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An effective management is not “talent,” let alone “wisdom.” The
effective management follows practices that can be learned and must be
learned.

—Peter F. Drucker April 2002
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Management books usually deal with managing other AT AR

people. The subject of this book is managing oneself for EE
effectiveness. That one can truly manage other people
is by no means adequately proven. But one can always

manage oneself. — Peter F. Drucker
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The man who focuses on efforts and who stresses his
downward authority is a subordinate no matter how
exalted his title and rank. But the man who focuses on
contribution and who takes responsibility for results, no
matter how junior, “top management.” He holds himself
accountably for the performance of the whole.
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“What contribution from me do you require to make your contribution to
the organization? When do you need this, how do you need it, and in what

form?”
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Making Strength Productive
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“Making Strength Productive” | FEIMMENIF, MM “FH
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The effective executive makes strength productive. He

knows that one cannot build on weakness.
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These strengths are the true opportunities. To make strength
productive is the unique purpose of organization.
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It cannot, of course, overcome the weaknesses with which each of us is

abundantly endowed. But it can make them irrelevant. Its task is to use

the strength of each man as a building block for joint performance.
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The effective executive makes strength productive. He knows that one cannot

build on weakness.
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The task of an executive is not to change human beings. The task is to

multiply performance capacity of the whole.
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The area in which the executive first encounters the challenge of strength is

in staffing. The effective executive fills positions and promotes on the basis

of what a man can do. He does not make staffing decisions to minimize

weaknesses but to maximize strength.
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weakness frustrates the

purpose of organization
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“Does this man have strength in one major area? And is this
strength relevant to the task? If he achieves excellence in this
one area, will it make a significant difference?” And if the
answer is “yes,” he will go ahead and appoint the man.
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©® Whoever tries to place a man or staff an organization to avoid weakness will
end up at best with mediocrity

® The executive who is concerned with what a man cannot do rather than with
what he can do, and who therefore tries to avoid weakness rather than make
strength ffective is a weak man himself. He probably sees strength in others as a
threat to himself.
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Making strengths productive is therefore much more than an essential of
effectiveness. It is a moral imperative, a responsibility of authority and
position.To focus on weakness is not only foolish; it is irresponsible,To focus

on weakness is not only foolish; it is irresponsible
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® Effective executives know that their subordinates are paid to perform and not

to please their superiors. They know that it does not matter how many tantrums a
prima donna throws as long as she brings in the customers. The opera manager is
paid after all for putting up with the prima donna’s tantrums if that is her way to
achieve excellence in performance. It does not matter whether a first-rate teacher
or a brilliant scholar is pleasant to the dean or amiable in the faculty meeting.
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© RIEZWATK, RTEABREEMKE
© FRINZHFARERIEEMARK, RIFZWAKHMER, N “WHER" F
i, BERIREZER,

©® Making the strength of the boss productive is a key to the subordinate’s own

effectiveness.
©® One does not make the strengths of the boss productive by toadying to him.

One does it by starting out with what is right and presenting it in a form which

is accessible to the superior.
EE T RRE:

EZRMRE B YRR RES, WADRE. EZRNESLREENFHERE
EH, #YES LR,

| EEEEEEY]
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 FEIRREMEEEHA

BE
o EERMMEERERRE: LRABEA, BHHRSRA (X—AREH2KMN
REETRE) . BALARELEEMA, BLAEEASHER, SR, tF

FESFEBRME (limitations) , HE ERMESRET, EHHRSSKAFET

R, MhEpfhRFEMEILR S KA.

o HEERREERE, HEHHTEME SRS LENERE

o MRTEEFEFHLANSESR, PHREZLALTFRATENES—#, &8s
WA REEATE (stultifying) |

E T RRE.
AHMEBEEMEM ERBEA, ANBHMEfE ER—EF-EFHHH
X, HEIMAX, REETASLELHAND,

| EEREEEE]

AM
b
A4S it

AN RETAEMED

BETYL:

"RATURTESE" . EERARESACHIEE (nert) | MRBATXRE
5. HEEMITAr MASERATUMME, ELEREASHRNREEZESHFES

“somebody else will not let me do anything” should always be suspected as a

cover-up for inert.
If he starts out with the question:”What can I do?” he is almost certain to find

that he can actually do much more than he has time and resources.

ZHTRRIE.
ERMREFMRILEEJEEEERS. ERAMEHIECH, REBGIEE
iftar MERIMRAEHEERE, EFENERRINE.

CN.

HRRE
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BlHESEAMAAZE. FESHEN o

° AHAAMASHETER: FESBEN.
o SREEMNTEREERIFES.

At AZIHIRTFEE

TaIme KiET

| BEEEEETY]

AltSBEANAAZE. SESHEN oV
& Eﬁ'
& T
“BAMAABREHAAT. A1, FESEIARE, FUME. RS kEETFOAL, dE G’H@
TR TR, FERE N AMFERIEAL , TR SERIETLEA, BEN0T
ERM, AREFRNETMMED, HTREX—A, SEEEESEEAFTORNERE—T

HJBEES (keep a distance between themselves and their close colleagues)

BAMERSHMN—LEXREEZTUHA R GEN BEEIKITET) RIFE—EHES, Ekd A
—EEERMEREEE. EZRMK -D. FHELFENENEE "BET . NESHHMEER
K=H - ERFURHBE—ENES, REEERAESTEPMNNEToFRENMRE. D8R
BESLRBPERE P - M, HTFEHMER, EIMWXRBDRIFE—EMES, tIIHE—LH
DR, BEEBHAGRXRN. ETEXRENMA, ERMIMESLREMINMNZEREE "2
= EEZAN. tihAA, REEREASEREMEMURIFREMTLRER, ABTERTFRE
MARMBMITT . REMNAE MBI ARFISFZTHRER, BUNREELE—RFNN. B
B EEALT BB EEE,

B

I EEETETEE




138

PPT

BlHLEREAMAAZE. EESBEN

HANRAAGREZEGALTF. 88, FREEFEIARR, FUMIE. 3
é SREETHAL, SEF TN TERRE. ReEREN ARFE
4

e SRHGEAA, MEHEMIIGETLEFA, BUMNNIIERT, RARE
\‘ ‘ INEFIEAEE. ATRIEX—S, EEEEFESERAFENES
: RIF—TERIIEE (keep a distance between themselves and their close

colleagues) |,

E TR

BB AR, FERRMRREMHIA, MRBLEGRBTERERBIA

-------

| EEREEEE]

THEEEFNEARBNEBEEITIITMERE. RE—FHRERL
AHI—BRIER. EHAMTEREME, HEHEMPTEEM HrI Tk
RAEEMBE PRI TERS. BE, REERHUTEAMEE:

1. BAEAIEM (S) s R

2, “EHIt, WAEMLEEAREERERIF

3, "BERERSREMEKL, b (Eit) EEER S HIRGMLIR
4, MREBENILFIHLTF, REREM (S EERAF TIE
(a) "MREE, BEHIMFA?"

() "MRAER, RRRF4?"

CN.

BRKE
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FEREXAATAEE OV
BRERHE

1. @5ME, @MEE 6. BEER

2, KORALERKEER 7. HRHWE @j

3. BRRAAPEE 8. BGEA

4. BEAZK, BBZE 9., MSEH

5. MEEXTIE 10, FIESHEN

il Z FAREMIP = & B[R 2

I www.idicn.com |
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7
ERERYNEEE
BiZKIEHE BFIEEKIR
BRSEHEGT LikrEl+
vl

LEGSE
TEANEE ﬁ
—E. ARAAN (&1E. ATHBRTH) : BRIATTHIL&E,

BIEME
=E. BHEE (HEMER=H)
E. ANHE (EEE—, MENERTH)
HE: ARRE (RERMBITH)

| EEEEETTE
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—AEBEAHAE
oy me)

HEHRE, BR, i, AFFEEX e
H—ERZREP, B—ITREE?

X R —Rh RS

1, RSk sz
2, AAMHEIR
3, AAER
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EBE. HANMBSES
A (8] X 1™ = 1, WA =
RERE 2, AR

3, RAT&H

At AZREERFTIRAHEBIT 2

CEGAEE
ZEMEHAFZAK
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FESTWMIRIE i oV

HRERA

M EEE
7 XEGIE, A

|, SERRNEBEEES MRS, TRRMEINE, | e
2, WA EATER R SEEM, AEEENE .

3, HIBAFEMEMRIE., RE, KSR ECE AR
At il

Effective executives, in my observation, do not start with their tasks.
They start with their time. And they do not start out with planning.
They start by finding out where their time actually goes. Then they
attempt to manage their time and to cut back unproductive demands
on their time. Finally they Consolidate their “discretionary” time into

the largest possible continuing units.

| EEEEEE]

|_I.| Ay ' Ay
BHRETEIEEZTSHTE? .
3 BRKA
FAANE 7S (o) 85 —. EEERMBAT, EEMERELI pismae

o 2EFEHICHI0%
° ERERSTIZH009 i 1) st A

&, BRiNES
=. EMEZEESE, H 2

© ZR20FEMTZ
o EERI0FEEMEIZ?

| EEEEEE]
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B REENEE N

-------

) EEECETEE

EHER BRI

EH TR

M FERRFTHZENE, FARRAIEE
NEEERZN

IEREESL, XHEEERERES

| EEEEEEY]
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 ANAE—MAREhE— oV,

BRKE

MERFNE—E o TREE, S EEIRNEE
. itHERESL o AWREBEESEREN, TRENAE

HINE, AELMERAE—EER

| EEECETEE

BERRE—MEMENE_ERE

MERSNE=E o mEAEHME, BIAFRER M ZAF @

. [EFE, T EENME Eicst
B, HEAED. T o fri, ERSEGRS, SEEHE.
D, mEES,
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FRRBE—MEHMSEHE_EFR

e,

o AATE. ARPUKE/N, EEET A A LZEAE
WE, AAEX, EEEIREENRESD

o Fh=E. AR EMS, ALrrEEs. R
REIRED, FSKRIRTEES

o BAfI=iE. BRfids, AEsL,

© THTE. HoBMMEHE, BEREEHEDS, BE
BB, WESHHAEELS, BEREEHES, BEHR

CN.

SRAKEA

I EEEEETY)

 ENEE—MERE NS

R EGS N E =E
B MEER, EA
=g,

ARFAUBESER, ENAEE. BHE
ERWHBEAH, B2 E KRR
[=1: 18

) EEEEETTE




47|

7= Y o A o
BT AtEMS HEMER
FHEI ST AR E o IEAPLEASRARLIZE B A KM ERS, 55
B THEERN. R SR AL,
TFAESRAL. o EBNER" —IHZSANRR, ELEE
RS, WILR AT BB HE, X
HEBEURAAEE “ER A, HEX
AEE IR TIE, FRETAKM
EEE T TIENE,
J
Y - S A —T
BT ATEMSHERER
MRS NELE EARY, SEETHAEKY, REHZS] ngP

BB E

2. WEERBRME | o,
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AN —m RS ST oV

HERSHEAE 1. EEREH @b

t#, sefreERME@| | - - |m ===

BARRR,

3. 2ilE%

) EEECETEE

AN E—REARS NS

® igﬁ*}l ﬂﬂ%%ﬁ?ﬂkﬁ(ﬁ%‘l%?x‘ﬂ)ﬂ‘%ﬂfﬁ
e ER T2 —HERE AR
BT L, HEERIHNS SERE (feuds
and frictions) Lk, TEZEALEEMABIURZ &
(jurisdictional disputes) I RBES1EZ 0]
L, BARXZEEERANEFTE.

| EEEEEEY]
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A

A} (8] 9015 0 58 T RE 122

o NETE

MRSREEAR (FAREE) BTG
TR ER T2 —EERE “ARRX
AT L, RELERIHNGS SERE (feuds
and frictions) Lk, TEZEALEERABIURZ &
(jurisdictional disputes) I RIBESESZ 0]
AL, BLAZXZEEERANEFTE.

| EEEEEEY]

AT

B [B] 915 4 58 T RE 2

A
o =

SINZAIEHISN, MAREEA—FE
# (Meetings have to be the exception

rather than the rule) , ANEZE (T4,
AZEMEERETRWFEITE, EL
ARNHBRER. ERRELMER

(malorganization)

CN.

BRKE
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'{IE

ERBUMEINKER CN/.

- HRKA
1. iLHEEEN,
2. piETiE, SEME, HEAGDS, SEEDS, HEAEE, &>
3. wER, ®AZ®, 0 [
4, TEEEN, RS,
5. EIEERBIE I AKRE,
6. HEREEHERAIRE,

adadaiad

WD 2 FKIEMIP = & TH 2R B 2

VI www.41cn.com |
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BAUHE

7

EHERMHEES

HixERLH E3EwER

BRAEH S LI

a0 EEEEEIT)

 REGieE

JWFAHEE
—&: A3 (FP, BAEH) - FPATHTH %g?
“E: BHAA (81F, ATRIERTH) - BRIATHIAEE,

BEMME

=E. ByrE (HEmER~=H)
ME. AHBE (EEFE—, HENEZTH)
HE: ARRE (RROBH&H)

) EEEEETTE
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M, WA
1. B, R S &
2, BRAA . HREKHNE fzzarr

ita, WA
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CN.

HRKE

INSRIHE (effectiveness) IEH T4 “MWE" HIE, BHIRE
(concentration) , EHMMHEEE B RILEENF SRR ELH,
—RAM—H=E.

If there is any one “secret” of effectiveness, it is concentration.Effective
executives do first things first and they do one thing at a time.

) EEECETEE

CHt A B R —FT R S oV,

HRKRE

EE BT

EERHMEBENFTNTE, BRZAWIEEN

1, EEE—, N HIEMNE" . BESEHNE. M
THFHER. MEGEMHE, MFLTERS. FUYE
MEMEGEMHE—XN "ERHE-"

2, —REEAM—HE. RIBREAAN, EBE—HE
BHEHFERTS, AXE, ENEEERFSEHNE,
KIMER Z O ERIRLR b

| EEEEETTE
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AN E— e

HMEE—ER:
EEE—, —&X
Atg—#=.

o WRBMEANE, WITEZRRME.
© EAMERMBMKIE, —RAM—H=E.
o MEAM—HE, WEERER.

| EEERETEE

BRERETFMITERES ALENEE

RERETEEIEN
PN EASPN ;3

The need to concentrate
is grounded both in the
nature of the executive

job and in the nature of

man.

EETENAYE: B—EERBRER, WERESH
RRE, seBMHITERMESM .

For doing one thing at a time means doing it fast. The
more one can concentrate time, effort, and resources,
the greater the number and diversity of tasks one can

actually perform.

EETERAYE: B—EERERER, WEMESH
RERAE, REBMATERMSS M.

