼此的家庭，我们重视生与死，并在悲剧发生时伸出援手。别家航空公司不会这么做的。公司曾雇用服务于其他航空公司的员工，这些员工表示，以前的雇主对员工家庭不闻不问，更遑论个人生活。”

——西南航空前主管人事副总　萨坦

“员工由建立紧密的家庭和小区关系中获得的能量和经验，可应用在职场，从而强化工作上的关系，增进组织绩效。因此组织应特别致力确保工作上的关系，不会超出或破坏支撑这种关系所需的家庭及小区关系。”

——吉特尔



10种组织关系　6　创立跨部门职位

跨部门协调员是把不同业务单位的信息加以汇整之人。好的协调员可协助不同部门，建立具共同目标和相互尊重的关系，使组织更能同心协力。

多数公司以信息科技作为各单位信息分享平台，西南航空则是反向操作，强化现场作业协调员的地位。作业协调员的职责是使地勤工作尽快完成，以便飞机再度起飞。西南航空协调员一次只负责一架航班，其他公司的协调员却可能同时必须兼顾3到15个班次。

有跨部门协调员的优点在于：


	较能宏观全局——因为只专注一种业务的人，很少停下来进行全盘性思考，跨部门协调员可把这种整体观传达给其他员工，提高工作效能。

	可建立不分彼此的关系——这代表在原本利害不见得一致的各方，可产生共同归属感和愿景，使集体行动效果表现更佳。

	扮演重要的社会角色——因为跨部门协调员代表各部门间的交会点，由真人取代计算机扮演这个角色，跨部门关系才有机会成长和强化。事实上，协调员可为跨部门工作增添人性色彩。

	提供弹性——比方某单位在工作上临时出了错，跨部门协调员便可建议其他单位设法弥补。




关键思维

“在协调工作流程上，跨部门协调员扮演十分吃重的角色，然而不把这个职位只当做信息交流的自动传送管道的话，跨部门协调员才能发挥最大功效。若能广设跨部门协调员的职位，便可在各部门间，发展出具共同目标、共享知识和相互尊重的关系网。在这个关系网内，工作会更有默契，班机起飞流程会更顺畅。”

——吉特尔

“信息科技虽可作为一种助力，但别期待科技能取代人，缺乏人际互动会使关系疏远，影响重要的绩效因素。信息科技的效力之所以有限，是因为协调工作不止是传播讯息，还要求建立意义共享结构，这样才能促进集体行动。西南航空的例子显示，跨部门协调员可担任此项要角，建立具共同目标、共享知识与相互尊重的关系。”

——吉特尔



10种组织关系　7　运用广泛的考绩标准

当发生问题时，有些企业花在追究是哪个部门出错的时间，多过设法解决问题。西南航空透过全盘思考、衡量绩效，避免这种情形。于是，一旦有问题出现，人人想学习不再犯相同错误的意愿，会高过相互推诿、指责。

航空公司获利的关键在于，避免停机期间地勤工作的延误。大部分业者在发生误点时，会追究原因是否为加油、行李、停机坪或其他人员。所以工作人员通常都是赶着完成任务，免得被怪罪是造成延误的元凶。有时，这样反而会导致反效果，因为：


	若各单位合作无间，整体工作成效质量和时效即可提高，不致出现某单位提早完成，却必须等待其他单位赶上进度。

	浪费时间去指责其他部门或单位。

	缺少鼓励分享信息的诱因，使问题无法变成学习不贰过的过程。



有鉴于此，西南航空实行不同做法，所有延误会被记录成“集体延误”。西南航空透过不明确指出延误原因，并根据顾客重视的标准衡量绩效，以强调不重复犯错比追究责任更重要。

西南航空对现场单位与总公司的关系，也采取相同做法。双向沟通频繁，把某航站学得的教训，传递给其他航站。不过各站经理有自主权，决定怎么做最恰当。勿太计较细节的评量绩效，可使整体系统运作更顺畅。


关键思维

“人有可能被信息所淹没，变得动弹不得。公司在乎的是大处着眼，而不是追究责任的归属。分类宽松较易进行调整。如果有心，维修部门可以想出50种延误原因，不过，那只是在原地打转。”

——西南航空运营执行副总　吉姆·温伯利

太讲求部门责任的结果会导致指责，继而引起信息扭曲或潜入地下，组织需要从错误中学习，所以不该仰赖局部考评。传统考评制有其缺点，会使员工只注意个别而非整体的表现成果，也无法提供足够的可学习信息。传统考评标准对绩效有害，因为那只会削弱具共同目标、共享知识和相互尊重的关系。”

——吉特尔



10种组织关系　8　极富弹性的工作说明

内容明确的工作说明过于稳定，并不符合动态多变的经济环境。西南航空的工作说明也很详尽，却多了一项要求，就是每位员工应“全力配合为强化整体作业之需要，即使必须做不同类型的工作也不例外。”

飞行员为了让飞机准时起飞而自愿帮忙运送行李，这是西南航空为人津津乐道的传奇故事。这也显现全公司对工作划分的弹性，必要时，任何人都愿意插上一脚。凯勒就是一个最好的榜样，巡视各航站时，他经常亲自下海帮忙地勤人员。

弹性的工作说明既然可为绩效带来好处，但为何如此少见？


	大多数员工习于用工作说明做防御工作量过重的武器。

	有些员工喜欢清楚的工作说明，因为可防止主管任意指派工作。

	限定职务范围可使员工变得专业化，并发展个人专长。

	工会利用工作说明，保障工作职位的数量。



西南航空有明确的工作说明，但附带要求员工做任何必要工作的规定，藉此鼓励员工永远把注意力放在公司想达成的目标上。另一个好处是可消减职位高低间的壁垒，促进员工相互关系。

不过要请大家注意是，弹性工作内容是无法单独存在的。倘若某公司管理阶层只想采用这种做法，而不连带引进西南航空的其他制度，那员工极可能拒不接受。例如，绩效若是依据个别部门而非整体成效来考评的话，那单位与单位间就没有互助的诱因。弹性工作内容必须配合其他措施，才能发挥作用与实行的意义。


关键思维

“相较于其他对协调工作也很重要的措施，弹性工作在航空业特别受到重视。不是因为弹性工作比较重要，而是因为这需要双方协商及高度信任，是最难做到的。西南航空的领导人曾不止一次指出，弹性工作不是一次讲定，就可高枕无忧，而是经过长期不断协商的成果，每当合约谈判时，西南航空的工作弹性就受到挑战。”

——吉特尔

“不论景气好坏，西南航空的经营管理原则都是不变的。”

