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重要概念





实证领导（Evidence-based Leadership）


当英特尔（Intel）前首席执行官葛洛夫（Andy Grove）得了前列腺癌时，他不厌其烦地搜集和追踪所有医疗信息、比较各种治疗方法的优缺点和风险、搜集最可靠的事实证据来指引自己的医疗决策，这是受过良好训练的工程师和科学家预期中会做的事。发展自医学界的实证研究也开始运用在商业领域。通过实证领导，企业领导人可以看到坚实的事实证据，根据最佳事证来采取行动，进而赢得竞争上的胜利。

实证研究可以提供管理界有用的参考，以企业并购为例，研究发现并购或合并的企业双方，如果规模相近、企业理念或文化比较类似，成功的机率会比较高。对网络设备制造商思科公司（Cisco）来说，并购是重要的发展策略。思科的并购案大多很成功，主要是因为慎选并购对象，考虑规模、文化等因素，并在每次并购案进行之后，仔细评估进展与检讨，因此可以从每次的个案中累积经验作为日后参考。此外，实证的来源可以通过学术研究所归纳出的结论，也可以通过机构本身根据事实不断地尝试及改进，重点在于寻求最真实的回馈。Yahoo入口网页的搜寻字段置，是经过测试了20多个不同位置后，找出使用率最高的位置，才确定搜寻栏落在何处。


实证领导与长青绩效


通过实证领导模式，在组织内部由下而上建立起一样的目标、一致的行为与一贯的程序，让领导标准化，就能创造组织的长青绩效。



五分钟摘要







英文



有哪些因素能够为组织带来卓越超凡的成果？一般认定的因素其实并不合理，举例来说：


	出色的产品或服务有助于缔造成果，可是竞争对手可以轻易地依样画葫芦。

	员工可能堪称胜任，甚至非常能干，可是天天都有人离职。

	担任领导的人也是来来去去。
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缔造长青成果最坚实的方法，就是运用“实证领导”，也就是实证医学的企业版。

实证医学是自大量病患身上取得数据并加以分析，藉以找出最适宜的治疗方式，从统计上来看，这些疗法最有可能达成最理想的疗效。同样地，实证领导也是要去检视许多组织缔造的成果，找出最有效的管理方法，然后在公司上下贯彻实施这些行之有效的战术。

最重要的是，实证领导就是要根据最有效的架构，将组织内的领导方法标准化，而不是纯粹靠个别领导人的领导魅力（更何况有的领导人还不具备这种魅力）。


“缔造长青成果必须靠领导力，各个领导人、各部门和各单位，都必须具备同样杰出的领导力。将正确的领导方法标准化，你会发现组织绩效全面提升，而且持续提升。”

——史图德





MAIN IDEA







英文



What generates genuinely exceptional results? The usual list of suspects really doesn't make sense:


	Outstanding products or services are helpful, but competitors can and do clone these easily.

	Employees may be good, even very good, but people leave organizations every day.

	Individual leaders also come and go.
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The best and most consistent way to create results that last is through the use of "evidence-based leadership"—the business equivalent of evidence-based medicine.

In evidence-based medicine, the data from a large number of patients is analyzed to identify the best possible course of treatment that has the greatest statistical chance of generating the best outcome. Similarly, evidence-based leadership looks at the results generated by a number of organizations to identify the best management practices, and then applies those tried-and-true tactics in a completely consistent manner.

More than anything else, evidence-based leadership is all about having your organization standardize its leadership practices around a best practice framework rather than leaving everything up to the charisma (or lack thereof) of each respective leader.


"What creates results that last is leadership—leadership that's consistently excellent from leader to leader, department to department, division to division. Standardize the right leadership practices and you will find that organizational performance improves across the board…and stays improved."

—Quint Studer





实证领导的3大战术　
英文







主要观念

即便领导人在实行实证领导时，只运用了下列3大战术，还是能获益无穷，这些战术的效果在证明确有其价值。

支持概念

3大战术 1　实施“不进步就淘汰”的约谈

你用什么方式处理表现欠佳的成员，会对整体绩效造成极大影响。如果不能用有系统的方法让表现欠佳的员工提振工作效率，或是请他们另谋高就，那么整个组织就可能充斥着表现平平或欠佳的成员，这些人在工作时只求蒙混过关。

固定安排约谈时间让领导人跟成员一对一面谈，并针对成员的表现给予意见，做法如下：


	对于绩优成员，重点要放在说明组织未来发展方向、感谢他们的贡献，并了解他们有哪些需求，例如职责、参加教育训练或发展机会等。

	对于表现平平的成员，重点则是要说明组织为何看重他们，并且协调出在下一次约谈前，成员应该在哪些领域有所提升和进步。

	对于表现欠佳的成员，则要采取“DESK法则”来处理：
	描述自己观察到的表现。

	评量成员表现所造成的问题。

	详述哪些事项必须改善。

	告知没有进步的后果。







只要能持续实施约谈，并且落实每次约谈的结论，那么绩优成员就会觉得自己受到器重，因此会更加投入；表现平平的成员将受到鼓舞，努力提升工作效率，而表现欠佳的成员则会警觉到，自己必须进步，否则就得滚蛋。采取这种约谈方法应该能让组织成员尽量发挥潜力，而这正是实证领导的目的。

3大战术 2　用巡视推动成果

就像医生每天要巡视病房一样，企业经理人如果能每天访视直属部属，也会很有帮助。通过这种固定的访视可以回答部属问题、确认部属是否顺利取得所需资源，并且大致掌握目前进行中的项目进度如何。简单来说，例行访视对经理人来说是绝佳的方法，可以有系统地搜集信息。

要成功做到这点，可以实行下列方法：


	先露点口风给员工——这样员工才能了解定期访视是跟你互动的好机会，不是要监视员工或什么都管。

	自己要先做好功课——才能了解员工正在处理的问题严不严重。要建立合理的讨论基础。

	尽量培养个人交情——才能真正建立起双方的关系。

	记录谈话内容——才能提起先前讨论的事项以及解决方案。要做到这一点必须做好日志纪录。

	访视时提出的问题要合理，例如：
	今天有哪些事情进行得比较顺利？

	你认为我应该嘉奖哪些同仁？

	必要的工具和设备是否都充足？

	哪些制度可以更完善？








	向员工保证自己会尽力解决难题——而且一定要确实做到。在一次次访视中说明自己采取了哪些方法来解决问题，即使受到不可抗力的事件影响，也要清楚说明。如果不做说明，员工就会认为你光说不练。

	嘉奖获同事认同的绩优员工——方式要别具意义而且具体。嘉奖愈广为人知，传达出的意象就愈强烈，让大家了解绩优表现才是理想目标。

	频繁访视——可以的话每天一次。访视的次数愈多，就会激发愈大的动能，缔造更理想的成果。假以时日，员工会把访视看成你管理风格的一部分，还会期待你的出现，可千万别让他们失望。



3大战术 3　向上管理

向上管理的意思是要设法排除“人我之分”，也就是大家都只强调自己的功劳，却把问题过错全都推给其它组织成员。如果确实做好向上管理，就会用正面态度看待其它部门，也能让组织的各单位衔接顺畅。

顾客最讨厌遇到内部协调不良造成的问题，所以让各部门确实做好衔接，对组织来说是最有利的。只要贯彻向上管理，就最有可能达成这种效果。要推动组织文化转变，藉以促成向上管理，可以采取下列方法：


	调查员工态度——这样才能了解基本状况，用以在未来评量实施进度。

	向上司提出访查报告——说明组织目前的状况。这样可以鼓励上司更频繁访视，也更常出现在大家面前。

	向上司推荐值得嘉奖的员工——请上司对员工的杰出贡献给予奖励。可以建议上司用亲笔写感谢卡等方式来表达嘉勉之意。

	协助第一线员工了解产品以及公司成员——这样第一线员工才能从容而自然地向顾客说明，为什么要跟自己往来。

	促进员工之间开诚布公的对话——员工才会习惯对彼此坦率直言。鼓励大家随时都可以成熟对谈。

	规划正式制度搜集书面意见——让员工确实了解其它部门要达成什么目标。如果大家都能更加清楚彼此的动态，也能定期评量彼此的表现，就可以排除部门之间最常见的互斗行为。要使这些制度有效运作，就要让大家敢于直言。倘若组织只能收到不具名的贡献和提议，那么这套制度无法成功运作。




关键思维

“客观的评量制度可以奠定基础，将领导人推上临界点，创造出绩效落差，并让领导人得以处理表现欠佳的员工。简单来说，评量制度可以让组织破茧而出。评量领导绩效最为重要，如果没有先设定目标并实施客观的评量制度，就无法有效导正行为。”

——史图德





The Three Key Tactics of Evidence-based Leadership　
中文



Main Idea

Even if a leader does nothing else about adopting evidence-based leadership, great dividends can be derived by harnessing these three tactics that have proven their worth over and over.

Supporting Ideas

Three key tactics 1　Up or out conversations

How you deal with your low performers can have a dramatic impact on the overall performance of your organization. If you don't do something systematic about trying to get your low performers to either up their game or move out to seek greener fields, then you run the risk of ending up with an organization full of medium and low performers just going through the motions.

Schedule conversations on a regular basis where leaders meet one on one with employees and provide performance feedback:


	With high performers, your conversations should focus on telling them where your organization is heading in the future, thanking them for their contribution and asking what they need in terms of more responsibility, training or opportunities.

	With middle performers, focus on telling them why they are valued and agreeing on what specific area of development and improvement they would like to work on before your next conversation.

	With low performers, take the DESK approach:
	Describe what has been observed.

	Evaluate what problems this is causing.

	Show in detail what needs to improve.

	Know the consequences of no improvement.







When you do this consistently and follow through on everything you discuss, your high performers will feel valued and more committed, your middle performers will feel inspired to lift their game and your low performers will have been put on notice that they need to shape up or ship out. This hopefully maximizes the human potential within your organization, which is what evidence-based leadership is all about.

Three key tactics 2　Rounding for outcomes

In just the same way as doctors do daily rounds in hospital wards, it's helpful if business managers make daily visits to each person who directly reports to them. These structured visits are an opportunity to answer questions, check on the availability of resources and generally touch base on the progress of all projects currently underway. In short, consistent daily visits are a great way for managers to gather information on a systematic basis.

To make this work:


	Give your employees a heads-up—so they see your regular visits as an opportunity to interact and not as snooping or micro-management.

	Do your own homework first—so you know whether your people are dealing with serious problems. Have a reasonable baseline for discussion.

	If at all possible, make a personal connection—so you can genuinely build the relationship.

