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主题广告牌
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重要概念


凤凰企业（The Breakthrough Company）


本期作者麦法兰（Keith McFarland）曾问管理大师杜拉克（Peter Drucker）：“要如何分辨一家公司是否能日益壮大？”杜拉克回答说：“这得写一本书。”于是麦法兰用5年时间，深入研究分析世界最大的成长企业绩效资料库，并拜访分布4大洲、超过1500位成长企业经营者，以找出凤凰企业的秘诀。最后挑选出9家已蜕变成产业要角、年营收超过2.5亿美元的企业，这项长期深入研究让麦法兰可以看出使这些企业得以突破、成长的经营模式。

小企业会因为成长而失去原有的优势，但是凤凰企业却能发现不同的着力点。凤凰企业用心倾听敢言的员工，也会向外界借点子。麦法兰表示，就像精明的营造商利用鹰架，企业也懂得利用企业世界版本的鹰架，去建构自己的企业，他们依赖外界的支援和架构，来建立自己的业务。凤凰企业会积极参与同侪团体，或是和地区的研究大学保持密切关系。像是软体业者SAS和北卡罗莱纳州的研究人员互动频繁，Fastenal和明尼苏达大学合作，Paychex善于运用大型投资银行的产业分析师，掌握产业的趋势。

凤凰企业不但善于招揽人才，更懂得留住人才。全美最大螺丝代理商Fastenal的25位高层员工，平均年资23年，这表示在1985年加入的员工，今天还在这家已壮大为20亿美元营收、员工1500人的企业中服务。Fastenal虽视节约为美德，但对员工训练却出手大方。凤凰企业认为公司要茁壮，就必须创造一个可以让员工轻松自在学习和生活的企业文化，促使员工不断成长。凤凰企业也擅长解决企业内部纷争。经营商业中介的Staubach，公司里的两位经纪人曾因为佣金问题吵翻天，创办人史道巴赫（Roger Staubach）的处理方式是，把两人叫进办公室，并在桌上放一叠钞票，告诉他们：“我打算要把这笔钱捐给慈善机构，而且以后只要有人为了钱而发生口角，我们就为世界做些善事。”


毒嘴／反派意见（Insultant）


凤凰企业了解今天适用于公司的道理，明天未必仍然适用。必须要营造出一种气氛，让大家都敢于针对经营上的既定观念，坦率提出自己的质疑。凤凰企业的领导人可以容忍员工对自己发想的业务、策略嗤之以鼻，员工指出公司哪一点不对，并不会被人叫他们闭上嘴巴，因为这些企业都是由有心想找出最佳点子的人所组成的。

例如，人力资源服务公司Paychex的创办人葛利沙诺（Tom Golisano）原本排斥代收工资税，认为公司应该把重点放在薪资处理，代收工资税会让公司分心，不过业务主管杜瑞克（Walter Turek）锲而不舍，终于让他决定试试看。结果这项业务缔造佳绩，对企业获利贡献可观。服饰连锁业者Chico创办人葛拉尼克（Marvin Gralnick），认为即使公司亏钱，也要坚守低价路线的核心业务，等到葛拉尼克辞去首席执行官改为担任董事长后，新任首席执行官爱德蒙兹（Scott Edmonds）结束公司营运，改走连锁模式的高档服饰“白宫黑市”（White House Black Market），去年就赚进3.6亿美元以上，创造全美服饰零售业最高坪效，也写下该产业最高获利率。

英特尔之所以能兼具纪律与创意两种极端特质，长期居领导地位，就是仰赖特有的“建设性的冲突”。在英特尔，刚进公司的基层工程师，也可以在会议上直接对着现任首席执行官欧德宁（Otellini）进行质问。英特尔有一套方法让冲突具有建设性，包括：界定冲突本质、有效针对冲突进行沟通、明确达成协议与执行。英特尔不怕冲突，反而担心组织意见太一致，容易僵化，没有创新的能力。英特尔鼓励对事不对人、将建设性摆在前的对抗。


延伸阅读


企业火星计划（Breakthrough）



比尔·戴维森（Bill Davidson）


世界最成功的企业攀上顶峰并保持不坠的秘诀，就是不断自我挑战，设定极高的目标，然后整合力量，获致突破性的成果。企业达成突破的成功公式如下：


	瞄准目标：找出企业认同的目标，唤起大家的注意力

	预备：拟定策略，并建立明确可行的作业流程

	发射：集中资源追求一个异想天开的目标



成功突破的关键不在公司的年龄，而在领导者的心态与哲学。本期还提供8大策略原则，帮助企业领袖创造成功的突破周期。


成长攻略法则（Double-Digit Growth）



麦可·崔西（Michael Treacy）


对任何企业而言，“成长”有如氧气之不可或缺。成长中的公司欣欣向荣，并能吸引各路英雄好汉与资源，产生更多正向循环能量。在针对130家年年获得2位数成长的组织进行研究发现，企业要达成稳定成长，其关键因素是熟悉下列5项重大成长课题：


	保持现有成长

	把竞争对手的业务抢过来

	成长机会在哪，就往哪去

	侵入邻近市场

	持续投资新业务线



凡是能按部就班、创造兼具5大成长课题的均衡组合，企业就能维持成长不坠，一举攻下2位数的业绩成长！



五分钟摘要





英文



在全美的新创企业里，只有大约0.1％的企业营收能达到2亿5000万美元以上，而在这些营业额达2亿5000万美元的企业之中，又仅有1/3，差不多是总体的0.033％，营业额能够上冲到10亿美元。大多数企业都是从小规模起家，然后就原地踏步，只有寥寥可数的几家有办法从麻雀公司一飞冲天，成为凤凰。

因此我们要探讨的是，这些麻雀变凤凰的小公司到底做对了什么？为了寻找答案，我们研究了7000余家曾名列《企业杂志》500大成长最快企业，其中有94家营收超过2亿5000万美元，然后再依据年营收成长率、股东权益报酬率和纯益率3大基准，从中挑选出9家表现最优异的企业。接着再针对这9家企业进行为期5年的研究，试图从中归纳出“成功祕诀”。

我们从这项研究中发现，有6大破茧策略，使这几家凤凰企业能够从平凡的同业中脱颖而出。这些企业将这6大破茧策略落实得相当彻底，而看来就是这些策略使这几家企业有能力成为业界的佼佼者。如果你也想穿过这个窄门晋身其中，采取这6大策略会是很不错的第一步。

“在我们研究这些凤凰企业时，发现了一个最重要的问题，那就是想要造就独立的组织，不只要靠创业型领导人，组织上下也必须有志一同才行。”


“你的公司是否正在打造远高于公司领导人个人之上的宏图大业？有太多领导人容易在达到某个程度的成就之后，把组织当成是个人的延伸。而投资业和财经媒体也要负起部分的责任，让企业领导人个人独享优厚待遇的，往往就是他们；但只要他们愿意深究，或许就会发现，一个组织的成功一定是众人努力的心血结晶。”

——麦法兰





MAIN IDEA





中文



Only about one-tenth of one percent of U. S. start-up companies ever achieve revenues of$250 million or more. And of those companies that reach $250 million in sales, only one in three—about one-thirtieth of one percent—will grow to reach $1 billion in sales. Most companies tend to start small and stay that way. Only a handful ever manage to "break through" from small company status and become large enterprises.

So, the question is what are these breakthrough companies doing right? To look for answers, more than 7000 entrepreneurial companies that appeared on Inc. magazine's annual list of the 500 fastest growing companies were studied. Ninety-four of these companies have revenues of $250 million or more. From that pool, the nine best performing companies in terms of annual revenue growth, return on equity and return on sales were determined. Those nine breakthrough companies were then analyzed over a five-year period to try and identify the "secrets of their success."

What emerged from this study was that there are six practices that distinguish the breakthrough companies from their everyday counter-parts. Breakthrough companies do these six things well, and that seems to underpin their ability to make the transition to major-player status in their fields. If you aspire to join this rather exclusive circle, a good starting point would be to make these six practices your own.

"One overarching theme we uncovered in studying the breakthrough companies is that it takes more than just the entrepreneurial leader to create a sovereign organization—it requires the organization as a whole to buy into the concept as well."


"Is your company building something that is far bigger than its leader? Too many leaders, after they achieve some level of success, tend to make their organizations all about them. The investment community and business press share the blame; all too often, they are the ones bestowing the royal treatment on these individuals when perhaps, if they dug a little bit deeper, they would discover that an organization's success is always the result of the efforts of many people."