The more an executive works at making strengths
productive, the more will he become conscious of the
need to concentrate the human strengths available to

him on major Opportunities.

wEzwasn
ouma Seroetor

) EEEEETTE
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 BHHE—MEE e o

HRKE

MBE_ER: ° AMEEBIEH, AMBEALY, HEH
ERLRER KRS TR,

° ARHESKNHARA, BRI
BHERAIAI

) EEECETEE

 RIAeRA—MEE—ETFEENE o

#RERA
EEmit
ERtE, EHREBHSREMNNEMKEKANBE (total failures) | EEEEE

BERITE, REAELEENE, TEHEHRTET. BEFEUE
Bigy, AMBEEHATI, REATBETEEMRT, EFERMI,
BT —MEE, —f “BIXBWAIZT (investments in managerial
ego) ", FEFML (sacred)

Z TR
EFEHBYSERENBESHHBRN—2, RINEXHEES
B BERSIEBCHNE, XWMEERS, ZHEFRSBMER
WHIREZ—,

| EEECETEE
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RFE A E R A E R

BAEFTBMARII BEREREERE—H (pruned) , 1R
(ruthlessly) ERRixXFERML, TN, XFEHEMILH

‘I MSRRAAMFENE. BN, XEAHE
ERRA[TRFEANAL, EIFE "BEML" HHES
BN, EREHIERASHTARS AKBNE (success

it deserves)

HARIFHIE
AHTRK

If, TR
HIfEA L

HusiiE — I SR AY

%, A EIEFIARRIEAK.

MEE=TFE: o HEFEEY, FTEHHLEESN, ESHEhE

o ARMEBENTEM— LS, —EMER— AL

 EHEE—EE = e ov.

| EEEEETEE
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AN E—MEE = EE

—(FEACHN. LFEACHARFRNEEE, AN
KA—PRl. EAES. HERRESE: "XHENRER
KL (Is this still worth doing?) 7 WMMRZERELTEMIE, fhFt
KSETNRBUIETF (gets rid of) , BHHENANBEIZEENIL
HIEL, —BXLHSEEMNITIEMIT. MBS URMAE
HERME R ERKEWL,

He always asks: “Is this still worth doing?” And if it isn’t, he gets
rid of it so as to be able to concentrate on the few tasks that, if
done with excellence, will really make a difference in the results
of his own job and in the performance of his organization.

) EEECETEE

BN E—EE =

AELUFENBRE 2 i — I SR

MBS, XEEA g HIA SRR,

MELETNERE: o MEAREEH, FEHHLREEN, EEH

o AYMEREATER— LS, —EMkF—

| EEEEETTE
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 HER RS

TA'EE1AL

KIEZILEBPERERM, MARILENRRE

If the pressures rather than the executive are allowed to make
the decision, the important tasks will predictably be sacrificed.

| EEEEETY]

ENHWEXER

ENRIAKREFSR:

For the pressures always
favor what goes on inside.
They always favor what
has happened over the
future, the crisis over the
opportunity, the immediate
and visible over the real,
and the urgent over the
relevant.)

. REHAKABESTAIMIMD

. REEERENER/RMBMAR

. REBNMZAIIE

. RERTNEFMZRACHF

. REERHNESTMHMEAETHRMEAR

| EEEEEEY]
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 EMME—MEE R

HEERER:
HHR—FESR

m&ma.

o SEMEK, VEIE

° SENE. VEDE

o SitikHE, PAZTHE
o SXERIF, PAKKA

| EEEEETEE

CN.

BRRE

 SHBEENAEER, FIREESATER

BRIZLLSITE
=

Courage rather than
analysis dictates

the truly important
rules for identifying

priorities.

o EEWK, FHEAFIE
Pick the future as against the past

o EEQNES, FEABRFEREE
Focus on opportunity rather than on problem

° BERASHAE, THARL, AZFZ
Choose your own direction —rather than climb
on the bandwagon

° BiER, ZEEHE, T8#AK "2 AR
Aim high, aim for something that will make a

difference ,rather than for something that is
“safe” and easy to do.

CN.

HRERA

| EEEEETTE
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BERMENTKRE CN/.

HRKH
1. B~ 1, ERE—, —XRH— dﬂb
MEAEHNE | 4= o,

2, YT 2, 1ZBERERHIRLTH
HRERNE 3. fiRLi%

3. BHEtE: 4, REILEHBRE
FARIRAEEM 5. fIR—HMESR
AR (B 2R
2. A

4

Wil & FARMIP = B IR bR g

I www.141cn.com |
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tE

B

AHMEEEEE “BEMLA, AT
M EIEBRR M.

I

EREEAA, SUERARNER=H,; EF
Tt a, WATMEHEH, EARETAR
Wita, SRS HRXER-HHGE,

HARBHRHE? oV,

nnnnnnn
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MIRREEEHTREILEEELGE S ERY
ME. MIERAEEERZMIBERNEMET, f
AEMMES, REEHREFLRE.

Executives are not paid for doing things they like

RREEHEEREENTIE

EFHR=H
HIRTE, 15k

to do. They are paid for getting the right things
done—most of all in their specific task, the making
of effective decisions.P153

=EEFRNEH
x.

CN.

HRKE

| EEEEETEE

 BHREE—EE

BRREE—EE:
REHMANOR: @
AIEF? 7

“AIERE"  (what is right ) RREHMND, FHILLHE
RESHTEHIRAF K. XMERAGHEAE. —H
REBNE, Z—MEFRERNE, RRFMEILAE
7 ETEWHE, ELEETERNE, XRRS04
EEHEE.

The highest level of conceptual understanding.

| EEEEEEY]
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RREEEEREENTE

BREIMAEHDBRAREATMEMEIA, X/RHBEE-P - HELLAHER
NFAMERRKRDEE, AERIFR, MHRERMEI THODLE, &K
BiE: "BAGHEAEETERRMTL, B4, MizESHEGFALRE, B
HMEMHERE. RHNE—HERE: BIRAAERHERES TE (put down
what you think is right) , REHELKNESEHTARE, HARBEZIRE

prpp— FERFEARMNNBEO. RREREI, ReAKNBHA R ZHEE
m % ;

Mgl RER, BRNNEEEHESETNMEIZIMARBIR, 7,
FRIEREIFMBIMTAR “EMRT , BN, wIFRME LT RIERN
. "

CN.

HRKE

) EEECETEE

REWANOZ: “AAHERH? 7

e
EMREBIVRKRMT A, MASHREBHARE
SZHIRFERMT 4.

What is right rather than what is acceptable.

EE TR,
AEBEMEMEEMEN, RTENEN
EIRMEWN FRMPITHREERBZ KL
Foa

CN.

HRKRAE
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 BRREE R

ARRREZ
ERE: REKHF
ATEXR: &
& £ = 4L 1 &
M, KA L
SR

o EMEEMER. ARNNEEREEMZ] A
HIBHE, BREBRERESIHBE F 5%
(the problem is generic)

© EEBR: RKEHERITHSRELE
BHFMA, BRIRALERRKR, ZSHEITR
FHIEE,

| EEEEETTE

B AHIEM? " REREEEE

REHLZMRE
REE, 2R
TE 6],

° FRMEEERNTRARMTARKBIES MR,
AR “BREZ" , BN TESBERTIR
®, NBNFRANKE RHIMEN,

They try to think through what is strategic and
generic, rather than “solve problems.” They try to

make the few important decisions on the highest
level of conceptual understanding. They try to find
the constants in a situation.

| EEEEETEE
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R R — R B R AR R 5 BT

EEEMBREE, BRBNTESSHNEBHEEE (the highest possible
conceptual level) £JKMREAEINiE, HSRIT—EMNSBEK (rule
and policy) RBRRERERNE, RREZXLMNSHFRBRKSEH
B, Rk, MR—AEEEFERRBORK, MEMRE, BAEME
AR 2 MBS {R3AI A (an executive who makes many decisions is

both lazy and ineffectual)

| EEEEETY

CREMEARNE, BRHTHIEE

B e AR
R, ATIASEE
ERFBEHEAMN
BAERBN
HEEE,

MR—BURKERABFMRIATE, MAFEA
RV RELEECHITAH. JRNTE. &
BENZEEERMTRAE:

1, THMREERRIAL, AREIHALM
EHEBRIGE

2, EREMNETRIZRAN. TRINERE
AR R % A AR R A EE

| EEEEETEE

CN.
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BURRE=EE CN.
HRKRE
ARREES pEmdERRMEATS, TRL fov i)
EE. £/ FE F 00 (opinion) FFH&HY. fzammee
n, EETH
(opinions come
first)
| s

B ETSEMNERSRE, ZA5ER o

HRKRE

MAARAZE, BRAWEAER, XMER, ERHEST
EZEEREITRZRAEF, XMER, ERBIERK
MNE8TABIEEECERMNF, XUEH; ZTRRFR
MELEREHELLREEFTR, ZMRE.
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RR BRI — RSk

EE-THEHNERLANFEREEIUR, WRAAER
N ELRRIKHEMEAEMER, BiRALAR
BEGIHIMEES (unobservant eye) , KMIRFE (sluggish

mind)

| EEEEETY

ALERTER, THERK?

ANMERERE, ZUEREK, BHRRAERHIE
TERT, BN, MEHERTUT, ABRK? FEH
ERNMXIERHIRE, FRKEREXARKIRE.

The effective decision-maker assumes that the traditional
measurement is not the right measurement. Otherwise,
there would generally be no need for a decision; a simple
adjustment would do. The traditional measurement
reflects yesterday’s decision.That there is need for a new
one normally indicates that the measurement is no longer
relevant.

| EEEEETEE
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 HHLAEREIN, FERE,

Bt

o

REFFEISHRERTTMEN. HARFEXMIRE,

PAFTHER B A,

To get the facts first is impossible. There are no facts
unless one has a criterion of relevance,

HHAGFHIEREZEE

Events by themselves are not Facts.

AT A IE# K I
BIRRHLER
[B] R 1

| EEEEETER

 BRREENER

REX,

AHRREM | gpRMOEGS EBRMEY
B BBX skitE, XE—MITAENHE

i (pragmatic)

| EEEEETEE
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 SLAENASEREMHEATARL

/
A =D
£ "oy

; BELMARER, SELAENEALERMEEE | UESL
ACAEE et xR—MEMENTER (pragmatic) , xFy RS

FRTAERT RGERNOER, RESRRTTOREUY | | el
ZERS5E

MR fE O

(lacks the generic understanding and principle) , F2{&

RE—MIAENHTE, REEREHE, kkLE, #
MEE "EEME" WIAEXNEFE, ATHINRME,
X MES SHERMEN, NMIBARRLS| EBHFH
eS8

| EEEEETEA

STAE SRR E SR A oV,

SRR
EmEsit w
EORET AN ASERKNREE, SEHNTERS | | ook R

HIE 4 EE (the highest possible conceptual level) £33 APLERRR
KIBREBE, LR —EAUSHE (rule and | L0000

policy) RBRREREMNE, REFXLEMN SEHE
RRAEZHIER, Ik, MR—UEEETERXM
RE, BTEBORE, ABRRIEBER M EBESRBBA

(an executive who makes many decisions is both lazy and

ineffectual )
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 BMRRERER N

BRKRE

BERREKE o REME—SMNME. KAFNARNE @
AE®R: & 0, BUEBERETERE. sinmee
ER=WAE $- o RREERAARERESFHREM RS
HIEFR #h, MEREESHEIERM, BLARE D

BIEEEEEREARMA, RERK TIE—H5

HER.

° BE, FRABNEHFREANEERS.

| EEEEETTE

1 ES V.

BRKE

ERRAEBERSBITHSE, XRBERE -
kg CBAEE, KAFKIXBURKRIEE
RTRZE—H. " SSENORTEE.
“BR, " HESAEAITEI T KK “REIN
XX BUR KRS F—R S EB#T, &
XHE, ARBARRAEANEL, RAEX
¥, TRARSEXMRENEER. ~
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REETERAAANRELRE

‘M

WEAREEL, FHIERRERYH “RiREL" BEARA

15 (the prisoner of the organization) , HZAHNEFRIF)
AFEUE WY SRR EE, BIABR—LTL
BIiE%E (special Pleader) , #HEIEHMRKEAZER
H. XHR—TREEMNEIAR, FEXMTREARNM
ERAMEERSE, ERMEFFHIREN, RERREK
&, AlREERE—EE.

| EEEEETY

ERMERNEEESE

TRER, FERBRRRKFTFTEN "FEAE"
(MmmMWN)omﬁﬁﬁﬁﬁﬁﬁ,%%ﬂﬂ%%
ERELR, REMBTINE—HHIEE (desperate
gambler) ., EREFERKHIEPCEZRTEHAH
BEENAR. BAEBREETAN, EBEERAFT—
LZFREN. BIHREN. BCRIEBBHTRTH
®E, ftHEELE.

| EEEEETY
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PPT

HEEMER

m

U078 i E S

T

BREYABRENAS—FHEZREER. H1HEE
=2: RABSXAERFEM, BASABBRS AR
FREEFE-E

What they see is the only way to see at all.
WHANE, FRMERTUENBEE - EZEA
IR RIME.

He uses conflict of opinion as his tool to make sure all
major aspects of an important matter are looked at

carefully.

CN.

BRKE

| EEEEETY

 REREE

AR, BRAFEHEIERE, EMTFé%W%ﬂAmm
Hl. BRHEEE, SEMNARHHARERER
ﬁﬂﬁ%%—¢%ﬁoﬁﬂm%ﬁﬁﬁﬂﬁa:“W%E
TRAEE, PEHEREFANE? " FRHEEER
Kb, BERER, ARTEZERERMETE.

| EEEEETEE
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 BMREEARER

BRREEN | o SHEMMRAEEZEINSE— @M
B ARE | R REENELED EATFEERS
ERHMREREF AR BIM,

HIREK, ° H—, MERBUTHHFRAKBIEHERH
MR AR B MRS, BB AR RERITEN,

o B, BEARWITH, BARKITH, N
BT, tRTEEITE.

| EEEEETY

 RRERE—FRE

RFFRIFLLRENTF AR (surgery) , ERIEHERK—FF
ANFIFH, FRATFEERS (shock) HIfERE. —MUFHY
EE, TLEBRALENFR, —MFHREFHLLS
EMRALERIREK,

| EEEEETEE
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IR ARREH

REHE TR AMEMRE. b, RMFREBER
SHER. B—PEETEHRARATER . “WR
AREUTEH, BRBSEAH " BUERE "Fetft
LERF , BREFAEEZHTTHR. TRRBEARRE
B, BIEEIESIEALES (annoying) , (BMRBBERGAE
FERUBNRG, FLERERMHER, BHEEFRE
EF.

CV.

BRKE

| EEEEETY

 ENRERALE

BHRRK
G N

© FEEZ (the clear realization) , REFZ A EFRE EMAIMER, X2ER
MHEYE, TREFLRENEMG REBANRLAMNER, X3EHA
3 For v UIES TUIE S U

© BATASPR (the definition of the specifications) —BRFAZAESCIN BARETIAME
R, XHEMIBER “FRA&M (boundary conditions) ”

©® A% AN (The thinking through what is “right” ) | BTiBIE/XVRE, Bt

= MAEM? ", XRRKEEZMNREM (specifications) , FEXE—
NERWEHRT, TREFELENZW. T UREREES) (compromises,

adaptations and concessions) |, {ERFKEEH AFIES,

© ELITEN (decision of the action) , HHRIFZI R ATIAHRAIAIITEN.

© E "RIR" (The “feedback” ) , MMESIIERKAERIEMARE

(validity and effectiveness)

CV.

BRKE

| EEEEETY
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 ENRENAEASE

1. SRR e 4, FRE5RE

5. WESHF

2
Kk
E;F
=

‘w
s
i
S
O

| EEEREEE]

CN.

BRRE

F6). NRBHAIMEBUREK

© F—TURK. NRBIEQARRY “AHSRGEBSERNAFAMRABR. ~ EXELY, REXEN
0%, ASHME—MRHME. ERRANILEEX—NE, EHENITHEITHROZZRAE, AREE
RSMRE. iR, BRESBERMFF, FEHRE, NTRRSELAZFTER, SEEERAS.