	Write things down—so you can mention an issue that was brought up previously and its solution. This will require that you keep a good written log.

	Ask reasonable questions:
	"What is working well today?"

	"Who do you think I should be recognizing?"

	"Do you have all the tools & equipment you need?"

	"What internal systems could work better?"








	Assure people you'll do your best to resolve issues—and then make sure you follow through. Explain what you've done to try and resolve problems in subsequent visits, even if events beyond your control have impacted on your efforts. If you fail to do this, people will assume you're all talk and no action.

	Recognize and reward those whom their peers have identified as high performers—in some meaningful and tangible way. The more public the recognition, the stronger the signal you send that high performance is the ideal.

	Repeat your visits—daily if at all possible. The more visits you make, the greater the momentum you'll generate for even better results. After a while, your people will see this as part of your management style and expect it. Don't disappoint.



Three key tactics 3　Managing up

Managing up means you find ways to eliminate the "we/they phenomenon"—where people position themselves in a positive light and the rest of the organization as being the cause of any problems. When you deliberately manage up, you talk positively about other departments and create good internal hand-offs from one business unit to another.

Customers hate it when problems arise due to poor internal coordination, so it really is in your organization's best interests to ensure that all hand-offs are handled well. This is most likely to happen in an environment where managing up is practiced. To create a cultural shift that encourages managing up:


	Conduct some attitude surveys—so you have a baseline from which you can measure progress made in the future.

	Send your boss a scouting report—which describes how things are going. This may motivate your boss to visit more often and become more visible.

	Bring to your boss's attention those who deserve to be recognized—for outstanding contributions. Suggest that your boss send them a handwritten thank-you note or something similar.

	Help frontline staff understand your product and your people's qualifications—so they can tell customers why they should do business with you in ways that are comfortable and natural.

	Emphasize open and candid conversations between employees—so people feel comfortable about being honest and frank with each other. Encourage adult conversations to be happening all the time.

	Develop some formal written feedback systems—so employees can get to know exactly what it is other departments are trying to achieve. When people understand these dynamics better and get to evaluate each other on a regular basis, much of the most common aggressive behavior between one department and another will be eliminated. For these feedback systems to work, people have to be willing to speak out. These just won't work if all you have are anonymous contributions and suggestions.




Key Thoughts

"Objective evaluations set the foundation that moves leaders to the tipping point and creates the performance gap that leads to addressing low performers. In short, it gets your organization over the wall. Leadership evaluation is the most important. We can't address behavior properly without first setting goals and implementing an objective evaluation system."

—Quint Studer





实证领导依据的5大核心哲学　
英文



主要观念

实证领导所依据的哲学，能让组织成员都朝同样的目标努力，并且抱持同样的责任感。

支持概念

核心哲学 1　奠定扎实基础

领导人必须先奠定以下2项基础，才有办法改造组织：


第1项基础——惯性循环


员工都希望自己的工作有目的感、值得追求。理想工作的3项核心价值是：


	热忱——如果员工对工作有热忱，就会自动自发，不需要有人督促。

	原则——员工需要的是行事规范，说明待办事项和职责所在，不是一步、一步的指示。

	绩效——必须让员工透彻了解组织绩效，这样大家才能看出哪些做法有效，哪些无效。
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一定要了解上述循环，并且尽量妥善规划，藉以提升热忱、原则和绩效。当员工愈自动自发，自己就会愈想养成适切行为和方法，进而改善工作环境、提升长期绩效，最终达成更高的组织成就。这一切的开始就在于上述循环的核心，也就是要提供理想的工作机会，让员工因为有机会缔造成效，觉得自己的工作有意义。


第2项基础——卓越的5大支柱


除了让成员自动自发之外，组织还必须设定目标，并且评量目标达成的进度。要做到这一点最适切的架构，就是全力树立卓越的5大支柱：
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这5大支柱形成绝佳的架构，让组织在短期与长期目标之间取得平衡。5大支柱会相互影响，因此只要在一个领域上努力，通常也能对其他领域带来后续效益。这5大支柱形成的健全架构，可以用来达成下列几点：


	界定何谓卓越。

	找出要全力投入的关键领域。

	评量绩效并追踪目前进展。

	有系统地评量领导人的作为。

	驱策组织达成卓越。

	向利害关系人沟通核心价值。



领导人必须做到的一大要务就是协助员工串连起各项事务，并看出更远大的目标。只要员工了解自己的作为对于组织要达成的目标有什么帮助，就会更加投入。同时运用惯性循环和5大支柱这两项心智模式，能替未来奠定扎实根基。

核心哲学 2　减低领导风格的差异

假设公司有200位领导人，那么要处理同一件事情往往就会用到200种不同方法。如果可以消除这些差异，把各项做法标准化，就能在达成目标的过程中有系统地调整与改善做法。

假如各个领导人的作为不能标准化，就很难达成卓越。要实际减低各种领导差异，可以采取下列办法：


	设计标准的讨论格式——让各种会议都能够采用。这能带来必要的连贯性与一致性。

	用“卓越的5大支柱”作为评量领导人的一致标准。

	提供领导人完整信息，让他们可以跟部属分享——这样大家听到的信息和数据才会一致，不会经过转述或过滤。

	雇用新进员工的选才方法也要标准化——这可以让某个部门聘任进来的员工，水平大致会跟其它部门聘任的员工相近。

	设计标准答案，让领导人用以回答员工提出的艰涩问题——因为这样可以建立员工的信心，同时证明组织确实朝向同一个目标迈进。

	培养领导人的各项基本能力——使领导人得以很专业地掌握各项能力。



吊诡的是，许多组织印制了厚重的手册和指导方针，详列企业商标的运用规范，却容许领导人用大相径庭的方式领导。只要运用上述战术来减低领导风格的差异，任何组织都能达成更高的营运效能、营造出更好的气氛来激发创新，并且缔造更理想的长青成果。经理人的措施愈能趋近一致，各项经营制度也就会随之更趋完善。

核心哲学 3　用评量求进步

任何经营面向只要受到评量就会有进步，这道理很简单。要达成长青成果，组织必须做到以下几点：


	界定具体目标。

	采用一贯指针来评量执行进度。

	让员工负起缔造成果的责任。

	让行为愈来愈趋近有效的做法。



如果没有严谨、客观的评量标准，就难以辨别领导人推行的各种创新做法究竟有什么成效。要善用评量求取进步，明智的领导人会做到下列几点：


	频繁评量所有面向——才能尽快看出执行的进展如何。这样不仅可以激励员工，还能促进正面的行为改变，让你能及早做调整。

	强调财务评量——因为大多数基层员工并不了解所属产业的财务运作状况。只要员工都了解股东和董事会加诸的各种压力，他们的表现就会不一样。尽量每月公布财务状况，并教育员工如何解读，这样他们就会更积极投入工作。

	教导员工计算各项战术和流程改善方法的投资报酬率——在实行不同做法的过程中，可能会迸出各种有价值的新构想，教导员工计算投资报酬率可以让员工更能接受这些构想。如果帮助员工区分营业支出和在顾客满意度上的投资，员工就会懂得要尽量节省支出及增加投资。



即使针对5大支柱设定了目标，但是只要缺少严谨、客观的评量标准，就无法清楚看出整体进度。这样会让员工士气低落，因为他们无从得知自己目前的所作所为到底有没有实际成效。评量制度要能辅助组织实践目标，还要让公司上下的行为都趋近理想模式。组织能否长期成功的关键，端看评量成果的能力。

核心哲学 4　让行为跟目标一致

如果能建立客观的评量制度，让领导人都很有担当，组织自然会迈向巅峰。定期实施客观的评量并持续落实，就能创造长青成果。

定期评量领导绩效，一定可以让组织在未来达成卓越。最理想的定期评量做法包括：


	为领导人设定5大支柱下各要达成什么目标——并且协商出各项目标要运用的评量指针。另外还应该事先协商出在各个面向上，什么样的绩效算是平平，什么样的绩效才算杰出。

	决定5大支柱的相对重要性——这可以反映领导人在组织中扮演什么角色，也能让各个领导人清楚了解，应该把哪些事项列为优先。

	订定明确计划来实施与推动评量——这样大家执行起来才能步调一致。

	制作每月进度报告——详细列出目前已经达成多少进度。这可以发挥先期预警的效果，看出潜藏的问题，标示出有哪些面向需要更多协助或指导。绩优员工也可以通过每月进度报告来树立自我评量的标杆。

	订定90天计划——这是用来探讨年度目标达成进度的绝佳工具。规划出接下来90天要进行哪些工作，就不会到了最后一刻还为了达成年度目标手忙脚乱。每季更新90天计划是找出哪些面向还需要加强的大好机会。



核心哲学 5　栽培领导人

一定要建立内部管道来培植组织未来的领导人，少了培植管道，任何作为都不过是权宜之计。组织在未来会需要卓越领导人，所以必须栽培出和组织的价值观、使命与目标相符的各种人才。

培养领导力一定要从组织高层开始做起，要成功培养员工的领导力，就必须由首席执行官主导进行。推动任何领导力培训计划，首席执行官一定要亲自出面并且全程参与，否则大家会认为这个想法虽然立意良善，但是心口不一。

另外还必须投入心力训练每一位领导人或是未来的领导人，如果只训练少数几位，无法改善组织状况。要让所有人都认为，自己负责的事务一定要精益求精。

此外要谨记，领导力的培养会经历以下5个阶段：


	蜜月期——大家都兴致勃勃地期待领导力的训练，这时应该要建立制度。

	回归现实——有些领导人积极投入，有些却有所迟疑。这时必须要持续推广训练能带来的益处。

	出现绩效落差——表现平平和表现出色的领导人，与表现欠佳的领导人之间，绩效渐渐出现差距。如果这时不持续推动，就会一事无成。

	开始呈现一致成果——因为大家都明了成功的关键何在，也懂得运用正确的方法。

	组织领先群伦——因为成员的各项作为都会自动去追求5大支柱上的卓越表现。



在历经上述各阶段的过程之中，迟早会遇到障碍使进度停顿下来。要能预测组织在哪个阶段会遇到障碍，并事先规划好如何带领员工度过难关。给予员工必要的训练和新技能，这样组织才能缔造真正长青的成果。


关键思维

“我们所说的重点是，要帮助员工了解工作的前因后果。把点连成线就是要让员工更清楚了解公司目前的实际状况，提醒员工他们每天的作为都是有目标的……是有价值的……也是有实际成效的。当员工打从心底真正理解这些，也就能真正开始创造长青成果。”

——史图德

“卓越不是完美的同义词。犯错真的无伤大雅，因为犯错也是成长的一部分。要努力在组织内营造支持员工的环境。”

——史图德





The Five-core Philosophy Which Underpins Evidence-based Leadership　
中文



Main Idea

The underlying philosophy of evidence-based leadership creates an organization where all employees are working towards the same goals and all employees are held to the same standard of accountability.

