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企业加值、因应市场巨变的最佳利器　
英文



一种够小、够便宜，可安装在所有产品的「抛弃式电脑」，将彻底改变所有产业。届时企业必须开发一部「策略发动机」，为这样的资讯革命终极发展作好万全准备。这部「策略发动机」是套整合所有可运用策略发展出的对策，可因应即将来临的市场巨变。

经营「策略发动机」是确保事业未来发展的万全作法。企业可用这部发动机发展出广博坚实方法，开发出一条未来与「实体供应链」并存的「资讯供应链」。「策略发动机」可建议企业应掌握哪些资讯产品与服务，才能加值，也能帮助消除企业内部的惰性与变革阻力。总之，「策略发动机」可帮助经理人重整公司，获得整合与驾驭更大量资讯的能力。

有效可行的「策略发动机」，包含下列三种投资组合：


	计划投资——提供公司既有客户更好的服务。

	风险投资——帮助公司找出扩充市场、打进新市场的新点子。

	选择权投资——针对有朝一日对公司可能很重要的新科技所下的小赌注。
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图示的每种投资，必须与市场各个不同演化阶段同步进行。这是所有市场随资讯革命不断演进下，产生的循环模式。「计划投资」着重于创造更有效率的市场，通常能为消费者降低成本；「风险投资」是针对企业结构性的效率缺失，通常能剔除企业结构中不能为效率加值的中介商；至于在演进过程第三阶段所形成的崭新企业结构，「选择权投资」可提供未来有效的避险管道。

由此可见，发展并维持「策略发动机」，在市场快速变迁之际，不失为有效的经营方法，即使最初只是一小步，也能让公司同时朝多个不同方向前进。藉由调整每项投资的个别金额，作为调整未来扩充经营的企图心。

简言之，发展并保养「策略发动机」，是企业较好的企业营运方式，不仅现在管用，日后进入大量应用「抛弃式电脑」的时代也一样奏效。目前已有很多成功公司都比照办理，所以值得仔细深入分析。奠定公司今天与未来的成功，一定要建立优良的「策略发动机」，并使其运作不辍。


「别管什么网际网路、全球网路。这些都不过是资讯革命的开路先锋，并不是因为电脑会做更多事，而是因为会有更多东西变成电脑，藏在所有想得到的东西里，从衣服、食物到飞机座椅，这些智能型产品可让人们从工厂、商店、甚至手提箱上传与接收资讯，欢迎来到『抛弃式电脑』时代！今天，麻省理工学院的某社团，在宝硷公司带领下，测试只要5美元，就能发挥上述功能的智能型产品标签，到2002年时，成本会降至5美分。等到你我退休时，把1兆种商业产品都植入电脑，会更符合成本效益，这些产品会定期回报从制作完成到消费过程各自状况。资讯革命并不会像电视节目般传送，而是故事直接发射到大脑里，分子大小的微芯片，会与我们大脑的灰白质（亦可指智力）共同生活，帮助我们观看与活动，运气好的话，还能帮助我们记忆。」

——唐斯





MAIN IDEA





中文



Disposable computers—that are cheap enough and small enough to be embedded in everything that is made-will transform every industry. To be ready for this, the ultimate extension of the Information Revolution, you need to develop a "Strategy Machine" which will incorporates a portfolio of strategies you can use to harness these imminent and dramatic changes in the marketplace.

Running a strategy machine hedges your bets on the future of your business. It will develop a wide and robust number of approaches you may employ to exploit the upcoming emergence of an information supply chain which will run parallel with the physical supply chain. The strategy machine will suggest what information products and services you can harness to add value to your business. It will also help you offset internal inertia and resistance to change. Thus, a strategy machine will help managers reinvent their businesses to integrate and harness greater amounts of information.

A viable and effective strategy machine will have a portfolio with three types of investments:


	Projects—which are designed to help the company serve existing customers better.

	Ventures—new ideas which can be used to expand your markets and increase your firm's access to new markets.

	Options—small bets on emerging technologies which may one day become important to your business.
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As shown above, each type of investment will be in synch with a different stage of the evolution of the marketplace. This is the cycle all markets will follow as the Information Revolution continues to move forward. Projects focus on creating more efficient markets, which usually lower costs for consumers. Ventures target the structural inefficiencies of industries and often result in the elimination of intermediaries who add no value. Options are effectively hedges on the future which may result when radical new industry structures emerge during the third stage of this transition.

Therefore, developing and maintaining a strategy machine is an effective way to do business when markets are evolving rapidly. It allows your company to go in a number of different directions simultaneously, even if only with a small step at first. By varying the respective numbers of each type of investment, you can alter your aggressiveness towards expanding your future operations.

In short, developing and then maintaining a strategy machine is a better way to run a business. It will work now and in the future when developments like disposable computing reach critical mass. It is an approach that is currently being used by many successful companies, and as such, deserves careful and deliberate analysis. To position your company for success today and in the future, you need to build and run a good strategy machine.


"Forget the Internet and the World Wide Web. They are only harbingers of the Information Revolution, dominated not by computers doing more things but by more things becoming computers, embedded into whatever you can think of, from clothing to food to the seats on an airplane, intelligent products that can send and receive data across a global network—from the factory, from the store or from your suitcase. Welcome to the age of disposable computers. Today, an MIT consortium led by Procter & Gamble is testing intelligent product labels that can do just that for $5 each. In 2002, the cost will fall to 5 cents. By the time you and I have retired, it will be cost-effective to turn each one of about a trillion items in commerce into computers, which will give us regular reports of their status from the moment they are made until they are finally consumed. The Information Revolution won't be televised—it will beam its stories directly into our brains, where microchips the size of a molecule will live side-by-side with the rest of our gray matter, helping us see, move, and, if we're lucky, remember."—Larry Downes matter, helping us see, move, and, if we're lucky, remember."

—Larry Downes





为何需要「策略发动机」　
英文



主要观念

随着「抛弃式电脑」融入制造过程，「资讯供应链」与「传统供应链」将同步发展，而这条「资讯供应链」会是未来重要的加值来源。因此，你会需要一部「策略发动机」，也就是要找出一种方法，能改善企业现况，又能测试那些未来足以摧毁企业的新观念。或者，说得更精确点，「策略发动机」是用来探究新资讯产品，将如何改变企业未来的经营方式。

支持概念
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「摩尔定律」与「梅特卡夫定律」是推动「抛弃式电脑」革命的两大定律。这两条定律肯定了电脑性能每隔几年就会倍增的情形，而网际网路的不断快速扩张，更增强电脑的用途。

1999年，已制造出可上网的49美分电脑。5年内，这种电脑的成本会降至0.0049美分，其内建传输器已可上传资料到最近的网域，体积小到可藏在产品商标里或任何地方。如此一来，人类历史破天荒在技术上可以做到：