—Keith McFarland





破茧策略1　组织导向的做法　
英文
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主要观念

凤凰企业不会以创办人的需求、喜好或一时念头为目标，而是有一套基本理念，认为应以组织利益为最高指导原则。凤凰企业会致力于高过个别员工、甚至是公司创办人的目标。

支持概念


“瓶颈总是在瓶子的顶端。”

——彼得·杜拉克



凤凰企业的创办人通常会以公司为尊，而非以自己为尊。换句话说，他们会致力于高过任何个别员工（甚至是首席执行官）的目标。这类创办人把公司的利益置于个人喜好之上。明智的凤凰企业领导人不会试图去建立员工对他个人的忠诚，而是会为组织的发展尽其最大努力。

凤凰企业通常都会历经下列4个成长阶段：
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在一人乐队阶段，公司的管理阶层多半亲自参与公司营运，或是管理技术面向。当公司成长到氏族聚落阶段，经理人就会开始花一部分时间从事领导与传授的工作。随着公司规模继续成长，他们投注在传授上的时间也就会跟着增加，然后经理人就会变得像是村落长老一样；而等到公司已经可以运转自如，形成独立的组织时，管理阶层的大部分时间就会花在处理领导、传授与规划策略这些方面。

有个被广为接受的观念认为，如果希望公司能长远发展，就必须随着公司的成长与演进，汰换掉在草创阶段表现杰出的创业型领导人。这个观念未必正确，虽然领导人在第1、第2阶段所利用到的优点，确实可能会在第3、第4阶段变成弱点，不过他们还是可以随同公司的成长而改变和进步。

如果公司创办人日后能够从公司营运面的操作技能，转型为传授和策略规划等精鍊技能，那么其实没有合理的理由去汰换他们。事实上，反过来留下这些人才是对的。有些元老从公司草创时期就和公司并肩作战，如果大企业能够拥有这种人才，会是一大优势。唯有在创办人无法改变自己的领导方法时，公司才不再需要他们。新企业的创办人难免要一心多用，但是过一阵子就没有必要，也没有意义。

凤凰企业通常会运用多种不同方法，努力建立起独立组织，包括：


	以客为尊——或者换言之，专注在研究顾客想要什么，而不是公司现在是什么状况。当公司以顾客需求为第一要务时，好处就会跟着来。

	企图心要高——要有打造卓越企业的雄心壮志，不要只想着能继续经营就好。员工会因为朝远大愿景前进而士气高昂，凤凰企业的创办人了解也体认到这一点，因此会抱持很高的企图心。

	避免妆点“公司门面”的虚华——把豪华的办公室、夸张的津贴或公司专机等念头统统放下。凤凰企业一定会付给高阶经理人符合行情的薪资，可是除此之外，这些高阶经理人所获得的福利跟其他员工都会被一视同仁。这样能促成一种心态，就是领导人的责任是建立独立的组织，而非自己的领地。

	转换现行的领导方式——不要再当“司令官”，而是要当“指导员”。司令官会开除员工，然后从外面找人来完成任务。指导员却了解到，员工即使有心做好，但可能并不具备最杰出的技能组合，因此会和员工一起努力，灌输员工必要的关键知识与能力。

	千万不要让员工的忠诚变成公司的负担——假如说怎样教都教不好，这时凤凰企业的领导人就会快刀斩乱麻，要不把员工调到能有所贡献的职务，要不就是帮员工在其他更能运用他们才能的组织找到工作。

	促进“自由沟通”——也就是说如果希望让员工大吐心中意见，就要营造开放的沟通环境，允许所有员工随时能够跟你畅所欲言。

	让员工分得好处——给予每位员工职涯发展的机会以及对等的财务奖励，让员工志愿参与高于他们个人的重要计划，这对招募新人和留住员工也大有帮助。





Breakthrough Principle 1　Organization Centric Approach　
中文
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Main Idea

Breakthrough companies are not built to meet the needs, preferences or whims of their founders. Rather, there is an underlying belief what's good for the organization should come first. Breakthrough companies are committed to building something that is larger than any of their individual employees, even the firm's founders.

Supporting Ideas


"The bottleneck is always at the top of the bottle."

—Peter Drucker



The builders of breakthrough companies typically "crown the company" rather than "crown" themselves. In other words, they work to build something that is bigger than any one person, even the CEO. They put the interests of the firm above their own personal preferences. Instead of attempting to build loyalty to themselves, savvy breakthrough company leaders commit to doing the best job possible for their organizations.

Breakthrough companies generally go through four distinct stages of growth:
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In the one-man band stage, the company's management are pretty much personally involved in running the business or managing its technical aspects. As the company grows to become a tribal clan, the managers start to spend a little of their time leading and coaching. The proportion of time allocated to coaching increases again when the business grows further. The leaders then become like the village elders. By the time the business has taken on a life of its own and has become a sovereign organization, the bulk of the management's time is allocated to leading, coaching and shaping strategy.

There is a widely accepted belief that entrepreneurial leaders who are good at the start-up phase need to be replaced as a company grows and evolves if it is to do well. That's not necessarily true. While it's true that the strengths that entrepreneurial leaders call on during stages 1 and 2 can become weaknesses during stages 3 and 4, leaders can change and evolve as they go along as well.

If the business founder can move from having hands-on skills used in running the business to having well-honed coaching and strategy skills later on, there is no logical reason why he or she should be replaced. In fact, the opposite is true. Having people involved in a large enterprise who know the company's history because of their own hands-on involvement right from the start is an advantage. The only time an enterprise can "outgrow" its founders is when the leader fails to implement changes in his or her leadership approach. New business builders typically juggle a lot of balls at once, but later on this becomes far less necessary or desirable.

Breakthrough companies tend to use lots of different approaches in their efforts to build a sovereign organization:


	Crown the customer—or in other words stay focused squarely on what customers want rather than what is happening in the company. When companies make the customer's needs their top priority, great things happen.

	Aim high—set out to build a great company rather than doing the bare minimum required to keep the doors open. People get motivated by working towards bold visions. Breakthrough company builders understand and appreciate this and accordingly have a very high aim.

	Avoid all the trappings of a "corporate royalty"—forget about lavish offices, excessive perks or corporate jets. By all means, break-through companies pay their executives market rates, but in all other respects breakthrough executives have the same benefits package as everyone else. This engenders the mindset that these leaders are expected to build a sovereign organization and not a personal fiefdom.

	Shift the prevailing leadership style—away from being a "commander" and instead become more like a "coach." Commanders fire people and bring in outside replacements to get things done. Coaches accept that the people may not have the best skill sets even though they mean well and therefore work with them to instill the know-how and abilities that are required.

	Never let someone's loyalty become a liability—if all the coaching in the world can't get people where they need to be, then breakthrough leaders act quickly. They either move people to a role where they can make a genuine contribution or they help them find a position with another organization that can better use their talents.

	Encourage "chaotic communication"—meaning have an open door policy when it comes to allowing people to get things off their chest. Make it permissible for anyone to come in and discuss whatever they want at any time.

	Cut people in on the action—give everyone growth opportunities and corresponding financial incentives. Let people sign up for projects that are important and bigger than themselves. This will also boost recruitment and retention.