Supporting Ideas

Philosophy 1　Build a solid foundation

Before you as a leader can aspire to transform your organization, you first have to build two foundations:


Foundation#1—The flywheel


Employees want to do work that feels like it is purposeful and worth-while. The three core values of good work are:


	Passion—when people are passionate about what they do, they tend to be self-motivated rather than needing close supervision.

	Principles—employees need prescriptive to do's that outline the work to be done and their responsibilities, not step-by-step instructions.

	Results—there needs to be transparency about the bottom-line results generated so everyone can see what works and what does not.
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You need to understand this cycle and organize everything you can to try and enhance the passion, principles and results of your employees. As people become more self-motivated, they will feel even more inclined to generate the behaviors and practices that will lead to workplace improvements, better long-term results and ultimately greater organizational success. It all starts at the center of the cycle by providing work opportunities that are meaningful because people have the chance to make a difference.


Foundation#2—The five pillars of excellence


In addition to having motivated people, organizations also need to set goals and then measure progress towards achieving those goals. The best framework for doing this is to focus on the five pillars of excellence:
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The five pillars provide an excellent framework for keeping an organization balanced between meeting both its short-term and its long-term objectives. The pillars are interrelated so work in one area often has flow-on benefits in other areas as well. The five pillars provide a robust framework which can be used to:


	Define excellence.

	Establish critical areas of focus.

	Measure results and track ongoing progress.

	Evaluate the actions of leaders in a systematic way.

	Drive an organization to achieve excellence.

	Communicate core values to stakeholders.



One of the critical things you need to do as a leader is to help your employees connect the dots and see the bigger picture. When people understand how what they do fits in with what the organization is trying to achieve, they become engaged at a deep level. By using both the flywheel and the five pillars mental models, you've built a solid foundation for the future.

Philosophy 2　Reduce leadership variance

If your company has 200 leaders, it's not at all unusual for there to be 200 different ways of getting the same thing done. If you can eliminate those variations and instead have a standardized way to get things done, then you have a system you can fine-tune and improve as you go along.

It's very difficult if not downright impossible for you to achieve excellence if the actions of leaders are not standardized. To reduce various leadership variances in practical ways:


	Develop a standardized agenda format—which then gets used for every meeting. This will provide the consistency and alignment required.

	Align the way leaders get evaluated with the Five Pillars of Excellence.

	Give leaders information packets to share with their direct reports—so everyone hears the same information and data rather than a distorted and filtered version.

	Standardize your selection methods for new hires—so the people hired for one department are roughly equivalent to those hired by other departments.

	Develop some uniform ways leaders respond to the tough questions employees ask—because this will build the confidence of the employees and provide evidence the organization is working towards a single set of objectives.

	Train leaders in all the basic competencies—so they can handle them professionally.



It is somewhat paradoxical that many organizations have thick manuals and guidelines detailing how the corporate logo is to be used and yet wide differences in leadership styles are tolerated. By implementing the tactics described to reduce leadership variance, any organization can achieve greater operational efficiencies, create a better climate for innovation to occur and generate better and more lasting results. The more aligned the practices of managers are, the easier it will become to improve the quality of all your business systems over time.

Philosophy 3　Measure to improve

It is a simple fact that whatever gets measured within a business improves. To achieve results that last, your organization will have to:


	Define specific targets.

	Measure your progress using consistent metrics.

	Make people accountable for the results generated.

	Align your behaviors more and more with what works.



In the absence of solid and objective measurements, it's very hard to tell whether the different initiatives leaders are introducing are making any difference. To take advantage of this, smart leaders:


	Measure everything frequently—so progress can be shown to be happening as soon as possible. This motivates employees and reinforces positive behavioral change. It also enables fine-tuning to happen sooner rather than later.

	Focus on financial measures quite intensively—because most rank-and-file employees have no idea how finances work for your industry. When people understand the various pressures generated by shareholders and your board of directors, they act differently. Try to share financial information monthly and educate staff on how to interpret this information so they can become more actively engaged.

	Teach everyone how to calculate return on investment on different tactics and process improvements—so there is greater buy-in on any and all worthwhile new ideas that may come along. If you help people understand the difference between a business expense and an investment in customer satisfaction, they will know to minimize one while at the same time maximizing the other.



Any time there is a lack of solid and objective measures of any goals set under the Five Pillars, overall progress becomes a fuzzy and mysterious process. People will get demotivated because they won't know if what they are doing improves the situation or not. You want measurement systems that support corporate goals and align desired behaviors across the entire company. The ability to measure results lies at the heart and core of any organization's long-term success.

Philosophy 4　Align behaviors and goals

If you can establish an objective evaluation system that makes your business leaders accountable, you can take your organization all the way to the top. Objective evaluations made regularly and followed through on consistently create results that last.

Making regular evaluations of leadership performance is a commitment to future excellence. The best way to do this is:


	Set goals for leaders under each of the Five Pillars—and agree on the measurement metrics to be used for each goal. You should also agree in advance what constitutes average and above-average performance in each area.

	Decide on weightings among the Five Pillars—which reflect the leader's role in your organization. This gives a clear picture where each leader should set his or her priorities.

	Develop a clear plan on how the evaluations will be implemented and driven—so everyone is on the same wavelength when it comes to this.

	Prepare monthly progress reports—which detail actual progress made towards goals. This will serve as an early warning system for problems that are brewing in the background, and it will also flag where more assistance or coaching is required. High performers can also use these monthly progress reports to benchmark themselves.

	Have a 90-day plan—which is an excellent tool for discussing your progress towards yearly objectives. By outlining what you intend doing over the next 90 days, you can ensure there is no last-minute scrambling to achieve annual targets. Updating your 90-day plan every quarter is an ideal opportunity to identify where more help is needed.



Philosophy 5　Develop and create leaders

You need to have to have a pipeline in place to grow your organization's future leaders in-house. Without this, anything you try will be only a short-term patch. Great leaders will be needed in the future, and you have to have people in line who are aligned with your company's values, missions and goals.

Leadership training always starts at the top. The CEO must take ownership of leadership training if it is to work. When you launch leadership training of any kind, the CEO must be there and participate in it fully. Otherwise, everyone will assume it's just a nice idea that lacks teeth.

You also have to commit to training each and every leader or leader in-waiting. If you train just a small sample, nothing much will change. Everyone needs to feel the imperative to become better at what they do.

Bear in mind also that your leadership training will go through five distinct phases:


	The honeymoon—where everyone is fired up and enthused about the idea of leadership training. This is where you set up your systems.

	Reality sets in—where some leaders get on board and others are hesitant. Here you have to keep on selling the benefits of training.

	Gaps open up—between your middle and high performing leaders and your low performers. If you don't keep pressing on, nothing will change.

	Consistent results will start appearing—as a result of people understanding the keys of success and pulling the appropriate levers.

	Your organization will pull ahead—because the pursuit of excellence in the Five Pillars has become ingrained and hard-wired into everything.



Somewhere along the journey between these phases, there will be a wall where progress begins to stall. You need to anticipate where that wall will be for your organization and plan in advance how you'll get your people over the hump. Provide the coaching and new skills that will be required so your organization can generate results that truly last.


Key Thoughts

"We're talking about helping people understand the cause and effect of their work. Connecting the dots is all about reinforcing an existing truth about what a company is. It's about reminding employees that what they do every day does have purpose…it is worthwhile…and it does make a difference. When they really understand it on a heart and-soul level, they're ready to truly start creating results that last."

—Quint Studer

"Excellence is not a synonym for perfection. It really is okay for people to make mistakes; that's part of the growth process. Work hard to create a supportive environment inside your organization."

—Quint Studer





实证领导的7大员工战术　
英文



主要观念

实证领导的核心观念就是，领导人必须判断员工希望领导人做些什么，并且找出最有效的办法为员工做到。全体员工拥有的知识会累积成庞大的资源，如果能够提升员工的责任感，组织就能因为这些资源而获益。

支持概念

员工战术 1　让员工满意

从统计上来看，员工的满意程度会直接影响组织营收。满意度高的员工通常都乐意多为顾客尽点心力，而满意的顾客不仅会在未来跟你更频繁往来，还会向亲朋好友推荐。这种正向循环的起点就是满意的员工，所以尽力让每位员工满意，是绝对有道理的。

员工处于下列状况会最为称心满意：


	在抱持正确目标的组织服务。

	觉得工作重要而且受到重视。

	有机会缔造实际成效。



想让员工进入最理想的心智架构，可采取下列做法：


	持续贯彻日常巡视——这样才能了解员工什么时候状况不佳，需要有人打气。

	定期掌握员工状况——询问工作进展，以及有哪些状况需要改进。

	建立信誉——用实质方式让员工满意。

	让杰出员工跟一样优秀的同仁一起共事——他们会觉得大家都力求表现。

	针对员工的成功做法加以扩大运用——这样就可以不必从零开始建立关系。

	让所有人都能取得必要工具和资源——因为欠缺必要工具是最让员工气馁的。

	所作所为必须完全公开透明。

	充分授权——给员工充分空间去追求卓越，而不是只求达到最低标准。



员工战术 2　找出真正能激励员工的方法

领导人应该念兹在兹的问题是：

什么方法才能真正激励这名员工？

如果找到上述问题的答案，并确实满足对方的需求，就能让员工士气大振，员工将展现出前所未有的工作效能，使绩效一飞冲天，而顾客也会感到更加满意，组织获利便会随之大增。

那么到底该如何找出真正有效的激励方法？可从以下4种方法着手：


	以书面方式进行正式的员工满意度调查——通过调查中浮现的问题，找出有哪些激励方法还没做到，接下来确实采取行动加以改善。

	在日常巡视时更仔细观察——察觉员工每天透露的蛛丝马迹，注意倾听员工说些什么，找出弦外之音。

	发电子邮件给所有员工——直截了当问员工：“你接受过最棒的奖励和嘉勉是什么？”还有“是否希望在未来获得类似的嘉勉和奖励？”员工给你的回答就是最能激励他们的办法，也就是能在未来持续激发他们热忱的办法。