	精确追踪小型消费性商品——像牙膏管之类。这足以让供应链同步掌握消费性商品的贩售时间，使整体供应链发挥最大效果。

	新的医学应用——例如，帮助听障或视障患者的植入式电脑。

	新型态娱乐——有益于媒体与消费性电子产业采用。



尽管这些用途都令人叹为观止，但能保有精确商业资讯才是极其深远的影响。能取得愈完整且品质愈好的资讯，供应链的架构与营运就愈好。高品质资讯能提高效率，降低库存需求，也能减少甚至完全消除浪费与耗损。这些成效经由系统回馈，启动良性循环，降低成本及零售价格，促使需求上升，并因量产而更进一步降低成本，如此周而复始。最后我们会看到前景一片繁荣，因为所有消费性产品的价格，都低得难以相信，却仍有利可图。

「抛弃式电脑」的发展路径，跟资讯革命的其他变革大致相同：
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第一阶段——效率


在此一阶段，资讯科技着重于藉由消除浪费，降低交易成本，为消费者创造更多利益。明确地说，科技降低了以下成本：


	买方与卖方彼此寻觅的成本。

	了解产品规格的成本。

	讨价还价与比价的成本。

	拟定与执行策略的成本。



很多经济学家估计，目前交易成本占整个经济活动的45％。

“高品质资讯能提高效率，降低库存需求，也能减少甚至完全消除浪费与耗损。”


第二阶段——取代


第二阶段，整个产业因结构导致的效率不彰，在建立可进行交易的线上市场后，都可获得解决。特别量身定做的金融产品与服务，也会随着资讯水平提高而问世。举例来说，固定价格会被更能反映需求的变动价格取代。同时，买卖双方直接交易后，无法提供附加价值的中间商就会被淘汰。


第三阶段——成形


进入第三阶段，供应链的每个成员都将作业标准化，合作无间地分享即时资讯。因为拥有现今最多附加价值的人，能从中获得大量利润，结果在供应链中握有比其他人更大的力量，促使产业结构脱胎换骨。从供应链中搜寻资讯，加以包装，已成为一种有价值的活动，且可为自己增值。

有趣的是，目前这三种阶段都是同时发生的。在早期革命中（如工业革命），事件发展较缓慢。如今，新观念可以马上生根，在几分之一秒内散播到世界各地。因此，产业随时都可能发生突如其来的剧变。

以军事为例，这就像同时在三个前线作战。正因如此，很多产业都正面临传统供应链的崩溃，且以截然不同的组成和匪夷所思的部署方式进行改革。使这项挑战更棘手的是，这三种阶段不仅同时发生，且发展的速度各自不同。有些产业甚至会整个跳过某一阶段。

测量任何特定产业改变的步伐，唯一方法就是观察下列三种加速改变的因素：


	解禁——市场力量自由奔驰，不再受中央控管。

	资讯——商品没有具体形态，只以电子形式存在。

“从供应链中搜寻资讯，加以包装，已成为一种有价值的活动，且可为自己增值。”

	分化——有很多买家，但没有足够筹码，可操纵市场的主力卖方。



随着资讯革命不断发展，出现了一个与正常「产业供应链」平行的「资讯供应链」：
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「资讯供应链」在很多情形下，被包装成金融工具、市场资料库或其他新产品、新服务出售时，很可能会比「产品供应链」更具价值。例如，1953年创刊的美国《电视周刊》，专门提供区域性电视节目资讯，这份杂志一直比所有电视网加起来更赚钱。2000年，《电视周刊》以100亿美元卖给了Gemstar。

「资讯供应链」潜在价值极高的原因式，有了高水平的精确资讯后，能达成下列事项：


	量身打造成为可能——制造商可以完全按照顾客愿意购买的规格生产，而非强迫顾客接受大量生产、若干功能永远用不到的产品。

	广告更有效——因为广告比以前更能把正确讯息传给对的阅听人，不再只是「乱枪打鸟」。

	精确调节生产线——生产者确切知道该生产什么，才可以做更周详的计划。

	物流调度更切合实际需求——当配送网络发挥最大功效时，还可减少、甚至完全不需要库存。（自动化补货系统，可以在没有顾客介入的状态下，处理上述所有功能。）

	高度复杂产品也能成为交易商品——针对竞争性商品进行更直接的比较，还会出现基于这类型商品而设计的新产品（或像是避险基金、衍生性商品之类的理财工具）。



大体而言，「资讯供应链」能推动企业从寻求垂直型整合（在内部尽可能建立多样的供应链），转为虚拟整合（因为与供应链中的其他公司分享资讯，因而无须购并这些公司降低交易成本）。「资讯供应链」形成后，资讯资产就变得有价值了。「资讯供应链」的资产包括以下事项：


	顾客名单

	产品库存与消费者的需求资讯

	版权

	注册商标

	产品使用与应用的专业知识



请注意，以下为「资讯供应链」值得注意的重点：


	建立「资讯供应链」比建立垂直整合的公司更便宜。

“当配送网络发挥最大功效时，还可减少、甚至完全不需要库存。”

	抢先进占市场不见得就能自动取得优势。不论新加入者或弱势玩家，只要拥有重要资讯资产，就有机会在「资讯供应链」中取得最大附加价值。

	不愿意分享资讯，就不可能建立「资讯供应链」。同样地，缺乏从内部收集正确资讯的能力，也无法跟其他人分享资讯。

	谁能为各行各业建立「资讯供应链」，有可能是握有配置资讯资产关键技术的新创业者；也可能是供应链中，对资讯资产有第一手认知的既有参与者。

	如果渴望在「资讯供应链」中居于领先地位，最大的挑战就是快速行动，即刻完成三阶段发展程序。换言之，必须分别投资以「效率、取代、成形」为主的计划，同时挹注资金、管理与落实所有投资。



关键思惟


「如果公司的网络连结很差或支离破碎，就不可能建立『资讯供应链』。内部资讯流通必须完善，才有可能衔接企业的商业活动，并且加总产生新价值。应该尽快落实包括采购、ERP与客户关系管理等核心系统，并为此建立一套可交换资讯的基础建设。2001年，透过网路下单的总值接近1兆美元，大多为业界相互的订单。同年内，各公司花在安装、采购软体的费用，超过20亿美元。」

——唐斯

　“谁能为各行各业建立「资讯供应链」，有可能是握有配置资讯资产关键技术的新创业者，也可能是供应链中，对资讯资产有第一手认知的既有参与者。”

「建立『资讯供应链』的花费，比建立垂直整合的公司便宜。电脑化价格低廉，且会愈来愈便宜。现今供应链中，拥有最大优势的公司，不一定要在改变中拔得头筹，最早的不见得是最好的。握有重要资讯资产的弱势参与者，甚至是掌握强大软体的后进者，都有可能占有整体利润中的最大部分。能与消费者分享新利益，就能创造强大盟友，其力量大到足以改变平衡状态。」

——唐斯

「资讯革命要求公司在规划上做出重大改变，但很多公司已拥有必备技巧了。」

——唐斯





Why You Need a Strategy Machine　
中文



Main Idea

As disposable computers become integrated into manufacturing, an information supply chain is going to evolve which will run parallel to the conventional supply chains. This information supply chain is going to be an important source of added value in the future. Therefore, you need a "strategy machine"—a means of looking for ways to improve your business today while testing new ideas that may even destroy your business tomorrow. Or, to be more specific, the strategy machine looks at how these new information products will change the way you do business in the future.

