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打造自己的权力之路　
英文



不要抱怨生命不公平，或自己的组织文化不健全。无论是现有工作或是新的职场，你都有责任也有可能去改变现况。不要坐等事情好转，或是他人掌权时以仁慈的方式改善现况。成功从准备好开始。你要去打造自己的权力之路！
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权力很好，让你能主导议题，把你认为最重要的事做好。除了能拥有更多主控权，愈多权力也表示有愈高的地位、裁示权和创造财富的机会。研究甚至表明，有权力者 比感到无助、充满压力的人活得更久，享受更健康的生活，因此权力的好处很多，也影响广泛。权力也是担任领导者的重要元素，这也解释了领导者为何总是忙于追求权力。

与其说这是件追求得到或追求不到的事，不如说是累积权力的管理原则。如果你了解这些原则并且愿意运用，便可获取更多权力。追求权力要考虑周详、有策略、有弹性、有警觉心，必要时愿意奋力一战。获取和保有权力固然费心费力，但 如果你有意走上追求权力之路，就要尽可能地达成目标。打造个人迈向权力之路的真正关键，是要了解自己的目标及为何而战。
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关键思维

“如果你不喜欢某些新闻，就出去制造一些你要的新闻。”

──史古皮·尼斯克尔，旧金湾区电台闻人

“你确实可以取得权力──却不必完全变成另一个人，只需要在处事上稍微有点策略和改变。就像复利计算公式一样，尽可能变得更有成效，时间久了，就能让你处在非常不同并且更好的地位。在取得权力时，什么事情都可能发生。如果能拥有必要的才能，即使在最不可能的情况下，还是可以让自己位高权重。”

──杰夫瑞·菲佛





Main Idea




Build your own path to power　
中文



Don't complain about how life isn't fair, or that your organizational culture isn't healthy. You have both the responsibility and the potential to change your situation, either in your present job or in a new place. Stop waiting for things to get better or for other people to acquire power and use it in a benevolent fashion to improve the situation. Success begins with preparation. And it's up to you to build your own path to power.
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Power is good. It gives you the ability to set the agenda and get the things done you consider to be most important. In addition to greater control, the more power you have the greater your status, discretion and wealth creation opportunities will be. Studies even show people with power live longer and enjoy healthier lives than those who feel helpless and stressed so the benefits of power are extensive and pervasive. Power is also part and parcel of being a leader which is why leaders are always preoccupied with the pursuit of power.

Rather than being a hit-and-miss affair, there are principles which govern the accumulation of power. If you understand them and are willing to use them, you can and will acquire more power. Becoming more powerful is a matter of being thoughtful and strategic, resilient, alert and willing to fight when necessary. Obtaining and holding power is hard work but if you're going to embark on the quest, it makes sense to be as effective as you can. The real key to creating your own personal path to power is to know what you're doing and why.
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Key Thoughts

"If you don't like the news, go out and make some of your own."

—BayArea radio personality Scoop Nisker

"You can actually acquire power – not by becoming a new individual but by doing things slightly more strategically and differently. Just like the principle of compound interest, becoming somewhat more effective in every situation can, over time, leave you in a very different, and much better, place. Almost anything is possible in attaining positions of power. You can get yourself into a high-power position even under the most unlikely circumstances if you have the requisite skill."

—Jeffrey Pfeffer




观点 1　
英文



权力是什么？

简而言之，权力就是让你能够当家作主，确实实现你想做的事。权力不会无故发生。要有权力，就必须努力争取。

在现实世界中，拥有权力很美好。权力让你设定议题，决定如何共享奖励，并且让事情照你希望的方式去做。如果你位处权力核心，就能大大提高成就和事业成功的机会。这就是为什么不论在任何团队或组织里，权力的竞争角逐都非常激烈。

获得权力地位的具体好处：

■权力对你有益。

如果你处在权力核心，就不会感到无能为力和受到压抑，而是活得更长久，感觉更健康。如果你有地位，而且能掌控你的工作环境，你会感觉良好，并且降低压力。

■权力的知名度和地位可以创造财富。

如果你长时间位高权重，就会有各种以权换钱的机会。人们喜欢与有权力的人交涉，而且提出各种议案。

■达成你设定的议题项目。

权力意味着你可以决定议题及其优先次序。你可以达成你想做的事。你可以主导事情发生。

追求权力通常会遭遇到 3个障碍：

■相信世界是公平的。

在 理想的世界里，好人拥有所有的权力；而坏人不论如何都不会有权力。这种信念的问题是，世界并不公平。即使你一直在做对的事，并不能保证你会有任何权力。反之，权力流向积极建立个人权力基础的人。不要坐等世界理解你所做的事，而要积极追求权力，而且不惜代价。世界本来就不是公平的──接受它！

■想套用其他领导人的公式。

当你阅读领导者的著作时，有时会以为只要套用别人平步青云的公式就会万事顺利。这种想法有明显的缺陷。残酷的现实是，领导人往往隐藏爬到高位所做过的事，他们公诸世界的是经粉饰过的版本。如果你相信他们公关所说的，他们是经过深思熟虑并且脚踏实地爬到高位；然而，实际上，他们是不惜背后暗箭伤人、不择手段打压对手以取得高位。不要相信他们说的。不要没亲身尝试就对他们的建议照单全收。相信自己对别人获取权力的观察，千万别相信领导书籍充斥的粉饰内容。

■学习突破自己。

信不信由你，在争取权力时，你可能是自己最大的敌人。在面对有助于建立自己权力基础的挑战时，你可能轻易放弃，或做出一些阻碍自己的事。只要自我设限，就有了追求权力不成的借口。事实上并非你做错了什么，而是要克服的外在障碍太多了。

谈到争取权力，简单的事实就是没有一个放诸四海皆准的公式。某个情况或对某家公司可行的做法，或许在其他情况下明显无效。做有帮助的事，可以提高你的机会，但不保证成功。要更有权力的最好的办法就是，着手建立和扩大自己的影响力。尽量以他人的成功模式作为典范，但重点是在执行时将知识化为行动。这是一直以来 获得权力最好也最有效的方式。

那么，在争取更大权力之路上有些什么要件？
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关键思维

“与当权者的关系是个人成功的关键。决定你成功的人是你的上级，他们可以拔擢或阻止你在公司的晋升。不管你的职位为何，总有人在你之上。因此，你要做的是务必 让那些有影响力的人想要你成功。这或许意味你要表现优秀，但也意味你必须让当权者注意到你的优异表现、记得你，并对你有好印象，因为你让他们志得意满。表 现再加上政治手腕，将有助你一路擢升。光靠表现是不够的，在某些情况下，甚至无此必要。”

──杰夫瑞·菲佛

“蜜蜂天生奇特。应该不能飞，但它会飞。我每次看到蜜蜂从眼角略过，就会提醒自己继续推动不可能的事。”

──吉尔·巴拉德，美泰公司首席执行官




View 1　
中文



What is power?

Pure and simple power is getting into a position where you call the shots and make the things you want to happen actually happen. You don't get there by chance. To become powerful, you have to work at it.

In the real world, power is great to have. It allows you to set the agenda, to decide on how the rewards will be shared and to make things happen the way you want them to happen. If you're in a position of power, you maximize your opportunities for achievement and career success. This is why rivalry is intense for the top spots on any team and in any organization.

The specific benefits of getting to a position of power are:

■Power is good for you.

Instead of feeling helpless and stressed, if you're in a position of power you will live longer and feel healthier. If you have status and control over your work environment, you will feel good and this will translate to less stress.

■The visibility and stature of power can generate wealth.

If you're in a position of power for an extended period of time, you will have all kinds of opportunities to monetize it. People like to do deals with those who are powerful and will come forward with all kinds of proposals.

■You'll get the items on your agenda done.

Power means you get to set the agenda and decide priorities. The items you want actioned will get done. You get to call the shots and make things happen.

There are usually three obstacles to the acquisition of power:

■Believing the world is a just place.

In an ideal world, the right people would have all the power and bad people would have no power whatsoever. The problem with believing this is the world is not a just place. Even if you do the right things all the time, that doesn't guarantee you any power. Instead, power flows to the person who proactively builds his or her own personal power base. Rather than sitting back and waiting for the world to latch on to what you're doing, you need to get busy doing whatever it takes to acquire power. The world is not inherently fair – deal with it.