	询问每位访视对象——开诚布公说出自己的目的，找出能激励他们的办法。



要确切了解激励员工的办法可说是一大挑战，但如果无法确实满足员工的需求，空有这些信息也没有太大意义。必须让大家看见你尽力去做，愈能满足员工的需求，员工也才愈可能一样去满足顾客的需求。只要持续推动这种循环，营运自然会愈来愈顺利。找出真正能激励员工的办法，就能推动这样的循环。

员工战术 3　延揽潜在的绩优人才

就算建立了稳固又活跃的企业文化，如果雇用来的新进员工和企业文化格格不入，也毫无意义。这样很可能会让你退回原点，无法帮助你达成未来的理想目标。除非能确定新进人员有助于保住得来不易的成果，才值得加以延揽。

想要延揽到能融入文化的人才，可以采取下列做法：


	让更多同事参与面谈——因为让员工有机会密切参与选才，他们比较会关心新进人员的表现。

	制订同意书，说明组织的绩效评量标准——让每位应征者阅读并且签名。最好让应征者在正式获聘之前就签好这份同意书，这样一来，如果应征者不愿意配合组织的价值观来调整自己的行为，就可以先行过滤掉。

	制作决策矩阵——订出自己寻求的技能组合和人格特质，以及各个项目的权重，然后就可以用这个矩阵排出各个人选的优劣。这种办法相当有帮助，可以让选才更为客观、加速决策过程，也能把决策过程中的非理性因素减到最低。

	决定雇用某个人选之后，要在到职第30天和第90天跟对方面谈——这样才能彻底了解组织和新进员工对彼此的看法。这类面谈也能大幅降低人员流动。在面谈时可以提出下列问题：
	我们的状况跟你预期的有何不同？

	你喜欢新工作中的哪些部分？哪些部分做得比较顺手？

	有哪些你过去工作的内容对我们可能有帮助？

	有哪些不习惯的地方？

	有没有认识什么人可以让团队如虎添翼？







员工战术 4　培养责任感

理想上，最好能让员工对于组织的目标抱持坚定信念，愿意为了达成目标辛勤奋斗。这种员工拥有极高的责任感，不会只局限在自己的职责范围之内，而是想着要缔造实际成效。简单来说，要让员工的行为举止像企业主，而不是受雇者。

要想营造出“匹夫有责”的气氛，可以采用以下几项诀窍：


	定期分享信息——要完全透明，并持续提供巨细靡遗的信息，还要规划各种沟通方式促成信息分享。尤其要帮助员工解读财务信息并加以清楚说明。让员工对各种现况都了如指掌，他们就能有所贡献。

	让现有员工参与选才——员工会非常乐意协助新进人员融入环境。

	花时间让员工了解各项工作的目的——这样所有员工都能把各自的工作跟组织目标连结起来。这在一开始会耗费相当的时间与精力，但假以时日，员工会因为了解工作的根本目的，更加自动自发。

	提供高阶员工训练课程——这样他们就会明白组织相当重视员工在职涯发展上的需求。课程绝对不能只是符合组织目标，更要满足员工个人的需求。

	实施客观的绩效评量制度——公开透明地搜集各种资料，并加以评量。

	责任交付要清楚、具体——这样员工才能明白组织交付的责任是什么。不要理所当然地认定员工会想通自己该做什么，把要交付的责任写下来，让他们可以朝清楚而明确的目标努力。另外也要清楚说明，哪些部分交由他们自行斟酌，哪些不行。



员工战术 5　善用所有人的智力

员工如果对于公司从事的业务拥有实务经验，就等于是蕴藏新构想的宝库。只有相对少数的组织懂得挖掘这些资源并且发挥到极致，如果能想出可行方法来善用成员的智能资本，组织就能突飞猛进。

要做到这点最有效的办法，大概就是订定新构想激荡计划，计划可用“妙点子”等类似名称来命名，然后按照下列方法在公司内实施：


	设立明确目标——这项计划的目的是要主导发展方向？集中全力做好5大支柱中的某一项？或者只是要鼓励更多员工参与？

	推广计划目标——让所有员工都能步调一致。

	建立评鉴制度——最好是由首席执行官亲自审阅员工提出的各种构想。

	奖励并嘉勉真正创新的构想——根据各项新构想带来的获利给予员工相对的奖酬。

	训练公司领导人善用这些构想——先让他们接受这些构想，再要他们尽力想出可行办法来加以运用。

	成立监督委员会——有些构想很快就被员工的直属长官打回票，要赋予监督委员会权力，让这些构想有起死回生的机会。这个委员会要检视各种被打回票的构想，确保有价值的构想不会因为内部角力而不见天日。

	制订办法追踪新构想——这样当初提出构想的员工就会感到责任更为重大。同样地，追踪制度也要适用于公司领导人。建立完善制度，让员工了解公司是否有效运用他们提出的构想。如果大家很清楚自己的构想不会就此销声匿迹，他们会更有动力在未来贡献更多新的构想。



员工战术 6　嘉勉并奖励成员的成就

只要公开嘉勉某种行为，通常就会有人起而效尤。同样地，奖励特定行为，往往也会激发更多成员跟进。因此，只要找出组织中有哪些成员表现杰出，然后对他们的努力给予嘉勉和奖励，自然就能鼓励其它成员向他们看齐。

就像许多事情一样，同样有几项要诀可以让组织内的嘉勉和奖励计划收到更大的效果，包括：


	鼓励要具体——不要再说“干得好！”这种不痛不痒的话，改说“我对你的表现印象非常深刻，比如说……”

	在日常巡视时就要给予嘉勉——在工作日志详细记录哪些成员表现特出，每隔一段时间就为这些杰出成员举办庆祝活动。

	常写感谢卡给成员——还要鼓励其它领导人也这么做。

	用特殊的方式表扬团队成就——即使是一些简单的方法，比方说在达成目标时敲几声铃，然后再提供一些小点心，都可以大大提振工作士气。

	嘉奖要持续——不要这个星期大张旗鼓地奖励成员提出的构想，下个星期就无声无息，这样会让大家认为你只不过是在作秀。要真心感谢，并且时时用有意义的方式来表达自己的谢意。



员工战术 7　找出精彩故事

人人都爱听披荆斩棘获致成功的故事。在你的组织之中，应该有许多成员为了让顾客满意，付出超过自己职责的努力。如果能挖掘出这些丰功伟业，把这些成员奉为组织的英雄人物，就能带来意想不到的效果。

那么，该如何发掘这些故事？可以采取下列做法：


	要求所有经理人四处访查——只要发现有员工因为提供顾客卓越的服务，为组织带来成效，就要经理人记下来让你知道。

	关注顾客的意见——因为顾客若能获得出色的服务，常有可能会向你们公司表达谢意。

	要更积极发掘故事——主动致电给顾客，请顾客描述公司提供的服务如何。探探顾客的口风，看看有没有员工的表现超越了顾客的期待。

	制订完善的嘉奖计划——每星期定期表扬杰出员工。




关键思维

“能够让员工感觉受到赏识，就会使自己意识到领导是多么崇高的工作。奖励与嘉勉能让员工了解他们的努力是值得的，而给予嘉奖也能使我们的工作变得有意义。提升我们所领导的员工，其实也就是在提升我们自己。”

——史图德

“嘉奖员工的目的是要在最佳实务的基础上创造稳定表现，也是要营造卓越的文化。绝佳的文化一向比策略更有效。有了绝佳的文化，再加上绝佳的策略，就能所向无敌。”

——史图德

“所有组织都会有缔造功绩的英雄，这些人的表现超越了本身的职责。他们的作为体现了公司的目标、宗旨和正面的文化。表扬这些英雄是非常重要的，把他们的故事跟组织内外的人分享。这些英雄体现了公司最高远的价值观，成为大家见贤思齐的模范，还可凝聚同仁的心力，并用强而有力的方式激励众人。”

——史图德

“组织中的故事会逐渐变成组织文化，故事愈精彩，组织文化也愈有吸引力，还不赶紧去挖故事！”

——史图德

“对大多数组织来说，在一开始要缔造成果并不是难事，问题在于要如何保持成功不坠。”

——史图德





The Seven Employee Tactics of Evidence-based Leadership　
中文







Main Idea

The concept at the heart of evidence-based leadership is that leaders need to determine what it is employees want from them and then find the most effective way to give it to them. If you can increase individual accountability, your organization will benefit from the cumulative wealth of knowledge your entire employee pool possesses.

Supporting Ideas

Employees 1　Create satisfied employees

There is a direct statistical correlation between exactly how happy your employees are and your organization's bottom line. Highly satisfied employees typically go the extra mile for customers. Happy customers not only do more business with you in the future themselves, but also tell their friends and associates. This positive cycle starts with satisfied employees, so it makes sense to do everything you can to make everyone happy.

Employees are most upbeat when:


	They work for an organization with the right purpose.

	They feel like their job is worthwhile and valued.

	They have an opportunity to make a difference.



To get your people into an optimum frame of mind:


	Keep doing your daily rounds relentlessly—so you know when people are down and need support.

	Survey your employees regularly—ask how things are going and what needs to be improved.

	Establish your credibility—by doing tangible things that make your staff feel good.

	Surround quality people with comparable peers—so there is a perception that everyone is pulling their weight.

	Take what people are doing right and find ways to expand that—rather than trying to start from scratch while building goodwill.

	Make certain everyone has all the tools and resources they need—because there's nothing more frustrating than not having the tools required.

	Be completely transparent in everything you do.

	Empower people—give them the freedom to excel and not just to meet minimum standards.



Employees 2　Find their true motivations

There is one question that you as a leader should be pondering all the time:

What genuinely motivates this person?

If you can find the answer to that question and then deliver exactly what is needed, your people's morale will soar, they will become more productive than ever, their performance will skyrocket, your customers will be happier and your profits will increase.

So how do you find out someone's true motivations? There are four things you can try:


	Do a formal written survey of employee satisfaction—and look at any problems that crop up as clues to motivations that are not being met. Then follow through and do something about changing the situation for the better.

	Pay more attention during your daily rounds—pick up on all the clues people are already giving you each day. Listen more attentively to what's being said and look for the underlying rationales.

	Send out an e-mail to all employees—and ask them directly: " What is the best reward and recognition you've ever received?" and "How would you like to be recognized and rewarded in a similar way in the future?" The answers they give will tell you exactly what their true motivation is and how to hit that hot button consistently in the future.

	Ask everyone you meet—be direct and open about what you're doing. Find out what makes them tick.



Getting to know exactly what everyone's true motivations are is one challenge, but this information is of little or no value if you don't then follow through and deliver what they need. You need to be seen making every effort to deliver. As you begin to better meet everyone's needs, they become more likely to do the same with customers. And when that starts happening on a consistent basis, things will just naturally start getting better and better. You start the cycle going by finding out what makes people tick.