破茧策略2　不断逐步加码　
英文



主要观念

凤凰企业会在持续成长的过程中不断“加码”，随时间不断把赌注加大再加大。这些企业绝不坐享清福，而是继续投入风险一次比一次大的商业赌局，随时准备好让公司更上一层楼。
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支持概念

愿意保持加码，一次又一次下更大的赌注，是凤凰企业的一大特征，然而这些赌注并不是随随便便乱押一通的。凤凰企业所进行的投资，能够随时间不断增加公司的胜算。企业为了创造竞争优势，根据之前下的赌注再次加码，通常能够产生累积效应。

经营公司基本上会要做5种赌注：


	市场赌注——投注资源针对新兴市场开发新产品，乘新市场成长茁壮之前抢占先机。

	流程赌注——设法求取比竞争对手更佳的效率。

	资源赌注——投资在求取新的能力上，或是抢进新的市场利基。

	部位赌注——配置在特定资产上，完全不考虑其他选择。

	通路赌注——只在特定通路提供产品，而不选择其他通路。



凤凰企业不见得会冒大风险，它们之所以能成长，反而是因为懂得有效而谨慎地投下经营赌注。要做到这点，可以采取以下诀窍：


	了解自己在玩什么游戏——很多凤凰企业的高阶经理人就是自家产品的爱用者，产品哪里好、哪里不好他们知之甚详。

	计算成功机率——凤凰企业会做足研究，因此很清楚自己所冒的风险有多大。

	了解对手——进到竞争对手的思维，探讨对方的想法。这样做可以有效预测竞争对手未来可能会如何反应。

	对自己的优缺点了如指掌——凤凰企业有自知之明，会检视自己，并非常诚实地面对自己的优点、缺点，以及带动绩效的主要力量。



诚然，并不是每一家企业所下的每一笔赌注都能稳操胜算，而凤凰企业也不例外。然而，称职的领导人懂得区分哪些赌注可以让公司更加卓越，哪些则是在冒险。凤凰企业通常精于计算成功机率，懂得增加自己的胜算。

那么，这些凤凰企业的高阶经理人到底如何判断哪些赌注可以押、哪些应该避？这本身就是一门艺术。简单来说，大多数经理人往往会采取一套称为“剥洋葱”的程序，也就是鼓励热烈的辩论，讨论那些赌注可以驱策公司朝策略目标迈进。剥洋葱的过程就像下图：
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要准备下大注，就要先了解这项决策会牵涉很多层面，就像是一颗洋葱一样。因此，在决定是否要下注之前，先问自己：

1　目标是什么？

公司对于未来发展的愿景，是要不断成长，让公司能够成为业界佼佼者，还是只要做个小角色就好？这个赌注是否有助于我们达成公司的目标？

2　如果不下这个赌注会有什么后果？

如果竞争对手有所动作，而我们放弃跟进同一个新市场，或者要保住现有市场，能不能禁得起相关损失？我们该向对手发出什么讯号，表明我们保住市占率的决心？这个赌注能不能让市场的竞争态势对我们有利？

3　这个赌注跟公司其他赌注能否相辅相成？

我们是否能借着多项赌注创造出某种综效？能否以某种合理方法联结起各项赌注，创造大幅跃进的收获？我们有没有资源可以同步追求多重目标？

4　有没有可能两面下注？

我们能不能多做点什么来增加成功机率？一旦决定了，就不要分散心力，全力做到好，可是有没有其他行动是我们应该要考虑的？

5　要怎样知道何时该收手？

该在什么时间点认赔，转换跑道？最好在压力来临之前，就事先决定好。



Principle 2　Breakthrough Keep Making Progressively Bigger Bets　
中文



Main Idea

Breakthrough companies keep on "upping the ante" as they continue to grow. These firms make bigger and bigger bets over time. Rather than resting on their laurels, breakthrough companies continue to play games that have higher and higher stakes. They position their firms to keep moving forward at all times.
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Supporting Ideas

Their willingness to regularly up the ante and make progressively larger bets is a distinguishing characteristic of breakthrough companies. However, these are not reckless bets placed in a random fashion. Rather, breakthrough companies make investments that over time tip the odds in the company's favor. There is often a cumulative effect as business bets build on each other to create competitive advantage.

There are five basic types of bets in business:


	Market bets—where companies invest in developing new products for emerging markets before those markets become large and substantial.

	Process bets—where companies try to gain efficiencies that are greater than those of their competitors.

	Resource bets—companies invest to acquire new competencies or to jump-start entry into new market niches.

	Location bets—where companies deploy specific assets at the expense of all other options.

	Distribution channel bets—making product available in one distribution channel rather than some other alternative channel.



Breakthrough companies aren't necessarily big risk takers. Instead, they grow by mastering the art of making effective and prudent business bets. There are several ways to achieve this:


	Understand the game they're playing—many breakthrough companies have executives who are experienced users of their products. They have a great feel for what's great and what's not.

	Calculate the odds of success—breakthroughs do enough research so they understand the risk they're taking.

	Understand the other players—get inside a competitor's head and appreciate where they are coming form. This can give some great clues on how they are likely to react in the future.

	Understand their own strengths and weaknesses in depth—breakthroughs have the self-awareness to look in the mirror and be brutally honest about their strengths, weaknesses and key drivers of business results.



Now admittedly, not all the bets any company makes will always pay off, and breakthroughs are no different in that regard. Effective leaders, however, learn how to distinguish between big bets that can drive the company upwards and risky bets. Breakthroughs tend to be good at calculating the odds and learning how to tip the odds in their own favor.

So how exactly do these breakthrough company executives decide which bets to place and which to avoid? This is an art form in and of itself. The process most of them tend to use is called "peeling the onion" for short. It is based on a process of encouraging spirited debate about which bets will propel the company towards its strategic objectives. Peeling the onion goes something like this:
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In preparing to place a big bet, we realize this decision has multiple layers, like an onion. Therefore, before we decide whether to move forward or not, we ask ourselves:

1　Where are we headed?

Does the vision we have for the future of our enterprise require us to keep growing so we can become a major player in our industry, or are we content to be a bit player instead? Is this the right bet to position us to achieve our goals for our company?

2　What will be the consequences of not placing the bet?

Can we afford not to go after a new market or defend an existing one in light of what our competitors will do? What signals do we want to send to our competitors about our willingness to defend our market share? Does this bet tilt the competitive dynamics of this market in our favor?

3　How does this bet correlate with our other bets?

Are we creating some kind of synergy by making multiple bets? Can we link them together some way that makes sense to generate exponential gains? Do we have the resources to pursue multiple directions simultaneously?

4　Is there any way we can hedge this bet?

Can we be doing some other things that will enhance our chances of success? We won't hedge on our commitment to making it work once decided, but what other actions are available and worth considering?

5　How will we know when to fold?

At what point will we declare this to be a losing bet and move on to other things? It's better to decide this in advance before the pressure comes on.



破茧策略3　有系统地建立品格　
英文



主要观念

凤凰企业没有时间拟定价值主张，或是在企业文化的问题上伤脑筋，它们只会忙于做到言出必行。凤凰企业借此为组织注入品格，让员工展现出应有的作为。
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支持概念

凤凰企业都以品格为基础，不会永不休止地辩论着价值主张的内容，而是付诸行动，展现出符合公司理念的作为。品格多半可以从企业对待顾客和员工的方式看出来。

尤其，凤凰企业会采取4个能建立品格的做法：


	相信必须给员工公平的待遇——并且善待员工。凤凰企业不会像有些企业，让高阶经理人享有认股选择权，可是却只给基层员工差强人意的工作环境；相对地，在大多数凤凰企业中，每一位员工都能获得一视同仁的对待。这种要求公平性的标准，也会延伸到对待顾客上面。

	信任员工——而且会尽全力让各阶层的员工都能有表现的机会。凤凰企业通常喜爱雇用有品格的员工，然后会以员工希望的方式来加以训练，而不是先求能力再培养品格。这么一来，员工自然就会有好的绩效。只要找到具有品格的员工进来，凤凰企业就会授权给员工，相信他们会做对的事情。

	当策略型的“吝啬鬼”——意思是说，要俭朴过日子，不要挥霍巨资在昂贵的大楼和虚华事物上。大多数凤凰企业习惯勒紧裤带，而这种心态不论是否在草创阶段都会继续保持。凤凰企业以在非必要之处撙节开支为荣，因此能够有更多预算可以花在必要的地方，这就是所谓策略型的吝啬鬼。凤凰企业会对高阶经理人相当吝啬，也因此有较多经费可以投资在员工训练上。

	努力信守承诺——简单来说就是，凤凰企业一心想要实践承诺。因为这些公司的领导人会言出必行，所以他们说话非常谨慎，对于董事会和营收预测也相当慎重，不会视为不痛不痒的公关活动。当凤凰企业说出自己的理念，就会用实际行动去支持自己的理念。言行确实一致，也支持了这些企业在组织内部建立品格的各种努力。在这样的背景下，凤凰企业会格外卖力去超越顾客的期待。



要探讨任何组织的品格时，有2个因素是很清楚的：
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	许多凤凰企业的领导人都认为，在组织上下建立品格，是身为领导人的第一要务，而让组织的行为符合良好的品格，则是至关重要的事。如果这表示公司必须花钱去实践承诺，那就去做。当大家都言出必行，品格就自然会表现出来。