■Trying to apply hand-me-down formulas of other leaders.

Sometimes when you read leadership literature, all you assume you need to do is plug the formulas others have used to get to the top into your own organization and everything will be fine. That's an obviously flawed idea. The harsh reality is leaders tend to gloss over what they did to get to the top and present a sanitized version to the world. If you believe their PR, they were acting thoughtfully and truthfully in their climb to the top when in reality they were aggressive back stabbers who would stop at nothing to get an advantage over their rivals for the top job. Don't believe what they say. Don't automatically follow what they are suggesting without doing some road testing of your own first. Trust what you observe first-hand as the way others have acquired power much more than the sanitized stuff which tends to fill all the leadership books.

■Learning how to get out of your own way.

Believe it or not, you might be your own worst enemy when it comes to acquiring more power. You might surrender too easily when faced with challenges which will help build your power base or you might do things which place obstacles in your way. By handicapping yourself, you then have a ready excuse for why your bid for power was unsuccessful. It wasn't that you did anything wrong. There were just too many external impediments to overcome.

The simple facts are when it comes to acquiring power, there is no one-size-fits-all formula. What works well in one set of circumstances or company may be spectacularly ineffective in another. By doing helpful things, you can slant the odds in your favor but there are no guarantees. The best way to become powerful is to get into action building and expanding your influence. By all means model your quest on the examples of others who have succeeded but focus on turning knowledge into practice through what you do. That's consistently the best and most effective way to acquire power.

So what does it take to begin your journey to more power?
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Key Thoughts

"Your relationship with those in power is critical to your own success. The people responsible for your success are those above you, with the power to either promote you or to block your rise up the organizational chart. And there are always people above you, regardless of your position. Therefore, your job is to ensure those influential others have a strong desire to make you successful. That may entail doing a good job. But it also may entail ensuring that those in power notice the good work that you do, remember you, and think well of you because you make them feel good about themselves. It is performance, coupled with political skill, that will help you rise through the ranks. Performance by itself is seldom efficient, and in some instances, may not even be necessary."

—Jeffrey Pfeffer

"The bee is an oddity of nature. It shouldn't be able to fly, but it does. Every time I see that bee out of the corner of my eye, I am reminded to keep pushing for the impossible."

—Jill Barad, CEO, Mattel




观点 2　
英文



影响力的3项个人特质

要争取并保有权力，你必须具备 3 项个人特质：（1）相信改变是可能的；（2）能客观自我检验；（3）了解打造权力基础最重要的特性。

特质1．相信改变是可能的

如果你以为获得权力是天生的，那根本就毋须费心去争取更多的权力。事实上，最成功的人在事业和生命过程中做了许多重大的改变。你必须相信改变是可能的，也是你想要的，否则你根本不会跨出第一步去争取更多的权力。如果你认为基因决定你的命运，就不会为自己谋求更大的影响力。



关键思维

“很显然，人天生有特定的才能，但我不喜欢以遗传作为借口。别再骗自己了。最好的创意来自习惯和努力。”

──崔拉·夏普，两项奥斯卡金像奖得主



特质2． 能客观自我检验

如果你想试着获得权力，首先要清楚自己的优缺点。根据这项评估，才能找出具体而特定的训练，弥补自己的不足。任何人都很难客观地自我评估，所以最好的办法就是倾听比你经验丰富的人的意见。请自己敬重的人说出你的优缺点。认真记下他们所说的内容。

特质3． 了解打造权力基础最重要的特性

人有7个属性或特质，支撑和提供你最终会拥有多少权力。如果你在生活中主动去加强其中的每一项，就是把自己放在跻升高位的有利位置。

权力的7个人格属性：
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	进取心──专心于实践和发挥影响力。除非受到你想促成的事情驱使，否则你根本不想去忍受随之而来的挑衅和挫折。

	充满活力──你必须努力工作。要充满活力，因为这会有感染力并激励人心。活力让你花长时间完成重要的事。另外，你在公司花的精力愈多，就等于释放出愈强的讯息：你工作投入且忠诚。

	专心──建立深厚的关系和能耐，而不是应付了事。专心让你专精，以 20％ 的活动产生 80％ 或更多整体价值来磨练自己。强者必然专心。

	自知之明──这点至关重要，因为除非你看清现状以及未来，否则你无法学习和成长。没有自知之明的人花了 20年，得到的可能只是同一年的经验重复20次；若进一步思考发生的事，在这20年中的每一年，你都可以学到不同的事。

	自信心──掌握各种情况的能力，发出前进的讯息并激励每个人前进。在面对强大和迫在眉睫的威胁时，如果不能自信地采取行动，就无法获得或保住有效的权力。

	同理心──替别人的利益着想的能力。强者总是理解他人的背景以及行事动机。当你明白事情背后的实际状况，就能利用所知，强化自己的权力。

	忍受冲突──有权力者不回避奋战，如果这能激起员工的动力。一般而言，人们多半回避冲突。如果你渴望权力，就要知道偶尔发怒可以打破僵局，做好准备，以备不时之需。



注意这份清单并不包括先天的智力。事实证明，智力是工作绩效的合理指标，但在预测权力上却毫无用处。天生的智力与掌握权力并没有关联性。多次金融灾难都是由自视甚高者造成，他们通常自诩为周围环境中绝顶聪明的人。这种现象最明显之例就是安隆公司。安隆破产的原因，至少部分证实是因为公司管理阶层自认为聪明绝顶，容不下任何质疑他们的意见──最后才形成致命的错误。智力看起来像是领导者该有的好特质，但实际的情况却往往导致过度自信和失去觉察力。


View 2 　
中文



Three personal qualities of influence

To obtain and then hold on to power, you will need three personal qualities: (1) A belief change is possible; (2) An objective perspective of yourself; and (3) An understanding of the most important qualities for building a power base.

Quality 1. A belief change is possible

If you assume you were either born with whatever qualities are required to attain power or you were not, then you may not even bother trying to gain more power. The reality is most successful people change profoundly over the course of their careers and lives. You have to believe change is possible and desirable or you won't even start down the path of attempting to acquire power. If you believe your station in life is locked into your genes, you won't even get started on the path to acquiring influence.



Key Thoughts

"Obviously, people are born with specific talents, but I don't like using genetics as an excuse. Get over yourself. The best creativity is the result of habit and hard work."

–Twyla Tharp, winner of two Academy Awards



Quality 2. An objective self-assessment

If you're going to try and acquire power, you need to begin by figuring out where you're strong and where you're weak. Based on that assessment, you can then look for specific and focused training which will help you fill in the gaps. It's usually hard for anyone to do this for themselves objectively so the best way is to get advice from others who are more skilled than you. Ask people you respect where you're strong and where you're weak. Take careful note of what they say.

Quality 3. An understanding of the most important qualities for building a power base

There are seven personal attributes or qualities which will underpin and contribute to the amount of power you ultimately enjoy. If you get to work on proactively building each of these attributes in your life, you position yourself advantageously to enhance the amount of power you enjoy in the future.

The seven personal attributes of power are:
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	Ambition – a focus on achieving and exercising influence. You probably won't bother putting up with all the irritations and frustrations of acquiring power unless there is something pressing you want to achieve.

	Energy – you need to work hard. Boundless energy is needed because it's contagious and inspiring. Energy allows you to spend long hours getting the important things accomplished. Plus, the more energy you expend on your organization, the stronger the signal you send you are committed and loyal.

	Focus – having deep rooted relationships and competencies rather than cursory associations alone. Focus allows you to specialize and to hone in on the 20 percent of activities which generate 80 percent or more of the overall value. Powerful people always focus consistently well.

	Self-knowledge – which is vital because you won't learn and develop unless you reflect on where you are now and where you need to be in the future. Someone without self-knowledge may spend 20 years having the same one year experience repeated twenty times whereas by thinking about what's happening more, you can learn different things from each of those 20 years.

	Confidence – which is the ability to seize control of any situation, signal the way forward and get everyone moving forward. You won't gain or retain much effective power if you don't have the ability to act confidently in the face of strong and imminent threats.

	Empathy – the ability to think in terms of someone else's interests. Powerful people always understand where the other person is coming from and why they do what they do. When you understand what's truly going on beneath the surface in any situation, you can use that knowledge to enhance your power.