Supporting Ideas
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The two driving principles that are fueling the disposable computer revolution are Moore's Law and Metcalfe's Law. In practical terms, these laws state the power of computers double every few years while the reach of the Internet is continuing to expand rapidly, enhancing its usefulness.

In 1999, a 49-cent computer was manufactured which could be connected to the Internet. Within five years, these computers will cost. 0049 cents, will have built-in transmitters capable of sending data to the nearest Internet network connection, and will be small enough to be embedded in product labels or elsewhere. This will make technically possible, for the first time in history:


	Accurate tracking of even small consumer goods—such as tubes of toothpaste. This will allow the entire supply chain to be optimized using real-time data whenever a consumer good is sold.

	New medical applications—like the embedding of a computer to assist those who are hearing-or vision-impaired.

	New forms of entertainment—the media and consumer electronics industries can take advantage of.



While all of these applications will be impressive, the impact of having accurate commercial data is quite profound. The more information that is available—and the better the quality of that information—the better a supply chain can be configured and run. Greater levels of information can remove inefficiencies, reduce the need for inventories, reduce or eliminate waste or shrinkage and so forth. As these efficiencies flow back through the system, a virtuous cycle is started wherein costs are lowered which flows on to better retail prices which increases demand, which in turn generates lower costs again as economies of scale come into play and so forth. The end result is a prosperous future where every consumer good is available at incredibly low yet sustainable prices.

The emergence of disposable computers will follow the same type of development path as have all other changes during the information revolution:
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Stage 1—Efficiency


In this stage, information technology is focused on creating more value for the consumer by lowering transaction costs through the elimination of waste. Specifically, technology reduces:


	The costs for buyers and sellers to find each other.

	Costs in learning about product specifications.

	Bargaining and comparison costs.

	Policing and enforcement costs.



Many economists estimate at present, transaction costs account for 45％ of total economic activity.


Stage 2—Exchange


In the second stage, structural inefficiencies that exist within entire industries are removed by creating online marketplaces where trading can take place. With the greater level of information available, specialized financial products and services also start to become available. For example, fixed pricing can be replaced by variable pricing that better reflects demand levels. Similarly, intermediaries who add no value can be eliminated as buyers and sellers interact directly.


Stage 3—Emergence


By the third stage, everyone in the supply chain has standardized their operations and shares data seamlessly and instanteously. New industry structures emerge because the people who add the most value now get the majority of the profits, making them more powerful than others in the supply chain. Capturing and packaging information about the supply chain now becomes a valuable activity in and of itself.

What's interesting is that today, all three stages are happening simultaneously. In earlier revolutions—like the Industrial Revolution—things happened much slower. Today, new ideas can take root quickly and spread around the world in a fraction of a second. And therefore, the potential for sudden and catastrophic industry transformations is very real.

To use a military paradigm, this is like fighting a war on three fronts simultaneously. This is why so many industries are in the process of having their traditional supply chains broken down and reformed in completely different configurations and strange combinations. And, just to make things a little more challenging, all three stages not only happen simultaneously but each one moves at a different speed. There are even some industries where one stage or another will be skipped altogether.

The only way to gauge the pace of change in any specific industry is to look for the three factors that accelerate these transformations:


	Deregulation—where market forces are given a free reign rather than having central controls.

	Information—where goods never take physical form but exist solely in electronic format.

	Fragmentation—where there are many buyers but no dominant sellers with enough clout to manipulate the markets.



As the information revolution moves forward, an information supply chain is emerging which runs parallel with the normal industry supply chain:
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In many instances, the information about the supply chain, when packaged and sold as financial instruments, marketing databases or other new products and services, may come to be worth more than the products that pass through the supply chain. For example, TV Guide (launched in 1953) provides localized information about television programming. This magazine has consistently made more money than all of the television networks combined. In 2000, TV Guide was sold to Gemstar for $10 billion.

The information supply chain is potentially very valuable because, with greater levels of accurate information:


	Customization becomes possible—meaning manufacturers can make precisely what the customers is willing to pay for rather than forcing them to accept a mass produced model with features that will never be used.

	Advertising becomes more efficient—because it becomes possible to get the right message to the right audiences rather than trying a shotgun approach.

	Production lines can be fine-tuned—it becomes feasible to know precisely what needs to be manufactured and when so manufacturers can plan with greater accuracy.

	Logistics become more visible—meaning inventory levels can be reduced or even eliminated while the efficiency of delivery networks can be optimized. (Automatic replenishment systems can also be introduced which handle all these functions without consumer intervention).

	Even complex products can be turned into tradable commodities—meaning it will become feasible to compare competing offering more directly and new products (or financial instruments like hedges and derivatives) based around those commodities will emerge.



In total, the information supply chains moves a firm from seeking vertical integration (where it brings in-house as many functions of the supply chain as possible) to seeking virtual integration (where transaction costs are lowered by sharing information with other companies in the supply chain without actually acquiring them). As an information supply chain emerges, information assets become valuable. These assets will include:


	Customer lists

	Product inventory and consumer demand data

	Copyrights

	Trademarks

	Expertise about the use and application of products



Note the following key points about information supply chains:


	It is cheaper to build an information supply chain than it is to build a vertically integrated company.

	First-movers won't automatically have an unassailable lead. Even new entrants or minor players who have important information assets may be able to position themselves to capture the greatest amount of added value in an information supply chain.

	You cannot build an information supply chain if you're unwilling to share your data. And, similarly, you cannot share data with others if you lack the ability to gather accurate data internally.

	Who will succeed in building an information supply chain for each industry remains to be seen. It may be achieved by start-ups with know-how in deploying information assets. Or it may be accomplished by an existing participant in the supply chain who has intimate knowledge of the information assets.

	If you aspire to leadership in an information supply chain, your biggest challenge will be to move fast enough to succeed at all three stages of the development cycle at once. In other words, you'll need to invest simultaneously in projects that are centered a round efficiency, exchange and emergence. You'll also need to finance, manage and implement all these investments well.




Key Thoughts

"You cannot build an information supply chain if your own link is weak or broken. Your internal information flow must be complete before you can connect with your trading partners and generate new value from the sum of the parts. Proceed with haste to implement core systems including procurement, ERP and customer relationship management, and build them on an infrastructure that will maximize the potential for data exchange. In 2001, the Internet served as a conduit for close to $1 trillion in orders, most of them between businesses. The same year, companies spent more than $2 billion just to install procurement software."

—Larry Downes

"It costs far less to build an information supply chain than to build a vertically integrated company. Computing power is cheap and getting cheaper all the time. The company with the most leverage in today's supply chain will not necessarily emerge first from the transformation and first doesn't always mean best. Minor players with significant information assets, or even new entrants with powerful software, may capture the lion's share of total profits. Share new value with consumers, and you will create powerful allies—powerful enough to tip the balance."

—Larry Downes

"While the Information Revolution calls for radical changes in how you plan, most companies already have the skills they need."