© FIBURK: HRCENMRI, BEZHELAEZRESFEX LMEHEY, HRER—KAUSR
SHRORERL., iRE “ARERE" SR URKBAERENIE.

© HBRIEIMAREELNTNRARARBR, AEERBARNZLHEX—BRIARETEES—2RH
HRASE, BAAAKFHAEEBR.

© FZDUAK: BUMFIRE—IURKEE, RRHAMEER: WA §EEIURX R ZR il 3k
BEEMTESREN” RAR, REZWHAD, REEENESNE, RERENMTF. EXWHREF, &
WHREZERAUMSENL, TEEMEL, THERERE—FHER.

© FIE10F5EMRRENIER: BRONSESLAER. B, ATRRIBEFL THIFBERAK,

BOCERGHBRIERE—F. #8, KREXHRERRRGEMEFREERARKELERFHTUE,
LA AR BRI, TENBRENER. URBEIEE. EREMFRFEANKBRETNREEE,
EMBFERIEL. REEH-RRESTEUNRRBERIZITE.

© FMBUREK, CIETARFEATIF (mass capital market ), {1+ 53 E MR IREI DR B AT EIGHIALET -
RAFEAE. REMFEMNHES, MAIMNHRFTIFRLEREN, EERFRHRARANEER, #2
BIREDFERME VT —FRE, IMRERGE, XERE, RETAEBIARITHRE.

CN.

HRERA

| EEEEEEY]
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BERBUARA AR -
BRRD
1. RRHAOR: AAHERH @D
2, RREFIBER: KEELEMN sz
AR, AR EE R
3. &XBENR. BEHEITH
4, BIGIZRAENX
5. FEIENMRRIEFRE
6. FARKRBHHARRIFHIRE
J
| &

Vil Z FIRIAMIP = & 25 R E

P www.idicn.com |



EEEEERE -

%ﬁma%@%

2P L PP T %

The Effective Executlve

Dr. JIANG INTERPRETATION OF THE MANAGEMENT CLASSICS

66 TR N0ES

Dr.JIANG
=t






83

Contents

02 What Can | Contribution
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making tourself effective

make

to get strength one hasto put
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19664F, FEEWS T —AP, XAPREERIL RS, G, Bkt
W, ARG, R ORI BB Z A T ST XS

N2 E R ZARAS T AN BB—, AR USR5 N BIHIIH £
Ofs BT, WTABAT IEIAUT 1. AR KATUAA S, i 29 NG XK
B, PR ESTTRE TIX—kB, EANESRBA I B T, S5 s A A
AR, FMTERR R T () | =R, AZIRE ., IR,

FROL. 6 S, BRI T A BRI, S AT, A
CHIRTEE, B2 a3 e

T T AR EREE T — UL, IO A — Mliar——alg % F, sl
OliEE . ST T contribution RN & P E R A, XM AH SR
HEEy DU, R R AR AR .

HROTHT 5 TR AR AR, sk S E S E RS S, R
HA TR ANLAN Y, XA H S SRS 30 CEEnEA VNN RS2 50
EOPEEEXMoTR) , EOEETTIE ATHEER R (FRamhER o) .

RAEREE ST, contributionPFAIE A% S EIEHIAR , SIS XA RN H S i 2A
a] “HR (effective) 7, BObMAAR AFEAMAAR, ST HEARFRGHEN T
MR, XAMUBA— /L WE” SRS, T R BERAAT N o

FTA, F A R0 HR R K contribution——X & FMAN Ol , (B AN 25E
7 AERER, M A 0 b b

75 (CHEATRGINA S ) —FB, s R TP A2 "m0 7 i



T AR

1y AR e A SO IRFEA R REARAE . AR — KA R ET & P alE s
8, M2, FRAFAPROCRR A% PO E RS L, st B A AR
St RO MEE AT TOIER A ME, T TRz E R, k5
B, W2, —KARERE R, k2T, FHImE s .

2, EHRRN TR, A RIHIREEAEE R . R IO 2 HE, ROk TR
FEAT R ABRCRMITAETLL BRI M RIZHE b, AT S Bl — KA T PR
KT, FEE RN, TS FIR TR BRSNS, N P ElEmE b, R A
AR, #BIEAEN BT, BARIRIABR SR SAANFE L.

3. AZHEAHBAR, BTt IrARAR0TH, e R TR e,
RLEIRE, KIEAAIA, BT REL T AT RIS RS E3mle . Frl, RF5Ma
A, PRI AR, AR R8s, AR B T iliAs. 78
5 PR ATE], RHE A BIOUT I R R G s iR AN AR A, TfERE—5
FIAT], AR A, R

4, RIELTE, MEBEWMPEAM, —OOURR IR A RIS AN S
PRI, ARBR S d e XEL e AR, ATEL, (BB A ml— AR LA R, T2 w4
SEBELN TR, RFRRET, —BI Rl — R, ok, FHa
FINAT 20V S5 #IRM, SFRFA RIS F 200, SR 20 AN

5. MFBIAFHRDRSE, HEERGE, TP RIRA PRI, Ittt 2005
HIAFIRD, ORI LI AP A AR U DR, it— B 5
K (rule and policy ) KMPRSZ R LERIFEL, A THSBOR, RRptFEx e 5EcE
RIFRI AN . SO R, AR A R EOIOKMOR R, IR L, Abta e ]
XEAT—ERRE NEEE, ARINEBHE KA “Kek” .

SRR A - Rk, MBS, B - e ERLT
B MR AR BRI 7, RS R RN ST AR T B A -+ —
BRI, ES AR Y DERE RN T T, X bR
WA, e TR SIERE TR AT, [ETRHA
W, KT T, CE SRR,

— BRI RR IR =
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Preface

WG FH TAERIEATRL (to be effective) o “BNA (effect) ™ 5
“PAT (execte) 7, FEUISFHIE X FIRMANESGH TCIRIRRAEAT 2,
R, ik, BB, BUmPUE, KFscREE, SieHEEm
TAERLE IR (make the right things done)” , fAEAHBYF, Wi
A (to be effecetive),

—BE I EAR S, B TRE T, ARSI UK
EX A R NS TAECRIF R A BARIEER (licede
coorelation) o MRS (brilliant men) Bt 2T (strikingly
ineffectual ) IR AT, AR RGN M85 1 BOA S, Ml 1A
T, BRMEIN LS — RIS ), A RREBINL.

FEEL G AR ES SRR EE IR, Hag, RAm SIS
K “HROZH (effectiveness ) 7, A RERF X LEBH IR L Fypl R

Why We Need Effective Executives

A XA BRASCUECRIA, BRDAT A TR S5 R
(%fkeffectiveness ) 7, 2.2

e MR —AEEA R 2w AT PR B
J1, 3558 (manual work ) S /155 801 (RIRZY 27 knowledge
worker) , JEEAAEERINST B 5 EORBLG IR, R0 85—
AR BT CERURSTEIRCR ) |, A1y shres A & W1
R S PR bR B R —TIEH, FAIC L2 TR &
FI57 AR, QAR BRI ARG O B 20K . X AT AT RE UL
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AT BRI

e, TR A—AE RIS TSR 2 I—AF
MRS LRI ARE, B AR E s 2 R S T
MBEENL bo MBATEARILEARD 85, (BRI B A EAHE
DS EESY 3/

WA IR A—FE, BISLHSE RIS RIRSY 2 & F AR, fE
TG, HEGREN,  HEET AR TR, T
IRT- AR TR

T AR ARG, She R S A IR, 1ASE Ak
LB RIS T o fEid 25, FATTR 155 85 TR Z rds il 4
A TR T B R i —— X A S s Rl A SO 71755 5 2
K, FEARTCH (not applicable) o Eban, ansi ARG ZTE, L
TR — b 8 B A G 1 77 5 R O R ST R B AR, X R TR A A
T o

BOEMT T (right things) RIEMIIAI . B eZ x2S IE
B, XI55 AT BT . WEARTAT IO AR L
T EEFIARE LT, MR e MBS R A S, At
WAESs, AR TR, BSEHIER TG,

T (L)%K the new yorker) 455 [ —MEEE, HF)Z—F
I, TIEREANMIAL: &R 8- - R A Rl
St FEE LR, My ESF: “B% (dhink) 7 o AfE
I3z B S P U s A S A S b, IER S RAE R A
. B — KIS IR e AR IR RIE R

[rlt?

JElE, RN TAEF R, B2 A T AR 2 e i
FADS RN LA 2R —n] B2 Hgte b L
TEARLy, fifilstefE “B%" SLEH i ( Thinking is his doing ) !

RO TAEFIBI TR T AN, 278U (being effecticve),
TR (being able to achieve) . — RO MO IR, AP
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MR ESFRARK TAERISHE S, i A RO T 55547
A (time—sever ) B A

(RIS AR TAEE ) TARR S I A AT “HIERPA” , e
SERRM LA, A2 2R, QE RS B (knowledge,idea,informat
ion) ,IXESIRPUAR S ETANERN, WA SHEANEIEA S 0ENHE.
FH | PURKRN H A A R AR S Ryt 9k, 1Rl HR A
FIXPIRRIRA P B3R, A0l 75 RIHEIE .

Exective

TEMARAZU , R FR TR E A alig g do™=H, 1
7y, TNRIR TAEEHGE “BHE (Exective) 7 o 48 KESENILFHED
SEEHE, YA e, UPZAREI A S RO E R

ADEBAGIFASE R, AU AR LRl fhs) HrT
3k (foreman) ST XA, MAVFHAIA, BATIEIAN LT
PERTE . N BURLLROTEED DT SR, —PDRITER RS
SIS S

WEE U, N TI558h, BERRRLAEEDR R, BARRRAAIRT
B (cost) RINPLFIRT Hmt;iﬂﬂﬁf}/l\@‘_%EWEﬁéﬁﬂ]\(reqults), i)
AT SIS TR

FEAERT— WS 57 B, #A— B BV BB A HALE
EHIRION o HEangn e IV 55 B A BRSSPt dE A THR, Xl LA
STl EEIIADT, AT DURAE BRI 55 kA DA

FRXEE IR T AR . AR A DRz O BT, 2
A BT AL R A Bl A TR R EL, Tl BB e T, BefE:
HON BAARGE A RIEIR . Foe b, AMEFHANREIX— A
VAEINeres Y e A it I e [N S Yo

A HATIE, REEEANRE A8 S A SR
PRt B B2 R PSR U2 — R . R AHIERCE 5
AR BUT O B R LR B, A4, Ziea, JHah
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Wtk WE T AR

B, AERR S DTSR E R T, #ualER A2
)ﬁlLH” o

XABHTIFEA R F RN RAEW A 2 802 20 . XK
BENG—DAMEN, ER—DRIRTAEER, RELI0 HAH
B, BHAMETHHUE, ELNARKESME. B A#E
“%:E%%‘" o

P R B E R A — RS BREDRMME] G380, [FIN3
FORMATARbRERE i, AP, XsiERE, BRARhAERIER
HCBRIERET , SNBEWE b phx— WEal 4.

XA B UM, RPN A iR LA
L

1

IRgs EEET OMSEX, WS MEE, EHEAE AN
$E (captive of organization) ” o AN AFBEIK L MBI (move in
on his time ) , IEEERGX I BIFZIIE FHEAR LY
HUTER—, S SR i s S A RN EZR P, S5 aCm

AIRE——T5E, B PRI NS T o
2

PR, TR ARl (B s g P DY)
kgan 2ok B Heas s T, SOMEAER ST A, K
IV D LT 90 e A5 [ I S Y P b A

ISR E A B Sl I IR — e R S5 i e, — R ALadbe g5
HERL, R H RN AR X B S5 L A B RO AR R AU
PER)EE Ceriteria ) APBUR AR LR, WOV R OIS AR H .




87|

3 within an organization

AGR R, FEENABE A DI (only if and
when) , LRSS TTR, WA 2A% DATEAAR
BhAHAEE S, A RO H AR AR i ARl I RIg . —eidd
K. SEHFN TSR R ARV A 1 B T A B2 )
RN, A A e e AU AR A EE e L sl R X
BON, i E OB T A TRE AR SRR, SR A A
P2 TG Tk

4 within an organization

BN B 3 HB AT — RS TSk AT AL A B — 4104 B 52
(reality ) , BOFEIRAS IR , MUBEAE AL B L SRS ( chick

and distorting lenses ) o

MANRACNEEIRE, SRE AT LI (There are no
results within the organization. All the results are on the outside ) o HAY
% R LA S R A2 A 0 P sl AR S I, Al R DA KAl
53 A FEACBNFRTE, BRI, ki) “AR0™ T & T
B AER o 10% PSR T2 BRSPS o

TEHAN AL LR P U N TRIAS . Bl TR il “FliiEHh
O, RN R TALSCE R R AT e . ARSI
NTHUL e T IBIBERBCR , AURASAEAEI SR D, R
EILAERCR R . 1S AEROME—EE f R D0 A R O R ar i

55

T X EE SN E A 15 R I ) TSR3 B, e, X
HEERUL, BRRE ERE U AR, o BEm i AT 2] AR A
FIE WA N S Wi ERARMBREMEE R EkI%S 7, LA A SN R L
PRI, 7 MRl A AR S TR R, 2B iR B 55
H o AR N OB S, B 53 5 A S — 2B [l BRIk ke i
51, BUEAE 5B BN R RS DL

HAGHEWAR, FAEFFARALRRARE R, (UERZEENTIT
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AreHR. HEUSHEIN—NRE, BEXNIMEAEEL A Otk
SRIMT, AHZUNREATEOR, 2R EA AT, A2 BN R 55t
DAL, XECRSSHA PTRE S b R B 2 RS ) L 4B
ARE, mASMEMICEBM B HIEN A (cask) , THENI
Al B0

SRR BB AR KRB (trend), TMHEX—EH PR
(change), IE;EiXSEAUm AT HHALRI RN G R (The truly
important events on the outside are not the trends.They are changes in the
trends. These determine ultimately success or failure of an organization and its

efforts ) .

XPUREL A BT R AT B O . e R B LA LEA 7
IR SRR BRARMEESS SRy Ianfy A%, =
A A PR e iy ot

the promise of effectiveness

fEmReEcE U AR, VR RIS B T ARSI
AR, i LA A ROME—nA T/ AT AT B TR —
OB NAFHLA W], A EAHIEEEA B 2 N ORATHE A F ]

Sg{_

DI EBRATFEAE AR EH” L “ReH” Sl
REEAEIREAT, F R AR A AR LA TR SRRE ), TS
AAAE, wBEHZ, HURFREORUICR, WRCA ARG, MZAR
ARERTET), BEAQEM X AR ).

BUMR L X T RN 7

WIS IREA L Sysh ittt i, K2 Aee4 . Hit,
HAT AT R MG T, il — 2o LA SR A S, XA
ARATTIEA LA, T A5 AR Al 5E— A .