	Tolerance for conflict – powerful people don't shy away from a fight if that's what it will take to get people moving. By and large, the majority of people try and avoid conflict. If you aspire to be powerful, you need to know when a bit of jumping up and down will break the logjam and be prepared to do that as and when required.



Note this list doesn't include innate intelligence. It turns out intelligence is a reasonably good indicator of job performance but a lousy predictor of power. There is no correlation between raw intelligence and a rise to power. Many of the finance world's greatest fiascoes were caused by people who prided themselves on being the brightest people in the room. The glowing example of this phenomena was Enron. The collapse of Enron was caused, at least in part, by the fact its managers thought they were so smart they denigrated the input of anyone who doubted their approach – which turned out to be fundamentally flawed. Intelligence may seem like a good attribute for a leader to have but the reality is all too often it leads to overconfidence and insensitivity.


观点 3　
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如何开始打造权力？

开始追求更大权力的最好办法，就是先想清楚选择哪个部门。理想上要从有待开发的利基部门、未来比现在更具潜力的重要部门着手。从这里出发。

思考如何获取更多的权力时，你或许会以为自己应该进入替公司带来最大价值的部门或单位去发展。毕竟，这是目前公司最强势的单位。这种想法有两个面向：


	如果你进入公司最强势的部门工作，你会遇上最有才华的竞争对手，他们想做的事和你一样。

	在最强势的部门，升迁制度可能已很完善。因此，许多人将会由该部门争取权力，而这种晋升之路也会广为人知且普遍实行。



如果你想用和其他人一样的速度获取权力，可以这么做；但如果想快点晋升，做法必须有所不同。理想的做法是，进入未来会受重视的部门工作。如果能在那里建立地位，就能利用该部门的新兴势力替自己争取权力。要阐释清楚，想想大企业的首席执行官为例：


	20 世纪初，多数首席执行官往往是白手起家的企业家。

	到了 20世纪10 年代和 20 年代，有强势制造和生产背景的首席执行官脱颖而出。

	30 年代和 40 年代，能在营销和销售方面一展长才的首席执行官开始走红。

	70 年代和 80 年代，多数首席执行官来自金融领域，因为资本市场取得主导地位。



随着时间的演变，首席执行官以同样方式、不同技能受到重视，如果你能进入未来会受重视的部门，会为你打造自己的权力基础。这不是一门精确的科学，运气偶尔发生一定程度的作用，但部门在未来是否重要，通常有几个领先指标。

诊断和预测不同部门的相对权力，要注意以下几点：


	相对的薪资──部门的起薪以及该部门高阶职位的薪酬。薪资愈高，显然相对权力就愈大。目前，欧洲企业支付研究部门主管薪资最高，日本企业付给研发和人力资源部门薪资最高，而美国公司让财务人员领最高薪。

	办公室的位置──最强势的部门往往非常靠近高阶管理团队，以便随时联络。式微部门逐渐移到偏远地带或成为卫星单位。

	在委员会和高阶管理阶层的地位──有权力的部门在董事会有席位。同样的，高阶管理团队的背景是公司看重部门的另一个指标。



决定从何处开始打造你的权力，总是要做些取舍。如果你进入目前最有权的单位，会遇上较多的竞争，但有较强的权力基础。另一方面，如果你选择了不同的职业生涯之路，到了另一个单位，竞争较少但回报较小。要做这个决定，你必须检视以下2 个问题：


	我勇于冒险或是宁愿当个内部企业家？如果你喜欢冒险，最好进入地位蒸蒸日上的部门。如果你不好风险，就直接进入目前最强势的部门工作。

	我喜欢跟随大家的脚步，或者做些突显自己的事情？如果想照着标准事业路线走，进入强势的部门。如果想受到注意好超越他人，最好进入别的部门。



无论你最后进入什么单位，打造权力的关键是脱颖而出。有几种方法可以做到：


	找单位主管甚至公司首席执行官，要求与他们定期见面。直接请他们建议，你必须做什么才能突显自己。他们会欣赏你不拐弯抹角的直率做法。你的做法和一般办公室的低调文化不同，令人耳目一新。提出问题表示你是个积极进取的人，不要害羞，被拒绝也不要气馁。

	引起注意。做到这点的方法之一是要打破规则。另一种方法是展示自己的能力或做自我推销。或者你可以接下人人避之唯恐不及的挑战。设法得知应做何事才能让自己与众不同，然后欣然接下任务。

	别期望讨人喜欢。要获得权力，被认为凶恶反而有帮助，别成为牺牲品。让人有点畏惧你有助于获得和保有权力。千万别搞错，人缘与争权无关。如果同事对你有种种不同的强烈感受，而不是对你一无所知，你会知道自己走对了路。





关键思维

“脱颖而出会帮你获得想要的工作和权力。问自己想要什么，少去理会别人如何看你，这样才能走上权力之路。但要争取和使用权力，就必须有资源来奖励朋友和惩罚敌人，信息和取得信息的方式可以推波助澜，在组织里晋升。”

──杰夫瑞·菲佛




View 3　
中文



How do you start building power?

The best way to start your personal quest for more power is to choose your department thoughtfully. Ideally, go somewhere with under exploited niches which are going to be more important in the near future than they are today. Build from there.

In thinking about how to go about acquiring more power, you may assume you need to build your career in the department or unit which currently generates the most value for your company. This will, after all, be the most powerful unit in your organization today. The problem with that is two-fold:


	If you go to work for the most powerful department in your company, you will go head-to-head with the most talented competitors who are trying to do the same thing as you.

	The most powerful department will likely have a well-established career path in place. So many people will have risen to power through that department, and the way to get ahead will be well known and practiced.



That's fine if you want to rise to power at the same rate as everyone else but if you want to move up quickly, you've got to do something different. Ideally, you want to get work in another department which will come to prominence in the future. If you can get established there, you can harness the rise of influence of that department for your own personal quest for power. To illustrate, consider the CEOs of large enterprises:


	In the early 1900s, most CEOs tended to be entrepreneurs who founded their own companies.

	In the 1910s and 1920s, CEOs with strong manufacturing and production backgrounds came to the fore.

	In the 1930s and 1940s, CEOs who cut their teeth in marketing and sales came to prominence.

	In the 1970s and 1980s, most CEOs tended to come out of finance as capital markets grew in power.



In just the same way as different skill sets have been valued over the years in CEOs, if you can position yourself in a department which will come to prominence in the future, that will be helpful in building your own power base. This isn't an exact science and an element of luck will still come into the equation to some degree but there are usually a few leading indicators of a department which is on the way to ascendancy in the future.

To diagnose and forecast the relative power of different departments, here's what you should be looking at:


	Relative pay – both the starting salary of people in a department and the remuneration of senior positions in that department. Obviously the higher the pay, the greater the relative power is. At the present time, European companies are paying their heads of research the most, Japanese companies pay their RD and human resources the most while U.S. corporations pay their finance people the most.

	Physical location of offices – the most powerful departments tend to be located very close to the senior management team so they have ready access. Departments on the wane gradually move to more remote locations or end up going to satellite facilities.

	Positions on committees and in senior management – departments with power tend to be represented on the board of directors. Similarly, the background of the senior-level management team will be another indicator of how a function is valued within the company.



Deciding where to start building your power is always something of a trade-off. If you go to the most powerful unit at the present time, you'll have a lot more competition but a much stronger power base to access. On the other hand, if you take a different career path and go to another unit, there will be less competition but a smaller prize. To make this judgment call, you have two questions to decide:


	Am I a risk taker or do I prefer to be an inside entrepreneur? If you like taking risks, you'll be better off going to a department which is on the rise. If you're risk averse, go to the most powerful department of today and get to work.

	Do I prefer being carried along by a rising tide or do I aspire to create my own pond where I can stand out? If you want to follow the standard career path, go to the strong department. If you want to get noticed so you can jump ahead, you'll be better off going somewhere different.



Wherever you end up going, the key to building your power is to then stand out. There are several ways you can do this:


	Approach the head of your unit or even the CEO of your firm and ask to meet them on a regular basis. Ask them directly for their suggestions on what you should do to get ahead. They will like your direct approach which doesn't beat around the bush. It will be a refreshing change from the usual office politics which is usually carried out in hushed tones. Asking will signal you're a go-getter so don't be shy and don't be put off if they say no initially.