——西南航空董事长　凯勒



10种组织关系　9　成为工会的伙伴

由于弹性工作的安排，使得多数人都以为西南航空没有工会。其实西南航空是工会最发达的美国航空公司，差别在于公司把工会视为伙伴而非敌人。

跟其他企管领域一样，西南航空应对工会时，自有公司的做法。基本上，西南航空有三种主要做法：

1．西南航空承认工会是员工的合法代表，也是公司的重要伙伴。

此举可去除传统反工会的偏见，影响良好关系的首要障碍便不存在了。西南航空接纳任何由员工选择而加入的工会，展现经营团队对员工判断的信任。

2．西南航空认为，工会对公司具高度忠诚及归属感。

因此当公司与工会谈判时，会假设员工是合理行事。由于西南航空的员工分属六个工会，彼此互有牵制作用，使个别工会不致提出过分要求。

3．西南航空视工会为百分之百的伙伴，而不是令人头痛的负担。

基于这个立场，西南航空提供正确讯息给各个工会，使谈判摊在阳光下进行，避免不信任与混淆。

由于这些做法，西南航空的劳资关系也优于一般企业，自公司创立以来，只发生过一次为期六天的罢工。西南航空处理劳资关系的做法证明有其优点，当某工会企图提出过于苛刻的要求时，管理阶层不会响应，反而与公司站在同一阵线的其他工会，会发出讯息，表明绝不坐视任由某个工会破坏大家辛苦建立的成果。


关键思维

“公司的目标是维持高生产力，维持公司运营模式不变。每次与工会谈判前，我都去见赫伯（现为西南航空董事长），然后一开始就在谈判桌上，拿出所能提供的最高价码。当然每次谈判不见得都是一团和气，但我们知道西南航空员工抱持的都是切实际的期待，我可以说其中有不同程度的和谐。大部分劳资纠纷，其实都不是为了钱，还有另一个因素，就是尊重，这是决定公司与员工关系的最后关键点。”

——西南航空执行长　吉姆·帕克

“西南航空把大家都当成自家人，包括外面的工会代表，而不是以敌对双方的身份走进谈判室，我们是一起合作完成某件事。公司的态度是，双方应该做对公司有益的决定。工会有自己的会员，那是工会的客户，公司尊重这点。西南航空跟驾驶工会的关系良好，此工会的劳资谈判向以难缠著称，所以公司设法向所有人强调，其实大家都是站在同条船上。”

——西南航空运营长　巴瑞特



10种组织关系　10　与供货商建立关系

西南航空不像其他业者一样，与别家航空公司建立策略联盟，反而与供货商建立紧密的合作关系，包括飞机制造公司、机场管理局及航管单位，经由结盟可以为双方带来具体好处。此外，西南航空也很努力地让供货商了解公司运营。

传统上，公司与供货商的关系，一定是运用某家供货商来制衡另一家，以便得到更好交易。大部分企业多避免过度仰赖某单一供货商，以免在谈判桌上居于劣势。西南航空却是逆势而为，与主要供货商保持长期密切的关系。

这种做法的优点如下：


	对各别公司——包括西南航空及供货商可专注本身最擅长的部分，其结果是集体努力的成效优于各自单打独斗。

	西南航空扩大自身影响力——跨越公司界线，进入整体价值链。

	可共同解决问题——使西南航空可从伙伴供货商的专长中获益。

	新商机出现时，可迅速反应——不仅公司可运用自家的资产，也包括供货商的资产。

	可发展新的共同经营方案——如此可汇集不止一家公司的愿景。



这种做法能发挥效果的关键在于，西南航空本身的条件。若公司缺乏良好的内部关系，领导人不具高度公信力，就很难与主要供货商建立有效的伙伴关系。良好的内部关系可消除阻碍合作的“分彼此”心态。


关键思维

“我们和跟波音公司的关系，与其他公司和波音公司没什么不同，我们会设法让波音公司了解，对我们有利的对他们也有利。做个新开发机型的客户有很多好处，如果你是像我们西南这样的好顾客，波音会听建议的，因为我们跟一般企业不一样。波音公司因为西南航空的历史而喜欢我们公司，波音公司现在明白我们的理念，所以了解我们不需要会导致成本增加的‘一点小变化’，西南航空的做法其实是可降低成本的。”

——西南航空执行长　帕克

“西南航空把机场也纳入他们的团队，当我们向西南航空作简报时，他们也投桃报李，并表示‘对彼此合作的看法是如何、如何’。这是前所未闻的，会让你觉得这是我真正想合作的团队，不像别家航空公司，你无从得知他们会有何种反应。可是对西南航空，你会想为他们出力，因此我想好处实在太大了。我对西南航空对待我的反应是，愿效犬马之劳。”

——曼彻斯特机场管理局长　凯文·迪伦





10 Organizational Relationships　
中文



Main Idea

Southwest Airlines has used these ten relationships to generate extraordinary performance. Each of these practices reinforce the others so the total effect of all these relationships combined is greater than the sum of each individual part. Any organization can improve the quality and efficiency of its performance by adapting these relationships to its own specific requirements.

Supporting Ideas
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10 Organizational Relationships 1 Outstanding business leadership1 Outstanding business leadership

While it's true every organization would like to have a　charismatic leader, that isn't necessarily a requisite to success. Good and effective business leaders must have:


	Credibility—the ability to inspire trust in their workers.

	Empathy—caring deeply for the well-being of the employees.



A business leader will develop credibility over time rather than all at once. Once there is a long history of "telling it straight" and being up-front with employees, then they will start believing you will do the same in the future. Credibility is built up one episode at a time over an extended period, but it can be dissipated in an instant if bad judgment is exercised in an attempt to deceive the employees. Southwest's high profile former CEO, Herb Kelleher, exemplified credibility with the Southwest employees because he had a long and unbroken history of always telling things like they were, without sugar coating. As a result, Kelleher had a very high degree of credibility within the organization.

As desirable as credibility is, it is not by itself sufficient. Outstanding business leaders also find ways to demonstrate conclusively they care about the well-being of their people individually. At Southwest, this is demonstrated by the fact the company has a no layoff record which they have maintained even in the face of the dramatic ebbs and flows of the airline industry. It is also well known that Kelleher and COO Colleen Barrett are happy to be approached by Southwest employees who need help in dealing with their personal problems. Not only do they listen but Kelleher and Barrett get hands-on involvement in helping people deal with their problems. They are perfectly happy to cross the boundaries of the organizational chart to find effective ways to help their people out. In this way, they demonstrate they care on an everyday basis rather than just when crises roll around.


Key Thoughts

"I can call Herb today. You don't just call and say there's a problem. He'll say, 'think about it and tell me the solution you think will work'. He has an open door policy. I can call him almost 24 hours a day. If it's an emergency, he will call back in 15 minutes. He is one of the inspirations for this company. He's the guiding light. He listens to everybody. He's unbelievable when it comes to personal etiquette. If you've got a problem, he cares."