—Larry Downes





如何建立好的「策略发动机」　
英文



主要观念

好的「策略发动机」可以产出好的策略组合，这些策略有些很实用，有些却不得不放弃。资讯资产是「策略发动机」的原料，像是品牌、专业技能与市场情报等。运用这些有价资产，「策略发动机」便能重整企业，更进一步充分利用这些资产。如此一来，「策略发动机」天天都能结合企业的规划与执行能力。

支持概念

革命三阶段的所有改变，都是同时发生的，传统商业策略计划工具已派不上用场，你需要一些不一样的东西，那就是「策略发动机」。

好的「策略发动机」可藉由整合下列投资组合，分散风险：


	计划投资——使公司能更有效地满足顾客需求。每项计划都应以改善生产力为目标。在多半情形下，这会涉及使用更成熟且结构良好的技术。

	风险投资——扩大并强化公司进入新市场的能力。「风险投资」多半是指用新方法做生意的实验，通常都是以和其他公司合作的方式进行。公司可投入任何自己觉得放心调度的资源，直到弄清楚这些新点子是否有利为止。多数「风险投资」都混合了新、旧科技。

	选择权投资——对若干新科技投入小额金钱或其他资源，若能照计划发展成功，都会带来革命性的变革。这些科技多半不会成功，以致于投资人终将放弃，这种情形投资人也了然于胸。「选择权投资」完全是以这类实验性科技为中心。



请注意，分配「策略发动机」投资组合的资金，并没有固定且简便的规则可循。有些公司会固定从年营业额中提拔若干百分比（可能或低于5％）给「策略发动机」，其他公司则由现有资讯科技与产品研发预算中提拔资金。重要的是，一旦建立合理的资金分配方式后，不论景气荣枯、营收增减，都要坚守原则。

“革命三阶段的所有改变，都是同时发生的，传统商业策略计划工具已派不上用场，你需要一些不一样的东西，那就是「策略发动机」。”

想进一步了解「计划投资」、「风险投资」、「选择权投资」间的差异，可参考比照下表：
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好的「策略发动机」投资组合如下：


■焦点集中在顾客问题上，而非公司目前所能提供的。


换言之，有价值的「策略发动机」能洞察未来能做什么的可能性，而不是企图把目前已进行的事做得更好。


■以顾客的喜好，而非基本需求为着眼点。


顾客可能对成为热中的网路银行使用者感到不安，但他们真正喜欢的是运用网路付帐单，每天可以节省几分钟的观念。


■与相关社群产生关链。


只要能把顾客组织起来，并提供好的行销工具，这群顾客就会帮你找到更多有相同想法的人，成为你未来的顾客。


■帮助企业发掘自己从未想过的长处。


例如，有些抽象资产（像是品牌、客源、供应链关系或特定的专业知识等），往往不受业者重视。因此藉由开发策略性投资组合时，这些资产的真正价值很可能就会浮现。

就概念上看来，策略性投资组合无庸置疑为因应时代快速变迁的好方法。同时投资数种不同发展结果的观念，在能源、石油、天然气、农产品等快速变动的市场早已确立。同时投资在这三阶段，不论业界未来有任何变化，企业都能立于不败之地，且有利可图。让企业凭直觉找出自己所属行业的演变方向，规划上也更有弹性。基本上，这也是创投业者的作法。创投业者并不试图让每次投资都正确无误，反倒是以资讯作基础，把未来下注在潜力无限的公司。如此一来，不论市场朝哪个方向走，至少会在某家极其成功的公司身上押对宝，运气好的话，还会连带押到其他几家表现良好的公司。

投资组合就像「策略发动机」的蓝图，凭借无形的资本，以企业的资讯资产作为运作的燃料。这些资产可能有好几种形式，包括标志、品牌、版权、专利权、注册商标、专业知识等。资讯资产是经济的重要推手，在大多数产品与服务成本中占有愈来愈高的比例。

“投资组合就像「策略发动机」的蓝图，凭借无形的资本，以企业的资讯资产作为运作的燃料。”

然而这些资讯资产的价值很难量化。出售公司时，资讯资产会出现在帐面上，但为一般所接受的会计原则并不承认这种资产的价值。况且，资讯或无形的资本并不遵循其他产品的经济原则，例如：


■资讯不会用尽。


资讯是可不断更新的资源，不论怎么用都不会变质或减少。


■人人都可同时使用相同资讯。


相同的资讯资产可同时提供给无数的使用者。若在必要时，即使运用相同资讯的人，也可能做不同用途。


■愈多人使用的某种资讯资产，就愈有价值。


举例来说，道琼工业指数（首创于1896年）就极具价值，因为有那么多人密切注意指数的高低。当资讯流通愈广，价值就愈高。


■资讯流通愈自由，就增值愈快。



■误用则会破坏资讯的价值。


例如，好品牌配上劣等产品，只会稀释品牌价值，并不能因而改善产品。

“效率阶段的当务之急，就是善加运用公司现有资讯资产。”

因此「策略发动机」最优先的工作是拣选出资讯资产，并应用在策略投资组合中的每项投资上。最常见的情况是，在这三阶段中，机会将以不同的形式出现。
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第一阶段　效率操纵交易成本的手法


效率阶段的当务之急，就是善加运用公司现有资讯资产。一旦认清内部效率的真实状况，就可转换成能出售给顾客的新服务。很多情形下，这类专业知识可大幅降低交易成本。


第二阶段　取代资讯服务


公司在取代阶段中开始思考，谁会认为这样的资讯交易是有价值的。这阶段以收取交易费作为经营网路市场的手段，然而这并非获取最大利润的最佳方式，因为复制技术的成本很低。相反的，此时最大附加价值在于，网路市场操作者可运用资讯清楚了解整体市场。这样的知识可转为新产品与服务，像是信用保险、特别设计的财务或避险工具、出售详尽的消费人口统计资讯等。（这只在市场拥有相当数量的参与者后才能实现。）


第三阶段　成形资讯产品与服务


在这阶段，建立完善的资讯供应链后，公司就可利用这些资讯调整、改善产品。甚至有可能以电子方式传送目标精准的产品与服务，更扩大获利潜力。

整体看来，这三阶段会影响公司业务重心，从供应产品转为提供顾客服务。事实上，就资讯资产来说，区隔产品和服务会变得难上加难。举例来说，你买了某项产品，却可从网路收到产品的升级版本、支持与训练等服务。随着资讯供应链更发达，要辨识产品与服务的分界线会愈来愈困难。

“以收取交易费作为经营网路市场的手段，然而这并非获取最大利润的最佳方式，因为复制技术的成本很低。”

要做到这点，必须能不断更新产业。换言之，必须不断为「策略发动机」注入新观念，并将此观念开发成新产品与服务。不过更困难的是，你必须每天持续进行，而非一年做一、两次而已。要达成这个目标，「策略发动机」就必须结合企业运作，创造一个「点子引擎」。
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拟定策略并非单一事件，而是一种过程。你需要一台天天都能做到下列事项的发动机：