	品格不是光用说的就能让人了解，凤凰企业的员工会特别努力去做。对他们而言，即使早就超过打烊时间还是拜访顾客，并且做出各种以客为尊的举措，也都是稀松平常。




关键思维

“求进步一定会有风险，把脚一直踩在一垒上，就无法盗上二垒！”

波利斯·巴斯特纳克《齐瓦哥医生》作者

“任何经过安排、规划、陈述的，都不足以涵盖整个真相，生命一定会溢出每个杯子的杯缘。”

弗列德列克·威尔克斯

“假如你想要造一艘船，与其找人去搜集木材、分配工作然后下指示，不如设法让他们对广阔无垠的大海充满渴望！”

安东尼·圣艾修伯里《小王子》作者

“重点在于：为了未来可能达成的境地，随时都要能牺牲目前所有的。”

查尔斯·杜博

“任何企业不论规模大小，都必须下大赌注，才能有大成长。下对赌注可以让企业赢得超越对手的优势，也可以增加企业成功的机率。”

“有些凤凰企业有正式的价值主张，有些没有。建立正式的价值主张，似乎跟企业培养有力的企业品格没有什么关系。”

麦法兰





Principle 3　Breakthrough Systematically Build Character　
中文



Main Idea

Most breakthrough companies don't have the time to draft values statements or fret about corporate culture. They're simply too busy working to align what they say with what they actually do. By so doing, breakthroughs infuse their organizations with character. They get their people to behave the right way.
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Supporting Ideas

Breakthrough companies have a bedrock of character. They don't endlessly debate values statements. Instead, they get on with it and act in ways that are consistent with what the company stands for. Character is reflected most brightly in the way the company treats its customers and its own employees.

In particular, breakthrough companies do four things that build character:


	They believe in giving people a fair deal—and treating them well. These are not companies where executives pick up share options while front-line workers are provided with barely adequate working conditions. On the contrary, everyone gets tarred with the same brush at most breakthroughs. And that same standard of fairness is extended to customers as well.

	They believe in people—and make it possible and feasible for people in all levels of the organization to excel. Breakthroughs typically hire people with character and train them the way they want rather than the other way around. In this way, performance tends to take care of itself. Once they have people with solid character on board, breakthrough companies put power in the hands of their employees and trust them to do the right things.

	They are strategic "misers"—meaning they live frugally rather than splashing lots of money on pricey buildings and trappings. Most breakthroughs are used to being cash-strapped, and this mind-set stays with them regardless of whether they are in start-up mode or not. Breakthrough companies pride themselves on cutting costs in the areas that don't count much so they have more money to spend where it counts. This is the strategic part of being a miser. Breakthroughs scrimp on the executive perks so there is more money available for investing in their people's training.

	They work hard at making their word count—which simply means breakthroughs are passionate about following through on their commitments. Because the leaders of breakthrough companies do what they say they will do, they choose their words carefully. Board meetings and earnings forecasts are treated with respect rather than like cynical public relations exercises. When breakthrough companies say they stand for something, they take solid action to back it up. This close alignment of words and deeds then underpins all other attempts to build character within the organization. Against this background, breakthroughs work exceptionally hard to exceed their customer's expectations.



When it comes to the character of any organization, two facts are clear:
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	Many of the leaders of breakthrough companies consider building character throughout their firms to be their number one priority. Building character and then acting in ways that are consistent with good character is of utmost importance. If that means the company has to spend money to make good on what it said it would do, then so be it. Character comes when people walk the talk.

	Character isn't something you talk about and people get the idea. Instead, the people at breakthrough companies go the extra mile. It isn't unusual for them to visit with customers well past their posted closing time and do all kinds of different things that show customers respect.




Key Thoughts

"Progress always involves risk; you can't steal second base and keep your foot on first base."

Frederick Wilcox

"What is laid down, ordered and factual is never enough to embrace the whole truth: life always spills over the rim of every cup."

Boris Pasternak

"If you want to build a ship, don't drum up the men to gather wood, divide the work and give orders. Instead, teach them to yearn for the vast and endless sea."

Antione de Saint-Exupery

"The important thing is this: to be able at any moment to sacrifice what we are for what we could become."

Charles DuBois

"Any company, regardless of size, needs to bet big in order to grow big. Good bets are how companies achieve advantages over competitors, and how they improve their odds of success."

"Some breakthrough companies had formal values statements and some didn't. The creation of a formal statement of values did not in any way seem to be related to the development of strong company character."

Keith McFarland





破茧策略4　借由结构性优势胜出　
英文



主要观念

小公司常因反应快，能满足顾客需求，同时还能保持低成本，而得以成功。凤凰企业能够想出务实方法，让上述优势得以大规模制度化，并致力于做好成本最佳化、顾客关系管理和因应能力。
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支持概念

在地球上的大西洋里头，有个地方叫做百慕达三角洲，常常可以听到飞机和船只在这里失踪。同样地，也有个商场上的百慕达三角洲，如下图所示：

小公司通常很擅长在这种商场百慕达三角洲中航行，因为他们：
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轻薄短小，灵敏又贴近顾客。

员工绩效卓著，愿意为了公司股份而领较低薪水。

固定费用低，调整容易。

组织结构单纯，在必要时容易进行变革。

许多公司最后之所以关门大吉，是因为想要从擅长航行于商场百慕达三角洲的小公司，转型为大型企业，随着规模的成长，这些公司的管理层级、固定费用和顾客数也跟着增加，使得这些公司愈来愈难在满足顾客所需的同时，继续保有低廉成本，以及迅速因应市场变化的能力。想要在商场百慕达三角洲的3个顶点间保持平衡，是一件困难的事情，因为每个顶点都有一股很强的拉力。假如向顾客保证在短时间内交货，那么就很难维持低成本，因为你得准备好存货才行。

为了让公司能够成长，它们必须要能把小公司的优势转化为持续性优势。这很难，却还是办得到的，只要做到以下几点：


	不要一直专注在降低成本，要开始建立可以带来成本最佳化的结构性成本优势。

	不要再专注于争取个别顾客上，要以巩固顾客关系和预测顾客未来需求为目标，建立起坚实的制度。

	在更为复杂的大型企业营运制度中，注入速度和因应能力。



凤凰企业会想出有创意的方法，将当初让公司茁壮的优势加以制度化和强化，借此悠游于商场百慕达三角洲之中。凤凰企业通常会采取4项行动来达成这个目标：


	会体认到想要建立结构性优势，就要先花钱投资——因此会在今日投资改善基础建设，才得以在未来持续维持较低成本。有些经营成本能够为顾客创造价值，而有些则否。凤凰企业会努力让能创造价值的成本做最有效的运用，同时将无法创造价值的成本或固定成本减到最低。

	避免让产品线过于多样化——而是会紧守住既有的业务和顾客。对于成长中的企业而言，想要在成长时切入新的方向是再自然不过的事，可是凤凰企业会继续紧守既有的业务，持续让顾客满意。

	将产品多样化的决定权以及时机交给顾客判断——只有在现有顾客要求之下，才会转往另一个产品线。这和“做了就有人买”的心态正好相反，凤凰企业只会在既有顾客拜托他们的时候，才会转到其他相关领域发展。

	避免增加管理层级——因为如果你想要扼杀速度、导致顾客不满，以及摧毁成本优势，这是最快的方法。管理层级愈多，就愈难听到顾客的声音。




关键思维

“要牢记能够让你从草创阶段成功发展起来的特质，比任何伴随公司成长而来的新特质都来得重要。”

史考特·库克　Intuit财务管理软体　公司共同创办人

“我们建立了这家公司，聘请我们请得起的员工。我们发现，现在一般的公司都不知道，只要能信任员工，他们其实都能胜任工作。”

李伊·海殷　Fastenal工业建材　供应商区域副总





Principle 4　Breakthrough Win through Structural Advantage　
中文



Main Idea

Small firms often succeed because they can react quickly and give customers what they want while at the same time keep costs low. Breakthrough companies figure out practical ways to institutionalize these advantages on a larger scale. They work on cost optimization, customer relationship management and responsiveness.
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Supporting Ideas

In the physical world, there is a portion of the Atlantic Ocean that is known as the "Bermuda Triangle." Planes and boats have been known to disappear there. In a similar vein, there is also a "Business Bermuda Triangle" something like this:

Small companies are usually good at navigating this Business Bermuda Triangle because:
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They are lean, nimble and close to customers.