	Get noticed. One way to do that is by breaking the rules. Another is to toot your own horn or engage in a little self-promotion. Or perhaps you can take on a difficult challenge everyone else is avoiding. Figure out what it will take to differentiate yourself and throw yourself into that task with gusto.

	Forget about getting people to like you. To gain power, it's usually helpful to come across as mean and not to be crossed. A smidgeon of fear is helpful in gaining and then keeping the reins of power. Never lose sight of the fact popularity has nothing to do with the acquisition of power. You'll know you're on the right path if people feel strongly about you one way or another rather than you being anonymous in the background.





Key Thoughts

"Standing out helps you get the jobs and power you may seek. Asking for what you need and being less concerned about what others are thinking about you can help launch your path to power. But acquiring and wielding power requires the resources to reward your friends and punish your enemies, the information and access that can foster your rise in the organization."

—Jeffrey Pfeffer




观点 4　
英文



权力的 4个主要来源

权力有 4 个主要来源：资源、人脉及往来关系、表达技巧及声誉。
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来源1．资源



关键思维

“权力拥有者控制他人无法取得的资源。”

──杰夫瑞·菲佛



资源可以视为每人都想要或需要的东西──金钱、工作、信息、人脉、指导等等。在任何公司中，如果你控制以上任何一项关键资源，你就拥有权力。

如果你处在决定资源的地位，可以很容易看出你握有大权，但打造权力基础往往是逐渐积累控制资源的过程。事实上，如果你有自觉并且精明，甚至可以凭空打造权力。要从资源的基础上建立个人的权力基础：


	养成在公司内关怀和支持别人的习惯──塑造“万事通”的盛名，总是使命必达。在多数组织中，小事情很重要。如果你帮助同事完成他们的项目，他们也会回报你。友善待人并且秉公处理，他们会铭记在心。

	接下所有琐碎而重要的任务──你会逐渐被视为不可或缺的人。如果你主动做好这些例行工作，便能结交到公司的核心人物，替你的升迁建立盟友和个人美誉。

	成为公司对外联系的中间人──如果你花时间主动培养与外界的关系，你在公司的地位将大幅提高。

	善用与声誉卓著公司的往来关系──运用关系替公司里的人找机会，与他们领域中的专家互动。或者你甚至可以充分利用这些关系，赞助举办论坛或产业会议。1971 年，一个 32 岁的大学毕业生推展欧洲商业论坛，聚集欧洲商界领袖。这些人后来发展成世界经济论坛，年度预算超过 1 亿美元。克劳斯·施瓦布创建这个论坛，靠着他的点子的力量，出任论坛的领导人。他几乎是凭空设法创造资源，从头开始打造后来成名的机构，并且运行顺利。



来源2 ．人脉、往来关系



关键思维

“聚集人脉就是要扮演中间人的角色，成为社交网络的核心。结交人脉的技巧非常重要，你建立的人脉网络是形成影响力的重要资源。有些工作主要就是结交人脉，打造高效益、高效率的社交网络，并且培养良好的社交能力。这对每个人都有好处。”

──杰夫瑞·菲佛



结交人脉的能力在许多工作中都很重要，可以替你所做的一切增加有形的价值。擅长结交人脉显然可以增强你的权力，因为这让你接触到各种具有不同技能力的人。人脉网愈大，你就愈可能找到适当的投资伙伴、供应商、顾问或工作人选。人脉网络也提高了自己的知名度，转而提升你在公司的权力和地位。

通过人脉打造自己的权力：


	投入足够的时间和精力建立广泛的人脉网──也许利用像饮食和健身这些必做之事的时间。例如，不要单独用餐──利用这段时间与别人保持联系。同样的，去健身也找人脉网的朋友一起去。设法经常出现在以后可能的生意伙伴面前。

	专心结交适当的人──尝试与已有一定社会地位的人建立社交关系。吸引愈多地位高者加入你的人脉网，你就愈有机会蒙受他们地位的好处。有管道与各行业中顶尖人士联系，向来被视为具有高度的价值。

	为自己打造强而有力的结构性地位──就是要试着让自己成为别人的沟通管道。如果你设法让所有的信息交流都经过你，未来自然有将核心地位转换成金钱的机会。让自己位于一切事情进行的核心，就会拥有更大的权力。

	要注意，结交人脉必须有所取舍── 因为人脉有很多种。例如，要一个广大而交情薄弱的人际网，还是一个较小而关系紧密的人际网？你的人际网是以各行业的专家为主，还是偏向容纳各行业的达人？ 多数人认为广大而关系薄弱的人际网最适合用来开发产品；较小而关系紧密的人际网络，在应用现有知识以及交流内隐技术上最管用。



来源 3．表达技巧

如果你擅长表演和说话，就会有较多的权力。能在别人面前展现自信、态度肯定、富有能力，是非常有帮助的。在许多情况下，谁该拥有权力并不明确。如果你能言行果断，人们会自动听从，并认为你就该拥有权力。

那么，该如何提升表达技巧，使你变得更有权威？几项建议如下：


	注意自己的暗示──总是给人热心参与充满活力的印象。收起你的黑莓手机和平板计算机，全心注意对方。关掉手机讯号，全神贯注在对方身上。

	做好发怒的准备，而不是悲伤或后悔──不要贬抑自己的感觉。表达你的愤怒。这是主导性强、有能耐的高阶主管的地位表征。他们不轻易容忍蠢蛋。

	周遭环境要合宜──以便表现适当的地位和威望。黄金地段和昂贵的家具形同微妙地提醒别人自己的地位。当你尝试以言谈举止来扩大自己的权力时，要在适当阶段做出投资。

	时机恰当时，准备好提问──因为这是有权力者所做之事。大家可以接受的状况是，有权力者可以打断他人说话；没权力的人则不然。紧抓住主导地位。

	使用强势的语言──就是引发强烈意象与情绪的话语。有心使用这种语言，也表明你有权力的事实。一流的领导者激发“我们去对付他们”的心态。他们暂停说话，引导群众鼓掌认可，金恩博士在发表“我有一个梦”的演说时就是如此。说话有力者把一切事情归纳为 3 个要点，以这 3 点作为演讲主轴。要增加演说力度，在表达时要纳入这些元素。

	别用讲稿──也不要使用投影片。只谈你彻底精通的主题，别使用神经紧绷演讲人常用的那些道具。与听众保持良好的目光接触，说话时带着自信。切勿忽略一个事实，说话是要说给听众听，而不是自己。

	若有必要，准备质疑议题的基本假设── 亦即那些大家都以为其他人都同意的观点。如果你直接挑战公司目前以何衡量成功、真正的策略是什么或谁是真正的竞争对手，你可以大玩权力游戏。把看似人人都 理解的议题搬上台面，也许你就成了思想领袖。如果幸运，你的挑战可以引导同事重新议论一直被信以为真的事情。你会惊讶，一流的表达能力可以带来多大的权 力。



来源 4．声誉



关键思维

“在所有的领域，声誉都很重要，包括商业界。良好的声誉可以帮你完成出色的表现；反之亦然。关键在于一定要建立良好的声誉，让别人赞美你，吸引有助于打造权力基础的媒体报道，并且建立良好形象。”

──杰夫瑞·菲佛



建立好声誉有 5 个步骤：
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虽然这些步骤看起来直截了当，但还是有些你必须小心通过的地雷区。主要的挑战之一是策略性思考，你希望在公司内打造何种声誉。强势领导者往往喜欢被视为努力工作、忠诚和高智慧者。不必害怕让人认为你擅长处理棘手问题，因为对你很有用。有权力的人往往被看成一丝不苟并且难以驾驭。

如果你努力工作并有明显的成绩，便可开始与媒体打好关系，把好事传扬出去。这不是暗黑魔法──你会做得最好，如果你能写出想发表的文章，接受适当的产业记者采访并与之建立关系。写文章可以阐明你的想法并提供材料，记者可以改写成适合他们刊物的报道。

形象和声誉对权力的追求很重要，因为形象创造现实。诀窍是要做对事情。


View 4　
中文



The four main sources of power

There are four sources of power: resources, networks and contacts, presentation skills and reputation.
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Origin 1. Resources



Key Thoughts

"Power accrues to people who control resources that others cannot access."