IS R A AH T TR, AT — N AR,
S HAOIE AR TR L ABUR . WERFAT—IRIk = Re JibnitE, Ak
TR PR TARS0S. IR B e A b, s SEmI
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FHN (let alone) o FAPIAMEL 75 KFAAHAL, 1 1R A)
AR, AN ZAEA BT AR I E RS I (jump in
human ability )

B SR MR T A, RATREEAM, WL
FE5 RARRE S AR, XA T i m 7 AR BRIRAREIY
DI IRIOHER supply), BEBEATEIIIZIRI ™ (yield) o FIBEAR
P, BRALEAE SRV G B2 ARG H— R (effectiveness is
the one tool to make the resources of ability and knowledge yield more and

better results )
Can Effectiveness be Learned?

anzkne, SRR RAR, %%§%A%u§i PNy
RA—HE, BEFEATRRRLIATS: T o AP, AR —A4udh,
RIRIN B D8, TR T “R” &FXX PRE 4 ey
CHRE” AR I p e, FREATINAR SR, Ab AT
K2R WA

SRR B FURX e — AR, Ao ) 1 e o £ SR o L B A
SONEHA TR B A BEFOE MR, A2 T4 KN
SRS AT T MBI, WO e — e RS .

SEisfe, AR M. BB Pokpmiae, ARk
Z BRI T I A IN % e 207 BN

AR, AN PR TR L, T A S &
VLU EEE SR, ot e fhidd, X IR A Bk
Ui, ARVEEWAENATTI: G5, ABINUR MO, BT
o FrEABHRIMSC R R A AT, AR B o (. H
K, AT A A AL A 2 B B ARAE S e

1E|ﬁéﬂ§‘l9%@‘l‘%7—/\ﬁ¢ﬂ R ERABR AT 2 R
FIAME” o sRIITRL, B IRS A, B8, el TE
Jri s A R RGBS E AR . AR, A —roe
FE, AR A VA IE A s T4 AE ) (make the right things
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done ) .

FEFPNH A B B E A oba . T 22bx,
ARG EL . HARER, AREERSUNFERREAN. F8eE
TS, AR . ALY, AR AR
o, ISR ARG . Al , ARsEAt. A1
SERIRE 1, AERE A3 e Hrpth A AR & 52000
sk BObRE . LA BARRICW ST AR, AL
JLVFRAZE 288 A0 2. AR T HCr Ll
e, AN —UIE— TR XA . A ANBFA AR, H
&SN BB S oD, AR AR L. AR A O
TAEREN S T—UI A 8, AN GBREE T A2 Sh——if i 24
i LA BIX AR, 2 ER O B R . A1z,
AP RIS T, ARG B ORISR . A AR
frin Z2¢, ARSI TSI Z TS Z L — B EAD

FLA B B — AR, AR A S TR A e B
W —BolZRe X — AT TARRER I, AL Y
B, MBS, e R e R Y R, A
AT 20, XEEIGRI N A H e — .

THABE: Ke— AT EAZE, MAZ], 2248
AN E TGS, A AT e X eIk, AB 2 M AE T ARG b
R BN

AN, FREIENERBON N Febl i — A, X L
flbiid:  “YRAPTREMGRITE. e DURIFER S Ui i SR s 2 4 0 2,
gl XA T BURBEARERAMI 2R S MR GRS

XWFE U, BT B AL 18 38 1 25 ) RARATE AT S5
TAERIREST o

TERN—A w2, AR TR T TR IR, Bk
e MERIE

LI s G A (e VA SN E TR 2 b DR b N ATBAR S




AZM AR,

2. BRUTH . AR g HI B AR BB A 2R B R
ke

3. ABUIN, A TRIMATA CARAL, 1 B A g F
IR S G EHE0 S (NS

4. Ui, ATIRE AR B RS R e L R AU

5. ARG MAIRER AT IR A, AR DR K )

DA ISR P A O B R, e XA B RN A

91
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Chapter 1

What Can | Contribute?

EAAE A RET R A A ST
(contribution ) , [MZEITIEREAE Ol A7 H,
EHHELIBH AN TAAESR R, WES: “HE
2, At KR AN S, QhEEE R 7 1
HE, EXHEEREHEERFNEE. ( “What can
Icontribute that will significantly affect the performance
and the results of the institution I serve?” His stress is

on responsibility. )

REAYUTH, XIEME (effectiveness) N ICHE, F
MEHFE M2, BX—SfE R 2 X EmE,

HAR ZEHF IR e, s T ARG, e
T HCHRAT AR A, B SG +, HIAKR L T

ERE R M EEE LA RS it AY 2o

(owe) 7, MATRAE T HC “WiZ=52" BIREERL

71, HIAMER AR ARG 19 E.

RIAE, X g 2 ik B O KL (ineffectual )
ZH: AE—kAE, A CUREERAEM 27 PR

FIT MO BEAE 22 28 RN 45 IR 7K (payroll) 27 467K

RN R OUERE: Bl AT S %
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FATTAFMHE” , B KT PASSOMAAEL
fE. 7 A DN X% T LR A T
MfE Bk FgOERDR . 7 “FRITHE R K IE PRk
ﬁﬁ%%%%* T &Tm%ﬁﬁ%hﬁ%
fF 20 IR0 ? B an AT fth B2 p g 5

WR—AnaEERERE LT (eRmIE
eae) , M A O RIS CHRAL ), X
N, AMERIGAZ 5, Kara2um, K21 NaE
(subordination ) o #AK, WHR—-THZRTREETH
FoH, SN TAESER 0150, XA RS2 E
M ER SRS (top management ) 7 o 27
PR IX R N BB A B [ O R 0 AN A 4 228 I 5
155 (holds himself accountable for the performance of

the whole ) o

%

The Executive's Commitment

RETAHZ7H, AR, B0
SNER AR IBAE BRI % i A e A, B
BRG], —fh, AAREAER A feeld
HAEBY .

XAEE, — MRk EEE N, Bng, ABITE
Eowly B R, R — D AR E P,
A2 AR AT 9 507 1R S AR AR

O —F R & AL X — g L
HRRERT TR ARAR T, AR R, BARME
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K, MR EFE AR TR R R B 2 A AR OKHE I 52 E
USRI HORW EARRM A EENR 2R, 24 %
2, MRZE, WP B H g, BRI
ARIKHE

SRIMT, HNEORMDE, TR S R AT
WX Be R T o — B2 BRSO X KA I 85 HE 25 3«
ORATRT R O BAVSSCEE, iR EAEER T
TSR TEXER NR o7

“TAENE DU 27 7, XA RIEIERA,
X (AL AL A RS A [rg NS, TR AR 18 K R TR AT]
TAER R R 1. MRERHE, KKLCHE L M5
LT, B BN7 M, AR —-AF KT

( pale shadow ) &

HERARMEA =T : 1, HEBCR (direct
results ) 5 2, AWML 5 HIN (building of
values) ; 3, ¥R SITEWIRMAL . X2 =105
TALVER S 2 g R, B AT —, &P AR 4l
HIHEAAT (decay and die) , FrbA, BN AGIENS
BUAHHAS Y M B X =R, R AR H A
N, EANEREEARTAR.

1, direct results

— R, HAWEZBOR SR RS Wi, tbin
A E, EEBCREUE LT ROR, W S
o EEAN BB, AR W AR EL BT . B
Pep A e — V) AR IERL, GRS BAR AR ANTE R,
A AETEE R
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BAERCRARR S 2, SN A R EE W
R, X NEFTEE IR — 1o

2 values and their reaffirmation

AT BNE FLR AR IR, R A A 7 TR ) 4
B, B OME M, AT A 20 SR T BN FA LA H R
W, MR EEER, AR XN AR RN, XA
FER, 2WECE—K 2N a ], SRR,

S 2 SRS 2 R AE PRI A0S A7 (i 7K
i (value commitments ) 4L (torn) : —PEEHE
A ATy SR KRN K
MISCAE o BT (AT B PR K E Aol Tl e, B
BUBAL « KBS I JT 00 & J o 58 i fEL A i )
FORCFFETTMC R AR (proletariat) o 24K
ANV IR A 1X P RRAS [FANE A R RE R AN E . AE T K
Py, (HWEE .

3, building and developing
people for tomorrow

AT —NHAREAE “Frsl” Hp— DRI K
SH . REWE, HABBERNAKREAL, B
(renew) I LA IR

ook, R LTS5 RWE (vision ) , P
THATEIIE TS (excellence ) , Jilf i T- B LB A I
(accomplishment ) , XFERYALLIAE H g H A8 dorh
TEEHMELUAEAT o

XA R R, ke A R T T A i 2Rk
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Paran

(resposibile effcetiveness ) ZKifio NAH X PR, &
HIZ &5 H 6 (shortsightedness ) , X AU
AUUE—M5E (deprive) , X[ H5H 2= & — g
( cheat) o

EELR RO WS, e A REECAN S R I R TR
PAHT R . —MEBEF MR E T A E—Bm
5k, AT E AR AR I

WHRE A, AR =A T R, M
W, FIRNA, HEAM LR, AERIXETL,
b BRI R R SH (do wrong thins with
wrong way ) —— LI IXEMIEAE L e 2 24 I
S,

How to Make the Specialist Effective

RAR T AR R, RET AU HAR R,
JyiZE AR E ORI T N O A R B B E— 5 T

AT 2058 M — X D MR AR O A R
“Si¥ (thing ) 7, ABA1ANER 2L L EEMEES
(ideas, information, concepts. ) o 10 KR T/EF# &
LAV ABL, RIS gER A, 1 HIF AN B AR 4G
Ko =LA G AR B A 78 50 2l B
T AR ARSI, AR EIES R4 R .
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R AR A RE SRR 20T
(generalists) 7, APt ARELE AR LAE# AEATBE, ik
FORTAR S A by <7~ H ™, 1o T RELEIX
SO IR SE A R, RN AR R 2 253 Bl FH 2 e
HER R E

HR TAEEA SRR ARG BC ) 7
ROE M TAE B AT ie, M VR 57
(Rt g iR, REME B H & A SR 0hE A %0 H

AT AR TR A M ER S, 1
5, BN EMESHAM AR TR (needs )
HAM NP (sees) , PAREE AR, Mhilsm
HAN ) HAR S (AT L2 T4, Feale HAth
HST TR X ] PRI P A A RS0 RN, R
T BB N RARRLe Tk T EEAE 2 (5%, LAMBRRE
X, 205 AR X o vk 7

PR IE R I A Broc 2 7 52 AE 1S B A 280 i
NS

A8, BN A CEERRT R
TEAEIF AR B NBRIC AR s M EE A 20 04 2
H, EEAE R RS E RAFAPRICR . IR AP5 G
Foe WA R0 H IR R E SN, 47 WT I 55 1) (pleasant
words) . FAZIAIEIE (warm feeling ) F A 2 59 Fr )
B EHBTFHTET T, QURAGESIS AL,
B NFEARAL, ftkazi, XA ZDEXNe? Mtk
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U, BRMEARTEMSSEEAE AR, B
2, BEET R = 5 (occasional rough word ) , 1
FHAET M R AR R

WT AR HEABRICR, BERS GG H PO RD K451
ANBRAR, XPURIARRC R -

® 5741 ( communications )

©® LA P fE (teamwork )

® ikt s (self—development)

@ E:7:fth A (development of others )

1 communications

Il 2k, BARIE— B AR —
AEKME . “=+FLE T, WERAETIRR LA Z
Rt s R T HAT—E 2R Y s B i Ry
ek, SEEEXN MEIRG, wlakime 5 B b
BT A2 0, A2, TR 7K AN T RERS D o

T eI R S, FAEUEN] AR, ARt e
FIGRGR O N R e 2, RO T A
MRS ENT BN, iR 5 BB o

—ANEOF O B BT R, i &
SORMATI T SRR AA 280 o brik o Al 2
RS MEsim: B, UWRIRMAR, 2B
AHBUEIREE TR 7 A IR A2 PR A e 2 0B dn i
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ARERIRI RN S R 1A B 5o I k%

XA N, RS @S

’

P

LIGH B

MEsd BB AN O TR Ttk S, 2
A AR FITATR T2 B BO 75 AT I

MPELAINELE:, MeSEC T HR, HES -
R g HR AR X By N R AT
AN AE S ERIAR. NMElZseT, s
JEE B U ARHEDHE, AR, PlemEESINR,
5 Rz R, st s IR
U o

HBLX R I, R dEAR I AT, ROy B
SR AT, AT A IR A B
K7 WbRdE, B2, ARMEHREZE AU NI
kgt XN HHT o
2 teamwork)

REF R H B ks )yl @l S EIL A,
i G BTG 7E (teamwork ) o

X, MR RS UER A B ok 8l
ERGEL? 7 N X — AR RN, BE AT BB ATk A
A, A eE ARG A

X IR SR S X — A AR,
e AN FE YRR S L8 S AT ESE e, Bl
XN A AR, TR A TR B T AR K

(logic of the situation and the demands of the task ) >k
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TAE, A RR T IE XA A5

3 self-
development

RN AL H AR O A w i ok
DTk, FREMMRERMART R4 7

X— AR TUE . T T 2 B HBRC?
N T RNEF R YR EE R e 2., A S WL
SRR AN 2 A BN B CHT 248
b fE? 7

4 development of others

AT A R0 I R 2 iUk A B 3K
K, Agxe A" 2 NE, R, ©2Mmn
2.

DXFER)E B A T TARRR RIS, fr 25 J 1T
AT, MR AR A THEE, MR RA 2w
TR H AR (ambitious goals) , 183K FEMRE
i TAE

B, FADS A FE AT A ROk TR A
%, HIEAFIE — 5 ATTEGE IR B O BE i H RS
BEE (achievement and attainment ) T BRI, Kl
WLAER ER A, X A& 220K, s
#2F (stunted) o X HCZEORIR S, WEWE S BUL R
(giant stature ) , XM JEFTAERIN RIS, HIFA
WAFHA AL Z
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RGN0, ATLARE B R N — PTRL R B 2R 55
e, B RES S AR0TH 9 R, Bk 1
s e T NI < TR IR (EPA P2 S

ST T UG R A AL
BRI, BRI SOC LRI 25, i 4 ik
BN . 4507 S 13 FLIE K FTBA.

BB, 2R S L P DA 1 S L AL
55 . YR (RIS ) 4
ST S | R TR R LB RIS,
F RSB B LGN A T b %, B 2t
L S IHR I T IR, RS S S
% L B REALKIRA, BB S &
EYN LT

s BEATRH, B ERHE (To focus on

contribution is to focus on effectiveness ) o
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Chapter 2

Making Strength Productive

AR PR AT AT R NI A
(strengths ), At 1208 WS 4G 4 <5 ik 7 R Q1) 15 A7 2007
DA E RS AEAL (weakness ) FEERA T AR

TONE AT, B RE A6 U A T A A
AL AL, AFE BRI SR A BRI A H
T R

FHEF L fE R A HIEIHLZS (opportunities ) o 38
3 KA LT S e AR B Y (unique

purpose of organization )

AN B S, RS 554 LFXERLL
Ay, RAETO0 AU UL X B8k f R0 4 5 41 4 8800
7% (make them irrelevant) o XELEME, HFAEN
A, e ZESAN AW S, b RKmd & 7E
KIE R H .

Staffing from Strength

AT KIS 1, P o e B 28 — A 3k
ik, R AN (staffing ) o LA AOSUE B 1 ik
HESE TR, B =R, XA HEKT
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2.0

Wl vl, e AR, mEEEEIANK
A, AR LA A 2 AR EGEA .