They have high-performance labor working cheaply for equity.

Overheads are low and changing them is easy.

There is little if any organization to change when needed.

Many companies end up going out of business as they try to make the transition from small company navigation of the Business Bermuda Triangle to large company mode. As companies grow, they add management layers, overhead and more customers. It becomes harder and harder for them to continue giving customers what they want while at the same time keeping their costs low and having the ability to respond quickly to changes in the marketplace. Balancing the three points of the triangle is a difficult exercise because each has a powerful pull. If you guarantee customers short delivery cycles, it then becomes hard to keep your costs low because you'll need an inventory of goods ready to go.

In order for companies to grow, they have to transform those small company advantages into sustaining advantages. This is difficult, but it is achieved when companies:


	Move from focusing on cost reduction and instead start building structural cost advantages that will provide cost optimization.

	Stop focusing on individual customer acquisition and instead build robust systems centered on building customer relationships and anticipation of future customer needs.

	Build speed and responsiveness into more complex large-scale business systems.



Breakthrough companies navigate the Business Bermuda Triangle by figuring out creative ways to institutionalize and strengthen the advantages that allowed them to prosper in the first place. Breakthroughs typically achieve that by taking four distinctive actions:


	Breakthroughs understand that to build structural advantages, they have to spend some money—they invest in better infrastructure today so costs will be consistently lower in the future. Some business costs add value for customers, while others do not. Breakthroughs work to optimize their value-adding costs and minimize their non-value-adding costs or overhead.

	Breakthroughs avoid excessive diversification of product lines—and instead stay tightly focused on the business they are already in and the customers they already have. It's a natural temptation for a growing company to move in new directions as it grows. Breakthroughs keep their customers happy by staying tightly focused on the business they are already in.

	Breakthroughs let their customers decide when and if they should diversify—they only move into other lines of business when their existing customers ask them to do that. This is the exact opposite of the "Build it and they will come" mindset. Breakthroughs only move into related fields when their existing customers beg them to do so.

	Breakthroughs avoid adding layers of management—because nothing kills speeds, leads to less customer satisfaction and erodes any cost advantages faster. The more layers there are, the harder it becomes to hear what customers are saying.




Key Thoughts

"Remembering the stuff that made you successful as a start-up is a lot more important than any of the new stuff associated with getting big."

Scott Cook Cofounder, Intuit

"We built this company hiring who we could afford to hire. What we found was that the average company today doesn't have a clue what people are capable of if you believe in them."

Lee Hein Regional Vice President, Fastenal





破茧策略5　整合进最理想的外部想法　
英文



主要观念

小公司通常是在单一洞察上建立起来的，而凤凰企业会搭起“鹰架”，让公司可以将营收一再推上新高。这个鹰架能够整合所有最理想的构想，不论构想是内部发想出来还是来自于外部资源。凤凰企业会运用所有可用的资源。
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支持概念

搭起鹰架的意思是要建造一套引进外部资源的网络，推动公司更上一层楼。凤凰企业会广泛接触公司内部营运单位之外的各种资源，协助公司改善营运。这些资源有下列各种形式：


	同业人脉——也就是产业团体，透过彼此合作，解决会影响到业界所有人的问题。要制定标杆，并且了解产业的最佳实务做法，建立同业人脉是最理想的方式。

	顾问群——经营经验丰富的老手，愿意分享智慧与专业，协助处理凤凰企业所面临的特定问题与挑战。凤凰企业引人注目的特点之一，就是会尽可能在顾问群囊括最有智慧、最有能力的顾问，因为这些人才能真正帮助公司升级。

	投资人——可以带进从投资许多新创和成熟企业所获得的观点。创投业者为人称道的，就是能够提供协助与引导，而不只是资金。

	顾客咨询会议——可以提供实用的意见，例如告诉你他们期望下一代产品可以加进哪些功能等。想要找出能加进产品的新功能，顾客是个绝佳的构想来源，而明智的企业都会设法善用这项资源。

	通路会议——这些人对于如何改善销售通路的做法最为理想，通常会有得自亲身经验的构想。

	销售商和供应商——可以深入参与挑出供货问题以及规划未来产品规格等工作。

	学术机构——可以提供高素质的新进人力以及持续性的技术协助。

	业界专家和顾问。



凤凰企业的一大特色是，不只会建立上述的外部支援架构，还会实际找出务实方法来采用所获得的资讯。他们也会毫不迟疑地采用外部资源既有的现成解决方案，不会坚持非要自己想出所有新构想不可。这么做，可以让凤凰企业避免浪费资源一再从头来过。

那么，到底组织鹰架如何能强化企业和员工的绩效？运用外部网络能够带来许多相当明显的潜在益处，不过凤凰企业大多偏好以下列方式加以运用：


	寻求支持——特别是在面临白热化的市场竞争时。光是知道有个思路清楚的顾问可以依赖，有时候就足以影响决策是好是坏。

	求取新观点——也就是请外部网路的人以崭新的观察角度来审视事实，并提出他们的看法。有时候，寻求值得信任的人对新构想的意见，会有极大的助益，尤其是在遇到棘手难题时。

	求得有创意的新构想——从他处援引最杰出的概念，并加以变化应用。

	取得更好的工具——当成长中企业的现有经营制度已经发挥到极致时，必然要再更新工具。

	形成鞭策的力量——方法是激起更高度的责任感。很多凤凰企业的领导人会认为，自己有责任要求自己，运用个人和外部资源的关系来提升公司绩效。



这看起来似乎有点违反常理，可是那些极为自给自足的凤凰企业创办人，通常非常珍惜来自外界人脉的交情。能够跟那些有过亲身经验的人往来，是相当珍贵的机会。同样地，能够跟那些没有参与公司营运、因此没有既得利益的人商讨问题，也是弥足珍贵的机会。这就是为什么凤凰企业不只有高阶管理层会去建立外部网络，还会公开鼓励各阶层的组织成员去发展跟自己专业相关的人脉。这种种努力都能够建立起强而有力的鹰架。


关键思维

“有太多成长中企业什么事都从头做起，却不懂得去找最杰出的专业人士帮忙。”

麦法兰

“人类，可说是唯一能够从他人经验学习的动物，却也以最讨厌学习他人经验著称。”

道格拉斯·亚当斯　英国幽默讽刺　文学作家

“我们花了很多时间思考，该如何建立充满尊重的氛围。我们成年人醒着的时候大多都在工作，而且我们也有权利去做大家觉得有价值的工作，不必拿旋转木马和免费爆米花当诱因。我们想要做的是建立一个地方，让大家早上一起床，就会对自己今天要做的事感到兴致勃勃。”

乔恩·贾吉　人力资源服务公司　Paychex首席执行官

“虽然凤凰企业确实会埋首于每一次是否要录取员工的决策之中，但是同时也会专注在建立制度上，帮助员工跟公司一起成长。”

“我们听多了投资业者的说辞：‘你当然有能力让公司成长，可是有了我们的资金，你会如虎添翼。’但我们很惊讶地发现，竟然没有任何一家凤凰企业在草创初期，接受过创投业者的资金挹注。”

“高阶经理人常常一厢情愿地认为，自己比部属更擅长策略规划，可是却昧于承认那是因为他们拥有一项关键优势，也就是他们能够享有源源不绝的资讯。让基层员工能够接触到重要的策略资讯，并训练他们如何加以运用，他们就会为你带来莫大惊喜。要把策略当成每个人的例行公事，顶尖企业无时无刻都会运用从顾客以及竞争环境中得来的资讯来拟定策略。”

“想建立凤凰企业并不是要去选择适合的产业，而是要运用目前业务中已经有的机会。最有趣的企业，可能不存在于华尔街或财经媒体认为有趣或‘酷’的市场中。我们了解到，凤凰企业其实不外乎3大类型：（1）在热门市场中想出办法称霸市场；（2）在低迷市场中想出办法为市场搧风点火；还有（3）在萧条或死寂的市场中想出办法转到更具吸引力的市场。”

“当我们结束一个又一个凤凰企业的访谈之后，得到了一个关键性的发现，那就是打造绝佳工作环境的任务，并不是全部交由人力资源部门处理，而是公司高层每日都在思索的课题。”

麦法兰





Principle 5　Breakthrough Incorporate Best Outside Ideas　
中文



Main Idea

Small firms are often built around a single insight. Breakthrough companies erect "scaffolding" that allows them to drive revenues to the next level again and again. This scaffolding incorporates the best ideas available, whether they are internally or externally sourced or generated. Breakthroughs use all available resources.
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Supporting Ideas

Erecting scaffolding means building a network of external resources that can be used to help propel the firm to the next level. Breakthrough companies tap a broad spectrum of resources outside their own operations to help improve their operations. These resources can take many different forms:


	Peer networks—industry-specific groups who work together to address issues that affect everyone in that field. Peer networks are an excellent way to benchmark and pick up on industry-specific best practices.