	接收所有你所输入与市场、顾客及产品相关的资讯。

	设计一套包含计划（效率阶段）、风险（取代阶段）、选择权（成形阶段）的投资组合。

	开发成功的新资讯产品与服务。

	再把这些新资讯产品与服务，回馈给「策略发动机」，以便更进一步精密调整与改善投资组合。

	当更多新观念出现，持续回馈给「策略发动机」，使其运作进入另一个生生不息的新周期。



总之，「策略发动机」有项最不可思议的特质，就是输入、输出的东西都是相同的。市场调查、综合交易资讯、商业情报、产品设计专业知识、人力资本与智慧资本，这些资讯最初都是用来研拟策略的，但在投资组合产出资讯产品与服务后，会有更多资讯涌入系统。「策略发动机」如此不断演进，产生更多有价资讯资产。当这样的循环周而复始、持续不断，「策略发动机」的稳定性就会愈来愈好。

“每天持续为「策略发动机」注入新观念，并将此观念开发成新产品与服务。”

接续而来的挑战，就是整合一套优良技术结构，使「策略发动机」产出的资讯资产影响公司作为。擅于此道的组织，其结构通常格外灵活，能随时因应需要而重组。即使成功组合了良好的「策略发动机」，想维持运作仍需要定期保养与不时大加翻修。


关键思惟

「摩尔定律、梅特卡夫定律及交易成本的经济力是资讯革命的推手，也是规划投资组合的标杆，但彼此的方向不同。规划策略性投资组合时，必须学会对众多不同结果的标的都投资一点，即使投资标的互相矛盾也无所谓。在管理投资组合的过程中，就算必须缩减其他方面的努力，你也会学到有些计划就是得马上展开。透过监看企业内外不断变动，就会发现，什么时机该做渐进式变革，何时又该不顾一切地投入。」

——唐斯

「规划策略性投资组合，和既有购并或投资不相干公司与活动来分散投资，完全是两码事。投资组合重心，永远是为了从现有资产中获取最大利润。策略性投资组合并非只是单纯拼凑一堆东西，而是为了永续经营。由于这类投资组合始于小规模投资，几乎不太可能导致你和投资目标的公司直接购并或结合。」

——唐斯

「资讯革命时代的策略规划，是种范围广泛的计划，常耗时好几个月或好几年，通常会委外请顾问规划成一项彻底解决方案，期间过程与以往熟悉的规划截然不同。眼前你必须紧急把资讯科技放在所有活动规划的核心，并持之以恒。然而在1999年到2000年，网际网路发烧之际，情况并非如此。投资者与商业媒体的狂热，加上对市场瞬息万变的疑虑，促使许多既有公司，把电子商业列为优先作业，却是急就章地拟定网际网路计划，对公司在这美好新世界该走向何方却毫无概念。这些缺乏支持的出击行动，一旦面临内部冲突、不相干的产业停滞、网路股价崩跌，便会造成许多其实还有搞头的计划就此无疾而终，计划背后的策略也遭遗忘。但产业变革的动能却未停歇，这股动能依靠不仅是股市的推波助澜，还有更小、更快也更便宜的电脑持续发展，以及全球资讯网路不断扩张。即使你所处的产业尚未受波及，但不久后也一定会遇到效率、取代或成形的大规模威胁。新竞争者起落、联盟与合作关系出现或破裂，你可能永远无法清楚认识新供应链。尽管你和竞争对手可能会因此回头，集中投资在改善产能计划上，其中所结合的科技，却可能毫无预警地点燃一连串变革。」

——唐斯

“在管理投资组合的过程中，你也会学到透过监看企业内外不断变动，就会发现，什么时机该做渐进式变革，何时又该不顾一切地投入。”

「你对每种投资形式该持有多少？投资组合多大？该投入多少钱在策略性投资组合中，或分配多少百分比的预算？等问题，显然没有通则。但策略性投资组合的目标是发展新产品或服务，使自己的立足点更稳固。如果价格一下滑就改变策略，只好一直被喜怒无常的市场箝制，每次波动不论好坏，对你而言都犹如大难临头。」

——唐斯

「待景气好转时，才重新开始长期投资，就好像过于忙着服务顾客，而无法专心思考自己的投资组合。其实最好的投资时机，就是经济停滞或萧条时期。」

——唐斯





How to Put Together a Strategy Machine　
中文



Main Idea

A good strategy machine generates a portfolio of strategies, some of which will prove to be useful and some of which will ultimately need to be dropped. The raw fuel for a strategy machine is information assets—brands, expertise and market intelligence, for example. The strategy machine takes these assets and then sets out to reinvent your business to better exploit those assets. In doing so, the strategy machine merges together the planning and execution capabilities of your business on a day-by-day basis.

Supporting Ideas

The traditional business tools for strategic planning won't be much use when changes are taking place simultaneously in all three stages of a revolution. Instead, what's needed is something different—a strategy machine.

A good strategy machine will spread risk by putting together a portfolio of:


	Projects—which are designed to make the company more efficient in serving customer needs. The goal of each project will be to improve productivity. Most often, this will involve the use of mature, well structured technologies.

	Ventures—which attempt to expand and enhance the company's access to new markets. Ventures are frequently experiments in new ways to do business, and are often structured as joint ventures with others. Companies can then commit whatever level of resources they are comfortable allocating until such time as it becomes more clear whether or not the new idea will prove beneficial. Most ventures will have a mix of old and new technologies.

	Options—where small amounts of money and other resources are committed to several cutting edge technologies, each of which have the potential to be genuinely revolutionary if they go as planned. These investments are made on the understanding most of these technologies will not work out and will ultimately be dropped. Options are built entirely around these experimental technologies.



Note there are no hard and fast rules about how much money should be allocated to a strategy machine portfolio. Some companies operate by allocating a fixed percentage of gross sales (perhaps 5％ or less) to their strategy machine. Others fund their strategy machines by combining their current information technology budgets and their product research budgets. The key is to work out a funding allocation that makes sense and then to stick to it regardless of the ebbs and flows of the general business cycle.

To better understand the difference between projects, ventures and options, consider this comparative table:
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A good strategy machine portfolio:


■ Will focus on customer problems, not your current offerings.


That is, instead of trying to do what you now do better, a worthwhile strategy portfolio will look at what's going to be possible to do in the future.


■ Will target customer passions rather than their basic needs.


In other words, customers may struggle to become enthused about online banking but they will love the concept of saving a few minutes per day by paying their bills online.


■ Links in with the related communities.


Simply because if you can organize customers and provide them with good marketing tools, they will help you find more like-minded people to serve in the future.


■ Will help the business discover strengths it never knew it had.


For example, there will often be intangible assets (like a brand, customer base, supply chain relationship or specific expertise) which the business tends to take for granted. By developing a strategy portfolio, the true value of these assets will likely come to the surface.