Employees 3　Hire potential high-performers

There's no point building a strong and vibrant corporate culture if you then go out and hire new people who don't fit. This is the quickest way there is to get right back to where you started rather than where you want to be in the future. If you can make sure the new people coming on board will help you keep your hard-won gains, that's got to be a worthwhile goal.

A few suggestions for hiring people who fit:


	Try to integrate more peer interviews—because when your people are closely involved in the hiring decision, it's increasingly likely they will take a personal interest in how that new hire does.

	Develop a written agreement that articulates your organization's performance standards—and have each potential new hire read and sign that agreement. Ideally, this should be done even before they complete a formal application. In this way, you're prescreening those who are unlikely to align their work behaviors with your organization's values.

	Prepare a decision matrix—which sets out the skill sets and attributes you're seeking and the respective weightings you give to each. You can then rank each candidate for the position on this matrix. This is good because it helps make your selection more objective and it facilitates the overall decision-making process. It also reduces the emotive aspects of the hiring process to a minimum.

	Once you've made a decision to hire someone, schedule follow-up meetings with them at the 30-and 90-day marks—so you can touch bases on how things are panning out for your organization and for them personally. These meetings will also reduce turnover quite significantly. Ask them:
	"How does what we're like compare to what you were expecting?"

	"What do you like about your new job? What's going well for you?"

	"Are there things you used to do in your previous position that might be helpful for us to do?"

	"What are you uncomfortable about?"

	"Is there anyone you know who would be a worthwhile addition to our team?"







Employees 4　Build accountability

Ideally, you want employees who believe so strongly in what your organization is achieving that they are prepared to work long hours to make it happen. These people have a strong sense of individual accountability rather than being driven by a job description. They want to make a difference. In short, you want your people to act like business owners rather than hired hands.

To create a shared ownership atmosphere, there are a few things you can try:


	Share information on a regular basis—be completely transparent and consistent in the way you make any and all information available. Put in place all of the communication strategies that will allow this to happen. In particular, help people learn how to decipher your financial information and explain it thoroughly. Let people know everything that's happening so they can contribute.

	Involve current employees in the selection of new hires—so people feel a vested interest in helping new people fit in.

	Take the time to educate on the whys of each job—so everyone connects what they're doing with the objectives of your organization. Initially, doing this will take more time and effort, but over the long haul people will become more self-motivated because they will understand the underlying rationale.

	Have cutting edge employee training programs in place—so people know their professional career development requirements are being respected. Make sure these programs address the needs of your employees and not just the goals of your organization.

	Use objective employee evaluation systems—based on data that is collected and then evaluated in clear and transparent ways.

	Provide employees with clear, unambiguous expectations—so they have a detailed idea of what's expected of them. Don't just assume they will figure out for themselves what they should be doing. Write down your expectations and let them work towards clear and concise objectives. Make it clear what is left to their discretion and what is not.



Employees 5　Utilize everyone's brainpower

Employees with hands-on, real world experience in what your business does are a tremendous pool of potential new ideas. Comparatively few organizations ever get around to tapping into that resource to its fullest possible extent. If you can come up with some practical ways to take advantage of the intellectual capital of your people, your organization can move forward in leaps and bounds.

Probably the best way to do this is to set up a new ideas program—perhaps called "Bright Ideas" or something similar—inside your company along these lines:


	Set clear goals—do you want the program to set direction, focus on one of the Five Pillars or simply encourage more employee participation?

	Communicate your program goals—so everyone is on the same wavelength.

	Establish a review process—ideally with the CEO reading all suggestions made.

	Reward and recognize genuinely innovative ideas—with the rewards being commensurate to the benefits generated by each idea.

	Train your business leaders how to make use of these ideas—starting with acknowledging them and then moving on to finding workable ways to say "yes" wherever possible.

	Establish an oversight committee—with the power to rescue any ideas that have been rejected too quickly by any employee's immediate supervisor. This committee should give any rejected ideas a glance just to make sure worthwhile ideas aren't being passed over lightly for other political reasons.

	Set up and define some methods by which new ideas can be tracked—so those who put them forward in the first place feel more accountable. Equally, this tracking system needs to apply to the business leaders as well. You need to have a system in place by which people can tell how effectively you have used their suggestions. When people see that their ideas just don't disappear into the ether never to be seen again, they will have increased motivation to make more suggestions in the future.



Employees 6　Recognize and reward success

Behavior that is recognized publicly usually gets repeated. Similarly, what we reward, we tend to get more of. Therefore, if we find people who are doing good things within our organization and then recognize and reward their efforts, it's reasonable to expect that this will encourage others to follow their examples.

As with most everything, there are a few things you can be doing to enhance the impact of your in-house recognition and rewards program:


	Encourage everyone to be specific—move from saying "Great job!" to more along the lines of "I have been very impressed by…"

	Build recognition into your daily rounding routine—and keep a log detailing who has gone above and beyond. Every once in a while, hold a special event for these go-getters.

	Give out lots of handwritten thank-you notes—and encourage other leaders to be doing the same.

	Find some creative ways to acknowledge group achievements—even something simple like a bell that gets rung whenever a target is hit followed by refreshments can be quite energizing.

	Be consistent—don't reward people for their ideas effusively one week and then not at all the following week. That just tells them it's an act. Be genuinely grateful and always express your gratitude in some meaningful way.



Employees 7　Find your good stories

Humans love to hear stories about people who beat the odds and succeeded. Inside your own organization, there are probably lots of people who have gone above and beyond the call of duty in attempting to make your customers happy. If you can dig up these deeds and enshrine these people as your heroes, then great things can happen.

So how do you uncover these stories?


	Ask all managers to be on the lookout—and get them to send you notes whenever they find employees who have made a difference by providing exceptional customer service.

	Keep an eye on customer feedback as well—because it's not at all unusual for the recipients of outstanding service to contact your company to say thanks.

	Be more proactive—call some customers and ask them to describe the level of service they received. Quiz them a little to see if anyone exceeded their expectations in some way.

	Have a solid recognition program in place—where outstanding employees are routinely recognized week by week.




Key Thoughts

"The fact that you can help people feel appreciated should make you realize what a high calling leadership really is. Reward and recognition not only tells employees that their work is worthwhile, but the very act of providing it gives our own jobs meaning. By elevating the people we lead, we elevate ourselves."

—Quint Studer

"What you are doing is creating consistency based on the foundation of best practices. You're also creating a culture of excellence. A great culture outperforms strategy every time. A great culture, combined with a great strategy, is unbeatable."

—Quint Studer

"All organizations have difference makers—people who do more than what is in their job descriptions. Their actions embody the purpose, mission, and positive culture of your company. It's important that you recognize these difference makers and share their stories with others both inside and outside the organization. These heroes embody your highest values. They give people an idea to rally around. They bring co-workers together and motivate them in profound and powerful ways."

—Quint Studer

"Gradually, an organization's stories become its culture. The better the stories, the better your culture—so get started story sleuthing!"

—Quint Studer

"Most organizations don't have trouble getting better results at first. The problem lies in keeping them."

—Quint Studer





实证领导的4大顾客战术　
英文



主要观念

成功组织用以营造服务文化的工具和技术各有不同。只要组织能从顾客的标准来确切了解什么才算是“卓越服务”，就更有能力规划各种办法，持续提供顾客同等服务。这么一来，顾客不仅会继续惠顾，还会向朋友推荐，这两种行为能够推动正面的循环，而且会自动运转。

支持概念

顾客战术 1　建立非凡的服务文化

在全球化经济环境中，组织的服务水平将是成败关键。必须了解在顾客的眼中什么才算是“卓越服务”，然后尽全力让顾客可以持续享受这样的服务。最终，组织对顾客的服务优劣，将决定组织的成败。

要让服务水平保持稳定，必须制定标准，要求所有员工都得达成。要实践这点最有效的做法是制订书面规范，明订日常服务应该达到的水平，然后要员工签名保证，自己将全力以赴提供顾客同等服务。把标准制订清楚，不要含混不清，员工就不会有所疑虑，目标也就可以清楚凸显。

要制定正式的标准服务规章，可以采取以下7个步骤：


	寻求所有员工的意见——尤其是第一线员工的看法。整合所有人的构想，让大家真心接受。

	标准要符合公司目标——使自己对员工的要求能够和自己要达成的目标一致。

	标准要清楚而具体——用文字明确界定各项标准，不要以为大家对同一个词的认知都相同。

	举行正式的标准发表会——在会中宣示新的标准，并且把新标准奉为行事的规范。让公司上下都参加发表会，而且要让气氛轻松愉快。

	开始赋予员工责任——要求他们达成新标准。

	每个月强调其中一项标准——针对这一项标准特别加以倡导或提供基本训练。运用角色扮演等教育训练方式来举办论坛。

	定期更新服务标准——这样服务规章才会与时俱进，不会过时、落伍。



顾客战术 2　实施售前、售后的访查

如果你的经营方式是要向顾客预约拜访时间，就可以通过拜访前和拜访后的电话访查，大幅提升顾客满意度。

如果是在拜访前几天致电，可以做下列几件事：


	确认日期与时间。

	再次检视顾客的指示与喜好。

	提供初步报价。

	回答顾客问题。

	说明自己可以提供哪些优惠条件。



如果是在顾客使用产品或服务后几天致电，可以做下列几件事：


	询问顾客使用后的成效。

	提醒顾客之前同意过的后续动作。

	询问顾客接受到的服务水平如何。

	感谢顾客跟自己往来。



拜访前和拜访后的电访，对公司来说都是大好机会，可以让顾客感受到公司是以顾客为导向。这也是提升获利的大好机会，因为能帮你找出任何浮现出来的问题并加以修正。电访除了可以促销配套商品，也能请对方向亲友推荐。通过访谈还可获得顾客正面的意见，藉以找出组织中服务表现杰出的成员等信息。

顾客战术 3　把顾客纳入巡视范围

静下来几分钟仔细想想，上次亲自拜访顾客，了解他们对于跟自己往来是否满意，到底是多久以前的事？如果没有定期拜访顾客，请务必改正过来。毕竟，要看出自己能不能确实满足顾客的需求，唯一的办法就是去和顾客互动。