	Advisory boards—people with experience in business who are willing to bring their smarts and expertise to bear on the specific problems and challenges breakthroughs face. Breakthroughs are noteworthy for the fact that they usually try to populate their boards with the smartest and toughest people they can find because these are the people who genuinely help raise the bar.

	Investors—who can bring to bear the perspective they gain from investing in lots of start-ups and mature businesses. Venture capital companies are well known for the fact that they contribute help and guidance and not just capital.

	Customer councils—who can provide practical feedback on the features they would like to see integrated into next generation products and so forth. Customers are an excellent source of ideas for new features to build into products, and smart companies find ways to take advantage of this resource.

	Dealer councils—who often have very hands-on ideas about the best ways to optimize the sales channel.

	Vendors and suppliers—who can get closely involved in sorting out supply glitches and specifications for future products.

	Colleges and universities—for the supply of high quality new hires and for ongoing technical assistance.

	Industry experts, consultants and advisors.



The distinguishing characteristic of breakthrough companies is that not only do they have these external support structures, but they actually find practical ways to use the information provided. There is no hesitancy on their part to use the "off-the-shelf" solutions already available from external sources rather than insisting on coming up with all new ideas themselves. By doing that, breakthroughs avoid wasting resources on reinventing the wheel over and over.

So how, exactly, can organizational scaffolding enhance the performance of a firm and its people? There are a large number of rather obvious potential advantages, but by and large breakthroughs tend to use their external networks in these ways:


	For support—especially in the heat of a tight competitive market battle. Just knowing there is someone to lean on who can think clearly can sometimes be the difference between making a good decision and a bad one.

	For added perspective—a fresh set of eyes looking at the facts and drawing their own conclusions. Being able to run ideas past someone who is trusted can be a tremendous help at times, especially when dealing with prickly issues.

	For new and creative ideas—taking the best concepts from elsewhere and grafting them in.

	For access to better tools—which invariably are required periodically as growing companies push the limits of their existing business systems.

	To turn up the proverbial heat a few notches—by introducing greater levels of accountability. Many breakthrough leaders hold themselves accountable for improving the performance of their firms on the strength of their relationships with outside resources.



It may seem counterintuitive to some degree, but the builders of breakthrough companies who appear so self-contained and self-sufficient often value most highly the camaraderie that comes from their external networks. The opportunity to rub shoulders with those who have "been there and done that" themselves is invaluable. Equally, the chance to talk issues through with someone who has no skin in the game and therefore no vested interests is also valuable. This is why breakthroughs not only establish external network links at the executive level, but also openly encourage their people at all levels of the organization to engage with others in their own sphere of expertise. All of these efforts create powerful scaffolds.


Key Thoughts

"Too many growing companies continually try to reinvent the wheel instead of seeking out the very best wheel-makers."

Keith McFarland

"Human beings, who are almost unique in having the ability to learn from the experience of others, are also remarkable for their apparent disinclination to do so."

Douglas Adams

"We spend a lot of time thinking about how to build an atmosphere of respect around here. As adults, we spend the majority of our waking hours at work, and we deserve to do work that people think is valuable. And you don't have to give people carousels and free popcorn to do that. We are trying to build a place where people get up in the morning and get excited about what they are going to do that day."

Jon Judge CEO, Paychex

"While they certainly obsessed about each individual hiring decision, breakthrough companies also focused on creating systems that help their people grow along with the business."

"We've all heard the professional investor's pitch, 'sure, you can grow your business, but you can grow it faster with our money.' We were shocked by the fact that not one of the breakthrough companies was funded by venture capital in their start-up years."

"Executives kid themselves that they are better at strategy than their troops, but fail to recognize that they have one key advantage—they are drinking from a very large data pipe. Give people on the frontlines access to key strategic information and train them how to use it, and they'll surprise you every time. Make strategy everybody's job. The best companies shape strategy moment by moment, day by day as they learn from their customers and from their competitive environment."

"Building a breakthrough company is less about choosing the right industry and more about acting on the opportunities already available in your existing business. The most interesting companies may not operate in the markets that Wall Street and the business press consider interesting or 'cool.' We learned that breakthrough companies actually fall into three categories: (1) those in hot markets that figure out how to dominate those hot markets; (2) those in dud markets that figure out a way to ignite the excitement in their sector; and (3) those in stalled or dead markets that figure out a way to transition into more attractive markets."

"A key discovery, driven home in our visits to one Breakthrough Company after another, was that the task of building a great place to work wasn't delegated to the human resources department alone. The top people in the company thought about it every day."

Keith McFarland





破茧策略6　质疑所有既定观念　
英文



主要观念

凤凰企业总是不断挑战自己在经营上的既定观念，以求更上一层楼。它们奉行“昨日市场的真理，却未必是明日市场真理”的理念，而其中一项做法就是运用困境的考验，去开发那些在顺境中沉睡的能量与能力。
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支持概念

凤凰企业领导人了解，今天适用于公司的道理，未必明天仍然适用。因此，必须要营造出一种气氛，让大家都敢于时时针对各种经营上的既定观念，坦率提出自己的质疑。为了让员工能定期提出质疑，凤凰企业会找来“毒嘴”而非“顾问”，让这些毒嘴能大鸣大放地质疑公司的任何既定观念。

这听起来新鲜的毒嘴概念之所以有帮助，是因为许多在策略上迷失的企业，往往会陷入以下2种基本的管理陷阱：
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凤凰企业喜欢找来毒嘴，是因为他们敢于对抗传统，挑战经营上根深蒂固的既定观念。毒嘴最好由外部人士来担任，因为他们不会为了求升官而去讨好首席执行官。毒嘴能够帮助企业的另一项原因在于，他们不会受“群居本能”左右。所谓的群居本能是，组织成员往往会乖乖听话，即使自己觉得有必要采取不同做法，还是会跟着别人做同样的事。

虽然毒嘴的责任是独立思考，天马行空地去挑战公认的规范，其实他们不会真正去对任何人毒舌。最杰出的毒嘴反而相当精通讨论技巧，他们会要求每个人质疑自己的既定观念，却又让大家对于参与这个讨论过程感到高兴。

这个过程并不在使人受到尖酸刻薄的对待，反而很有吸引力，让大家都能乐在其中。毒嘴会持续要求大家检验自己认定的事实，借以帮助大家保持健全的观点。他们还可以让大家全心专注于对组织有利的做法，而不是只坚守过去有效的做法。定期这么做，对公司助益无穷。

凤凰企业会努力营造出毒嘴得以生存并茁壮的环境，做法包括：


	庆祝失败，而不是加以处罚——因为如果员工都害怕失败，就不会愿意再尝试新事物。凤凰企业会清楚表明，尝试新构想难免有成功、有失败，但重要的是大家要尽量从中都学到教训。明智的企业会善用失败经验来让公司进步。

	鼓励员工参与，并提供充足的资讯，让他们能做出明智的贡献——不要只给员工“有必要知道”的资讯。凤凰企业会持续提供员工资讯和训练，鼓励各阶层员工进行策略辩论。这是激发员工改善公司现况的唯一办法。

	关注离开的顾客和员工——找出为什么他们离你而去的理由。看看是否有什么其他方法可以留住顾客的生意，或是留住员工。如果去接触他们，这些人通常都会给予坦诚而真心的回应。

	要有良好的幽默感——借以激发真诚与信任。当公司表现出它很乐于自嘲的时候，大家也都会跟着放轻松，而一个开放、信任的环境便能扎根，因为显然没有人会武装自己，觉得有必要去在意别人的无心之言。



毒嘴还可以用另一种方式协助企业。任何一家公司想要跃升为凤凰，并且长时间保持凤凰级的绩效，就必须使尽全力。企业必须去挑战员工的极限，让员工把能力发挥到极致，否则无法超越其他同业。这也表示，凤凰企业一定会面临困境，这是凤凰级绩效自然会产生的副产品，而当公司处在无可避免的困局之际，毒嘴正好可以发挥功用。