On a conceptual level, it is clear a strategy portfolio makes good sense during times of rapid change. The idea of investing simultaneously in several outcomes is well established in volatile markets such as energy, oil, gas and agriculture. By investing in all three stages simultaneously, you are positioned to prosper regardless of how the industry evolves in the future. You also have greater planning flexibility in that you can follow your instincts about how your specific industry is evolving. In essence, this is the same approach venture capitalists follow. They don't try to get ever investment right every time. Instead, venture capitalists place a range of informed bets on the future by investing in several high-potential companies. That way, no matter how the market evolves, they will have a stake in at least one spectacularly successful company and hopefully a stake in several other strong performers.

A portfolio is like the blueprint for a strategy machine. The fuel that keeps it going is invisible capital—the information assets of the firm. These assets may take several forms, including logos, brands, copyrights, patents, trademarks, logos, expertise, etc. Information assets drive large parts of the economy, and account for an increasing percentage of the cost of most products and services.

The value of these information assets is difficult to quantify for certain. They do show up when a company is sold, but generally accepted accounting principles do not recognize the value of these assets. Nor does information or invisible capital follow the same economic principles as other goods. For example:


■ Information does not get used up.


It is a renewable resource that does not degrade or diminish when it is used in one application or another.


■ Everyone can use the same information at the same time.


The same information assets can be used by an unlimited number of people simultaneously without any problems. And each of these people can be doing different things with the same piece of information if needs be.


■ The more people that use an information asset, the more valuable it becomes.


For example, the Dow Jones Industrial Average (begun in 1896) is enormously valuable because so many people follow its movements carefully. Value increases as information circulates more widely.


■ The more freely information circulates, the more rapidly its value increases.



■ The value of information can be destroyed if it is misused.


For example, if a good brand is attached to an inferior product, the brand gets diluted rather than the product gets improved.

One of a strategy machine's top priorities is to identify information assets and apply them to every investment in the strategy portfolio. Most frequently, these opportunities will take different forms during each of the three stages:
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Stage 1　Efficiency Transaction Cost Levers


In the efficiency stage, the challenge is to make better use of the information assets your business already has. Once you've identified your true internal efficiencies, you can then work on turning these into new services that can be offered to customers. Many times, this expertise can be used to lower transaction costs substantially.


Stage 2　Exchange Information Services


At the exchange stage, companies start thinking about who would find their trading information to be valuable. Note that running an online marketplace and charging transaction fees is not the best way to maximize profits during this stage because of the low cost required to duplicate the technology. Instead, the best source of additional value will be when the operator of an online marketplace uses the data to generate a clearer view of overall market conditions. That knowledge can then be translated into new products and services—credit insurance, specialized financial or hedge instruments, the sale of detailed consumer demographical information and so on. (This only becomes feasible once the market has a critical mass of participants).


Stage 3　Emergence Information Products and Services


Once the information supply chain has been fully formed during the emergence stage, it becomes possible for companies to use this information to fine-tune and improve their product offerings. It even becomes possible to deliver these highly targeted products and services electronically, further enhancing the profit potential of these offerings.

The overall impact of these three stages is companies move their commercial emphasis away from delivering products towards delivering consumer services. In fact, for information assets, it starts becoming difficult to differentiate between products and services. For example, you may buy a product but receive upgrades, product support and training via the Web as a service. As the information supply chain becomes more fully developed, it becomes harder and harder to tell where a product ends and a service begins.

To be able to do this, you need to have the ability to constantly reinvent your business. In other words, you must keep feeding new ideas into the strategy machine and develop them into new products and services. And, to add to the challenge, this needs to be happening on a daily basis rather than once or twice a year. To achieve that, your strategy machine needs to merge with your business operations to create an ideas engine.
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Setting strategy is not an event—instead, it's a process. Every day, you need a machine which will:


	Take all the information you can feed into it about your markets, your customers and your products.

	Develop a portfolio of investments which are a mix of projects (efficiency stage), ventures (exchange stage) and options (emergence stage).

	Come up with new information products and services.

	These new information products and services will then be fed back into the strategy machine to allow the portfolio of investments to be fine-tuned and enhanced still further.

	As more new ideas emerge, these then get fed back into the machine, causing it to run through another cycle and so on.



One of the most surprising features of a strategy machine is that its inputs and its outputs are the same. Market research, consolidated transaction data, business intelligence, product design expertise, human capital and intellectual capital are used initially to formulate strategy. As the portfolio of investments generate information products and services, more data flows into the system. As the strategy machine evolves, more valuable information assets come out. As this cycle continues again and again, the strategy machine becomes progressively and steadily better.

The challenge then becomes to combine a good technical architecture that will allow the information assets developed by the strategy machine to impact on what the company does. The best organizations at achieving this tend to have exceptionally agile structures, allowing them to reconfigure as often as will be required. Even once you manage to put together a good strategy machine, keeping it running will require regular maintenance and occasional overhauls.



如何维持「策略发动机」运作　
英文



支持概念

建立「策略发动机」很容易，操作却很困难，因为「策略发动机」会彻底改变企业的运作方式。因此必须克服许多内在障碍，特别是惰性或内部反对改变的阻力。若将惰性转化成催化剂，便能使「策略发动机」运作得更快。

支持概念

要发展「策略发动机」必先克服一连串障碍，其中最顽强的障碍是内部不愿改变目前作业方式的惰性。其实所有大规模变革，通常都会遭遇各式各样的抗拒。处理这些障碍的最佳方法就是，将障碍转化成变革的催化剂。要做到这点，须经过下列4项步骤：
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	找出最该克服的障碍——像是沟通管道的冲突、法规的刁难、优惠贷款的取得、人力资源的局限等。

	尽可能建立组织免疫力——协助大家了解对变革反感的原因，无非是人们对未知的恐惧。所以从另一个角度，帮大家了解变革是不可避免的，最好的方法就是接受，主动出击，不要被往后的任何风吹草动吓得四处逃窜。

	内化问题——请受新投资影响最大的主管，负责推动与鼓吹此项投资。换言之，通常预测谁是变革的最大反对者是很容易的，所以要跟反对者彻底讨论所有问题，厘清所有疑虑，帮助他们看清前进的好处。只要能让反对者对未来的可能性感到兴致勃勃，这种乐观态度就会散播至整个组织。

	把障碍转为催化剂——此时会面临正面迎战内部政治的情形，因此需要接近组织高层的人大力支持。也需要有人负责清除挡路石、一再说明计划的好处并领军前进。



当受影响最大的人愿意负起责任时，「策略发动机」才能发挥最大的运作效益，全员共同寻求克服突发问题的方法，这时就必须由执行长领军运作这部机器。如果执行长有意解决问题，所有人都会接获人人都得采取相同行动的讯息。相对的，若执行长对操作「策略发动机」的好处有所怀疑，就等于邀请其他人表达各自的疑虑。在此情况下，除非新事业领域出现外来压力，否则很快就会切断「策略发动机」的燃料供给，并宣告停摆。

“策略性投资组合的目标是发展新产品或服务，使自己的立足点更稳固。”