—Jeffrey Pfeffer



A resource can be defined as anything people want or need – money, a job, information, contacts, mentoring, and so forth. In any organization, if you control access to any or all of these key resources you have power.

It's easy to see if you're in a position which involves making decisions about resources you have a lot of power but building a power base is usually a process of gradually accumulating control over resources little by little. In fact, if you're aware and astute, you can even create power out of thin air. To build your personal power base on the basis of resources:


	Get into the habit of providing attention and support to others inside your organization – acquire a reputation as the "go-to person" who gets things done. In most organizations, small things matter. If you help people complete their projects, they will reciprocate in kind. Treat people fairly and even-handedly and they will remember that in the future.

	Do all the small but important tasks – and you will gradually come to be regarded as indispensable. If you take the initiative to do those routine tasks well, you'll get to know the people inside your organization personally. This builds allies and goodwill for your advancement.

	Become the link – between your organization and outside groups. If you take the time and initiative to cultivate links to outside people, your status inside your firm will be significantly enhanced.

	Leverage your association with prestigious institutions – use those links to forge opportunities for the people inside your organization to interact with outside specialists in their field. Or you might even be able to parlay those links into sponsorship of a forum or industry conference. In 1971, a 32-year old university graduate started the European Business Forum to bring together European business leaders. That group eventually became the World Economic Forum with an annual budget of more than $100 million. Klaus Schwab was able to create this forum and assume a leadership role within it on the strength of his coming up with the idea. He literally managed to create resources out of thin air by creating what would be a prestigious institution from scratch and then running it.



Origin 2. Networks, contacts



Key Thoughts

"Bringing people together entails your taking on a brokerage role and becoming central in social networks. Networking skills are important and the networks you create are an important resource for creating influence. Some jobs are mostly about networking and everyone can benefit from developing more efficient and effective social networks and honing networking skills."

—Jeffrey Pfeffer



The ability to network is important in most jobs and adds tangible value to everything you do. Being good at networking clearly enhances your power because it brings you into contact with a diverse group of people with different skills and competencies. The bigger your network of contacts, the more likely it becomes that you will be able to identify the right investment partner, supplier, advisor or candidate for some position when the need arises. Networking also increases your own visibility which will enhance your power and status inside your firm.

To build your power through networking:


	Invest enough time and attention to build a wide network – perhaps by using the time you would ordinarily devote to necessities like eating and exercising. Don't eat alone – use that time to catch up with people in your network. Likewise, when you exercise, do it with people on your list. Put in the effort to keep in front of the people with whom you may want to do business in the future.

	Focus on networking with the right people – try and build social ties with people who have a reasonable standing in the community at large. The more high-status people you draft into your network, the more opportunities will arise to let some of their status rub off on you. Access to the best people in any industry is highly valued.

	Create for yourself a strong structural position – meaning try and become the gateway for others. If you can get into a position where nearly all information and communication flows through you, it stands to reason opportunities will arise to monetize your centrality in the future. Put yourself at the epicenter of everything that goes on and you will have more power.

	Be aware of the trade-offs involved in networking – because there are lots of them. For example, is it better to have a large network of loose ties or a small tight-knit network where everyone has very strong ties? Should you network around the specialist know-how within your industry or is it better to have a diverse network with all kinds of skills and competencies? Most people find a large network of loose ties is best for product development efforts while a small network with strong ties excels when it comes to exploiting existing knowledge and transferring tacit skills.



Origin 3. Presentation skills

If you can act and speak well, you will have more power. Having the ability to project confidence, assurance and competency in front of others is exceptionally helpful. In many situations, who has power is ambiguous. If you act and speak with power, people will automatically fall into line and assume that's what you have.

So how do you polish your presentation skills so they will add to your effective power? Some suggestions:


	Be aware of your cues – and always come across as engaged and energetic. Put away your Blackberry and iPad and give people your full attention. Turning your cell phone off signals to the person you're 100percent with them.

	Be prepared to display anger rather than sadness or remorse – when the situation demands it. Don't relegate your feelings to the background. Display your anger. That is the hallmark of high-status people who are dominant and competent. They don't suffer idiots easily.

	Get your setting right – so you convey just the right amount of status and prestige. A lavish location and expensive furnishings are subtle reminders of status. Invest in the right kind of stage when you're attempting to expand your power through what you say and do.

	When appropriate, be prepared to interrupt a questioner – because this is what powerful people do. The accepted dynamic is those with power can interrupt, those without power cannot. Seize the initiative.

	Use pervasive language – that is, language which creates powerful images and emotions. A willingness to do this also conveys the fact you are powerful. Great leaders create an "us-versus-them" mentality. They pause to invite crowd approval in the way Martin Luther King did in his "I Have a Dream" speech. Those who speak powerfully break everything down into a list of the three key points worth remembering and make those lists the unifying structure of their speech. To increase your own power, inject these elements into your presentation.

	Forget about using notes – and ditch PowerPoint presentations as well. Speak about a subject you know inside and out without any of the usual paraphernalia of speakers who are nervous. Maintain good eye contact with your audience and speak with confidence. Never lose sight of the fact what you're saying is intended for your audience's ears, not yours.

	If necessary, be prepared to challenge the premise of the discussion – the points everyone just assumes everyone else already agrees with. If you directly challenge how your company is currently measuring success, what the real strategy is or who your real competitors are, you can make a great play for power. By bringing seemingly commonsense issues front and center, you might manage to become the thought leader. If you're lucky, your challenge will lead to people renegotiating all the things that have always been implicitly assumed to be true. You'll be amazed at how much power great presentation skills can provide you.



Origin 4. Reputation



Key Thoughts

"Reputations matter in all domains, including business. A great reputation can help you achieve great performance and vice versa. The trick is to be sure you do the things to build your reputation, have others tout you, and attract the kind of media coverage and image that can help build your power base."

—Jeffrey Pfeffer



The five steps involved in building a great reputation are:
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While these steps seem straightforward enough, there are still a few minefields you must navigate your way through. One of the key challenges is thinking strategically about the kind of reputation you want to build for yourself inside your organization. Powerful leaders tend to like being regarded as hard workers, loyalists and highly intelligent. Don't shy away from gaining a reputation as a hard task master because that can serve you well. People with power are often perceived as being exacting and hard driving as well.

If you work hard and deliver noteworthy results, you can then start cultivating media contacts as a way to let the word get out. This is not black magic – you'll do best if you write the kinds of articles you want published, do interviews and build relationships with the appropriate journalists who cover your industry. Writing articles will clarify your thinking and provide material which journalists can then rework to suit their publications.

Image and reputation are important to the pursuit of power because image creates reality. The trick is to do it right.


观点 5　
英文



拥有和失去权力的缺点

如果你选择积极寻求权力，必须对它充分了解。要了解和体会拥有大量权力的缺点和失去大权后的风险。这件事是要付出代价的，你必须决定是否值得。



关键思维

“天下没白吃的午餐。”

──米尔顿·弗里德曼，诺贝尔经济学奖得主



权力的5个缺点：


	有权力者没有隐私──他们总是受到公众的监督。如果你职位高到某个层级，你所做的一切都会受同事、下属、上司和媒体的监督。会带给自己和家人压力。你会有压力要随时让自己“举止合宜”，言行举止会被人放大检视。

	有权力的人会失去自主性──你的行程表开始填进各种位居高位必做要事。一开始，这些时程要求让你受宠若惊，之后就会令你感到窒息。为求更佳表现，也会出现许多之前未预见的挑战。

	争取和维护权力耗费时间和精力──你花在维护权力基础的时间，就不能用在有生产力的项目上。甚至很难兼顾成功的事业和家庭，因为你必须在生命中做出许多妥协。获取权力就会占用朋友、个人兴趣、家庭的时间。没办法回避这个问题。

	失去信任──这反映出简单的状态，爬得愈高就变得愈有权力，会有愈多人找你求职。你不知道该相信谁，也无从得知谁正忙着想尽办法让你下台，好取而代之。

	迷恋权力──在长期享受它的好处之后，你可能会变得很迷恋权力的象征和拥有的地位。因此也不乏成功人士在晚年因为持续的疯狂行径迫使自己提前结束生命。如果你迷恋权力，很可能会丧失自我和价值观。