组织可以采取下列几种方式和顾客互动：


	随机选择进门的顾客——有些顾客正在店里的走道上来回走动，挑选自己要购买哪些商品，或许就可以上前了解。跟这类顾客谈话能让自己了解对方的需求。

	选择已经跟组织建立稳固关系的顾客——亲自拜访他们。询问顾客的目标与需求，了解自己是否满足了这些需求，还要询问顾客遇到哪些问题，以及探询目前状况等。

	选择初次上门的顾客——拜访顾客，让对方留下深刻印象，使对方在未来愿意再次跟自己往来。跟顾客讨论他们的期望，并且记录下来，然后跟员工分享。这样做可以给顾客留下深刻印象。



实务上来说，拜访顾客可以建立关系，让自己了解提供给顾客的服务是优是劣，也可藉此找出，有哪些面向需要改进。跟顾客讨论他们的期望，并追踪自己是否达成顾客的期望，这样可以大大提升顾客的认同与满意度。

顾客战术 4　在关键时刻要说出关键词

如果能够一再让顾客相信，跟你的组织往来是明智的选择，就可以大大减低顾客的焦虑。要持续做到这点有个很有效的办法，就是创造一些关键词，在适当的时机对顾客说出最适切的关键词。

所谓关键词就是可以强化顾客满意度的用语，一定要创造出一套自己专用的关键词。经过以下5个步骤，可以创造出关键词：


	再次检视顾客满意度的调查。

	根据顾客在调查中的回答，判断顾客最重视哪些问题。举例来说，你可能会注意到，大多数顾客都希望能加快交易速度。

	想出适当的服务补救用语，在交易出现问题时可以派上用场。比方说：“对于延迟交货，我们深感抱歉。之所以造成延迟是因为发生了不可抗力的状况，由于我们未能达到应有的服务，请容我们以免费的__________来聊表歉意。”

	训练员工用适当的方式和适当的时机使用这些关键词。

	鼓励所有成员好好运用关键词！



有一种方法很有帮助，就是提醒员工运用关键词真正的目的是要及早察觉顾客的不满，以免不满演变成严重的抱怨。在关键时刻使用关键词，可以让组织呈现出最好的面貌，如果顾客购买的是高价产品，并且期待获得量身订做的服务，这样做尤其重要。错误是难免的，但是只要组织能在错误发生时立即加以处理，反而是让自己的表现截然不同。

即便是直截了当说：“我很抱歉我们的服务让你失望，请问我们可以怎么改善比较好？”都是很有用的。这表示你承认自己有待改进，也为你带来在未来导正错误的机会。只要企业能做到这一点，就能赢得顾客相当程度的尊重与信赖。

要在适当时机运用关键词，可以参考下列架构：
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	A——招呼顾客——在问候时要尽可能叫出顾客的名字。

	I——自我介绍——向顾客介绍自己和在组织中负责的工作。如果情况允许，花几分钟说明自己拥有哪些专业证照和接受过哪些训练，藉以建立顾客的信赖。

	D——持续跟进——说明自己要采取哪些做法、每个步骤各要花多少时间，以及能够达成哪些预期成果。这样可以化解疑虑，让顾客更放心。

	E——清楚说明——详细解说有哪些部分必须做到，让顾客了解目前的状况。如果顾客希望了解基本数据，甚至可以推荐顾客去浏览你的网站。

	T——诚心致谢——感谢顾客选择跟自己往来。



如果能妥善训练每位员工，让他们在跟顾客互动时善用AIDET的方法，就可以持续让顾客满意，而满意的顾客正是卓越企业的根基。


关键思维

“售前、售后的电访有助于让顾客享受到超乎预期的服务（他们非常乐见这样的服务），而超乎预期的服务则会带来丰硕营收（这是你所乐见的）。着手进行电访，对各方来说都是双赢。”

——史图德

“要让顾客感受到自己真心关注他们的需求，我所能想到的最好办法就是巡视，而这也是最容易的办法之一。只要顾客相信你真心关注他们，难关便迎刃而解，长青成果也就指日可待。”

——史图德

“重点是，如果没有关键词让自己和员工可以在不同状况下运用，就可能会影响到组织的盈余。员工在努力推销和保护产品与品牌时，必须懂得平息顾客的愤怒，还要让满意的顾客更感满意。要让组织以及员工尽可能和顾客频繁互动，为组织找到适切的关键词是最有效的方法之一。简单来说，关键词对企业帮助极大。”

——史图德

“实行实证领导的好处是，不仅顾客会觉得跟你往来可以持续享有绝佳体验，员工也会有同样的感受。满意、忠诚的顾客和满意、忠诚的员工，其实是一体的两面，而这完整的一体能够换得长青的成果。”

——史图德





The Four Customer Tactics of Evidence-based Leadership　
中文







Main Idea

There are various tools and techniques successful organizations utilize to build a culture around service. Whenever any organization understands exactly what "great service" looks like to its customers, it has a greater likelihood of organizing to consistently provide it. The end result is that customers keep coming back and referring their friends, both of which start a positive cycle that feeds on its own momentum.

Supporting Ideas

Customers 1　Build a noteworthy service culture

In the global economy, the level of service you provide can make or break you. You have to understand what "great service" looks like to your customers and then move heaven and earth to deliver that to your customers on a consistent basis. Ultimately, the way your company treats its customers will make or break it.

To make service consistent, you'll need to set standards everyone is expected to meet. The best way to do this is by developing an official document that sets out what level of service you're aiming to deliver every day. You can then get everyone to sign a pledge that they will work towards delivering that level of service. By making this explicit rather than implicit, confusion is removed and clarity of purpose is enhanced.

As you work to develop formal standard of service guidelines, follow seven steps:


	Seek input from everyone—especially your front-line employees. Create buy-in by incorporating everyone's ideas.

	Align your standards with your corporate goals—ensure that there is consistency between what you want your people to do and what you're trying to achieve.

	Be crystal clear and specific—spell everything out in writing rather than assuming the same terms have the same meaning for everyone.

	Hold a formal launch event—where your new standards are unveiled and enshrined as the way things get done. Make this a companywide meeting that is lighthearted and fun.

	Start holding people accountable—to meet your new standards.

	Every month, highlight a different part of your standards—and do things that either boost awareness or provide background training in that specific aspect. Hold forums filled with role-plays and other teaching devices.

	Update your standards of behavior on a periodic basis—so this becomes a living document rather than something that is out of date and superseded.



Customers 2　Hold pre-and post-sales visits

If your business operates by set appointments, you can greatly enhance customer satisfaction by making brief pre-and post-appointment calls.

If you call a few days before your appointment, you can:


	Confirm the date and time.

	Go over their instructions and preferences.

	Give estimates of costs.

	Answer any questions.

	Mention special offers you may have available.



If you call them again a few days after they have used your business product or service, you can:


	Inquire about the outcome of the transaction.

	Remind them of any follow-up actions agreed.

	Inquire about the level of service they received.

	Thank them for doing business with you.



Both pre-appointment and post-appointment calls are opportunities for you to demonstrate that your business is customer-focused. They are also both good opportunities to increase your profitability because they can help you identify and remedy any problems that have cropped up. In addition to being able to sell add-ons, you can also ask for referrals. These are also the kinds of situations where positive feedback can come in that will identify your customer service heroes and more.

Customers 3　Include customers in your rounds

Pause for a minute and ask when the last time was that you actually went out and visited some of your customers in person and asked how happy they were about their dealings with you. If you're not doing this on a regular basis, you need to be. Ultimately, the only way to find out whether you're giving your customers what they want is to get along-side them and find out how things are going.

There are a few different approaches organizations take to do this:


	You can pick some customers at random—perhaps talking to some of the people who are wandering your aisles while they are in the process of deciding what to buy. Speaking with these people will keep you in touch with their needs.

	You can pick some people with whom your organization has an established relationship—and visit with them in person. Ask about their wants and needs. Find out how well you're meeting those needs. Ask about any problems they're having. Inquire how things are going and so forth.

	You can pick a few first-time customers—and visit with them to try and make a deep enough impression that they will come back to do more business with you in the future. Talk with these people about their expectations and take notes. Then share those notes with your employees. Doing this can make a deep impression on the customer.



In very practical ways, visiting with your customers builds the relationship. It helps you figure out how well you're serving them. It's also a great way to tag what improvements are needed. Talking to customers about their expectations and then following through to see if those expectations were met can generate enormous amounts of good-will and satisfaction.

Customers 4　Say key words at key times

If you can reassure customers that choosing to do business with your organization was a good move, you can do a lot to alleviate their anxieties. A good way to do this on a consistent basis is by creating and then delivering the right "key words" at the most opportune times.

A key word is a phrase that enhances customer satisfaction. You'll need to create your own specific list of key words. Generating them is a five step process:


	Revisit your customer satisfaction surveys.

	Determine which issues are the most important to your customers based on their responses to your survey questions. For example, you may notice that most customers are after a speedy transaction.

	Come up with some appropriate service-recovery phrases that can be used when the transaction doesn't go smoothly. "apologize for the delay in being able to fill your order. It has been caused by events beyond our direct control. Because we have not met our usual standards, would you please accept a free ________ as our way of saying sorry."

	Train your staff on how and when it is appropriate to use these key words.

	Encourage everyone to just get out there and do it!



It may be helpful to remind your people that the whole aim of these key words is to acknowledge customer frustrations before they have the chance to become fully fledged complaints. Using key words at appropriate times allows you to position your organization in its best possible light. This is particularly important if customers are purchasing an expensive product and there is the expectation of personalized service. Mistakes can happen, but organizations differentiate them-selves by what they do to address the problems once they have cropped up.

Even something as direct as: "I am sorry our service has not met your expectations. What can we do to make it better?" will be helpful. It acknowledges that you should have done better and opens the door for you to make things right in the future. Businesses that do that earn a lot of respect and trust from customers.

A good framework for delivering key words at the right moment is:
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	A—Acknowledge the customer—say hello and greet them by name if at all possible.

	I—Introduce—yourself and what you do in your organization. If appropriate, take a minute to outline your professional certification and training so you build credibility.

	D—Duration—describe what you're going to do, how long each step will take and what to expect. This offsets any uncertainty and makes people more comfortable.

	E—Explanation—some detail about various aspects of what needs to be done. Engage customers in what's happening. This may even involve referring them to your website if they want to carry out some background research.

	T—Thank you—thank the customer for choosing to do business with you.



If you can train everyone to get competent in using the AIDET system when they interact with customers, you can go a long way toward creating the kind of satisfied customers around which a great business can be built.


Key Thoughts

"Pre-and post-customer-visit calls help give customers exceptional service (which they appreciate), and exceptional service leads to bottom-line results (which you appreciate) .Instituting them is a win-win for everyone involved."

—Quint Studer

"Rounding is one of the best—and easiest—ways I can think of to show customers that you truly care about their needs. And when customers believe that you care about them, the hard part is over. You're on your way to achieving results that last."