凤凰企业会利用困境来修正、调整与重新界定自己的思维。困境最适合用来孕育能带动未来成长的新见解，更具体来说，承受困境的考验能够为组织带来下列益处：


	迫使公司面对现实——而不是不以为意地假设，一切问题都已经找到办法解决了。在顺境时，毒嘴和员工所提出的警告可能会被当作耳边风；等到难关临头，挑战各项既定观念的热忱就会重新燃起。

	迫使企业订出轻重缓急——再次重申，这不一定是坏事。在繁荣的顺境中，企业很容易采用各种好构想，甚至连偏离核心业务的构想也会考虑。困境可以迫使管理阶层筛选和淘汰掉那些还不错、但是对公司策略成功无足轻重的构想。

	可以让企业辨别谁可以共苦，谁只能同甘——因为困境当头最能看出人的真正品格。挑战愈大，“战或逃”的反应就愈明显。市场的挑战可以让你看出谁愿意与你并肩作战，谁又会逃之夭夭。这是非常值得去了解的，因为有朝一日情势会逆转，可以再次同享利益。



光是面对困境，并不保证能让企业从经验中学到教训，这取决于领导人如何因应挑战。凤凰企业之所以能够度过时而遭逢的困境，是因为做到下列几件事：


	有效运用鹰架——获取适当的建议，并接触到具备技术与专门知识的人才协助自己。外部观点在难关之中可能有极大帮助。

	专注处理形成挑战的真正原因——并且善用毒嘴来帮助自己理清真正原因所在。经营危机很少是单纯一项因素造成的，不过领导人天生就会想要将问题发生归咎于单一的原因。透过毒嘴等人的意见，可以避免这种想要过度简化问题的倾向。

	充分沟通——而非把头埋起来等状况安然渡过。凤凰企业领导人会开诚布公地沟通，因此大家就不会在没有实际资讯的情况下，胡乱想象最终的后果。凤凰企业会找来内部和外部网络中的所有人参与大集会，一起想办法渡过难关。

	进行一次痛苦的变革——而不是来回进行多次痛苦的调整。在需要大刀阔斧的时候，凤凰企业会果决行动。通常，进行一次深度的变革，会比不断进行一波又一波小幅调整好得多。



虽然这听起来有点矛盾，但是凤凰企业深知，经营处于顺境时，正是风险最大的时候。在遇到难关时，变革的必要性就会变得明显，而想进行变革的意愿也会变得强烈。然而当企业正值繁荣之时，鲜少有人会不断提出尖锐的问题，也很少有人会去挖掘让公司发挥真正潜力的积极方法，而这就是毒嘴的另一项功用。毒嘴会注入适当的危机感，在市场走弱之前就开始质疑最根本的既定观念。

那么，如果企业想要麻雀变凤凰，可以采取哪些方法？企业领导人可以采取下面3个重要途径，让公司更接近凤凰级的水平：

1　重新制定策略规划流程

过去的策略规划方式已经不管用了，为了公司未来5年或10年的发展方向而去订定详细计划，一点意义也没有。市场早在那之前就会产生剧烈变化，届时计划根本毫无用武之地，所以反而应该把设想策略，也就是想出能让公司胜出的可行构想，变成每位员工的例行公事。所有人都必须熟悉策略的学习循环。

现今的企业其实无时无刻都在订策略，只是自己不知道罢了。策略循环的开始，是公司内有人观察到某种以前从未注意到的状况，接着他们会根据自己的见解去决定因应对策，并且将决策化为实际行动。之后，他们就要静心分析所达成的结果，再形成新的见解，而这又是另一个学习循环的开始。想要麻雀变凤凰，企业就必须教导员工一再善用这种学习循环。

2　激发员工潜能

很多公司会专注于延揽适合的人才，凤凰企业同样也会密切注意选才，但是接下来会投入大量的时间与资源来培养现有的员工。凤凰企业会积极指导员工，全心营造出“平凡人也能完成超级任务”的环境。凤凰企业会在一开始先打造出值得加入的环境，然后指导员工，让员工时时创造新的高点。

3　激发并强化执行力

凤凰企业领导人会毫不懈怠地全心提升公司的执行力，他们知道，倘若公司无力执行，纵使有了举世最棒的策略也无济于事。有些企业善于发觉应该采取的做法，却疏于确实贯彻和达成。凤凰企业完全不会这样，事实上，很多凤凰企业会运用线上协同作业工具，促使员工分享资讯、订定策略并且落实必要的措施。这可以使得毒嘴和有力外部资源搭起鹰架的效益更大，也可以让即时订定策略、不让决策沦为无用空谈的益处更显著。如果能拉近执行落差，让公司集中心力进行那些可以创造80％绩效的20％活动，就可以造成深远影响，而这就是凤凰企业表现特出的地方。


关键思维

“最好的仆人，就像是最好的贴身管家，要能对主人轻吐逆耳忠言。君王最不堪失去的是弄臣，而不是愚昧的佞臣。”

沃尔特·李普曼　美国新闻评论家

“能生存下来的物种并不是最强壮或最聪明的，而是最懂得应变的。”

达尔文

“知识的起点，就是发现自己不了解的事情。”

法兰克·赫伯特　20世纪美国科幻　小说家

“麻雀企业变凤凰是一段旅程，不是终点。世上没有永久的凤凰企业，只有努力实践能达成长期成功做法的企业。平凡的麻雀公司有可能变凤凰，而凤凰企业也同样有可能不自知地退回麻雀公司。一旦重点从以公司为重转换成以个人为尊，企业的前途会变得更不确定。当企业开始志得意满，只知道求稳时，组织就会退化。倘若企业的品格又退步成没人真心相信、更不会做到的陈腔滥调，热忱与投入就会跟着消失殆尽。如果公司不持续想出更新、更好的办法来满足顾客需求、降低成本、加快反应速度，很快就会被对手超越。”

“尽管大西洋的百慕达三角洲充满了各种神祕传说，但事实上，这却是全球交通量最大的海域。对于百慕达三角洲造成无数神秘失踪案件的说法，美国海岸巡防队曾经加以驳斥，根据该单位的研究，大多数失踪案件都是人为疏失造成，譬如船长或飞行员太过固执己见，不顾有关单位充分的警告，还是一头栽进迎面而来的暴风之中。当我们进一步探讨商场百慕达三角洲时，我们也开始了解到，经营失败绝非老天注定的。当公司成长时，也不必然会变得组织庞大、行动缓慢，比较不能因应顾客的要求。能否航向适当的航道，安然到达目的地，终究还是取决于成长中企业的船长和飞行员。”

“根据对凤凰企业的研究结果显示，在下赌注之前，组织内部会激烈辩论，成员会争论赌或不赌各有什么好处。然而跟一般企业所不同的是，一旦决定要赌一把，组织会上下齐心、全力以赴。虽然这些企业可能还会押其他赌注，确保‘万一赌输还是可以打平’，但是他们不会三心二意分散心力，而会全力争取胜利。”

麦法兰





Principle 6　Breakthrough Question All Assumptions　
中文



Main Idea

Breakthroughs always keep challenging their business assumptions in order to grow. They work on the theory that what was true in yesterday's marketplace may not necessarily be true in the markets of tomorrow. This includes using difficult times to tap into energies and capabilities that might lie dormant during the good times.
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Supporting Ideas

Breakthrough company leaders know that what's true for their business today may not necessarily still hold true tomorrow. Therefore, it's vital that an atmosphere exists where people feel free to question the fundamental assumptions of the business on a regular basis. To allow this to happen periodically, breakthroughs enlist "insultants" rather than consultants, and then these insultants are set free to question any and all assumptions the companies make.

The novel sounding concept of hiring insultants is helpful because companies that lose their way strategically tend to fall prey to two basic management traps:

[image: no274-43E]


Breakthroughs like having insultants around because they're prepared to buck convention and challenge the fundamental assumptions of the business. Outsiders serving as insultants are generally best because they feel no need to defer to the preferences of the CEO in order to enhance their promotion prospects. Insultants are also helpful because they go against the "herd instinct"—the tendency for people within an organization to toe the line and do what everyone else is doing even if they think a different course is required.