—Pilot, Southwest Airlines

"Relationship focus as a way of doing business not only can drive growth and profitability, it can sustain them through crises and through ups and downs in the business cycle. It can help organizations adapt to the turbulence of today's business world."

—Jody Gittell



10 Organizational Relationships 2 Invest in the front-line leader

Leaders and supervisors are critical to the success of any organization because they work side-by-side with other employees. They impact directly on the quality and efficiency of everything that gets done. To build good frontline leaders:


	Have enough leaders so they can work with individuals.

	Teach the leaders how to provide coaching and feedback.



At Southwest Airlines, leadership is a distributed process. The senior management team is well known in the public arena, but most of the real work gets carried out by the supervisors who work on a daily basis with the frontline employees. Southwest actually has more supervisors per frontline employee than all other airlines, and the company excels at training these supervisors to provide leadership on day-to-day issues. Specifically, Southwest's supervisors provide the bulk of the company's coaching and counseling.

This is possible because at Southwest:


	There is one supervisor for every 10 to 12 frontline people.

	The supervisors act as "player coaches" in that they have managerial responsibility but they also perform the same tasks as the frontline employees.

	Since the supervisors work alongside the employees, they have a high degree of credibility and influence.

	Most coaching takes the form of problem solving and providing advice rather than disciplining mistakes.

	Supervisors are provided with leadership training so they know how to go about their responsibilities. They start out as supervisors-in-training, next become functioning supervisors and then continue to receive ongoing and regular in-service training sessions.




Key Thoughts

"Higher levels of supervisory staffing lead to improved performance in many settings other than the airline industry. In new product development, groups in which frontline supervisors play a significant role have been found to perform better than groups with greater autonomy from supervisors. Even in manufacturing, higher supervisory staffing levels permit 'more intimate and informal' relationships to develop between supervisors and frontline workers, setting the context within which shared goals can be developed."

—Jody Gittell

"The most influential leaders in our company—aside from Herb—are the frontline supervisors."

—Donna Conover, executive vice president of customers, Southwest Airlines

"With higher staffing levels, supervisors can add value by building strong relationships with frontline employees. They are more available for coaching and feedback, have more opportunity to interact with individual subordinates, and have more time to provide support, encouragement and recognition to individual subordinates. With lower staffing levels, by contrast, supervisors are more likely to make autocratic decisions and to handle problems with subordinates in a more formalized, impersonal matter, using warnings and punishments instead of coaching and feedback."

—Jody Gittell



10 Organizational Relationships 3 Hire and train for relationship excellence

Southwest makes a deliberate and conscious effort to hire people who are good at working in a team. The organization then works hard at enhancing those team building skills by giving them training for relational competence.

In some businesses, there is a deliberate attempt to attract and retain the high performers or superstars. Southwest doesn't even attempt to recruit the elite. Instead, preference when hiring is given to new people who will be able to integrate smoothly with other members on a team. There is a deliberate attempt to find people with the right attitudes first, and then provide them with the skills and experience they will need to excel.

Interestingly and uniquely, Southwest's hiring priorities extend not just to the customer service people but also to mechanics and pilots, two groups of people who are usually hired solely for their technical skills. To increase the probability of hiring the right people, the recruitment process at Southwest:


	Allows a trial employment period before a long-term commitment is made—to allow both Southwest and the new hire to learn more about each other before making a final decision about employment.

	Involves ongoing training—so the new hire has a realistic opportunity to build functional expertise and team-work competence. This training will be a mix of:
	Classroom work—for the first week or two.

	On-the-job training from a supervisor—two to three weeks.

	Mentoring—by an experienced person.

	Regular periodic sessions with the training coordinator.





	Focuses on the overall work process—so new hires get to understand where they fit and how their job impacts on the way others in the organization can do theirs.

	Incorporates regular job exchanges—to become familiar with what happens at other departments.

	Stresses internal promotion as the preferred way to fill management positions—since that sends all the right signals to the rank and file employees.




Key Thoughts

"Increasingly, jobs require not only functional expertise but also relational competence—the ability to interact with others to accomplish common goals. Indeed, people who perform jobs that require high levels of functional expertise also tend to need high levels of relational competence to integrate their work with the work of fellow employees. Organizations like Southwest Airlines that recognize the importance of relational competence, look diligently for employees who have it, then develop it to even higher levels through training, will have a distinct performance advantage over organizations that do not."

—Jody Gittell

"Something we look at is people who are very team oriented from prior work experiences. We get a feel for people who will go above and beyond. We spend more money to recruit and train than any of the other airlines do. We take the time to find the right people to hire, at all levels within our organization, and we spend time training them. We really believe in the notion of 'one bad apple'. It's like a religion here. As a result, our turnover is far less than it is at other airlines."

—Libby Saratin, former vice president of people, Southwest



10 Organizational Relationships 4 Use conflicts to build relationships

Conflicts are a fact of life. Instead of viewing conflicts as a destructive force, Southwest uses them constructively to build relationships and improve performance. The company is very proactive in identifying and resolving conflicts.

To resolve conflicts, Southwest has a well defined process:


	The parties themselves are encouraged to use every means available to resolve the conflict themselves first. If that's not possible, managers are expected to take an active role in developing a solution which will be suitable.

	An information gathering meeting is held, at which both sides of the conflict put forward their perspectives on the issues involved. Many times, conflicts sort themselves out at this stage mainly because better communication is achieved.

	If the conflict is still unresolved, the managers hold what is called unofficially a "Come to Jesus" meeting. This is a face-to face meeting which takes an entire day.By the end of this meeting, most problems have been able to be resolved because of the dialogue that takes place between the parties and the managers.



The overall process sounds simple, but when well implemented, conflict resolution becomes more of a team building exercise and less of a source of destructive energy. Note that Southwest takes a proactive approach to resolving disputes, and never leaves these conflicts and differences as background issues which should be ignored. Instead, the company works on the premise conflicts will naturally arise from time to time—particularly given the pressures of the flight schedule an airline works to. By using these conflicts productively as opportunities for learning, Southwest strengthens relationships between groups of employees, shares knowledge and fosters mutual respect between different teams within the company.


Key Thoughts

"We have worked for years to get to this point. We have a very heated, potentially dangerous operation on the ramp. There is a lot of stress when the plane is on the ground. Inevitably some conflict will arise. If something happens out of the ordinary, if you feel someone didn't handle something correctly, you fill out a report. We got so many reports after a while we added a line. 'If it involved a Southwest employee, have you discussed it with him or her?' If we got a form where the answer was no, we would call and say, why don't you all have a chat? The local managers will help get the people together. When the senior managers get the final report, we decide if a 'Come to Jesus' meeting is needed. We tell them this is not a disciplinary meeting. We are just moderators, the focus is on the employees."