当然，你可能看着这些缺点说，你愿意承担这些风险，以换取有权力者享受的名人生活。只有你才可以替自己这个决定，但有人会预先警告你所涉的风险，这将帮助你决定追求权力与自己会是什么关系。

如果你取得权位，认清可能会失去权力的所有原因，也会对自己有帮助。失去权力的几个原因包括：


	你可能变得过于自信──开始只顾自己的私事，而不是进一步替组织中所有不同利益相关者谋求利益。如果你强压他人利益，就不难理解为什么他们开始暗中计划斗垮你。

	你可能变得傲慢──行为举止仿佛世界存在就是为了你这个特别的人而存在。

	你可能不再关注比你弱势的人──开启内部权力竞争。

	你可能太信任别人──因此遭人排挤而失去权位。

	你可能失去耐心，不愿再做高位应尽的社交义务。

	你可能心力交瘁──当你想到日复一日、全年无休、一成不变的工作挑战，会感到身心俱疲。这会让试图夺取你大位的人省些力气和戒备。

	你可能无法依据时势做出必要改变──即使世界已明显改变。能力陷阱是商业上人人皆知的现象。以单一方式把事情做得成功的公司，当新的市场区隔出现时，整起来非常困难。30 或 40 年来行得通的事，修正起来却十分困难。



事实上，依照自己希望的方式优雅下台是非常难算准时间的。凡掌权者最后终究会失去权力。栽培接班人并循正常程序交出大权者极为罕见。常见的是掌权者在下台时争端指责声四起。很不幸地，因为这会影响他们所留下的事迹。



关键思维

“2001 年柯林顿夫妇离开白宫时，他们没钱还欠下数百万美元的诉讼费用。他们拥有的是知名度以及掌权许久后的庞大人脉网。随后的 8 年中，柯林顿夫妇赚取了 1.09 亿美元，主要来自演讲酬劳和写书稿酬，以及因为过去的地位带给他们的投资机会。朱利安尼在卸任纽约市长后，成为一家安全咨询公司的合伙人，并利用该公司及演讲酬劳迅速改善经济状况。并非所有的权力都被换成钱──金恩博士和圣雄甘地就未以名声换巨富──但机会永远在。”

“古云：‘权力使人腐化’，结果说得很贴切，虽然‘腐化’这个字可能用得不太合适。权力对掌权者造成的影响的研究一致发现，权力让人过度自信和甘愿冒险、罔顾 别人需求、思考僵化，并且容易把人当成讨好当权者的一种手段。过度自信、罔顾他人，让人失去权力；随着变得狂妄后，他们不再关心他人的需求，而这些人的敌 意会带给他们问题。爬到高位者往往不喜欢别人提醒他们的过去和走过的历程。你若能抵制权力造成的这种影响和行为改变，在某种程度上，就更可能保住你的影响 力。”

──杰夫瑞·菲佛
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The downside of power and losing it

If you do choose to actively seek power, go into it with your eyes open. Understand and appreciate the downside of having a lot of power and the risks you run if you lose it. There is a price to pay and you have to decide if it's worth it.



Key Thoughts

"There is no free lunch."

—Milton Friedman, Nobel prize winning economist



The five downside of power are:


	Powerful people lose their privacy – they are always under the glare of public scrutiny. If you achieve a high-level position, everything you do will be scrutinized by your peers, subordinates, superiors and the media. This will be stressful for you and for your family. You will feel pressured to keep "looking good" all the time and nothing you do will be under the radar.

	Powerful people lose autonomy – your schedule starts getting filled up with all kinds of stuff which are part and parcel of your position. At first all the demands for your time will be flattering but then they will become suffocating. There will also be a large number of unexpected challenges thrown in for good measure.

	Building and maintaining power takes time and effort – and the time you spend maintaining your power base cannot be applied to productive projects. It's exceptionally hard to even have a successful career and a family because you will need to make lots of trade-offs in your personal life. Getting power will take time away from your friends, personal interests and family. There's no way around this.

	Loss of trust – which reflects the simple dynamic the higher you rise and the more powerful you become, the greater the number of people there will be who are seeking your job. You won't know who to trust and how to identify the people who are working on their own agendas to make you look bad so they can hopefully replace you.

	Addiction to power – you can become so addicted to the trappings of power and status you stay on long after it's good for you. It's not at all unusual for high achievers to drive themselves into an early grave by continuing with frantic levels of activity in later life. If you become addicted to power, you might lose your own identity and values.



Admittedly, you probably look at those downside and say you're willing to take those risks in exchange for the kind of celebrity life powerful people enjoy. That's a decision only you can make for your own life but being forewarned of the risks involved is helpful in deciding what your own relationship with your personal quest for power will be.

If you do get into a position of power, it's also useful to identify all the ways power can be lost. There are several:


	You can become overconfident – and start pursuing your own private agenda rather than furthering the interests of all the various stakeholders in your organization. If you ride roughshod over the interests of others, you can understand why they will start plotting your downfall.

	You can become arrogant – and start acting as if the world exists to treat you like you're special.

	You can stop paying attention to those who are less powerful than you– opening the door for internal politics.

	You can put too much trust in other people – and therefore be blind sided out of your position of power.

	You can lose patience with all the ceremonial duties you perform as part of your high profile position.

	You can get burned out – mental fatigue can set in when you think about the same work challenges 24/7 and year after year. This will lead to reduced energy and vigilance of others who are likely to try and wrest your position away from you.

	You can get locked into the same old tactics – even when the world is obviously and clearly changing. Competency traps are a well-known phenomena in business. Companies that have been highly successful doing things one way struggle to adapt when new market segments emerge. It can be very hard to change what's worked for thirty or forty years.



In practice, it's extremely difficult to time leaving a powerful position gracefully and on your own terms. Everyone who gains power loses it in the end one way or another. Grooming successors and then handing the reins to them in a structured process is extremely rare. It's far more common for powerful people to leave in a blaze of controversy and recriminations. This is unfortunate because it impacts on your legacy.



Key Thoughts

"When Bill and Hillary Clinton left the White House in 2001, they had little money and faced millions in legal bills. What they did have was celebrity and a vast network of contacts that came from holding positions of substantial power for a long time. In the ensuing eight years, the Clintons earned $109 million, primarily from speaking fees and book deals, as well as through the investment opportunities made available to them because of their past positions. Rudy Giuliani, following his tenure as mayor of New York City, became a partner in a security consulting firm, and through that firm and his speaking fees, he too quickly transformed his economic status for the better. Not all power is monetized – neither Martin Luther King Jr. nor Mahatma Gandhi traded on their celebrity to attain great wealth – but the potential is always there."

“The old saying 'Power corrupts' turns out to be mostly true, although 'corrupt' is probably not quite the right word. Studies of the effects of power on the power holder consistently find that power produces overconfidence and risk taking, insensitivity to others, stereotyping, and a tendency to see other people as a means to the power holder's gratification. Overconfidence and insensitivity lead to losing power, as people become so full of themselves that they fail to attend to the needs of those whose enmity can cause them problems. People who arrive at high-level positions often do not like to be reminded of what and who they once were and how far they have come. To the extent that you can resist such tendencies and the behavioral changes that come with power, you are more likely to keep your influence."