—Quint Studer

"The bottom line is not having key words for yourself and your employees to use on good days and bad can affect your bottom line. Employees need to know how to appease angry customers, make happy customers happier, and do it all while selling and protecting your products and brand. Finding the right key words for your organization is one of the best things you can do to maximize the interactions that you and your employees have with your customers. Simply put: It's great for business."

—Quint Studer

"And here's the bottom line: Not only will your customers have consistently excellent experiences with your company, your employees will as well. Happy, loyal customers and happy, loyal employees are two sides of the same coin—and that coin is the currency that buys you results that last."

—Quint Studer




名人博客


Think Big, Very Big



—Jonathan Schwartz (Sun)


写博客这事可大可小，有的老板偶尔来上几篇，当作对网络化有个交代；有的可能找个影子写手代笔，当作企业公关看待；再认真点的，自己操刀撰写、贴图，已属少之又少。以上都没什么高下对错，价值观不同而已，然而要像升阳首席执行官强纳森·舒兹（Jonathan Schwartz）这样，将博客视为官方的、系统化的沟通接口，找专人记录口述、撰写、编辑，再翻译成中、法、荷、义、日、韩、葡、西、俄、阿等10国语言，并且保持接近每周更新文章，则需要非常大的决心，以及，对“跨国沟通”有非常大的需求。


领导者的功课：沟通、沟通、沟通


新力前首席执行官出井伸之在其著作《非连续时代》曾提过，企业领导人在传达信息时务必把握“简单”原则，否则信息失真将如传话游戏，稍一不慎即误解原意。作为《财星》500大企业、据点遍布全球170国的最高领导者，舒兹不会不明白这道理，除了传统的沟通方式外，他倚重博客作为对员工、对股东、对消费者的双向沟通接口——不只说出想法，也接收意见。

他的博客自2004年开站，起初仅单纯贴上文章，到了2006年2月开放回应起，至2007年底，中间这94篇文章就吸引了约3746则留言，平均每篇40则，既做到了企业公关，也激发了创意。这点在2004年6月28日开站第一篇〈Head First〉就提过：我之所以写博客，第一为了自我激发，第二为了沟通，减少转述造成的失真，第三为了从网络社群吸取意见，每个人都可以直接发信给我。他并公开专用信箱jonathan.i.schwartz@sun.com，广纳意见。

编辑室报告

博客（Blog）这项网络新接口，已经广泛受到全球网络族爱用，商业界也在摸索运用博客做宣传或营销的种种可能性。让我们每期打开一个国外大型企业首席执行官或高阶主管的博客，欢迎你一起观摩、探索，或留言看看主持博客的博主如何反应。


经营观点：便利带来量大，量大带来胜利


来回参照舒兹的博客，不难发现自2006年上任首席执行官后，文章增加了许多关于营收、股价、结盟、新产品上市之类官方新闻，要一窥经营观点，则不能不往早期看去，比较有意思的例如2004年7月3日〈Changing World〉，他从大学生入学最常带的物品，一路推演至商机所在。他表示，从前的年轻人上大学要带音响、电视等一堆电器，如今孩子们几乎只带手机和笔记型计算机这两样，就搞定了大学生活一半。往后，每年单单美国一地便有300万名这样的年轻人带着他们熟悉的手机和笔记型计算机从学校进入社会，渐渐影响公司、影响职场、影响潮流。从这演变可看出，“便利”是最具威力的武器，其带来的广大使用量，将主宰整个市场。“In the technology world, volume wins.”他说。

要玩大数量，当然要深刻了解普罗大众想什么、要什么。舒兹在2004年7月30日〈eBay as a channel〉一文，公告了升阳的新玩法：为了要了解市场对“价格”最直接的接受度，同时将卖计算机这回事尝试转型成为网络服务，（即日起）升阳提供全套原厂硬件+操作系统+售后服务的计算机放上eBay拍卖，1美元起标，藉以区隔“组装的”戴尔计算机。舒兹说，如此一来，升阳直接切入了市场，供应链厂商直接获悉该备妥的料件和工时，消费者买到了又便宜又好的计算机，三赢，他对结果尚称满意，用了“So far, so good：）”挂了个笑脸符号作为该文结尾。

更好的是，升阳藉此一战，擦边球打进原本由戴尔主导的直销计算机市场，并以置入性营销手法，让许多消费者认识了升阳的服务，而非仅仅买卖一台机器。直到现在，网友仍可在eBay网站找到这个活动网页，并且“顺便”读完升阳的公司简介。


会说故事的首席执行官，才是头号业务员


随着职位愈升愈高，舒兹说故事的技巧也愈见高明，文章开始融入以故事带新产品的新手法，无论标题、叙事内容皆引人，即便略过新产品发表不看，也能读到网络连结生活的生动经验，例如：


	2006年3月9日，〈Why Free Standards Matter〉：他提到假日带孩子去加州北部看雪，恰巧遇上暴风雪即将来袭，正上网搜寻加州公路实时影像之际，却被系统告知要装Windows Media 9才能观看。他气坏了，认为公务机关怎么可以拿纳税人的钱去支持独占企业，要求人民必须买该品牌的产品，才能获得公众服务？（接下来，他带出了升阳参与的Open Document Format，使用者可跨平台读取文件。）

	2006年11月28日，〈Tomorrow's Fortune 500〉：他谈及曾经在发表新系统时，在定价策略上，主张走高效能却卖低价的舒兹，和业务主管起了非常大的争执，甚至被质疑走错了方向。后来事实证明，卖低价冲大量所带来的总收益，远远高过同业的定价策略，而且那些购买低价系统的公司，日后带来了长期稳定的合作关系，对开拓新客源亦有所帮助。（接下来，他带出了升阳新服务Startup Essentials，专门服务经营未满4年、员工不满150人的新兴企业。）

	2007年5月21日，〈Censoring Free Media（Or……Fighting Letters to the Editor）〉：他从自己一天读两份报纸谈起，比较网络与传统平面印刷媒体异同，认为当网络的免费共享已经影响实体世界时，仍由少数人参与创作的平面媒体就受到很大的冲击，“开放性”或许是顺势而为的出路。他举升阳的例子，也曾采取收高价的方式防堵对手与盗版，最后却在被逼着不得不放弃收费之后，才开始得到市占率，进一步获得执行收费服务的机会。（接下来，他带出了升阳新服务OpenOffice，一套免费下载的跨平台办公室软件。）



以上，每个例子都具备双重性格，既生活也营销，既公益也营利，相当聪明。


大老板的5个秘密


“5个秘密”是网络上类似幸运信的接力游戏，嗯，不晓得谁点了这位身价上亿的大老板，而舒兹也大方地接招，来看看2007年1月7日的〈Five Things〉：


	我做过辛辛那提安德森之家美术馆（Cincinnati Anderson House Museum）的保全员。

	我有1/4的印度血统、1/4的韦尔斯血统（来自母亲）、1/4的匈牙利血统和1/4的俄罗斯血统（来自父亲）。

	我经历了1987年马里兰州蔡斯镇外发生的列车相撞事故，当时我正在那趟列车上。这场事故对我的人生产生了深远影响。

	我喜欢下厨和享受美食。

	我由衷地相信科技可以让世界变得更加美好。




圣诞夜的思考：大、更大、最大


在外界眼里，大企业首席执行官享尽一切荣华富贵，再惬意不过，实际上，认真如舒兹者，即便圣诞夜也不停思索事业如何开展。2007年12月24日〈Burning the Midnight Oil〉这篇，就以经营大事业的角度看待“节日”这回事，他说，节日是人们对数字信息需求最高、系统负荷最大的时刻，在他眼中，也是推广品牌最好的时机。“Please take the time to rest when the work is done. Remember, the differ-ence between humans and computers is that our uptime is a function of our downtime.”（完成工作后，请各位把握时间休息。记住，人类与计算机之间的区别就在于，我们休息是为了更好的工作。）”说到底，还是工作、工作、工作，事业规模不进则退，大企业首席执行官一刻也不得闲。


1月逛书市


增进成功与幸福的可能性



书　名：超越权力，看见影响力



（Power and Influence: The Rules Have Changed）



作　者：罗伯特·迪伦许奈德（Robert L. Dilenschneider）


我了解权力是什么，身为资深企业领导人，我行使过权力；身为众多杰出主管与决策者的顾问，看他们行使权力，对我来说有如家常便饭。我知道如何才能登上顶端，不论是在美国企业界、慈善事业，或是在世上无数的领域都一样；我知道在人类世界拥有权力所需的代价。我曾身在其中。


打开成功大门的钥匙


在现今这个时代里，科技变化让各行各业产生极为焦虑的心情，毕竟这是全球化的时代，界线变得模糊，想法、资本和人们都可以比以往更自由地跨越疆界。如果说其中有某种连接一切的东西，那一定是科技。数字通讯影响了商业、政治、经济成长和教育，而且所造成最根本的影响，便是人们对个人未来的看法。

大部分的人都不懂权力，也不懂权力能为自己做些什么，常是空有绝佳的技能与才华，却无法全力发挥潜能获得眼前的一切，让自己感到十分痛苦；配偶或身旁重要的人也会感到痛苦，还有小孩、亲友都一样。随着科技变迁，让大家对专业社会的需求更急切，上述折磨也随之加深。

相较之下，有某些成功人士找到了特殊的钥匙，得以在混乱的全球化世界中打开通往成功的大门。通过那扇门后，便能获得许多选择与机会，全是大多数人希望拥有的。当然，这些成功者所做的不只是单单走过那扇门，还会用智慧和远见把握选择与机会；不但是为自己的生活或所属机构做好计划，还能迅速实行计划。

在这个世界中，个人地缘政治比地理重要，没有任何一秒钟可供浪费，用来懊悔事情原本可能会有什么样的发展。不论你的人生处于什么样的低潮时期，都可以在此刻重回岗位；即使之前你根本无法做到也一样。大门正逐渐打开，这扇门曾经有紧闭的时候，阻碍你的是社会阶级结构、收入、学历、无法前往金钱与权力中心等限制，但如今一切都已经改变。今天你需要的是一种想法、一些勇气，以及阐述想法的能力。一旦明白如何阐述自己的想法，获得支持你的群众，同时了解如何拓展这个想法，对广大社会产生极高贡献，可能性将永无止境。