—Colleen Barret, COO, Southwest Airlines

"Organizations should proactively seek out conflicts rather than allowing them to fester. Then managers should bring the parties together to better understand each other's perspective. If organizations do not identify and resolve cross-functional conflicts, those conflicts will weaken critical relationships of shared goals, shared knowledge, and mutual respect. When managers treat cross-functional conflict as an occasion for learning, they strengthen relationships between employees and boost performance of the work processes in which those employees are engaged."

—Jody Gittell



10 Organizational Relationships 5 Bridge the work-family divide

The Southwest work environment is structured in many ways like a big extended family. Because people share common goals and exchange knowledge freely in an atmosphere of trust and mutual respect, there is a strong bond that forms. This is good because it bring more energy into the workplace.

Southwest is famous for allowing its people to inject their own personalities into their roles. However, rather than being funky or trendy, this is actually a deliberate effort to increase the quality of the work that gets done. Southwest employees are encouraged to form good friendships with the people they work with blurring the boundaries between work and life. That way, Southwest employees identify strongly with the company and think of it as an extension of their own families.

So how does Southwest bridge the gap between what a person does at work and what they do in their own private time?


	As mentioned, people are encouraged to be themselves—which allows them to personalize the way they go about their duties and responsibilities.

	Southwest has a "Catastrophic Fund"—which any employee can access in times of personal pain and triumph. By not only recognizing the needs of the employee but doing something tangible to help, Southwest employees feel the organization can be depended on.

	Every Southwest station has its own "Culture Committee"—who meet monthly to plan social events (at which Southwest employees get to know each other) and charitable events (in which the company gives something back to the community). By creating these events, the Southwest culture is further strengthened while at the same time some good community causes receive backing.

	Southwest allows and encourages shift trading—allowing employees to vary their schedules so they can meet other family obligations. In this way, the company demonstrates that work should not overwhelm or supersede family and community relationships.




Key Thoughts

"We try to allow our people to be themselves and not have to surrender their personality when they arrive at Southwest."

—Herb Kelleher

"People at Southwest care about one another's families. We recognize births and deaths. We help in times of tragedy. You do not see these things at other airlines. We hire people who have worked for other airlines who say they never received anything at home from their former employers, that they were never acknowledged in a personal way."

—Libby Sartain, former vice president of people, Southwest Airlines

"The energy and learning that employees gain from building strong family and community ties can be brought into the workplace and leveraged to achieve stronger working relationships and better organizational performance. Organizations should therefore be vigilant to ensure that relationships at work do not overwhelm and undermine the family and community relationships that are needed to sustain strong working relationships."

—Jody Gittell



10 Organizational Relationships 6 Create positions that span boundaries.

Boundary spanners are people who bring together information from different operating units of the business. A good boundary spanner will help to build relationships between different parts of the organization around common goals and mutual respect so the organization will operate more cohesively.

Most companies use information technology as a platform for sharing information from one business unit to another. Southwest takes the opposite approach. It has strengthened the role of on-site operations agents who are responsible for turning around each Southwest flight as rapidly as possible. In addition, Southwest's operations agents handle just one flight turnaround at a time as opposed to the operations agents at other airlines who might each be responsible for three to fifteen flights at any one time.

Boundary spanners are good because:


	They tend to take a more holistic perspective—whereas people closely involved in running one or another function rarely have the time to stop and consider the bigger picture. Boundary spanners can share that broader viewpoint to help others work more effectively.

	They build relationships across boundaries—meaning there will be a broader sense of shared identity and shared vision between parties who interests may not always mesh together. As a result, collective actions become more effective.

	They play a key social role—since they represent the point at which the efforts of one unit or department mesh with those of other units or departments. By having a real live person in this role rather than a computer, there is the opportunity for relationships to grow and be strengthened. In effect, the boundary spanner puts a human face on the combined work of both teams.

	They provide flexibility—in that if one team has a temporary work impediment, the boundary spanner can suggest ways in which other parts of the business may be able to compensate.




Key Thoughts

"Boundary spanners play a critical role in coordinating work processes, but the boundary spanner is most effective when the position is conceived to be more than an automatable conduit for information exchange. When the boundary spanner role is generously staffed, the boundary spanner can develop a web of relationships of shared goals, shared knowledge and mutual respect across functional boundaries. Coordination that occurs within this web of relationships is more effective and leads to improved performance of the flight departure process."

—Jody Gittell

"Though information technology can be a facilitator, it is not expected to be an effective substitute. The loss of social interaction weakens relationships and weakens critical performance parameters. These limitations on the effective use of information technology exist because coordination is not simply about the transfer of information. Instead, coordination requires the construction of shared meaning in order to facilitate collective action. As we see at Southwest Airlines, boundary spanners can play this role, building relationships of shared goals, shared knowledge and mutual respect."

—Jody Gittell



10 Organizational Relationships 7 Use broad performance metrics.

Some firms spend more time analyzing which department is at fault when problems occur than they do on trying to fix the problem itself. Southwest avoids this by measuring performance broadly. That way, when things go wrong, there is more of a desire to learn how to avoid a repeat of the problem in the future than there is to apportion blame.

The key to running an airline profitably is to avoid delays with turning around planes. At most airlines, whenever a delay occurs, they analyze whether it was caused by the refuellers, the baggage handlers, the ramp agents or another functional department. As a result, it is common practice for each of these functional teams to rush to finish their tasks so they won't get the blame for any delays. This can, at times, be counterproductive because:


	If the teams had cooperated together more closely, the speed and quality of the total work performed may have been improved instead of having one group finish early and wait for the others to catch up.

	Loads of time and effort will be squandered pointing the finger and blaming other departments or units.

	There is no incentive to share information. Therefore, the problem does not become a learning exercise on what to avoid in the future.



With this in mind, Southwest takes a different approach. Delays are recorded as "team delays." By being less precise about the cause of the delay and measuring performance by the metrics which matter to customers, Southwest puts more emphasis on learning how to avoid a repeat in the future than on accountability.

Southwest also does the same in its relationship between field units and headquarters. There is a good deal of two-way communication occurring, which allows the lessons learned in one station to be communicated to other stations. Other than that, however, station managers are given free reign to do whatever works best. By avoiding too much detail in performance measures, the overall system works much better.


Key Thoughts

"You can get to the point where you saturate yourselves with information, and you get paralyzed. We have more interest in broader categories, rather than analyzing and assessing blame. It's easier to adjust with broader categories. Maintenance could come up with 50 categories of flight delays, if they wanted to. But you end up chasing your tail."

—Jim Wimberley, executive vice president of operations, Southwest Airlines

"Preoccupation with functional accountability leads to blaming, which in turn causes information to be distorted or to go underground. Because organizations need to use mistakes as a basis for learning, they should not rely on functional performance evaluation. Traditional measurement systems are flawed because they orient employee attention toward functional rather than cross-functional outcomes and because they provide inadequate information for learning. Traditional performance measurements undermine performance because they weaken relationships of shared goals, shared knowledge and mutual respect."