While these independent thinkers with creative license to challenge the accepted norms are designated as insultants, in reality they don't actually go as far as insulting anyone. Instead, the best insultants are skilled at discussion techniques. They challenge everyone to question their assumptions in ways that make people feel good about participating in the process.

This is not a caustic process but an engaging process people enjoy participating in. By making people test what they assume is true on an ongoing basis, insultants help everyone maintain a healthy perspective. They also serve to keep people focused on what's good for the organization and not merely what worked in the past. Doing that on a regular basis is good.

Breakthroughs work hard to create an environment where insultants can and do flourish. They do this by:


	Celebrating rather than punishing failures—because if people are afraid to fail, they won't try anything new. Breakthroughs make it obvious that experimenting with new ideas will involve some wins and some losses and that what's important is that everyone learns all they can from both. Smart companies use failure to move ahead.

	Involving people and giving them enough information so they can make intelligent contributions—rather than running everything on a need-to-know basis. Breakthroughs encourage strategic debate at all levels by providing ongoing information and education. This is the only way people can be in a position to tweak things for the better.

	Focusing on defectors（both customers and employees）—and find out why they are walking out the door. See what can be done differently to keep their business or to retain them as employees. These people will usually respond with candor and frankness when contacted.

	Having a good sense of humor—as a way to encourage frankness and trust. When a company shows it is willing to laugh at itself, everyone relaxes. An environment of openness and trust can then take root because it's clear nobody takes themselves so seriously that they will be offended by any stray remarks.



There is one other way in which insultants can help a business. For any company to achieve and then sustain breakthrough performance over an extended period of time, they have to push the envelope. Companies never move ahead of others unless they stretch their people and push their capabilities to the maximum. This means that inevitably, break-through companies are going to face tough times. This is a natural by-product of breakthrough performance. Insultants are very handy to have around when these inevitable stretches of rough times arise.

Breakthroughs use tough times to refine, adapt and redefine their thinking. Tough times are the perfect environment to breed new insights that can drive future growth. To be more specific, enduring tough times can be good for organizations in these ways:


	Tough times force companies to face the facts—rather than blissfully drifting along assuming everything has been figured out. When times are good, the alarms raised by the insultants and others can be set aside as without basis. When a crunch comes, there will be a renewed enthusiasm for challenging every assumption.

	Tough times forces a company to prioritize—which again is not necessarily a bad thing. During times of prosperity, it's easy for a company to implement loads of good ideas, even those that are; away from the core business. Tough times force the management to choose and to weed out initiatives that are good but not critical to the company's strategic success.

	Tough times show a firm who it can rely on and who can be classified as "fair weather friends"—because nothing uncovers the truth about someone's character like difficult times. The harder the challenge is, the stronger the fight-or-flight response becomes. Marketplace challenges illustrate who will square their shoulders and put up their hands to fight and who will head for the nearest exit. That's well worth knowing when the wheel turns and it once again becomes time to share the profits.



Merely facing tough times doesn't guarantee a company will learn anything from the experience. That depends on how the leadership respond to the challenge. Breakthroughs navigate through their periodic bouts of tough times by:


	Using their scaffolding effectively—to obtain good advice and access to the people with the skills and know-how to help. An out-side perspective can be exceptionally useful in times of crisis.

	Focusing on the root causes of their challenges—and harnessing insultants to help clarify what those root causes are. It's extremely rare for any business crisis to be caused by a single factor, and yet the natural human tendency of a leader is to gravitate towards trying to find a single root cause. By using insultants and others, this tendency to oversimplify can be avoided.

	Communicating well—rather than hunkering down to ride it out. The leaders of breakthrough companies communicate openly and honestly so people don't dream up their own doomsday scenarios in the absence of any factual information. Breakthroughs call all hands meetings with everyone in their networks both internal and external to bring combined brainpower to bear.

	Making a single round of painful changes—rather than carrying out multiple rounds of painful cuts. Breakthroughs act decisively when far-reaching action is needed. It's usually much better to make one deep round of change than it is to engage in wave after wave of smaller remedial actions.



As paradoxical as it may sound, breakthroughs understand their business is always most at risk when things are going well. When tough times arise, the need for change will be obvious and the appetite for those changes will be strong. When a company is prosperous, however, very few people will continue to ask hard questions and dig for more aggressive ways for the company to tap into its true potential. This is another area where insultants are helpful. Insultants inject a healthy sense of paranoia into proceedings. They start questioning basic assumptions before the marketplace unravels.

So what can a company do to try and build breakthrough capabilities? There are three key ways a business leader can influence a company to become more like a breakthrough:

1　Reinvent the strategy development process

Traditional strategic planning is dead. There's no point creating a detailed plan of where the company is headed five or ten years into the future. The marketplace will change dramatically well before that time to make the plan irrelevant. Instead, crafting strategy—coming up with workable ideas about how a company will win—needs to become everybody's job. Everyone needs to get familiar with the strategy learning cycle.

Companies today are strategizing all the time but they just don't realize it. The strategy cycle begins with someone in the company observing something they never noticed before. They then decide to do something about their insight and translate that decision into action. They then pause to analyze the results achieved and forge new insights, at which point the learning cycle starts over. To achieve breakthrough status, companies must teach their people to use the strategy learning cycle again and again.

2　Get the most out of people

Many companies focus on getting the right people on the bus. Breakthroughs pay this close attention as well, but they then devote huge amounts of time and resources to developing the people they have. They coach their people aggressively. They obsess over creating an environment where "ordinary people can achieve extraordinary things." Breakthroughs create a bus worth riding in the first place and then coach their people to achieve greater heights all the time.

3　Drive and enhance execution

The leaders of breakthrough companies have a relentless focus on improving their company's ability to execute. They know even the best strategy in the world is pointless if the company cannot execute. Some companies are great at seeing what needs to get done but lousy at actually following through and making it happen. Breakthroughs aren't like this at all. In fact, many breakthroughs use online collaboration tools that enable everyone in the organization to share information, develop strategy, and follow through on what needs to be done. This can sharpen the benefits of having insultants and a strong scaffolding of external resources. It can enhance the benefits of developing strategy on the fly rather than making this a pointless exercise. Closing the execution gap and keeping the company focused on the 20 percent of activities that generate 80 percent of the results can have a huge impact. This is what breakthroughs do extremely well.


Key Thoughts

"The best servants of the people, like the best valets, must whisper unpleasant truths in the master's ear. It is the court fool, not the foolish courtier, whom the king can least afford to lose."

Walter Lippmann

"It is not the strongest of the species that survive, nor the most intelligent, but the ones most responsive to change."

Charles Darwin

"The beginning of knowledge is the discovery of something we do not understand."

Frank Herbert

"Breakthrough is a journey, not a destination. There are no permanent breakthrough companies—only companies that engage in practices leading to long-term success. And just as it's possible for an everyday company to achieve breakthrough performance, it's equally possible for a breakthrough company to, without realizing it, fall back into life as an everyday firm. On the day that the emphasis swings from crowning the company to crowning individuals, the company's future becomes less certain. The moment the firm begins to rest on its laurels and starts playing it safe, organizational entropy kicks in. If a company's character gets reduced to a set of platitudes no one really believes in, much less acts on, the passion and commitment will fade away. If a firm isn't continually finding new and better ways to meet customer needs, reduce costs, and increase speed, it will soon be overrun by competitors."

"Despite all the mystery that surrounds the Atlantic Ocean's version of the Bermuda Triangle, the truth is, it is one of the most heavily traveled sections of the planet. The U.S. Coast Guard debunked the notion that the triangle is responsible for an abnormal amount of unexplained disappearances. Research by the Coast Guard reveals that most of the disappearances were actually the product of human error—such as instances when a ship captain or airplane pilot was simply too stubborn to steer around a coming storm system despite ample warnings. As we looked more closely at the Business Bermuda Triangle, we began to understand that failure is not foreordained there, either. It is not inevitable that when companies grow, they must become fatter, slower, and less responsive to their customers. Ultimately, it is up to the captains and the pilots of growing companies to plot the proper course in order to safely reach their destination."

"Our study of breakthrough companies suggests that before making a bet, organizations are rife with controversy as members debate the merits of making the bet or not. The difference, however, is that once the bet is decided upon, the organization brings the full force of its commitment to bear. While these companies may place additional bets to make sure they 'win even if they lose,' they don't 'hedge' through indecision; they pursue victory will all their might."

Keith McFarland
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