以下为影响「策略发动机」效率最常见的8种内部障碍：


障碍 #1——组织上下一致排斥新科技


经营有成的公司经常发现，实验会引起争议且吞噬现有营收的新产品，就会遇到困难。经理人或许已工作吃重，更遑论还得分配时间和其他资源，给刚萌芽的科技。

把这种障碍转为催化剂的最好方法是，创造扁平式组织来规划、行销新科技。别试图以原有组织处理新科技，而是设立更能切合新科技需求的新单位。如此，新科技才有机会成长，甚至凭借企业在商场的成功而扬弃旧组织。


障碍 #2——文化震撼


愈是长期成功的公司，愈难改变做事方式。毕竟公司文化是环绕其历史、有魅力的领袖、伟大商战故事发展出来的。

幸运的是，并非所有的公司文化都会阻挠成长。有些公司拥有大胆创新的传统，欣然接纳科技的突破；有的则是以压低成本为主，采用任何有助于降低成本的新事物。因此，将这些大障碍转为催化剂的最可行方法就是，选择加入策略性投资组合的科技时，将公司文化列入考虑。若遗漏了这点，企业执行长必须一一对员工推销新策略，直到大家都了解公司愿景为止。

“把第一种障碍转为催化剂的最好方法是，创造扁平式组织来规划、行销新科技。”


障碍 #3——行销连自己都不了解的产品


所有行销人员都知道，好的行销策略规划秘诀就是只卖自己了解的产品。资讯革命虽为资讯资产（如品牌）创造了不计其数的新用途，但公司内部对毫无经验的产品，可能缺乏尝试的意愿。

要把这种障碍转变成催化剂，就是要把眼光放远。只要人人都了解关键在于解决客户问题而非销售产品与服务，就会倾全力找出全面解决问题的新方法。这时，大家的焦点就会变成，找出能传递公司最重视价值观的最佳方法。


障碍 #4——缺乏人力资本


高阶主管领薪水却只做执行工作。这些人之所以能担任主管，通常是因为在组织内表现优异，而不是因为开拓新市场、改革供应链或将产品转变为服务。这些主管可能不喜欢，甚至厌恶创新，也就是说，企业想吸引喜爱变革的新人时，就会遭遇难题。

将这种障碍转化成催化剂的过程往往非常混乱。此时要改变人，倒不如请他们走路，像采购、行政、制造、行销等人力资源，可以外包。放弃那些对新策略无关紧要的功能，就会很快发现，许多外包服务者都能更有效执行这些功能。但一次解决这些问题不太可能，必须反复斟酌，哪些功能应保留在公司内，哪些可以外包。

“资讯革命虽为资讯资产创造了不计其数的新用途，但公司内部对毫无经验的产品，可能缺乏尝试的意愿。”


障碍 #5——新旧整合的困难


发展新策略时，新科技与新元素要搭配的天衣无缝，一定会牵涉到技术上的挑战。除了必须考虑前人留下的系统，还要适应资讯供应链的演化，毕竟资讯革命强调的是建立可不断更新系统的能力。

要将此障碍转换为催化剂，必须从上而下、全面性且毫不通融地打造新科技的基础结构，不然就会东一个缺口、西一块补丁，造成整个结构一团混乱。

除了上述五种内部障碍外，还有三种外部障碍，也必须转化为变革的催化剂：


障碍 #6——沟通管道的冲突


就某种程度而言，「策略发动机」投资组合中的每项投资，都会影响原先的安排。供应链每次的变革与演进，都会令某些人丧失某些利益。然而这些只不过是分裂的开端，当类似效率不彰的缺点日渐暴露，再逐一被消除后，会产生更多问题。

假如你坚决不肯做任何引起同事不快的事，就等于把竞争优势拱手让给其他以顾客利益优先的竞争对手。更何况，不论你做什么都只不过是让无可避免的结局延后发生罢了。从现实角度看，把这种障碍转为催化剂的唯一方法，就是接纳沟通管道产生的冲突，把冲突视为资讯革命必然的副产品。你的定位应该是控制流向顾客的资讯而非产品，凡是与顾客直接接触的人，就位于操纵资讯供应链本身价值最有利的位置。因此，若不是亲自控制资讯流向，就是跟拥有这种关系的人结盟。


障碍 #7——法律规章


在大型商业市场稳定的演化中，商业法规与执行皆不可或缺。其中破坏规则、全球化及智慧财产法对资讯革命尤为重要。

上述所有障碍中，法律最难转变成催化剂，因为牵涉面非常复杂。因此，最佳方针如下：


	保持警觉——注意法律对「策略发动机」投资组合中，每项投资的影响。换言之，要获得与企业特殊处境相关法律的实际知识。

	游说与推动修法——呼吁立法者通过对企业建立资讯供应链有利的新法律。试着使供应链的所有参与者，尤其是顾客都能因此受益。

	利用可能已存在的漏洞——只要有可能，就别不好意思利用法律主动出击。只要是合法的，就要充分运用自己的权利，即使明知未来这条法律可能还会导致一些问题。




障碍 #8——找到未来资金来源


拥有策略性投资组合，听来可能很有吸引力，但在某些时点，总会有人问：「我们拿什么来支付？」这对投资组合中大多数投资来说是更大的挑战，因为我们不太可能预测这样的投资会有多少收益且何时能回收。

因此把这项障碍变成催化剂的最好方法，如下：


	让第二阶段（取代）与第三阶段（成形）的投资项目，尽快成为独立公司，再由市场决定公司市值。

	成立企业创投小组。由小组累积健全数量的成形选择权，并在市场上测试。试着和顶尖的企业家一起投资，只要有人问起，就把自己的经验叙述一遍。




关键思惟

「当你想建立一个连结顾客跟供应商的『资讯供应链』时，最大的难题通常都与科技无关，而是资金、法规，尤其是公司内、外的冲突。即使是有利的变革，仍是困难重重。人天生就抗拒变革，不过仍有一种技术可以克服这类人性，就是领导。」

——唐斯

「管理公司的投资组合，应从管理自己的投资组合开始，投资自己的技能、专业知识、人格品牌。打造自己的无形资本，然后激励同事、客户与生意伙伴跟进。『抛弃式电脑』时代就跟蒸汽引擎时代一样，自然会水到渠成。」

——唐斯





How to Keep a Strategy Machine Running　
中文



Main Idea

Strategy machines are easy to build but difficult to operate—because they create profound changes in the way your business operates. Thus, there will be many internal obstacles to overcome, especially inertia or internal resistance to change. The smart way to offset this inertia is to transform it into a catalyst that will make the strategy machine run faster, not slower.

Supporting Ideas

In developing a strategy machine, a number of obstacles will need to be overcome, not the least of which will be internal inertia for the present way of doing business. With any significant change, there is usually all kinds of resistance. The best way to deal with these obstacles is to convert them into catalysts for change. Doing this is a four-step process:
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	Identify the obstacles you're most likely to strike—for example channel conflicts, regulatory hurdles, availability of finance at attractive terms, human resource limitations and so forth.

	As far as possible, immunize your organization—by helping everyone understand the usual knee-jerk reactions to change is nothing more than fear of the unknown. Instead, help people understand change is inevitable, and it's better to accept that and get into the driver's seat rather than be blown around by every new breeze that comes along.