ANEIFWE B, Ml B a2 22 Rl 5
(Grant) AR ER . ERZEE: k2N
D T . R TR AR R M L R S B R AT
2o, ARSI HAL S AR % . 7 MRE X 2
i, MR AR AR 20T, T =Y
(DRS XY IROY N E i OEE S EIPEN /P S A PNl
B, 455, M18614F E 18644 Bl — 4FfiyiNy ] L, b
Ji BRI A IR D5 I E B, fERkg LA
A BASHTAT IR

PN SRS DN A DN I E SR B
WAL LR 2 A T AR 0 414105 SR I O T
(mediocrity ) o FTiEH2#EEM TR, S2bR I 7T AE
R LT

AR TR, AU (Strong people always
have strong weaknesses ) , DXELAFEL LIRS, ek
7% ( Where there are peaks, there are valleys) o A
ANFTRRAE & 7 AR S H o A EARAE A e
(good man) 7 o “SEAN” fEMB? X 27K Sl
[in] L

—NEMEWMRL AT NEAR T2, AR
TETAATEE T4 20, 78 Q00 25 ok N @ sk, A
JE 2 RN A AEMATRIE A, X D AR B R AR R 2 A
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94 (weak man) , RONEHC AT, TRBEEI ALK
AL B R — R

g, MOREAM— M HEF Ny H M E TIEARE
71, AR (strong and effective ) 1 H O 52 7 15
Ho MEiX—pi b, REENE TR N LEe - RN
R EEW EA A, i R A A A
TE M -

CXEPEEMA, MR AT EERE JIE B ORI AAE
i) F FFE EFEEM ( “Here lies a man who knew
how to bring into his service men better than he was

himself.” ) .

A RIS B X 24— B 5 T
TR NMAT0E TEBU"H, T2 AT,
LRI (please ) o MRS, 72—, @k
ZEMAe G S R, B2 A LA (tantrums )
B2 EWE 7 AR an dt B AL SR 2 dt v S A B AR O
7, AR BT 22 B VR i 52 Y Sk sz R IS
(' paid after all for putting up with the prima donna’ s

tantrums ) o

FIREEHE, e, A0 B 2 —
Fois 7, ETERRIARELIRL, EREN
PRI RIAAE IR, XOHAER . KK TR
K, FERKZIAEREE, B8 1 RIE—Rm
SN 35 B AT S AT TR AR

B2, B RS A B2 MO A TR X A 1 )
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“More SHEAERG? 7 AR hREEIE T4
FAH? T ABATHMORA fAseft 27 T, AT
2 “MhreBfatt27 7, ATMCRAR . “fAE 2
BRI A2 AT !

fEFN L, AR B A F ORI AE I — T
) AN (excellence in one major area) , A2
BT AT AN (performance that gets by all

around ) .

FRAMIRAL, I & 0 KA, AT
D —FRPE (the nature of man) o F52 1, fE—b)
“52 %M A (the whole man) " , “BZAIA (mature
personality ) " BIHEIITSIE , HBNARE XA M B A4 A
T F AR

NBSRMER, NS ARREMRE Hed 0 55 10 5 & 44 HY
K, EBERATIEL. Mt “5EAN” Mk,
Kbr b ale A X MR B ARIR I . AR R MER
W, AT AT AR BRI 55 A SR BIAE SE— A5, AH 1]
B TEN

B JFERR, (AR ORI L 2 A £ )
b AEREEER R R R 1, BRI LR AR AN
T2y T PR, A8 2 e v 4 5 2 e I 1) 3t
DEHAREEAE o

— S H A, AT OLEATTIX LR T T .
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FrlA, ARERE, seRE L2 B MEmRAL,
FE T AR R FE AT X Be AL, 3l PT DA UL 2 2 0 4
S BRIk SR AL RS2

MR @R s B A L 2 AL, AR,
TS At 5

FAR— N ARAL, e ZHh ) TAESTE H
TR AEHEAEMAZAENACD . “fhaeTLe
a7 7 ET AR A AZ K, A
S ERT IR B Nt R I DTk o RO 2 2 A A 1 30N
ISEBRAE T, 2200 B AR R B Al R I T —
P DA

HIE “ER™K” (demonding boss ) 1 Fal(—k
ik, BRIE AL F AR SRR ) SR — T AR sl e
BIEREARKAL, TR 29505 Mz s Ry, #55
TR TR I R A 2 AR R A

P A 800 D99 gt T SOE ATy, R AT
U5 E (frustrate ) , 14U —FPEEE BE 20 B,
AL B R i A p)RARAT B & 45, AT EAE AR R AL
FIv ity Sk B4 52 i o /D B f A o fB 70 RF 0 9 i B A 75
H, WABZHALNNI (The very strong neither
need nor desire organization ) , B HC—"A

TR o

HNBEATRZ B NS, BATRA 2 20K
A, ALEAFREFURMIEATRAL, kR f1H C ek
JEAL, KALTKIE S PEREEE S AT AR o
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BRI A AL Em M ok, FATRRMB A
HAEP R R I, EAASE SN AK
AR (We can so structure as to make the strength
relevant ) , b AER S5 G300,

AN FIEAE SR BREE S FLI AT 5 1, 4141
1 H LR ZEBEF LA, e A LA R

T — DN HHRA P REALA BWEE AT R b,
ALY AR X B, BATT AW, DAL
AN NFAL B S TAERNLSE IR A B A X1
PR E KA B, (EAHORRENRAE . R 2 AR AR T
EE N Y 55 2 Soe AN S 2, A e H—
MAKAGNEE

AL NRRERIL AN . FEE, ARl A DA
R, SlmEsie sk AR TN, s 4T A1
TAERBIRNE . AR BBk Bk A7, TR
AfAIRE T2, AT TR, RARREMA]
MM EC . 91 RUEIX—f, FEEHZESILR N
SRR R FF—EMUEE S (keep a distance between

themselves and their close colleagues ) o

B ARE SR RARFEE VA BLGE BRI
W PREFE IR, P WOy — & 5 B dee e A B
Ho WHZTM - D - DITEERANE B NA”
B 5 At 0 JUF AR A 5 A1) - EE AR R th PR o — s iR
B, RV AR AR BN 35 55 SUS AR TS 2 4 ok B



1108 PPT

Ko BHURRKENIORIBER - P - Wik, MR
WORFrE —E IR o AR 26 Ut AT AT PR 4
TE R Bl A REMATA S —0 ArFrd
SPIRENIOCAR, AMBAIREE R —SORA I, A%
T A7 2 B R B AL o

SR, FIREAAOISN, ERERRIE O N AR
TR o b A B TR A 2k - F o FUR AR A2 K
A RWFE I g HB T — A TREBORIEIT, XalE i
FAZES m R TR RORES . 2 Jr A th R 4T e % 2886
M, D R ZE RIS - RS < RE AR H AR TE U Y
DAL

AR BIINE RO IR, e i R
AERFARE . WFAER — 8 TR JfF R AH
R o

LA RSSO R L A2 A A R ade B N A T DA B
NBIA BRI RN ? — 8okl , AP

1

A bR e 22 T A= JB8 (jobs have been
designed by highly fallible men ) , FrDL, 547 BT
PEE AW — A AKELAEAR I o

AU NI F & SIS EEE, (HERERL R 8] 58
AL — M E— A A BRI A Z XA, HEA




Making Strength Productive 109

REME L), IXFERYIRAZ BT 2 iR R T AR
B T = A NS TCEEREAE, T X A LAY
At BRI, B2 FA 1A B i A g R i Rz gl
W R LT

b, BABSIEHEEE -TESeER A0
EEEMNOME SRS E A mEER, PUTE
ML a e LS AL BE M A LI SR (make common
people achieve uncommon performance ) , X A i
Tk L2 I — R

2
make each job demanding and big

T Ak, e KB, B
B2 I TARALYE R, AT LA D3 T dme R R A 4
KA R BIE AT 20 H

N2 — D FERNAE AP B 5154 K 2,
E2E T 5N MHU oA Sh A L, R E
TARFERIR e, bl ik, Fra AN,
#AAA — s AR AR A (My abilities
are not being put to use! )

SUCIF, FeATTRI ALt AT DART 205 20 25 R AR g . 1F
L IEPIE R AR BRZRBE 7o B, W
MR ETIRNEMITA T, RO s Ez A T
EVEHER A%, HMATCEEE s, N
IR

3
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BATVR 2 BOEAL A 2 s b b Al BT 1 & i sk
R, R R BTSSR A, SR b X A T AR
&S bR e A i A S S (integrity of his
relationship ) o FIE A PLIEA O ELE M A 07 HHH A
A NNEE [ H AU R385 1 AT 2. 5Tk

N AR B AE A Y AT R B LT R PR A AR
o RAS—ITIRMZ L AR — Bl x84 fit A
BB, ZHZR A B AT R R A DR LA KAt A 25 9 Be
HISEbR TR ST B, R IR DL R RUAS Al .

(1) “MRJy I f) T /At (sl i) A 55 458045 b
Gt 7

(2) “PHit, W5 TR (sih ) A RTaR5ER
ESfr 7

(3) “EHREFEH kEM (sloith) AL, i
B S HOR AT EE HTA 7

(4) WMRFTANDILFEliz+, TEAEM (5
fh) fEE AT R TAE? 7

(a) “WREE, Hiefta?”
(b) “GiRAkE, RREEF2? 7

4. to get
strength one hasto put up with weaknesses

EAABGIE R FE 2 XD AERANEE
TIHARRKL? X %%%@% FEMIMES A 2%
A7 QR REAE X — 5 T U AN R et , a4 A
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U kAt 24 B FW AR 7

RnE s EEN, Bafhste A

ARG, PV (mediocrities )
ZHENAE &, ALK B MEH AR TAERSCR .
A BN E A ARG X MEE . IR, s
BN, PIAFR 2 T —Y TR, AR T REA
N— AV 2 2ERAG8F, EON AP N EN R .

X R A X 2 P A AR TN I 4 2 T L 2
(focus on opportunity ) , [fIANEE HINAEAE R )L,

AT R E R R B
WA WA, AFMELSARSS (in trouble
without him) 7 o 7 ff1AIR, WIHEEA R
PN VO N I=E e ST

Ho—, b NS Br FIF A2 A BB R BB R
(incompetent ) , Ao HAAE B RVRs R BORA ) < FU R
(carefully shielded ) , fATIHMIA A BEAE A AR AR

H=, AWK (misused ) KRZE—
9 Frl (weak superior ) , XA b alEA B A
&, HOMui A E.

H=, A #H R (misused ) RKoff s HELL ™
(AR A A, K BB [A] REER] S b N\ B A7 A T 8 AN b e

E
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AR WO AL, X R A R B DA
(indispensable man) " WiZ v HIE (moved) A
G, SN, X AR RAR R R e B I

ek kd, B RE A R — A ARSI A
(FRlEar) WEHEAL, S0, 1A B m It
b A, AT AR HA A B AL Cunfair ), 4551
RN H NERUWE ALY, T oae, N E
R TASE AT LR AR B L2 (achievement and

recognition ) .

FITEL, — A AFRER I 2B B A TR B A7 b, X AR
MR R S e — Mk, AMEMRBCKINSS, tEC
R A AR X T AR (inadequate ) o M2 7E & I A0
Wi Bk R 45 2 Fhg ik 17 B K (destroyed )
I, BiAEM B O A B Ty E REF H B X —
EEDAE

o O SO IR, B EO5OR 2 R IR ke 2 K v B
A AN RIAPREZEAT. By, Wsfibax e Ak
B, I6e 52 PRI SR T 25 AR st R 2 i G i o
SR GEROS a1 R XA B A A AR
flbo 7 ABFEHY,  “ROCHER RELE M ATCEEREAE T A,
BT AT, Mg~ —AN R, 7

R EAE AT B A 2 KT O BAT 5 T
—EE e BAESO AR I RAT R ZE 2, BEZE PR
B TR ERE IR DHURK M Pk Ik,




Making Strength Productive 113

RHAEATELT IR FRRISR . SR SRR 21X AR
R —A, BRI UEADN DR, AE R 19426,
WORE LN RHESRE P s F i R TR R X
N, BAT— AR, T A 1S 2R .

Rog R EZER L PRI ATy —, Mol
XANEF RIS B R X 24— AR Bk R R
HIN, MBCAE SRS om SR Bl & e B IR I H
5, WAGMATIEEE T AR DR ). DEURA M
HUZIE XA AFATA 207 7 X R b5 5 B e

BN AlL

Blan, Frin - BB E R —MRENMRIC. AME
e SRR IR TR R o (BAERPER I, TRz
WP ZE ARIZ UL LA UL g i s Ph 22 5, b S
BB RV S HICICRE ZE AR AT A B2 0L g TS o Bt g
WA R, Bt AR S — R S — RS B e 1
PRI o

BEHURE, FEA R NRRE, Bt R T — R
Eo i, AEEIIERAAH 2K X—5%, o=
DATLAHE: PRIGIETE MoA g,

EYO MR TAE A BT, OIS s
FIHTRE . IR T axX— %, Bk N BRI A RERT A5
KAE, HESCRBH AR, KIE MR, 22—
PP SCOUE, SR HRE S sz o U R 0k
KT,

B R N Jm AR R AL, AR B R,
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g — AT R, R ks PElRA, XA
(HOEEH A DAY AR XS5, RTINS, Xl
Fe B LA T AR — R 5

?

How do | Manage My Boss

ST R PR L T A B SRR, A
G 25 k4% BRI P R AL . HBCR DR A B
HURIE LRI, St EE e 1A — B3

KIEZRATEC, 52 MEHARRER s . RISz
HARAEKIFEEMIT, KIEERT ML, N
“FTONIERRT JTIR, BlEEEER AR

HARMEREMG: a2 A, hAHRE
A (AR B R 2 X — ) o BESR b el % % am
WA, BE2 A AR SR EIN, 2%, ANt
JRPRE (limitations ) o FFEE [ AIOSE ST, EMAITE A
SRAL T MYk, Pt 2 AR RS AL

WH) E R s AR, s ME B o s T
A B8

R NES TR R A, B R Al
TR MBS AR, &R o A T I B k&
( stultifying ) o

A BRI X AR R BRI 4
Ko 7 MR R MM A T O T ikt K
HOREAL, e TFE T RE 22 7 “FA L Al
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fEse -2 oimk? 7 2T EalAWEREE AT, IR
RAFZEHRL (worry ) .

— AR — G RO B, IR
2 H A FHE X ARG B OV EE T .

Making Yourself Effctive

TR 4 KA HH S, A8 SBUNET
M, dWRBEBEM, SO Ar, AT T o0
MZ T A TS XL FrlALET . A FBEREA
T, BEBUT SR TSN, 0T BUR SR
(conscious) o KL, MAHE A DI RIAA BE, EBIR
e Hu 28R L S A e e ny g 1o

A RCR A AR 2 § O RR M, A
o, AATEI, a2 ST L, AT EME RS A
YW X AGET . ABABEMI %, fAI1ER
SARTE, BT E) ( go ahead and do) . gil g, A
SR A “5LEBAMT] (brethren) " Fef3ha Ak “ORI BT
PR, AEMATIERT AR I MR T (melt away ) .

MRA AU, TR IR IR

—fEE e AR IEE, POy e RS A O

YEYE Cinertia ) o WSS FRETA BIANIR G (s 2. 95% A
BRAUIE? ), Bl R A D A HHE R F RO 7

AL WA, AT — DU A8, ABECR I
“HerEtles, WAL (one feeds the opportunities
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and starves the problems) 1752, X— S H AT
HE, AREBE SR A (B A ) B RE—RTE
KIIPLZ: (opportunity) . ST, AR GGG
VIKIER (only strength produces results ) o JUEFGALH 2
HF 0% ( Weakness only produces Headaches ) o &
TeHg R, —UWIBJC (the absence of weakness produces

nothing ) .