—Jeffrey Pfeffer
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权力和个人成长

追求权力最后对你和公司有益吗？虽然权力确实有缺点，但也意味着你可以决定要完成什么议题。只要该议题符合你的价值观，有权很好。



关键思维

“成功 80％ 靠自我表现。”

──伍迪·艾伦，导演



在每一个成功的组织，必定有人负责让事情照程序进行。如果你不追求权力高位，别人会，最后你得听他们的指示。所以，无论你是否喜欢，权力游戏自有其道理。事实上，在多数的组织里，争取权力比你想象的容易多了。

打造迈向权力之路，必须专心做 5 件事：


	选择能展示优势和兴趣的环境──以期有个好的开始。要决定什么是适合你的领域，客观检视自己的长处、弱点和喜好。不要盲从，要找到让自己脱颖而出的立足点。如果刚开始就处在适合的位置，一路角逐权力总是比较顺利。

	争取权力──不要放弃你轻易掌握在手的权力。做好你的工作并且做到精通。如果遇上对手想超越你，欢迎竞争，并且视为鞭策你进步的动力。不要退缩并自以为情况非你能控制。努力做好事情，累积权力，出色的表现会给你机会。将你在做的工作做得出色。

	明智地经营自己追求权力之路，特别是不要指望公平正义──在现实世界谈不上公平正义。你可以确定，凡有雄心并努力工作的人，会设法取代你的职位。挑起战斗，表明你不会默默承受。即使有良好的成功记录支撑你，政治因素仍会影响结果。挺身而出为自己争取利益。

	注意小事情──在不经意的细节中，权力可能增加或失去。要获得更多权力，小事情很重要。逐渐取得重要资源的掌控权。执行过程中要做好琐事。勇于承担提高知名度的任务。与可以提高你权力基础的人结交。设法让自己脱颖而出。

	想好退场策略──甚至在争取大权前就想好。事前想好要达成的目标，然后做好后续生涯规划。想一辈子拥有权力，其实对自己没有好处。预先做好后续的生涯计划。



每个公司或企业，都有少数几人位居高位，也有争夺权力的政治角力。不是只在某些行业，而是真实地发生在各行各业。没有人可以摆脱组织的政治角力，所以你不如认真地替自己打造一条权力之路。


View 6　
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Power and personal development

Is the pursuit of power ultimately good for you and for your organization? While power does have its downside, it also means you can set the agenda for what gets done. As long as that agenda aligns with your values, power is good.



Key Thoughts

"Eighty percent of success is showing up."

—Woody Allen, movie director economist



In every successful organization, someone has to be in charge and keep things on track. If you don't seek for power to move towards that top spot, someone else will and you will end up taking instructions from them. So whether you like it or not, it makes sense to play the power game. In fact, gaining power in most organizations is easier than you think.

To build your path to power, focus on five things:


	Pick an environment which will showcase your aptitudes and interests to advantage – so you can make a solid start. To determine what the right place for you is, look at your strengths, weaknesses and preferences objectively. Don't just blindly follow the same course as everyone else but look for a position which will allow you to stand out. Acquiring power as you go along is always easier if you get into the right place right from the outset.

	Work at acquiring power – and don't give up the power you do get too easily. Work your job well and become good at what you do. If someone else comes along and tries to outperform you, welcome the competition and use it as a spur to do even better. Don't cave in and assume the situation is beyond your control. Get to work doing good stuff and accrue the power outstanding performance will provide. Become very good at whatever you were hired to do.

	Manage your quest for more power intelligently – in particular, don't expect justice. It rarely exists in the real world. You can guarantee someone ambitious and hardworking will materialize to try and snare the position you're going after. Put up a fight and signal you won't stand for it. Even when you have a solid track record of success behind you, politics can still influence the outcome. Stand up for yourself and promote your own interests.

	Pay attention to the small stuff – because power can be gained or lost in the fine print. When it comes to gaining more power, little things matter. Get control of vital resources one at a time. Be good at all the mundane processes of execution. Accept assignments which will enhance your visibility. Form alliances with those who can boost your power base. Find ways to stand out.

	Have your exit strategy in mind – even before you go after high-power positions. Decide in advance what you want to achieve and then where else you will go after that. Acquiring power and clinging to it for dear life is a self-defeating process. Have in mind what else you want to do with your career and life.



Every organization or enterprise which involves a few people has a power hierarchy and political processes around who garners that power. This is true right across the board rather than just in certain industries. There will be no getting away from organizational politics so you might as well get busy creating a path to power for yourself.


专家解读

取得“权力”，除了用力还得用“心”
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在职场上掌权绝非易事，你要学会有谋略地使用善良心机。认清你的价值与贡献由上司决定，学会韬光养晦，增强自己不可替代性，广结人脉，通过口碑建立个人品牌形象。

焦点议题1　在职场上学会使用“善良心机”

焦点议题2　将光荣归于你的上司

焦点议题3　维持老板对你的依赖

————————————————————————————————————

除非是含着金汤匙出生，权力也许可以来自于家庭背景，否则在职场上“取得权力”、“掌握权力”，绝对不是一件容易的事情！“取得权力”、“掌握权力”要考虑周详、有策略、有弹性、有警觉心，必要时愿意奋力一战。但是，在职场上一定要取得“权力”吗？至少，对自身工作的掌控权是值得努力的。

解读1　在职场上学会使用“善良心机”

不断有研究证明，从一个人对工作的掌控权大小（例如“决策权”，以及是否有权力决定自己“能力的运用”等），可预知他未来5年罹患冠状动脉疾病的机率与死亡风险。事实上，工作掌控权对心脏病死亡的影响，大于肥胖和血压等生理因素。有权力的人，可以活得更健康。

无法掌控自己周遭的环境，会让人产生无力感和压力，对健康有害。相反的，有权势的人则会较健康，当然成就也可能更大。

其次，权力，以及伴随而来的能见度与地位，可以创造财富。所以，想在职场发光发热，光是拼命努力达成绩效其实不够。你必须学会使用“善良心机”。在职场上“用心机”往往比“用力气”还难，但你迟早得面对。

解读2　将光荣归于你的上司

在职场上，“取得权力”有其步骤。当你在职场还不具备权力时，权力就会来自“当权者”，也就是你的“老板”。所以，职场中人和当权者维持良好关系，取得当权者的信任及重用，是达到权力的必要步骤。书中提到几点，我觉得很实用：


	别相信“绩效一流”就会扩大你的权力。两者没有必然的关系。

	务必让目前的掌权者注意到你，并且知道你在做的事情。

	你要想清楚公司重视哪些绩效，在这些关键事项上表现杰出。

	你要记好上司重视的事，并且努力达成。

	你要学会如何让别人志得意满，尤其是那些比你更有权力的人。

	留意与上司之间的关系，就像留意自己的工作表现一样。



是谁说你功劳大？事实上，是老板说了才算数！不管你付出多少努力，或是你的表现已经远远超过绩效目标，关于你的“贡献”，绝对不是旁观者说了算！你是否对公司有“贡献”也绝不是由你自己来定义！你到底对公司有没有贡献？这件事由你的上司来决定！而且上司评估“你的贡献”这件事，是以他自己的感受及判断为主。你是否被褒奖，最主要是“你的贡献”跟他是否有关！

很多上班族会这么感叹：“我这么努力，我帮公司赚了不少钱！为什么我还是没有得到老板的青睐及夸奖？”您不妨反思，你的存在，对老板真的必要吗？就算你的业绩好，但是没有达到他所期待的程度，你的贡献也不会被褒奖。

当你在职场展现自己的才华，本来就会激起各方的怨怼及忌妒！但是，想要出人头地，就不可能一辈子担心他人的细微感受！不过，在职场中，对于位居你上位的人，你必须采取不同的应对方式。抢上司的风头，可能是职场上最严重的错误！

位居高位的人永远希望自己地位安稳，并在智力、机敏、魅力等优于他人。上班族普遍的误解是：你以为毫不保留的展露及贡献才华，就可以赢得上司的喜爱及荣宠！其实这是不切实际、致命的误解！你的上司一开始可能会假装欣赏你，但一有机会就找借口除掉你，并以不如你的人来取代你。

建议上班族：如果你自然而然散发光彩，记得要“将光荣归于你的上司”。你可以找机会赞美他，或找一些理由让他有机会可以好好指导你。必要时，调降你的幽默感及领导能力，让上司看起来才是最有能力及魅力的人。如此一来，可以让自己避免成为他人不安全感下的牺牲品。

解读3　维持老板对你的依赖

职场中老板会倾向雇用便宜的员工取代昂贵的员工，这是无可奈何的事！不管老板过去告诉你，你们之间有多深厚的革命情感，但是如果可以少花一块钱雇用员工，他就不会多花一块钱。

如果你要保有高薪及高职位，要学会维持老板对你的依赖！如果公司有接班人计划──除非你已有了下一步的职场规划──不要让老板觉得接班人可以轻易取代你！


实战锦囊

注意到与上司的关系后，以下几个步骤可以帮助你取得权力：

步骤1．突显自己：选择不可替代性高的职务

事实上，在职场上要出人头地，最主要还是在于，你是否被关键人物认为是一个“具备高价值”的人，因此你才会得到机会（职位）和酬赏（薪水）。显然，如果仅仅是埋头苦干，并不会达到这个目标。