	Internalize the problems—make the executive most affected by a new investment its chief promoter and champion. In other words, it's usually easy to forecast who will be the most vocal against change. Talk the issues through with that person. Address all their concerns. Help them see the benefits moving forward. If you get this person enthusiastic about the possibilities of the future, that optimism will spread throughout the entire organization.

	Invert obstacles, turning them into catalysts—by confronting head-on the internal politics involved. This will require the clout of someone at or near the top of the organizational chart. Someone will need to take responsibility to clear the logjams, articulate the benefits repeatedly and then provide leadership to move forward.



When the people most affected willingly accept responsibility, the strategy machine can operate more effectively. Everyone will then get involved in developing ways to overcome the problems that crop up. The CEO needs to take a lead in this area. If the CEO is oriented towards problem solving, everyone else will get the message they need to do something similar. Conversely, if the CEO is skeptical about the benefits of operating a strategy machine, that's an invitation for everyone else to express their doubts. In those circumstances, the fuel supply for the strategy machine will quickly be cut off and the machine will grind to a halt until outside pressures intervene in new and novel areas of the business.

The five most common internal obstacles to running an effective strategy machine are:


Obstacle #1—An organizational ban on new technologies


Well established companies frequently find it difficult to experiment with new and radical products that cannibalize existing sales revenues. The managers may already feel overworked and the idea of allocating time and other resources to emerging technologies will be highly unattractive.

To turn this obstacle into a catalyst, create parallel organizations to develop and commercialize the new technologies. Don't attempt to make the existing organization handle the new technologies but create new entities which are better suited to the needs of the emerging technology. They can then grow and perhaps even make the old organization obsolete solely on the basis of their commercial success.


Obstacle #2—Culture shock


The more successful a company has been for an extended period, the more difficult it becomes to do things differently. The company develops a culture around its history, its charismatic leaders and its great war stories.

Fortunately, not all companies have a culture that inhibits growth. Some firms have a tradition of daring innovation, and will readily welcome technological breakthroughs. Others have a culture committed to keeping costs low, so anything new which does that will be readily adapted. Thus, the most likely way to turn this obstacle into a catalyst is to take the company's culture into consideration when deciding which technologies to add to your strategy portfolio and which ones to avoid. Failing that, the CEO will have to sell the new strategy one person at a time until everyone catches the vision.


Obstacle #3—Marketing what you don't know well


As every marketer knows, the secret to developing a good marketing strategy is to sell what you know. The information revolution, however, is creating loads of new applications where information assets (like brands) can be deployed. There may be an internal reluctance to try new media where the company has little experience to go on.

To turn this obstacle into a catalyst, get people to see the bigger picture. When everyone understands the real key is to solve the customer's problems rather than just sell your products and services, they gain license to find new ways to deliver an entire solution. The focus then shifts to finding the best ways to communicate the values your company holds dear.


Obstacle #4—Lack of human capital


Executives are paid to execute. Usually, they got to where they are by excelling within the organization rather than by opening new markets, revolutionizing the supply chain or by turning products into services. They may dislike and even distrust innovation which, in turn, means the company will have trouble attracting new talent with skills in these areas.

To turn this obstacle into a catalyst is often a traumatic process. Instead of trying to transform people, get rid of them. Outsource your corporate functions like purchasing, administration, manufacturing, marketing and human resources. Shed those functions which are not central to your new strategies. You'll soon realize there are numerous service providers who can carry out these functions more efficiently than you can. And remember, this won't be a one-time action. You'll need to constantly revisit the issue of which functions should be kept inside the company and which should be outsourced.


Obstacle #5—The difficulty of integrating old and new


As you develop new strategies, there are sure to be technical challenges involved in getting new technology to work seamlessly with new components. That is, there will be a legacy system to consider. In addition, the information revolution will place high emphasis on the ability to build systems that can be constantly reconfigured as the information supply chain evolves.

To transform this obstacle into a catalyst, a new technical infrastructure has to be imposed from the top down. This has to be all inclusive and definitive, otherwise you get the situation where patches are added on top of other patches until the entire architecture becomes confused.

In addition to these five internal obstacles, there are also three external obstacles that must be transformed into catalysts for change:


Obstacle #6—Channel conflicts


To some extent, every investment in your strategy machine portfolio will impact on your existing commercial arrangements. Every time a supply chain changes and evolves, someone will be disadvantaged. These disruptions, however, are just beginning. There will be many more in the future as inefficiencies are exposed and then progressively eliminated.

If you adopt a strict rule against doing anything that upsets your partners, you hand a very real competitive advantage to others who are committed to doing what's best for the customer. Also, all you're doing is delaying the inevitable. In reality, all you can do to turn this obstacle into a catalyst is to accept channel conflicts as an unavoidable by-product of the information revolution. Position yourself deliberately to control not the flow of products but the flow of information to the customer. Whoever has direct contact with customers is in the best position to leverage the value of the information supply chain. Therefore, either control that information flow yourself or form an alliance with whoever does own that relationship.


Obstacle #7—Laws and regulations


Commercial law and its enforcement are essential for large and stable business markets to evolve. Of particular significance in the information revolution are deregulation, globalization and intellectual property law.

Of all the obstacles, law is the hardest to convert to a catalyst simply because of the complexities involved. Therefore, the best course is to:


	Be aware—of how the law impacts on each investment in your strategy machine portfolio. In other words, gain a working knowledge of the law in your particular circumstances.

	Lobby and promote changes in the law—encourage the lawmakers to pass new laws that will improve your industry as a whole as an information supply chain becomes established. Try and benefit every participant in the supply chain, especially consumers.

	Exploit any loopholes that may already exist—that is, don't be ashamed to use the law to leverage your new initiatives if possible. Take advantage of your full rights under the law, even if you recognize the law may cause problems at some point in the future.




Obstacle #8—Finding capital to finance the future.


Having a strategy machine portfolio may sound appealing, but at some point, someone is going to ask: "How are we going to pay for all this?" To make things even more challenging, for most of your portfolio investments, it will be impossible to forecast how much of a return they will generate, and when.

Probably the best approach to turning this obstacle into a catalyst will be:


	Be willing to spin off your stage 2 (exchange) and stage 3 (emergence) portfolio investments into stand alone companies as soon as feasible. Let the market decide what their fair market value should be.

	Establish a corporate venture capital unit. Let them generate a healthy number of emergence options and test them in the marketplace. Try and invest alongside professional entrepreneurs, and keep telling your story to everyone who asks.




Key Thoughts

"When you are trying to build an information supply chain to connect customers with suppliers, the biggest problems are rarely problems of technology, but of finance, regulation and most of all conflicts inside and outside your organization. Change, even beneficial change, is hard. It is human nature to resist it, and there is only one technology that can overcome human nature: the technology called leadership."

—Larry Downes

"To manage your company's portfolio, start by managing your own. Invest in yourself—your skills, your expertise, your personal brand. Build up the value of your own invisible capital, then inspire your colleagues, customers and business partners to do the same. In the age of the disposable computer—just as was true in the age of the steam engine—the rest will take care of itself."

—Larry Downes
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