AR E PR AIE AT — > 22 B B e B 5k
AT H RS (the standard of any human group
is set by the performance of the leaders) o, K, 4%
FAERACHERENE A ACHRL L, ek
KAFE = ETA R A 3807 H

FeAI#rE, AREHRIER— A Ak,
Rz A T — et iR Aifk—R
IFIR),  — o B P g B — B RE R4 Bh o Wlog, %
SRIAVZN - BEJE TR ITHE 1457 x4l k. AA, H
P A A PR AR A B A — R a2 ) D1 B STt
T4 PO AD 5, BT UK 845 45 I 4R S8R 497
PRE FLBR

NS, P ANE — R A Z IR ZE KRB0
—/NE & (constant) o WIERAIT AMRIL 70 5% H
M2 F B2 BT, — AR At 2 Ok B

FLA RSN PR S A X — A R SR bt
RSTEUE LR R A THRSA D152 . Frld, fhs
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WA A S AE R DTk R RE R A1y Sk A1 P ORI 222 1 2140
S0 EE, NI EIE T PR o

XA R B e R E B DR B RAL F
L, N ES FRIA TEL S M, BRI LSS i
SN T A KA I 5T R AR

EEFMES e BB A, B (£ ) i
“EERRE S (Talents) 7 FTUdHOBREE, #BLE LSS
e T EEAN AR (R R IR RETS B 5843 1Y
KA, IR AL A 207 RS Cmuleiply ) o
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Chapter 3

KZBOTEPRFN TAERBHE, #E MWat 2T a6
1, XTI AR A, ME—rmte ok AR D 1
Mo R E 2848 Bk, T8 mE, RO
AR FLE S0 HE .

A R B A S W RN HE, AT
RINTF o AT E e B2 e I TR B RS S R A BIMR L7 2K
J5 A PRI ) ( manage their time ) , FFAE HIJCA
EMEIN Rl 5 m, BEATPASCR (discretionary ) 1Y
P I TRIE A Bl RS T]

UG K a4 & BOE G A 80™= H gy R, s5li3g
U, EEEA T, B ABUEE, Pi=2
T A2 B[R] PR «

@ 1 kI [H]recording time

@ S [Mlmanaging time

@ 51 ] consolidating time

AT RO AT, TR0 ORI B A =R
SRRl I RDE — Rl MR BRI B R, B AT 1Jo ik i i fiL
MR MR al Hh T BOR IR AT 5 2 HOIN ]
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N R pER A M . AN E T RE L 25020, WA
MORER R IX 4 % o eI RO BT, ik
N R IL bR UT 2%

IR FHANEN T, ARATCIE A, I TR R LS 2 52
S TCTEAMER o BATTAT DA —Fi s 5Ok R 55— Al i
PR, tedn, FIADRERER, TS SR SR 1. R
=R ANV EP b S R e [ N RNV = R A RS A
I TA]

SO Ay A S AR SR I AT, I TA] S A UL 25 Y —
Taxo Mo, BRZBAIRKXM—T =K., kEZR
TCEAMER . AT A F 5 HBAS AT Bl D [ B RO A K 2 —
[EI a8

EA B B 5 A A KRR, X 2 —
FAE T+ Z IR (loving care of time ) o

— Az rlE R E U, I R AT LY
W= o =0 22— RAEARINEEFEA LS L
A= 2 —AEEEE S b Rfa =702 —M#&
WAt m s AR RS Z BRI ], At
HSEBRIG BME T HRaiimicox, S5 R Bk =AU,
b JLF- B Ae 20 Al SRRl R N o s AL R
o3 I TR #BAE AE MO B A b, Bl 25 1 gt i IR —
B PRI BT O, R 9 AT T BTN AT L R A T
7o U IR EE X il R R B I =, AR
ARRAME R iC % o EJLR =352 T MUK
Wk, ARSI RIEg B A T, %
LTSRS .
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R, 54 R B S 1 A . Sl T At A I
), b e UE AN H O R S2BR FOR R 24 PR
98

the Time Demands on the Executive

SR Sy, RO B T A
FEATHELE P L

AT —NEHEE, A b e L BE 2 1 18 51
TEATF AR H A AT LA 5 AT
I 1R) o I TRD X AR IR Bk i 1, AP o
XT3 T &S A s 77 s BOR

N T PRUER AR A 07, R F 2l
BEGU TA) o AR RFREE AT R0 R, B — T e
I TR DT XA R, PR ar, Ak ts Fk
o, AR S RAGIN (AR 2k o

Gn SRR A 22 PR AT FH 155 BRI T 5 N @ v ie TAE T
W R FETT VA K TARRBLEE AT LA T, ARt A 2 A
SRR C T = N

PRITAESZI BN, AR SAE E— /N LR
WA AR AR AR S B R R AFRC R, B2
JE 7 A 2 N TA]

PURHROC, B HE AT LASCRC O I TRl D o AE X A
THOLT, FFERACINTRE B 2R, A aeit B
A PAUSZARCH 2 B I T, Xk 7 A E B s g —

T, 7F
HRZ
s
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W R AR

W R AT . QRIS E AR T) B R AR T
B2, LR IHER T EH A2 fift 2,0 71X
YRR ABOA DG IR SPIEERET o AT REM AR 1757
o A BRI TR, B2t il LAAE I 55 ) A
Z I [A]

Time-Diagnosis

IR W o —2b R 4% H O I TRl R 2 5 A i
U B A DR A X RO SR I 2T I, X 8 5%
B PEMEATI A . S U B DR R
R 3—4 B IEE% F R A 2 TARIC R

FUCOr A iC R 2 n, EEE A LB TS S
HABETTABATTAI I TR 22 HE

— Mgk, HAAEN R4S Re S A R

A AN, WA RS AR HE S R A
CHIRF TR, A aERESR F R X ARSI

B, BXW R TA SR hit, TEK
H B TR IS B R IR R [A] . AP AR R, R ]
AEN X HE T B N [R) 26 B HERR HH 25

TR X — 5, AT RAA)—[R) R T X e Ol Tk
Ao ?

1

JLRM B “GRRAAx S, BeE4
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FE2 7 REE R WA SRR, ISR R L
JE X IR E T

9 w

?”

YLLK, AATHRAE vhig B HE B IR
( “delegation” in managment). FKMIEAEM—NEEEH
AHEACHN G R Z G, Siasc 5O Koy
(VAR D S GO S (8 & S PRI 2N R T 8
DRI — [P M — I R AT IS PO AR LR 2% Fh A A R
HEFHS, Rg AN LM,

BEFT” — i H S KRR, B2 ERT .
JEARLE B AT LA SR 2 A 2, AR B A
WL “ZAE” A, B XTSRS Tl iz T
i, TR Mg e B O TARCR,

3

FITAORED B I P OB EE IR B PR AT TR [R] I A
RasevE 30K R G R 1By D O e R
TR, XA RO BEE I — R

Pruning the Time-Wasters
A AMEZIR R KN A, Rl IRk 3 O
N TA]

1 “ " the recurrent
“ crisis”
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XSRS HLEL S S R i v] EATIUI R
i, 2T LA b fy, Bl DA — &l 53 TARRE
SR LI (routine ) RMMPAALEE

G2 AENT, YW ECS R, A AR A
H, AR WX AL E /LT,
WA E L ERAGFH L, AR AR 2 1y
BEAT SR . BB ARARGF R T AT AR I R 3
(quict place) ;5 — M “TEHELA"  (dramatic )
WL . =Kk Z bRt “ I #HIE#”  (epic
of industry ) 2B ERRENT] . &5
RGP T 4 R E IR Z R (boring ) , & AT
AT NBE A, B & Mg L B 7 B0k 2 vh
(anticipated ) , Ifi HL5 O #S9E HAb i— B 2 [0 F b
A T (routine) .

2

T —FEN, ERER AX2—EM: “M
MZE TN 2RI 5 — 40K, Rk v i U A Ak
2, WEZAARIZT? 7 N—ERW LR, IE
R NRE “—R7 o TR EEHE, B2
IEEE MRS 4 R” , HERE “BEER T
(forever) ”

TEBFEEN Y, AZBRFEBRZ R, HNEA
HOR B2 BN AR PR L2 AR B OS2, T axX ek
AR W Z A fE LA B

H—PYNFT5 (overstaffing ) A FEBRAE .
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U P EE N B (35 )2 B R A AS R At T AR A A
Tz —AEEA I CANFRKR” b, AR BN A
FIS ESE (feuds and frictions ) [, A8 7EREFR PN #ERC IR
24+ (jurisdictional disputes ) DA M H & 1FE %R T,
23X S NS E 2 AT T35

3

P Py o X, AT 2k e AL A BB
(deficient) o RO, inl LAAER RI4EAE T 1
b AL T I

FEHR AR A A S R (7 A RIXAZ L)L H G LT,
X PR g A, RAFZEITS1. BA
St TAE TR Z RIS ARV & — 5 =48, " AABReS
F MU T AT 26 280 95 o

AT 22 R — TR AT 25 35 BN R B A 1
ML SR RESER, b2 i, SERaX R e AES
It AU R A IS AFHAH A, IS 47 JLA
NI FIE RN 5 IIAE — A 47

SNV Y R AL FBISN F T AS Y Y B — B
WATM (meetings have to be the exception rather than
the rule ) o i — MUY RN —REIMEAA T2, B
RN T TAET o AR 20U, HENRHE R 2o
SV %, BN THEN R . DhREAE 2
B ( malorganization ) .

T2 MRS AS B 24 5l o B PR ) = 2 T AR5 5,
WKL RFALW 5 TRE . A8 A 5k
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( poor structure of jobs and the wrong organizational
components ) , WA —> B Azl — 8 i)
TAEDAE AT URN B A2 e 2 LSBT A A T o HEL
XAE OL R E IR DT AT, B SRS BIF R m &5 2
Hik o

4

— K KRBT HIBE K LAR R AW 2 3 B A= 14T R B He
i, AR — BT BB R AR IR A o H R B S
CTET, BaBAIRN, KRBT LR R AR & E
— IR X g A HESE, HAR B IR ARESL B
BIRMEBTER L o Wb Q4P 1 2RI, W P B A D
W, FOSMBAIZ Dy e A gk I, EECEsiTr
R IRAEZHEC 2ERE B R it iy, i
RESIIEBTA A RAE BB A b IE B st 1

Consolidating “ Discretionary Time”

B Y FMT B FAS 0 P PR R Bt T DA ) —
OIS TR], JFREH%Z H O A RS R SCRCIX S IN TAI I, Fe L
FPVE RE « A B ORI TR B2 S 2461 1 D I ANE
o P IRAEE A VY 5 2 — RO Al E AT EASE
LAY, FBRURAGE T o

EHLE AL, MRS H RN TRl SR D
)RR I3 I TR EAE A 27 R3S b 1o LHEUDIRGRL
K, ARG F s, i T elE A
77 HR RN TR 2 D
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Wi, sABEBEEYIA . DAL AT LA SR
O TAL . At B A5 2R B DI ], B Py O I TR
el I

FITUL, BRI AR e o 1 O, sl an T4 s 1A B
FHOW A PLSZEC RIS A] (discretionary time ) HHiid
Ko LB ER L T 1R PRI TR can B — . BTN
FHETEEDSI. B8 OIS, ik
SIURI A S R AL BE TR 25 55

FLA A B S R A o R ERA 2D
BASE A i B C SRR AL, AR AR — BOR SR A il i I
(PP OR B ok o R L I EA 1% 5 T 1 X AR A3 I
], B2 AR T 5 2 EE A A H ORI g%, IR
BORHCRAIN G . FEIN X Z RGBS fCh o

I Tl i BB BE I, A AR TR B, AU
A A SIS AR k. CNRIRB L X R
S, O BRAKBE A 2T R . AL, AR
PR B H O AR A R, B2 IR IR I )
JHaRIE !
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Chapter 4

First Things First

AR ZAAE (effectiveness ) i AFA1 2, “ME" 11
i, Bt 2B E (concentration ) , NS J1EEH T —
Mo AT RSO B R A TR A A ROCE A T S A
(first things first) , —KAM—FFF (do one thing at

a time ) o

I 2 B JFAAWNA . — 2 E P TR s
(nature of the executive job), 75—t AMEAR SRS

( the nature of man ) o

T AR R EORIF TR S R JE SR 5
EH 2, AR A A R R R = 2
1A (time deficit) o PR BT F) 2R £E 1A 20
2 BT Ok B B I T o

AN TR R Bk ok, BT Al
ABROTH, B2 T A BN R h R 885 1. AR
B boF, SEEEAN RN, B RER R, Bk
FR B R AEAZ0TH, B FHEEHEEARKA
1 F AR HIRE T (self—discipline ) , FFHA B (iron
determination ) X AL “A7

MAMER R R A, PR O AR TR A,
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b RUBRE SR AR T R AN RAL , BT E T L2,
LT B e B B A S M — Bl 1

FERUE T AT RSN
] — I TR A — R 2R A S R, dn SRR Nl e
PR BRI AR S 7o AMEIR Z I 5% B 5 1Ay
FIDATRIIN RO AR 252, (H S WA A8 280 A 45 A Y
AfE, IR RN A A REA ZE R T UL 55
o SRR AT REME EE RO

2 N Z A AR SR 2 495, 2 R PR S
5Co AHABATAKIE, LR rRORS Sl —¢F TAF, —Rdr
— T AE, B MR TR R ETE (doing
one thing at a time means doing it fast ) o & H UL E
TERFRI R . RS M & B OCA R, IR 2 i ) g 2
M, Mg e (diversity ) o

XEE AL NGRTER P42 S, BRI 2.2 R
)RR BT AR . XAME RS, AT AT
S, G RAMATT TR AR 55 i 7 RGN RS B HoAth A D AR
ER

AR FERNANE FEETELWEREIT (The
people who get nothing done often work a great deal
harder ) o IXJEHH:

SB—, MAMEAS (underestimate ) T AAEAEEIG T
e BB TA), AT S B AE L HE R R R A
b

B, —

&
ul3

HUA BB ORI R R O
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(hurry ) 7, G55 R IARE AN IE o 10 &G BR800
FEE MO G R AT (race ) , MBI EEZE N
B, /KEIZEA .