—Jody Gittell



10 Organizational Relationships 8 Have highly flexible job descriptions.

Well-defined job descriptions are too static for a dynamic and evolving economy. Instead, at Southwest everyone's job description is clear and specific but there is an added requirement that each employee is expected to "do whatever is needed to enhance the overall operation — even if that means helping out with a different type of job as required".

Southwest is legendary for having pilots who are willing to help load luggage if that's what it takes to get away on time. This is indicative of the flexible job boundaries which exist throughout the entire company where anyone is willing to pitch in wherever required. Herb Kelleher was an excellent role model in this regard as well since he often pitched in to help ground staff when visiting different ground stations.

Why is such exemplary job flexibility so rare when it clearly has the potential to generate significant performance benefits?


	Most employees tend to use their job descriptions as a defense mechanism against work overload.

	Some employees like job descriptions because they prevent their managers assigning them tasks arbitrarily.

	By limiting areas of responsibility, employees can specialize and develop expertise.

	Unions use job descriptions to protect the pool of available positions.



By having clearly defined job descriptions but including the stipulation each employee is expected to do whatever is necessary to make the operation successful, Southwest encourages its employees to stay focused on what the organization is trying to accomplish. It also has the added benefit of reducing status barriers between jobs and helping to foster strong relationships between employees.

Note, however, flexible job descriptions cannot exist in isolation. If the management of a company were to attempt to introduce this practice without all the other practices Southwest uses, employees would most likely resist the initiative. For example, if performance is measured and detailed by department rather than the results of the overall process, there is little incentive for the workers in one business unit to help another. Flexible job descriptions work and make sense only if other supporting elements are in place.


Key Thoughts

"Flexible jobs tend to get a lot of attention in the airline industry, relative to other organizational practices that are also important for achieving coordination. This attention is warranted not because flexible jobs are more important than the other practices, but rather because flexible jobs are one of the hardest to achieve, given the two-way negotiations and the high levels of trust required to achieve them. As Southwest's leaders pointed out on several occasions, flexible jobs are not simply achieved once and for all. Flexible jobs are an outcome of negotiations that occur repeatedly over time. Every time a contract is negotiated, the flexibility of Southwest's jobs is at stake."

—Jody Gittell

"At Southwest, we manage in good times as though we were in bad times."

—Herb Kelleher, chairman of the board, Southwest Airlines



10 Organizational Relationships 9 Partner with the unions

Most people assume Southwest has no unions because of its flexible job descriptions. In fact, Southwest is actually the most highly unionized U.S. airline. The difference is that Southwest treats its unions as partners rather than adversaries.

As in most areas of business, Southwest has its own approach when it comes to dealing with unions. In essence, Southwest does three key things:

1. Southwest accepts the unions as legitimate representatives of employees and as valued partners in the organization.

Doing this removes the traditional anti-union bias which is the first major hurdle to good relations. By accepting whichever unions the employees choose to align themselves with, the Southwest management team demonstrate they trust the employee's judgment.

2. Southwest expects the unions to have an intense loyalty to the company and a feeling of ownership.

Therefore, when negotiating with the unions, there is an anticipation they will act reasonably. Due to the fact Southwest employees have chosen to belong to six different unions, there is anticipation the other unions will help ensure none of their number make excessive demands.

3. Southwest treats the unions as full partners, not like some albatross hanging around their organization's neck.

From that perspective, Southwest supplies each union with accurate information so negotiations can move forward in the bright light of day rather than in an environment of mistrust and confusion.

As a result, Southwest has exceptional labor relations. There has only ever been one six-day strike in the company's history. As proof of the benefits of the Southwest approach to labor relations, when one union attempted to make outrageous demands, the Southwest management did not need to respond. Instead, the other unions who partner with Southwest sent the message they were not prepared to stand by and let one union ruin what they had all worked so hard to build.


Key Thoughts

"Our goal is to keep productivity high, keep the business model in place. I go to Herb (now chairman of the board) before the union negotiations, then I put as much money on the table as I can, right at the start. There is not always harmony, but we know our employees at Southwest have realistic expectations. I would say there are different degrees of harmony. Most labor disputes are not really about money. There is something else—respect. It comes down to personal contact between the company and its employees."

—Jim Parker, CEO, Southwest Airlines

"We treat all as family, including outside union representatives. We walk into the room not as adversaries but as working on something together. Our attitude is that we should both do what's good for the company. Unions have their constituency, their customer base. We respect that. We have a great relationship with the Teamsters and they have a reputation for being tough negotiators. We try to stress with everybody that we are really like partnerships."

—Colleen Barrett, COO, Southwest Airlines



10 Organizational Relationships 10 Build the supplier relationships.

Southwest does not follow industry practice and form alliances with other airlines. Instead, the company works closely with its suppliers — an aircraft manufacturer, airport authorities and air traffic control — to form partnerships which deliver tangible benefits for both sides. Plus, Southwest works very hard to keep its suppliers in the loop.

The traditional approach to supplier relations is to play one off against the other to try and get a better deal. Most companies also try and avoid relying too much on any one supplier so they don't have the upper hand when negotiating. Southwest Airlines turns this approach on its head by forming long-term and close working relationships with its main suppliers.

The advantages of Southwest's approach in this area are:


	Each company—Southwest and its suppliers—can focus on what they do best—meaning the partnership ends up generating better outcomes than would have been achieved by working independently.

	Southwest extends its sphere of influence—beyond its own company boundaries and into its entire value chain.

	Problems can be solved jointly—allowing Southwest to benefit from the expertise of its supplier partners.

	New opportunities can be responded to quickly—using the assets of not only Southwest but also its suppliers.

	Joint new business initiatives can be developed—which harness the vision of more than a single organization.



The key to making this work is the quality of Southwest's own organizational relationships. If Southwest didn't have strong internal relationships in place and leaders with a high degree of credibility, it would be very difficult to effectively form partnerships with key suppliers. Those strong internal relationships will also dissipate any "us-versus-them" feelings which may stand in the way of partnering with suppliers.


Key Thoughts

"With Boeing, it's like with everyone else. We try to make them understand that what's good for us is good for them. When you are the launch customer for an aircraft, there are lots of advantages. When you're as good a customer as we are, they listen. We don't go along with the crowd. Boeing likes us because of our history. They know our philosophy now, so they know we do not want 'one little change' that will drive up the cost. Our way is actually less costly."

—Jim Parker, CEO, Southwest Airlines

"Southwest makes the airport part of their team. We make a presentation to them, and then they turn around and make one to us, saying 'here's how we see us working together'. That's unheard of. It gives you the impression that, this is a group I really want to work with, as opposed to other airlines where you wonder if you can get them to call you back. With Southwest you want to see what you can do for them. I think it pays huge dividends. My reaction to how I'm handled by Southwest is that it makes me want to bend over backwards."