最深刻的一句话——

不要威胁别人；假如要拿枪指向别人，就要做好扣下扳机的准备。


科技是共通的语言


专业的领域正在改变。若你的专业领域或业界还没有大幅翻新，就可说是接近濒死边缘了。抗拒这些科技现实，或是无法适应日常生活中的新科技，代表着你可能会失去工作。这不只是因为科技无所不在，也是因为忽视科技会让人陷入绝境，就连白领专业人士都变得非常依赖科技。

科技是共通的语言，无须归属任何宗教或信仰都可以使用。你只需到Google位于加州的园区，或是其它公司，如微软位于华盛顿州的办公室，便可以看到社会背景不同、来自数十个国家的男女聚集在一起工作。在科技产业中所需的只有表现，人们祈祷时使用的语言并不重要。

科技也成为万用的“辅具”，可让不同国家发展更紧密的政经关系。例如：在2005年，美国布什总统主动向印度总理曼莫汉·辛赫（Manmohan Singh）做出的发言中，就提及印度工程师和程序设计师对硅谷的贡献。布什总统也承认印度的市场开放度提高后，为美国众多企业创造出极大商机，其中包含生产科技硬件的公司在内。这带来什么结果？那就是全球历史最悠久的民主体系与全球最大的民主体系间，双边的贸易和外交关系都更加稳固。

数字时代的来临，让人们应该住在何处或在哪里工作这件事，更显得无关紧要。今天你可以选择住在加州，但不是为了要在硅谷工作，单纯只是因为加州拥有美国最宜人的天气；也可以选择住在印度中南部的古城海得拉巴（Hyderabad），或者阿拉伯联合大公国七邦之一的杜拜（Dubai），却不一定非得在当地上班。科技让所有人都可以电子通勤（telecommute），像我就认识一位住在马尼拉的软件设计师，但所属公司的总部却设在迈阿密。


准备好重新出发


当你拥有权力时，一定要了解权力可能很快就从手中消失，因此必须了解怎么应付这种情况。我一直都很推崇史帝夫·乔布斯（Steve Jobs），他与朋友史帝夫·沃兹尼克（Steve Wozniak）在加州那间著名的车库里，一起创立苹果计算机（Apple Computer）。沃兹尼克打造了苹果计算机，却因为企业里的政治因素而被董事会开除。至于乔布斯呢？他怎么做？乔布斯成立另一家公司皮克斯（Pixar），专门制作动画，而且成为动画产业的个中翘楚。最后，当苹果计算机在后继者的领导下面临失败时，董事会又请乔布斯回锅担任首席执行官。接下来发生什么事？乔布斯发明了iPod及其它非常成功的产品。事实上，他是以重新塑造自己的方式，重新塑造苹果计算机，而且还一并成功地对抗癌症。

乔布斯当时已经准备好在皮克斯卷土重来，而且在他回到苹果计算机时，也做好要重新出发的准备。乔布斯从未失去自己的愿景、从未失去自己的动力，也从未让权力冲昏了头。乔布斯是真正的权力玩家，这类型的人都拥有绝佳的复原能力。在2007年初，乔布斯显露出自己还偷留了几手。他设计出iPhone，一种比智能型手机还要有智能的手机，除了没办法煮咖啡外，这款手机几乎可以完成所有消费者想做的事。乔布斯是最先了解要整合通讯、计算机、电话和影像的企业家之一。

挑战在于愿意重新出发，而且乐于持续那样做，因为工作态度远胜过履历表上的经验。不断碰钉子的情况，让史帝夫·乔布斯的态度有了180度转变，你可以看到乔布斯与人共同创立的苹果计算机拥有什么样的地位；该公司的iPod在5年内销售近8千万部。现在乔布斯又推出iPhone，这款智能型手机结合了通讯、音乐、影像和计算机等功能，即将掀起行动电话产业的革命。他也将公司名称改为“苹果公司”（Apple, Inc.），表示苹果将不再只生产计算机，而会更积极进军消费性电子产品市场；该公司在成长与获利方面的潜力，似乎都不可限量。


思考创新，并且把握机会


主管和专业人士必须对科技发展有足够了解，以决定哪一层面是必须学习的。缺乏科技能力的人只能赚得微薄薪资，工作也可能被外包到印度或菲律宾等国家，因为当地的劳工成本远低于一般水平。讽刺的是，在数字时代里技术人员或粉领阶级（pink-collar）的工作不再安稳，因为这些工作所需的技能愈来愈稀松平常。你必须要能预料到眼前的科技变迁，或是更有远见一些，这也代表你必须要下一番苦心去研究。

已故管理大师彼得·德鲁克在90年代初期，经常在文章或谈话中提到混乱就是机会。现在唯一不同之处，只是混乱的规模更大、程度更高而已，当然也代表有更多的机会。我非常推崇史林纳斯·史林尼凡森（Sreenath Sreenivasan）教授，他总是能抓住机会行动。1994年时，史林尼凡森协助哥伦比亚大学创立新媒体（New Media）课程，目前在美国境内，他是使用网络方面无庸置疑的权威。当问到史林尼凡森如何抓住这个机会时，他说：“当我第一次发现新媒体和因特网时，对我来说有如第一次看到彩色电视机一样。我还记得当时兴奋的感觉，也记得第一次看见网站时的心情。当时的网站还很呆板，而且全是文字，但我们确实拥有看见世界在眼前展开的可能性，让人感觉前途无量。当时我认为这项发明即将改变我们的生活，我自己的生活肯定也会有所不同，尤其我又是那种喜欢谈论世界与相关议题的人。”

“每当有新科技或新媒体出现，就会有某些人感到无法确定未来的走向。人们被局限在旧媒体里，或是与旧媒体间存在着利害关系，除非人们愿意保持开放的心态，否则就极有可能会抵抗新科技或新媒体。事实上，我们可以看见这种情况，正是因为有了新媒体及网络的进化，而广播业、电视业和印刷业的人，都采取许多方法加以反抗。当然，也有其它的组织踏出脚步，接受转变。因此最大的挑战，其实是人们必须了解这种媒体并非只会危害旧媒体，反而是能协助改善旧媒体。新媒体可以帮忙带来新客源，还可以用以往办不到的方式报导消息、提供信息。”

在我的职业生涯中，史林尼凡森教授是我有幸认识的杰出人士之一，这些人都拥有敏锐的观察力，能察觉即将来临的转变，并适应这种文化。


承受批评，绝不妥协


在开始流行写博客之前，有种行为称为“网络论战”（flaming），是针对某人提出无礼批评，并张贴于网络的各个告示版上。任何人都可以表达自己对某公司主管或产品的不满，还有些人会散布关于别人私生活的恶意谣言，企业高阶主管尤其容易受到这类攻击。

部落圈（blogosphere）及天马行空的网络聊天论坛，几乎包含了世界上所有的主题，因此也让大家在私生活或工作方面受到攻击的机会呈倍数成长，特别是对某些名人而言更是如此。正因部落圈创造出开放且未经过滤的扩音器，只要拥有计算机和调制解调器的人都能使用，让现代社会有了一种显著的特色：无礼至极。

总会有人试图利用信息打压你，这点无庸置疑，你必须保持警觉。我的某位客户就雇用一名员工，专门打电话或写信给对他或公司做出负面批评的人。在进行面对面的谈话或通电话时，那些做出冒犯之举的人通常都会道歉。然而，大多数人无法承担进行这种追踪行动的压力，也没有时间可以去做。那我们该怎么办，忽视批评吗？或许正该如此。你一定要记住，在留下多次重复的印象后，才会让大众的心中抱持某种观点或想法，光靠一次印象绝对不可能办到。

博客不是只有负面的影响，你其实可以在网络上建立正面的对话，尤其是当你觉得自己遭到误解时。那些能够反映自己本质的积极发言，会是大家解读你这个人的关键因素。单单是一个字就会产生很大的差异，因此在网络上发言时必须非常谨慎。

我们必须了解，现在已经是个美丽新世界，如果不愿意适应，很可能会失去身边珍爱的一切。必须准备好承受损失、羞辱和尴尬，同时最好能了解离开竞技场后，如何在不让自己价值观妥协的情况下重新振作的原则，就像罗素·克洛（Russell Crowe）在电影《最后一击》（Cinderella Man）中饰演的伟大拳击手詹姆士·布莱达克（James Braddock）一样。

布莱达克展现出，保有尊严和拥有自我之感极为重要。当你在换跑道、换工作，或试图东山再起时，你可能会想：“我真的有这个价值吗？我是不是之前犯了错？是不是有什么问题？”你不该有这些想法，要告诉自己：“我就是我。我有才华、有志气、有热情，我一定能成功。”

在下定决心面对困境后，你还需要朋友和人际网络，而且很重要的一点是，你必须仰赖所拥有的特殊技能，才能让自己与众不同。通常这意味着要建立个人数种专精的领域。在这类地位稳固建立之前，请先远离变动过于迅速的竞争。只要你想得到的职业，几乎都变得非常具有竞争性。你必须保存个人和专业的资产，并以其为基础向上累积。

高阶主管们必须了解，拥有优势就等同于你必须授权给其它人，尤其在企业界更是如此。我认识许多最睿智、最成功的首席执行官，会以巧妙的方式，将自己工作上的权力慷慨授与同僚。获取及运用企业权力时，不应该局限在公司内部，也可以聪明大方地运用在社会正义、永续发展、人权和环保等方面，现在已有愈来愈多的公司，将此视为企业社会责任目标的一部分。


别忘了分享权力


新科技时代着重的是分享。行使权力绝对意味着向无权者伸出援手，绝对意味着要拥有独具一格的生活，也绝对意味着会自行思考如何创造个人名声，让大家知道你会培育善意、累积善行，以及协助他人的志向更进一步。在公司阶层中无情踩着别人往上爬的老板或专业人士，或许可以到达顶端，但绝不会得到尊敬。

分享你的收益或权力（或者说是将权力赋予他人），代表你认清自己有多么幸运。不论形式是金钱、时间、智慧、精力或关系，你都必须要回馈，因为那是正确的举动。成功不可能光靠一个人，你之所以能有今天的地位，是因为有许多人的帮助。有很多失去权力的人需要别人赋予权力·正如我的朋友艾伦·古德曼（Allan E.Goodman）和莱诺，巴贝尔（Lionel Barber）总是挂在嘴边的话：“真正的权力玩家从没想过要有权力。”我想只要你付出辛勤努力、恪守规范，并且遵循某种方式行动，那就会是自然而然的结果。我认为，若是为了拥有权力而去追求权力，就犯了很离谱的错误。
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编辑推荐学习重点


	学习在数字时代辨识正确的信息来源，运用科技协助自己拥有权力和影响力。

	如何在获得你寻求的权力和影响力后，正面回馈给社会。
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