不过，要成为关键人物眼中高价值的人，你的“核心价值”仍然是一切的基础。有心在职场上出人头地的人，如果一开始就选择能替企业创造高价值、不可取代性高的职务，如业务、研发、创意、营销等，比较有机会成为企业主眼中“高价值”的人。如果你进入的是门槛较低的行政工作，因为可以选择的人才比较多，工作内容的含金量较低，上班族比较难由此往上攀升。

步骤2．创造资源：保持良好的人际关系

再来，职场中的“人际关系”也会是个人价值的一大关键。根据美国一项研究显示：一般上班族以为老板最喜欢的是绩效好的员工，但事实上，老板最欣赏的是，人际关系良好的员工。

在职场中，做人比做事还难。在这个资源少、需要合作的年代，人际关系被视为可以串连资源、放大能力的职能。如果具备人脉，也会是关键人物眼中的高价值。光是埋首于工作，缺乏好的人际关系，也难以在职场出人头地。

步骤3．树立正面形象，提升能见度与重要性

■让能力被关键人物看见

一旦卡入了含金量高的职务，通过努力把事情做好，又把人际关系搞好，这时候，你要想办法“让能力被看见”。而且，最好是经常被关键人物看见。在这个时代里，被记得就等于被选上。

务必要确定上司们知道你付出了什么努力，而最好的方法就是：告诉他们。我认为，让能力被看见，可以通过个人在公开场合（例如会议）的优良表现，为主管提供可量化的表现，以及平日一贯积极正向的风格，通过口碑相传而建立个人品牌。让关键人物看见你的高价值，进而把好的机会给你。

■培养管理能力

要更上层楼，你还必须要培养“管理能力”，通过管理的魅力，让部属跟着你的步伐走，因为有部属的协助，你的能力才会被放大，因此你的价值可以被大大提升。一位好的管理者可以控制情绪，随时展现自信，让人觉得你清楚自己在做什么。同时，好的管理者也建立归属感，让追随者乐意辅佐你。

从找到含金量高的职务、通过努力达成绩效、建立并发展人际关系、建立个人品牌、让能力被关键人物看见，以及通过管理放大工作效能等步骤，都是上班族得用心及用力的过程，也都是职场上得到成就的必要步骤。你曾经错失了其中几点吗？

这本《权力潜规则》其实就是告诉上班族在职场上努力工作之外的种种必要学习，不只要用“力”，还得持续用“心”。就让其中的“善良心机”、职场中面对上位者的“自律”，以及迈向权力之路所指引的实践技巧，帮你取得权力，更上层楼吧！


专家简介


邱文仁



中广“两岸嘉年华精彩 e 世代”节目主持人


台湾知名职场专家及营销人，著作 18 本，演讲 500 余场，并长期在《经济日报》、《自由时报》、《旺报》、《经理人月刊》、《三十杂志》、《 ELLE》、《侬侬杂志》、《魅力上班族》、《震旦行通讯》等知名媒体撰写专栏文章。曾任 yes 123求职网副总经理、 104人力银行营销总监、雄狮旅游集团品牌营销总监、台湾第一部观光大秀“台湾舞孃”首席执行官、东森电视台“求职 ALL PASS”节目制作人及主持人、广播节目制作人及主持人。最新著作为《职场 2势力》，阐明职场上的“营销力”及“业务力”。


延伸阅读

野心结合谋略创造伟大成就

企业领导人必须要有足够的野心，才能燃烧热情带动团队，挑战超高的标准。徒有野心还不足以成为卓越的领导人，唯有以谋略超越竞争者，运用出其不意的策略，才可能创造伟大的成就！


高阶主管10大攻防法则


《大师轻松读·站稳我的升迁路》

才智、努力只能换得晋级门票，门后是一场全新战局。认清现实，打好关系，职场较劲比的是人际影响力。

法则1．成功的动力──在高阶管理阶层之中，你就是要在最杰出的组织当中，找出自己最适合扮演的角色。

法则2．顶头上司──你无法选择谁来当你的顶头上司，可是你确实得要思考如何去尊重与听从他们。

法则3．同侪──真正有价值的是，能够永远被视为共同进行项目的最佳人选。

法则4．竞争对手──能够明智应对自己的竞争对手就显示你具备成为领导人的优越能力。

法则5．你的团队──个人的能力再强，还是需要组成团队。团队成员对于你能做出的贡献至关重要，必须慎选团队。

法则6．激励──你的部属会像你一样有抱负，要让他们有升迁的机会，这会使他们保持对你有正面看法。

法则7．外部人士──你的客户与投资人具有很大的影响力，要努力让这些人满意。

法则8．找对职位──要找到一个能够创造营收的工作，并且继续待下去。

法则9．文化──要建立起公开的文化，让大家各尽其责。你要尽可能去营造这种文化。

法则10．新的现实──所有人都期待并要求高度成果，如果你无法认清这点并加以因应，就没有登上顶峰的希望。


领导人的3个必修课题


《大师轻松读·谦卑野心家》


必修课题 1．改造公司


想在任何行业赚钱，你得准备好做出重大改变，并重新界定竞争的定义。

■改造公司的5个真相：


	多数组织都犯了“以管窥天”的毛病──这样很难让每个人预见更积极的未来。

	领导人的看法通常与其他人没两样，因为他们也和别人一样在同一个地方找点子。

	在成功的组织里，历史传承既是诅咒也是祝福。既要突破它，又不能否定它。

	改革者的任务不只是引进新的想法，而且要制造急迫感，并把急迫转化为行动。

	商场不会停止变化，意味改革者永远不能停止学习。




必修课题2．撼动产业


去想象一个可以让你大获全胜的不同比赛。

■撼动产业的5项法则


	别想把每件事都做得“还不错”──找出如何把某件事做到最好。

	把“某件事做到最好”，不代表你必须窄化──你可以也应该做很多不同的事。

	长期成功要靠你比竞争对手更加关心你的客户，而不是比对手花更多力气去思考。

	要与顾客搏感情，而不只是合理地满足他们。别忘了如果客户没有你也活得下去，他们终究会离开。

	你不必是个毫无成见的企业家才能接受这种想法。任何人都做得到。




必修课题3．挑战自我


■谦卑野心家的5种习惯


	真正的企业巨子不会假装无所不知──反而会让好点子百花齐放。

	创意十足的领导人不仅开发潜力──他们也善用集体天分，发挥很大影响。

	卓越的领导人知道新点子不会凭空变成好主意，他们善于拒绝不好的点子而不贬抑。

	热衷听取外人想法的领导人，必然同样渴望分享他的想法给外人。

	谦卑又有野心不仅是领导人的个人风格，也是组织的生存方式。




胜谋家出奇制胜的法则


《大师轻松读·谦卑野心家》

想要提出足以颠覆局势的策略，你必须以谋略超越你的竞争者，看见别人忽略的机会，运用出其不意的策略破坏既有的市场。

■胜谋家教战手册

[image: 040_c]


■胜谋家的决策机制和思维模式

步骤1．想象──模拟时空之旅

步骤2．剖析──因应相关事务

步骤3．延展──转换参考架构

步骤4．分析──破坏性的思考

步骤5．推销──形成认知

■如何建立屹立不摇的胜谋家文化

[image: 041_c]


挑战1．建立多重的差异性──创造差异性的 8种面向：地位、产品、价格、通路、促销、流程、实体经验、员工。差异点愈多愈持久，就愈有利可图。

挑战2．创造不对等的教战手册──你必须发展出一套独特的策略行为──一本教战手册──让你可以与竞争者有所区别。要完成这项目标，你必须分析竞争者的教战手册，然后发展出自己明智且不对等的教战手册。

挑战3．建构并深植胜谋家文化──运用故事塑造胜谋家文化的方法：


	观察──像胜谋家一样行动，依循自己的教战手册，分析厘清自己文化的优点和弱点。

	搜集──四处观察你的整个组织，找出故事，搜集起来，以实用的形式呈现。

	精炼──不断琢磨这些故事，然后试着传达出去，观察听众的反应，再去芜存菁发挥最大的效果。

	联播──建立整套动人的故事，然后通过多种频道分享。鼓励众人挑选自己的主题如法炮制。
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