—Kevin Dillon, director of Manchester Airport





西南航空的企业环境　
英文



主要观念

上述10种组织关系的有效“黏合剂”，是西南航空建立在共同目标、共享知识和相互尊重上的企业环境。少了这种环境，西南航空使用的高效能关系，便无法产生相同效果。

支持概念


共同目标


在西南航空，每位员工均致力达成下列三项明确的目标：


	安全。

	准时完成任务。

	令顾客满意。



事实上，只要所有员工不分彼此认同这些目标，就能产生极大的能量，让所有员工在面临新挑战或获得新信息时，都可以相互协调配合，同时也可以提供有效决策及信息共享的环境。所以，共同目标是建立企业关系的基础。


共享知识


西南航空的每位员工都了解所有的工作流程，也知晓自己与别人的工作间有何关联。共享知识可促进工作协调及产生创新的构想。


相互尊重


一般航空公司都有很明确、固定的阶级区分。员工大多与同层级的同事互动良好，轻视层级较低的同事。发生延误时，通常都是想办法推给下面的人承担。

相形之下，西南航空的文化是大家彼此尊重。员工都知道要让飞机顺利飞行，不同部门各自扮演何种角色，而每个人对整体运营的贡献都会受到肯定和尊敬。由于彼此都尊重别人的贡献，人人都会想办法尽其所能地达成公司的重大目标。


关键思维

“西南航空的共同目标，想必获得员工极大的认同。在讨论实时完成任务的必要性时，几乎所有人都说：‘飞机很值钱，可是待在地上是赚不了钱的。’某位西南航空停机坪的资深管理人员告诉我：‘如果不能让你、让顾客再度光顾，我们是无法生存的。’”

——吉特尔

“我请西南航空员工解释自己的工作内容及理由时，答案总是会提到与整个流程有关的部分。西南航空员工的说法通常都是：‘机长起飞前要做这些这些事，所以我得马上把这拿给他。’由于对整体流程的了解，使员工不但知道该做什么，也明白为什么要这么做。有位机师谈到西南航空共享知识的优点时，表示：‘大家都确切知道各自任务，彼此合作无间。这不是什么了不起的秘诀，因为每个环节都同等重要，包括厕所等，人人都知道别人在做什么。’”

——吉特尔

“西南航空要求员工，与别单位同事说话时，态度要庄重，互动要自在，不论对方是清理厕所或开飞机。西南航空有位客服人员说：‘没有人不把别人的工作放在眼里，搬行李的工作跟开飞机一样重要。有需要一定找得到人帮忙，没有任何部门比别的部门更重要。’一位机师说：‘我们注定会彼此欣赏，我喜欢那些空服员，甚至那边那位调度员，可是我根本不认识他，我想那是因为我们彼此相互尊重。’”

——吉特尔

“西南航空是极为出色的企业，能在变动不已的行业中，享有持续获利的纪录。该公司最厉害的组织专长，靠的就是这项杰出‘秘方’，建立并维持经理人、员工、工会及供货商间的高效能关系，这些关系具备共同目标、共享知识及相互尊重的特点。尽管表面看来简单，但请勿为表象所骗。经过相当时日，西南航空已为足以影响组织成功的成员，仔细地发展出一套建立及维持良好关系的组织作为。”

——吉特尔

“西南航空如何建立良好关系，做到高度协调，从而获得高质量、高效率的绩效？各位应想象得到，这并无特效药。西南航空凭借的是10种创新的组织作为，且彼此相辅相成，才得出全体大于某几个单项总和的成效。这些做法靠的是多方面建立和维持关系，透过高层与第一线的领导、雇用与训练、解决冲突、处理工作及家庭问题、设置特别跨部门职位、广泛考评绩效、谈判弹性工作内容、与重要的外部相关对象建立伙伴关系。这些做法可根据各公司的需要加以调整，以创造高水平的关系式协调及不同凡响的绩效。”

——吉特尔

“无论这些关系被视为社会资本、团队合作或关系式协调，其共通点对提高绩效都十分重要。要获得创造高绩效组织实务的指导原则，就必须能建立和维持组织重要成员间的关系。”

——吉特尔

“高绩效，应依恃成套的组织作为，而非个人。这个观念的作用非凡，并可适用于其他产业。”

——吉特尔





The Southwest Business Environment　
中文



Main Idea

The "glue" that makes these 10 organizational relationships work for Southwest is its business environment of shared goals, shared knowledge and mutual respect. Without this kind of environment, the high performance relationships Southwest uses won't have the same kind of impact.

Supporting Ideas


Shared Goals


At Southwest, every employee is working to achieve three quite straightforward goals:


	Safety.

	On-time performance.

	Creating satisfied customers.



The fact every employee shares those goals regardless of the functional area in which they work creates tremendous energy. It allows them to respond in a coordinated way whenever new challenges arise or new information becomes available. It also provides a context by which decisions can be made and information shared. Shared goals are a foundation on which business relationships can be grounded.


Shared Knowledge


At Southwest, every employee understands the overall work processes. They also know and understand the links between what they do and the work others do in the organization. Shared knowledge enhances coordination and the emergence of innovative ideas.


Mutual Respect


In most airlines, there are clear and definitive boundaries between people working in different functional areas. Most employees will interact well with their peers but disregard anyone else below them in the hierarchy. When delays occur, there is usually an attempt to pin the blame for the delay on someone lower down the food chain.

By contrast, Southwest has a culture in which each employee treats others with respect. They acknowledge the different roles the functional departments play in keeping the planes flying. The contribution each person makes to the overall operation of the business is acknowledged and respected. And since each employee values the contribution of others, there is an inclination to act productively to achieve the larger organizational goals.


Key Thoughts

"Shared goals at Southwest appear to be strong. When discussing the need for on-time performance, nearly everybody explained that 'our aircraft are valuable and they don't earn any money sitting on the ground'. A Southwest ramp supervisor explained to me: 'If we can't keep you, the customer, coming back, we are not going to stay in business'."

—Jody Gittell

"When asked to explain what they were doing and why, the answers were typically couched in reference to the overall process. These descriptions by Southwest employees typically took the form, 'The pilot has to do A,B and C before he can take off, so I need to get this to him right away.' Rather than just knowing what to do, Southwest employees knew why, based on shared knowledge of how the overall process worked. One pilot explained Southwest's strength with regard to shared knowledge: 'Everyone knows exactly what to do. Each part has a great relationship with the rest. There are no great secrets. Every part is just as important as the rest. The lavs included. Everyone knows what everyone else is doing'."