=, — B EREIN O o AR AT
R, Al T TR B R AR ER, gt ek
FHEDTEZ PN, X, —Hitha—mih 1
B, 2B T A REA R I A ¢

A R A B AT, M AU SR 2 T
i, 1 B TR Z R —E ek ik, st
SEPAL DI, Sl B CITRIAR ), JEix
HE ) RS B AT T S, RO — R

Sloughing off Yesterday

LA RO P SR AR R — T, AR (slough
off ) B AHAMERE £

A RS B S S o B R R o
AT RN A, SRIE PR AN R R . R
HATRA MO AR, BPIAEL 2 S ? 7 (If we did

not already do this, would we go into it now? )

PRAEZ KA “yes” , MW, AR r AU
FRS, 2O EMREER, AREFRERAZEA
MelEAZU= K k" ko mMEARNT M
R ALF LTI, R e AR B Z I A DB, 6
WAUENT ZI R IEDR S RN B AR L .
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T ERGE, & A T RE5E 2420 (bailing
out) “WEK” , XEICIEMIEER . S RIEAERERE,
ERT ERESITEIMER . BB RMGTSE, #L
B2 (foresee) KK, W EERTHIEE
(courageous or wise ) FTTEIRIRIE, HSA MTRER N4
RIFRH)— 5

FIEA, Ties2 BURMEST T flid e /e At 21, 4
PP i AR SS . Bh2 EHE S R ZE IR N B Alid A
Ko XU, RUE AL P A AT A A B
Il RS0, BEOR N E et K — B8 AT BRI PL SRR T 1
%~ (patching up or bailing out) [, {HXfAPEE T
BRI WA B A B 2B SO T SR
%5, BANZED AT BN 2 I TRMIAS /T o

PR 25, A IR 45 O TR FR S A0 2 I ) /e
Il (total failures) , A Zd 2, WEBE AL LA
WAl of Ef st 5 7. EIEXELAVEEBR, ARk
MR, RZ ADUI T AR, e AR, B
AR M=, —M CH SRR (investments in
managerial ego ) 7, HHFEM (sacred) .

Br AE A8 B9 Bk Zh #F R g B B B —
(pruned) , "WPthh (ruthlessly ) KFRXfh H AR L,
A, XM F AR BT e RE R A SR i I
Mo BRIARNDE, XA AR S Ih AR A
A, MATE AT REET Y, AR ES TR
AT AR Z DA ME (success it deserves ) o

—UMEHCAN, BAEACNASAENE
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HE, S AWM DI WSS R
MEC: XU AR LM (Is this still worth
doing?) 7 WIRZEZENEMNE, halaZ AT
T (gets rid of ) , KfgJ1ar BRI AR B i B E A LA T
fE b o — HATX U B 2 TAEMr, B2 DA Kt
FITAE A 2L o R AR AR R A2 AL .

1EIX B BEH S, BABGEEE GG
B, AR, RIS —DUE TAE, &b
(slough off) —HUFAW TAE, XA HR, & uk
LU (weight control ) o TIAXFEM, 41455
LAFRRBER 11, XMELUE L

o HAUGRG AR, T2 RE A PLAE
(lean and muscular) o ZELESHA—DUHN 1) T AE,
AT R AR I FOR I — 28 T A, iXFEA A I (A
K NI R . R A, RZ AL As D H
Mk, “AhEME (Creativity ) 7 S8 AR, HIE
1E AR E 0 Q) R B QUFT A H SR e 2 RIRLEK, JRAAE
T, AN PERT PHESICAEE LR, o
REATELRAEA TS A8 M, B2 B
R 2, s & L.

Priorities and Posteriorities

TE?%%@&E’J%RE%%%E@NI‘EH% AR L2 K
EEEARR NN L, X B A AKRE Rl 21 ) [ EUR
FE;7I:J_LO
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FEIX PRI O, MR g8 35 2 e fiy MREe B R e
M, EERE AU AR o anfaT P e 7 2 i B
FOHLHE RO FI R R e, I8 SR R EA B R ok A
Rty 2

UNSRASE PR R ORAER T, i e R PR I 1ok
P, A B SR BERO AN, BV i EE A A AT AR A
PE (sacrificed ) 5 1o X FIN BN , BAT I TR AR
I FEA AR, P9 RS 2L 2/ R LA T
WER — T TAEA RS B 4 80T 2 5 S By — 3547,
RS ROX I TAEZATTHER (no task is completed
until it has become part of organizational action and
behavior) , w& UL, WRANIAE LR N EH DK
g5, 2., ZRSEROX I TAE S AFTRER (no task is
completed unless other people have taken it on as their

OWI’I) o

P TR S, A —AREIER], e
& = 2 B Ma M E S, A M E B A
fifo BRI = 5 4 KRB HLE SR, S RIEilE
mavl. Rl anlsz, — BN I 47,
LA IR 2 20K A8 T B AN B R AR

BOREIZESRAL , 24 RIS RSN O B e 24
B, SNSRI R TS AR 63
A0 e AT ok b i 2 2L U P AR 55 1 2 AR A
i, fRE R BN IMZWAK, REGHLm R
ML, % 220 M i BRI 25, 2 5 A
S5 TR SO KK (For the pressures always
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favor what goes on inside.They always favor what has
happened over the future, the crisis over the opportunity,
the immediate and visible over the real, and the urgent

over the relevant. )

EHEDLA AR, AR kR W, X
Je—BURRAMER TAF, EENIHFAEEERsHr,
EHEIFMES (not intelligent analysis but courage ) o

B, MARE a0, e G Rk iy E
EEN
® ¥k, AeHETE (Pick the future as

against the past ) ;

® LML, ARENEEIFAEMNRE (Focus on

opportunity rather than on problem ) ;

® LEEEAHCIIIN, ARRIERL, Aaiis
( Choose your own direction—rather than climb on the
bandwagon ) ;

® [IhrZnm, BAME, AREHR “L4a” M
J5E ( Aim high, aim for something that will make a
difference,rather than for something that is “safe” and

easy to do.)

TEANE A At . BOE s D2 FH AN REE
HIUA B A= 20T A0 i A =, T2 ABEE & 7F Ol
BRI AT, BV g R,
Pb file ok R A, RO R ek 8 AR 2 R RS “IE
K7 HPETME (I is more productive to convert an
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opportunity into results than to solve a problem—which

only restores the equilibrium of yesterday ) o

ZfE (concentration ) , s&—FECT R H C
BT AT Ok ZeHE BB AR, R XA, S 8eh
A BRI TR ARSI 52, A Z Y eIk,
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Chapter 5

TEWIRAT I 20, WRPRAT % W, XM 3.
FEWIH T 10 2 0, W g AN TR W AR, X i
Wo A2 MR FAT VRN A A LB H S RN, Xy
H s SRRV R R W s ey %€, X
MR

—— LR D

RAEE B E R RN LA, dE AL

e, RAEMHETHLRE.

It 2 Xae T A s Ee Sy, AMTE A
S B A P AR AN R W AN SR U I R TSR, X
HUE TR R XITE

AR EHE R TR A 2 oe g S — &
Ve, AR R, B0 T e B YRR 1
MBS, B T2 IR T R MAEYE (They ey
to think through what is strategic and generic, rather
than “solve problems.” They try to make the few
important decisions on the highest level of conceptual
understanding. They try to find the constants in a

situation ) o
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A B B KA A 2 R EE T I PE (based on
principle ) il SISO, 2 RIE T 5 HITE (the
case and Pragmatically ) RS o A AT HT1HE i
SRIN TR A SR R, M fE RSV SR BT 8h . I, BR
AR EATED, AW, FrER R A RS

( good intention ) o

PG % - 3%/% ( Theodore Vail ) 225 |5
A ST RFEE o 1910 RS B 2045 Y], Ath AT DL
JRHLIEZS ] (Bell Telephone System ) FYEZHH, 7F
WAL, A DUZR G Bk 2 BRI K . KR R — %

NI

FEIX204E 1, BRORMGH 1 DUTRUSKIE ER 55

TEAREAL), SRR O
T, KRB R B . H SR B AL E X —
WAL, B SR AT BT S5 bR, RS AR 55
it b3t , MRSMOIES, LMNs, i
WSS A g iilcas, s BRI,

PR BIEVER LI, il
5 W el AR 2o e R A i all, BAREE
— KW AR R E

PRIRFE LI ARE LY B 1 DUR AR bR, 2

A

&b
He
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B DA P18 B IX — FAR 2 il E 2L S —— A nldh
JEAVSS, AL A A 2 9 L AR

— ftb
PE IR . Al A RE AL DUR XA 2B I i MV 3R A5
HIEMZESRE )7 7 RO, DURRZMtl, &AIE
WIS, BAEFN T o X,
MREDERANSE, TEENT, kRt —
LR
POURTEH, MRBA AN T, BT “Kok” 4
BN T, ARk S I A TS . DURSEES % i £ X Fh R
SRR SRR, S8 = RN E A A
[FfARK, EARZERY “IHH RS E" 4K
M E T o IAE 2N, 46K 20 55000 Tl 5080 = AR AR F
CHRT AENCAE, Al DURSEES 2 M —JF 4 IR fif
B IR AR B e M R A 5 1
(mass capital
market ) 153 75 2 MR IR B DL/R 2 w1 P 1 Il A b
Bt ARlEEERE . RUEMFFERE S, MM YN T
KT AT . SR IR AR A wl ik,
JE SR IRAE 20 ARG O v — RS, XM SRR &
B, XN, LT A R RATHRSE o
Bk, WELR BF, Sh/ROCEGEA SR sk 2>

ARt N P T R TR . K1, AR X MR PRI
PR AT WBEZ R BLE, tatantex e Bk

FE I T 2 HAER) . A7 R
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Wk F19224F 3 Bl A S8 — 40T, AE 4 il
. G AR 2y IR AH s AR HUR S, Aty £
SRSk B B, & AT HR, RACAR B /]IS
A

S I g ax eI R Al H i DL TRIREL,  ifn A
WA EA G5 RIS, Al i) s i R AR
ARE SR, dlisfEHEAE T, A5k Sm
SN ZALE AT, BRAMAA 5T, Bie
AEAARIIRT ), AEMATE R /e, A T iz i
(S ILEINALE (i

H 2 000 1T A AT 4 X A Tn) A Bl S R J5T 7] R
( personalities ) , M)A R IX A
(P8 T T A A X2 — MR A8 (constitutional
problem) , MUl @ — DG EE R, N8
AR LR D

e Nk, PR T 04T (decentralization )
X R, A3 AR AT AGRUE 43 2 B 208 F A, AT
PAPRILS A w0 T 1) S OBUR 48 S

SR IR M I 1) DR SR R AR BT AR TR TR, gk (7]
AT A —FE, (BB AT R R E 2
A, Ak, AATESRAE S ISR, A T
TE I I T BB
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the Elements of the Decision Process

MHfE B&, shoRRrEmrdesig, W85 T

MR E R

1. BEINB ( The clear realization ) o P85 2 HI
THROEME I ER, X2 AR RS, i A 25
SRAER AR 7 DR SRR R ) 2 0 SRR B [P, X 288 ]
T b S N T R BT IR USRI A B ( The problem
was generic and could only be solved through a decision

which established a rule, a principle )

2. AP ( The definition of the
specifications ) — W HAAE 523 H BRI 40 200 2 2
PRI, X2 EK “HE &M (boundary

conditions ) 7 o

3. J# N0 ( The thinking through what is
“right” ) o FMFIECBGE, B “fOBIER? 7, X
e AL B4 E (specifications ) o fFiXFE—
ANEERIIETHE T, A REH BB 1P LR E
A7 (compromises, adaptations, and concessions ) , fifi
PURREM R KL o

4. ¥%59:478) (Decision of the action) , IEIEAR
T DL LI 2.

5. M “KMW” (The “feedback” ), DA
K A5 5 565 UF e S R IE B N B S (validity and

effectiveness ) o

XA BRI FUE T 20
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RSB —DEZR, FUE NS A E (8 1
R AR . “XREREE TR, K2k
‘X
ML, TERRBR T TR, R R — R ak
WS, SoliR—RH &Y, 75 E0 o i 5
AP

—Reifie, 7E R E e AR W B, A
SRR S Y PR AR AR R A SR AL B, X 2 — PR ]
X J7iE (pragmatic ) , XM IEIE 0 R EUER = R 4
PERORRAR, = MO R IR (lacks the generic
understanding and principle ) , T J&{H R —Fh5z 3
MRS, KBGO R, Jokt#, thpierms A
M WS E T, AR, X ke
SRR, A ZH G 2 5] A4 3T A2

A3 PR AT Rl B ()RR R e, R SR i 2
FIIN S R %1k ( The problem is generic ) , MRS
R, IRy, PR S b SR U i
MWL (symptom ) , [fifth ZOH, SAURME IR EHY
AJ5T (true problem) , [fiAERIFELG AR,

XAAREE T AT 205G ROk, B
FAE B 4EZ 1 (the highest possible conceptual
level ) KRR MIE I E . s st —EMN 5K
% (rule and policy ) R EZ R AN S, FFEXLEH
W55 SRR il TR SRR R 2 B M, [t ok, AR —
(VA= SiiEA RPN €7 5 I N K 587 5 SN Y (o (R V|
fib 2N SR80 L (an executive who makes many

@]P (generic situation or an exception) .
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decisions is both lazy and ineffectual )

RENBZ G, BRE TIRERE ZAER: W]
{3V

WA SR 1 A 20 N R 3R B IR B A 20, 2k
T2 HBY? R RIREZE H AR (the minimum goals ) &
t2.7 520 HFR AT B WL 2% -2

GRE E . X0 B R (boundary
conditions ) 7 . —WIAMPRFEE IEREER, 22
T FEaX e LA, LI FUE T H bR o

DR AR TE BRI, SR 2, SHLE
PREOPL 2 o AR, AnR AR B AR ge 40 1Y
W, M2AEREE EEA 2RI, B0k E E R
RAHE

“fROLXAS S, D TAWEETIE?  (What is

ERTRY

the minimum needed to resolve this problem? ) ” iXif
HRLE ORI, AXAAIRE, Wk A4k8:,
REAHXAHHE, ISR R AL T .

PRI AR, EHF R EMK e 2.,
1A AR FCRE IS ) N B2 32 R HE 211 2, (what is right
rather than what is acceptable ) , X2 HEIEHITHY
IE, —ESA L. QURISEE AR B iR
X R R . “WREE IR P fth A ek sz 7 B2,
s R PSR E A AU R BURARTER, ik
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FAE R E X — R R, T ERA AR, e
2 (gives away) I N A, WA C gk
IEAGME, KE T IEFME,

FAE19 444 Dy 18 P74 2wt ] i, SR o o
. p - iR Y E AR E SR LSS, M
WITHaG, MhatitFem 2] T brgJp o=, Wi “&
AEEEIE TFEZM A 20, B2, NiZS R 245
W, BBEBR IR RN . IOME— 4802 ERAH IE
M ZEPES Rk (put down what you think is right) , A~
TN A2, WARBSIRNE L SN &
FATE o RUVE R, AR A TBACR B %
PRSI L o A PR, BT PR 2 A5 2 A0 T 1l
A HIR . A, BRARRE R 20028 “ IR
7, AN, A DA RIE T 2 R B 2 e 7

TR AR5 FR PSR I A P 30 I 12 e 4t A 13X
BOd U AF R o

PRI BB PUN B R EPAT. JORIREITEIP B, %
SR RN, B A PR, =L A R
HE,

FR R A AT R, TR BV R N A A
YT T X BIR 7 BRI 247307 W R R
WX —1T78h? X—ATEh Vi e SR 257

WUER—I PSR BB A AT, BB 243 R 5Uk
WA B AT R IR . PR N sk
ESI NP 1, ATEI R TR ENE B K P TR K
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N BAEA RBIIGE ST, 2, EHEXN L NERNHEZ
T3 BIEBRIE B2l 3 150 W A2 A L A 7 PR 8

LRI B ISR e bt e PR A I
NHER AR DR T A A BR S A P HE & /K G 1E 1
o MRS EUR G E SR, R RTERE - s - f
GITRBE: PR, MR EN, e
&, BMERIGITC . BAE AR AR AE BRI A
BT, s, PATEREAA S A
BAE IS 204 T 7

HELXREL G, JF A UK 2 U = 48
Ko KRR NFNEGIIE, 2H FEE—F, Xell
I BHE BME— RS 0. EAIREE A B,
L NXZIE, BACEA FEEEGSETEMINT.