—Jody Gittell

"Southwest employees were observed to speak respectfully of their colleagues in other functions and to interact comfortably with them, whether that person's job is to empty the toilets or fly the plane. According to a Southwest customer service agent : : 'No one takes the job of another person for granted. The skycap is just as critical as the pilot. You can always count on the next guy standing there. No one department is any more important than another. 'A Southwest pilot explained: 'We're predisposed to liking each other—I like the flight attendants and even that operations agent over there and I don't even know him. I guess it's mutual respect'."

—Jody Gittell

"Southwest is a remarkable company with a consistent record of profitability and performance in a turbulent industry. Southwest's most powerful organizational competency—the 'secret ingredient 'that makes it so distinctive—is its ability to build and sustain high performance relationships among managers, employees, unions and suppliers. These relationships are characterized by shared goals, shared knowledge and mutual respect. Although these relationships appear simple, appearances are deceptive. Over time, Southwest Airlines has carefully developed a set of organizational practices that build and sustain strong relationships among those who are critical to the organization's success."

—Jody Gittell

"How does Southwest Airlines build strong relationships, generating high levels of coordination and therefore high levels of quality and efficiency performance? ? As you might expect, there is no magic bullet. Rather, Southwest has developed an innovative set of 10 organizational practices, each one designed to reinforce the others so the total is greater than the sum of the parts. These practices build and sustain relationships in multiple ways—through leadership at the top and at the front line, through hiring and training, resolving conflicts, managing work/family issues, creating special boundary roles, measuring performance broadly, negotiating flexible job descriptions, and partnering with the external parties that are critical for Southwest's success. These practices can be adapted to your own organization's needs to create high levels of relational coordination and outstanding performance."

—Jody Gittell

"Whether these relationships are conceived as social capital, teamwork, or relational coordination, the common thread is that they are critical for achieving high performance. The guiding principle behind organizational practices that create high performance is that they somehow need to build and sustain relationships among the organization's key participants."

—Jody Gittell

"The idea that high performance depends on bundles of organizational practices—rather than individual practices—is a powerful one that extends to other industry settings."

—Jody Gittell





西南航空经营技巧　
英文



主要观念

西南航空借着有效的沟通技巧，建立内部关系。该公司特别善于沟通，这是指经常、及时，并以解决问题不以指责怪罪为重的沟通。

支持概念


经常沟通　及时沟通


对一般航空公司而言，时间即金钱，如能减少飞机停留在地面的时间，即使是五分钟，对财务上的帮助都可能相当可观。而西南航空一直是美国航空业登机闸门周转最快的公司，这是怎么办到的？飞机停留地面期间，公司会与所有相关人员持续近距离沟通，确保所有人都在状况内。

此举的价值不辩自明。但其他航空公司却难以比照办理，主要原因是地勤作业相当复杂，需要12种不同工作人员的集体合作，包括机师、空服员、维修工程师、登机口工作人员、票务人员、停机坪工作人员、行李搬运人员、飞机清洁人员、餐饮人员、加油人员、货运人员及调度人员。大部分航空公司的这些部门，都彼此看不顺眼，所以不太沟通，甚至完全不讲话，以至于每次发生延误时，大家便拼命指责别人的不是。

西南航空却不是这样，每位员工都能掌握全盘状况，每个人都能获得最新、最正确的相同讯息。所以西南航空员工面对突发状况，都能迅速、有效地响应，因为大家都知道所有讯息。信息分享不是选择性的，而是人人都能获知所有事，这使西南航空的员工得以作出更好的决定及判断。


解决问题式的沟通


大部分航空公司（及其他许多企业）在出现问题时，人人都害怕被指责，因此没有人愿意通报坏消息。同样地，西南航空把此转换为正面优势，西南航空公开鼓励员工一发现有问题马上通报，好让大家可集思广益，找出最佳解决办法。单单如此细微的改变，对沟通质量足以产生重大的影响。


关键思维

“在许多状况下，沟通是协调彼此工作最主要的方式之一。组织专家早已发现，经常性沟通对协调工作流程的作用，现在开始着重及时沟通的重要性。一位西南航空站务经理说明，发生机械问题时的正常沟通模式为：‘当机师回报维修有问题时，工程师通常在此等待飞机降落。若问题很严重，就移到航空站外的地方，并取消这班班机。如果只需两小时维修，就立刻换飞机，协调员会把消息通知大家，一切都处理得很顺利。‘西南航空某位登机门工作人员称赞公司的沟通质量时说：’协调员负责把所有信息输入计算机，我们就可告诉顾客，他们所需知道的一切讯息，因为这些信息随手可得。沟通是最终的关键所在。’”

——吉特尔

“西南航空的一位机师说，发生问题时，‘我们会找出延误的原因，但不一定会处罚，有时也会处罚的。关键在于合作，不相互推诿。我相信在公司其他地方也是一样的。’西南航空一位站务经理说明自己的想法：‘如果发生延误，我们会找出原因。如果是因为货太多而延误10分钟，我就大叫，那么我将无法知道延误的原因。’货运员会想：‘这个笨蛋，自以为是。’然后把东西乱堆放到一边，这我是不会知道的。但若问句：‘嗨，怎么回事？’第二天问题便可解决。每天都要保持这种模式才行，没人可以只靠自己。我们一起成功，也一起失败。你必须身体力行，我觉得在我们公司便是如此。”

——吉特尔

“关系密切的组织，可超越效率与质量无法兼得的传统困境，走出束缚，在两方面都做得更好。关系不是‘有也无妨’，倘若长期持续投资，这可是能大大促进组织绩效的利器。”

——吉特尔

“西南航空的成功，不能归功于单一的组织作为，而是各种作为间具有强烈的一致性。每种做法对其他做法均有增强作用，反之若某项违反了关系原则，则有损于其他做法。高绩效应依恃成套的组织作为，而非个人，这个观念作用非凡，可适用于其他产业，汽车、服饰、钢铁及电信业的证据显示，成套的作为对绩效可产生极大的正面效应。”

——吉特尔

“有效的组织通常具有一套相互一致的做法，并非靠单一的关键作为，使其发挥效能。”

——吉特尔

“想要成功地学习西南航空经验，关键在于组织在建立长期关系时采取的做法，这些做法必须有助于经理人与第一线员工、第一线员工彼此间，及公司与外部相关部会建立长期关系，并努力维持这些做法间的一致性。一粒屎或一项不一致的做法，的确会坏了一锅粥。”

——吉特尔





The Southwest Business Techniques　
中文



Main Idea

Effective communication is the technique by which Southwest builds relationships within the organization. The company excels at communicating well—which means it communicates frequently, in a timely manner and with efforts focused on solving problems rather than fixing blame.

Supporting Ideas


Frequent Communication Timely Communication


For an airline, time literally is money. If it can reduce even by just five minutes the amount of time a plane stays on the ground being turned around, the financial gains can be significant. Southwest consistently has the fastest gate turnarounds in the U.S. Airline industry. How does it achieve that? It keeps everyone in the information loop by providing near constant communications when the plane is on the ground.

While this may seem rather obvious, other airlines find it difficult to emulate Southwest's example. The main reason for that is turning an airplane around is a complex task which requires the combined efforts of 12 distinct functions—pilots, flight attendants, mechanics, gate agents, ticketing agents, ramp agents, baggage transfer agents, aircraft cleaners, caterers, fullers, freight agents and operations agents. In most airlines, these functional departments dislike each other. Therefore, they don't communicate very much, if at all. And whenever delays do occur, there is a mad scramble to point the finger elsewhere.

At Southwest, things happen differently. Everyone knows what's happening and everyone gets the same flow of up-to-date and accurate information. That way, Southwest employees can respond to changing circumstances quickly and effectively because everyone knows all there is to know. Sharing information is not carried out on a haves-versus-have-nots basis, but everyone knows everything. That allows each Southwest employee to be able to make better decisions and better judgment calls.


Problem-Solving Communication


At most airlines (and many other businesses) , when problems arise, everyone wants to avoid the blame. With that goal in mind, nobody likes to be the bearer of bad news. As usual, Southwest turns this around to its advantage. Southwest employees are openly encouraged to report problems as soon as they become aware of them so everyone can get involved in figuring out the best way to solve it. Just this subtle change has a huge impact on the quality of the communication taking place.


Key Thoughts

"Communication is one of the primary ways that people coordinate their work with others in a wide variety of settings. Organizational experts have long recognized the power of frequent communication for coordinating work processes, and have now begun to focus on the critical importance of timely communication. A Southwest station manager described the normal pattern of communication regarding mechanical difficulties: 'The pilot reports a maintenance issue when he calls in range to operations. The mechanic is usually here to meet the plane. If something is seriously wrong, we move to an off-terminal location and cancel the flight. If it's just two hours, we do an aircraft swap. Ops keeps everyone informed. It happens smoothly'. A Southwest gate agent praised the quality of communication: 'The ops agent is responsible for every bit of information going into the computer. We can tell the customer everything they need to know, because it's right there. Communication is ultimately the key'."

—Jody Gittell

"When something goes wrong, according to a Southwest pilot: 'We figure out the cause of the delay. We do not necessarily chastise, though sometimes that comes into play. It is a matter of working together. No finger pointing, especially here, and I'm sure that's the case elsewhere at Southwest. 'A Southwest station manager explained his philosophy: 'If there's a delay, we find out why it happened. Say there was a 10-minute delay because freight was excessive. If I'm screaming, I won't know why it was late. The freight handlers will think, 'He's an idiot. If only he knew. 'Then they'll start leaving stuff behind or they'll just shove it in and I won't know. If we ask, 'Hey, what happened?' then the next day the problem is taken care of. You have to be in that mode every day. There's no one person who can do it. We all succeed together—and all fail together. You have to truly live it. I think we do here'."

—Jody Gittell

"Organizations with strong relationships can move beyond traditional trade-offs between efficiency and quality, shifting out the efficiency/quality frontier to achieve higher levels of each. Relationships are not just 'nice to have' but rather—if invested in consistently over the long term—can be powerful drivers of organizational performance."

—Jody Gittell

"Southwest's success is not due to one particular organizational practice or another, but rather to the overwhelming consistency among them. Each organizational practice tends to reinforce the others or, if designed in a way that is inconsistent with relational principles, tends to undermine the others. The idea that high performance depends on bundles of organizational practices—rather than individual practices—is a powerful one that extends to other industry settings. Evidence from the auto industry, the apparel industry, the steel industry and the telecommunications industry shows that bundles of practices can have powerful, positive effects on performance."

—Jody Gittell

"Effective organizations typically have a configuration of mutually consistent practices rather than a single key practice that makes them effective."

—Jody Gittell

"To learn successfully from Southwest, the key is to adopt organizational practices that support relationships over the long term, between managers and frontline employees, among frontline employees, and with external parties, and to be rigorous about seeking consistency among those practices. One bad apple—or inconsistent practice—really can spoil the whole bunch."

—Jody Gittell




响应与讨论

“心诚业勤”为成交之本


李绍唐



美商甲骨文股份有限公司　台湾分公司总经理


“成交”是企业所有活动的共同目标，然而由于近几年全球性经济不景气，使得达成“成交任务”，比以往要困难许多。即便如此，业绩亮丽的超级业务员也并未就此绝迹，反而更加持之以恒地朝“成交”迈进，这其中必有许多值得探究的技巧与策略。

《大师轻松读·一定成交！：创造百万销售生涯》，文中融和了丰富的实务经验与前瞻的销售原理，精炼出11项基本原则。对有志从事业务工作的人，是相当宝贵且实用的建言。但更重要的是，担负业务重责的主管们，也可从中获取有关领导、激励与协助旗下业务员的要诀，以更完善的布局与更明快的决策，支持整个业务团队的紧密运作。

身为第一线冲锋陷阵的业务员，时时刻刻都必须应对迎面而来的挫折与挑战。因此建立与培养正确的业务心态，藉以解决问题、提振士气，再接再厉迎向成交目标，可说是培养优秀业务人才的起点。不论是业务员本身或是业务主管，角色虽有不同，但一定都能够从这几项原则获益，建立必胜的业务心态。

还有一个值得注意的重点是，业务员并非单打独斗的个体，如何运用整体企业资源，对其提供适时的支持与协助，绝对是需要深入研究的课题，在《一定成交！》文中也有陈述。企业部门如营销、研发、财务、公关与客服等，皆是成功的业务团队背后不可或缺的助力。举例来说，透过数据搜集与整理建立商情系统，可协助业务员实时取得最新、最正确的客户信息，让业务员能以更有效率的方式工作，迅速确实地满足客户需求，“成交”即成为理所当然的结果，而非遥不可及的目标。

环顾市场现况，许多高度仰赖业务员直接对客户进行销售的行业，都可以看到对这11项原则的采纳与实践。例如：房屋中介业以e化作要求，联结旗下经纪人并充分整合买卖双方的信息，达成快速成交的目的；或像保险金融业运用笔记本电脑等工具，让业务代表能以最简便、最具效率的方式，提供客户又快又好的服务，这些都是值得借镜与学习的做法。

业务工作是没有快捷方式可循的，正确的心态、充分的准备、完善的布局与群策群力的后援，再加上“心诚业勤”的孜孜不倦态度，才是开启销售坦途的不二法门，也是身处在最严格的景气考验仍能脱颖而出的重要关键。

本文作者简介

淡江大学国际贸易学系毕业。2000年5月正式加入美商甲骨文股份有限公司台湾分公司，担任总经理一职，负责在台湾地区之运营策略与业务。加入甲骨文台湾分公司前，曾服务于IBM台湾分公司17年半。
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