R T R LA SR P AT PR AR S AR R,
ey, Bk FEE—F, XATEME—TT
ik, Mg AL T .

Opinions Come First

M &, SRR RRA L KRER, (AR
HUZ PP IEma? 7 XN EARNCIFARI .
sedil, [ “PONIERT XA, RPN

BAANE, M THA (untested hypotheses ) , iX
e FEIT G ME—IE AL, RN X e PR Al el
v, Aok, il S uE WM EE R AT AR Ay, WS
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TR, X R BRI

WIS, RSB T IR BE X 200 “F
Se, BRPEFLSEIE (find the facts) 7 o [HIAIX
LR MAERES e, HAA RIREHE R, Frigns$
FEEHEA e, e B B bR

BAPRER S SEE, S RN BRI E S
HIMELL k. ORI A AESCOARAE, B AT R AR EI
2. M ( There are no facts unless one has a criterion of

relevance ) o H SR G I AT (Events by

themselves are not Facts ) .

A RSP F G, AT REREIFAZ N T 1%
SRR, MM ER Copinion) JTiR. TAEL
WA AEB A, A0 RA AR T AFR
K TR P A AT 3 A, B e A 73 BBl W2
(unobservant eye ) , kKR4l (sluggish mind ) .

FREA, AM2defs 10, R HRBATE) . mR—
ELSNFEGHEINT, Rk, BREFH—
(LT S Pt Ko ARIERNE SSOMSE S &/ TP Sl N g W Sl
4518 .

ME—1% (rigorous ) WUk, ME—A7 A FHATH
SIERRAS UG B LW AL (test an opinion against reality )
Ik, i “Jefr =0, JRA1TE) (opinions come
first) 7, X AR PR SRIN N 2RI Ik

AR AGVE 2 A T R IORE, A2k TX)
PBEGHIR—HE L BB, EMRER £ W IE
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S AEAFE B RS 2 i ARy . Al ar
WL 28, ANF) R s, 8 B R o 4 1
A

PR, SR SRA — /S HU R AL - 26 00T TSR] F)
W, A3 EE R T IR

ERREI L AT b, SURIERE - ik
Bl R, RENXBBEREE AR TS —
B T HeEgyRonFE. HE, T MBS EAET
Wr 7R HEBGHEN X IR SR B P — Rk
BT AN, KREDALEEAFHEN, A
FE, ARREXZSHXANRENEE . 7

B SR MR A EE “E BT, N A
SRS W F 1L (test opinions against facts ) o s 25
W, AEHET L8 (conclusion ) , M AATEE A&
FEPF LA G . MEET 00 R L AU T AR 25 b
AFE W75 e 3R b

B, MEAAREN, AR RER R AR
™ 2RSS (the prisoner of the organization ) o 4
SUNEBII A AL F O SRS e sk 2, A
ANEBR— L (special Pleader) , #BA H{EH
AR H O B Y o X R AS — R BRI S PR 55
AEXNREAN RS FEE A RE RS, 2w )
B TREID, A ELERAEE, IR LA
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SRR LR — Ik, R A RS BT O
&, EAFMEERE S BeHE, A XEERE L
REFC B JEMRIAF EE L, 1 A R P

B, AREN, KRR R ik
J7%” (alternatives ) o WIRBAFUEITZE, Tieim]
AU ERF 2 208, PESRAA T IE— P (desperate
gambler ) o EHELHAELHN R T 2255 [ 25 Rir] 4
WHEI 5. B2 AE s DU AR, A EEE KO —
oA B ad P T . B SRV ER RN U5 5 it
W, Rtaefs &Ll WREAHXHENFERRM, —
ORI T, Ml S BIR TR T .

F=, AAERABTHCEER T (imagination ) o
B P ZEAL TR 2 — e SEXELLHOR I SRS, AR
BORTTHN, 2 2ept . A s ER I mn, HHEE
CENETERT RO S, A MEXE LT QUET R T . X
MRV, EEEFEARG ), ROz G
HEE ARG — AR A3 i #f B 25 L R EE i

()

RN, B % T (the first order) HJA
HARKZ ., g 175524 — DR 5 B 3R
e AR — PR . MR EAE )T (latent
and unused ) o AFEN, F5RIE B0 £ 5 7 5 &
(reasoned) , NE % (thought through) . ¥ 7e
5> (documented ) WIRRIEEW, JEBCE G 1 A 2K
A %

P, F7E 80 i B SR A an i s ol 0l & R AS
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FIE I o WA I HIR PGS 75, X AT DAARAR B e A0
SefARR R EVES I, SR SR AT N Z % &
ZAlviREStp S

AR E A LA N R AT IAE BT,
mEeEmTmE “#HR” , AU HAEECA
“IERRT, HeAEE CHIRT ., SRS RN
s W2 TS A AR E N2

A BSGEE S R A, XA AR
KN (fools) , HABRZ T ZIEH (mischief-
makers ) o AL, MATRASHENHCRA, MR
Kk Z oM (fool or a knave ) o MATTEA, BRAEH BN
uEHE, AR Y EWEEN A EINL. AR B,
S ASE WS S R, Y B P 55—
e ARERESMAD: “WRINMENEE, I
= WA 2N 7 ARE B RS, e
g, SRIE AR R

%R Z BN A C— 5 R S . ]
W BMARBCXAERE, A 250 A ek
2 PARIRER 7 Aok B FF M8 ( What they see is the only

way to see at all ) o

AE AN A 2, hWAEMmEE 2 FEN
T3 B AR, — AN AU T AR R SR A R L AR B
HO TRARENR, BOA R R Wt At fo o5 b gt
R IMEMBE T H . A 7T X—TH, REHE A e
PRIEAN LR & A 32 25 TR A RE A6 (1 A 2 R )

Ho pm
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LA R R IR e m — A R R
R A BB " IR AR, B2 i
PR

AU L B TR Csurgery ), &N A 1K
AR N, A7 A ARTE (shock ) UG
Ko —MNFmEL, AR BETR, —uf
PR A BB D ER R . AR R E 2
A AT AR RS . A e EERedt, AUofmrfrsy, HMN
SR LA IS — e B AR

PASMRHER A0, G 2R AN A S B VI~ bk
PRalCE R, i AT B IS R 55 3 S DI i XU
e FTbL, SMRBERAEZRE 25 TR, B2 AT
AR, XTI FR R AR XA
KUl REFEFEAUL, ZoRBATE), T2ATE,
PEARERIAT B HI A i 10 K

PSR S e AT RS . A — N BT LA
BB AT RIATEE D) . “WERARIATE), K2 E2
B2 7 RinESE AR AERT , Bl A
AT T T RACRIR &R, BIEETS Ol ik A4
& (annoying) , HUURFEAR D AZEFX R 477 A0
, Ao@E RS R R, AR A EE T

T2 g 5 EEP AN RAS SR IR Jits 175 D0 gl 22 %
, st A GRRENE, A FUR B s

X R E T LS o dneRLE kI, 1
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H AT REMAARN LI in, Bk 214718, AR
BRI EATE)

EXMEOLR, FAABSIRR Sf— R, 2
RIBATEIH A IWE , 3 ARIPATEY G K7 AE1X
AL, ARSI

BB, AN ARSRINAT B I 4 AL R IO i T A H Y
KA AT E R, B2 R IATE) (Act if on

balance the benefits greatly outweigh cost and risk ) ;

B B2okBUTE), BAARIUTE), YISk
WA, P75 (Act or do not act; but do not “hedge”

or compromise ) o

=4 I TR ER SR I fie, - PR SR I R Uz A 2 R
SRSy, T SR R HE RN o JRE LI,
R NER AR, AR, AKE M. AEX
g, 5 ERACUEFINT, BHREERWBES. AT
A RZGHE R, HERZHR AT, A2
Fir A AU S 2 il A SR (distasteful ), {H 2 A A 200 H
FP TR 2L AR o

A, AR B S AN = IR AR S, A
e AT R . 7 X RAT A
(coward’ s way) o fEATFIERE b, fHIATLLAE
— Tk, 1 T HARSE— (all the coward achieves
is to die a thousand deaths where the brave man dies but
one) o MX “HWTFEHIFE” WINPT, 54 RS B
Hom s BAVEBE S B — R WP IU R RS T
ghige BIEEAMEE, BS5EINMNAREZ DR 7
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HERZEEN T, BRLEEN, EXM g, EHE
PEARERA O B O 02K SR PR I ]

A A F I AR ZEEHZ R M B O =
WA 5 o AT 1 B 2 0 BT 25 4T 2 R SR ik
o, A X O R YA SR, e 2 e A R
( Executives are not paid for doing things they like to
do. They are paid for getting the right things done—
most of all in their specific task, the making of effective

decisions. )
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Conclusion

XAF e BE R TP B2 :

1 The executive’

s job is to be effective

2 Effectiveness can be

learned

ANATHS B B, 2 Ay B e T AF s A B
( The executive is paid for being effective ) . ZZH%
EHAEAN R, REEMARIRA N Eh—E
T, N AT 4, R 24 AT b (deserve ) 1X
RS KBRS, 421830 (organizational

performance ), Hﬂfﬁ%éﬂ%{ ( executive performance )

PERNEBLE IR HFR.

X A MK B R AR AE B — AN TR, AR E
JEoE AT 2,608 T ke, BIAZME ( What makes for
effectiveness ) ” FATAS LM N2 5 24 &0k
(Why should there be effectiveness? ) ” XJeA N, &

AT G A7 20 24 B R 2 BT 2 SR — 43 (rake
for granted )
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HAMBUE UL, HE P S0mE, WAL
M, HHETEE.

1

EHGAREEHREEAACS, 2R VACHTENE
Pl e . EENX — SO AR E 2, FIEOR A PR
FHAMHE T (responsibility ) , 1fi A 25 5 4l b
1752 (act the subordinate ) , B b &l ( pleases the
boss) o FELHURBET AR, B 2AMFT EHH
Foe “HIRS545 (purpose and ends) 7, fiAFHETT

Yi’i (means) o

2 A 307 ok
FRUE, BHEEN TAERAND, SATRZMATRIND, 1
JE I TRIN o 20 SN (RN A 280, X2 i A 380™
N BHEF N R ZHE, TEEEMEEITH. A
ProC AN TAFEELO A I, sA U AT DA 2T,
X R, R A DA [ ORI TR P T 5
k2 e | O > 15 .

3 TR R AE N
KAb, XENARNER, HHEAC, BEEMA, X2
AN AR AN E A ( fundamentally respect for
the person—one’ s own as well as others. It is a value
system in action) o HANGE, Fo KIE AR T
“TO D (learning through doing) 7 , F5 &1k 5K
B [ 3%k (self-developmentthrough practice ) , %
HEMAK, e B 92 N A His 5 44

/

By
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BEh—1k, BN AR S HAS RS h—1k, K
MNANEEE S HEN 235 H—1K (integrates individual
purpose and organization needs, individual capacity
and organization results, individual achievement and

organization opportunity )

4
FATTHT 50 B AS T 4 i
AL BRI TR BE IR, If o2 an T AL PR AT 3807t —— A 4R
HAMSGELE . “HANH” 5 AR XM
AERAY, REMEREENBAEIT L, xR E I
RAGERNSHER, MEERE R BRIT k. W
g7, Har H5m K 5 B f ( foresight, self—reliance,
courage ) o HAJINUL, XHE IR —FAT T,
HA AR KA BT A 688 (brilliance and
genius ) , I AN AR DI (dedication) ,
> (determination ) , 5 H#Fr (purpose)
5 A R Y
&, AR PRUERT R AT M2 5 PR (rational ) 470,
o F UE IERRIAT N o XA BRE N Z 4] MR 3R e i
AR, NI 28 DR Sk 06 006 J2 R SRS, AR A
PET IR, AATETRArg IR, A Dy i SR A
PKIRTE o HIE, WALt 2., DL RERAT 2R
JRR LM, AUHMSARE R IRIRIX S hRE, R
BLRBUIZRANER R O, W3 1 SR A I . A 3L
PR E R 500 (procedure and analysis) , {HA
5 b, PRI TEIEEE (ethics of action ) .
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WS I f B, R E N AR Keelf-
development, 75 b A HE % 5 45 2 M 77 T 1 1 B )
UREE T, RSN SUE R AR, A
Fe U 2 S, MB/RIE RS RBE (unlearn) —
BER P SR R i SRR, AR A
TF & F 3 (develops himself) , HBZ A LD A
W, BRI, GGHEEA A0

H— A E RS IR 2 T A (exalted )
T, ARG T B A — R B O AR T
TEo MRAANEXARRFRBERE ARG, 5
F/RYLER (Kierkegaard ) MM ARANE LB RS 77
( Training in Christianity ) ) RAEHHE, S &I H M
MR —F, Y—TMHEINEHE, XNHEHRIEAR,
IERDN X —HEARPE, FrARATA A B — D A# A
AR HLAT B

M AT E XN (saints ) . BF A (poets) B ES
— W E (first—rate scholars ) M EEFATH HITH 4
41, B2 RKIVA LR L R —FME 3, MxERAAEAE
A RH KRB T T ZH 2 LR AR TER. “AF N
) L/E” ( The needs of large—scale organization have
to be satisfied by common people achieving uncommon
performance ) , iX1E& A B HE R ST 4F
X EM AR R, RES AN EEE A LR,
HARMEMFNHREIT L, A2EEEX AR
K JE (the self—development of an effective executive is

true development of the person )
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ARG R A BTk, AU RN,
Xiede A ARGUNIME— @2, BHEEE TAEA SRR H
wmiEE, SREABANHLNSEOKY, haREEA

IR Y (sights ) o

B IR A U B R A 45 1A, BRR S A i Bk
fi . X PP I HARID, LR AT PR IR & T
SERY IR UL 1 O Tt 5o L2 (from preoccupation
with problems to a vision of opportunity ) , MIH.LH
N8 SV 50 1248 A K AL (from concern with

weakness to exploitation of strengths )

MR —AHAREB LB X5, BBl 5L
MIANA, BLREBICAR AT B 2 A R0 Y, fEAb A4
s SR (L NG DIL

ARAS S BRI — AN T s R A I A o
NREFE R B E B AR TAEF E AL 11X L8[
K —IE BT, KOV — A & B iR &)
DHI— T Bt o IR AR IR AR O L AR L
AT EERUR T AR LAY, XE R T iRKBkik, A
At IR TAER T sh 573, 1 AE A B M1 TR AR ok
H &R R AR TR 54

B AE B U T B BB s A R X (7]
A ME— R AT . BT LA U H R 5 A ARFE K
A Ak . MR TAEZ N L5 It A 2R, £
G RUR T AR — R 298 5 (22, JtA
SUMMITAETAH T —U. i TEN S, FEK
B, RS, TEME. MAAEA ORI —% A
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BESIEEERE, T RERAS FR R R AL o

ASRI S AWM E: ALFZEN Ay H ol
ﬁxﬁrﬂﬂj /\)\ﬁﬁ%%éﬁ//\éﬁk%ﬂﬁEE’J]\EEWE’JI
Ho AARSEHENEAG 8080, 4t o

& ﬁﬁﬂjﬁ%*; UiV NR=$ i < 3 | S

( Effectiveness must be learned ) o







